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ABSTRACT
KIELY FLANIGAN: Life as a Work of Art: The Becomingf Professional Management
Consultants
(Under the direction of Steven K. May)

Professionalism is an organizing technology thatstantly shapes and influences
everyday choices about how we see ourselves asrnsunidais study bridges philosophical
theories from Foucault, Spinoza, and Nietzscheawmep, knowledge, and the self with the
material, day-to-day activities of professional soitants. More specifically, Foucault’s four
dimensions of relational ethics (self-forming aittivmodes of subjectivation, ethical
substance, and telos) are applied as a readindagrekploring the identity work of 33
former and current management consultants frora &fihs worldwide. By introducing a
“both-and approach, this analysis challenges contemporecyjgational identity politics
and argues for rethinking the occupational colectis method, rather than attribute. The
becoming processes for both individual consultaagsyell as for the occupational
collective, are thus reframed within an ontologicahvas that leaves sacred the complex and
contradictory art of crafting professional idem#i The implications of this research suggest

sacred dialogue, gifting, forgiveness, and integradre practices with the potential for

sustaining loving institutions within capitalistterprise.



Preface

“Alas! The magic of these struggles is such, tilatvho sees them must also take part in them!”

(Nietzsche, 1999)

| was five years old when | decided that | wouldab@éoctor when | grew up.
Although my 18' grade drama teacher said she couldn’t quite gicisinging doctor, |
wasn’t deterred by a concomitant love of the stagaasn’t until my first year of pre-med
courses as an undergraduate that | believed begariloctor of bodies was not in the cards
for me. Much later in life | would pursue work asloctor of ideas. But, | realize now that
these are not separate pursuits, really. All werkn embodied experience. Concepts, ideas,
and tasks cohere in endless combinations of daesyibptions, decisions, feelings, and
interactions. What | never imagined as a child avaareer in management consulting. It is
perhaps not an inauspicious choice of careersoimesne interested in ideas, as management
consultants traffic in analyzing and “doctoring upisiness strategies/operations. However,
it is not a career young children tend to writewthio kindergarten class.

Before coming to academia, the bulk of my corpovatek experience was in
management consulting. | started out at Accentmogking in the change management
division of the New York City office. | left to pgue my Master of Business Administration
(MBA) degree and then returned to consulting at Qlaell Alliance, a firm specializing in
the pharmaceutical and biotech industry. | fourmhagement consulting woboth

immensely pleasurable in terms of the prestigepmtkis (big name clients, challenging work



activities, bright colleagues, preferred rentalaidine statuspnd demoralizing in its life-
consuming practices. As my partner and colleagjtizeastime had forewarned me when |
started, “they will work you as hard as you letnthe Despite that valuable advice, it was
only when | left the management consulting indusdrgtart a family that | realized how
profoundly the experience had impacted my senseiofy in this world. | believe | only
began to understand the primacy of work in myliéeause | stopped working for a time—
truly a gift in many ways.

There is a corporate benefit to fixing professiddahtity images—individual,
organizational, or occupational. It ensures cdesidbrand messaging, enables self-
disciplining, and guarantees the “right” peopleflescare hired. But, the images of self are
inherently distorted and dependent upon externalatzgon and gratification. | started
investing heavily in reinforcing my own professibrdentity as a management consultant. |
became self-conscious of laughing too much at wibidnks to some constructive feedback.
| saw my PDP (personal development plan) “areagviprovement” as personal flaws rather
than organizational needs for particular skill setghich | quickly attempted to remedy
through company training classes. | started cagrgi Coach bag and scheduling regular hair
and nail salon appointments, like the other wom#&h whom | worked. The work that feeds
into fixing and maintaining a particular professaabrdentity image is resilient. Even now, a
decade after leaving the industry, the professipredentation style | learned in consulting
sticks with me. A couple of my university colleaguhave suggested this style is “too
professional” and that | should try to be morexethin presentations.

| fell in love with the work of Michel Foucault thugh a seminar offered in my

doctoral program during the spring semester of 200i{rough Foucault, | found a



vocabulary to help me make sense of the challeagéslissatisfactions | felt about some of
my corporate work experiences. His research oreposscourse, and subjectivity
resonated with the stories | wanted to share afqueriences of control, resistance, and
pleasure at work. | was quick to make judgmentaahll the “evil” things that reduce
people to capital at work—a notion that was soanmeacated with the compelling reading
of Nietzsche | found in Wendy Brown’s (1995) anaysf social justice and identity politics
in States of Injury Foucault’s work is grounded in much of Nietzsshwritings, but Brown
helped me think about the politics of identity castion in a different way. Brown moves
forward with a collective politic that does not ¢alip Nietzsche’s solution of forgiveness to
the problem ofessentiment But, | believe it is through this kind of accapte that the
mutually constitutivgpotentiaof power/knowledge relations is made manifest—amgn
opportunities for the type of political, collectil@ve advocated by Spinoza (1996) in the
Nature of things and Hardt & Negri (2009) in cradfiloving institutions. Indeed, the early
work of Spinoza on Nature, bodies, affect, andettiécs of balancing rationality and passion
grounds much of Foucauldian and Nietzschean piplogo The eclectic, philosophical
studies of my doctoral program surely have informmgdontological and epistemological
approach here. My project, as | see it in this moinis to bridge together disparate
philosophies of what it means to be human as annative organizing mechanism for
making sense of a particular, contemporary occapaticontext.

Although a philosophical exploration of human oatpt runs the risk of being
gratuitous and abstract, it is, perhaps, the nadigrof the present moment prompting such
existential explorations. Events continue to dasiaur taken-for-granted assumptions about

how the world “should” work. In the United Statesyeral mass shootings at public schools
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stunned communities around the nation. Naturaktiss, such as the Haiti earthquake,
Indonesia tsunami, and Hurricane Katrina, killechgnpeople and erased local culture and
infrastructure. Financial crises around the worlsain, Greece, Ireland, the United
States—continue to leave citizens concerned abeutlong-term security. Worldwide
Occupy movements have challenged the primacy giocate rule and prompted renewed
attention to issues of morality and democracy. global recessions around the years 2001
and 2008 resulted in many people losing jobs, hoares, fundamentally, trust in
employment relationships. The leader of the Ro@atmolic Church, Pope Benedict XVI,
resigned amidst allegations of financial malfeasaa@d managerial neglect in addressing
systemic child abuse cases. Even those traditiopaiceived as keepers of morality, faith,
and trust in the human experience have not es@pedmingly worldwide consciousness of
precarity, lack, and mistrust.

Understandably, this triggers sense-making proseas@eople attempt to position
themselves within a particular reality—to understéme “how” and the “why” of the
fundamentally unknowable. Perhaps as a resulke tu@ many writers, from a host of
disciplinary backgrounds, working on ways to forgav kinds of loving relationships within
the self and with Others that transcend these dagriealities (for example, see Agamben,
2009; Badiou, 2012; Brown, 2005; Fredrickson, 20@@eman, 2000; Hardt & Negri, 2009;
Pink, 2006; Schrag, 1997; Sloterdijk, 2013; Tall@05; Zander & Zander, 2000). Research
and discussions into how we come to situate owesekithin the experiences of human life
are seemingly timely and warranted, regardlessiefsodisciplinary commitments. In his
critigue of modernity’s banality and false idergétions, Sloterdijk (2011) suggests

guestions about human ontology are deliberatelglsgad through the “fuelling of rapid

Vi



living, civil disinterestedness, and anorganiciersin” (p. 27). Forgetting one’s self and
place of existence through the manufacturing atlantity is part of what we must
overcome. Although this kind of openness is atlimpossible given power/knowledge
relations through which the self is constructeds worth striving for, as much as it is for the
impossibility of radical democracy.

However, these conversations are not isolatedpaxicularly special to this epoch,
as philosophical and empirical exploration (acadespiritual, lay, or otherwise) of what it
means to be human seem to occupy part of how pgopdout their lives (in varying doses
and schedules). From the time of the early Gréglogophers, we have grappled publicly
with human ontology. In thinking about these oogital interests, however, “it is
overlooked that as human beings we have idealerdégtion which we generally find
ourselves unable to attain” (Kaufmann, 1974, p.)25%he challenge, as | see it, is to address
these questions in positive, affirmative ways, eatihan through judgmental blame, hopeful
utopias, or discursive/political/social closure.

Therefore, as with all research programs (academatherwise), | come into this
project with a particular standpoint and set ofesignces and values shaping my conceptual
interests and empirical investigation. From a mocal angle within this particular socio-
historical context (a cursory portrayal I've givirat is sorely lacking and surely United
States-centric), | am also writing this projectidgra period of great personal change:
finishing up a critical-cultural PhD program atm@iversity under attack by state legislators in
debates about the practicality of liberal arts paogs, renegotiating family life with my
parenting partner and three children post-divoaoel, simmering philosophical principles

generated through collaborative discussions atBitk College’s critical theory summer
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school program (interactions that, surprisinglyrte, both challengedndreinforced
elements from my Catholic upbringing). All this wd, perhaps, explain away my
fascination with questions such as “who are we® ‘avhat should we make of our human
lives?” Rather than offering this personal backgbas a way to dismiss my claims as
subjective musings, my intention is to employ acaldself-reflexivity in the construction of
this project and to recognize the gifts certaiens¢ctions offer in terms of “knowledge.” It
is perhaps not coincidental that | am invested pnogect of identity precisely at a moment
when my own identity is in flux—a detachment froneyaous identifications and a
forbearance on the future identity constraints gdsean as-of-yet-composed body of
scholarship with particular disciplinary commitm&nt

Three years ago, | would not have written suchgeisdetails into a formal, public
document—it would seem unprofessional and selfiogpeht. Nietzsche, in particular, argued
that consciousness continues to be humbled bghesréent reactiveness (Deleuze, 2006).
That is, Nietzsche’s critique of Kantian enlighteemhprinciples suggests that human
consciousness is only possible through reactiastter forces. Researcher/writer
positioning is an important way of making visiblletoften ignored (or, concealed?) reality
that there is no argument or viewpoint unaffectethdth broader social Discoursaad
situated, material experiences. This is part efgtoject | wish to highlight right from the
beginning—truth claims are discursively and paditig implicated (Foucault, 1984b).
Although out of my business-socialized comfort zdnetend to “show” my self as much as
possible within the text to assist sense-makinggsses and analyses of my claims and
arguments. But, | also challenge readers to thbdut how personal experience is

necessarily inseparable from social Discourses, therhaps, prompting the question, “what



difference does it make who is speaking?” (Fou¢d9i84b). As such, the personal (i.e., the
localized experience/discourse) can be analyzedragture, but inextricable from a taken-
for-granted, politically constructed field of pdsiities (Zizek, 2012).

To continue more specifically in this regard, ttast reflects my interest in
understanding how management consultants learmaké sense of the expectations
constituting constructions of professional identityhis inquiry analyzes how a particular
occupational set (management consulting) is coctgtduthrough a variety of forces and how
individual people (current and former managemensatiants) enter, make sense of, resist,
and reinforce bounded understandings of self wighparticular domain (life as a
management consultant). My intention is neithadaize (e.g., management consulting is
an elite occupation), nor to vilify (e.g., consulimare sweet-talking sheep counters). But,
rather, | am exploring the complexities around lppwer, knowledge, and attendant
organizing technologies articulate in provocativayg/to shape processes of becoming a
professional management consultant. For me, #asssitates an exploration of human
ontology within a grounded framework of everydatemctions and activities.
Understanding how people construct identities saligon certain assumptions about
perceived capabilities, constraints, and aspiratregarding human experience. | am
attempting to excavate some of those contributwigons within the narrative experiences of
professional management consultants.

But, | also would like for you to consider an aftative setup. This is a love story.
Don't roll your eyes, yet, my critical scholars aménagement gurus. Love, from the
perspective of Spinoza, is about the joy of affextind being affected by an external cause

(Spinoza, 1996). In other words, love is an amégo (Hardt & Negri, 2009), which holds



the potential for cultivating human flourishing aalevays requires positive, active force.
Although it is possible to approach an analysisyahagement consulting professionalism in
any number of ways, | purposefully choose to fomushe industry’s capacity for strength,
positivity, and expression as an influential boalyaday’s society. The words you are about
to read are the stories that singular individubbred about their experiences with
management consulting professionalism. It is systbout everyday consultants who
navigate the complexities, contradictions, pleasuaad pains of affecting change in our
world through particular trade-offs infused witlagrity, care, courage, and empathy.

Despite being plagued by the invisibility of theiork (e.qg., clients usually receive
the benefit and “credit” for work executed) andtBaed representations (e.g., “consultants
borrow your watch to tell you the time”), the coliant accounts in this study make clear
that the crafting of management consulting protesdism cannot be reduced to
occupational simplifications. Management consglfnofessionalism is a particular
organizing mechanism for material and symbolic restations of power/knowledge
intersections that involvieothjoy andviolence. As will be discussed, management
consulting professionalism is predicated on actiather than attribute. In what ways, then,
do constructions of management consulting profesdiem negotiate, through individual
and collective activity, thpotentiafor crafting loving institutions and relationshfps

This is not a story diowto achieve management consulting professionalism-a-0
definitive treatise on what professionalisn It is, rather, an accounting, or description, of
the many choices and relationships that go intagaéwg professionalism expectations
within the management consulting industry. Thelioghions of this narrative engender an

alternative way of thinking about how we live oivek in this world, both personally and in
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relation to Others. This re-imagining facilitates understanding of the great joy, life force,
and violence involved in the “becoming” processeld®, as well as, the political, economic,
and social influences that contribute to humanterte as a loving work of art. “Life as a
work of art,” in a Foucauldian sense, implies a&cartechnique, a craft, and an ethic
(Foucault, 1997). This ethic is about the qualitaaffect (please note the intentional use of
affect rather thareffec) of modes of action, rather than moral judgmetitss an
interiorized relationship with the self in relatiomOthers that negatbsththe idea of an
authentic, pre-given sedindthe possibility of a perfected, self-actualizethge

Before moving any further, | would like to expresyg gratitude for the support of
many people—family, friends, colleagues/partneld émd new)—who enabled this project
in a variety of ways. Especially, thank you to gemple who shared and entrusted pieces of
their management consulting experience with me. aliljisor, Steve May, believed in this
project through various iterations from the firalyd walked into his office. Thank you,
Steve, for going above and beyond the call of doiftyelp me achieve this end result through
your various contributions as mentor, teacher,faedd. | also have benefited from the
brilliance and kindness of many faculty members giradiuate students at The University of
North Carolina at Chapel Hill, particularly withthe departments of Communication Studies
and Sociology, as well as from the Kenan-FlaglesiBess School. In remarkable and
myriad ways, Sarah Dempsey, Arne Kalleberg, DeNhimby, and Julia Wood inspired and
guided my work. Paul Friga offered valuable ingsgéind advice in regards to studying the
management consulting industry. | particularlyiadebted to my dear friend and gifted
colleague, Bryan Behrenshausen—his philosophiga¢mise, boundless encouragement,

timely reading recommendations, and “shop talk’thes contributed to the vision and
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execution of this project in many ways over thet plae years. Lastly, but most notably, to
my amazing family—thank you for giving me generdases of love, optimism, courage,
and faith when it was needed most.

My hope is that you each will see the love andeespfeel toward you—and the
ways in which you have influenced my own “life awark of art"—within the following

pages. You are a gift and | am forever grateful.
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I. Care: Resuscitating Human Ontology

“The root of all pure joy and sadness is that tharldh is as it is”

(Agamben, 2009)

Questions about what it means to be human occuygbigalsophical reflection long before
the institutionalization of doctorate of philosopipgrams. Yet, socio-historical contexts shape
the various ways scholars approach this founddtmgumestion. The 1970s ushered in an era
known colloquially as neoliberalism. Neoliberalisias been used in a variety of contested
ways, often reflecting different historical contexbut here | employ it as an umbrella term for
the wide variety of D/discoursedominant in the Zlcentury that privilege market-driven
philosophy, competitive meritocracy, economic lo@nluding language focused on efficiency
and productivity), and individualistic values. Oeifgect is human responsibilization—a kind of
moralized self-care marked by careful investment sacrifice (Brown, 2012; Foucault, 2004).
In essence, one’s work of life must be self-dirdcf@actical, and results-oriented. Humans are
recast as autonomous and productive human capithaps corroding the potential for early
philosophical ideals, such as democracy, love,jeynd My hope is to bring back some of these
early philosophical ideals, addressing what it nsg¢arbe human as an imaginative and
speculative alternative to extant theory and praxikin the academic discipline of

organizational studies. To this end, it is intenél that | have approached this project with a

1| follow Alvesson &Ka'rremars (2000) distinction of Discourse, with a “big Dg% broader social
constructions of reality and discourse, with aldit,” as situated talk and text. D/discoursaursively
constitutes each other. Communication, in thiseeis not just a mediator between an autonomous
subject and an external object/Other. Communinai@enerative and world-making.



spirit of exploration and open-endedness, ratheam Hitempting to formalize tidy, conclusive
results.

Neoliberalism includes D/discourses advocatingagmassive teleology of self-
realization. Being human is about a constantisgifor improving oneself to realize one’s full
human potential. The #Tentury is also characterized by corporate coktitn (Deetz, 1992),
in which the political and social integration ofrporations into the fabric of the everyday
structures human life. One of the forces workimgancert with corporate colonization and
neoliberalism is the professionalism episteme (Asla2012). The professionalism episteme is
grounded in the Foucauldian notion of broad assegdsl of D/discourses structuring what is
knowable and sayable during a particular epochsuin, it defines the very conditions of
possibility for life as we think we know it as arganizing technology of power/knowledge
relations (discussed in further detail in Chapteree). Through the mobilization of discourses,
practices, and subjectivities, the professionakgmsteme constitutes particular boundaries,
which often go unchallenged given the pervasiveantdiguous nature of professionalism. One
effect of the professionalism episteme is a denfandonstructions of self—packaged and
marketed as a commodity in an increasingly preaariabor market that benefits corporations,
rather than the people who constitute them. Ttexsections of neoliberalism, corporate
colonization, and the professionalism epistemetgoisome of the complex social, political, and
discursive phenomena shaping what it means to tmahun our world today.

How do we negotiate the pervasive and dominantddddirses of professionalism in
understanding ourselves as humans? Before th&ignean be explored, we arrive once again
to the fundamental philosophical question of “whd®hat kind of human is doing this

construction? Is it a free, autonomous, ratiomaspn? Or, a subject constrained by various



D/discourses shaping the person’s choices, actielaionships, and language for sense-
making? | begin this research with the assumghahhuman ontology is a mode of existence
characterized by becoming (an active method), rdatian being (a reactive
positioning/identification) (Bardon & Josserand120Foucault, 1997; Nietzsche, 1969). This
marks a shift in organizational studies on idertiyn focusing on theffectsof static,
embodied, or achieved identity attributes todffectsof the constant activity of identity work
which, | will argue, is productively theorized wirtha “life as a work of art” framework. Both
streams are important to understanding the corigiruof professional identities, but for the
purposes of this project, | focus on the joy anglmnate to an ethic rooted in the ontological
presupposition that there is no distinction betwideas, actions, and reality (Spinoza, 1996).

Becoming involves a persistence to thrive withia biody’s potential to affect and be
affected (Spinoza, 1996). Enhancing one’s own pdn@& a sovereign tool to wield, but a
capacity and strategic relationship) is ethical-ddéootherwise is to fight one’s own nature and
strategic position within broader power/knowledgkations (Nietzsche, 1969; Spinoza, 1996).
Human ontology is not an essentialized state—nbstainding the indeterminate breath of life
animating existence (Sloterdijk, 2011)—from whiateaan discover one’s true self or
emancipate that true self from that which hindersBeing” human is about a continual process
of becoming, continually engaged in negotiatingwisalge claims that are constructed and
deconstructed through a variety of D/discourseategjic relations, and self-reflection. We are
bothagentialand constrained from this perspective.

In thinking about the forces animating life expade, Nietzsche distinguishes between
active and reactive forces. Deleuze (2006) prevalbelpful summary of the differences:

Reactive force is: 1) utilitarian force of adappatiand partial limitation; 2) force which
separates active force from what it can do, whighies active force (triumph of the



weak or the slaves); 3) force separated from wihen do, which denies or turns against
itself (reign of the weak or of slaves). Analogguactive force is: 1) plastic, dominant
and subjugating force; 2) force which goes to iimét lof what it can do; 3) force which
affirms its difference, which makes its differerareobject of enjoyment and affirmation.

(p. 61)

Passion and rationality are the currents througiclmthese forces are activated (Spinoza, 1996).
In the becoming processes of self, balancing passid rationality constitutes “life as a work of
art” (Foucault, 1985). Too much passion fills aneapacity to be affected to the point where the
self cannot affect—similar to the feeling of notrigeable to move after eating too much. Too
much rationality creates an internalized reactored in which the self cannot be affected or
inspired by Others. Affect, as | use it in thisbysis, is a spark to act or to feel. Life as akvo

of art is an ethos of self—a technique of becominggtiringboth rationalityand passion.

Rather than examining the politically and stratatijycconstructed value or morality of an
action or body, Nietzsche (and Spinoza, too) fosusethe qualitative potential of an action to
affect or be affected. Itis a fundamental atttidru error, from a Nietzschean (1966)
perspective, to consider actions in terms of agieed utility and label them as good or evil
because life is not subject to evidential proafis impossible to understand the kaleidoscope of
intersecting planes of power/knowledge construdtimeggontological self and, therefore, the
affects and effects, both short-term and long-texhany action on the world, the self, or an
Other. Thus, my project approaches the becomiaggsses of management consulting
professionalism as a practice and method (actionjayaof life—rather than an achieved
identity formation (attribute). Foucault’s intet@s modern life as an ethos thus offers a
compelling methodological framework.

Foucault (1984c) argues the notion of enlightennsbould be repositioned from value-

laden principles to attitudes of critique that cadly contextualize rationality, passion, and



human becomings. In an excerpt frovhat is EnlightenmentFoucault outlines an
uncharacteristically definitive philosophical stanc
Here we are taking as a homogeneous domain oferefemot the representations that
men give of themselves, not the conditions thagrde@ine them without their knowledge,
but rather what they do and the way they do it.tThahe forms of rationality that
organize their ways of doing things (this mightdadled the technological aspect) and the
freedom with which they act within these practisgdtems, reacting to what others do,
modifying the rules of the game, up to a certaimp(his might be called the strategic
side of these practices). (p. 48)
This perhaps best describes Foucault’'s overallrétieal exploration of power/knowledge
relations—and for our purposes, those power/knogdaelations in terms of an ethic of self.
Yet, it warrants emphasis that this “life as a woflart” ethic is not a value-laden
morality in terms of judging what is “good” and whg “evil.” In his work on ethics, Foucault
(1985) considers three forms of morality: rulesohduct (values), conduct measured by rules of
conduct (individual behaviors), and conduct of ¢eldnner of engaging the values and
behaviors). Through an exemplar analysis of éarek art of living, Foucault situates sexual
conduct as a “domain of ethical practice” (p. 25Through rigorous regulation of timing,
relational hierarchy, and virility/fertility, earl§greeks developed an ethic—a relation to the
self—at the intersections of “the exercise of etlom, the forms of his power, and his access
to truth” (p. 253). This delicate tripartite batanis a type of self-stylized practice and action.
This mode of being ensured moderation—a balanaedeaest rationality and passion. It is such
modes of conduct in the construction of profesdismg and the potential for positive, active
force in consulting work that | focus on for thioject.
How do we pursue a critique of ethic as a particaésthetic mode of existence? For

Nietzsche, “the problem of critique is that of tredue of values, of the evaluation from which

their value arises, thus the problem of tloegatior’ (Deleuze, 2006, p. 1, emphasis in original).



An analytic grounded in an ethic of critique sussdian active mode of existence” (Deleuze, p.
3), that constantly challenges taken-for-grantddesaand corresponding origins. For both
Nietzsche and Foucault, this entails understantdiadorces through which knowledge is made
conscious—or, in other words, what is knowableiples and articulable as mutually constitutive
effects of power/knowledge relations.

These ontological presuppositions have particatgalications for studying
professionalism, professions, and professionaltities. If humans are fundamentally
“becoming” rather than “being,” then conceptuali@as of phenomena must account for human
activity, choice, and other ways of caring for f&df. A care of the self is the “exercise of the
self on the self by which one attempts to develwgh tsansform oneself, and to attain to a certain
mode of being” (Foucault, 1997, p. 282). This motibeing is always already a constant
becoming—a generative acceptance of our humandknty” (Agamben, 2009), in the sense
of both belonging, but without the politics of idéyn From this perspective, professionalism is
not an achievement (e.g., of an individual, orgam@nal, or occupational professionalization
project) or a closure (e.g., defined occupatiodahtity).

