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Abstract

Purpose: This paper examines the consultancy process in small and medium-sized enterprises (SMEs), fo-
cusing on consulting entrepreneurs at the beginning of their entrepreneurial career chosen out of necessity 
due to a terminated long-term employment contract in a public company.

Methodology: A qualitative study design was adopted to look into the consultancy process with five new 
entrepreneurs who participated in a program that combined trainings and consultancy sessions. Text anal-
ysis of written feedback from consultants was conducted to understand the challenges entrepreneurs faced 
and progress they made. Evaluation sheets with closed and open questions were analyzed to explore the 
effects of the program and the entrepreneur satisfaction with the program. Five years after completing the 
program, semi-structured interviews were conducted to identify the current status of the entrepreneurial 
ventures. 

Results: In this study, the success of the consultancy process was threatened by time constraints and a 
lack of comprehensive reasoning behind client motivation to become entrepreneurs. These were the most 
detrimental factors for the client-consultant relationship, which ended up lacking transparency and thor-
oughness. 

Conclusion: Research results indicate the importance of consultant’s efforts to contextualize the client’s 
decision to become an entrepreneur. Investing time in building a client-consultant relationship as well as 
providing long-term follow-up support proved to be crucial to ensuring a positive impact of consultancy 
support for entrepreneurs starting a new business. 
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1.	 Introduction

Consultancy started to appear as a research topic 
in scientific circles in the middle of the 20th century. 
During the 1940s, in the early stage of develop-
ment, consultation “was viewed as a direct service 
to clients or to client systems” (Kurpius & Robin-
son, 1978, p. 321). In that early stage of consultancy 
developing into a profession, but also an important 
research topic, consultancy was associated with 
solving difficult problems, and there was no effort 

put in building a relationship between the consult-
ant and the client. It was believed that a good con-
sultancy job would mean that the client will never 
need the help of a consultant again. By the end of 
the 1950s, researchers and practitioners concluded 
that the client should take an active part in the con-
sultancy process to increase their ability to solve 
similar problems in the future (Kurpius & Robin-
son, 1978). During the 1970s, according to Chan-
dler (1973), being a trainer was identified as one of 
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the important roles of the consultant in a consul-
tancy process. In the early 1980s, consultancy was 
usually seen as a collaborative process in which a 
consultant assumes the role of a change catalyst or a 
change agent. Because of different roles that a con-
sultant can take, there is a continuous “struggle over 
the definition” (Fincham et al., 2013, p. 5), but most 
of the researchers agree that consultants should not 
only react to existing problems but take a more pro-
active role in shaping a desired future.
O’Mahoney & Markham (2013, p. 11) provide a def-
inition of consultancy as “the creation of value for 
organizations, through the application of knowl-
edge, techniques and assets to improve business 
performance”, while Stroh (2019, p. 3) defines a con-
sultant as “someone who either advises a client on 
the desirability of taking some action, or who assists 
the client in making a decision and then helps the 
client in planning or implementing action as deter-
mined by the client”. 
Recent research results also point to consultancy as 
a professional service that helps clients in planning 
and implementing actions that they come up with 
(Biech, 2019; Stroh, 2019; Cerruti et al., 2019; da 
Costa et al., 2020). The role of a consultant is to pro-
vide guidance and professional knowledge, while a 
client is responsible for the goals and vision. Hence, 
the relationship between the consultant and the cli-
ent affects the anticipated plan of reaching the goals 
determined by the client. In that sense, the whole 
consultancy process depends on the relationship 
built between the consultant and the client, but also 
on the determination of the client to implement the 
proposed professional or expert advice. 
According to Fincham & Clark (2002), the consul-
tancy industry experienced tremendous growth, 
but knowledge about this industry was sparse. “To 
date, detailed conceptual and empirical research 
into the work of consultants has been slight. Much, 
therefore, remains to be done if we are to develop 
a more penetrating and nuanced understanding of 
this activity” (Fincham & Clark, 2002, p. 3). More 
recent studies confirm the importance of consul-
tancy but a complete understanding of the indus-
try is still lacking (Cerruti et al., 2019). Most of the 
literature is focused on Anglo-Saxon experiences, 
while little is known about the role of consultants in 
SMEs and emerging markets (Cerruti et al., 2019).
The purpose of this paper is to contribute to existing 
knowledge, focusing on identified knowledge gaps. 
The paper follows the consultancy process and iden-
tifies crucial determinants for a successful consulta-
tion process for employees dismissed from a public 

company who had to change their careers and de-
cided to start their own companies. The paper espe-
cially focuses on the roles of consultants and a rela-
tionship built during the consultancy process among 
consultants and new entrepreneurs as clients. 
The structure of this paper is as follows: a review of 
relevant literature on the role of consultants is given 
in Section 2, while Section 3 provides a review of 
literature on the consultancy process, which is then 
followed by Section 4 examining the specific role 
of consultants in the development of SMEs. The fo-
cus then turns to the methodological issues related 
to the study in Section 5. The empirical results of 
the research are analyzed in Section 6, where key 
determinants are identified for a successful consul-
tation process with entrepreneurs at the beginning 
of their entrepreneurial career. Section 7 concludes 
the paper, suggesting potential avenues for future 
research on the consultancy process and support 
for senior entrepreneurs, and offering some early 
policy recommendations.

2.	 The role of a consultant

Previous literature provides a multidimensional 
overview of the role of consultants in problem-
solving and solution-finding situations. Werr & 
Styhre (2002) argue that clients usually ask for a 
knowledge-based service from a more objective 
point (outside of the enterprise). Consultants can, 
according to Kubr (1996), provide a fresh perspec-
tive given that they are not a part of the organiza-
tion. Consultants bring unique and independent 
aid aimed at solving problems (Drucker, 1979). Fin-
cham & Clark (2002) highlighted the role of con-
sultants as the role of “expert outsiders” that play 
a role of “sector specialists”. Da Costa et al. (2020) 
see the role of consultants as influential and pow-
erful for organizational changes, while Crucini & 
Kipping (2001) emphasize the role of consultants as 
global change agents.
Business consultants are expected to improve per-
formance, solve problems, and find new and better 
ways of doing things in private and public enter-
prises (Cerruti et al., 2019). Turner (1982) clus-
tered the role of consultants into eight fundamental 
objectives: (1) provide requested information to a 
client, (2) provide a solution to a given problem, 
(3) conduct an investigation that may redefine the 
problem, (4) provide recommendations, (5) assist 
with the implementation, (6) build a consensus and 
commitment, (7) facilitate client learning, and (8) 
improve organizational effectiveness. Considering 
that consultants play many roles and help clients 
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solve major challenges, they are usually presented 
in a positive light, and portrayed as “wizards” or 
“agents of stability” (Furusten, 2009). However, 
some researchers question glorification of the role 
of consultants. O’Shea & Madigan (1998), Fincham 
& Clark (2003), Hicks et al. (2009) and Sturdy (2011) 
see consultants as “shock troops”, “capitalism’s com-
missars”, “promoters of new management fashions”, 
“pre-eminent knowledge brokers” and “corporate 
puppets”. Negative connotations arose mainly from 
ethical and sensitivity concerns (Sturdy, 2009). 
The role of the consultant mainly depends on the 
client. According to Schein (1978) and Stroh (2019), 
there are two main roles of consultants – they act 
as content experts or process facilitators. A content 
expert provides expert help or advice, without in-
volving clients in the process. That role is explained 
and described in literature as a “doctor-patient” 
consultancy process. A process facilitator implies 
client involvement in the process, where the role 
of the consultant is to assist the client through 
the problem-solving process. Research by Werr & 
Styhre (2002) and da Costa et al. (2020) suggests 
that the “doctor-patient” type of relationship does 
not provide the maximum benefit that consultancy 
could provide to clients.
The relationship between the consultant and the 
client is a focal issue in consultancy work (Werr & 
Styhre, 2002). The value of consultancy work is “to 
a large extent produced in the client-consultant re-
lationship” (Clark, 1995, p. 12). This relationship is 
the key issue in all consultancy literature, with two 
opposite streams (Werr & Styhre, 2002).
The first one, called “functionalist” literature, pre-
sents the client as a buyer of a knowledge service 

