A Guide to Student Teams Consulting to Emerging or Newly Evolving Enterprises

INITIAL ANALYSIS
Initial meetings with the new client should focus on obtaining a very basic understanding of the nature of the enterprise followed by an understanding of the relative responsibilities of the partners in this collaborative relationship. The best relationships will be ones in which both parties are highly invested and which both parties feel that there is an equitable (near 50/50) sharing or responsibility and benefit. To the extent to which it is possible the relationship should be described in a letter of agreement. The letter should contain a brief description of the expectations of both parties, a preliminary list of mutually determined deliverables, and a statement of confidentiality. A sample letter is included with this guide.
Within the first six weeks of the agreement the consulting team, working closely with the client, should focus on a comprehensive exploration of three broad facets of the enterprise: 

1) The Essence of the Enterprise

2) The Business Operation of the Enterprise
3) The External Relationships of the Enterprise.
By the end of the sixth week the team will be expected to produce a draft summary of this initial investigation that will eventually be included in the team’s final report. Some of the questions the team should seek to answer are described below.
THE ESSENCE OF THE ENTERPRISE
Become familiar with the basic product or service, the consumers of the product or service, and the key people in the business.

Focus on the entrepreneur. The enterprise is a reflection of the entrepreneur and the first efforts should focus on the background of the owner including motivation for the enterprise, family circumstances and financial circumstances and needs, professional experience, educational background, skills, ambitions. In short you want to be familiar with the entrepreneur’s needs, assets, goals, and visions.  
Focus on the enterprise. What is the complete mix of products and services? How are these products and services differentiated from similar providers? What is the unique value the enterprise provides to its customers? How does the enterprise make money? How does the entrepreneur spend his/her time in a given week? How are the products and services packaged? How are they branded?
Focus on the customer. What is the current market? What is the target market? What is the potential for growth? Who are the competitors? How intense is that competition? What is the extent of customer loyalty and what are the costs associated with switching loyalty? What are the competitors’ shortcomings? 

THE BUSINESS OPERATION OF THE ENTERPRISE
Become familiar with the financial realities, the economics of the enterprise, the operation of the enterprise, and the resources available to support the enterprise.

Focus on the business numbers. A thorough review of the financial records of the enterprise is critical part of this process. One component of this review will be an assessment of the adequacy of the record keeping system. Are costs adequately tracked in categories that allow the owner to assess significant expenses and to observe where costs are increasing or changing? Can the owner determine and track profits? Can comparisons be made on a period to period basis? Can break even points be determined for individual products or services? Are there financial controls in place? Is there an adequate budgeting and financial planning process?
Focus on the economics of the enterprise. Availability of the basic business numbers allow for an assessment of economic impact of various activities of the operation. Which products and services contribute the most to the economy of the enterprise? Which are drains on the enterprise? Which are central to the enterprise? How does each expenditure contribute to the economy of the enterprise? 
Focus on the operation of the enterprise. What facilities does the enterprise utilize? How does the location of these facilities support the enterprise? What are the physical assets of the enterprise? How many employees are there and what are their responsibilities. What hours do employees typically work? How are the employees compensated including benefits if any? What are the hours of operation? What information systems are utilized? What databases are maintained? How is the enterprise formally registered? 
THE EXTERNAL RELATIONSHIPS OF THE ENTERPRISE
The final focus of the team will be on the external publics, primarily the customers, the financers of the enterprise, external network.
Focus on the customers. The team needs to develop a first-hand sense of the customer. Team members should strive where possible to interview some customers and to observe the entrepreneur when he/she is involved in selling and delivering products or services to the customer. What are the demographics of the customers?  How deep is the market penetration? What needs of the customer are being meet and what needs are not serviced that are within the abilities of the enterprise? What kind of marketing exists? What market research could be done? What are the relevant buying habits of the customers? How are the products and services priced? How does this price compare to the competition? How does the price relate to the value? How does the price relate to the costs? How would the customers react to a price change?
Focus on the financing of the enterprise. What is the ownership structure? What are the financial situation and the debt position? What access is available for new capital? What credit is available? Who are the financiers of the enterprise? Is the enterprise supported by government funding or other sources of non-investor funding?  What are the long term financial needs and plans for addressing those needs?