Furthermore, professionalism is not an ideologmatking of a non-professional self that
is free and unencumbered by discourses of profeaksm. Research on professions must
account for the various professionalism discoumsasans are confronted with (and seek out!)
and how they make sense of them, contest them} #ap, subvert them, and so forth. It must
also account for the artistic complexity of balawgdboth rationalityand passion in the
constructions of professional identities—a key dyitafound in the interviews conducted with

management consultants for this project. As suctgve forward with the perspective that



professionalism holds neither a positive nor negatalence, but is imbricated as an organizing
toolkit for the complex intersections of power/kredge.
Methodological Approach

In examining management consulting professionalldmng together theoretical
principles from Foucault, Nietzsche, and Spino¥at, | rely primarily on the work of Foucault
as a methodological toolkit for excavating the drsove formation of self within
power/knowledge interplays. A Foucauldian concabamalysis critiques taken-for-granted
assumptions about how the world operates and homahs interact within strategic and
contingent discursive frames. In this kind of gsa, knowledge is not the discovery of the
essence of things, but the investigation of themmin of truth—an interpreted construction of a
construction (Bardon & Josserand, 2011; Fouca@&4a, 1984b). As such, | am studying the
conditions of possibility of actions within a parlar historical and situational context, rather
than attempting to define a monolithic professianahagement consultant. Foucault’s work is
well-suited as a methodological guide, as his bafdyork is about how humans develop
knowledge about themselves.

Foucault’'s work can be divided roughly into threeidapping projects—archaeology
(discourse), genealogy (power/knowledge), and ettsgbjectivity). Bardon & Josserand
(2011) offer a compelling blend of Foucault andtksehe’s works. The authors suggest
organizational analyses could benefit from a gesggabf morals, which holds the promise of
reevaluating organizing values and practices wighgrid of power/knowledge relations. Modes
of self-becoming within a field of power/knowledgetailbothindividual actionand social
practice grounded in particular historical contg@ardon & Josserland, 2011). Genealogy is “a

form of history which can account for the constdntof knowledges, discourses, domains of



objects etc., without having to make reference salgect which is either transcendental in
relation to the field of events or runs in its egnpameness throughout the course of history”
(Foucault, 1980, p. 117). | would characterizs hrioject as an “anti-science,” then, with
attention to the discourses, techniques, artiandatof power/knowledge, and moral care
suffused in becoming processes of self within ai@dar socio-historical domain of
management consulting professionalism.
Studying the Artistry of Becoming Professional Mangement Consultants

My overarching research question is: how do managéronsultants learn, negotiate,
and sustain discourses of professionalism withiiviies, knowledge, and relationships of self-
becoming? To gain an understanding of these issgesducted interviews with 33 former and
current management consultants with experienceingiir large, established consulting firms.
My participants included 14 former consultants &Acturrent consultants (13 female, 20 male).
There are 17 firms represented by the participatssulting experiences, with several
consultants having experience at multiple firmslsb spoke with four people with experience
as independent management consultants and sewerarfconsultants now in industry positions
who often hire and manage consultant projects fitmrclient side of the equation. The firms

include:

% One participant asked that her/his employing fimhle mentioned in the list of consulting firms.



- IBM

- Accenture - Booz, Allen, Hamilton - Censeo

- Aon - Boston Consulting Group - Deloitte - KPMG

- AT Kearney - Campbell Alliance - Ernst & Young - McKinsey
- Bain - CapGemini - Hitachi Consulting -~ Ferficient

| chose to focus on traditional, top-ranked bussramnsulting firms because of the
impact these elite firms have on the occupationenbooadly, as well as industry dynamics.
Elite consulting firms influenced the developmend &ragmentation of the consulting industry
through a variety of competitive practices and hsaphificant sway over global industry
operations (McKenna, 2006). While offering intemgg insights into how these firms develop
consultant, firm, and occupational identities, #e¢ective participant sampling does limit
possibilities for framing the nuanced inter-firmnadynics of a highly differentiated industry (to
be explained in further detail in Chapter Two.)

Beginning with my own social networks, | sent mgesaabout my research project to
several former and current consultants requesheig participation. At the end of each
interview | conducted, | asked the participantiifeswas willing to connect me with one or two
additional people who might be interested in paréitng—creating a snowball sampling.
Interviews were conducted face-to-face and vigptedaee, depending upon geographical location
and participant preference. Our conversationgdalsetween 20 minutes and 2 hours, with most
of them running about 40 minutes. | took notesrdpeach of the interviews.

The questions posed to interview participants vopen-ended to allow for a range of
voluntary responses and explored how participaasl define, negotiate, and maintain

professionalism (se&ppendix A: Interview Guide). The interview questions did not ask for



information that would reasonably place the pavtais at risk for legal actions, financial
damage, or employment termination. With the exoepdf four cases, interviews were audio-
recorded.

A methodology rooted in Foucauldian/Nietzscheanggsles does not lend itself to
coding data or seeking deeper meaning—or, any tftteciassification that would suggest a
final truth or knowledge. Instead, my analysisteenon the conditions of possibility that
influence how individuals engage in a project affpssionalism. This kind of analysis bridges
the epistemic effects of D/discourse, the discayrtechnologies of power/resistance, and the
pleasures/knowledge of caring for one’s self. ¢wihg Bardon & Josserland’s (2011) call for
organizational analyses on “life as a work of aryyse Foucault’s (1997) four dimensions of
relational ethics—*how the individual is supposeaobnstitute himself as a moral subject of his
own actions” (Foucault, p. 263)—as a “reading g(Bardon & Josserland, p. 510) for
interpreting the becoming activities of managenoemsultant professionalism.

Using interview transcriptions and hand-writtenégimotes, | related participant
responses to the four dimensions. The followimgnants contribute to a genealogy of the self—
an excavation of the problematizations, technok@ethorities, teleologies, and strategies
shaping how we “become” (Rose 1996). Foucault$19897) delineates the following actions
in crafting one’s self, based upon his genealogoalysis of early Greek sexual ethics:

1. Ethical substance (e.q., aphrodisia/sexual behagdthical substance concerns “the

way in which the individual has to constitute tarshat part of himself as the prime
material of his moral conduct” (Foucault, 198526).
Guiding questions for professionalism analy$ithat parts of the self are influenced

by professionalism? How does it feel to act preif@sally? In what ways does being
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a professional management consultant complemerbvaoahtradict other identities
held?

Mode of subjectivation (e.g., dsis/use of pleasuresh mode of subjection includes

“the way in which the individual establishes hiat®n to the rule and recognizes
himself as obliged to put it into practice” (Foultai985, p. 27).

Guiding questions for professionalism analysisw do consultants learn
expectations for professionalism? In what wayslaeg asked to be professional?

. Self-forming activity (e.qg., enkrateia/mastery effs Self-forming activities extend

work performed “on oneself, not only in order tanigrone’s conduct into compliance
with a given rule, but to attempt to transform aiemto the ethical subject of one’s
behavior” (Foucault, 1985, p. 27).

Guiding questions for professionalism analy$ighat do consultants do to become a
professional management consultant? What traijmiagrams are available? What
struggles do they face in becoming professionalitaaing professionalism?

. Telos (e.q., &phrosyre/fulfillment of freedom and truth)’A moral action tends

toward its own accomplishment; but it also aimsdrelthe latter, to the establishing
of a moral conduct that commits an individual, aoly to other actions always in
conformity with values and rules, but to a certaiode of being, a mode of being
characteristic of the ethical subject” (Foucau®33, p. 28).

Guiding questions for professionalism analy¥ighat kind of person do consultants
aspire to be when they act professionally? Whatlae rewards for acting
professionally? What is gained from achieving pssfonalism and expertise as a

consultant?

11



According to Foucault, these actions are inextte&tom each other. As the
combination facilitates a history of the constrantof self, through “setting up and developing
relationships with the self, for self-reflectiomlfsknowledge, self-examination, for the
decipherment of the self by oneself, for the tramshtions that one seeks to accomplish with
oneself as subject” (Foucault, 1985, p. 29)—Fouazlls this set an “ethics” or “ascetics” (p.
29). These modes of becoming are neither goo@vihrdespite how readers may interpret
consultant activities of becoming professional.e Thaftsmanship of an ethic, or mode of
becoming, focuses on doing for its own sake, rattem for a particular means, ends, or value.
This is not to suggest a moral relativism, but $ynip activate a theoretical tradition that focuses
on the potential of actions. Some activities andractions in the crafting of self enhance life
force, while others reduce it—but, in either casis, impossible to know all of the affects or all
of the effects (in the present or the future), tterglering any judgment partial, at best.

A first round of preliminary insights were gathetiadlanuary 2013 from an existing base
of 23 interviews. These initial reflections (s&gpendix B: Preliminary Insights) were
itemized and sent to the participants for revidwexplained that no reply was necessary, but that
the document was intended to keep them informedyoprogress and offer a roadmap for where
my project was heading, should they have the iatlm/time to provide feedback. Of the 10
responses | received back to the preliminary irtsighcument, several consultants remarked
that the blend of philosophical and business lagguaised in the summary was “interesting.”
Only one current consultant suggested a revisgime recommended taking out the claim “you
can pick out a former consultant anywhere,” unldssd a “how” to supplement the statement.
By seeking feedback on my interpretations, my hegs to continue a collaborative partnership

with participants that would extend beyond the aede process.

12



The decision to not include descriptive identifyicagegories with interview quotes
within this text is intentional. Rather than désicrg identity categories that risk ascribing
unnecessary attributes or assumptions, | use gemarkers of “current consultant” and “former
consultant” for interview quotes. | went back dadth about how to write about my
participants’ experiences. By nature of the behstjnformation showcased in this text is
extricated and presented in a way to build a sk promote a particular argument—thus
inflicting a kind of violence to the original coxts and flows of our conversations/relationships.
One approach is to provide rich descriptions offagicipants as a way to contextualize their
comments. But, then this could create a falseeseh&nowing” the consultants. As | am
trying to move away from the perceived value ofrfixidentities, this was not an appropriate
methodological approach for my theoretical commiitee As such, | move forward with the
position that it is less important for readers iguwlize who these bodiese—in terms of static,
politically-charged, and potentially misleading degraphic identifiers—and, more important to
make sense of what they aleingin this present moment.

As a final step in my research methodology, | weattk through the transcriptions and
my notes a second time to look for additional desee material regarding consultant becoming
activities, as well as to pull out evocative qudtesupplement claims made in the text.

Guiding Principles

Questions about how management consultants engageroject of self to construct
professional identities contribute to broader ustierdings of what it means to be human.
While management studies tends to reflect an upidgressumption that humans live to work, |
am interested in how we make choices every dayamegotiation of various D/discourses and

the impact of those choices in how we live our.lifes such, work is one context for
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understanding that bigger question. The becomttigitees of professional management
consultants are power/knowledge effects througltlvto explore broader ontological
principles.

This project is not about what humans can achisya@fessionals (or, the differential
barriers to that achievement), but more about hfepsionalism as an organizing technology
constantly shapes and influences everyday choloast aiow we see ourselves as humans. This
is not to suggest professionalism is a completetemninistic force, though. As Schrag (1997)
argues, “the situating of speakers, authors, atatsawithin an intentionality of embodiment
functioning at the interstices of activity and paig, doing and suffering, vitalizes and enriches
the self as a source of empowerment” (p. 62). Sactigities and interactions enhance our life
force, while others reduce it. Those ongoing glegare what I'm interested in—for how they
both enableand constrain people in constructing their lives dwark of art.”

Exploring “becomings” within the context of managarhconsulting professionalism
makes sense given my own experience and idenidicatith this occupational line of work.

But, I've also chosen it as an exemplar for a laeggument | am trying to make. The most
sensational accounts of this occupational worK th® “snake oil salesman” sort (O’'Shea &
Madigan, 1998)—or, worse, soulless robots (Ber&@d9; Cederstrom & Fleming, 2012).
These stereotypical representations obscure the dresoul of living, breathing humans doing
inspiring work and building loving relationshipsthin a post-Fordist capitalist society. | realize
this may not be a welcomed message for criticalribts of organizing practices, who
potentially would eschew this perspective as anmattemlogical ruse of capitalism. But, |
believe organizational analyses must move beyontlgis of corporate workers as

individualistic, entrepreneurial cogs in a hamstheel of consumption and production of brand.
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Life is more complicated than that. If we can igigrthe “ugly” side of work, then surely there
must be a corresponding “beauty” that makes thé&/"ugsible, comparatively speaking. If
ideas and realities are inseparable (Spinoza, 1988) messages of positivity hold the potential
for enhancing life’s capacity for good and strength

Neoliberalism, globalization, and capitalism—Dbeytas they may—are certainly worthy
of critique, but organizational analyses that afieta free people from the demoralizing effects
of corporate colonization (a term coined by De&892, to reflect the institutionalization of
corporations in our everyday lives) sometimes fotgdring to life the living, breathing, and
intelligent human being. Because management ctamgslldo not “qualify” as a historically
marginalized collective (or, perhaps they are megtesentative if viewed from the lens of
corporately colonized, alienated subjects of nepéibsm), this occupation offers a nuanced
understanding of work and self in contemporary oaafe work. As will be discussed,
consultant stories about management consultingegsainalism include aspirations, pay-offs,
and challenges centered around: helping, courage|dve, joy, relational intimacy, intellectual
stimulation, excitement, fulfilment, gratitude,caimspiration. This recasts their work
experiences in a different light and suggests b&ogactivities of professionalism warrant
attention, not just for their subjectivizing effecbut also for their capacity to enable individual
and collective flourishing.

My intention is to make several arguments in tegard. First, it is important to
remember that the contemporary “knowledge worke# living, breathing, active agent in the
construction of work experiences and identitiebisworker is very much alive—a point that is
often overlooked in theories about the ideologasal alienating effects of corporate-inspired

self-disciplining. Foucault positions the selfaseffect of power/knowledge relations. But,
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even Foucault (1997) is adamant that the stragmieer relations through which subjectivity is
constructed are “mobile, reversible, and unstablgWith at least a certain degree of freedom
on both sides” (p. 292). My application of thesmgples involves two aspects. On the one
hand, consultants have provided first-hand accoofritse everyday work of management
consulting. Rather than using the usual, ambigetassification of “helping clients solve
business challenges,” which often invokes imagesaaieless suits firing people at will, this
research provides a window into the material andaehied work consultants perform. As
organizational communication scholar Karen Ashqi2006) would say, this gets at the sweat
involved in consulting work. It also addressesif@eand Poulfelt’s (2005) call for research
agendas that address important questions regditti@grofessional development of
consultants” (p. 457). On the other hand, throtinghmaterial manifestations of conceptual labor
and the evocative narratives consultants share@/swecan glean a loving passion within
management consulting professionalism not captuwredntemporary characterizations of
corporate work as soulless and robotic.

Secondly, this research highlights the complexitigentity work within the intersections
of power/knowledge. In order for organizationaidsés to move beyond dichotomous framings
of people at work as either autonomous agentsmralted subjects, my methodological
appropriation of Foucault and Nietzsche facilitataanced understandings of how work
experiences can béo6th-and within the aesthetic work of becoming. bdth-andperspective is
not a reformulation of the Hegelian dialectic oddfs, antithesis, and synthesis. Imo#h-and
perspective, each body (the body can be any extediNature from a Spinozan perspective—

the physical, symbolic, discursive, non-discursaseg collective are all expressions of a body)

16



retains its singularity and difference. But, nidtedtence as constructed in relation to the Other;
difference as innate multiplicity.

Synthesis may or may not happen depending upoqualgative constitution of the
bodies. Some bodies enhance our constitutiongvdtiiers do not—a case rendering any hope
for a common notion improbable, as incompatibleié®deduce our own capacity for strength.
The forces are not necessarily in opposition tdvedber. This is important because what is
often left out of the picture is the great pleaghia connects the control and freedom aspects of
work life. As Foucault (1978) argued in this redjar

Pleasure and power do not cancel or turn back sigame another; they seek out,

overlap, and reinforce one another. They are drthgether by complex mechanisms

and devices of excitation and incitement. (p. 48)

It is the very inspiration, aspiration, joy, andéan consultant work experiences that give
insight into how the becoming of professional mamagnt consultants is at the same tboé
determinedandindeterminate. Management consultant professioe@bming processes are
integrative, rather than dialectical. Within episic fields of possibility, everyday discourse,
individual aspirations, and occupational resemldanconsultantsoth flow into and struggle at
the same time with the activities that go into tngf professional selves.

Thirdly, this project argues that the work manageteensultants engage in to craft
notions of professionalism create “life as a worlad.” As will be demonstrated through the
becoming processes and activities of consultasksitity work involves a creative blend lmdth
rationalityand passion. For Spinoza (1996) and Nietzsche (129®)ancing one’s own power
is ethical because it is part of one’s human natimdeed, Foucault (1980) suggests, “power is
‘always already there,’ that one is never ‘outsitie(p. 141). This is true for every human

being, which begets an analytical emphasis ontthgegic relations connecting the world
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around us. Therefore, cooperation in the formeshdcratic methods is the only way to enhance
the power of self and Other and, thus,dtbr These democratic methods require creativity, as
will be discussed further in Chapter Five. Asélds a work of art” relies upon interactions with
Others—a method that is predicated upon discourss-ebnceptualization can be expanded to
theorize the common. Building on this perspectivsiogular becomings, an occupational line of
work understood through action, rather than attepapens opportunities for positive affect.

Lastly, management consulting professionalism catléis a particular kind of aesthetic
image. It would be a major oversight of this pobjeot to address the prevalence of white,
middle-aged, heterosexual men in large firms, paldrly those within partnership models. The
emergence of feminist, intersectional analysestgoithe concomitant nature of notions of
difference, such as race, gender, class, and sgx{ihé identity constructions most commonly
applied in organizational studies). Yet, becadg@®socially, discursively, and politically
manufactured nature of these categories, the mMyi@bstitutive effects of the categories are
difficult to capture, period, and also prove difficto avoid reductions of people to fixed identity
markers.

The collective, theorized through identity markéfedences, flattens the localized
struggles, thereby segregating occupations inteesedwhich may very well be sedimented
manifestations in aggregate form—but, still obsdheeeveryday struggles of all humans at the
intersections of multiple identity markers and iginbroader teleological magnetisms. | am
curious about the ways in which communities stiatdty marshal notions of difference to
facilitate competitive boundaries, but am cautiabeut fixing an identity politic that may
overlook the ways in which all humans struggle agiintersecting planes of social markings at

the expense of one particular category (e.g., gendéy approach, for purposes of this study, is
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to highlight the ways in which individual consultamddress the numerous challenges of
meeting expectations of professionalism.

These principles and arguments are addressed wimustly in the upcoming pages. As
a preview, | offer the following overviews of sulgsent chapters:

Chapter Two moves into a deeper exploration ohth@eagement consulting industry and
the everyday work of management consultants. Tdir@ucontextualization of the
contemporary global business arena and the conguitdustry’s place within it, | make an
argument about the growing influence of consultmmternational operations and the politics of
everyday life. A large part of the management atiimgy value proposition rests in embodied
professionalism. Professionalism is integral tonageement consulting firm success.

Chapter Three bridges philosophical principles fi®pmnoza, Nietzsche, and Foucault as
an ontological framework for making sense of cotasus’ becoming activities in Chapter Four.
After outlining the principles guiding the “life @aswork of art” ethos advocated in this project, |
bring into the conversation extant research on pokvewledge, and self in contemporary
organizational studies. Using examples from myagament consulting interviews, | illustrate
the organizing work of the professionalism epistewitain the previously established field of
power/knowledge relations.

Chapter Four brings to life the aesthetic work @dming a professional management
consultant. Using Foucault’s four dimensions ok#ric of self as a reading grid, this chapter
offers insights into how consultants work at prefesalism in ways that affect their ethical
substance, self-forming activities, teleologies] sarious modes of subjectification. Life as a
work of art isboth-and—simultaneouslyletermining and indeterminate, but without the

possibility of achieving a particular end becaufeei$ action. Life as a work of art—even
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within the fixed domain of professional identity tke—is never a fixed portrait, but a series of
actions upon actions.

Chapter Five uses Ashcraft’'s (2013) glass slippetaphor as an example obath-and
analytical tool. Ashcraft’s illustrative metaphmaptures the discriminatory effects of
occupational segregation practices and offers anmfeat integrating diversity studies into
mainstream management studies. This conceptuahttivatedoth activeandreactive forces.
The glass slipper metaphlooth makes the case for greater attention to the datinlg effects of
knowing work through the bodies of its practitiomand reduces occupations’ potential for
affect by reducing the collective body’s powerhe attributes of its members. This reduction
leads to an increased risk of perpetuating occopatiidentity politics within a sphere of lack.
Using socially constructed identity markers as amseo claim power—in this case,
occupational exclusion—can be interpreted as aiposif Nietzscheanessentimenthat could
potentially spread bad consciousness and aesttetls (Brown, 1995, Nietzsche, 1969).
Given the Spinozan view that all bodies are coretent Nature and have power (in {hatentia
of affect sense of the term), this conceptualiratsoproblematic. When identity is treated as a
property with particular rights and constraintdintits the perceived potential for affecting and
being affected.

Lastly, Chapter Six summarizes life as a work ofara will to power—a continual
overcoming of the self in the present moment, mmg2d within a playing field of
power/knowledge relations. By way of a concludiiigcussion, | look at the potential of love as
an antagonism grounded in strength and positiaitypbth crafting relations with sedindthe

inevitable attraction of Others, which leads to phemise for loving institutions, as well.
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II. Work: The Management Consulting Value Propositon

“Love stories are stories of form”

(Sloterdijk, 2011)

In order to set the stage for an analysis of mamagé consulting professionalism within
the context of the theoretical framework establisimethe previous chapter, the following
sections provide background on the industry andtdajay work of management consultants.
Consultant descriptions of their own activitiesmai picture of the influential ways in which
management consultants impact global business tigegdrom behind the scenes. These
descriptive accounts made a significant contributeoccupational scholarship on management
consulting as both former and current consultaxpdi@ate what exactly is entailed in “helping
clients solve business challenges.” These accalsuscontribute to an understanding of the
ways in which “intellectual” or “knowledge” work s involves embodied labor, thus collapsing
dichotomous theoretical separations of mental aadual work in organizational studies.

Professionalism is a key part of the value propmsivffered to clients in hiring
management consultants. In fact, consultant adedtom this study suggest that work
produced for clients is not as valuable withoutghafessionalism with which the project results
are delivered. The role of professionalism in @ational work is further discussed in
conversation with extant research in sociology, agg@ment studies, organizational
communication, and popular press texts. The Edian of this chapter offers key

considerations for conceptualizing management dongwas a common body, which will

21



provide a conceptual foundation for theorizing théective capabilities of occupations in
Chapter Five.
Management Consulting Overview

The emergence of the modern organization in tree16l century brought opportunities
for experts to provide business operations advidee early days of management consulting
work were founded in engineering. Fredrick Taysooften cited as the first management
consultant, based upon his marketing and implerientaf scientific management principles.
Less well-known are the contributions to the indusef Lillian Gilbreth, whose consulting work
in time/motion engineering and kitchen efficiencpided her the “First Lady of Engineering”
(Graham, 1999; Lepore, 2009). Because of the sexighination found in industrial
environments of the time, the emerging home ecoc®miovement of the 1920s offered a viable
outlet for Gilbreth to provide engineering reseaasold advice, but within gender defined
contexts (Graham, 1999).

In 1883, the first consulting firm, Arthur D. Ligt] was formed. The engineering focus of
firms founded in the early part of the"26entury remained through the establishment of the
Association of Consulting Management Engineers (AJM 1929. But, accounting soon
played a more integral role in consulting work withover’'s 1933 National Recovery
Administration (NRA), which sought to institute fddusiness practices and break up monopolies
(McKenna, 2006). To make themselves indispensaitken the new government regulations,
bankers and accountants became involved in prayicmsulting services. Around the 1920s,
James McKinsey (who later established McKinsey &pany) had developed a “banker’s
survey” for consultants to use in assessing thenfiral performance of client organizations.

Other big names in management consulting arourtditha were also those who contributed to
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the main cost accounting association journal (Maker2006). “By the end of the 1930s, under
[Marvin] Bower's stewardship, the term ‘managenaamsulting’ began to replace ‘management
engineering,” and the professional management ¢t@mswas born” (McKinsey, 2013).
However, in the 1930s, “the Glass-Steagal Act aB@ 8isclosure regulations forced
commercial and investment bankers to abandon iatenanagement consulting activities even
as regulators mandated that they commission oussidkes” (McKenna, 2006, p. 50). Thus, the
historical emergence of the management consultidgstry involved a complicated web of
engineering innovation, accounting practices, ogdional assessments, and government
regulation. This pluralism within the industry ¢mies today.

