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INTRODUCTION:
WHY ALAN WEISS
IS YOUR GUIDE TO
CONSULTING
SUCCESS

I f  y o u  h a v e  e v e r
dreamed  of  building
your  own  consulting
practice  —  one  that
commands  premium
fees,  attracts  high-
caliber  clients,  and
g r a n t s  y o u  t r u e
independence  —  you
h a v e  l i k e l y
encountered the name
Alan  Weiss.  Widely
r e g a r d e d  a s  t h e

“ m i l l i o n  d o l l a r
consultant,” Weiss has
s p e n t  d e c a d e s
teaching  professionals
how to break free from
hourly  billing,  escape
t h e  c o r p o r a t e
treadmill,  and  build  a
sustainable,  lucrative
advisory business.  But
where  do  you  begin?
Getting  started  in
consult ing  Alan
Weiss  style  is  less
about  a  step-by-step
checklist  and  more
about  a  fundamental
shift  in  mindset.  This
article  will  walk  you
t h r o u g h  t h e  c o r e
principles and practical
actions  that  define
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Weiss’s  approach,  so
you  can  launch  your
consulting  career  with
confidence and clarity.
Weiss’s  methodology
stands  out  because  it
rejects  tradit ional
business  models.  He
does not  advocate for
low-priced  packages,
long retainers based on
hours, or chasing every
lead .  I ns tead ,  he
teaches consultants to
focus on value, results,
a n d  h i g h - l e v e l
strategy.  Whether  you
are leaving a corporate
job,  transitioning  from
a  s i d e  h u s t l e ,  o r
re inven t i ng  you r
exist ing  pract ice,
understanding  the
Weiss  philosophy  will
give  you  a  powerful
foundat ion .  Let ’ s
explore  how  to  get
started.

WHO IS ALAN
WEISS AND WHY

DOES HIS
APPROACH
MATTER?

A l a n  W e i s s  i s  a
consultant,  author  of
o v e r  6 0  b o o k s
including  the  classic
M i l l i o n  D o l l a r
Consu l t ing ,  and  a
sought-after  speaker.
H i s  w o r k  h a s
influenced  thousands
o f  i n d e p e n d e n t
consultants  worldwide.
What sets him apart is
his relentless emphasis
on  value-based  fees,
intellectual capital, and
the courage to say no.
For  anyone  serious
about getting started
in  consulting  Alan
Weiss  methods,  the
first  step  is  to  unlearn
m a n y  o f  t h e
assumptions  that  hold
new consultants back.
Weiss argues that most
beginners fail  because
they  opera te  l i ke
employees  —  they
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trade time for  money,
accept  low  rates,  and
fear losing clients.  His
alternative is  a  model
where  you  charge  for
the  outcome,  not  the
hours.  This shift  alone
can  transform  your
consulting career from
a stressful side gig into
a  thriving  enterprise.
B y  a d o p t i n g  h i s
principles  early,  you
avoid  the  common
t r a p s  t h a t  c a u s e
b u r n o u t  a n d  l o w
profitabil ity.

The Core
Mindset
Shift:
From
Hourly

Worker to
Valued
Advisor
Before  you  write  a
single  proposal,  you
must  internalize  one
idea:  you  are  not
selling  your  time;
you are selling your
expertise  and  the
results it generates.
I n  We i ss ’ s  wor ld ,
cl ients  pay  for  the
value  they  receive  —
not  for  the hours  you
spend. For example, if
you  help  a  company
increase  revenue  by
$500,000,  your  fee  of
$50,000  is  a  bargain,
whether  it  took  you
one day or one month.
This is the essence of
“va lue -based”  o r
“ r e s u l t s - b a s e d ”
consulting.
To implement this, you
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need to  develop what
Weiss calls “intellectual
capital”  —  proprietary
frameworks, models, or
insights that make you
unique. You aren’t just
a  generic  coach;  you
bring  a  specific
methodology  that
yields  predictable
results .  When  you
start,  focus  on  one
area  where  you  have
deep  knowledge  and
can  articulate  a  clear
return  on  investment
for  clients.