Focus on the enterprise’s network. What relationships have the owner cultivated that are potential assets? The relationships can include community agencies, government contacts, advisory boards, supportive present or former customers, and other sources or expertise, support, or publicity.
IN DEPTH ANALYSIS
Once the initial investigation is complete, the team will select, in collaboration with the owner, one or more areas for more in depth study. That study will result in set of agreed on deliverables as well as a series of recommendations to the owner. These proposals should all be based on thorough analysis with clear rationale to support every suggested action. The information obtained from this study and the recommendations to the owner will complete the required team report.
SAMPLE STUDENT LETTER OF AGREEMENT

[date]

Mr./Mrs. ____________

Title

Company

Address

Dear [       ],

We would like to thank you for your willingness to participate in Le Moyne College’s Management Consulting to Emerging Enterprises (MCEE) Program. We look forward to working closely with you and using this opportunity to gain insights into your enterprise. Our goal is to contribute to the sustainability and growth of your enterprise in every way that we can and consequently to be part of a mutually rewarding experience.
As we understand it, [name of enterprise] is primarily engaged in [nature of business]. Based on our initial meetings we have agreed that the primary focus of our consulting engagement will be [                   ].

As a part of the expectations of Le Moyne’s MCEE program, we will work extensively with you over a six week period to thoroughly explore the basic facets of your enterprise. At the conclusion of that six week period we intend to identify, with your help and agreement, one or more areas for further investigation. That further analysis should be completed during the second and final six weeks of our collaboration.

While our focus will likely change as our work progresses, at the present we anticipate working on the following deliverables:

-

-

-

As members of the student consulting team we are each committed to devoting, on average, at least five hours a week to this collaboration. We are committed to working diligently to produce analysis and recommendations that you can implement immediately. Our biggest expectation from you will be your time and perhaps that of some of your employees. We will certainly be respectful of all the demands on your time but would anticipate that you will be able to allocate two to three hours a week to our work. In addition, to be effective, we need to obtain a thorough understanding of your enterprise. Consequently, it is important that we have access to your records, booking keeping information, and other insights that will help us do our job. We are committed to holding all of this information in the strictest of confidence. No one other than our professor will have access to any of the information we obtain from you or to any of the work we do for you.
This agreement will commence on [                             ] and end on [                         ]. Any deliverables will be completed by the end of this agreement. Our final report will be delivered within one week from the conclusion of this agreement. A copy of that report will be given to our professor to be used as a partial evaluation of our performance.

Professor Ronald Wright will work closely with the team throughout this collaboration. 
We look forward to working with you. Please feel free to contact us as needed.

Sincerely,

Signature, typed name and contact information of each student

In acceptance of the terms outlined above: 
____________________________________

Mr/Mrs. [                  ] , title, name of enterprise

Date:____________________

Faculty Supervisor:

____________________________________

Dr. Ronald Wright

Professor of Management Science

Le Moyne College
Confidentiality Understanding
AMA 481: Management Consulting to Emerging Enterprises

I understand that as a student consultant I am expected to treat all information provided by any of the course clients as absolutely confidential. I understand that I am not to discuss or share any confidential information with anyone other than my fellow consultants and the course instructor. This confidentiality applies to any data obtained from the client, any client business plans (formal or informal), any proprietary business practices of the client, and in general any information the client asks me to treat as confidential. 
Student Consultant Signature

Date

Name as should appear on business card:

Local phone number that should appear on business card:

Is email correct on business card?:

First Choice for Client:

Do you have a car?:

Class Times and other absolute time conflicts:

