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Every Monday, I share bite-sized advice with my network on
LinkedIn – #ConsultingMonday. 

Each piece of advice stems from what I personally experienced
developing boutique consultancy businesses or from what I’ve
observed working with dozens of boutique firms and their
leaders.

I hope you find this compilation of wisdom nuggets useful. It is
meant to provide you with a dose of inspiration or a new
perspective that you need to take your consulting business to
new heights in 2025.
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Ordinary consultancies try to sell. Authoritative consultancy firms
educate and share their expertise. The more consultancies try to sell,
the more they push potential clients away. Selling in consulting
destroys authority. 

Chasing clients doesn’t build trust.

3

If a consultancy doesn’t have a distinct voice about its expertise,
maybe it shouldn’t say anything at all. Too many consulting firms churn
out generic content, diluting their credibility and wasting their
audience’s time. Being a leading voice is the foundation for relevance,
reputation and client attraction. If a consultancy’s perspective doesn’t
challenge, inspire, and demonstrate transformative potential, silence
might be a better strategy than adding to the noise. 

Silence is better than mediocrity.
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That’s how I would characterise the growth of high-performing
boutique consultancies. Their revenue increases non-linearly - without
the proportional addition of new consultants. This is facilitated by
implementing an agile operating model characterised by methodology
and process standardisation alongside the structural design of service
offerings and multiple-year programs to retain and develop clients over
an extended period.

Not just growth, but profitable growth.



4

Few boutique consultancy firms I encounter have strategic plans for
attracting, retaining, and developing their clients. Most are caught up
in the day-to-day grind, saying yes to almost every project just to stay
afloat and reacting to immediate demands. They lack the intentional,
high-performance design needed for long-term stability, improvising as
they go. The outcome is almost always the same: existential fragility.

A high-performing consultancy doesn’t
happen by accident.

5

In a boutique consultancy, repetition isn’t about doing the same thing
endlessly. It’s about refining processes, building on narrowly defined
expertise, and leveraging that expertise across multiple clients, which
ultimately supports the scaling process. Repetition is the path to
process standardisation, standardisation is the path to efficiency, and
efficiency is the path to scalability. I love repetition.

You can't scale what you can't repeat.
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The ad-hoc retention approach—calling sporadically to ask, 'Is there
anything else we can help you with?'—doesn’t work. True success
comes from intentionally designing client success journeys, clearly
explained at the beginning of a new engagement. With a client success
roadmap, clients are more motivated to continue the partnership,
knowing there is a journey designed for their success rather than just a
series of ad-hoc check-ins.

Client retention in a consultancy is never
accidental.
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Boutique consultancies that regularly
receive diverse requests for non-fit
projects from non-ideal clients most
likely have a value proposition
problem. If these requests are
frequent—or growing—it’s a sign of a
significant challenge: the
consultancy’s value proposition isn’t
clearly articulated or specific
enough. While this is a major hurdle,
it also presents an opportunity to
revisit and refine it, ensuring a
sharper focus and more substantial
differentiation to attract the right
clients. Non-ideal requests are the
perfect mirror—time to refine!

Wrong clients
calling? Check your
value proposition!
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Trust in a consulting leader comes
from helping others achieve their
promised land. The true measure of a
consulting leader‘s worth is not in
achieving short-term financial gains,
but in developing the client’s long-
term business success.

The client’s
success is the only
measure.
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If consulting leaders cannot inspire thinking shifts with their prospects,
showing them the transformational potential, and build trust by sharing
an abundance of experiences and use cases from the trenches of their
consulting work, they are not consulting leaders yet.

Are you really a consulting leader? 
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I’ve spent 20-30% of my time writing to educate my target audience for
almost 5 years. And when I write, I never think of generating revenue.
Never. But the more I educate (and write), the more revenue it
generates. 90% of my new clients found me through the consulting
experiences I share. It’s like real estate: the more assets you buy, the
more value you create. Business development in consulting is rooted in
educating the target audience. Building trust at scale. 

More client education means more
revenue.
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In my experience, a lot of the diversification hassle in boutique
consultancies is legacy debt. The consultancy owners kept adding new
services in the past because they naively believed that ‘more services
is more money’. They made new things up on the fly and ended up with
an incoherent laundry list of services. Service legacy debt in a boutique
consultancy is usually one of the biggest profit-eaters I’ve experienced. 

