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Micro-consulting is not a new term, but 
its definition is evolving rapidly. Micro-

consulting has been defined as delivery of 
service offerings, proposed by a supplier to a 
client, in the form of supplemental knowledge 
or access to expertise, limited to the short term. 
However, there is a growing understanding 
and acceptance that micro-consulting is 
rapidly becoming standard practice due in 
part to an exploding category of new cloud-
based, SaaS (software as a service) products. 
Further, micro-consulting models offer a better 
value proposition, both in terms of agility 
and efficiency, for B2B SaaS companies and  
consultancies, than the current standards. The 
only barrier to unlocking the potential of this 
model is not in the limits of technology, but in 
the way the software is utilized.  
 
Where entrenched belief in antiquated service 
processes is the norm, actual service delivery 
does not advance at the speed of tech. The 
key to adopting the new model is a paradigm 
shift from the consultancy C-suite down, toward 
modern, tech-enabled best practices for 
knowledge service delivery.

A “C-Change” for Service Providers

The Evolution of Tech vs. Knowledge  
Service Delivery

In 1998, Robert McLaughlin and William 
Godfrey co-founded Aprimo, Inc., a pioneering 
software vendor in the enterprise marketing 
automation category. These forward-thinking 
entrepreneurs forged a challenging mission: 
convince the market that B2B software 
delivered “on premises” was a dying model. 
Instead, they argued that software could be 
effectively  hosted and maintained remotely 
by the provider, in the “cloud”, so it could be 
continually adapted to the client/user’s needs 
over time. 

Today, that revolutionary vision has become 
a reality. SaaS (software as a service) is the 
standard model for PSA (professional services 
automation) tools that streamline time tracking 
and billing, and enable project analysis for 
businesses providing knowledge services. 
Remote project management is standard. 
Consultants are no longer bound to a home 
office housing the company server to track 
service delivery. Many of today’s consultants 
believe that PSA applications are the best of 
what technology has to offer: remote service 
delivery, streamlined time tracking and analytics 
to power the project management cycle.  

There is a significant gap between what these 
tools offer and what they should be able 
to do given modern technology, however. 
These tools are not sufficient to handle actual 
service delivery or fulfillment. They leave those 
functions to separate programs while these 
so-called “solutions” persist in being merely 
back-office and post-project assessment tools. 
Why? The answer to that question is not really 
about technology. The barrier to the next 
stage in innovation is a prevailing belief in an 
antiquated, inefficient service delivery model.  

The barrier to the next stage in 
innovation is a prevailing belief  
in an antiquated, inefficient  
service delivery model. 



Interview with Robert McLaughlin

The next evolution 
in consultant service 
delivery – in the 
tech industry and 
beyond, to all types 
of consultancies – is 
not better project 
management 
tools. Rather, it is a 
fundamental shift in 
the way we use the 
tools. If SaaS provides 
on-demand access to 
knowledge resources 
after the pre-planning 
phase, why not enable 
that level of access 
from the very first 
micro-engagement?

McLaughlin explains the paradigm shift that is affecting the tech 
industry, and how it has implications for consultants in all service 
areas.

From a Project-as-a-Product Mindset to Project-as-a- 
Subscription Service
“SOWs (statements of work, i.e. project estimates) are built on 
the premise that you have a start and you have an end. The 
emerging service model today is that of subscription services. 
‘Since we don’t know exactly what you’re going to need, we will 
simply allocate a block of time for you each month. We’re real-
time, and we’ll work with you on demand to achieve your next 
goal, or advance your deployment etc.’ You no longer create a 
SOW (Statement of Work), rather you purchase a subscription to 
services just like you purchased a subscription to software. There is 
a dedicated subject matter expert (consultant) to help you with 
deployment in an ongoing fashion as long as you’re using the 
software (accessing knowledge resources).”

From Long-Term Project Tools to a Real-Time, Scalable Platform
“As a provider, I don’t create an SOW for an hour of work. I don’t 
have to fill out a separate time sheet. I need something to track 
all of those important details for me when I’m scheduling six calls 
today with six different clients. Clients consume these resources as 
we set up objectives, I deliver it and we move on. The tracking is 
done. It’s simply a different framework for delivery.” 