STEP ONE: DEFINE
YOUR CONSULTING
NICHE

A  common  mistake
newcomers  make  is
t r y i n g  t o  s e r v e
e v e r y o n e .  W e i s s
advises  the  opposite:
specialize  ruthlessly.
The more narrow your
focus, the easier it is to
become an expert and
command  premium
fees.  When  you  are

getting  started  in
consult ing  Alan
Weiss, you should ask
y o u r s e l f :  “ W h a t
specific  problem  do  I
so lve  bet te r  than
almost  anyone  else?”
Your  niche  could  be
based  on  industry
(e.g. ,  heal thcare,
technology),  function
(e .g . ,  l eadersh ip
development,  sales
process improvement),
or  even  a  specific  pain
point  (e.g.,  reducing
employee  turnover  in
mid-size firms).
Once  you  define  your
niche, you can create a
clear  message  that
resonates  with  ideal
clients.  For  instance,
ins tead  o f  “ I  he lp
businesses  grow,”  say
“I  help  tech  startups
scale their sales teams
from $2M to  $10M in
twelve  months  using
my proprietary scaling
f ramework .”  That
specificity  attracts  the
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r i g h t  c l i e n t s  a n d
justifies higher fees.

Use the
“Weiss
Test” to
Validate
Your
Niche
Alan Weiss suggests a
simple  test:  can  you
describe  what  you  do
in  a  single  sentence
that  a  CEO  would  find
compell ing?  I f  you
need paragraphs, your
niche is too vague. Try
writing a one-sentence
“value  proposition”
that includes the client,
the  problem,  your
so lu t i on ,  and  the
measurable  outcome.
For  example:  “I  help

law  firm  managing
p a r t n e r s  r e d u c e
associate  turnover  by
40% within six months
through  a  mentorship
redesign  program.”  If
that  sentence  excites
you,  you  are  on  the
right track.

STEP TWO: BUILD
INTELLECTUAL
CAPITAL — YOUR
UNIQUE ASSET

U n l i k e  m a n y
consultants  who  rely
on generic frameworks
from business schools,
W e i s s  i n s i s t s  o n
creat ing  your  own
intellectual  property.
This is what separates
y o u  f r o m  t h e
competition and allows
you to charge fees that
reflect  your  unique
i n s i g h t .  Y o u r
intellectual  capital
could  be  a  diagnostic
t o o l ,  a  w o r k s h o p
model ,  a  dec is ion
matrix,  or  a  step-by-
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step  process  with  a
memorable  name.
For  someone  getting
started in consulting
Alan  Weiss,  creating
intellectual  capital
might  seem  daunting.
But it doesn’t need to
be  complex.  Start  by
documenting the steps
you  already  use  to
solve a problem. Write
them  down,  refine
them, and give them a
name.  Then  write  a
short  white  paper  or
create  a  one-page
overview.  Over  time,
you  can  develop  a
more  robust  toolkit.
Your intellectual capital
also becomes the basis
for  articles,  talks,  and
eventually books — all
of  which  build  your
credibility  and  attract
clients.

How to
Develop
Your First
IP Quickly

Audit your
experience: List
the five biggest
successes you’ve
had in your
career. What
patterns
emerged? What
did you do that
others didn’t?
Document a
process: Break
down that
success into 3–5
steps. Give each
step a
memorable label
(e.g., “The
Diagnostic
Phase,” “The
Alignment
Accelerator”).
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Create a simple
visual: Draw a
diagram or
flowchart that
represents your
process. Visuals
make abstract
ideas concrete
and easy to sell.
Test it: Share
your framework
with a trusted
peer or potential
client for
feedback. Refine
based on their
reactions.

STEP THREE:
MASTER VALUE-
BASED FEE
SETTING

One  of  the  biggest
h u r d l e s  f o r  n e w
consultants  is  pricing.
The  i n s t i nc t  i s  t o
estimate  how  many
hours  the  project  will
take and multiply by an
hourly rate. Weiss calls
t h i s  “ t h e  s a l a r y

mentality.”  Instead,
you  should  start  with
the value the client will
receive.  Ask questions
like:  “What  would  a
10% increase in  sales
be  worth  to  you?”  or
“What is the cost of not
solving this  problem?”
Then set your fee as a
fraction of that value.
When you are getting
started in consulting
Alan Weiss, you might
feel  uncomfortable
quoting  a  large  fee
without  a  time  basis.
That ’s  normal .  To
overcome this, practice
s t a t i n g  y o u r  f e e
confidently.  Weiss
recommends  using  a
firm, neutral tone: “The
f e e  f o r  t h i s
e n g a g e m e n t  i s
$25,000. That includes
t h r e e  m o n t h s  o f
s u p p o r t  a n d  t h e
o u t c o m e  w e
discussed.”  Do  not
apologize or explain. If
the  client  hesitates,
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revisit the value — not
the price.