A laundry list of services is a profitability
eater.
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Without prioritising a boutique consultancy's visibility in the market, its
consulting work might be at risk in 3-5 years! The job of consultancy
owners or leaders is to ensure the consultancy is top of mind—the first
specialist that a client calls when they need help. Even experienced
consultancy owners underestimate the importance of consistently
building visibility, leaving the consultancy's future opportunities
vulnerable.

If a boutique consultancy isn’t visible, it’s
vulnerable.
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Philosopher Alan Watts called it ‘The Backwards Law’: the more we
pursue feeling better all the time, the less satisfied we become. This
paradox is alive in consulting, where chasing more services often leads
to dissatisfaction. The relentless drive for service expansion can dilute
a consultancy's focus and impact. True success in a boutique
consultancy lies in mastering what it does best, ultimately becoming
‘The Reference’. Sometimes, less is more—fewer services, more
meaning.

'The backwards law' applied to consulting.
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Despite all sorts of new marketing channels popping up over the years,
a high-quality email strategy remains unchallenged in its effectiveness.
Even in 2024. Not only is email cost-effective but it’s the ultimate trust-
building weapon for consultancies. When a prospect feels compelled
to sign up for the newsletter, that’s a massive green flag that
consultancies should be paying attention to.

Email is a trust-building weapon.
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Most boutique consultancy owners, when I discuss a more radical
focus or specialisation with them, agree they need change, but if
possible, without changing anything. But change without taking risks is
impossible. I often experience these consultancy owners who would
instead feel safe and keep complaining about their worries rather than
make essential changes to the clarity of their consultancy positioning
and value proposition.

Change without taking risks is impossible.
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Working on yourself as a consultancy owner is the most underrated
way to grow a consulting business. Most people don’t understand that
their professional results and income can’t outgrow their personalities.
Investing in yourself always pays the highest dividends, and working on
yourself will lead to positive changes in your life - not only in your work
as a consultancy owner but also beyond that. But most importantly, it’ll
help you be aware of your priorities and use both your and the team's
time and energy accordingly.

You can’t outgrow your personality.
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Claiming you don't have time to become a visible authority as a
consultancy owner is like admitting you don't understand how to run a
consultancy. It's not just about 'being visible'. It's about creating an
inbound flow of new clients, enabling a reliable forecast, and ensuring
existential stability. If clients aren’t seeking out your consultancy for
its expertise and you have to chase them, that’s a significant mistake
and falls squarely on the shoulders of the owner/leader.

When client attraction meets stability.
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The ego of the consultancy owner or leader is detrimental to narrowing
the consultancy’s positioning, focusing on its single biggest mastery,
and refusing all other inadequate work. Unfortunately, big egos
struggle to say ‘no’ because they are more in love with the next new
opportunity than with deepening the consultancy’s expertise. Their ego
can become the biggest enemy to the consultancy’s long-term
performance.

Big egos are a route to trouble.

19

Most boutique consultancies struggle to translate their (technical)
expertise into an easily understandable, issue-led and outcome-based
message for their target audience. Developing ‘the right voice’ creates
a much deeper connection with potential clients, as they will
understand the value the consultancy can deliver and what it stands
for.

Stop talking technical language.
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Lots of consultancy owners believe they’re in constant competition
with everyone else. Thus, they always try to copy others, change their
strategy, and keep all options open instead of being trustworthy in a
particular expertise domain. They’re so afraid of losing potential
clients that they try to say yes to every opportunity. As a result, they
work too many hours, try to please everyone, feel overwhelmed and
stress out the team. Trying to put the eggs in everybody’s basket is
ineffective and tiring.

Put your eggs in one basket only.
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Don't jump on AI just because all other consultancies do. So many are
pushing AI as the miracle solution without explaining the actual
problems it’s meant to solve. The blind hype often leads to technology-
first approaches, which completely miss the point. Clients aren’t
looking for shiny new tools; they want solutions to their everyday
issues. Drop the AI fluff. It's tiring. Start with the problem and find the
solution—whether that’s AI or not.