From Predicted Value to Instant Value Delivery
“As a client, I shouldn’t need weeks and weeks of meetings 
before I start to realize value. I should be getting little microbursts 
of information, capabilities and techniques so that I can realize 
value faster. As my deployment and utilization grows over time, I 
consume more and benefit more.”

One Integrated Solution Built Around the Micro-consulting Mindset
“Legacy PSA applications are built around recording time over 
days, weeks. They’re more of a post-project recorder. When you’re 
delivering remote services, you need a platform that doesn’t 
only track your time, it actually helps you deliver the service. It 
consolidates and integrates the equivalent of your WebEx of old 
and your (UberConference) meetings, and the other virtual point 
systems and tools, into your actual work initiation, scheduling, 
delivery, tracking system and billing system”



Micro-consulting: The micro-consulting model 
eliminates this time loss. It adopts a mindset that 
“service” begins immediately, from the very first 
hour or “micro-engagement,” and that service 
value will be measured by hourly takeaways or 
“micro-bursts of knowledge” rather than project 
timeline predictions. The SOW or estimate is 
removed from the equation along with the price 
tag hurdle. The tech needed for this model 
asserts this by-the-hour framework accordingly.  

• Traditional Consulting = profitless  
pre-planning before “service”

• Micro-consulting = immediate service 
delivery resulting in value realization sooner

2. Project Tracking
Traditional Consulting: While PSA software 
can streamline time tracking to some degree, 
the consultant still has to be diligent about 
maintaining this process, which is typically 
internal and separate from actual service 
delivery. The data collected has little immediate 
value. It is used primarily for post-project analysis 
to determine how to improve efficiency on the 
next engagement.

Micro-consulting: To achieve hyper-efficiency, 
the tracking tool used must be more fully 
integrated into service delivery itself. The 
tracking process and scheduling tools are bi-
directional, used by both the consultant and 
the client.  Analysis and deliverable assessments 
are real-time and ongoing. 

• Traditional Consulting = time tracking 
provides latent value

• Micro-consulting = time tracking delivers 
real-time value 

3. Project Negotiation
Traditional Consulting: Because of the 
expectations and deliverables are codified 
by the SOW/project estimate process, 

“Companies are beginning to migrate to the 
new mindset around subscription services, 
micro-engagement, consume-as-you go and 
those companies are going to outperform and 
out-execute those who are reluctant to leave 
the old model. In ’99 Salesforce was a vocal 
champion of cloud computing. Remember 
the word SOFTWARE with a big red X through 
it? They said, ‘You need to rethink the way 
you consume software.’ The next wave is to 
imagine an SOW with a big X through it. You 
need to rethink the way you deliver services. The 
revolution has already occurred on the software 
side. It is time to rethink the services side of the 
equation in the always evolving tech industry.” 

The next evolution in consultant service 
delivery – in the tech industry and beyond, to 
all types of consultancies – is not better project 
management tools. Rather, it is a fundamental 
shift in the way we use the tools. If SaaS provides 
on-demand access to knowledge resources 
after the pre-planning phase, why not enable 
that level of access from the very first micro-
engagement?

The New Order of Consulting Services Delivery: 
Key Process Improvements
There are 4 critical components to traditional 
consulting engagements that the new order of 
cloud-based micro-consulting is revolutionizing.

1. Project Proposals
Traditional Consulting: Consulting is essentially a 
pro bono enterprise up until the point that the 
client executes a contract. Value, both to the 
client and the provider is speculative while the 
consultant assesses the client’s resources and 
readiness to commit to a solution. At the end of 
this process, the consultant typically presents an 
expensive proposal for a set of deliverables over 
a specified time period. More time elapses as 
the client evaluates the offer and ROI potential. 
As projects await approvals and initiation, 
opportunity costs mount and the business 
continues to wait.

The Paradigm Shift for Consultants



renegotiation is arduous and unwelcome. When 
a project lags due to unforeseen requirements, 
consultants watching project profitability 
shrink have no other recourse but to expend 
additional time in revising the SOW process due 
to “scope creep” (i.e. increasing the overall 
project estimate).

Micro-consulting: A platform built around short-
term engagements asserts the expectation 
that project development will be iterative. 
Adaptability is built into the subscription mindset, 
so consultants are able to be much more 
agile in response to unanticipated project 
requirements. Any task outside of the original 
parameters are quickly quoted out as “task 
hours” and easily inserted into the project 
timeline. 