Management consulting services expanded in theedi8tates during the post-World
War Il era. After World War Il, management conswthelped shape economic governmental
policy and the state’s shift to economic growtltaasgnal for its legitimacy (McKenna, 2006).
This is significant to discussions about the porifig of professionalism in contemporary
corporate employment relationships. McKenna argtmsthe mid-1960s, their influence had
become so great, yet so diffuse, that critics abdithat the leading management consulting
firms represented a virtual ‘shadow governmenfAmerica” (p. 82). The 1950s and 1960s also
brought management consulting into European madsegsway to diversify firm revenue
sources and reduce potential risks from econondaegulatory fluctuations in the United
States. The 1980s and 1990s were a time of expahgrowth for the consulting industry and
many projects during this time period focused orpomate culture and information technology
(IT) implementations. After the recessions of ¢laely 2£' century, the large, traditional

consulting firms diversified and expanded theiraoith and depth of service offerings through
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strategic acquisitions, resulting in the consolmabf the industry and further entrenching the
big, institutionalized firms.

The management consulting industry benefits frdicoantercyclical demand”
(IBISWorld, 2012). This means consulting serviaes needetiothwhen times are tough (e.g.,
how do we reinvigorate our business and circumicsstes?fandwhen times are flush (e.qg.,
how can we best leverage our current profits amdpstitive position?) The United States
management consulting industry generated $16®@bilh revenue in 2012 and relies upon
corporate profit, government consumption and innesit, and increasing numbers of businesses
in order to drive growth (IBISWorld, 2013). Thenedow barriers to entry—anyone can call
her/himself a consultant and there are low overle@anses with performing this type of work.
In 2009, 90% of management consulting firms empddgss than 10 people (IBISWorld, 2013).
The industry is highly fragmented, duelbtoth the high number of market playersdthe
diversity of service offerings. Only five firms ownore than 1% of industry market share—
Accenture (3.5%), McKinsey (2.9%), Deloitte (2.5%f)arsh & McLennan’s Oliver Wyman and
Mercer consulting groups (1.6%), and Boston ComsyiGroup (less than 1.5%) (IBISWorld,
2013).

Several current consultants commented on the logipetition within the industry. In
today’s market, client demands are compressinguttomg rates. Due to increased competition
within the industry, the pricing structure is meggiable. One consulting executive describes
the impacts of rate compression within the industrihe following manner:

Rates have been compressed. People want moes#or Do you do the same amount of

work, but with less people? Do you outsource tbthg hat's a real challenge in our

industry. Because of that, it puts time constsaont time spent with family, friends, and

personal pursuits. | don’t think that’s uniquaranagement consulting, but rather, my
hypothesis is that it is just a sign of our times.
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Although time and materials pricing remains domin#rere is some movement towards
charging a price against value delivered, withgpeeted share in the reward/outcomes. As the
consultant quote above alludes to, depending amdarvice offerings, capabilities, and cost
pressures, some phases and/or types of projectwaykbe outsourced as a way to manage
Ccosts.
The “face” of the corporate client who is purchagsihese services has changed
significantly over the past decade. As one comgukxecutive describes it:
Companies are getting more savvy in who they binngSo, a lot of my clients are no
longer lifetime, utility members who maybe don’tvbahe business sense. The person
sitting across the table from me—the client—is reoWniversity of Chicago MBA. So,
the client we're interfacing with now is much mdikely to be someone that's got some
business savvy—a former consultant, or, whatefeople would come up and they
would be operationally smart. Cost pressures aszé, etcetera. They see how other
people are successful and they bring in people @ve more business savvy. So,
therefore, the profile of who our clients are sr8hg to change. Let's face it, 10-15
years ago it was a bunch of old, gray-haired wipitgs running these companies. Now,
it's not the same anymore.
The changing face of the client has created a mguéable power/knowledge dynamic in the
client-consultant relationship. This coming togethnd partnering of equals will be important
to discussions about the power-full potential @égration as an occupational practice in Chapter
Five. A common myth is that management consultgot®to companies and create problems to
solve. But, in most cases, the business problatefised already by the clients themselves.
Several former consultants mentioned that theireturindustry employers involve them in
decisions regarding the hiring and managing of altasts because of their previous experience
in the industry.
One former consultant, who also spent time on tihedn resources side of the business

staffing consultants, noted that consulting firnfieim assist consultants wishing to leave

consulting to find industry jobs. The rationalesfollows:
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Say you have somebody like me, okay, who'’s leabiecpuse of family, work-life

balance. | loved the firm. |did—I loved [firm]are than anything in the entire world.

Wouldn't you want to place me somewhere where ymudutilize me? Wouldn’t you

work to help me find a job at a big company? kslbappen all the time, though.
Consultants who are “seeded” into large corporatimih offer long-term connections for
potential future project worénd provide a system of “checks and balances” fontlensultant
engagements in this new era of consulting worellsd want to take a moment here to note the
passionate use of the word “love” in this consul&stount. Despite common academic and
popular press conceptualizations of consultantslastic and greedy, consultants in this study
often used such positively infused words to desctiite joys found in the intimacy, creativity,
and challenge of crafting professional selves anigo-full client relationships.

Consultants historically have played (and contittuplay) an often invisible and
influential role in political, economic, and soc@dcision-making. The consultants with whom |
spoke worked with companies as diverse as: Badwdrica, AstraZeneca, the United States
Marine Corps, Limited Brands, State Government gbwing, HarperCollins, and the United
States Chamber of Commerce—and, industries rarfigong pharmaceuticals, utilities,
transportation, media & entertainment, industrizbds (e.g., bulk chemicals), retail, grocery, oil
& gas, government, travel & tourism, financial sees, and nuclear security. Management
consulting work has analyzed and transformed jolcgsses, tasks, training, policies and
procedures—fundamentally impacting employee dadykwactivities, relationships, and more
broadly, what people know and how we operate with@éworld around us.

The Sweat of Management Consulting \'rk
The United States Bureau of Labor Statistics (BOSgupational Outlook describes

consulting work in the following manner: “managermanalysts, often referred to as

management consultants in private industry, anadyzkepropose ways to improve an
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organization’s structure, efficiency, or profitsResearch in the management consulting industry
delineates four broad kinds of service offeringaditional strategic business services, IT
implementations, outsourcing services, and allratkeevices (e.g., market research) (Muzio,
Kirkpatrick & Kipping, 2011). In practice, thesersice offerings often overlap. For purposes

of this study, | focus on traditional, businessitgigy management consultants with experience
working for large established firms. These typesamsulting firms (e.g., Accenture, Deloitte,
Bain, McKinsey) are an institutionalized part ofAhlarge corporations manage business
operations globally (McKenna, 2006).

Scholarship on the industry tends to focus on tientedge-based work of management
consulting. Some of this work highlights the intty's perceived success/failure of the
occupation’s professionalization efforts to estbjurisdictional control and expertise (Kipping
& Engwall, 2002; McKenna, 2006; Muzio, Kirkpatric&,Kipping, 2011). Other studies have
examined consultant argumentation strategies a®hreh approaches in legitimizing
organizational objectives (Bouwmeester & van Wenaé11; Sturdy, Clark, Fincham &
Handley, 2009). Still others focus on managemensalting’s role in diffusing ideas and
practices across varied business organizationsdys& Wright, 2008; Whittle, 2008). Across
all research, management consulting is positioseghanfluential force in contemporary
business operations around the world.

As previously noted, when we think broadly abouhagement consulting work, it can
be said that management consultants are hiredpahents solve business challenges. Because
they work with many companies within and acrossigtdes, they are hired for their expertise
and “best practices.” This accumulated knowledw#ributes to the prestige of the industry, as

well as to the secrecy of the industry in the nafaient confidentiality. Management
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consultants are considered “knowledge workersditisrentiated from liberal/independent
professionals (e.g., doctors, lawyers) and orgaioizal professionals (e.g., elite managers)
(Reed, 1996). The following sections use the agpees of current and former management
consultants to bring to life the day-to-day actestof management consultants, thus extending
research on the industry that generalizes thisdfreork as idea diffusion and knowledge
systematization. The everyday work of professianahagement consultants, as described in
our interview discussions, revolves around perstraaling, client engagements, and internal
commitments.

Training

Management consulting training often begins beformal employment begins. MBA
programs, previous corporate experience, and seheldrgraduate programs/schools (e.g.,
engineering and business) provide anticipatoryadiaaition and problem-solving methodologies
that prepare consultants for day-to-day work. €hagicipatory socialization technologies, such
as personal upbringing and educational backgrowardgjiscussed at more length in Chapter
Four, as part of self-forming activities of the beeng work of professional consultants.

Once arriving on site, consultants attend orieatatito firm practices, policies, and
norms. The duration of these orientation trairpnggrams varies; however, there is usually a
module devoted to professional conduct and ethdd¢sAccenture, we had three weeks of
training in our home office (firm administrationdafunctional area training) and three weeks of
training at the firm’s professional developmentteemm St. Charles, IL (functional training
application in mock-client settings). But, at Cdoalp Alliance, my first day with the firm was at
the client site for the project kick-off. [Notdti$ has since changed and now new consultants

complete a more traditional orientation programhwite firm before beginning client projects.]
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Consulting firm orientation programs offer bothheral and situational training, with an
emphasis on “soft skill” development through scembiased training (e.g., “what happens when
this happens or that happens?”)

At several large firms, incoming consultants betgir tenure at the firm within what are
known as “start groups.” Depending upon the sfzé® office location, these groups can be
small or large. When | started in the New YorkyGiffice of Accenture, my start group
included about 25 people. But, | trained mostalpsvith my change management cohort—a
smaller group of about six people, most of whomenfexperienced hires,” like me. | had
friends who started in the Charlotte office of Acttge whose entire office start group was seven
people. One former consultant describes startpgauthe following manner:

| think there’s something to start groups. In ugdad, everyone in class with you is

pretty darn bright. They're smart, challengingd avhatnot. And, then you get to your

start group and take it up a notch. Now, studargsnot only smart, but also probably
high achievers, very driven, and there’s this cotiaat you're moving down the line
with. You're working for a company where the medi® and drive and experience is—
the bar is really high.
The start groups provide informal and formal sonitworks and support. Start groups share
gossip, horms, stories, and introductions to otlkdeagues that help initiate and socialize new
firm members. One of my friend’s start group memslshared a personal budgeting excel
spreadsheet with her start group members to h&gyere budget their newfound income now
that they were no longer in college. But, thedieagues are also those with whom you
compare yourself at promotion time. Once one merabthe start group is promoted, the rest
of the group is often driven to achieve the santeaue.
One of my favorite professional development atiigiin preparation for my promotion

to manager at Accenture was assisting the firmégk management training program at its St.

Charles, IL training facility. During this timeyblunteered to perform the role of client (I never
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lost my love for theatre performances, apparenthffer participating in a one-week train-the-
trainer session on how to facilitate the prograamieng outcomes, | sat in an office and new
consultant teams would come to my office for di@tbn their assignment. After working on
various tasks, research, and activities througtimitiay, the consultant teams (usually three or
four people) would schedule time to meet with mpresent their ideas or deliverables and
receive feedback. During those meetings | woulihjcie work, comment on group dynamics,
and mimic my own experiences with clients.

The small group of us filling this client role ihd training program enjoyed instant
messaging each other about new ways to surpriseotigiltant groups when they came to our
offices. At the end of the day, | would go intoauple of the consultant classrooms (groups of
25 people or so) and provide generalized feedbathet teams on my observations on their
deliverables and sociability based upon my “refal*lknowledge as an experienced consultant.
This type of training and mentorship helps new attasts learn the ropes and develop skills
needed for successfully serving clients on pragecfagements. It also provides experienced
consultants with training and mentoring opport@sitin preparation for their managerial
responsibilities.

There are a variety of ongoing training and develept activities, such as the one | just
described, that management consultants are exptecéedjage in as part of their professional
development. Formal firm training programs anégsés assist management consultants with
developing skills and capabilities in a varietyaoéas, thus enabling consultants to achieve
various firm, client, and self-development needsifations. One consultant remarked that she
really appreciated taking an emotional intelligetregning course offered at her firm because

“it's up to me to get better at reading what ththe client’s] style is.” Other training programs
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consultants mentioned at their firms included: @comanagement, best practices, industry
changes, conducting organizational assessmentshigrdesign, developing transition plans,
facilitation classes, conflict management, andntliiéennial mind.

One consulting executive noted that she placesatgron training that builds
communication skills: “I personally spend a lottiofie on economies of words, and the
descriptive nature of words, my choice of wordsred communication is more effective across
all of the different styles.” Consultants can takesses online or travel to well-known training
institutes, such as the Bell Leadership Instittdeseminars and coaching. One former
consultant mentioned that her firm paid for heeaon certificates in leadership and management
through an online Harvard Business School progespart of her professional development
plan.

Client Engagements

One consulting executive described managemenuttorgswork as the “paper, words,
advice, and guidance that the client organizations into profit, enterprise, or production.” In
consulting engagements, everything revolves ardb@dlient relationship and the project
“deliverable”—the contractually determined outptitonsulting labor. The term “client
engagement” evokes a critical relational elemelgr{t an orientation to the Other) and
promise/commitment to contractual obligations (&®&gaent. an ongoing, monogamous
relationship). This is important because a lar@@ign of firm business comes from repeat
clients. One consultant estimates 80% of his Srbnisiness comes from repeat clients. As will
be discussed in the telos section of Chapter Foany consultants derive great pleasure from

the intimacy, trust, and integrity of these longytdusiness partnerships.
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Although variable, strategy consulting firms tenchaive projects with shorter durations
and higher price points, usually with some forniadfow-on work. Firms focusing on IT
implementations tend to have longer project dunati@ith larger numbers of consultants
working on them. Smaller firms tend to have mudtiprojects with mixed durations
(consultants might work on one or two projectshatgame time). One former consultant
reflected that the type and duration of projedui@hced approaches to client relationships. Most
projects are structured around a solution developiifecycle (e.g., design, build, test,
implement). Using consultant descriptions of tlosin work experiences, I've attempted to give
a taste of common project tasks. While not exImaisit is representative of the kinds of day-to-
day tasks consultants interviewed were/are involmdtom a client solution delivery
perspective.

Strategy projects tend to involve helping clieemswer broad, high-level business
planning questions. This can translate into:

= strategic planning projects (e.g., “what are thec#fr things we’re going to spend

our money on in the next year?” or “should we khig tompany?”)

= executing leveraged buyouts (“what are the atteébuwif this business?”)

= organizational planning (e.g., “are we going targ? Are we going to change the

way we do business?”)

= mergers and acquisitions work (e.g., “should wesdiify our holdings?”)

Strategy work can involve analyzing business opmraf identifying cost cutting initiatives,
rethinking organizational structures, and desigmragesses for risk management and human
capital development. One consultant described wohks firm’s private equity group as

follows:
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Basically, we serve private equity clients as theyworking due diligence to potential
targets that they may acquire. So, if the priafeity fund is interested in buying a
company, they get far enough down the process,ttiegnhire someone like [firm] to do
some research on the industry, on the competitgitipn of the target, of other potential
factors that could play a role in their investmpieices.
Much of what this entails is “combing through dadatd “getting down into the weeds.”
Consultants are expected to have familiarity withaasortment of programs and tools, such as
Excel, depending upon the needs/goals of the aetigsas. This can be challenging as some
clients use particular software programs, which magay not be the ones consultants use on
their own or within the firm.

Consultants make sense of massive data sets anctdnelusions such as “you know,
people in your strategy group are spending half tiree operationally—filling out purchase
orders.” Based on these analyses, recommendatierdeveloped to address the operational
issue. Strategy work involves knowing where tafihe relevant data points, gathering the data
quickly, conducting data analysis, making sensgatdé analysis findings, and communicating all
this complex information in an understandable wagliverse audiences.

IT projects involve building new software, determgpwhat processes are used,
identifying who should do them, and outlining whielsks maximize efficiency. This can
include:

= building a system (e.g., “take widget A or B anddit out based on somebody’s

analysis”)

= evaluating different vendors for software

= testing usability and information architecture (g'they looked to me for guidance

on the way the screens reacted to one another”)
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= making existing systems more efficient (e.g., “veedrsystem A and system B—they

don’t talk to each other”)

= automating manual processes (e.g., “building a meyraystem that dealt with

escrow and things like that online”)
Some IT projects involve working as an outsourasd @f the client organization. In this
manner, consulting teams enable client organizatioriflex their staff up and down and not
worry about the overhead and management of buil@mgpternal team.” Whether as
outsourced team members or traditional consultargners, consultants are sometimes asked to
work the IT help desk. One former consultant co@ased this early professionalism training—as
it taught him how to “take getting berated by atoo®er” and “how to deal with pressure.”

In terms of particular IT projects, one consult@tked about an Enterprise Resource
Planning (ERP) implementation for a large compdnay involved testing interfaces, writing and
executing test scripts, and developing currentfahde state process maps. For a PeopleSoft
implementation, another consultant “dealt with $kever, database setup, loading patches,
customer support, testing, development of repartisagoplication customizations, and redefining
business processes under the new software.” Anotimsultant worked on automating manual
publishing at Victoria's Secret. This involved ididying steps to cut out and steps to add in
alongside the new technology.

Government projects often entail grant and propasiéing. As one government
consultant claims, “budget numbers don't scare nBut, work in this area also revolves around
identifying and redesigning business compliancegsees to meet certain rules and regulations.
Given the indeterminacy, at times, of state an@if@dapproval processes, projects in this

industry might necessitate regular negotiationtaffieig plans, scheduling, and contract
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deliverables. Government projects also can inval¥@cus around procurement and supply
chains—more specifically, how to make these praeasore efficient.

One current consultant describes her consultingwiith government agencies as
primarily logistical. Her main responsibilitiescinde: planning meetings, preparing materials,
communicating with agencies and private sector ggpanswering inquiries from stakeholders,
and answering client day-to-day questions. Ashgesti matter expert, she often responds to
“fire drills"—changes in government direction andf@eds. Other consultants with experience
working for government clients have assisted imgaich as safety and interoperability, nuclear
security, and the United States Chamber of Commané¢h his background as a financial
analyst, one government consultant analyzed fetbeiggets, wrote congressional justifications,
and developed resource allocation plans (e.g., “twoget money and how to allocate and spend
that money.”) This included evaluating pro fornt@esments, judging the economic
sustainability of agencies, developing risk mitigatrecommendations, and turning all this
information into “consumable reports.”

In junior positions, there is a lot of administvaticoordination and execution that is done
on client engagements. One consultant, who hakesldor three major firms, explained that an
early challenge for new consultants, but one tke& gasier and more intuitive over time, is
figuring out on a new client engagement: “How dtyes organization get stuff done and how do
| make sure I'm working with the system rather tlagainst it?” For junior staff members,
senior consultants often direct this. As anotlmgrsaltant remembered about projects at junior
levels: “It's about ‘here are the deliverables,dethe methodology used to obtain those
deliverables, now execute.” In order to execut@gxrt assignments, consultants frequently:

research and analyze data sets, document key fislsakésnges/questions, formulate
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arguments/rationales, identify key project stakdad, conduct interviews and focus groups,
create business process maps, outline scheduldsudgdts, develop code, generate project
templates, and participate in meetings with varidiests and stakeholders to gather
information. An exciting aspect to this work foany consultants is the cross-functional
interaction and teamwork these tasks require, wbictiributes to consultant professional
development.

Consultants, in general, spend a good bit of tiesearching, developing, reviewing, and
presenting PowerPoint decks. “You know consultémts their PowerPoints.” The professional
polish of work documents is what transforms thesetiant work product into a “deliverable,”
ready for client review. As one consultant exain

For a consultant, the deliverable is the money-maks®, there’s a lot of emphasis or

importance placed on project documents, deliveglpieesentations, materials. And, so,

to this day, | approach every presentation or slielek as a deliverable. I'm very diligent

about their appearance, every word is carefullyseho Spelling and grammatical and

formatting standards are all things that | valuangthing I create.
In some respects, the deliverable is an extenditimecconsulting brand and must be perfected.
Not only must the PowerPoint reflect professioraigh, but so also must the delivery/deliverer
of the presentation. In talking about marked maseh professionalism, several consultants
relayed stories of savvy executive PowerPoint priaden facilitation. The combination of
confidence, passion, aesthetic grace (of the PawatrBnd the presenter), and intellectual
horsepower seemingly creates a power-full aff§¢hen executed with mastery, the PowerPoint
presentation holds significant potential for infiee—whether selling contracts or
recommendations. When executed poorly, the canguitm risks losing business.

The dynamic | just described of management coinguRowerPoint development and

presentation is, | believe, unique. It is a prsi@sal technique that is cultivated through yedrs o
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professional services work, perhaps. Again, séwerssultants mentioned in our interviews that
this is a professional action worth emulating ainhisg for in one’s own professional
development as a consultant. To be honest, ibbad several years since | had seen this
dynamic in practice. At a recent communicationfemgnce, | was so taken by an organizational
communication scholar’s savvy PowerPoint presammatat | went up to him after the session
to inquire about his management consulting expeeen was surprised to learn that he was not
a former consultant. | share this story becaus®adih the concept of professional presentation
skills seems intuitive and easily trained, it istguifficult to capture and master the integration
of passion and rationality into the power-full anfluential affect characteristic of professional
management consulting presentations.

At more senior levels of the organization, manageis partners hold most of the
responsibility for client relations. They delivibie PowerPoint presentations, field client
guestions and concerns, frame staffing (consuttatiton” and “roll-off”) decisions with
clients, and, of course, sell work and negotiatgrects. Executives have business development
metrics related to utilization that they are expddb meet. As one former consulting executive
explained, an executive might have a million dofjaota. This metric can be fulfilled in a
number of ways: through billable client hours, tideveloping client proposals, and closing
client contracts. As such, there is often a b&ttleéesources at this level to assist in attaining
these performance measurements. Favoritism ignma@mmon. But, this is a reciprocal
relationship. As one current consultant notes fihrtnership class is changing, but it’s still
very much about who you know.”

Experience across industries and clients enabies fio systematize business knowledge

into firm “best practices.” This is part of whdienits pay for when seeking out consultants. The
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everyday impact consultants can have on globahlessiknowledge and practice is exemplified
in the following story about a consultant’s evenyaaork:

| was really providing the strategic visions fosater recovery, and that kind of stuff for

major companies. |told [major publishing compariypu can’t keep all your books in

one warehouse.” What's really funny is when yositéng there and you have a

meeting with the CIO and you have a quote: “yosadier recovery location should be

more than 50 miles away from your primary locatidtisjust best practice.” When you

see that quote on the cover of the Wall Streetnmduand you know you said it to the

guy, you're like, “wow!” So, that’s the type ofudt | did on a day-to-day basis.
Management consulting work holds the potentialpiositively influencing the world around us
and the impact of global business operations onamuaes. As demonstrated in this narrative,
client organizations make the news, not the comguWworkers behind the scenes. Stories of
productive management consulting partnerships asdiye changes in the world rarely make
the news. Perhaps because of this power-fullémite management consulting holds on global
business operations, the stories that make headieethose where the potential of consulting
affect is undermined by cases of financial malfaasa The compelling stories of our society are
seemingly those rooted in fear, weakness, andtdrsaStories of integrity, love, faith, and
strength rarely make it into the public sphereisT# certainly the case for management
consulting work.

Not all work is as high-impact as the story thestdtant told about the Wall Street
Journal quote. In fact, most of it is not thatngtaous, despite popular culture representations
(e.g., Showtime’s television show about manageroensulting misconducklouse of Lies At
the end of the day, most consultants say they dad méeds to be done to “minimize [client]
concerns come Monday morning.” For one consultiagager, this included physically moving

and washing desks one weekend during a mergercapuiséion. For many new consultants,

including myself, a lot of time is spent photocapy putting together presentation binders, and
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scheduling and coordinating meeting logisticspdrd a good chunk of time in my early days as
a consultant ordering and picking up lunch for megm.

At the end of a client engagement, there is aftane sort of roll-off commemoration. A
shared mentality of “work hard, play hard” cameimgeveral interviews. The “play hard” part
of the equation seems to have shifted a bit, pardap to cost pressures, increased industry
competition, and public scrutiny. The most extgaua roll-off celebration | experienced as a
consultant was a weekend cruise to the Bahamasaaftee-year financial services project. But,
not all are that extreme. As one consultant erplai

They're going to demand a lot from you and expé&atatare high and they have some of

these dinners and trips as a thank you. We’rgHing up a project and we’ve been

working 80 hours. Let's go blow off some steam.