where the consultant has superior knowledge and 
expertise. This stream is focused on how to con-
struct a successful client-consultant relationship 
(Kubr, 1996; Block, 2000). Their relationship is 
contractual, and the client controls the relationship 
and the process. The success of this relationship lies 
in the ability of the consultant to “understand and 
accommodate the client’s professional, psychologi-
cal, and social needs” (Bergholz, 1999, p. 29). The 
second one, known as “critical” literature, portrays 
clients as victims of impression management. Ac-
cording to the critical approach, consultants have 
to convince clients of their value, despite the lack of 
a formal knowledge base (Clark, 1995). Critical lit-
erature is focused on the “impression management” 
where consultants present the problem in a way 
that allows the problem to be solved (Bloomfield & 
Best, 1992). According to Clark & Salaman (1998), 
consultants, their ideas and techniques play a cen-
tral role in problem identification and consultancy 
process implementation by controlling and solving 
them, thus reinforcing their positive image. In criti-
cal literature, the client is a victim of an exploitive 
relationship, controlled by consultants. This rela-
tionship is dependent on repeat sales, the character 
of inter-firm and managerial structures, but also on 
the knowledge and expertise of the client (Werr & 
Styhre, 2002).
Despite different approaches to the client-consultant 
relationship, both streams of literature and research-
ers agree on the importance of that relationship for a 
successful consultancy process and results. Regard-
less of the position of the client in the client-consult-
ant relationship (the leader or the victim), determi-
nants that will decide on a successful relationship 
and project results are the same (Table 1).

Table 1 Most important determinants of the client-consultant relationship 

Source Determinant of a successful client-consultant relationship

Kubr, 1996 rational and competent buyer (client)
Schein, 2002 doubt about consultants’ work
Kubr, 1996; Schein, 2002; Werr & Styhre, 2002;  
Connely et al., 2012; Salvador et al., 2019 trust

Fincham, 1999; Fincham, 2010; Schein, 2002 professional, psychological, and social needs of the client
Clark & Salaman, 1998; Fincham, 1999 competence and self-confidence of the client
Maister, 1993; Kubr, 1996 fear of dependence
Kipping, 2002 cultural context (norms)
Karantinou & Hogg, 2001; Nikolova et al., 2015 empathy and honesty of the consultant
Sartain, 1998; Newton, 2019 characteristics of the consultant
Curran, 2000; Damanpour & Schneider, 2009 lack of understanding of client needs and requirements

Source: Authors
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Czerniawska (2004) noted the following determi-
nants of good consultancy work: clients want con-
sultants to do what they said they will do, when they 
said they will do and according to the budget. Ac-
cording to Czerniawska (2004), the best consultants 
will bring wealth of experience, have the courage of 
their convictions and a good reputation, and build 
strong relationships with the client.

3.	 The consultancy process

The consultancy process is usually seen as “a se-
quence of typical activities from the beginning of 
the consultancy project to the end” (Haslam, 2017, 
p. 33) or “a chain of intangible activities” (Chris-
tensen & Klyver, 2006, p. 309) that lead the con-
sultancy project from the beginning to the end. 
Although literature revealed limited knowledge of 
understanding the consultancy process and a lack 
of understanding of the key determinants in the 
process, most researchers define the process simi-
larly and have a unified view of the process activi-
ties. 

Haslam (2017) identified the following six phases of 
the consultancy project: new business, agree con-
tract, diagnosis/problem definition, development 
of the solution/insight, delivery of objectives, and 
exit and debrief. Stroh (2019) defines the process 
similarly, but emphasizes the first step in which she 
proposes setting goals and expectations. Kurpius et 
al. (1993, p. 601) provide the most comprehensive 
approach to the consultancy process. According to 
them, the consultancy process requires a multidi-
mensional approach, stressing “high-quality pro-
cess skills”. 