A
Practical
Fee-
Proposal
Framewo
rk

Diagnose the1.
problem: During
initial
conversations,
uncover the
client’s pain
points and
desired
outcomes.
Quantify the
value of solving
the problem.
Propose a fixed2.
fee: Based on
that value, name

a single fee for
the entire
project. Avoid
hourly rates,
retainers based
on hours, or per-
diem rates.
Include a3.
guarantee:
Weiss often
suggests a
satisfaction
guarantee — if
the client isn’t
happy, they
don’t pay. This
reduces risk and
demonstrates
confidence.
Set payment4.
terms: Require
at least 50%
upfront (ideally
100% if feasible)
and the balance
upon completion
or at milestones.

STEP FOUR:
MARKET
YOURSELF
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WITHOUT SELLING

Many beginners equate
marketing  with  cold
calling  or  aggressive
sales  pitches.  Weiss
advocates  a  different
approach:  become  a
t rusted  author i ty
through  generous,
high-quality  content.
Write articles, give free
ta l k s ,  pub l i sh  on
LinkedIn,  and  offer
complimentary  initial
meetings that focus on
helping,  not  selling.
T h i s  b u i l d s  y o u r
reputation and attracts
clients who already see
you as an expert.
For  those  getting
started in consulting
A l a n  W e i s s ,
remember  that  your
goa l  i s  t o  be  “ the
obvious choice” in your
niche. That means you
m u s t  b e  v i s i b l e ,
c o n s i s t e n t ,  a n d
generous  with  your
insights. Every piece of

content  you  create  —
whether a blog post, a
podcast appearance, or
a white paper — should
demonstrate  your
intellectual capital and
reinforce  your  value
proposition.

Quick
Marketing
Tactics
for
Beginner
s

Publish one
article per
week on a topic
related to your
niche, using your
own framework.
Network with
complementary
professionals:
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Accountants,
lawyers, HR
leaders — they
can refer clients
to you.
Offer a free
“diagnostic
session”: A 30-
minute call
where you give
the client one
actionable
insight. This
showcases your
expertise without
a sales pitch.
Ask for
referrals: At the
end of every
engagement, ask
satisfied clients
for introductions
to others who
might need your
help.

COMMON PITFALLS
AND HOW TO
AVOID THEM

Even  with  a  strong
s t a r t ,  m a n y  n e w
consultants  stumble.

Here  are  the  most
frequent  mistakes
Weiss warns against:

Discounting
fees: Once you
lower your price,
you signal that
your value is
negotiable. Stand
firm on your fee
or offer a
different scope at
the same price.
Taking on “bad
clients”: Clients
who haggle,
micromanage, or
don’t respect
your process will
drain your
energy. Learn to
say no early.
Working
without a
written
agreement:
Always have a
brief
engagement
letter that
outlines the
scope, fee,
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payment terms,
and guarantee.
Oral agreements
create
ambiguity.
Being available
24/7: Set
boundaries for
communication.
Your time is
valuable, and
you should
charge for
extraordinary
access.

When you are getting
started in consulting
Alan Weiss, you might
feel  tempted to  break
these rules to win your
first  client.  Resist  that
urge.  Establishing  a
professional  image
from day one sets the
tone  for  your  entire
career.

CONCLUSION:
YOUR FIRST STEPS
TOWARD

CONSULTING
EXCELLENCE

Getting  started  in
consult ing  Alan
Weiss  is  not  about
f o l l o w i n g  a  r i g i d
formula  — it  is  about
adopting a mindset of
value,  expertise,  and
confidence.  Begin  by
defining  a  razor-sharp
niche, developing your
o w n  i n t e l l e c t u a l
capital,  mastering
value-based  pricing,
and marketing yourself
through generosity and
authority.  Avoid  the
traps of  hourly billing,
d i s coun t ing ,  and
chasing  every  lead.
Ins tead ,  focus  on
building  a  reputation
that  attracts  ideal
clients  willing  to  pay
for your results.
Your journey may feel
uncertain  at  first,  but
the  principles  outlined
a b o v e  h a v e  b e e n
proven by thousands of
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consultants  worldwide.
Take  the  first  step
today: write down your
niche in one sentence,
identify  one  piece  of
intellectual capital you
can build, and practice
stating a high-value fee

without  flinching.  The
consulting  l i fe  you
want is within reach —
start  as  you  mean  to
go on, with the wisdom
of Alan Weiss as your
guide.