There may or may not be some “down time” spenh@firm office after the completion
of a client project. In some firms, staffing isngoby HR associates who manage practice area
resource demands. In other firms, there is moeeaflture in which consultants must network
with senior executives in order to get staffed ahtonext project. If a consultant does not “roll
on” to another project immediately, then the timdetween projects can be used for
professional development purposes or firm initiegiv

Regardless of consultant role on a client engageorehe type of client project,
professionalism is integral to how management dbnguwork is performed. It is through
professionalism that project outputs are given&alli is through professionalism that the
creative potential of the “client engagement” isnifested. As most of consultant time is spent
on client engagements (rather than in trainingsgpart of internal projects), client-service
activities provide the contextual landscape throwdith professional consultants develop

understandings of self and in relation to the besadccupational collective.
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Internal Commitments

One way management consultants can demonstrdesgianalism is through a
commitment to activities contributing to the firndgvelopment and success. Firm development
activities center around developing client senafferings and bringing in and developing
professional consultants. Internal commitmentsaanay for consultants to “give back” to the
firm. One consultant mentioned that she enjoyeddtimctuation internal projects give to the
intensity of client engagements. Internal projeets offer consultants a break from the rigors,
stress, and deadlines of client projects. As ntamgultants work in geographically dispersed
locations, internal projects can offer a welcomespite from the demands of travel and the long
hours spent at client sites. In my experiencentirenal business hours of internal project work
enabled me to catch back up with family, friends] the banal aspects of home life (such as
actually cooking my own dinner and cleaning my &pant!)

A key professional activity related to internal aortment is intellectual property
generation. As previously noted, firm “best prees’ reflect intellectual property that is
generated from working with many companies acnodastries and functional areas. This
information is systematized as project templatemethodologies or even as service offerings
that capitalize on client interest in knowing “whadrks and what doesn’t work.” Intellectual
property development from a firm perspective brgaatiudes brainstorming ideas, testing
concepts, and developing business leads basedsa itreas. One consulting executive
summarized intellectual property generation asiltimg out market strategies, fostering
templates and examples of what we’ve done, devagpopew approaches for new and emerging

trends, and building a market strategy for the fionink emerging trends to client offerings.”
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Another aspect of internal work is mentoring. $emonsultants and executives are
expected to facilitate mentoring within the firmihis may take the form of informal social
networking activities or more formal participationmentoring circles and performance
evaluation responsibilities. Investing in mentgrjanior consultants is part of consulting
executives’ daily activities. This could be thrbugeetings, emails, phone calls, gathering
feedback about the mentee, and/or completing etrahsaabout the junior consultants’
performance. Mentoring is fundamental to the bangmctivities of professional management
consultants, as it affords the opportunity for arrteam members to emulate the professionalism
of consulting executives, as will be discussedierrin Chapter Four.

Another way consultants participate in the firm coomity is through university
recruiting events. Consultants can volunteer tbagk to their undergraduate or graduate
schools to talk about their experiences with tha fand what it is like being a consultant. This
can include facilitating an information sessiohalso often includes a social event, which may
take the form of hosting a reception at a localdryarestaurant. If recruits are invited to the
firm’s office for a day of interviews, consultants/olved in the recruiting process might take the
recruits out to dinner and a theatre performar@ensultants are expected to represent the firm
and conduct one’s self in a professional manness tdontributing to the anticipatory
socialization of potential management consultingguigs. For me, professionalism in these
recruiting contexts often involved projecting a gortment of confidence and affluence.

The everyday work of professional management ctansisl involves training, client
engagements, and internal commitments. Based tiygooverview of the management
consulting industry and the “sweat” of managememisaltant work, | now would like to address

professionalism as an integral element to the vataposition sold to clients when they
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purchase management consulting services. In dangy intention is to create the business
case for professionalism as a commodity marketedglit and sold, however implicitly, within
the client-consultant relational exchange.

The Management Consulting Value Proposition

The management consulting value proposition isipagedd upon professionalism.
Clients recognize consultants as Other, as diffeesmd consultants likewise recognize the client
as Other (fundamental to a professional servicesdi work.) The various means, techniques,
and discourses shaping professionalism reify thgoirtant relational dynamic. It is not that
clients cannot perform the work internally, as saleurrent and former consultants were quick
to point out. It is by gaining an external pergpecthat client organizations are enabled to
propel business operations in new ways. ProfeaBgmn assists in symbolically and
discursively reifying these differential boundarietween client and consultant.
Professionalism is an aesthetic way of life for agegment consultants. It brings together
various consulting firms and consultants with vairedustry-focus, functional alignment, and
project tasks. Professionalism is a crucial attelof management consulting professional
identification.

Although the specific outputs of consultant work anportant to the perceived success
of consulting engagements, consultant commentsestigigs the professionalism with which
these deliverables are created and delivered tmastitutes the consulting value proposition.
Consider the following definitions consultants ga®ut professionalism:

= “|t's the value added to deliverables”
= “[lt] is so engrained in the culture, the philosga#f consulting”

= “It's just the way you approach things—the way tha do it”
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Consultant narratives position professionalismrasthic or manner of conducting one’s self
through which clients are promised a particuladkon relational experience and aesthetic
quality to project interactions and deliverablés many consultants noted in various ways,
standards of professionalismboth relationshipsand deliverables signal value and quality in
relation to the high fees being paid by clientsdonsulting engagements. Or, in other words,
the high price clients pay for consulting serviewarranted if executed with professionalism.
This suggests professionalism is commodified—aed/es as an organizing technology through
which boundaries between self and Other are cartstiftand sustained. As such, integration is
possible—partnerships that hold the potential @nieving certain ends through creative,
democratic collaboration among equals. The boyndatween self and Other (consultant and
client) is not to allude to a dichotomous profesaieunprofessional distinction (i.e., consultants
are professional and clients are unprofessionaicerversa), but simply to note that
professionalisnbboth maintains a separation between consultant andtdesdiesand provides a
method for integrative partnering (to be discudsanore depth in Chapter Five).

Yet, the most common response | received to thetoureasking participants about their
definition of professionalism was, “what do you mdxy professionalism?” This reinforces the
ambiguity of the term put forth by Cheney & Ash¢r@007). Professionalism is a taken-for-
granted concept employed in a variety of contertswesages, but it is difficult to pinpoint and
articulate. Because of this ephemeral qualityfgesionalism is a floating signifier—open to
shifting, andboth constitutiveand contradictory individual, organizational, and ogational
meanings. Several consultants observed that @iofedism “varies by organization” and thus
what is acceptable at the client site might noadeeptable from a firm perspective. This helps

explains one consultant’s comment that professiemais “instinctive,” and that “good
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consultants” are able to accurately interpret afjdst to changing professionalism expectations.
| heard from several consultants that my findingghis regard would be very helpful in terms of
defining consultant expectations and helping fideselop training courses around
professionalism. One consultant noted his surphiaeprofessionalism expectations are “so
word of mouth and anecdotal,” especially in an stduthat places such high value on codifying
intellectual topics.

To give a flavor for the various ways consultahiak about professionalism, | have
consolidated and categorized consultant definitinotesthree broad areas: personal,
organizational, and occupational meanings. Ofsmuhese definitions overlap and intersect
beyond these divisions. | outline these profesdiem definitions as a contextual backdrop for
understanding the becoming activities of professiomanagement consultants in Chapter Four.
But, again, my intention is not to focus on fixithgese definitions, as notions of professionalism
are contingent, contextual, fleeting, and always$anpnterpretation. Moving forward, | focus
on professional action, rather than attribute.

1. Personal professionalismsavvy interpersonal communication skills; bodily
comportment; conservative dress; language; mamsyismotional intelligence; being
respectful of clients, colleagues, and superiansyrlling or being too loud; general
attractiveness; Type A personality; good hygienleatwour Mom and Dad taught you;
not making mistakes; travel etiquette; honestygnty; working hard; ability to tell and
communicate a story; toning down sarcasm; adajitglpbise and confidence; and, for
women, not being too sexy

2. Organizational professionalism persuasive and aesthetically appealing PowerPoint

presentations; no conflict or big waves; synonymwilk culture; delivering high service
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value for the client; upholding firm values and mgr and appropriately managing client
resources
3. Occupational professionalismtrading on your reputation; an intangible produoifcthe
consulting industry; not creating an ‘us versusrtheentality; doing what you say
you’re going to do; successfully managing relatiops and communication; and quality
metrics (e.g., price-value relationship in regdalthe client-consultant relationship)
The interviews also included discussions of thep&l negative impacts
professionalism may have on consultants. Basembosultant responses, it seems management
consulting professionalism expectations can affiegatively: the body (requires homogeneity in
terms of style, dress, mannerisms), emotions (regureserve), outside relationships, family
planning, approachability, personal authenticityiavation (low tolerance for mistakes or
anything other than “best practices”), and theigitib have a voice in and/or challenge
decisions. Violations of management consultinggesionalism expectations are memorable
when they occur in management consulting work., B rarity of everyday unprofessionalism
suggests professionalism expectations are eitheadyl known (a reflection of upbringing,
innate personality traits, prior corporate expaseeand/or targeted university recruiting
strategies) and/or quickly assimilated (througheoation, training, and/or mentoring) when
consultants start at a firm. However, when actsnprofessionalism do occur, they are often
linked to individual explanatory demographics, sashage, gender, level in hierarchy, and/or
tenure with firm.
For example, ideas and ways of doing things outsidiem “best practices” or systemic
“knowledge exchanges” are not always welcomed amde seen as unprofessional. One

former consultant tells the following story abouatianovative coder on one of his first projects:
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| remember the first project | worked on, someadlse @/as in my start group, same age
as me, had been with the firm for a year or twbeylwere really, from a coding
perspective, from a developer perspective, he ea$yrlight years ahead of other folks.
And, he definitely liked to challenge them. If seome told him to do X and Y, he
wouldn’t do it. You know, “I don’t think that’s #hright way to do it.” He wasn’t
necessarily a senior person—he was kind of a jymeoson. | think he got rated pretty
well at the end of his first year—he was a realgedlent coder—nbut, | think the
uniformity, or people always questioning. | meges, you should be able to question
authority but, only to a certain level. There’saindary. And, eventually when the dot
com era started to grow, he bailed out right awdg.was like “I don’t like all these
constraints they’re putting on me.”

There are contradictory professionalism expectataperating here. There is the sense that
management consulting professionalism deméwodsinnovative ideas and technical expertise
for client-valueand conformity to established firm best practices.t,Buthe end,
unprofessionalism is coded as a rebel spirit ingoy staff member who had not been with the
firm for very long. Technical expertise and innbea are not valued as deeply as professional
expectations related to hierarchical positioning ase of proven best practices.

Interview stories about management consulting uepsionalism also illuminated an
interesting insight about the combined masculiaitg femininity of management consulting
work. Take the case of the following consultard ars description of a team colleague on one
of his projects:

The girl I worked with is one that everybody lov®sng around, loves having her on the

team. She’s maybe a little on the, probably kelittlgar. So, definitely on the less

professional side. And, | think, the impressioattbeople got of her is if one thing goes
wrong, or she makes an error, they instantly cad kif attribute it to, “oh, well, she’s not
that professional, she’s maybe less mature.” ukhpoint out the fact she is younger—
she’s probably 25 or 26. And, | think it's notsmich they’re saying, “oh, well, she’s
young and still needs to learn.” | think when thex an error, they suddenly have
justification for “yeah, | know.” This kind of &tinto the image that they’re building of
her, because she’s not as professional. So,K thyou're unprofessional, your mistakes
can get magnified under that lens of “you knows {érson is not ready to handle
interactions with clients,” and they haven’t btiieir business acumen to the point where

somebody would really want to push to higher respmlity. So, while this may be a fun
person to be around. Like, she sends out an eagitg we're having a happy hour, |
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definitely make an effort to see her. And, shelstaf fun to see. But, at the same time,
when comes to engagements, she doesn’t get recaech@s strongly for a team.

While providing insights into the interpersonal dymics on consultant projects, this narrative
points to contradictory constructions of professiam. Professionalism demantuisth social
interaction outside of worindgendered, age-appropriate behaviors. Unprofesissom is
coded in this case as acting in ways unbecomirga@fessional young woman. In addition,
the anecdote suggests management consulting wask/és cultivatingooth business acumen
(traditionally perceived as masculine wogkjd social relationships (traditionally perceived as
feminine work.) Professionalism is the mediatiaghnology that balances appropriate actions
in both regards.
Implications

Given these descriptions of consultant work, | vidike to highlight three points. First,
professionalism is a key variable in the manageroensulting value proposition. Without
professionalism, project work loses value in thesegf clients and consultants, themselves. The
high cost paid for management consulting servissgen as reasonable, if services are delivered
in a professional way (the manifestation of whigé discussed, is ambiguously and contingently
constructed). Second, management consulting waldsthhe potential for influence and change
in global business operations, and therefore utglgaways of life. Consultants are heavily
involved in decision-making, resource planning, apdrational strategies at international
corporations. Theotentiafor shaping our world in positive waysoth as individualsandas an
occupational collective, is substantial.

Lastly, an interesting dynamic is at play withimstbccupational line of work.
Management consulting exists at the intersectidot traditional associations of masculine

andfeminine work. Consultants musbth cultivate intimate client relationshipsd maintain
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emotional reserve within the demands for logicaional, and disinterested organizational
solutions. Thus, management consulting offersdalitianal occupational exemplar for the
dynamic tensions between gender and organizindipeac In formulating a methodological
perspective bridging critical, discursive, and faersii approaches to organizational studies,
Ashcraft & Mumby (2004) examine the historicallydacontingently constructed professional
identities of airline pilots. Their work looks e symbolic and material interplays shaping
constructions of masculinity and femininity (withime intersecting planes of race, class, and
sexuality) in the airline industry. Thith-andperspective is characteristic of management
consulting work, as well.

Management consulting professionaliboth encourageandregulates relational
intimacy with clients. As participant responsedidate, it is a challenge to negotiate this
tension. How does one show caring, interest, aethimess while at the same time demonstrating
objectivity, neutrality, and disinterest? Managet@nsulting professionalism involves an
emotional intelligence and interpersonal expettise challenges traditional notions of
masculine and feminine work through a requiredlsgsis of rationality and emotion. It would
be interesting to explore how individual consultamanage these tensions, as tied to broader
social Discourses of performance expectationsaeéltd notions of embodied difference. For
example, one consultant remarked that her clievis the gay partner on their team, who despite
being with the firm for many years only recentlyeofy discussed his sexuality. Within the
client-consultant relationship, what trade-offs sitt@s partner make within the competing
frameworks of sexuality, masculinity/femininity,amanagerialism for the sake of
professionalism. In addition, how do these cho{desnands?) impact perceptions of rationality,

passion, self, and Other (client)?
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Disciplinary Constructions of Professionalism

As an object of study across a variety of discgayndomains, professionalism, and its
related constructs, the professional and professiifers important insights into work and life.
The following sectiorboth provides additional contextualization to the cdtasu narratives
described in the previous sectiand outlines the contributions of sociology, managemen
studies, organizational communication, and popailess texts in shaping the role of
professionalism in work and occupations. This lgasknd will also set the stage for discussions
of the social, discursive, and political effectoctupational collectives discussed in Chapter
Five.
Sociology

Occupations are social constructions of a workteel@ollective body. As an analytical
tool, occupations combine similar job activitiesass different organizations and industries,
which denotes the attributes of a particular lihevork. Professions usually are understood as
bounded (discursively, materially, and symbolicatigcupations with special status as experts
and/or moral authorities (e.g., doctors, lawyesfign as a result of extensive education, training
and licensing. Although contested within the camterary corporate landscape of neoliberal
commodification of expert knowledge (Leicht & Fetin2001), traditional notions of
professions are founded upon a dialogic serviaiogiship between the professional and the
client. Leicht & Fennell (2001) argue that professlism is about the relationship between the
professional individual and the client; whereas, fphofessionalization project is about the
intersections of relationships between the protesd| other professionals, and other
occupational domains, in addition to the clienatieinship. | believe the concept of

professionalism, both as an occupational professimation project and as an individual
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behavioral expectation, is a mimetic response—gmgdt by individuals, occupations and
organizations to replicate the social, moral, aolitipal power of established professions
originating from the dialogic service relationship.

Part of the sociological interest in professiongd professionalism as a collective body
may rest within Durkheim’s (1895) belief that “whainstitutes social facts are the beliefs,
tendencies, and practices of the group taken ¢olidg” (p. 145). A key goal for occupations
attempting to professionalize business operati®scial closure—or, in others words,
constructing group boundaries. Many occupatioks seps, including garnering state support
and capitalizing on Congressional legislation, ébreeate and control unique occupational
jurisdictions (Abbott, 1988). Macdonald (1995), example, describes the process of social
closure as “the occupation and its organizatioenaits to close access to the occupation, to its
knowledge, to its education, training and credéntad to its markets in services and jobs; only
‘eligibles’ will be admitted” (p. 29). Through tke efforts to professionalize and achieve social
closure, occupations become productive analyti@agories for researching and discussing
social and structural divisions of labor.

There is an extensive body of sociological researcthe occupational division of labor.
In some cases, research has taken structural ah@®aThese studies position the work of
professionals in relation to traits (Brint, 1994rmmers and Garcia, 2009; Wilensky, 1964),
social functionality (Begun, 1986), American cudyBledstein, 1976) and power relationships
(Freidson, 2007). In other cases, research tadesus process orientations. These studies look
at the professionalization of occupations througttipular steps (Larson, 1977; MacDonald,
1995; Wilensky, 1964), as well as through sphefgsrizdictional competition (Abbott, 1988).

These studies primarily are based upon the trawditjdiberal professions of law, medicine, and
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accounting, and, generally, do not reflect the cafe colonization and knowledge economy
characteristic of Z1century post-Fordist organizing practices.

The changing nature of work in postmodernity hafteshstandard understandings of
occupational divisions. In our contemporary knalgie economy, specialized knowledge
becomes the domain of everyone—a notion exemplifiethe fact that anyone can become a
management consulting and provide business advibes suggests a new permeability in
occupational categories that is productively aredythrough discursive frameworks. The rules
for who and what is considered professional areging (Adams, 2012) and thus warrant new
conceptual tools for assessing the effects andatamd such changes.

A major contribution of sociological literature time division of labor is in revealing the
gendered nature of professional work. This worlges from insights into “gender as a proxy
for productivity” in organizational restructuringqresses (Skuratowicz & Hunter, 2004, p. 93),
occupational feminization through gendered laborketaqueues (Reskin, 1991), gender pay gap
trends (Blau & Kahn, 2007), gendered constitutiborganizing forms and practices (Acker,
1990), and gendered strategies of professionalizgiojects (Witz, 1990). The sociology of
gender in work blends economic analysis with disizar practice to gain an understanding of the
reification of patriarchy within bounded analyticategories such as labor markets,
occupations/professions, and organizational strasts-impacting who can be professional at
work.

Sociological work on professionalism is helpful &ese research has established
boundaries “delineating a distinctive way of orgamg work” (Muzio, Kirkpatrick & Kipping,
2011, p. 806). But, fixing notions of professiasal as a set of workplace attributes, practices,

behaviors, skills and/or values within bounded pational professionalization projects elides

51



the contingent, discursive constructions underggdhe privileging of certain kinds of expertise
and certain kinds of people. Occupational strestulike professions and professionalism, “help
shape the system of work by providing the labets @ategories we use to bundle tasks and
duties into positions, jobs, and occupations—iedftelling analysts, employers, and recruiters
what is salient about work and what is not” (Conte@ton Techniques for the Enhancement of
Human Performance, 1999, p. 164). These analytatalgories can then be co-opted and
optimized to extract particular efficiencies foganizational/occupational benefit.

My project brings a discursive lens to studyingfessionalism. While not new to
sociological occupational studies (see for exanfpbeirnier, 1999; Larson, 1993), the
becomings of management consulting professionatiwve beyond conceptualizations of
discourse as spoken or written text—a tool in #@ise of organizational/occupational
objectives. Instead, this study positions theutisize construction of professionalism as a
technology mobilizing action, bodies, and languag#) particular affects and effects on the self
and the collective.

Management Studies

Management studies of professions often take thsppetive that work defines people.
As such, there is a move to take sociological ustdedings of occupational divisions of labor
and optimize the resources within those boundafsfessionalism in this sense is about the
relationship between the professional and the eyinpddirm. The benefits of this scholarship
are to “operationalize the distinctions so they barunambiguously deployed in empirical
research” (Adler, P. S., Kwon, S. W., & Hecksclr,2008, p. 371). Work in this area often
reflects an underlying assumption about work’s pggpin human lives: “to produce products

people need and to help produce better people’i, (@000, p. 209). As such, professionalism is
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“reframed in terms of behavioural, attitudinal gvdsentational traits such as commitment,
flexibility and client focus” (Muzio, Kirkpatrick &ipping, 2011, p. 818) that can be trained,
molded, and commaodified, as needed.

This perspective can be seen in studies that talegsionalism as a discursive tool—
wielded in the interests of organizations/occupetitor the achievement of professionalization
projects. For example, Anderson-Gough, Grey anosBio (1998) examine the socialization of
trainee accountants and find that “part of beipgadessional person involves a ‘regulation of
the self' in terms of the articulation of a profiessl discourse, the following of formal and
informal norms of conduct” (p. 1). Some firm-leweitiatives to craft elite identities function as
disciplinary mechanisms for employee constructioingccupational identities that position
employees as superior to Others (Alvesson & Robeyt2006). Several researchers (Grey,
1997; Kipping, 2011; McKenna, 2006) found the usg@on a key part of the
professionalization process for management congsltparticularly in claims of expertise to
clients. Discourse in these accounts represetas-down force to control employee behavior in
particular ways.

Because management studies often take a funcpenspective of professionalism—
how people, resources, and institutions are usategically—the experiences of employees as
active, resistant, productive, engaged bodies@resmes overshadowed. Positioning the
becoming artistry inherent to professional identityrk—*life as a work of art"—makes a
significant contribution in this regard, as it lggha complexity to management constructions and
utilizations of professionalism not yet addressethe literature.

A recent trend in management literature concerasfiparent declining power of

professional occupational categories (Muzio & Katqck, 2011; Reed, 1996). Underlying this
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concern is a view that “by possessing and contigkiisoteric knowledge and skill relevant to the
organization and management of everyday activityiastitutional behaviour, expert groups put
themselves in a potentially powerful position withine corporate, occupational and class
structures of advanced capitalist political ecoresh{Reed, 1996, p. 576). In this manner,
professionalism becomes a buffer, a shield, ag#wesprecarity, risk, and instability of the
contemporary neoliberal market. As corporationserirequently employ professionals, there is
concern about the “hollowing out” of professior@dgals and claims to expertise in the name of
market demands (Kipping, 2001; Leicht & Fennel, BQ@uzio & Kirkpatrick, 2011; Reed,
1996). Concern over the “hollowing out” of profess suggests power can be taken away or
optimized in calculated organizational/occupatiantdrests. Professionalism in this sense is
tied to the effectiveness of occupational boundaayntenance.

As will be discussed in Chapter Three, the thecaéframework of power/knowledge
employed for purposes of this study highlight thparcity for action within management
consulting. This capacity and potential for stiangower, and positivity is inherent to the
collective body and cannot be reduced. Althougs jossible for individuals and professions to
act against their nature (decreasing potentighfwnan flourishing), a “hollowing out” of a
profession’s capacity for positive affect is makely an attempt to stunt the power-full nature
of a collective body acting in the interests ofi@apic relationship. Actions to shield or protect
occupational boundaries are reactive. As | arguhapter Five, rather than sedimenting
collective attributes and boundaries, a more prtvgeiconceptualization of occupations
emphasizes integrative action, which redirectsrexteanagement studies’ emphasis on the

political defensive maneuvering within and withthe occupational boundary markers. Or, in
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other words, | intend to argue for collective naBdoccupations/professions), which emphasize
function (action) over form (identity).
Organizational Communication

Organizational communication research on profesdiem challenges professions/
professionalism as a fixed category and recasis @ dynamic, contingent and political effect of
a variety of broader discursive articulations (Ghe& Ashcraft, 2007, Deetz, 1992). The
studies in this area focus on the communicativestcaation of professionalism, difference, and
identity in organizing contexts. Organizationahgaunication work in this area tends to reflect
a critical perspective, giving attention to the way which professionalism reflects strategic
power/knowledge relations.