The consultancy process commonly occurs in six 
phases (Kurpius et al., 1993), i.e. preentry; entry, 
problem exploration and contracting; information 
gathering, problem confirmation and goal setting; 
solution searching and intervention selection; and 
evaluation and termination. The preentry phase 
is explained as regular self-assessment of the con-
sultant and their ability to solve the problem. This 
phase is seen as a critical aspect in a consultant’s ap-
proach toward clients’ personal beliefs and creation 
of a conceptual framework for solving the problem. 
The entry phase, i.e. the phase in which the problem 
is explored and the process is contracted, is crucial 
to the success of the consultancy process. This is the 
phase in which, according to Czerniawska (2006), 
promises are made. Promises are the basis for a 

successful client-consultant relationship, client sat-
isfaction and a good reputation of the consultant 
(Czerniawska, 2006). Without a clear purpose and 
goals, the consulting project will fail (Werr & Styhre, 
2002). The entry phase should provide a better un-
derstanding of the problem and the culture around 
the problem. Every stage of change (development, 
maintenance, decline and crisis) requires a different 
approach, but also an understanding of the clients’ 
readiness to embrace change. If the client does not 
accept change, Kurpius et al. (1993) suggest not to 
accept the project, since there is little opportunity 
for making some changes and the end results will 
not satisfy either the client or the consultant. The 
consultancy process continues with information 
gathering and solution searching. The last phase, 
evaluation and termination, provides further devel-
opment of the relationship between the client and 
the consultant, but also building a good reputation 
for consultants.

According to Kurpius et al. (1993), determinants of 
the successful consultancy process are: a system or 
a client open to change, an effective working rela-
tionship, good data, supportive change culture, ac-
curate problem definition and accurate implemen-
tation of the solutions. A successful consultancy 
process will ensure optimal results for both parties, 
clients and consultants.

4.	 Consultancy process in SMEs

The consultancy process is rarely seen as an impor-
tant topic among researchers, especially those re-
searching SMEs (Sturdy, 2011; Glodek et al., 2016). 
According to Sim & Rogers (2008), despite the im-
portance of SMEs, there has been scant research 
on their demand for external advice that would in-
crease their competitiveness. Furthermore, there is 
a lack of theory about SMEs and their requirements 
in the consultancy process (Curran, 2000). 

According to Bennett & Robson (1999), SMEs have 
a greater need for external advice than larger enter-
prises, but they are also more reluctant to ask for 
advice. Because of that reluctance to seek external 
advice, there are a considerable number of govern-
ment initiatives and business support institutions 
aimed at encouraging SME demand for consultan-
cy services (Bennett & Robson, 1999; Gibb, 2000; 
Delic & Alpeza, 2017).

In SMEs, researchers have found evidence that con-
sultancy enables “a closer link between the business 
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and technical part, better use of skills, knowledge 
and accountability of people” (da Costa et al., 2020, 
p. 672). Consultants’ work is closely related to high 
productivity, a higher level of performance and im-
proved knowledge flow through client-consultant 
connections (Fincham, 2010). Consultants are as-
sociated with shaping new perspectives, enabling 
changes, but also, according to Bergh & Gibbons 
(2011), with increased profitability. Research re-
sults suggest the necessity of training owners/man-
agers while providing advice (Soriano et al., 2002; 
Salvador et al., 2019). 

Interactive processes between consultants and cli-
ents in the SMEs are poorly understood (Engwall & 
Kipping, 2006). Although the consultancy process 
in SMEs will follow the same phases as the one in 
big enterprises, the relationship between the cli-
ent and the consultant is more emphasized. Clark 
(1995) argues that this relationship should be very 
close, personal and trustful, and allow exchange 
of information on problems to be solved between 
the client and the consultant. Berry and Sweeting 
(2006) proved that among the determinants in the 
consultancy process for SMEs, the key roles are 
played by the “soft” ones: trust, relationships and 
professional ethics in the provision of business 
advice. Trust and reputation of the consultant can 
reduce information asymmetry (Clark, 1993). How-
ever, building reputation and trust is a process that 
takes time and requires repeated interactions (Sal-
vador et al., 2019).