• Traditional Consulting = renegotiation due  
to conflicts with expectations

• Micro-consulting = adaptability is the 
expectation

4. Project Billing
Traditional Consulting: The consultant bills the 
client at regular intervals according to the terms 
of the SOW/service contract and utilizes tools for 
collections. These are separate processes from 
service delivery itself. Administrative time must 
be built into the SOW/contract in advance.

Micro-consulting: Automatic time tracking 
yields automated billing and collection efforts. 
Consultants need not calculate, generate and 
deliver invoices when they consult in a digital 
space that integrates time tracking into billing 
and payment processes.

• Traditional Consulting = administrative costs 
erodes profit

• Micro-consulting = administrative costs are 
finite due to automation 

The Solution to Power the Revolution 
Introducing CTX On-Demand from ConsulTeams
For the first time, the technology exists to 
enable this paradigm shift in consultant service 
delivery in a SaaS offering built specifically for 
this purpose. CTX On-Demand is the platform 
that enables the “C-change” by integrating all 
the functionality necessary to unleash the full 
potential of micro-consulting and power this 
new model for hyper-efficient service delivery.

HOW CTX On-Demand WORKS
CTX On-Demand combines initial engagements, 
scheduling, online and offline time tracking, 
project negotiation, billing and collections all in 
one simple, robust cloud-based environment.

Project Proposals
CTX On-Demand eliminates the project price 
tag hurdle by offering immediate access to 
knowledge providers at the consultant’s 
proposed hourly rate. Consultants prompt 
micro-engagements by sending electronic 
invitations. Clients prompt engagements by  
self-selecting from a menu of packaged 
services for high-efficiency, continuous delivery.

Primary Provider Benefit: CTX On-Demand 
reduces cost to sell and manage services 
by eliminating the estimate process from the 
project timeline.

The Paradigm Shift for Consultants

The implications of knowledge marketplaces 
engaging in this paradigm shift are profound. 
To deliver consultant services consistently using 
a SaaS-powered micro-consulting model is to 
accelerate project deployments and maximize 
both profit and client value like never before.

The implications of knowledge marketplaces engaging in this 
paradigm shift are profound.  To deliver consultant services  

consistently using a SaaS-powered micro-consulting model is  
toaccelerate project deployments and maximize both profit 

and client value like never before.



Primary Client Benefit: CTX On-Demand provides 
quick and easy access to consultant services.

Live Engagements 
CTX On-Demand powers remote engagements 
via integrated video conference and conference 
calling services while automatically tracking 
engagement hours. The CTX On-Demand 
platform can optionally record pre-arranged 
offline engagements and work streams. 

Primary Provider Benefit: CTX On-Demand 
increases gross margins on services by 
eliminating any need to track time separately. 

Primary Client Benefit: CTX On-Demand is a 
portal through which a single, trusted point 
of contact (Client Success Manager) ensures 
continuity of service.

Project Negotiation
The CTX On-Demand task tool allows consultants 
to easily propose offline project time and clients 
to easily authorize these additional hours. 
Consultants track task time within the same 
environment as live engagements. Clients have 
budget control and receive instant feedback 
when a task is completed.

Primary Provider Benefit: CTX On-Demand 
increases recurring revenue and service 
renewal rates by empowering consultants to 
deliver ongoing value. 

Primary Client Benefit: CTX On-Demand creates 
a frictionless, total “solution-as-a-service” 
experience that eliminates the pain of “scope 
creep.”

Project Billing And Collections
CTX On-Demand automatically generates an 
invoice after every micro-engagement. CTX 
On-Demand sends the electronic invoice 24 

hours later, processes secure payments and 
automates collection efforts if payment is not 
recorded within 30 days of invoice delivery.

Primary Provider Benefit: CTX On-Demand 
reduces administrative cost to an 
unprecedented margin.

Primary Client Benefit: CTX On-Demand offers a 
no-surprises billing experience that consistently 
matches expectations.

Client By Client Configurability
CTX On-Demand is designed as a highly 
configurable and extendable SaaS offering. 
B2B Software firms can subscribe to the CTX 
On-Demand micro-consulting ecosystem and 
create a “private label” solution tailored to 
meet their specific consultancy needs, and the 
needs of their clients.

Primary Provider Benefit: CTX On-Demand 
takes industry-specific rules and regulations into 
account. 

