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Abstract

Questionnaire data collected from 71 managemerguitamts is used to gain insight in their
preferences and assumptions regarding organizattbaage. The main question is: ‘how do
management consultants think about change and veinéfarence do they have regarding the
use of intervention methods?” The research is bameda framework in which five
perspectives on change are conceptualized and inhwdach perspective is divided in
thinking and doing and as a whole is associatell aitolor. These perspectives are: yellow
print thinking which is based on processes of powealition formation and coercion, blue
print thinking is synonym with planned and prograeshthange, red print thinking concerns
Human Resource Management, green print thinkireslup with organizational learning, and
white print thinking stands for emergent processfeself steering, chaos and sense making.
The results suggest that the method used prodwsedsl unsight in consultant's attitudes and

preferences.
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Introduction

The everyday work of individual management consitdtas not merely about implementing
ready-made methods and technologies. It has beguedrthat consultancy work is an
ongoing effort of convincing the client on one’sefidness and contribution (Clark and
Salaman, 1996; Sturdy, 1997; Berglund and Werr,020Qerildainen, Tienari, Thomas and
Davies, 2004). In this regard social skills aretloé uttermost importance and personal
character and personal preferences seems to lmgegnal part of a consultant’s professional
competence (Legge, 2002). In spite of this, Tich97@4:164) believes that the consultant’s

approaches on realizing change are based on implieas rather than a set of clearly



formulated principles. What are the foundationsth# consultant’s succes in legitimating
ther actions, what is the rhetorical space of possiétguments available to them in
legitimating their activities, and what is the raetheir own preferences in this? Answering
these questions requires knowledge of these imptielas, so a questionnaire was set out

under management consultants to discover theiridgihptieas about what works in their
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use.
In most management consultant books, see for exaBlptk (2000) and De Caluwé &

Vermaak (2003), the prevailing opinion is that anagement consultant acts through one’s
own preferences and tends towards a congruenceeis personal preference and one’s way
of working. The few scientific publications on thssibject seems to concentrate on the
guestion to what extent a management consultainflienced in one’s way of working by
one’s own personal preference or by requiremems fihe situation or context (Tichy and
Hornstein, 1972; Tichy 1974; Werr, Stjernberg & Deny, 1997). Based on an interview
study in five large management consulting companiéerr, Stjernberg & Docherty
(1997:288) conclude that the personal preferendesanagement consultants define the
intervention methods that they apply. This seenmgradictory to what is stated by Beer and
Walton (1987:363) who suggest a more contingengyageth in which the methods of
management consultants depend upon a varietyadtisinal factors like the type of change
problem and the possibilities within a client orgaion. This stand is also supported by
empirical evidence. Based on a sample of 91 manageroonsultants, Tichy (1974)
concludes that there are several inconsistenciegeba personal preferences in the thinking
and doing (acting) of management consultants imghgrocesses. One of the explanations
for his findings is that management consultantsrareself-conscious about their personal

preferences. Moreover, Tichy suggests that chaggata are probably not aware of any



incongruence on either the value or cognitive disi@ms and that one of the factors that
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Regarding the main question we first describe file perspectives on change as
conceptualized by De Caluwé and Vermaak (2003).nTwe will present a conceptual
research model and operationalize some assumptenged from the original theory. Then

we will describe the applied method. The articlaaodes with a discussion based on the
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Five perspectives on realizing change
The data is analyzed and organized based on tkepfivspectives on realizing change as
conceptualized by De Caluwé and Vermaak (2003).

Change from a power point of view: the color yellow. De Caluwé and Vermaak (2003)
connect the yellow color with the symbolic of powdiis color relates to organizational
change processes, in which interests, conflictspanveer play an important role. This way of
looking at realizing change assumes that peoplecivilnge when you take into account their
(own) interest or when you can compel them to accepain ideas (Pettigrew, 1975:205). It
resembles the power-coercive strategy of Chin amanB (1976:39) and it is often found in
change processes where different persons or pargesivolved (De Caluwé and Vermaak,
2003). De Caluwé and Vermaak (2003) describe tHeweperspective on change as a
negotiation exercise aimed at achieving feasiblatiems based on win-win and consensus.
Examples of yellow interventions are confrontatioeetings, strategic alliances and inter-
group conflict resolution (Cummings & Worley, 2004)

Change from a blueprint point of view: the color blue. De Caluwé and Vermaak (2003)
assign the color blue to change processes in white is a clear blue-print approach and a

coherent detailed plan to implement it. It referghange processes that are based on rational



design followed by implementation of change. Onetloé main assumptions in this
perspective is that people or things will chandea iclearly specified result is laid down
beforehand. All steps are planned down to thedetil and the specified result as well as the
path to be taken is kept well under control. Thisdkof thinking about change resembles
Chin and Benne’s (1976: 24) empirical-rational tetgg and is based on the assumption that
people are rational creatures. De Caluwé and Vekni2@03) describe the perspective on
change as managing, planning and controlling tloeges towards a clear result. A blue way
of changing organizations is aimed at the realizatif the one and only best solution. Some
examples of blue interventions are Business ProReskesign; Total Quality Management,
project management and auditing (Cummings & Wor2904).