Some organizational communication work has takEowcauldian approach by studying
professionalism as a discursive disciplinary me@ran This research explores how
professionalism expectations differentially imppebple’s experiences at work. Trethewey
(1999) interviewed professional women about thealenprofessional body. She found “women
understand, position, and discipline their own atieers’ professional bodies” (p. 423) in
particular ways. There are rewards for learning kmembody a set of professional
comportments, norms, and signals. “Women feel mormefortable, confident, and
‘professional’ when engaging in these behaviord, such is the lure of discipline” (Trethewey,
p. 436). For example, many of the participantdis study indicated “sexual desirability or at
least ‘attractiveness,’ is an aspect of professiemathat they savour and enjoy” (p. 444).
Trethewey’s analysis points to the complex intersas of pleasure and discipline within

power/knowledge relations.
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Lammers & Garcia (2009) explore the ways in whiobf@ssion is communicated,
embodied, and practiced in a veterinary clinicof€ssionalism in this organizational context
was used as a discursive tool for organizationalign and employee discipline. A key
contribution of this work is a broader notion o$churse, which includes bodies, rituals, and
symbols, beyond talk and text, which enable a fulleerstanding of the dynamic tensions and
negotiations bridging traditional analyses focusednicro/macro, structure/agency, and
mind/body dichotomies. Building on how organizatibstudies employs discursive analyses,
some research has put popular press Discoursesfespionalism in conversation with micro-
level enactments of professionalism (Holmer-Nadésdmethewey, 2000; Dempsey & Sanders,
2010).

Similarly, Cheney & Ashcraft (2007) make an impattatervention in organizational
studies research more broadly to argue professsona a discursive, political construction
warranting additional attention and interdiscipiyneesearch. Their research links
professionalism to broader popular culture Discesiiand illuminates the political, ambiguous,
and pervasive nature of professionalism. In extentheir conceptualization of
professionalism, | have written about the colontabf professionalism into non-occupational
domains using Foucault’'s concept of episteme (Ada®%2). The discursive plurality of
professionalism in the 2century is demonstrated through emerging artimratof
professionalism related to ideology, popular c@idhe economy, and family. One effect of
these articulations is that professionalism, whiseursively contingent and varied, can privilege
certain problematic subjectivities. The profesal@m episteme engenders five professional
subjectivities: the commodified professional, thebedied professional, the performative

professional, the for-profit professional, and énehived professional (Adams, 2012). The
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problematic posed by these subjectivities resteedimits posed for truly democratic
organization, interaction, and collaboration. Mgrwin this project adds a positive twist to my
former work by foregrounding the positive capadiyaffect within the potentially subjugating
effects of the professionalism episteme within pdkvewledge relations.

Lastly, some strands of organizational communicatésearch have taken an
interdisciplinary approach to challenging the pcditbehind discursive constructions of the
sometimes seemingly fixed category of occupaticdeitity. For Cheney, Lair, Ritz & Kendall
(2010), “professionalism can compartmentalize nathan extend ethical practice, essentialize
‘quality’ in certain persons and groups (even imges of what the professional ought to look
like), and alienate some classes in society frdmerst (p. 125). Ashcraft’'s large volume of
pioneering research (e.g., 2005, 2007, 2011) dmeipilots provides rich insights into the
gendered dynamics of occupational identity consivacnegotiation, and contestation. For
Ashcraft (2007), occupational identity “is an onggprhetorical endeavor—occurring across time
and space, across macro- and micro-messages, atiggions and actors, and in response to
lived exigences and material possibilities—thatcfions to organize job segregation in large
part by marshalling discourses of difference” (@). LOccupational identity is a discursive
construction—constantly in process.

Yet, there is the sense in Ashcraft’'s work thafessional identities can be achieved
(although it requires constant attention and woMy study of the becomings of professional
management consultants thus takes a divergenigositunderstanding identity work—Ilife as a
work of art; never finished, never achieved, ordfian upon action. Rather than viewing
professionalism as an essentialized, embodiedatitrifor occupational identity, | take

professionalism as an action. My work on profassiand attendant professionalism
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technologies in this project focus on the positp@ductive capacities of power-full bodies
(both individual and collective) for affect. Inishsense, function (action) takes precedence over
attribute (identity).

The study of professions and professionalism imoizational communication research
is relatively new. “Despite renewed attentiorptofessionthe concept has not been explicated
in organizational communication terms, nor hasgrban explicit focus of organizational
communication research” (Lammers & Garcia, 200858, emphasis in original). While
adding important insights to sociological and mamagnt studies of professions, organizational
communication research about “being professioratiains tied to notions of work and
organizational/occupational interests, despitebthendary-defying and world-making potential
of discursive analyses. This project contributeextant academic scholarship an understanding
of the organizing work of the professionalism egnsé within a broader project of self.
Professional services work has at its core a methiedted to an Other. A discursive approach
is productive to studying the management consultidgstry as it examines the method of
interaction informing the line of work and the patial for positive action and creative human
flourishing.

Popular Press and Practitioner Texts

In addition to studying the academic researchditee, it is important for researchers to
analyze popular press literature because its ctarzations of contemporary work and identity
shape understandings of what it means to be profed{Dempsey & Sanders, 2010; Harney,
2007; Holmer-Nadesan & Trethewey, 2000). Genesgllaking, popular management “self-
help style” texts position professionalism as dituate (Maister, 1999) that can be commodified

and marketed to sell one’s self and business. Mpeeifically, in our current economy, being
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professional is about harnessing the power of me&nhowledge (Florida, 2002; Gladwell,
2005; Peters, 2003; Pink, 2006).

Pink (2006) argues that the resulting automatiotectinological innovation “has placed
a premium on less rational, more R-Directed [righain] sensibilities—beauty, spirituality,
emotion” (p. 33). In re-imagining the organiza@bmworkplace, Pink identifies six abilities
critical to professional success: design, storgtlsssis, empathy, play, and meaning (pp. 65-67).
Successful professionals in contemporary socielty‘miaster different aptitudes, relying more
on creativity than competence, more on tacit kndgéethan technical manuals, and more on
fashioning the big picture than sweating the dgtdpp. 44-45). This reconstruction of
professional capability from bureaucratic ratiotyais also gleaned from Zander & Zander’s
(2000) text on professional transformational paedi The authors muse:

Suppose for a moment that vital, expressive enbogws everywhere, that it is the

medium for the existence of life, and that any klt participating in that vitality lies

within ourselves. Of course, our minds tell usfeecent story. (Zander & Zander, p.

113)
In order to move beyond self-imposed perceptuasitamts, the authors outline several
practices designed to stimulate personal positipdgential for influence, and a mindset
grounded in the “art of possibility.” Again, thagea sense in this text that an ethos of cregtivit
and passion is essential for the successful cordeanpprofessional. Indeed, executive team
members at one corporation received Zander & Zamtiext as a gift from their management
consulting firm.

In the case of the management consulting indugbpular press texts provide
anticipatory socialization for working as a conaatt hiring a consultant, and/or applying

consulting logics to one’s own division/work groogimpany. Discussing the current state of

business affairs and how to maximize one’s sucasssconsultant are a host of current and
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former management consultants (Friga, 2009; HaR0€l7; Maister, 1997; Peters & Waterman,
2006; Rasiel, 1999). As Dempsey and Sanders (2040, “popular culture reflects and
reproduces cultural expectations about work antepsional life and serves as a potential
resource for organizational members” (p. 441) g#&s (2009) work, for example, provides a
management consulting engagement toolkit of besttiges, based upon his (and other
consultants’) research and experience in the managieconsulting industry. Rather than
focusing on such techniques and analytical tooksisiMr (1997) focuses on the attributes,
attitudes, values, and professional comportmentessary for successful client-consultant
partnerships. Although different in approach, betiga and Maister provide recommendations
for developing and sustaining successful manageowTsulting practices.

In addition to handbook-like texts for managememtsulting success, investigative
reports inform perceptions of the management ctinguhdustry. For example, McKinsey and
Deloitte made the news recently with charges ahremployees engaging in insider trading
practices. McKinsey’'s former CEO, Rajat Gupta, Weasd guilty of leaking information about
Goldman Sachs to a hedge fund manager (Lattman&etlh 2012). Also in 2012, Huron
Consulting settled a United States Securities amah&nge Commission investigation by
agreeing to pay a $1 million fine. The firm, edistied by former Arthur Andersen partners,
was charged with misrepresenting the profitaboityour business acquisitions in accounting
statements (Stempel, 2012). Reporting on the senahand cataclysmic effects of consulting
scandals influences the credibility of the indugifiechel, 2010; O’Shea & Madigan, 1998). |
hope this research study balances out some of seesational reports of consulting dramas
through the portrayals | have offered thus far rdga the everyday, positive, and productive

work of consultants.
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But, at the same time, these popular press acceigntal ruptures through which the
invisible hand of management consulting influentglobal corporate operations and strategy
become visible. This is also where inter-firm dymes become visible. For example, the Enron
scandal took down an entire firm, Arthur Anders®&ut, McKinsey and Company’s role was
overshadowed. “More attention was lavished on Asel@s inability to oversee Enron’s
financial statements than was spent on McKinsewisial role in corporate governance”
(McKenna, 2006, p. 218). McKinsey emerged fromgba&ndal relatively unscathed and
Congress passed the Sarbanes-Oxley Corporate RAfdrwhich prevents accounting firms
from offering consulting services to companies thagit. Thus, popular press and practitioner
texts can offer important “insider” information alighe industry and nature of consulting work
that is difficult for academic researchers to gasness to due a variety of reasons, including
strategy firm secrecy and university IRB protocols.

All of these perspectives overlap as intersectitigdations of professionalism, with
implications for how to approach management comguftrofessionalism from a more macro-
lens. These varied disciplinary accounts are itgodto understanding the combined social,
political, and discursive constitution of professatism. Across all disciplinary contexts,
research on professionalism and professions haggiéd to make sense of who can make
claims to particular forms of expertise, with ingaliions for how work is divided, performed,
and controlled.

Professional Boundaries

What, then, are the implications for studying tleedming processes of professional

management consultants? In this section, | agteud definition of professions and reflect upon

extant academic literature to determine whetherobthe classification of management
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consulting as a profession is a difference thatenakdifference in understanding its collective
potential. This discussion will provide context Bmoththe collective dynamic informing
consultant identity work (Chapter Foamdtheorizing the potential of occupations as methods
(Chapter Five).

Scholars continue to be interested in defining Wwlebr not management consulting is a
profession (Greiner & Poulfelt, 2005; McKenna, 20Pkizio, Kirkpatrick, & Kipping, 2011).
Combining the work of sociology, management stydiesl organizational communication, |
consider professions as discursively articulatéeces of various power/knowledge articulations
that attempt to sediment through competitive pcastia set of ethics, disciplinary techniques,
labor markets, specialized knowledge, and orgagipnactices, recognized symbolically and/or
materially. From this conceptualization, the ansteevhether or not management consulting is
a profession is complicated.

On the one hand, the professionalization of mamalgem and corresponding
“proletarianization” of professional work (Leicht Bennell, 2001) legitimizes management
consulting work as a domain of expertise from wipobfessionalized managers can draw upon
for business “truths.” If legitimate professions ghose that achieve “diffuse legitimacy” over
crafting and executing organizational strategiestactics (Brint, 1994; Muzio & Kirkpatrick,
2011), then management consulting fits the bilhdér claims of “client confidentiality,”
management consulting firms control access to duadustry information—blending and
mixing client information into matrices, best pliaes, models, competitive strategies, and
technology codes. This creates a barrier to dotrgther occupations seeking to provide

business expertise to the growing number of intesnal corporations. It is difficult to compete
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with the prestige and expertise of traditional ngemaent consulting firms if it is unclear what
exactly and how exactly they do what they do.

Additionally, strategy consulting firms retain aeferred labor market: business schools
and other consulting firms. Smaller, specializeth$ draw upon the training, socialization, and
prestige of consultant experiences at larger finmgcruiting practices and selling work to
clients. For example, proposals will often refeeconsultants’ work histories at “big-name”
consulting firms. At the same time, these firmstidguish themselves from the larger firms in
recruiting practices by drawing upon discourseleatfer work-life balance and regional focus
(i.e., reduced travel).

But, on the other hand, “while management constdthave grown as an occupation,
extending their influence at all levels of businasd public sector decision-making, like other
knowledge-based occupations they appear to haeessighped conventional models of
professionalization” (Muzio, Kirkpatrick & Kipping2011, p. 806). If we put together the
various disciplinary constructions of professiosialibetween sociology, management studies,
organizational communication, and popular pressctieps, then management consulting is
certainly a defined occupational domain, but isanptofession.

From a sociological perspective, the commerciaiclog these firms are privileged over
social trusteeship logic (Muzio & Kirkpatrick, 201 ivhich raises questions about objectivity
and ethics. Management consulting work is relali@md co-constructed with clients, unlike the
“objective,” detached knowledge of traditional mss$ional work, like that of doctors. The
business knowledge in which consultants trafficas fixed—it is contextual, dispersed,
historical, and dependent upon client input. Ashstihere are no standards for credentialing or

expectations of association membership—to ensuacgla of ethics benefiting the client rather
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than profits. Without mandatory certification ditsing, and/or educational requirements, the
result is that “just about anyone these days calagethemselves to be a ‘management
consultant;’ and they can even advertise themseétvtge yellow pages as a ‘business
consultant’ (Greiner & Ennsfellner, 2009, p. 73).

From a management studies perspective, manageomelttng work is ambiguous and
perishable, making it difficult to codify and arehi Additionally, management consulting is a
fragmented business with different specializati@ng., traditional business strategy, IT,
outsourcing, market research, human resources)—Agakdifficult to define and optimize
boundaries between firms. Regulatory restrictioftsn help form boundaries, but there is an
interesting interrelationship between the managem@amsulting industry and the state, as the
state functions as both a regulator and a consofwnsulting services (McKenna, 2001).
Largely, the state relies upon the industry to-ssgiulate—perhaps a function of “new
governmental priorities connected with the rediszgwf a neoliberal agenda, and weakening
support for values of social trusteeship” (Muzibak, 2011, p. 814). Lastly, established strategy
firms have been successful in campaigning agaiast Bcensing initiatives (McKenna, 2001)—
perhaps because the professionalization projedttriignsform business expertise from a
marketable asset to a public good (Muzio, et &i1,13.

The professionalization of the management congpitidustry is also unlikely given the
nature of contemporary work. While the professi@asion of managerialism can set up
management consultants as providers of expertiseuid also “proletarianize” (Leicht &
Fennell, 2001) the professionalism of managememswting work. As consultants are
increasingly used as outsourced employees for temg-engagements and the project-nature of

corporate work is increasing, management consgltaaty see a reduction of autonomy and an
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increased dependency on organization-specific tbgscthereby weakening their own
occupational prestige (familiarity breeds contempt®d expertise (longer-term engagements
mean fewer clients from which to aggregate industrgwledge).

From an organizational communication perspectivaigssions are a discursive effect of
certain truth claims as to what counts as legitnkatowledge, bodies, and sense-making
practices. Therefore, categorizing work and orglagipractices as a static, bounded form is
problematic because it sediments and naturaliZesating professions and professionalism as
sedimented categories masks the discursive, anefdine contingent, construction of these
concepts within strategic power relations. Althiouigs clear that D/discourse is constitutive
and generative of material and symbolic represemstand effects, the question asks for a value
judgment about whether or not the industry haseseded in sedimenting knowledge claims to
truth, expertise, and power within the broader ecoyn The question becomes less about
whether or not management consulting is a profassithin privileged definitions (with various
vested interests) and more about conditions ofipidigs

Summary

This research study on management consulting [wiofesism makes an important
intervention into discussions of professions amenatant constructions of professionalism and
professional identities, as it explores the waywich professionalism performs the organizing
work of crafting management consultant understagedof self. Instead of asking how we know
occupational work through the communication ofefi#éince and identity, | am interested in how
we become selves through the communicative wogkafessionalism. To reiterate, | use the

word “become” not as an achievement, but as amoaliprocess of choices. “Becoming” in a
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Foucauldian sense entails a constant attentiore@adation of what counts as truth claims—it
is continual work without a linear teleology.

Given consultant involvement in gathering and ioteting data sets, making and
negotiating strategic business decisions, adviShsglite executives at multi-national
corporations, and building social network capitiaé management consulting industry maintains
significant influence in global business operatio@®nsultants, as an occupational collective,
hold great promise ambtentia(or, capacity) to affect change. From consulthscriptions of
work tasks and types of client relationships amditidlustry’s reputation within broader
Discourses of occupational prestige and influettee power/knowledge dynamics at play in this
line of work are made visible.

Through the descriptions in this chapter, | havdrpged a particular landscape upon
which the becoming processes of professional manageconsultants operate. Through the
industry background presented, accounts of dayatowbrk, and a review of academic and
popular press texts, | have provided backgroundlmet management consulting work “looks”
and “feels” like. This micro-level description megka significant contribution to professional
services firm research, as studies with top-tienag@ment consultants are relatively rare.

This chapter has taken a practical, applied, andrete examination of the “sweat” of
management consulting work and the principles/prestinfluencing the formation of
management consulting as an occupational collectie next chapter shifts gears and
explicates the philosophical principles informing project’s approach in more detail.
Although complex and abstract, theories of powewidedge and the professionalism episteme
are important to understanding the constructiorsetifdiscussed in further detail in Chapter

Four. In the following chapter, | use examplesrfrextant organizational studies to demonstrate
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how power/knowledge relations and self-disciplinaagtribute to a framework of “life as a
work of art.” Additionally, | use examples fromreultant interviews to further explicate the

material effects of power/knowledge relations inaete terms.
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[ll. Becoming: Power, Knowledge, and the Professiaa Self

“From the idea that the self is not given to uthihk that there is only one practical consequence:
we have to create ourselves as a work of art”

(Foucault, 1994)

As previewed in Chapter One, the core of this mtajelates to an exploration of the
becoming activities of professional management aitausts. Thus far, | have provided a brief
overview of the theoretical perspectives informimg approach and outlined a sketch of what
management consulting work looks like. It is nawet to describe in more detail the canvas
upon which this emerging portrait rests. The cobmd brush strokes will be added in Chapter
Four through a more careful analysis of managem@amgultant activities related to Foucault's
aesthetic dimensions of self construction. “Lisesawork of art” welcomes the affective
potential ofbothrationalityand passion as currents shaping becoming processetf efithin a
field of power/knowledge relations.

The notion of life as a work of art predates modawilization. In the early days, love,
God, miracles, and the sacred were woven into\tbeyday. The Age of Enlightenment brought
rationality, order, and logic. This shifted woridws tolerant of cosmological mystery and
uncertainty with reason—an assumption that theyekssr held meaning and structure, if only the
scientific mind could unearth it. For many yedrgmans have defined, classified, tested, and
constructed the world around specific human ordgsrend interpretations of experience. Yet,

contemporary writings, as mentioned in the prefaoggest a gross dissatisfaction with this
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perspective. As our world is socially, discursiednd politically constructed, the nature of the
world can only be “known” in a distorted mannerdas mediated by discursive (yet, often
materially sedimented) effects. What we know alibetworld, suggests Michel Foucault, is
only a construction of constructions.

This chapter examines the underlying assumptionatgiower, knowledge, and self
embedded in a “life as a work of art” frameworkheTirst part of this chapter offers a detailed
accounting of philosophical principles from Spinpiigetzsche, and Foucault. Although lengthy
and abstract, | feel it is important to share hdvave bridged together elements from these
theorists’ works so that readers can gain insigtat ihe ways in which | have designed and
executed this project. Additionally, these consaptorm how professionalism as an organizing
technology (episteme) operates in power/knowleéggions. But, bear with me because the
second half of this chapter turns to how contemyasearch on theories of power, knowledge,
and self have been applied to corporate contextshat point, | also offer concrete examples
from my management consultant interviews as ilatste effects of the organizing work of the
professionalism episteme (Adams, 2012) within pdrewledge relations.

The “Life as a Work of Art” Ontological Canvas

Michel Foucault was a mid-3century philosopher and historian who is well-kmofer
his contributions to discourse, power, knowledgel subjectivity. In many ways, his work
bridges early philosophy about human ontology gnstemology with historical insights into
power/knowledge relations within contemporary sgcid?ower, in a Foucauldian sense, is
dispersed. Rather than looking at power from apa@nt of the rights, designs, and tools of a
central authority, or sovereign power, Foucaul8@isrupts this unidirectional construction

by positioning power as a productive, strategiatreh of truth and knowledge claims that
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“invests itself in institutions, becomes embodiedachniques, and equips itself with
instruments” (p. 96). Deleuze (1988a) describagckolt’'s conceptualization of power as
distinctly Nietzschean: “power is not essentiaéipressive [...] it is practiced before it is
possessed [...] it passes through the hands of tetered no less than through the hands of the
masters” (p. 71). Itis a productive relationsbiactions. “The power to be affected is like a
matterof force, and the power to affect is likéumctionof force” (Deleuze, pp. 71-72, emphasis
in original). Foucault’s analysis of prisons, nanhstitutions, and the history of sexuality
gradually develop the complexities of power/knowjedelations from a traditional notion of
sovereign power to the imposing functions of distue regimes of truth to an entrepreneurial
self-disciplining of the neoliberal subject.

Foucault's use of power as a strategic relatiofofes warrants further explication. The
matter and function of force of Deleuze’s descaptof Foucauldian power has its roots in
Spinoza’s early theories of the world. Spinozeéd@)delineates forces as actions and passions.
“Actions which are explained by the nature of the affeaedsidual, and which spring from the
individual's essence; amhssionswhich are explained by something else, and whrajinate
outside the individual” (Deleuze, 1988b, p. 27, @éags in original). Passions, those forces
originating outside of us, shift our attention fraction (affecting) to feeling (being affected).
The way this works is:

The power of acting varies according to externakea for the same capacity for being

affected. The feeling affect (joy or sadness)oiwl from the image affection or idea that

it presupposes (the idea of the body that agredésomrs or does not agree); and when
the affect comes back upon the idea from whicblioWs, the joy becomdsve, and the
sadnesdhatred In this way the different series of affectiomglaffects continually

fulfill, but under variable conditions, the capgdior being affected. (Deleuze, 1988b, p.
50, emphasis in original)
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Given this framework of bodies and forces as gfjiatpower relations, resistance is
about control of the self—resistance to excessgdealsure/power/knowledge dynamics or as an
interiorization of active, power (position méssentimentor guilt (bad consciousness)
(Nietzsche, 1969). Either way, resistance doesake sense using this theorization of power if
we all share a Spinozan power capacity (simildfdocault’s fluid nodes and networks
conceptualization) as part of the playing field mpehich we all exist:

One cannot over emphasize the extent to whichdkiens of struggle, war, rivalry, or

even comparison are foreign to Nietzsche and todmseption of the will to power. 1t is

not that he denies the existence of struggle: butdes not see it as in any way creative
of values. At least, the only values that it cesadre those of the triumphant slave.

Struggle is not the principle or the motor of hrehey but the means by which the slave

reverses hierarchy. Struggle is never the actiypeession of forces, nor the

manifestation of a will to power that affirms—anyna than its result expresses the
triumph of the master or the strong. Strugglethencontrary, is the means by which the

weak prevail over the strong, because they argriggtest number. (Deleuze, 2006, p.

82)

Resistance in this conceptualization is either tiibation or reaction. Resistance
suggests a perceived “lack” in the face of theeddd power of an Other (a slave mentality, for
Nietzsche). As such, resistance contributes trgefting that strategic relations that diminish
life force are characteristic of the weak, rattemtthe strong. Strength that does not promote
human flourishing and power in Others is not sttierag all. It is weakness. Alternatively,
resistance can cast the recipient, or victim, efgorelations as reactionary. However,
internalizing an Other’s action as part of one®nitity runs the risk of brewingessentimenor
bad consciousness (guilt). In this way, the weaikn™ by dragging down the very life force
holding thepotentiaand capacity for joy, love, and positivity. Foieltsche (1966, 1969),

forgiveness is the only way to prevent the deniggaaffects of reaction. Through forgiveness,

the “reaction” is transformed into “action.” Thsgsa feat only possible in “the strong,” as it
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requires a great deal of courage to meet the @than equal—neither reducing one’s self nor
the Other through moralized judgments of attribdesitity.

A human ethic, or substance, from this perspeasivess about particular values or
behaviors constituting a type of morality (in ooentemporary culture this is predominantly
associated with Christianity—i.e., “being Christipand more about a will to power (discussed
in further detail in Chapter six). It seems thati€ault, Nietzsche, and Spinoza are arguing for a
conceptualization of humanness that is, fundamigntatknowable and impossible to judge
because the world as we think we know it is a coribn of a construction through the
mutually constitutive relationship of power/knowigd As any conception of self is always
inextricably bound within the power/knowledge redaship, we cannot extricate a human
essence outside of the representational practieésyanbols of the world and our
communicative interactions. Subjectivity is themegiven to this mediating lens of our own
identity(ies).

Power relations mobilize knowledge and are inheteuth claims. Foucault (1997)
describes the ways in which we identify knowledg¢hie following manner:

It characterizes, groups together, and coordireates of practices and institutions; it is

the constantly shifting locus of the constitutidrsciences; it is the constituent element

of a complex causality in which the history of swe is caught up. (p. 9)

Knowledge formalizes matter and function into twaich is seeable and sayable (Deleuze,
1988a). This plane of knowledge—that which is exed conscious to us by the interactions of
various forces—represents the “visual and theddide” (Deleuze, p. 83). It is the discursive
and political practices of how we manufacture krexgle that is of interest to Foucault.

One effect of these power/knowledge relationbésself. In a seductive blend of

subjectivity and governmentality, the emergencaroéconomy of caring for one’s self (a
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“technology of the self”) leads to an ethic of gkt includes: “reflection on modes of living, on
choices of existence, on the way to regulate dpefsvior, to attach oneself to ends and means”
(Foucault, 1997, p. 89). These are the technigaeple use to make sense of themselves and
understand their relations to Others.

Although Foucault (1980) states “the problem isc¢l@nging people’s consciousness—
or what'’s in their heads—nbut the political, econonmstitutional regime of the production of
truth” (p. 133), his body of work still retains arevitable modernist project of enlightenment. It
is precisely the claim that consciousness (thatkwie think we know) is a reflection of the
mutually constitutive interplays of power and knedde dynamicdxpth materialand symbolic)
that necessitates increased awareness of the anpfis for contemporary life and work.

Stuart Hampshire’s summary of Spinoza’s (1996) &mmwntology is important for
understandingpoth an ethic of selandthe social:

Every individual thing, and consequently every undiial person, strives to preserve and

to increase his or her individuality, against theeait of being overcome and absorbed by

external forces. The drive to self-assertion, anan aggressive sense of my own power
and distinctiveness as a person, is always pregedtsome of this sense of unity and this

aggressiveness is transferred to communities gopsr Nothing is more useful to a

person, [Spinoza] claims, than the added streigthcdomes from the union with other

persons in a community, which then becomes itseihdividual thing, with its own

drive to self-preservation. (p. xiii)

Consciousness is less about knowledge of divirtagrand more about thought processes
(Deleuze, 1988b). As an early adopter of the pskaof mind/body distinctions, Spinoza argues,
“the body surpasses the knowledge we have ahd,that thought likewise surpasses the
consciousness that we have d{Releuze, p. 18, emphasis in original). Keepnimd that a

body can be an individual’s physical body, but atso be a non-living body, a body in nature,

and/or a collective body. “When a body ‘encouritar®ther body, or an idea another idea, it

happens that the two relations sometimes combif@to a more powerful whole, and
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sometimes one decomposes the other, destroyirgptiesion of its parts” (Deleuze, p. 19). But,
like Foucault, Spinoza says we only aware ofdfiectsof these interactions—the manifestations
of power/knowledge relations.

Spinozan morality, as a precursor to Nietzscheibpophy, involves only that which is
good and bad for a body (individual or collective):

The good is when a body directly compounds itdiavith ours, and, with all or part

of its power, increases ours. A food, for examgter us, the bad is when a body

decomposes our body’s relation, although it stthdines with our parts, but in ways

that do not correspond to our essence, as wheisarpbreaks down the blood. (Deleuze,

1988b, p. 22)

Spinoza, Nietzsche, and Foucault all share a metbgital commitment to an ethic, as a
qualitative mode of active existence, rather thamogality based in value judgments.

In summary, the work of Foucault, Nietzsche, apth&a inform the conceptual toolkit |
employ for analyzing the becoming activities offessional management consultants. Theorists
have described power in various ways: strategaticels (Foucault, 1977, 1980, 1997), matter-
substance (Deleuze, 1988a), God—form of man (T20685), and God—formless
Nature/Oneness (Spinoza, 1996). But, they allesttag assumption that power is a
presupposingotentiathat is in all (discursive and non-discursive, lamnand non-human).

These philosophers also agree that it is the mytoahstitutive nature of power/knowledge that
creates what is “knowable,” seeable, and sayabtav does power create knowledge and what
do we do with that magnanimopstentiafor affecting and being affected in our world?

Not generally known for our tolerance for ambigwtychaos, humans make sense of the
world through interactions and actions that mok pkane of power according to particular

organizing frameworks. These organizing tools farparticular field of knowledge. One such

tool is the episteme (Foucault, 1972, 1973). Thisteme functions to bring together dispersed
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articulations of power/knowledge relations. Thi®rganizing work, but | use the phrase
“bringing together” here to highlight that the pess is neither linear nor inherently logical. In
one interview, Foucault (1980) describes the epistas a particular kind of discursive
apparatus:

| said that the apparatus is essentially of aeggratnature, which means assuming that it

is a matter of a certain manipulation of forcet)ei developing them in a particular

direction, blocking them, stabilizing them, utihg them, etc. The apparatus is thus
always inscribed in a play of power, but it is addways linked to certain coordinates of
knowledge which issue from it but, to an equal degcondition it. This is what the
apparatus consists in: strategies of relationsmiels [power] supporting, and supported

by, types of knowledge. (p. 196)

The episteme is an organizing technology of powavkedge relations. Although multiple
epistemes operate and overlap with each othenjimiaen epoch, for the purposes of this
project | focus on the professionalism epistemeafAd, 2012).

The professionalism episteme erects different vadgxperiencing life. The mechanics
of how this operates involves an interpretationldimg, and evaluation of the relations of forces
(power) into the material ways we know, see, amdsagy things about the world around us
(knowledge). What is seeable, sayable, and kneniabhextricable from the underlying, shared
power/capacity to affect and be affected througth lagtive and reactive forces. For illustrative
purposes only, please referAppendix C: An Episteme: The Organizing Work of
Power/Knowledge In this illustration, the professionalism epmtdraws up capacities to
affect and be affected through currents of ratitypahd passion. Knowledge is an effect of
these intersections—some of which is consciousgesoimvhich is unconscious. Knowledge
acts in a recursive fashion, as the droplets fee#t mto the power base, thus once again

interacting with the currents of rationality andggi@n and informing power/knowledge effects. |

see this as a discursive process, although theteffiegay become materialized and sedimented
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over time. This does not undermine the discursiigin of power/knowledge effects, thus
sustaining th@otentiaof affecting change. Or, in other words, whatthiek we know/create
remains a manifestation of human power/knowledgesttactions. Thus, “reality,” however
material and concrete, is a construction of disearmteraction/articulation. As discussed in the
preface, there is no truth or reality outside @s#nsocially constructed power/knowledge effects.

The professionalism episteme produces particufacesf, or knowledge claims. For
example, as previously discussed, effects of théepsionalism episteme include various
professional subjectivities. These constructidnsetf arebotha producandan ingredient in
articulations of power/knowledge. Consider the pssfonal social networking site, LinkedIn.
The existence of such a medium for the marketingpomotion of professional selves is an
articulation of power/knowledge organized by thenawodified professional (Adams, 2012) of
the professionalism episteme.

Professionalism, as an organizing technologppit an architecand conduit for
power/knowledge relations, as we will see in ma&ad in the next chapter. Given strategic
power relations, we can analyze management congyitofessionalism knowledge—the
material sedimentation and discursive constructainmwer relations—alsoth affirming and
negating consultant potential for strength andtpasi. We cannot identify an action as
something that is either good or evil, but only tiee or not the action increases our capacity to
affect or diminishes it (Spinoza, 1996). Underdtag the organizing tools mediating the
power/knowledge relationship facilitates a conssimss that the world necessarily is as it is
because the organizing tools crafting such matandlsymbolic manifestations of knowledge

manufacture but one kind of taken-for-granted teali
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Power/Knowledge and Organizational Studies

Foucault's work, as a provocative and controvelsmgroach grounded in both
Nietzschean and Spinozan theories, has develofmyastanding instrumental value to
organizational analysis. This section looks atsafthe foundational and often-cited
organizational studies as exemplars of how powerkadge relations manifest in
organizational studies scholarship. This alsoudet an overview of the ways in which
principles of Foucault’'s analyses have shaped agpies to studying the effects of
power/knowledge in corporate settings, beginninip wie case for discursive analysis.

The 1970s are heralded as a landmark time perroorf@nization studies. First, the
linguistic turn represented a philosophical smfuinderstanding the socially constructed nature
of the world. More than a conceptual reframing@imunication from object of analysis to
producer, the linguistic turn can be “understoogtamthand for a whole continental
philosophical tradition that attempts to transctmesubject-object dualism that undergirds
much of modernist knowledge production, and thatitgorigins in a psychological conception
of experience of a world that exists independeindgn this experience” (Mumby, 2011, p.
1148). One effect of this tradition was a disraptin the taken-for-granted view of
communication as a mediator between an autonomdjscs and an external object.
Communication does not simply transmit conceptsonmnect people, communication is
generative and constitutive—it is world-making.

Secondly, the 1970s marked a turn in the natumeook from an emphasis on industrial
production to knowledge-service work—thus signalimg rise of the modern corporation as “the
central form of working relations and as the domiriastitution in society” (Deetz, 1992, p. 2).

Researchers shifted their analytical gaze fronofaes to offices. The knowledge work
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associated with a service-oriented economy carhaeacterized by work processes centered on
self-management, task ambiguity (thereby requicmgmunication), client/customer-centric
relationships, and strong professional norms (Dd&28). The change in organizing context
and work processes (combined with new conceptgalurees emerging out of the linguistic
turn) offered organizational scholars new waysotize discourse, power, and identity.

These changes in the world opened up new oppadsaridr rethinking processes of
organizing that were taken for granted previouglyitical approaches to organizational studies
emerged during this time period as a theoreticat@h for identifying and critiquing the
politics of everyday organizational life. Fournard Grey (2000) argue that three of the
defining characteristics of critical organizatidndy include: an approach to management that
does not privilege performance or efficiency; agjioming of naturalized organizing processes
and power relations; and a commitment to philoscgdland methodological reflexivity (Clegg,
Courpasson & Phillips, 2006, pp. 281-282). Critmaanizational studies often take the
perspective of the employee (why do employees waesrkard as they do?), as opposed to
traditional management studies, which tend to famanagement perspectives (how can we get
employees to work more efficiently/productivelyBor critical organizational researchers, there
is an underlying interest in making work relatiomsh structures, and processes better for
people.

Yet, critical organizational studies is an umltaeéirm for a vast array of scholarship with
assorted epistemological and ontological commitsieriRepresenting diverse theoretical
frameworks (e.g., critical modernist, post-colonfaminist post-structuralism, postmodern—see
Alvesson & Deetz, 2000; Guba & Lincoln, 2005; Knigii2009; Mumby, 1997 for various

overviews), critical scholars, broadly speakingfqen three tasks as organizational
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investigators: to provide insight, critique, anansformative redefinition (Alvesson & Deetz,
2000, p. 17). Critical organizational studies ilves “challenging rather than confirming that
which is established, disrupting rather than repoiag cultural traditions and conventions,
opening up and showing tensions in language ukerrdtan continuing its domination,
encouraging productive dissension rather than ¢a&inface consensus as a point of departure”
(Alvesson & Deetz, 2000, p. 9). Thus, there imaderlying emancipatory aim in critical
research that assumes some form of repressiveamnsag from which awareness, autonomy,
resistance, and/or doing differently in work congewould change/ameliorate the conditions
and/or essence of being human.

The following sections illustrate some of the waysvhich discourse, power, and
various power/knowledge effects shape what we thialkknow about organizing practices and
constructions of self at work. As a complemengxtant research on various power/knowledge
effects, | use exemplars from professional managéouwnsultant experiences at the end of each
section to further demonstrate the organizing wadrthe professionalism episteme.

Discourse

Discourse is theorized in a number of ways anenoftsed interchangeably with
language, text, and communication. As mentiorsel)ihguistic turn was a philosophical
rupture in understanding and theorizing how hunmaake sense of the world. As such,
communication takes center stage as world-makingrugting one-dimension views of
communication as a tool or medium for informaticeleange. However, there has been debate
over whether or not the generative and constitutateire of communication runs the risk of
being theorized as ideological (see Grossberg, )1@8tat the theoretical conflation between

the use of Discourse versus discourse renderssasaproblematic and/or moot (Alvesson &
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Kallrreman, 2011a, 2011b). Generally, discourseqlitdl) is seen as situated talk and text,
while Discourse (big “D”) is used for broader sd@anstructions of social reality (Alvesson &
Kallrreman, 2000). But, importantly, “discourses anscbBurses function in a reciprocal,
dialectical manner” (Mumby & Mease, 2011, p. 28éni which meanings are socially
constructed, not formed inside autonomous humansniMumby, 2011). Language, in this
sense, is part of the discursive field through Whiteanings, bodies, identities, etc. are made
possible.

For structuralist linguistics, following Saussuttegre is no necessary relationship
between a signifier (sound or image) and the Sgphifconcept)—it is arbitrary. But, when these
two elements are taken together as a sign, theingearfixed. The meaning is fixed within a
system of relations just by its very nature of lailifferent from other signs. Thus, “cat” is
meaningful only in its difference from the sign 1€4 This view of language does not account
for the politics inherent to language. The workdshcraft (2007), Weedon (1997), and other
post-structuralist feminist approaches arguesth@politics of language is predicated upon the
contingency of signs, as meanings shift across éintkcontext. Weedon (1997) explains that
the structure of Saussure’s language system “caxpdain why the signifier ‘woman’ can have
many conflicting meanings which change over time”24). Representation (a fixed sign)
masks the power relations and discursive contetktimvivhich the sign is constituted (Weedon,
1997). The politics of language is about strugtpestabilize meaning.

From a Foucauldian perspective, discourse doemaanh linguistic signification.
Foucault is looking at language in the broadesssg@ossible, as producing other effects.
Foucauldian analysis is not about interpretatioprocesses of meaning production. He is

interested in the kinds of effects that are produgghin D/discourses beyond signifying
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activities. Cheney and Ashcraft (2007) deploy adamldian conceptualization of discourse in
their research on the political ambiguity of praiesalism, which reflects:

A return to the more robust notion of discourseaambed by Foucault, which allows for

the consideration of bodies, adornments, and &atite (among other things) within the

range of associations and manifestations of diseoas an arena of knowledge,
interaction, and control. At this broad level,atigrse refers to assemblages, contexts,
and movements of symbols and artifacts that coneeliere around a certain defining

idea, principle, or relationship. (p. 157)

A discursive approach to organizational studiesslages the socially and symbolically
constructed nature of organizational life and refethips—thus, keeping open the possibility of
doing, knowing, and becoming otherwise in an otlieewietermining plane of power/knowledge
relations informing our sense of self in relatiorGthers (including the discursive, material, and
the human). Discourse is an effect—a manifestatiohpewer/knowledge relations. For
example, discourse within a field of power/knowledwpssibilities affects organizing forms and
information technologies:

Knowledge effect: Organizing form.

Organizations are political, social, and historitsitles” of contestation and negotiation
between individuals and groups seeking to sustatin implicit and explicit interests (Alvesson
& Deetz, 2000; Ashcraft & Mumby, 2004; Deetz, 200The linguistic turn eventually
contributed to a conceptual shift from organizagias sites/containers for communication
(“communication in organizations”) to the commuriiga constitution of organizing practices
(“organization in communication”) (Taylor, 2011,.04275-1276). Talking about “organizing”
rather than “organizations” reflects the interagtand transactional foundations of
communication in material manifestations, suchhade¢gal entity form of an organization. As

such, the structure-agency debate is reframedra@igionally conceptualized, structure

“connotes fixity, permanence, rigidity, while arganizational communication view, almost by
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definition, connotes action, movement, uncertairfydylor, p. 1289). Taking “organizations as
discursive constructions”—whether as objects, englocess of becoming, or as grounded in
action showcases the recursive nature of variécl#ations of discourse, power, change, and
identity, which shape organizing forms, procesaasd, actors (Fairhurst & Putnam, 2004).

From a management consulting perspective, thendis@ construction of
professionalism impacts consulting organizing faiores. For example, one consultant
discussed the importance of mentoring becauseliles “people who have been in the
profession for a long time to counsel the new stafhow to navigate difficult situations.” This
is accomplished not only through talk and orgamzet texts, but also through emulated bodily
comportments and emotional control. Secondariigtl@er consultant executive remarked that
“everything is done in teams” in management comsgilt As an example of this observation, the
consultant described the ways in which partneléea@gues, and junior team members rallied
together in support of the consultant’s profesdideaelopment and subsequent promotion to
partner.

Knowledge effect: Information technologies.

Discourse provides anticipatory work socializationpeople in a number of ways. First,
everyday talk creates expectations about whatnisidered legitimate work (Clair, 1996).
Discourses about skill shape social values of soceepations, while simultaneously degrading
others. Secondly, educational institutions alsavigle information about work tasks and roles
(Jablin, 2001) and produce particular subjectigitiuch as the channeling of working class boys
into factory work in Willis’ (1977) research.

Lastly, as a “self technology,” governing oneseifdlves “the procedures, which no

doubt exist in every civilization, suggested orgarébed to individuals in order to determine
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their identity, maintain it, or transform it in tas of a certain number of ends, through relations
of self-mastery or self-knowledge” (Foucault, 199787). Critical organizational studies have
examined this phenomenon through personality g¢tiolmer-Nadesan, 1997; Townley,
1993). But, discourse, identity and power relatiare also bound in such recruiting
technologies as resumes and social networking siteese confessional technologies assist in
the discursive construction of potential employeesr to starting a position. Some companies
rely heavily on employee referrals, thus reinfogchomophily within the social body. Resumes
as a text construct a particular kind of employee strategically present candidate knowledge
and experience through a strategically crafted. [&wscial media networking sites, such as
Facebook and LinkedIn, market a candidate’s s@apital and indicate whether or not the
person’s connections are for business or pleasut®th. LinkedIn enables users to craft
marketable selves at the click of a button by agkither connections for recommendations of
their work, thus contributing to additional selfdkmledge, a strategically archived subjectivity,
and perhaps an extension of their social network.

One consultant pointed to the importance of netwgrkn crafting professional identity:
“Networking is the lifeblood of any management adtemt because you have to execute and
leverage yourself and then you can go out andrfewd business.” Although the self-promotion
can be pleasurable and seductive in terms of paréoanding and positive feedback from
colleagues and clients, social networking is aifftcdlt. As one consulting executive noted, “it
is difficult for folks to go from working at desklps, doing spreadsheet analysis, to then turning
around and talking about themselves and self proigdihemselves.” One of my responsibilities
at Campbell Alliance was to ensure my professipnafile (a summary of my skills and

experience on a PowerPoint slide) remained up t®fda use in firm marketing presentations.
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Power

Power is a central element of analysis in crita@anization studies. Although there are
varied theoretical dimensions of power that ovedad blend with each other (see Mumby,
2001), | focus in this section on the conceptudlires most often cited in critical organizational
studies research. Generally, critical organizaioasearch tends to mark the development of
five types of control. Edwards (1979) laid theridations for the first three: direct (“hired
hands”), technological (bodies as machine extes$j@mnd bureaucratic (routinization). The
fourth type of control, cultural-ideological (Alvesn, 1994), marks a shift in control processes
demanding coercion to those control processestidtig consent.

Stemming from various movements in the 1960s t®4B8thto treat workers as
“human resources” requiring “human relatiomsid provide meaningful, inclusive corporate
cultures, cultural-ideological control began tdeef the changing nature of the employment
relationship. This marked the beginnings of a wewporate philosophy—from what the
company can do for employees to what employeesladar themselves:

Instead of rules, standardization of work procedudéect supervision, and other means

of control targeted at employee behavior, indifeains of influence targeted at values

and norms in the workplace, the development oframaon spirit among all personnel
irrespective of rank, efforts to knit employeesseoto the company, use of specific
verbal expressions, leadership behavior, and palyartifacts that communicate specific

meanings are emphasized. (Alvesson, 1994, p. 3)

This kind of concertive, or normative, control aleoluded a shift in the locus of control
from the manager to self-directing, consensus-drieams operating through implicit and
explicit value-laden norms (Barker, 1993). Théhfifype of control discussed in critical
management studies is disciplinary. This typearitml emerged from a Foucauldian

perspective that power is productive (not repregsidispersed (not top-down), and mutually

constitutive of resistance, knowledge, and pleagwean independent, concentrated tool). In
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this framework, power is a strategic social relatiooted in consent, rather than domination (see
also, Deetz, 1998; Knights, 2009). The conceptatbns of power | addressed at the beginning
of this chapter offer the potential to extend theotrretical toolkit available to organizational
scholars.

In early labor process theory, power is seen aathnegand repressive. Sociological texts
such as Burawoy (1979), Braverman (1974), and Edisv@r979) are foundational for
historicizing the shift in labor processes, contasld resistance. From a Marxist perspective,
power is a negative relation in the form of idegldigat produces a false consciousness that
hides the transformative potential of class revotut So, in these studies, resistance is
characterized by individual-level techniques ofsesce, which has the effect of “adding fuel to
the fire” of capitalist production. As such, therlg factory ethnographic classics tend to
privilege the body as an extension of the machmider than thinking about employees as
productive agents of resistance. The oppressindittons of capitalist production prohibit more
transformative possibilities that could be realig@ugh collective resistance.

Foucauldian studies of power and subjectivityujsthe Marxist intervention, which
positions people as human capital—cogs in the maclais effects of state ideology. As
previously mentioned at the start of this chagaewyer from a Foucauldian perspective can be
thought of as a strategic relation that is neitfasitive nor negative; it is simply productive and
dispersed (there is no sovereign head). Foucq@®80) difficulty with the Marxist
conceptualization of ideology is that it “alwayarstls in virtual opposition to something else
which is supposed to count as truth” (p. 118). akglly, repression stands in for prohibition and
negation, which “is quite inadequate for captunvitat is precisely the productive aspect of

power” (Foucault, p. 119). Foucault problematizeamanist conceptions of autonomous,
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rational humans and progressive, objective knovddulgexcavating games of truth in history—
the taken-for-granted systems of inclusion andwesich shaping what counts as knowledge.
This includes bodies and subjectivities.

For Foucault, subjects are products of various $oofrknowledge and are either “subject
to someone else’s control [...or...] tied to his owaritity by a conscience or self-knowledge”
(Dreyfus & Rabinow, 1983, p. 212). As the editexplain of Foucault’s genealogical subject,
“subjects do not first preexist and later enteo idmbat or harmony [...] the world is not a play
which simply masks a truer reality that exists bdithe scenes. It is as it appears” (Dreyfus &
Rabinow, p. 109). Foucault disavows concepts sigsadeology, false consciousness, and
hegemony (for him, everything is reality—there tsdeep structure or backstage). Yet,
Foucauldian studies of power and subjectivity haseen criticized for not theorizing
opportunities for resistance, particularly withimreteveryday, localized struggles of
organizational life (Mumby, 2005).

This study focuses on the productive, positive it power—a capacity to spark
action. But, | take up the Foucauldian positioat tlesistance is not a separate, dialectical
tension of power relations. Foucault describeg¢haionship between power and resistance in
the following manner: “every power relationship iinep, at leasin potentig a strategy of
struggle, in which the two forces are not superisgalh do not lose their specific nature, or do
not finally become confused” (Dreyfus & Rabinow8B9p. 225, emphasis in original).
Importantly, this is not a dialectical strugglettpeopels humanity along a determined teleology,
nor is it the synthesis of two forces through ureorompromise. Thus, power exists only in the
freedom of both relational forces. “This meang thgower relations there is necessarily the

possibility of resistance because if there werpossibility of resistance (of violent resistance,
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flight, deception, strategies capable of reversinggsituation), there would be no power relations
at all” (Foucault, 1997, p. 292).

Additionally, as illustrated in the power/knowleddi@agram in Appendix C, “power and
knowledge directly imply one another; that theraaspower relation without the correlative
constitution of a field of knowledge, nor any knedtje that does not presuppose and constitute
at the same time power relations” (Foucault, 19p7,27-28). Power as a strategic social
relation is inseparable from pleasure. In disaug#e moralizing social D/discourses about
sexuality, Foucault (1978) writes of the “perpetsairals of power and pleasure’—a game in
which “the power that lets itself be invaded by phheasure it is pursuing; and opposite it, power
asserting itself in the pleasure of showing offretalizing, or resisting” (p. 45). The marriage
of power and pleasure incite capacity—a life failt&t can enhance or reduce the affective
potential of social relations within a particulgldl of power/knowledge boundaries. As a result,
the effects of power/knowledge/resistance/pleashoeild be investigating not from the
perspective of exclusion, negation, and/or repogessiut through the “positive mechanisms,
insofar as they produce knowledge, multiply disseuinduce pleasure, and generate power”
(Foucault, p. 73). “Life as a work of art” undessesboththe pleasureand struggles of
becoming processes of self.

Knowledge effect: Organizing processes.