Although relationship appears to be the most im-
portant determinant in the consultancy processes, 
a critical view of consultants reveals one more 
“bottleneck” in the process, which is especially 
important for SMEs. Haas & Hansen (2005) ar-
gue that knowledge transfer should be thoroughly 

designed, since using knowledge can reduce task 
performance. Their findings suggest that in certain 
situations advice can increase the chances of losing 
projects, while the experience of the team increases 
them. Their conclusion was that knowledge utiliza-
tion has an inverted U-shape specification, where 
effective design of knowledge transfer, together 
with carefully tailored promises, can bridge major 
bottlenecks in the consulting process.

5.	 Methodology

This paper is focused on the identification of the 
key determinants of a successful consultancy pro-
cess when advising new entrepreneurs who started 
their business after being laid off from long-term 
employment in a public company. Considering 
the nature of the research topic, the study relies 
on qualitative research in attempt to understand 
the social and cultural context of the researched 
phenomenon (Silverman, 2011; Maxwell, 2013). A 
layoff in this case was a consequence of a large re-
structuring process of the company. Through con-
tracting an external company, as part of the layoff 
support scheme, the company provided different 
kinds of support for employees who lost their jobs. 
Those who opted for self-employment were sup-
ported through training and consultancy in the first 
phase of their new venture creation. Consultants 
were contracted based on their previous experience 
of working with entrepreneurs, especially in terms 
of supporting processes of starting new businesses.

This research follows the training and consultancy 
process of five entrepreneurs in Eastern Croatia, 
which began in 2018 (Table 2). The most recent fol-
low-up of their businesses was conducted in 2023, 
and is included in this paper.

Table 2 Main characteristics of entrepreneurs who participated as clients in the consultancy process

Code Age Work experience 
(years) Business idea Key competencies

C1 59 40 transportation service willing to learn, conscientious

C2 51 33 transportation of firewood willing to learn

C3 51 34 dried meat production persistent, willing to work

C4 56 35 handyman services good communication skills

C5 50 35 retirement home experience in the sector and industry

Source: Authors
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All clients were over the age of 50, with more than 
30 years of work experience. Clients participated in 
3 workshops, lasting for 4 hours each, on entrepre-
neurial process, strategy and planning, small busi-
ness management, financial planning, negotiation 
skills and marketing. After completing the train-
ing, the consultancy process started with each of 
the five entrepreneurs choosing one of the trainers 
to work with in the consultancy process. The con-
sultancy process lasted for three sessions during a 
two-month period.

Information on the progress made during the con-
sultancy process was documented in the form of a 
questionnaire, where consultants described in de-
tail the progress and challenges their client faced, 
as well as recommendations for the client and next 
steps in the consultancy process. In this research 
project, written observations of consultants were 
analyzed by using the interpretative approach 
where researcher focused on the wider context of 
the analyzed text (Johnson & Duberley, 2000).

In addition to data collected in the form of ques-
tionnaires filled in by the consultants, data were 
also collected from the five entrepreneurs who 

participated in the training and consultancy pro-
cess. They filled in an evaluation sheet about their 
satisfaction with the training and consultancy 
process they participated in. The evaluation sheet 
combined both open-ended questions and numeric 
evaluation. Numeric evaluation provided an insight 
into the most and least successful aspects of the 
training and consultancy process. 

Data collection also included telephone interviews 
conducted in July 2023 with trained entrepreneurs, 
where researchers identified the current state 
of their ventures. The information was double-
checked by researching the database of the active 
companies and crafts in Eastern Croatia in July 
2023.

6.	Results

Prior to consultancy sessions and trainings, consult-
ants were familiarized with the socio-demographic 
data of the five new entrepreneurs who participated 
in the program. The consultancy process followed 
the five-phase cycle (Kurpius et al., 1993) adjusted 
to the peculiarities of SMEs (Table 3).

Table 3 Phases of the consultancy process tailored to new entrepreneurs who have decided to start their 
businesses

Phase Activities

Preentry

In this phase, consultants were contacted and chosen according to their experience 
in consulting SMEs, especially start-ups. Based on the socio-demographic data of 
participants shared with consultants prior to the initiation of the training program, 
consultants prepared a personalized plan for training. Consultants agreed to provide 
written reports (questionnaires) with their observations after each consulting session 
for the purpose of analyzing the progress of the participants and effects of the con-
sultancy process. 

Entry

The entry phase was a first contact between clients and consultants. All clients pre-
sented their business idea and explained why they have decided to start pursuing a 
career as entrepreneurs instead of trying to find a job, which was an alternative option 
they could opt for and get support. Clients were introduced with the training sched-
ule, which was the first part of the consulting process. The training program consist-
ing of 3 workshops was implemented during a two-month period. 

Information gathering, prob-
lem confirmation and goal 
setting

After the training program was completed, consultancy sessions started, with the idea 
to work one-on-one on developing client’s business ideas. The main task of this phase 
was to collect all information and data that could affect development of their business 
ideas. Clients also explained their goals and together with consultants they prepared 
an oral agreement on their deliveries (promises). Clients needed help in early de-
velopment phases of their ventures where they secured the initial capital from their 
previous employer (severance pay). During the consultancy process it became ap-
parent that all five program participants opted to become entrepreneurs, while their 
family members were already involved in entrepreneurial activity, in most cases in the 
informal market. 
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Phase Activities

Solution searching and inter-
vention selection

Consultants provided advice regarding strategy, marketing, and financial manage-
ment. After completing the training and consultancy process that lasted for four 
months, entrepreneurs were left on their own. Since that was not part of the contract, 
consultants did not monitor future venture development.

Evaluation and termination

After completing the training and consultancy program, clients completed evaluation 
sheets to provide feedback on the usefulness of the training and consultancy support.
Five years after completing the program, clients were contacted again to check if their 
enterprises were still operating and to which extent the program was helpful. 

Source: Authors’ research

Consultants’ observations on the consultancy process

Preentry and entry phases in the consultancy pro-
cess were carried according to the recommenda-
tions and results of previous research. The infor-
mation gathering and problem definition phase 
revealed that four out of five clients are already 
helping their family enterprises. That phase helped 

consultants better understand professional, psy-
chological, and social needs of the clients. Based 
on the analysis of the consultants’ questionnaires, 
motivation for starting a business of new entrepre-
neurs was identified, as well as key challenges new 
entrepreneurs faced at the beginning of their entre-
preneurial journey (Table 4).

Table 4 Client needs and problem identification

Code Age Motivation to start a business Client challenges

C1 59
Working together with their son, who al-
ready has experience in the transport in-
dustry

How to formalize the ownership and management 
structure with their son?
How to reach financial sustainability?

C2 51 Previous education on a topic relevant to 
the business idea 

How to reach financial sustainability?
How to find customers?
How to research a low-budget market? 

C3 51 Developed quality product
Pricing strategy
How to reach the break-even point and how to cal-
culate it?

C4 56 Helping their son in the realization of his 
business idea in managing his own business

How to find a niche?
How to ensure consistency in product quality?

C5 50 Being one’s own boss

What are the key regulations that need to be followed 
in the industry?
How to become financially sustainable?
What is my competitive advantage?

Source: Authors

The process of finding solutions was done through 
individual consultancy sessions with consultants in 
the fields identified as the weak points of aspiring 
entrepreneurs. Consultants served as facilitators, 
but, according to consultants’ observations, clients 
did not want to be involved actively in the process - 
they expected fully formed solutions to their prob-
lems. All clients were aware that they had to change 
their career paths but were not willing to make radi-
cal changes.

Client satisfaction with training and consultancy process

The termination phase of the consultancy process 
revealed client satisfaction with the training and 
a change in the clients’ level of knowledge about 
key subjects (marketing, finance and business idea 
evaluation), the consultancy process and consult-
ants (Graph 1). On a scale from 1 (indicating the 
lowest level of satisfaction) to 5 (indicating the 
highest level of satisfaction), the participants gave 
the consultants the highest rating, and the business 
idea development workshop the lowest.
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Graph 1 Client evaluation of the training and consultancy process
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were satisfied with the amount of new knowledge, they felt a little bit confused with all the 
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In the narrative part of their evaluation, the clients 
emphasized the usefulness of the consultancy pro-
cess, but also suggested alternative ways of support 
that might better meet their needs (C3). Clients 
complained that the training started too late (they 
were unemployed for one year before the process 
started), and that the training process was too fast 
(C1, C4). It was challenging for them to cope with 
so many new terms in such short timeframe. Al-
though they were satisfied with the amount of new 
knowledge, they felt a little bit confused with all the 
tasks before them (C2). They all emphasized that 
they would benefit more if this consultancy support 
continued for a longer period. The clients were sat-
isfied with the professionalism of the consultants. 
Consultants were available throughout the process 
and always willing to help (C5).

The evaluation process revealed the bottlenecks 
already identified in previous research, but it also 
indicated that expectations and objectives of the 
client play an important role. A successful consul-
tancy process in SMEs requires a close relationship, 
a closely designed learning process, and promises 
that can be fulfilled. In the entry phase, which was 
done by the contracting organization, the informa-
tion that four clients had already worked in their 
family businesses was neglected, but that informa-
tion was crucial to the consultancy process. 

Evaluation of the process after a five-year period 
through semi-structured telephone interviews 
showed that only one client/entrepreneur that par-
ticipated in the program is still running their busi-
ness, thanks to strong support of their family mem-
bers. Other clients, although very grateful for the 
knowledge and experience, continued working for 
their established family businesses as employees. 

Prior to the initiation of the consultancy process, 
no evaluation of the entrepreneurial characteris-
tics of clients was conducted. Such data could have 
been very useful for the consultants while designing 
training activities, but also for individual consultan-
cy sessions with the clients.

7. Conclusion

The main contribution of this paper is the examina-
tion of the consultancy process for new entrepre-
neurs. A detailed analysis of the consultancy pro-
cess revealed not only crucial determinants but also 
bottlenecks that can be avoided in the future.

The research results revealed different roles of the 
consultants while providing advice for new entre-
preneurs or SMEs. The consultants had to provide 
necessary information, advice, and solutions, but 
also facilitate the learning process of clients. Suc-
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cess of the consultancy process depends on the 
characteristics of the consultants and entrepre-
neurs, problem identification, client goals, but also 
on the ability of the consultant to build a trustful 
and close relationship with the client. When the 
consultants overlook crucial information, there is a 
danger that the entire consulting process becomes 
too vague. The consultancy process observed in 
this project has been conducted under special cir-
cumstances since the clients did not have to pay for 
consultants’ work and advice. The consultants were 
contracted by the former employer, with the idea 
that this could encourage clients to use consultants’ 
advice in their career change. Therefore, the clients 
can be seen neither as victims nor as controllers 
of the process. Nevertheless, since the clients had 
the opportunity to seek specific advice or expertise, 
they could decide whether to implement consult-
ants’ advice or not.

Although open to take part in the consultancy pro-
cess, the clients had their own agendas - joining 
family businesses or helping family members with 
knowledge and advice rather than starting their 
own enterprises. These agendas were revealed only 
later in the consultancy process. The consultants 
could have provided better and more suitable train-
ing and advice if the client goals had been revealed 
in the preentry phase.

During the process, the consultants aimed to pro-
vide all the information the clients needed within 

the timeframe predetermined by the contractor. 
This created a situation in which the clients received 
too much information and data in a short period of 
time, which prevented them from effectively inter-
nalizing it. On the other hand, the consultants did 
not have enough time to focus on the creation of a 
close and trustful relationship with the clients. Since 
the consultancy process was contracted before the 
consultants had the opportunity to meet the clients 
and identify problems that needed to be solved, the 
process itself was steered in a different direction. 
The consultants had to complete the whole process 
in four months, which was not enough for training, 
advice and relationship building.

Research results in this paper are limited by a small 
sample consisting of five new entrepreneurs, pro-
viding an overview of the consultancy process 
on the emerging market, with clients that had to 
change their career paths. Despite its limitations, 
the paper provides an insight into the typical con-
sultancy process with new entrepreneurs. Most 
government supported consultancy programs are 
designed similarly to the one described in this pa-
per, with the goal to encourage entrepreneurs to 
seek help from a consultant more often. Identifying 
bottlenecks in the process could help practitioners 
and policy makers create more effective approach-
es. Future research should focus on the character-
istics of senior entrepreneurs as clients in the con-
sultancy process. 
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