Change from a HRM point of view: the color red. De Caluwé and Vermaak (2003)
connect the color red with the human blood andthiselabel for change processes in which
the human being is seduced and change is madetiagraChange from this perspective
stimulates and motivates people for change, andsn@kenge attractive to them. It is
assumed that people will do something or changeelf get something in return (the “Barter”
principle). This is similar to what Zaltman and @an call the Barter strategy (1997). Red
examples of interventions are competency managenwuiture change; use of HRM
instruments; fit between the individual and theamrigation; social activities (Cummings &
Worley, 2004).

Change from a learning point of view: the color green. De Caluwé and Vermaak (2003)
use the color green for change processes in wiiiehdevelopment of people and their
learning abilities are central. The color green lsghizes the notion of natural and continuous
growth. In this way of looking at realizing changiege main assumption is that people change
when they learn. This way of thinking is similarwdat Chin and Benne (1976:31) describe

as the normative-re-educative strategies, aimedurdearning certain behaviors and



experimenting with new behaviors. When you organéwel orchestrate learning on a
collective level organizations as a whole will lrdHendry, 1998). De Caluwé and Vermaak
suggest that the green perspective on change t®osigiving feedback, facilitating learning
and the creation of a safe environment in whichppedave the opportunity to experiment
with new behavior. Examples of green interventiaresgaming, coaching and action learning
(Cummings & Worley, 2004).

Change from a self organization point of view: the color white. De Caluwé and
Vermaak (2003) connect the white color with opeacsyp in which people can bring in their
own wishes and desires and can create processsdfadrganization. Change is seen as a
perpetual mobile and as an autonomous self-dritliag comes from people’s own energy
and sense making. It refers to ‘emergent’ proce@Seskowski in Weick, 2000), in which
certain patterns are interpreted in a different wain which different labels and realities are
created (Weick and Quinn, 1999:380). Different exexchange meanings and give sense by
ways of direct participation, common ground andatjge (Van Nistelrooij & Sminia, in
progress). According to De Caluwé and Vermaak (2@08vhite perspective on change is
based on removing blocks, close observing, givirgaming to what is happening, allowing
external uncertainty and relying on internal certiai Examples of white interventions are
self-steering processes, search conferences, que sand Appreciative Inquiry (Barrett,

Thomas & Hocevar, 1995).

Conceptual framework and some assumptions

The five perspectives of De Caluwe and Vermaak ramesented in each of the three

variables illustrated in figure 1.

[here figure 1]



The thinking and doing of the management consulimraperationalized in this study by

means of three variables: vision, style and intetiea. Vision represents the thinking, and
style (behavior) and interventions (method) botlpresent the doing. The conceptual
framework allows us to identify preferences in thénking and doing of a management
consultant: what is the dominant vision, what s ttominant style of intervening and which

intervention is most often used. Besides reseagcttie five perspectives we tested some
assumptions that were originally conceptualized®byCaluwé and Vermaak (2003).

The first assumption in the original model is timeninance of one perspective. Because
of the fact that the starting point of each of gegspectives is so different, De Caluwé and
Vermaak assume that management consultants wille“laacombination of perspectives, but
that one perspective will be dominant” (De Caluwé &ermaak, 2003:60). The authors do
not operationalize this assumption. For this stwayoperationalized perspective-dominance
as follows: if 25% of the total score is represdntey one perspective, this refers to
perspective-dominance. We used this figure in dmeoof scores on five perspectives. If a
person scores only on four perspectives, we us86% limit. This definition leaves the
possibility that several dominant perspectivestérisne person and can be combined.

The second assumption, which is tested in thisame$ isperspective-congruence. A
management consultant seems to gain credibilithisf way of thinking and doing are
congruent. De Caluwé and Vermaak (2003:123) asdhaie“effective strategies must be
based on the dominance of one perspective: the Ipasspective”. Although they say that
there can be a difference between thinking and gl@i® a management consultant, they
assume that this is not desirable and that therdifice must be as small as possible. For this

study we operationalized this as follows: therec@ngruence in perspective, when a



management consultant scores highest on the sanspeptve for the three variables: vision,
style and intervention.

The third and last assumption is the useanifbinations of the various perspectives. De
Caluwé and Vermaak (2003:272) assume that combimabf perspectives are possible and
that consultants will have 1 or 2 dominant perdgest But they also say: “a random mix is a
certain prediction of failure” (2003:60). We expéloait some combinations will occur more

often than others, because of the conflicting istgupoints.



