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Internal Consulting and Business Process Facilitation

Even if the hectic pace of many change processes is viewed                      
nowadays as problematic, restructuring and process optimisation are 
nevertheless necessary for organisations that want to assert them-
selves in a dynamically changing competitive environment.

The Role of the 
Business Process Consultant

Internal consultants and process faci-
litators advise and provide support for 
executives and their divisions/teams 
for coping with upcoming change. 
The work of bringing about change 
always implies acting simultaneously 
at three levels:

 ■ on the contents level the change 
targets are formulated, the cur-
rent situation diagnosed and nee-
ded steps defined, strengths and 
weaknesses analysed and the 
potential for change identified.

 ■ on the methodological level the 
approach is determined, the re-
quired change architecture is 
created, project management is 
organised, procedures are struc-
tured and processes are evalua-
ted.

 ■ on the relationship level commu-
nication is designed, the culture 
and climate for the work of brin-
ging about change are shaped, 
emotions are worked through 
and commitment and loyalty are 
developed.

Management focuses its attention 
mainly on achieving change targets; 
the methodological and relationship 
levels, in the meantime, are often 

neglected. Business process consul-
tants can redress such situations by 
focusing their attention on identifying 
and managing psychodynamic pro-
cesses and ensuring the methodolo-
gical approach is effective and effici-
ent. While the executives concentrate 
on what needs to be changed, the 
process facilitator reviews, on an on-
going basis, the ability to change and 
the willingness to embrace change.

The Responsibilities of the 
Business Process Consultant

The responsibility of the process faci-
litator, to start with, is to ascertain and 
to observe the process sequences in 
order to identify the specific dyna-
mics of the change process. Execu-
tives and members of staff involved 
in a process are often so blinkered 
by and caught up in the process and 
weighed down by the emotions and 
conflicts that arise that they can no 
longer see things from this perspecti-
ve of distance (helicopter view).

The business facilitator then gives 
feedback to the participants about 
his perceptions and impressions and 
thus intervenes in the process se-
quence. The aim of the intervention is 
to smooth the path for the participants 
to achieve their goal – not, however, 
to lead them on a particular path. The 

facilitator coaches and advises the 
executives in all matters relating to 
the design of the process, gives them 
feedback, and acts as a moderator 
for the team/division for the required 
decision-making and discussion pro-
cesses.

He provides support for the process 
by making available suitable tools 
and techniques for situation analysis 
and process management.

He is, therefore, a listener, an obser-
ver, a provider of feedback, a mode-
rator, a methodological expert, a con-
flict consultant, a warning watchdog 
and investigator – but not the owner 
of the process.

The Pitfalls of 
Business Process Facilitation

What are the specific pitfalls of pro-
cess consulting that many internal 
consultants succumb to? How can 
you handle them?

1. You allow yourself to be     
roped in – and progress comes 
to a halt.

You are supposed to sort out the 
glitches in the processes. And the 
executives expect active help and 
support, believing that the process 
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facilitator should be helping them out 
in discussions with the unruly team, 
or even taking over here. And eve-
ry helper is happy when he is called 
upon. Soon enough the process faci-
litator – together with the executives 
or alone – takes up the yoke himself 
and quickly starts to feel the resis-
tance a team can put up. And the 
strain of doing all that pulling means 
that the process consultant no longer 
has any time to observe what is actu-
ally going on. 

The process consultant has to learn 
to perceive the contradictions in his 
role – to observe a process and, at 
the same time, to be part of it – and 
to structure it. He has to ensure that 
the roles and responsibilities of all 
those involved in a process are pro-
perly clarified. He has to observe the 
process sequence, time and again, 
from the perspective of an outsider 
and continuously reflect on his own 
involvement.

2. You are close to the                    
hierarchy – and yet a really 
long way off.

To be called a process consultant 
certainly sounds alluring. By working 
together with the executives you can 
grasp at the coattails of power. And 
what these executives say to you 
sounds pretty convincing. Besides, 
who likes to pick a fight with the po-
werful and damage his career in this 
way?

Before you know it you’re in the same 
boat as the executives – and rowing 
it along. Consulting needs another 
perspective. However, those sitting in 
the same boat have only one and the 
same perspective. The closer you get 
to executives, the more you come to 
be seen by the team as a ”stranger” 

who has no say, certainly not when it 
comes to discipline. You then quickly 
start to feel the limits of your power.

Process facilitators have to configu-
re very carefully the polarity between 
closeness to and distance from all 
those involved in the process. Inde-
pendence does not mean being non-
committal, but it does require relation-
ships to be structured in a particular 
way and a process facilitator with the 
backbone to do this. The process 
facilitator can gain authority through 
the quality of his services.

3. What you see is what you 
see – and already you’re      
mistaken.

It’s amazing how often you’re right. 
This is because you see things as you 
see them. In change processes lots 
of people are right – but they always 
see things differently. And because 
our perceptions shape our actions, 
in change processes many different 
truths collide. The process facilitator 

also has his view of things – and he’s 
already arguing with the others.

Process facilitators have to be tole-
rant of different points of view, atti-
tudes and aims. You need the ability 
to deal constructively with heteroge-
neous interests. You have to be wil-
ling to question your own view and 
engage with different perspectives.

4. You calm down – and in    
doing so cause upset.

Everyone would like it best if the 
changes could happen without any 
noise. Unfortunately, some people 
get really upset. And that bugs the 
executives. Working with emotions is 
a difficult endeavour. You would like 
to have enthusiasm, but what you 
get is defensiveness, anger and fear. 
Yet there is a logical explanation for 
these feelings, and they are part of 
change. If they are suppressed, trivi-
alised or ignored they will resurface 
more strongly.
Consultants and process facilitators 
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have to learn how to work with resis-
tance. You have to be able to deal 
with emotions and to recognise the 
messages they convey. You have to 
be in a position to communicate the-
se messages to the executives. You 
also have to be aware of your own 
emotions in order not to be overwhel-
med by them.

5. You know everything better 
– and haven’t learned a thing.

Over time you become an expert in 
processes and how to manage them. 
You have become hardened in dis-
cussions and have survived crises 
and conflicts. The longer you work 
as a consultant and process facilita-
tor, the more vulnerable you become. 
You’ve already finished with the pro-
cess before you’ve even engaged 
with it. And nothing makes you more 
conservative than success. Then 
you travel through the organisation 
with your carpenter’s bag of tools for 
change – until you suffer a disaster. 
Because, suddenly, the problem is 
not the nail that you need for your 
usual hammer.

Consulting for organisations and pro-
cess facilitation requires a high de-
gree of self-reflexivity. You have to be 
willing, over and over again, to submit 
to criticism your points of view, con-
cepts and action strategies, to revise 
them and even, sometimes, to aban-
don them. And you have to let others 
have a look at them, to get around 
your own blind spots. Consultants 
need to exchange experiences with 
others as a permanent platform in or-
der to avoid suddenly running into a 
wall as they continue along the same 
old ruts.
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