Organizational discourses such as rituals, arfactlues, and storytelling, give a voice
to the organization (Cooren, 2011). Furthermoifahére is anything that we call an
organization, a society, or even a country, it nexsst through all these ventriloqual effects of
representation/ incarnation/materialization/retfiza”’ (Cooren, p. 6). As such, organizing

processes and “voice” are always already politi&Gtbrytelling is one such means for
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reproducing organizing rationalities (Mumby, 1987\arratives do not simplyform
organization members about the values, practicekiraditions to which their organization is
committed. Rather, they help ¢tonstitutethe organizational consciousness of social atiprs
articulating and embodying a particular realityd aubordinating or devaluing other modes of
‘organization rationality’” (Mumby, 1987, p. 125m@hasis in original).

Organizing processes also rely on discourses fdrdrice. Research on difference in
organizing shapes our understandings of the wawdhioh difference is discursively constituted
and institutionalized in processes of organizing @entity construction. For example, research
on gender (Acker, 1990; Blair, Brown & Baxter, 1994ethewey, 1997), race (Ashcraft &
Allen, 2003), age (Trethewey, 2001), and sexuéiRymens & Kerfoot, 2009) indicate
professional identities constituted by markersitietence within otherwise normative
constructions/performances of white, heterosexwaaulinity, are “continually subject to
change as the relations, practices, and discowisiet: surround individuals change” (Rumens
& Kerfoot, 2009, p. 770). Yet, a question researsltontinue to grapple with is how to conduct
methodological analyses that get at the complexsbadirses and power relations, spanning
micro- and macro-level analyses and material/symlsyhtheses, that shape organizing
processes and interactions constituting profeskidaeatities. For example, organizational
scholars have grappled with the complexities arseectional analyses in occupations as diverse
as airline pilots (Ashcraft & Mumby, 2004), nail@atechnicians (Kang, 2010), and manual
laborers (Wolkowitz, 2006).

From a management consulting professionalism petispedifference is sometimes

constructed through perceived capabilities. Omesglting executive noted:
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Certain opinions are more valuable to me than ethdryou’re a C-player and you're

not having a great experience, I'm not as inteckateif you were an A-player or a B-

player that | can turn into an A.

An area for consulting firm development is the cammication of professionalism expectations,
according to many of the consultants | interview€he consultant said “professionalism is
word of mouth and anecdotal.” Another consultaaswterested in “how do you capture best
practices over the years?” In many firms, theldtls time to devote to capturing consultant
experience, knowledge, and techniques in formalioh@nts or databases. Thus, social
networking is a primary means for sharing orgamiret information.

In the preceding sections, | have provided sonaengses of the ways in which discourse,
power, and attendant knowledge effects have beecepbtualized in organizational studies. |
have further explicated these power/knowledge effkrough examples from my management
consulting interviews. In the next section, | fe@n the self as an effect of power/knowledge
relations—the discursive effect most relevant tauaderstanding of “life as a work of art” for
the next chapter.

The Self: Life as a Work of Art

| briefly described the dimensions of Foucaultisi@of self in Chapter One (ethical
substance, modes of subjection, self-forming agtiand telos) and the subsequent chapter takes
up this analytical framework for my interviews irore detail. However, in this section, |
concentrate on the intersections of power, knowdedgd discourse effecting constructions of
self. This balancing dfothrationality and passioand discipline and pleasure—as integrative
forces, rather than dialectical tensions—pointh&complexity, messiness, and shifting

activities of becoming work.
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Although organizational research often focusesantiqular features of identity (e.qg.,
constructions of difference like race, gender, séi#§y or class) to make sense of organizing
processes, experiences, and relationships, “saheesever fixed, coherent, seamless, bounded
or whole” (Collinson, 2003, p. 534). As Kondo (D% escribes in her ethnographic study of the
intersections between power, gender, and idemtifiapanese factory work, “identity is not a
fixed ‘thing,’ it is negotiated, open, shifting, &iguous, the result of culturally available
meanings and the open-ended, power-laden enactufdahisse meanings in everyday
situations” (p. 24). Through particular power/kredge relations, attempts are made to fix
identity (Knights, 2009). D/discourses workitoth sustairand pull apart identity articulations
for strategic purposes and this is a constant antagn and negotiation. But, as identity cannot
be fixed, there is always already a space for damjbeing otherwise (Holmer-Nadesan, 1996).

In contradistinction to connotations of identityaagonomous or transcendental, the
concept of subjectivity reflects the intersectiohgentity, discourse, and power relations
(Knights & Willmott, 1989). “Rejecting the essalist view of human nature, subjectivity is
understood as a product of disciplinary mechanisethiniques of surveillance and power-
knowledge strategies” (Knights & Willmott, p. 554Although critiques of post-structuralism
focus on the deterministic reduction of humansomadly constructed subjectivities (see, for
example, Contu, 2008), others argue that antag@i@tween identity, discourse, and power
open up conditions of possibility (Holmer-Nadesb996).

Foucault (1977, 1978) addresses the interseatibdscourse, power, and bodies. He
famously noted “the body is also directly involada political field; power relations have an
immediate hold upon it; they invest it, mark igitr it, torture it, force it to carry out tasks, to

perform ceremonies, to emit signs” (Foucault, 197 25). For example, in Nadeem’s (2011)
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ethnography of call center work in India, emplojadEntities are trained and socialized through
the lens of Western, white, heterosexual mascp@rérmances of professionalism. Through
complex processes of code switching, name chantpogtion masking, and tonal inflections,
Indian employees are successful to the extent tohathey initiate and maintain their selves
through the eyes of Western constructions of psideslism. Both the mind and body of the
employee are part of the commercial exchange. ul,ghe worker body and subjectivity are
both commodified as human capital within call cewmigerations, but also as an entrepreneurial
subject cultivating a care of the colonized cortan of self.

The studies mentioned thus far focus on the sufifag&ffects of identity work within
the constraints of power/knowledge formations. , ¥etreral organizational studies complicate
this portrayal of identification work and contrileuo a “life as a work of art” approach. For
example, Contu (2008) argues postmodern formssidteerce such as humor, and post-
structuralist subjectivities are forms of “decadistance.” Here, a Real act of resistance, in the
Lacanian sense, requires a rejection of subjeisviboted in identity politics of neoliberal “care
of the self” projects. Contu’s argument challengeganizational studies that attempt to
monolithically address power as a tool that cawigded by discursively contextualized
subjectivities for change. For Contu, the impagigitof resistance is overcome by an economy
of enjoyment—a jouissance. Contu’s psychoanalytreanework in which the subject (and
body) disappears provokes continued discussionwkiat counts as change and what counts as
resistance, and, at the same time, recognizes floweredge/subjectivity intersections with
pleasure.

In another study, Trethewey (1997) identified pgrad a form of power/knowledge

resistance in a women’s social service organizatidme pleasure clients experienced through
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laughter at the expense of mocking social workeiféesl control/resistance dynamics through
renegotiated subjectivities (embodied however mdaréy), and negated disciplinary
technologies (institutionalized confessional piat). Through the complex interplay of
power/resistance/pleasure, discourse—in this conpexody and laughter—challenged the
institutional marginalization and disqualificatiohclient knowledge and experience. As
Mumby (2009) later argued, humor can destabilizégssional identities and open opportunities
for more democratic decision-making and interpeasconnection.

These pleasures are an important dimension of paaviedge intersections.
Burawoy’s (1979) game of “making out” provides adiof pleasurable “life force” (Trethewey,
2004) for workers through the intersections of pgwedividual resistance, and knowledge of
the system, which has the effect of recapturingnd &f creativity/humanness while
simultaneously reinscribing modes of capitalistdarction. In this sense, the creativity of
gaming the system is both an act of resistanceae&ndcription to extant power relations in the
factory. Within the knowledge economy, creatins been positioned as an innate human
capability on the one hand, and as a learnablebdépaif you want to join the “creative class,”
on the other hand (Florida, 2002; Pink, 2006). afivéy brings pleasure to knowledge work.
Yet, for Florida and Pink, creativity must be cudtied. This means certain bodies/subjectivities
are privileged over others. Particular expert sdtiyities are produced within the same
discursive regime and reify what counts as knowde@dvesson & Deetz, 2000; Townley,
1993). As such, the pleasure of creative worloisnol by strategic power relations, which are
often articulated within discourses of expertisgjation, and class.

Moving forward, these studies contribute to anarsthnding of the ways in which

management consulting professionalism expectatansstimulatdoth pleasure and struggle
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andself-enhancing and self-detracting capacitiese Gmnsultant described the pleasure of
professionalism as stimulant for action:

You're never stuck in one industry, sector, or jdthe things I’'m doing now are very

different from what | was doing two to three yeag®. There’s always a lot of

innovation and change.
At the same time, professionalism as “the abilitgxecute” affects constant struggle. Although
management consulting work can be intellectuallpgiating, one consultant confessed: “It's a
little scary because just when you think you haxeryghing under control and understand how
things work, you realize you don’t know anythingrhese quotes foreshaddeththe modes of
subjectionand pleasurable teleologies indicative of a “life asak of art” ethos.

Deetz (1992) argues, “the politics of identity adentity representation may be the
deepest and most suppressed struggle in the wogk@ad hence the ‘site’ where domination
and responsive agency are most difficult to unrafel59). As such, | feel it is important to
take great care to avoid the potential violencé ¢ha occur in framing research participants
monolithically through particular markers of difégrice, as “subjects are gradually,
progressively, really and materially constitutetbtigh a multiplicity of organisms, forces,
energies, materials, desires, thoughts, etc.” (&o0litc1980, p. 97). Care has been taken in this
regard in the presentation of management consudtgrdriences related to professional
development in the next chapter to reflect the ad/planes of power/knowledge relations
cutting through constructions of self.

Investigating the multiple D/discourses inherentlife as a work of art” highlights the
complicated web of articulations shaping how prsif@salism is constituted and legitimized
within the management consulting industry. In Fauts conceptualization of discourse, bodies

are discursively marked effects, so images of mamanpt consultant dress and comportment are
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informative elements in the becoming activitiepaifessional management consultants.
Business schools as “sites” of recruiting, trainiagd socialization produce particular
subjectivities to be channeled into managementudting firms. As already discussed, popular
press publications also offer discursive articolagi of management consulting professionalism
expectations (and perceived failures). As a leatgple, former management consultants—as
archived effects of the various interplays of disse, power, and identity—can offer insights
into the web of social networks that may continueeify the power/knowledge of management
consultant work in other industries.
Summary

Politics is “the articulation of various individuahd group interests through the everyday
enactment of the communicative processes that peyaaproduce, resist, and transform
collective (intersubjective) structures of meaniiiglumby, 2001, p. 587). This chapter has
explored the relationships and articulations ofogtualizations of discourse, power,
knowledge, and identity in critical management ss@dnd resuscitated some of the
philosophical principles from the late philosoph8mnoza, Nietzsche, and Foucault. The
unique contribution of critical management studighin a discursive methodological
appropriation of Foucauldian and Nietzschean camnedigation of power/knowledge relations is
its commitment to challenging that which is taken-granted. That which is taken-for-granted
is often part of the mundane, everyday interactiang processes of organizational experience.
But, organizational actors are living, breathingghplex humans who defy simplistic
explanations of their thought processes, decisiakimg, and relational interactions.

Significantly, these everyday politics of organgisre made up of complex communicative
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practices that enable broader social relationsdniyuisstructures to be produced, sedimented in
material ways, and reified.

Work is an embodied experience that is communiebtigonstructed, which is exciting
not only because of the complexity and delicadlieh requires as a researcher to put puzzle
pieces together (only to find there is no comppetezle, and most pieces don't fit—in fact,
you’re probably not even working on the puzzle ylmought you were working on). But, that’s
part of the fun and can facilitate some of the pative passion in rational analysis.
Additionally, it means there is a whole world ofacige possible. Combining the linguistic turn
with the advent of critical organizational studgegygests the many dimensions of possibility
spanning the varieldoth-andtensions of micro-macro and discursive-non-disears
phenomena. This means there is alwaytentiafor affect and doing otherwise.

The discursive constitution of world-making meaoaaeptual and symbolic frameworks
can and do shift, mutate, shatter, congeal, etthiRking the common sense and the taken for
granted highlights the political and discursive dimions of meaning fixing, which reflect
particular viewpoints and interests. While it & to suggest that hope for alternatives in this
context means continual innovation, | want to beeftd about not reproducing a neoliberal
agenda of entrepreneurialism or teleology towardrdikely utopian work experience. But, | do
believe questions and critiques about the intricgé@erative webs of relations between
discourse, power, knowledge, and identity havedtlpnd continue to help, build
understandings of what it means (and what it cowdén) to be human at work.

Foucault and Nietzsche’s work problematizes thenéior-grantedness of ideals and
reveal how various truth/knowledge claims are poediuand naturalized by strategic

relationships and processes. Within the manageowgisulting industry, the marketing, sale,
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and execution of consulting “best practices” anerthmarks” can be positioned as problematic
because it claims a neutral knowledge expertiseigtactually historically rooted in cost cutting,
profit maximization, market expansion, competitolesure, and professional veneers—market-
driven philosophies with social, political, and somic implications. On the other hand, these
same practices also facilitate great influenceianghct on businesses attempting to improve
organizational cultures, operational policies, pratucts/services to make life easier for people
(regardless of perceived judgments of this sucoesalue).

Through strategic recruiting, intense training andmative professionalism expectations,
management consultants learn and embody profesisimna order to produce client value and
collaborative partnerships. The effects of thedwiies and relationships have long-term and
unforeseeable affects—as these products continaéeict and be affected by consultant
training, professional development, and socialarainto industry leadership positions at major,
international corporations. The use of traditiostahtegy firms (and how former consultants
saturate senior management positions in corpotisroften unseen, unpublicized, and
unregulated as an architect and conduit of indwstategy, information, and administration.
Within these strategic power relations, | am intézd in how varied articulations of
professionalism are experiencedoash disciplineand pleasure by management consultants in
the continual crafting of professional identityheélnext chapter looks at the material effects and

symbolic practices of management consulting praodess becomings.
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IV. Art: The Professional Management Consultant

“Love is a joy, accompanied by the idea of an exdaécause”

(Spinoza, 1996)

Management consultants learn what it means todrefassional in a variety of ways.
Academic literature has proffered a few ideas enntlotives and effects of professional identity
construction in management consulting firms. Mamagnt consulting firms assist in crafting
professional identities by “fostering a ‘professarappearance and ‘elite identity’ [...] to build
trust and reputation” (Muzio, Kirkpatrick & Kippin@011, p. 817). This research gives a sense
of the value of professionalism to the successdividual consultants and long-term survival of
consulting firms. Missing from this research, tgbuis an understanding of personal
motivation, pleasure, and aspiration that may mdtiidd to profit motives. This chapter seeks to
address this limitation by exploring the ways iniethbecoming professional renders
management consultantskasth subjectand agent in the artistic construction of occupational
identity.

As previously discussed, ethics, for purposesisfftoject, is about the relationship with
one’s self, “which determines how the individuasigpposed to constitute himself as a moral
subject of his own actions” (Foucault, 1997, p.)26Bhere are four dimensions to this
relationship: self-forming activity, mode of subij@ation, ethical substance, and telos. These
activities arebothinterdependerand independent anbloth activeandreactive in terms of

capacity for affect within a field of power/knowigel
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The elements contained within each of the followdimgensions of self are neither
exhaustive nor linear. My intention in this chapseto retain a spirit of genealogical
exploration, rather than point to causal relatigpsior psychological subtexts. | urge readers to
think about the following self-forming activities a professional ethos—crafting a messy and
unfinished portrait of life as a professional magragnt consultant—as opposed to a synthesis of
ways and means that suggest a moralized intentiprogressive achievement. Bauman &
Donskis (2013) warn “you cannot hope to know eveng about a human being and think you
can know them to the end because in that way ystraletheir freedom and uniqueness” (p.
212). In other words, life as a work of art is eefinished, never linear, and never perfected.
As such, the activities described in upcoming sastipoint to the continual work, shifting (and,
therefore, indeterminate) causes/end points, amddhcomitant joys and violence of our
imperfect selves and the world around us.

Management consultants often are charged with gadense of and negotiating
complex D/discourses in which they must make clsoat®ut the power relations invested in
knowledge claims, the pleasures of prestige aneémahimanifestations of professional
achievement, the desire to make an impact andibatérto something bigger than self, and the
tensions of manufacturing client value within diiciary gazes of both colleagues and clients.
How are management consultants caring for themseblgemultaneously constraining,
liberating, enjoying, resisting, commodifying, ting—within discourses of professionalism?

Self-Forming Activity

This section explores the activities managemens@ibants engage in to become

professional. For Foucault (1997), this involvaswering the question “what are the means by

which we can change ourselves in order to becohieattsubjects?” (p. 265). Based on
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consultant accounts, there are two primary wayshith consultants work on professional
identities: activities in preparation for consuffioareers (anticipatory socialization) and
observation of normative actions and attitudes (atian).
Anticipatory Socialization
Although educational background, personal upbriggand prior corporate work
experiences are intimately linked with other modesubjectivation, the ways in which
consultants brought up these aspects of theindde by framing them as things they did or
experiencean their own before coming to the management consulting imgusthus, | present
them as self-forming activities that contributediie becoming work of management consulting
professionalism. Interestingly, some consultatitsbated professionalism to their educational
training, while others attributed the developmera professional ethos to personal upbringing.
Academic programs, such as engineering and busiteesd potential consultants
analytical skill sets that can be utilized on thle.j A former consultant describes how his
educational pursuits led him to IT consulting work:
| came from an engineering background and realizeoshg my course of studies that |
did not want to go into the science field. | wahte do something more practical. By
nature of my major, | had to take computer sciastasses. So, consulting kind of
brought the best of those worlds together. Thesewest looking for intelligent people.
So, problem solving is something | like to do. fidhevas a good mesh there coming out
of college.
While technical skills and intellectual horsepowaes key capabilities management consulting
firms look for in potential recruits, the creatiand maintenance of preferred university pools
can limit the kinds of people being brought inte thdustry. Recruitment and selection
practices can naturalize inequalities within laparcesses (Williams & Connell, 2010, p. 372).

These intersections of difference (or, lack therbetome naturalized structurally and

discursively within the recruiting process, thustibuting to the development of a
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commodified subjectivity that privileges certaindoes over others. Or, as Macdonald &
Sirianni (1996) suggest, identity markers sucheaglgr, class, age, and other social identities
are used as proxies for personality and capability.

These boundaries are often constructed under ke gliplacement statistics. Dean
(2005) found that drama schools increasingly bimmggyomen who look a certain way in order to
“improve their destinations” (p. 766) post-gradaati Schools increasingly recruit students who
match the kinds of candidates recruiting organregtiseek. When | interviewed for business
school, my recruiter informed me that students \wminagement consulting experience were
particularly desirable to business schools becthase students often found jobs quickly
through marketable skills sets (regardless of itrgifanction pursued), thus ensuring a positive
effect on the school’'s employment statistics.

Indeed, one consulting executive described the gemant consulting recruiting process
in the following manner:

Most firms go to particular universities and aretpr homogenous in terms of the kind of

people they bring in: strong academic credentskleywn success in previous careers, and

doing well in the case interview.
Management consulting firms participating in unsrgr on-campus recruiting programs will
conduct information sessions for interested undehgate and graduate students. These sessions
serve to provide information about the firm, exp#iohs about consultants as a broader
occupational collective, and to emulate the profesd demeanor required of interested recruits.

One former consultant was recruited into a langesrnational consulting firm out of her
undergraduate program at an Ivy League school.s&y&

| went to an information session to begin with. Kiltsey had one, too. They have

alumni come back and describe it [management cohngwlork] and a lot of them have

a very strong on-campus recruitment process. Asohpol, they really hit hard at the
engineering school. And, probably the business@¢hoo. At [university], most of the

100



people they hired were from engineering becauseliked the thought process and the
mindset of the people they got from there.

At her school, the engineering program providedcgrgtory socialization to management
consulting work. The “right kind” of person, wigiarticularly trained “mindsets” is strategically
recruited. Preferred recruiting schools also mefmagement consulting firms construct
marketable professional identities that will asBists in selling work to potential clients.
During client presentations to sell work, the acamtepedigree of consultants was often
highlighted as a way to promote the professionab$consultants.

Relatedly, an MBA degree is considered a histogeaéway into traditional consulting
firms. In fact, one consultant went so far asayp that “there’s a ceiling it would be hard to get
past without an MBAat his management consulting firm. However, thesattant alluded to
recruiting practices being such that this was aatly an issue since most firm consultants were
recruited out of a local MBA program. One consufitfargued that one of the things his former
firm did well was recruiting the ideal consultanta-type-A personality who wants to succeed.”
Based on his experience over the years he has &oldeat requirement:

What I've added to that formula over the yearsn®&onal maturity or intelligence. I'm

looking for people with a proven track record aidership and success—captain of the

football team and A/B honor roll, other meaningfohtributions outside of their core
area, and the types of personality traits, like @i orientation. And, | read this
somewhere, it was written by a coach—does the gug his mother? If a kid is

disrespectful or not showing appropriate love figrother, | know he’s going to be a

tough kid to coach. But, if he professes his Iltmreher and is thankful for all she’s done

for him—that's a kid | can work with.
Thus, while education and technical training arpontant elements firms seek in hiring

consultants, it is the “softer” skills that facilie successful embodiment and enactment of

professionalism as a consultant. In terms of \&glagength through humility, love for Others,
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and an orientation toward positive action are el@sef professional success not traditionally
associated with management consulting accounts.

Involvement in MBA consulting clubs reflects anatkelf-forming activity some
consultants pursue while in business school. dbngiclubs offer industry information,
interview case preparation, networking opportusjtend case competitions that end up
providing anticipatory socialization and expectasidor life as a consultant. One current
consultant described his case competition expegienone such club as highly beneficial:

What was really helpful was to the extent we wenenected with actual consultants. An

example of that is a case competition that we gpgted in that was sponsored by

Deloitte. So, having Deloitte there was reallypfigl and gave us better perspective.
The participation of current consultants provid#gsimation about how things get done “in the
real world,” but also offer opportunities to obseprofessionalism, communication, and
expertise in action. Common club competitionsudel both team and individual competitions.

There are many variations, of course, to schoa campetitions. For example, in one
case, teams of four to five students are assenanldctach team receives a big question (e.qg.,
“the case to crack”) from the sponsoring consulfing. The teams have the whole night to
work on it and are expected to present their recentations in the morning. In some
competitions, teams are given four to five daygeok. In all these team competitions, what is
important are the team’s preparation level, tholugimsights and recommendations, and
professional presentation. An individual case cetitipn might involve a student receiving a
case. Then, the person immediately reads thearasengages in a 20-minute, on-the-spot
discussion with a judge. These judges are ofterentiand former consultants hired to help

students successfully navigate the case interviewe judge picks one person to move on to the
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next stage of the competition. The importancénhi activity for consulting club members is the
more intimate exposure and networking offered ®g¢éhone-on-one discussions.

Consulting clubs help members network with industembers, practice professionalism
in mock interviews and case competitions, and agwvploblem-solving logics through classes
and seminars. Harney (2007) critiques researchtical management studies that uses business
school socialization practices as a hammer foptbéferation of managerialism. However, the
privatization of some academic concentrations thhotorporate sponsorships and partnerships
suggests the business school remains a meanirghadid for establishing anticipatory
understandings of corporate work and life. Redeauggests the competitive recruiting
practices, such as the case interview, and sedeinng requirements contribute to the
construction of elite professional identities ofmagement consultants (Alvesson & Robertson,
2006).

A current MBA consulting club member explained tpatticipation in the club has
helped differentiate between previous industry egpee and management consulting
expectations:

The biggest difference between engineering anduttimg is that, in engineering, the

only thing that matters is the end result. If drks better than before, then you are

successful. In consulting, the process is impaortdou can have a good result, but if
you don’t communicate it right, then the result sitematter.
As discussed in Chapter Two, management consutioigssionalism is an integral part of the
value clients and colleagues cherish in the cleamtsultant exchange. Consulting club

participation retools communication practices aatdviors, particularly for those students who

came back for their MBA in order to make a cardemge from another industry.
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Thepotentiaand drive for becoming professional within MBA @&t clubs should not
be underestimated. As another current consulédigicted about his consulting club experience
in school:

[At my job before coming to business school,] theesn’t a strong culture of

professionalism and | was never really developgéedame to be—honestly, it was when |

was going through b-school and | was preparingémrsulting interviews and going to
happy hours and just interacting with the rest gflasiness school classmates, that |
really understood how much more | would need toungat Or, how much more | would
have to make a stronger effort in social situatimnise social and interactive, but at the
same time, professional.
This consultant points to the mediating role offessionalism as an action that simultaneously
balancedoth maturityand savvy social skills. But, the exact dynamic a$tis ambiguous and
difficult to explain and teach. It is through batistruction and interaction that this consultant
was able to shift his professional self to meetetkggectations set forth by the consulting club at
his school. Second year MBA consulting club merslbake on a lot of responsibility for
training and assimilating first year students, baggon their summer internship experiences
and/or former consulting work and club training.