Method

The participants in this study all work for managemconsultancy firms with clients in both
profit and non-profit sector. The questionnairedistributed amongst 135 management
consultants in the period between September 20@L March 2002. The majority is
approached by mail. The selection of the people adeage through Internet: from 7 different
firms (more and less known and different sizes)viddals were chosen in a random way.
Besides that, the questionnaire is distributed aysibriwo groups of consultants who
participated in the Post Doctoral Course Manager@amtsultancy of the Free University in
Amsterdam. In total 71 consultants participated468an and 31% woman), with an average
age of 38 years and an average experience as taomsfl 9 years. 69% of them worked for a
consultancy firm with more than 20 consultants,522,for a firm with between five and
twenty consultants and 8.5% for a firm with lesarnthfive consultants. The response
percentage is 53%.

In the questionnaire some questions were askedtdiarkground data, like gender,
age, amount of experience as a consultant andosigee firm. Following, 35 methods of
intervention were mentioned. The respondents weskedh to report which of these
interventions they normally used. After this 34gwsitions were listed. The respondents were
asked to relate each of these to their own wayhofking about change. The answer
possibilities ranged from 1 (fully disagree) to fdlly agree). Finally they were asked to
respond to 20 propositions, in which behavioral atiitudinal aspects were listed. The
answer possibilities here also ranged from 1 (fdisagree) to 4 (fully agree).

The distribution of age, gender, experience amd of the firm is in accordance with
data from the branch and other research (Karst@dl;2Bolweg, 2001 en Visscher, 2001).

The questionnaire is developed specially for thislyg and applied here for the first time.



Results

Despite the methodological rule of thumb, that oreeds four or five times as much
respondents as the amount of variables to getiablelsolution for a factor analysis, we
applied a factor analysis here because of the eply character of the study. The study is
aimed at getting a first impression and we mighustdhe questionnaire based on the results.
With the help of a principal components analysis reguced the amount of items and we

scored the reliability (cronbach’s alpha, see tdble

[Here table 1]

For vision based on a self-organizing perspective @ style based on the HRM perspective
we did not find separate factors. That means tlsbrv and style are both characterized by
four colors in the analyses to come. With regaréhterventions five factors are found. On

this basis we calculated for each variable an @eesaore per perspective.

Perspective-dominance
The respondents relate more positively to the ibioms, which represent the learning
perspective (M=2.92) compared to the other perspec{M<2.48) regarding change vision.
With respect to style the power perspective as waslithe learning perspective are most
popular (M=3.06 and M=3.07). The blueprint persjpects most popular in the respondents’
interventions (M=.41), but is closely followed byet Human Resource Management
perspective (M=.39). The averages give no reasoassume there is a preference for one
specific perspective on the level of this populatio

We also looked at the individual results. The mapion of the 25% or 30% rule gives

the following results in table 2.
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[here table 2]

This table shows that 39.4% of the respondentsald@minance of one or more perspectives
with regard to vision (thinking). From these 26pmsdents, 19 consultants have a dominant
vision based on the learning perspective. Styleidante is found for 36.9% (n=24) of the

respondents; many of the consultants have a domgtgle based on the power perspective
(n=10). With respect to interventions, dominance feaind amongst 67 respondents (98.5%);
only one respondent did not have dominance. Frasetlt7 respondents, 29 have a blueprint
dominance in their intervention preferences. If¢his a dominance with more perspectives, it

is mostly combined with a vision or style basedlmpower perspective (by 12 consultants).

Perspective congruence

With the help of a one-sided correlation analysisleoked at the congruence in thinking and
doing of consultants. Significant positive corriedas are found for vision and interventions
based on the power perspective (r=.22, p=.00)owrisaind style based on the learning
perspective (r=.43, p=.00) and for style and irgetions based on the self organizing
perspective (r=.36, p=.00). For the other perspestive did not find similar correlations. So,
it can be concluded that when the thinking and gloifha consultant can be characterized with
the power (yellow), learning (green) or self orgamg (white) perspective, the chances for
perspective congruence are greater. Only one regmbrshowed congruence in all three

variables.

Combinations of perspectives

To get a picture about the combination of perspesti we used a two-sided correlation

analysis for each variable and we looked for caheebetween perspectives: which
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perspectives are combined often, with regard tmwjsstyle and intervention? The result of

this analysis is described in table 3.