Primary Client Benefit: CTX On-Demand keeps 
clients comfortable by transitioning them 
seamlessly from programs they are used to 
utilizing. 

The Paradigm Shift for Consultants



Value Statement #1: CTX On-Demand replaces inefficient 
processes for matching consultants with clients. “Historically, when 
a referral request comes to me we think about who would be best 
to help this particular entrepreneur in this challenge, and then we 
make an email introduction. What we’re trying to do here is use  
the CTX On-Demand platform to match the entrepreneurs who 
need help with the mentors who can help them. We have the 
ability to tag these EIRs (consultants), identify what their unique  
skills are so that mentees can search for skill sets.”

Value Statement #2: CTX On-Demand makes time tracking 
and reporting effortless. “We need to provide data on the 
engagements we’ve had between the mentors and mentees 
(for Launch Indiana). After every engagement, everything from 
a 15-minute phone call to a two-hour strategy session, the EIRs 
are required to provide to us the name of the company and/or 
individual they worked with, the time spent, topic discussed and 
any samples of work product that would substantiate the value  
the mentee received from the mentor. CTX On-Demand provides  
a comprehensive tracking of all activities, work product assets, 
outcomes and the total amount of time engaged.”

Value Statement #3: As a SaaS solution, CTX On-Demand is  
hyper-responsive to knowledge provider needs.
Launch Fishers asked for two feature enhancements, which  
CTX On-Demand delivered in rapid response.

1) Integration with major local calendars (e.g. Gmail, iCal, 
Outlook). Mentors and mentees participating in Launch Indiana 
did not enter the CTX On-Demand ecosystem in a vacuum. 
Participant calendar overlays were needed to see global 
availability and schedule accordingly.

2) Public and private notes. Participants needed to be able to 
record qualitative data about their engagements, such as meeting 
minutes, both for reporting and personal use. CTX On-Demand 
enabled “sticky notes” within engagements that could be shared 
with meeting participants, or visible to the consultant only. 

“We’re planning on CTX On-Demand to be the backbone 
of the Launch Indiana program. It will manage the sourcing, 
engagement and closure for every mentor/mentee relationship.”

CTX On-Demand Client Profile

Launch Fishers is a co-working 
space in Fishers, Indiana 
founded by CEO John 
Wechsler. A “launch pad for 
high potential enterprises,” 
as Wechsler describes it, 
Launch Fishers partners with 
the Indiana Small Business 
Development Center, Ball 
State University and the City  
of Fishers as part of an 
initiative called Launch 
Indiana to increase the 
number of successful 
innovation-driven enterprises 
in the state. Consultants, or 
“Entrepreneurs in Residence” 
(EIRs) at Launch Fishers 
act as mentors to young 
entrepreneurs.
“Launch Fishers is using the 
CTX On-Demand platform 
to allow the companies for 
which it provides mentorship 
to find resources, whether 
they be videos, PDF 
documents or live consultants, 
in an effort to help them 
increase the likelihood that 
they will be successful,” 
according to Wechsler.



Value Statement #4: CTX On-Demand is an 
explosive catalyst broadening the consulting 
services marketplace like never before.

“CTX On-Demand is a game-changer. It has 
the potential to be the iTunes of professional 
services. The way iTunes changed the world 
is an artist can go create a piece of music or 
some digital content, put it up on iTunes and 
the rest of the world can consume it. CTX On-
Demand has the same potential for the ‘gig 
economy,’ to connect people in a way that 
iTunes did with digital content.” 

Conclusion: A Call to Utilization
CTX On-Demand is the next generation of 
services delivery  as a result of the rise of 
SaaS, which software developers like Robert 
McLaughlin helped make ubiquitous today. 
CTX On-Demand also represents a call to 
maximum utilization of SaaS tools by updating 
services mindsets and processes to match its 
potential.

Innovation in the areas of software development 
and entrepreneurial consultation is spreading to 
other B2B service areas: marketing, information 
technology, human resources, finance, and 
sales.
 

CTX On-Demand Client Profile

 
ConsulTeams is revolutionizing professional 
service delivery and making access to instant 
and consistent value the standard. Join the 
micro-consulting revolution. Request a demo 
of CTX On-Demand today to discover how to 
accelerate your service delivery to the speed  
of tech.
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