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PRAGMATIC SKILLS FOR PROFESSIONALS SERIES: 

A 5-STEP EXPERTISE DELIVERY MODEL 
 

Welcome! 

My name is Murray Hiebert, author of the Powerful Professionals book and designer of an internal 

consulting/business partnering skills workshop that has been delivered to over 14,000 participants around the 

globe. Given this experience, I will introduce you to some practical skills, principles and techniques proven to 

help you be a more successful professional. 
 

In this article I will introduce you to a practical 5 step Expertise Delivery Model or, if you wish, an internal 

consulting process. 
 

Before I introduce the model, let me ask you a question. How many of the users of your expertise have ever taken 

a course called “How to make good use of professional advice”. Not many. Yet, a modern manager needs to 

marshal a wide variety of professional advice every day. For example, a manager might need advice from an HR 

advisor about a performance problem, then from an IT professional about a new system, then from a legal or 

purchasing professional about a contract, then a web designer about the website, then a communications 

professional, then from a finance professional about a new purchase … See what I mean?  
 

Perhaps managers should learn more about making effective use of expertise like yours, but in the real world, I 

am proposing a different, more practical perspective since clients will be clients with all their strengths and 

foibles. You, the professional, need to manage the consulting process. Although it would be nice if, as a result of 

reading this article, all your clients changed to make them, as one workshop participant said “fall on their knees 

for your advice,” the hard fact is this — the only behavior over which you have control is your own. Given that 

we can’t rely on managers to structure consultation, you need an expertise delivery or consulting process. Not 

only do you need to be an expert in your area of specialty, you need to be an expert in how to deliver that 

expertise. Effective professionals need an expertise delivery model, a mental process they use to structure their 

consulting process. 

 

A 5-Step Expertise Delivery Model 
 

We propose a 5-step model—a mental model for delivering your expertise to bright, but fallible people. The 

model is not written in stone; this general process needs modification for the specific situation. We propose most 

successful consultations follow these steps for general use: 
 

With your client, you will typically: 
1. Explore the Need 
2. Clarify Expectations 
3. Gather More Information about the Need 
4. Recommend Change (that is, Sell your Ideas) 
5. Close or Take Stock 

 

For real-time use, you need a simple model, one you can easily hold in your head as you talk with managers or 

clients. That’s why we have only 5 steps. Consulting models with 10 or 12 steps are much too detailed to hold in 

your head.  
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Depending upon your specific role and situations, you need to adapt the 5-step process. For example, if your role 

involves implementing change, you may wish to insert another step between Recommending Change and the last 

step.  
 

In the “real world,” expertise delivery rarely takes place in a lock-step 1, 2, 3 4, 5 process. Work is more fluid 

than that, thus the circular process on the illustration. Note the “spokes” do not go out to the edge since 

sometimes you and your clients will need to go “back and forth” between steps a few times to get it right. 
 

 
 

 

What Happens at Each Step? 
 

Like Russian nested dolls, in this series of articles, you have a stand-alone article on each step, and as well as 

specific articles about the most common issues within each step. Let’s take a very brief tour of the 5 steps so you 

can select the one where you have the greatest need. 
 

1. Exploring the Need 
As the first, this is the most challenging and most important step. If you and your clients don’t get the 

need right, the rest is immaterial. The biggest challenge is to take the time to do this step. Most managers 

do not present the need. They usually present a solution to an implied need. From our workshops and 

database, we know most professionals jump from the manager’s expression of the issue to talking about 

solutions. For a ton of reasons you will read a consistent theme in these articles, the need to probe for the 

underlying need.  

One is you cannot make recommendations any better than the clarity of the need they flow from—

Garbage in, garbage out. Thus the need to question and probe to get at what we call the underlying need 

first. I highly recommend these articles to help you get your consultations started on the right foot: 

 Step 1: Exploring the Need 

 The Power of Questions 

 Airline Crashes and Consulting 

 Business Need or Professional Deliverable? 
 

2. Clarifying Expectations 
Once the need is clear, the next step is to clarify who and how the need will be dealt with. In the 

Clarifying Expectations article, I present what and how much to clarify. The goal of this step is the 

optimal amount of clarity of how the need of step 1 will be handled. 
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3. Gathering Information 
This step usually involves your expertise. If you are an IT person, you will use your systems analysis 

techniques; if you are a recruiter, you will use your recruitment techniques, and so forth. What I will 

offer is a skill greatly valued by clients—sorting out complex situations. More and more modern issues 

are complex, with no easy answer. As you will see in the Gathering Information article, the skill of 

Sorting Out Complex issues is greatly valued by clients. 
 

4. Recommending Change or Selling Your Ideas and Proposals.  
Our huge database of over 60,000 users of your expertise, tell us that most professionals are not skilled at 

selling their ideas. Yet the same database tells us that clients greatly value this skill. In the 

Recommending Change article, we will introduce a model for professionally selling your ideas. When 

you are trying to introduce change, you often run into roadblocks — if so you will be interested in the 

article Dealing with Reservations or Resistance. 
 

5. Finally, Closing or Taking Stock.  
This double-barreled step recognizes 2 kinds of consulting situations. If you do project work, you need to 

effectively wrap up a project. Internal professionals often have on-going consultations with the same 

clients, thus they need to take stock periodically. Both these situations will be covered in the Closing or 

Taking Stock article. 

 
I hope this introduction to each step has piqued your interest. Please explore the individual brief 

articles for more detail. If, for example, you have trouble selling your ideas and 

recommendations, look at the Selling Your Ideas articles. And there is always more information, 

models, checklists, worksheets and examples in my book, Powerful Professionals. 

 

I hope this brief article has been helpful and that you will read more. 

 

 

 
Related articles: 

 What Does It Take to Be a Business Partner? 

 Step 1: Exploring the Need 

 Asking Powerful Questions to Set Up Powerful Roles 

 Airline Crashes and Consulting 

 Who’s Got the Monkey—Business Need or Professional Deliverable? 

 Step 2. Clarifying Expectations 

 Step 3. Gathering Information—Sorting Out Complex Situations 

 Step 4. Recommending Change or Selling Your Ideas and Proposals.  

 Dealing with Reservations or Resistance. 

 Step 5. Closing or Taking Stock.  

 What Clients Value from Professionals 
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