Is AI a tool in search of a problem?

22

I’ve seen it countless times: boutique consultancies scrambling to fill
their pipeline saying yes to almost everything. The result? Projects that
drain resources and fragile client relationships rarely leading to long-
term partnerships. Attracting clients who align with the consultancy's
value proposition isn’t just a 'nice to have'. It’s the foundation of a high-
performing consultancy. Instead of exhausting energy on the chase,
focus on intentional attraction by building the trust that draws the right
clients to the consultancy.

Desperate client hunting is the root of
consultancy regret.
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Consulting leaders often shy away
from selling, viewing it as beneath
them. This mindset can hold back
the financial success of a
consultancy. Selling isn't about
being aggressive. It's about
understanding clients' challenges
and inspiring them towards a
solution they didn't initially see. It's
about taking clients on a
development journey through
programs and ongoing support.
Since I started my first consultancy
firm in 2008, I've reframed selling as
helping. I wouldn't be where I am
today without this helping mindset.
And it never felt like I was
compromising my professionalism.

Reframing selling
as helping.
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If a boutique consultancy can’t organically attract new clients with its
expert reputation and has to chase them to keep the ship afloat, it's
heading for rough waters these days. The reality is that competition has
dramatically increased in the past years, and chasing clients has gotten
much harder—prospects are more sceptical of all the sales emails, have
smaller budgets, have become more risk-avoiding and are better
informed. Having to chase new clients all the time is a toxic cocktail.

Chasing new consulting clients is a road to
trouble.
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A narrow expertise focus in a boutique consultancy may initially be
tedious but, through repetition, becomes more exciting over time.
People start inviting the consultancy—the experts, the industry leaders
who know (almost) everything, have the most compelling data and trend
analysis, can spot intriguing patterns, explain fascinating
methodologies and solutions, reduce the variability of outcomes, get
admired for thought-provoking ideas, and ultimately don't need to sell or
convince anymore.

Are you immune to repetition?

26

From what I see daily, the digital footprint of most boutique
consultancies is like a ghost town from a spaghetti western: a LinkedIn
page echoing into the void with the engagement of a desert and a blog
that’s as lively as a tumbleweed. How does a consultancy firm expect to
engage its clients if it can’t engage an online audience? Have you ever
thought about that? 

Poor digital footprint, poor revenue
stability.



27

Too many boutique consultancies are making up their projects &
services as they go: the risky game of improvisation instead of
expertise development. Don’t compare a boutique consultancy with a
Big-4 firm with infinite resources. Specialise, recognise patterns,
develop a unique methodology, gather all possible data, and deliver
predictable, high-quality outcomes that truly move the needle for the
clients (and beat the big firms).

Stop figuring things out on the fly.
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Forget the buffet of services in a boutique consultancy, forget your ego
that you can crush everything, and forget your fear of losing
opportunities. High performance in a boutique consultancy is all about
honing a differentiating signature methodology. And you will only get to
a winning signature methodology with repetition. And the repetition of
similar projects is the ‘side effect’ of a narrow focus. 

High performance starts with focus.

29

Why are boutique consultancies selling customised services? What they
actually communicate to clients: “We’d love to do your project because
we’ve never done it before and we will never do it again”. Custom
services destroy a boutique’s expert reputation and existential health.
Here’s what I would say: “We have developed a proven methodology
that we will tailor to your specific context, it’s backed by our research
and proprietary data and it has low variability in outcomes.” Leave
custom work to the big firms with infinite capacity. 

Leave custom work to the big firms.
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I encounter the same story almost weekly: small boutique consultancy
firms with a broad service portfolio trying to be everything to everyone.
They stretch their limited capacity thin and never exceed small-ticket,
one-trick pony consulting projects. As a result, they have to chase new
clients constantly, leaving no time to develop existing ones. They keep
inventing new services in their misguided ambitions, thinking it will
ultimately land them bigger projects. Fast forward two years: the
consultancy owner hits burnout, and half of the overstretched team
has left. I don’t get this short-sighted, self-destructive mindset that
leads these consultancies nowhere.

Trying to be everything to everyone is
crazy.
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I wonder why so many consultancy owners keep their doors open out
of fear of losing opportunities at the expense of their craft. Did they
ever think about the beauty of repetition and knowing everything about
their craft? Repetition has become a way of life for some of my
incredible clients. They thrive by focus, repetition and pattern
recognition out of love for their amazing craft and expertise. They
never talk about the lack of variety because they get immense variety
in the depth of working with their clients. The beauty of the consulting
craft is on the other side of opportunism. 

Focus, out of love for the craft.
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After all those years in consulting, I’ve yet to come across a successful
(robust ROI) cold outreach campaign. It is simply a waste of time and
money. Consulting is a trust-building business; you can’t build trust
during a cold pitch for services the prospect doesn’t need. Forget it.
You don't like those calls yourself, as a consultancy owner. So don't do
it, even if you are under revenue pressure. Play the long-haul expertise
reputation 'game'. 

Cold outreach in consulting has close to
zero effect.
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For those of you who think standardisation and productisation of
services in a boutique consultancy is the antithesis of innovation and
profitability, wake up. You're missing the forest for the trees.
Productisation isn't about offering cookie-cutter consulting; it's about
having a solid foundation, comparable data, and a proven methodology
from which to tailor it to the specific context of the client. No proven
methodology, no data, no differentiation.

No standardisation equals no
differentiation.

34

The superpower that boutique consultancies can employ, is developing
a signature methodology – a highly effective way of addressing high-
value problems for a narrow audience with a low variability in
outcomes. And the path to developing that signature methodology and
becoming a high-performing boutique consultancy is through an
unwavering commitment to repetition.

Repetition is a super power.



35

36

If a boutique consultancy hasn't established an irresistible go-to expert
reputation and lacks a solid new client inbound flow (resulting in
constantly chasing new clients), its overall gross margin tends to be 30-
50% lower than that of high-in-demand boutiques. These numbers are
based on my field-based observations from the past 5 years,
highlighting the significant financial impact of a strong expertise
reputation and inbound new client attraction power.

Poor reputation, poor margins.

SUBSCRIBE TO NEWSLETTER

I don’t just create content. I share my everyday work with boutique
consultancies. My posts reflect my personal experiences, my
observations, and the opportunities for improvement I see. I strive to
inspire my readers to think differently and make changes. The feedback
I frequently receive: readers feel like I'm right there in the room with
them, as my writings often reflect their own experiences, challenges,
and issues they grapple with. Ultimately, thought leadership is all about
sharing genuine experiences and insights, not just creating content.

Thought leadership is not ‘creating
content’.
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Interested in receiving
all my learnings to
build a better
consultancy?

https://share.hsforms.com/1T-1RM40GQySH0wJZP4M2aQ3gng9
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There's a foundational difference between ‘what a consultancy wants
to sell’ (inside view) and ‘what the prospect wants to achieve’ (outside
view). Until consultancies close this gap, they might as well speak
Latin because they will remain disconnected. I urge consultancies to
transform from ‘here’s what we do’ to ‘here’s what can be achieved for
you’. 

The problematic value proposition gap.

38

Growing a consultancy business is rooted in educating the target
audience. Consultancies will always struggle with existential stability if
that's not a priority. And for those consultancy owners who think they
can get away with doing a few quick posts per month—welcome to the
noise! This type of content will never accomplish meaningful results.

Educate or evaporate!
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Why? Because saying 'yes' to mismatched clients or projects can lead
to a cycle of undercharging and feeling overwhelmed without financial
stability. To all consultancy owners reading this: turning down a non-fit
prospect isn't a sign of weakness. It's a strategic choice to protect
focus, ensuring you only take on work that aligns with the
consultancy’s value proposition and goals. It's not just about the
money, it's about protecting your time, expertise, reputation, and
quality of life. 

I often decline opportunities, even
lucrative ones.
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They are carefully crafted. They operate at maximum
efficiency. Like a Swiss clock, they are precise in everything
they do. But that doesn’t happen overnight. Every high-
performing boutique consultancy I’ve met had to go through the
laborious process of setting up initial business, determining the
narrow market, and deepening the expertise to the point where
it can provide transformational value to clients.