[here table 3]

This table tells us, that some are more often coatbithan others with regard to each
variable. The perspectives based on power and thieghow a coherence with regard to
vision (r=.32, p<.01) and the perspectives basedtloaprint and learning for style (r=.28,
p<.02). For intervention the perspectives basedpower and blueprint correlate (r=.48,
p<.00), the perspectives based on HRM and selfrizipey (r=.44, p<.00), HRM and learning
(r=.42, p<.00) and learning and self organizing.46; p<.00). We can conclude that the
consultant more often chooses for multi-perspedpproaches with regard to interventions
than with regard to vision or style.

With a two-sided correlation analysis we foundvirelve cases significant correlations

(p<.05) between multi-perspective combinationssTitireproduced in figure 2.

[here figure 2]

This figure, shows a big gap between the perspestlueprint (blue) and power (yellow) on
the one side and the perspectives HRM (red), legr(dreen) and self-organizing (white) on
the other side. We found a total of twelve sigmifit correlations. Two of them are a positive
correlation between the power and blueprint petsgecand four positive correlations

between the HRM, learning and self-organizing pecipes. We also found five negative
correlations that confirms the gap between the pame blueprint perspectives on the one

side and HRM, learning and self-organizing perdpeston the other side. Only one positive
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correlation between vision based on a blueprinsgestive and style based on a learning
perspective contradicts this. Based on our sampleanclude that Management Consultants
often make combinations between the HRM (red),niear (green) and self organizing
(white) perspectives, which is also true for thevpo(yellow) and blueprint perspective. With

respect to our findings we conclude that a combndtetween those groups is not likely.

Discussion

By looking at the results we find at one hand afggemce for change approaches that
underline processes of learning (green) and sghsoeation (white) and at the other hand a
preference in using intervention methods that ared at planned behavior and control (the
blueprint perspective). So there seems incongrubebtseen the variables vision, style and
most often used interventions which shows similasith the results found in Tichy’'s (1974)
sample. Furthermore, the results suggest that ageament consultant is not acting according
to his personal preference. Following the suggestaf Tichy and as presented in figure 3, it
seems plausible that some situational factors plagle in choosing style and method of

intervening.

[here figure 3]

Examples of such situational factors are the petsmEs) of the manager who hire a
management consultant, the characteristics of thielggn andhe possible solution (Werr et
al, 1997) and values of the dominant organizaticndlire (Beer, 2001).

Werr et al. (1997) suggest that an interventiortho is a framework. Within that
framework the way of working strongly depends upba preference of the manager or

management consultant, but also upon the type afgd problem and the possibilities for

13



change in a certain organization. Moreover, theultesare based upon self-reports of

. { Deleted: T ]

that the respondents gave socially desirable amsswamother question regards the fact,
whether consultants are aware of their own pretaerand possible incongruence (Tichy,

1974).
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figure 2. It gives the impression that the thinkangd doing of the respondents can largely be
divided in two perspectives: on the one hand a ghgperspective, from which rational,
content-oriented and expert-oriented consideratemesmade (combination of the blueprint
and power perspective) and on the other hand avido! or group perspective from which
social, cultural and process considerations areen@@ombination of the HRM, learning and

self-organizing perspectivesjhese results suggest that there are two grougsrsfultants

with very different (and possible opposite) perspes (thinking and doing).
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Figure 1Conceptual framework for organizing management consultant data
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Table 1INumber of items and reliability score for each perspective per variable

Vision Style Intervention
Perspectiv Nu'mber Cronbach Nu'mber Cronbach Nu_mber of | Cronbach
es of items o of items o items o
Yellow 4* 0.6 2 0.4 2 0.6
Blue 5 0.6 2 0.5 5 0.6
Red 3 0.5 / / 5% 0.7
Green 5 0.6 3 0.5 2* 0.7
White / / 3 0.6 3 0.6

* After removal of an item (57, 11.2 en 10.6)

19



Table 2Number of respondents showing perspective dominance

None One colordominance Several colordominances
Vision* 41 (62.1 %) 25 (37.9 %) 1 (1.5 %)
Style** 42 (64.6 %) 23 (35.4 %) 1 (1.5 %)

Intervention***

1 (1.5 %)

13 (19.1 %)

54 (79.4 %)

* 5records (7.0 %); ** 6 records (8.5 %) ; **3 records (4.2 %) are incomplete and

excluded
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Table 3Regression coefficients between per spectives for each variable

| Yellow |Blue | Red | Green
Vision
Yellow / .31 A1 -.19
Blue / / .21 -.00
Red / / / -.02
Style
White -41 .01 / .08
Yellow / .05 / .073
Blue / / / .28*
Intervention
White -.17 -.07 A4%* A0%*
Yellow / A8** .02 -.10
Blue / / -.01 -.08
Red / / / A2%*

** Correlation significant at .01 level (2-way)
* Correlation significant at .05 level (2-way)
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Figure 2 Overview of significant correlations between the variables
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Figure 3New conceptual framework
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