High-performing consultancies aren’t
born.
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Successful boutique consultancies achieve growth by focusing on non-
linear scaling, where revenue increases without the proportional
addition of new consultants. They employ strategies like methodology
and process standardisation and highly efficient service delivery
methods to grow without burning out resources, ballooning overhead,
or sacrificing quality.

Scale revenue, not headcount.

42

Top boutique consultancies excel in managing their new opportunity
pipeline with precision. They focus on detailed monitoring and
accurate forecasting, providing crucial inputs for project planning,
resource allocation, and financial control. This disciplined approach to
pipeline management allows them to anticipate future needs and adapt
effectively, ensuring operational efficiency and stability.

Revenue stability is the ultimate goal.
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I write daily, reply to all the comments, and thank my followers for new
perspectives. Now, here's ‘the shocker’: I never do outreach, I never
send connection requests on LinkedIn (maybe 10 per year), and I
haven't spent a minute on direct sales. And yet, I doubled my followers
from 5k to 10k in 2 years. I am fully booked—100% inbound. So, to
every consultancy owner or leader, don't you dare to tell me LinkedIn
doesn’t work. It does. Every consultancy can do it.

LinkedIn: my effective audience
engagement channel.



44

They promote their broad expertise and the years of combined
experience. However, it would be better to focus on selling 'painkillers'.
This means offering specific solutions to distinct problems within a
particular business context, promising tangible impacts, and
guaranteeing specific outcomes with a proven methodology, backed by
data. When I have a pressing problem, I don’t buy vitamins. I buy
painkillers.

Too many consultancies are selling
'vitamins'.
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Owners of high-performing consultancies almost always succeed in
giving me a 30-second answer that covers precisely what problem they
are solving for which type of clients, how they do it, and what typical
outcomes they can achieve. Why? Because a high level of specificity
and intentionality is at the foundation of their success.

Can you explain the consultancy’s value
proposition in 30”?

20 | TheVisibleAuthority.com

#CONSULTINGMONDAY

46

A visible authority in consulting not only possesses deep expertise in a
domain, industry, or market but also actively contributes to the
discourse, influences trends and shapes the future of their field. They
are thought leaders sought after for their insights, regularly publish
inspirational articles or reports that are widely read and cited and
receive invitations to speak at industry conferences and events. Their
authority is not just visible; it is acknowledged and respected by their
peers, clients, and competitors alike. 

What is a visible authority in consulting?
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High-performing consultancies (HPC) are intentionally designed rather
than spontaneously occurring. While the ideal scenario involves
building such a high-performing consultancy from the outset, in my
experience, it is not uncommon for it to require several years of
experimentation and adjustments to achieve enduring success, which
may still prove challenging to maintain consistently.

High performance requires several years.
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A boutique consultancy needs >50% gross margins to build the self-
confidence and the belief to protect its narrow focus. It provides
crucial funding for continuous investment in the development of target
audience education & research, standardisation of processes, and the
hiring, training, and reward of top consultants. Poor gross margins are
a road to existential fragility in a boutique consultancy.

A boutique consultancy needs robust
margins.
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When a consultancy faces challenges or struggles to gain traction, the
first step is not to do extra marketing or sales activities but to clarify
EVERYTHING it can solve. Stop telling clients 'what the consultancy
does' and start explaining what problems it can solve, for whom, how it
does it, and the potential outcomes! If the consultancy isn't crystal
clear on this, forget about all those marketing and sales activities to
turn things around—they're just a waste of time and money.

Creating clarity is the ultimate marketing
goal.
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When every boutique consultancy is
chasing similar shiny topics (e.g., AI,
digital transformation, cloud,
blockchain, future of work, …), the
real differentiation opportunity lies in
what truly endures. A consultancy’s
attractiveness is not in jumping on
the latest trend but in solving the
timeless business challenges that
drive real value for its clients. True
consultancy leadership means
knowing when to resist the noise and
stay true to the core. 

While others chase
hype, lead by
tackling real
problems.
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Don't settle for mediocrity. 

Book your High-Performing
Consultancy Review today and
take the first step towards a
brighter future for your boutique
consultancy. 

#CONSULTINGMONDAY

BOOK A CALL
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