On the other hand, many of the participants in shusly were not familiar with the
management consulting industry prior to beginniritd wheir respective firms and did not
actively participate in MBA consulting clubs. Tleesonsultants suggest that professionalism is
something that is either innate or learned from®unpbringing, rather than from training or
emulation. Regarding the recruiting and selegtimtess, one former consultant says:

A lot of things related to management consultirggianate to me. I've always been “by

the rules person” and “serious person” and “re$pkeperson”. | came in with it. A lot

of people who come into that field are like thatsbme extent, to begin with. | don’t

know anybody within the company that wasn't a [ge)is They hire “Type A
personality” from top schools that are seriousjdtired people to begin with.

104



Several consultants noted that professionalisrarigeshing their firm tries to hire people in with,
rather than train it. It is unclear to me basedrufhese interviews whether or not these
personality traits are truly innate (an essencareatf strength from a Nietzschean perspective)
or whether these traits are socially constructeouph gender roles, education institutions, and
broader social and political discourses (an efdégower/knowledge relations from a
Foucauldian perspective.)

To this end, a few consultants pointed to the msitmalism standards set by parents,
uncles, and siblings. One current consultant ‘saydmother was in business and she stressed
how important it is for young women to have a vergfessional, can-do attitude in the business
world. |took that to heart.” Similarly, anothesnsultant explained that his father was a Chief
Information Officer at a bank and “he always catriemself with a great deal of integrity. | was
raised in that environment where that’s your gutaeah part. It's not something you mess with.”
These consultant reflections suggest that profeaisim reflects values and comportment
learned from personal upbringing.

As such, professionalism definitions and expectstiare tied to broader D/discourses,
which may include geographical culture, social tautdions of gender, and family relationships
and values, among others. Combined, educatiorgbaund and personal upbringing provide
screening mechanisms in the recruiting processdgare the hiring of people who would be a
good fit. It also provides anticipatory socialipatfor the norms, mindsets, and expectations of
management consulting professionalism. In somseseéhen, management consultants begin
their tenure with firms already imbued with imagé$iow a professional management

consultant acts.
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Emulation

The second primary method for becoming a professimranagement consultant through
self-forming activity is emulation. In order tomésse their understandings of management
consulting professionalism from educational andifiahassociations, new consultants observe
and emulate other consultants. This includes auatikities as mentally capturing “how they
walk the halls, how they sit in meetings, how tlteye notes.” By watching and listening,
consultants learn the cultural norms and behawbfism-specific professionalism expectations.

In particular, the business attire and bodily cortipent of senior executives is often
imitated throughout the organizational hierarckiowever, management consulting standards
for professionalism create unique mimetic perforogesn as consultant executives imitate client
executives and consultants emulate consultant @xesu A description of this mimetic
performance of professionalism was brought up fiyr@er consultant:

They'll [partners in the management consulting fiba like their [client] counterparts.

But, also that’'s being observed by the junior peaplthe firm. If Partner Jones is doing

this, then that must be the way | need to do thirfgs, | probably want to look and act

and talk like Partner Jones. That’s what | warddgpire to.
Given the predominance of white heterosexual meseimor management positions, we get a
sense of the mimetic performance of masculinity tafieres around dress code and bodily
comportment. This supports Rumens & Kerfoot’s @0fbnclusion that, “professional
‘knowing,” as theoretical knowledge, as technicglextise, and as a mode of being and relating,
reproduces a way of engaging with the world thageisdered masculine” (p. 766). This can be

problematic for women moving into firm partnershigs it is difficult to find female mentors to

emulate.
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Because professionalism is tied to a white hetexgdanasculinity aesthetic (Rumens &
Kerfoot, 2009), the result is that emulating mamaget consulting professionalism can be
incredibly difficult emotionally and physically. female former consultant shares:

It wasn’t until early to mid-90s that they allowe@men to wear pantsuits. Sometimes it

was hard to find suits with skirts because theyt kgng shorter and shorter which was

the fashion. But that doesn’t work.
This consultant also went on to discuss the comoomcerns of her female colleagues about
being “too sexy.” When | was a consultant, somthefrules for women’s dress included: skirts
could not be higher than two inches above the kme®pen-toed shoes, and must wear hosiery
if wearing a skirt. As a consultant with a backgrd in art, one female consulting executive
remarked that it bothered her that she had to adgler wardrobe in the name of management
consulting professionalism by choosing muted coémd clothing shapes to mask her body,
instead of the beautiful prints and colors hemfdie and family members would purchase while
shopping together.

Beyond the challenges of dress, emulating profaafism standards within the industry
also proves challenging from a communication pertspe Emulation of the executive men
around her was one coping mechanism for this feg@isultant, as she “learned how to play
with the boys:”

It's an old, white man world. That's a fair statmh | would also go so far as to say,

though, that if you, as a woman, don’t know howpliay in that old, white man world,

then it's your own damn fault. So, | think thatuyathere was a woman who would say
to me, “But, | want to be a woman. | want to beaman.” And, | would say to her,

“it's okay to be a woman, but think like a man.” [.So, typically what | tell them is,

“you can turn around and learn about a sport. Righny sport. And, learn it

backwards and forwards. And, learn the historyireh. You’'ll always be able to say,

“well, Lou Gehrig did blah, blah, blah.” For méat’'s always been hockey because |

grew up watching hockey with my father. So, wheogle start talking hockey and they

equate some superstar in hockey right now, I'llike “oh, yeah, he was like a Gretsky

or Howe.” And, right away you command—you get extpn the room that you didn’t
get. | can’t explain it. | call it “learning hote play with the boys.”
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In order to become professional, this consultaggests that women need to learn the language
of men—sports. Commanding respect as a profedsibea, requires women (and, men) to
adopt a mindset potentially counterintuitive to ‘sriaterests, aspirations, and needs. Is this a
coping mechanism or a reification of extant hegeimbeterosexual masculinity that the
organizing work of professionalism engenders? bOth?

The stakes are high for consultants who do nottadapimilate, and embody the
organizational aesthetic of professionalism. As orale consultant describes, failure to embody
expectations of professionalism can have serionosemuences, as was the case for one of his
new employees who was fired due to showing upftateneetings and smoking at the client site:

If they’re just a plain, garden-variety consultanterms of talent, they’re going to get

exited from the company pretty quickly. If theywld have been a whiz-kid we might

have chosen to work through it with them. We mighto communicate culture and

professionalism more aggressively, but we didnitehilne time or inclination to do that

with somebody who was just an ordinary type perfarm
In this narrative, the importance of becoming pssfenal is integral to consultant performance.
Presumably, this consultant had the academic baakgdror industry experience to get hired into
the firm. At an early stage of his employment, ¢basultant exhibited behaviors indicating that
he was not emulating the professionalism expecydudfirm. Rather than invest time and
resources helping the consultant learn those iieslism expectations more explicitly through
communication or training, the consultant was fired

Consultants observe appropriate professional betswen client sites, at firm home
office meetings, and in social contexts. As onesattant describes:

Any of these internal meetings where you're briggieople that weren’t recently on

your project team all back into the office. Notyare you interacting with them and

feeding off them—and, they all have high levelpaifessionalism. So, you're kind of

feeding off of each other. And, having that kirfctycle where you're around
professional people, you are kind of forced toia@ professional manner.
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This suggests that emulating professionalism igustta matter of top-down forced emulation.
There is agency involved in observing Others—adgdeaimaking process of finding one’s own
professional aesthetic. Or, in other words, froatoling the interactions and behaviors of
mentors, colleagues, and senior executives, mareagearansultants make decisions about how
they want to be professional. As one consultaidt, gmnulation enabled her to see “what | liked
and didn’t like about the approach.” From intel@ts$ with senior executives, “you can read
between the lines about how they became succésdfaus, emulation is important not only for
meeting firm expectations regarding professionalisat also for the longer-term construction of
professional identities.
Implications

Prevalent neoliberal discourses privilege marketetr approaches, reduced
governmental protections, and individualistic ctdfwalues. In neoliberalism, “the market is
the site of veridiction for every sphere for spegkof all things” (Brown, 2012). Importantly,
these changes shift risks from organizations toleyegs (Kalleberg, 2011). There is an
increasing precarity experienced in both ‘good’ &atl’ jobs in contemporary organizations,
characterized by fewer worker protections suchrésng and no implicit employment contracts
(Kalleberg, 2011). Individuals are subject to @ased insecurity and powerlessness ih 21
century employment relationships. Conditions @garity are important for understanding
professionalism because, as Fournier (1999) pouits‘the appeal to professionalism is one of
the strategies that is deployed to control thegasmng margin of indeterminancy or flexibility in
work” (p. 281). As such, professionalism partneith neoliberalism and governmentality to
redirect responsibility onto the individual empleyfer the becoming activities associated with

professional identity construction.
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These self-forming activities result in a more Bagbservable and classifiable subject
from a firm perspective. Foucault (1977) writegaitthe examination that reduces individuality
to a profiled “case” (p. 191). The anticipatorgstization assists in this process and case
interview recruiting/selection procedures judgesasures, and compares the individual among
others. Formal firm evaluations continue this psscof evaluation by identifying who “has to
be trained or corrected, classified, normalized)weded, etc.” (Foucault, p. 191). Project teams
facilitate this concertive control and the closeakuag environments of client engagements
enable colleagues to successfully emulate profieaksm expectations, or risk being identified
as a non-conformer (and, in the case of the smatongultant, fired). Firms seemingly take
varying levels of responsibility in training progesnalism, thus anticipatory socialization and
emulation are critical dynamics that make it eaflenew consultants to meet expectations as
professionals.

Yet, | would be remiss not to mention the posiyiwf such self-forming practices, such
as emulation. As Spinoza (1996) notes, emulatererptes a desire to imitate “what we judge
to be honorable, useful, or pleasant” (p. 110jekd, one consultant addressed this point
directly in his comment that “good consultantsttryserve as a compass, as a sort of guiding
light to inform everyday actions. This is a gobathy that people get from professionalism.”
The passion created by being affected by someanehfom we have positive, loving (joy of
affect, rather than romantic) feelings can be mabzed and transformed into a rational
application or principle that becomes an activeacép to affect another in a similar fashion.

Modes of Subjectivation
In the previous section, consultants explainedsags in which they discipline

themselves in the becoming processes of profedsonaThis section explores the external
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forces that put pressure on consultants. Or, asdtdt (1997) describes these modes of
subjection: “the way in which people are invitedrwited to recognize their moral obligations”
(p. 264). From our interview conversations, itres&onsultants most frequently experience
calls for professionalism from clients, colleagues evaluations, material rewards, and time
and space constraints.

Clients

A consultant’s work revolves around “who is my oli@nd how can | deliver value?”
Several consultants maintain that professionalgsaniorientation and commitment to client
needs. There is an underlying rational rule ggdims question as consultants feel pressure to
exceed client perceptions of consultant value beafithe high price of consulting services, as
well as to cultivate the potential for future works one consultant remembered, “l once had a
manager say that if we were asked to stand on@ad n the corner and spit wooden nickels, we
would do it.”

The effect of an all-consuming client-service otation is that it leaves open very little
room for productive conflict. Rather than seekoofjaboration or compromise, in many cases,
firms err on the side of the client during cliemiasultant disagreements. One consultant talked
about a misunderstanding between himself and atclie

| really didn’t have the opportunity to challendpe person who had accused me. Kind of

like, they are the client, what was said was saicbuldn’t defend myself. | couldn’t

make an issue with her. You kind of have to actegtd move on.
One of the things | heard frequently as a consultas that part of the value of hiring a
consultant is that clients did not have to deahvaiman resources issues for those consultants.
Although difficult in practice, this notion of forgeness helps develop the positive, long-term

potential of client-consultant relationships, ali e discussed further in Chapter Five. In this
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scenario, professionalism is an action resultinigatin the squelching of democratic conflict
resolutionandthe promise of forgiveness in order to move foohiaraction, rather than
resentment.

Consultants often talked about always being “ofliere is always the possibility of
clients stopping by consultant offices. Additidgathe client regularly provides informal and
formal feedback on consultant deliverables andacteons. One medium for this is consultant
facilitation of presentations. The client “gazelihcbe particularly intense in these moments, as
one consultant describes:

A partner put me on the spot in the middle of atmgan front of the client [...] it's one

of those situations where I'll never forget it, yiomow what | mean? When the client

looks at you like [pauses]. He didn't direct oredti me or shut it down. I'm the kind of
person who always tries to shield the people wagykan me with the client or partner or
whoever. But, he just let me take it.
Professionalism is called forth by clients in thegeations, as it requires a great deal of
emotional restraint, quick thinking, and persona@bp. Perhaps because of difficult situations
such as this one, consultants maintain an aestiati@thos of professionalism as a trained
method of their occupational craft—to safeguardraddhe client’'s sometimes demoralizing
gaze.

Consultants are also put into the spotlight throciggnt interactions at times and in
spaces outside of boardrooms. At one of my rdllwofches for a project | had completed, the
client for whom | had worked asked me to standrnufpant of my colleagues and other clients
while he gave a speech about me. He then proceededp his arm around my waist and talk

about my beauty as a team member, rather thanfahg aork | had performed on the team.

The unprofessionalism | perceived in my client\ated an acute awareness of my own trained
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professionalism, as | felt unable to address tlmkation of my personal space and professional
identity under the public gaze of my professior@leagues and clients.

The intensity of client-consultant interactions tenexacerbated by cultural stereotypes
of consultants:

Many times there was also some resentment towhedsansultants, especially when we

were young and inexperienced. So, it was a chgdléa maintain professionalism when

faced with clients who doubted your work abilitxperience, and resented you as a

vehicle of change.

One coping mechanism for consultants is the asaioil of client norms and a consummate
enactment of professionalism. While this can enbahe reputation of individual consultants on
project sites, professional reputation is alsoiatifor management consulting firms.

Firms often compete with each other in proposakwor clients and during the
implementation of project work. Consultants insiegly work alongside other consulting firms
on client engagements. This increases competigtween firms for follow-on work and also in
day-to-day activities and client interactions. Wlo@e consultant on his team made blatant math
errors in a client deliverable, the client cameldacthe consulting executive and said “I've had
to have this conversation with [other consultirrgifion site], but I've not had to have it with
you.” The client comment reminded the project exiee that firm reputation is always at risk
and in direct comparison to other firms working iteis The client comparison of consulting
firms had the effect of spurning increased firnem@tion on professionalism.

The project contract brings consultabtgth promiseand conflict in terms of client
relations. While the contract legally binds firbescertain outputs or outcomes from the work, it
also entails interpretation and renegotiation iheludes productive conflict. “It is an

uncomfortable situation when a client asks youd@amething you're prohibited from doing or

what is not in the contract or scope.” Navigatingse difficult conversations with clients is one
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manner in which consultants develop professionali§hents, thenbothincite professionalism
in a top-down manne&nd cultivate professionalism through opportunitiesdonsultants to
develop courage and integrity through the challergdeclient-consultant relationships.
Colleagues
But, it is not only clients who subject professilisra expectations on consultants.
Fellow consultants also feed into the becomingvdis related to professionalism. It is not
uncommon for consultants to work in very close tgraron client sites. Consultants often
nickname the closet in which 10 consultants worglase proximity “the war room.” Because
of spatial constraints, opportunities abound féorimal feedback from project team members.
As one consultant noted, “you might get off the pdavith someone and a colleague right beside
you says, ‘you might want to try something diffet&nThe close proximity also offers intimate
insights into consultant observations of seniojgotomembers—and, not always in positive
ways. One consultant commented, “they do thingsybu don’t agree with, but then because
they’re in that position, you question maybe thats how it's done?”
Even late at night at the firm office, with no cite present, the consultant body is
monitored by colleagues, and—in this particularysty a former consultant—executives:
This is one of my favorite stories to this day. 'Well working late. There’s this new
guy. Our VP was visiting the satellite office. \iéein the office. | see him come out of
his office to the cube of the new guy who was wegs full suit and tie, like he was
supposed to. And, | remember him saying, “you knaten it gets to be 9 o’clock like
this, it's okay if you loosen your tie.” Not, “#’okay to take off your tie.” Leave it on
when there’s 3 of us in the office—but, you mayden it. It's so indicative of the outer
and how we must appear. At 9 o’clock he could selViis underling to loosen his tie.
That struck me as over the top [...] it was all I kcbdo not to laugh out loud.
| also experienced this monitoring of my body anelsd from my colleagues in consulting.

Although it had been raining on my way to a progmtial event after hours, my partner

commented that the splashed up dirt on the cuffippants suggested that | was not disciplined.
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When | periodically broke the rules and wore opegdtshoes, | was sure to have a fresh
pedicure because | had found my female colleagwesdmnotice any chips in the nail polish.

On the other hand, executive styles and standatdke potentially constraining, also can
be inspirational. Consultant examples of professism often centered around executives
whom they wished to emulate. Professionalismh&seé instances, involved being relaxed,
charismatic, engaging, and confident. One consuttascribed the potent effect one partner had
on his project team of both consultants and cli¢is would deliver bad news and everyone
would still be laughing.” Many consultants alsedgbed the professionalism colleagues
expected in formal PowerPoint presentations adiigetp develop communication skills highly
valued by their current employers.

Sometimes unprofessionalism is accepted at higivetd of the firm hierarchy due to
positional authority and established value to tira fn terms of utilization/revenue generation.
This makes it more difficult for junior membersaddress problems at client sites, away from
the home office and HR personnel. One consultastwerbally harassed by a consulting
executive on his client site and was told that e to deal with it within his project team. It was
only after threatening to quit that the firm becamelved. Professional expectations are such
that consultants often believe that any situatienm lbe handled on one’s own, if handled with
professionalism. Yet, as this case demonstrageppnding to unprofessionalism with
professionalism does not always resolve the issue.

One current consultant suggested that becomingfagsional consultant involved
accepting the pressures senior colleagues plapgear team members, by nature of consulting
practices:

As a more junior member of the team, you haveixaitlow visibility as to what's
coming. You know, your day and your weekend, ymase experience can change based
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on a partner comment or a client comment that yott mecessarily anticipate. So, in
addition to the number of hours, there’s also gast of visibility and stress around
transparency, at times.
This is part of the accepted hierarchy within mamagnt consulting firms. Indeed, one
consulting manager reasons that her consultantddhbe available as project resources without
limitations. As manager, she can spontaneousky tiake away from the project to pick up her
kids from school. But, her junior team membersexqgected to be on call and communicate
scheduling conflicts in advance. Professionalisithis sense is about understanding one’s
positioning in relation to firm colleagues withimet chain of command.
Firm Evaluations
Management consultants are called to be profeaisibrough formal firm evaluations.
Although the industry does not require professi@eatification, the traditional strategy firms all
have extensive consultant review processes in ptacetique consultant professional
capabilities and attitudes. Typically, consultasresate professional development plans for the
year, participate in 360 review processes foraleagues, and receive feedback from senior
consultants/executives during mid- and end-yeaeveeycles. These formal evaluations assess
consultant contributions to the development of, $&th, and the industry. Several consultants
claimed their firms have an itemized place on nevi@ms to assess consultant professionalism.
Here is one former consultant’s description of Haw firm’s review process worked:
It was really nice at [firm]. You're given a coaclAnd, that coach is a little bit different
than most roles. That coach advocates for youdtyear and end-year. And, so every
person from manager and above gets at least 4gaedypid, you become their coach and
their sponsor. What you do is at mid-year, youwleaut to all their partners that they’'ve
worked with and people they've worked with. Youlga a 360 on them. And, then you
present them at mid-year conferences on how thelgieg. | think that was a huge
learning tool for me [as a coach] because | kindaat what not to do. So, in other
words, it's really bad, | think you know this, iby get on a “in-firm” project. The firm

projects are the ones that don’'t make money fofithe And, you never want to get on
them unless you've had a baby or you are sick aodwant to stay home. And, here |
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was being offered firm projects left and right teatinded really cool because they were

art-based. And, | was like, “yeah, | can do tha#yy counselors were like, “no, no, you

can’t do that.”
From this account, professional achievement istbadork on projects generating revenue for
the firm. Internal projects are not coded in tame manner. This also suggests that even
common life experiences, such as having a babgting sick, can affect a consultant’s rating
in professionalism. Conducting these formal eviug of junior consultants provides
managers with new dimensions of professionalismrtiey not have been clear prior to being
part of these internal discussions as managersnantors.

Evaluations are, of course, tied to promotionseasi and bonuses—part of the material
rewards for embodying professionalism. A formemsdtant describes firm evaluations, based
on her experience working in HR, in the followingyv

It's a constant state of being on. We would alwasfs, “what have you done for

yourself? What have you done for your firm? Whate you done for your group?”

And, if you couldn’t answer those 3 questions, thien weren’t a “1” and you were

barely a “2,” depending on which ones you couldagers
What is interesting is how this translates to &edént role for the Human Resources group than
in traditional corporations. Professional develepinis left in the hands of consultants—to
identify training needs with the help of projectip&rs and managers and complete those
development activities in a timely and self-disigciptl manner. Formal firm evaluations function
to “check in” on consultants to see if the consultaas disciplined the professional self
successfully.

Evaluations of self-disciplining are not relegatedhe professional sphere, though.
During one review cycle, | was surprised to leduat two personal matters had made their way

into my formal professional evaluation. The finsds a notation that | successfully trained for

and completed a marathon while managing my progsgonsibilities. The second was that,
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despite being violently ill one day, | stayed a ttient site until late at night in order to finia
PowerPoint presentation for a client meeting thd day. This blending of personal and
professional selves into my job evaluation reindarthe benefits of embodying professionalism
at all times—and, at the expense of my body. Tlkesaments also were inextricable from the
significant bonus | received that review periochus$, the material reward associated with these
comments outweighed my initial surprise at theatusion.

Material Rewards

Professional management consultants charge & hobiey for their advisory services
and that money commonly comes back to consultarttsel forms of base pay, quarterly/annual
bonuses, and various material goods, such asfatmrtls, project gifts, and so forth. As one
consultant reminded me, “we don’t do this for frééhere’s compensation and that’s part of it.”
This compensation is very alluring. One consultafiected that the starting compensation
offered by her consulting firm was incomparabléh® other employment offers she received
coming out of her undergraduate program. Besitedaseline number of her salary, she also
knew that she would likely not dip below that numhieshe ever decided to leave the industry.
But, it would be much more difficult to achieve tlnegh of a salary without consulting
experience.

Even coming out of undergraduate programs, newutants are offered signing
bonuses. These signing bonuses are quite lucradiveng out of MBA programs, though.
According to the UNC Kenan-Flagler Business Scheatbsite, the MBA class of 2012 averaged
signing bonuses of roughly $25,000 (although néihdated by job function). MBA students
going specifically into management consulting jolese offered base salaries averaging

$117,076. Most employment contracts also makevalhzes for relocation expenses.

118



Many consultants said that a perk of the industag always having the latest
technological gadgets. With the latest cell photegsops, and iPads, consultants are equipped
with every technological means for conducting wefficiently and remotely. These
technologies enable consultants to be accessilglgheare in the world, at any time of day. One
gift I received when my division made our numbensthe year was a fancy and expensive
international time clock—a gift | felt alluded tmpending international travel (turned out | was
right.)

Beyond money and technology, there are a hostheirstways being a professional
management consultant is rewarded materially. é@nsultant told me she was flown on client
corporate jets to and from her project site. | rmgred previously a trip my project team took to
the Bahamas. | also have been treated to spa,\aiicy dinners in top NYC restaurant wine
cellars, access to exclusive dance clubs, limousawel, first-class airline travel, discounted
gym memberships, the financial means to live irautiful brownstone off of scenic Prospect
Park, and free travel to almost any destinatioave®al firms had the policy that if you were
staffed out of town, you could exchange your agrliltket home for the weekend for travel to
any comparably priced destination. But, | raredg lime to enjoy these things. In fact, back at
that time, my partner and | had enough airline snded hotel points to travel first-class and
honeymoon for free for a week at Marriott resont&auai and Maui.

However, | agree with Kipping (2011) that “firmsvgabeen able to construct an ‘image’
of professionalism and have used it both to make ttonsultants confident and to impress their
clients” (p. 532), which is made all the more sdnhecthrough material rewards. Perhaps
because of these material rewards (in combinatitimn ather factors, of course), | did feel part of

an elite profession and, as | mentioned in theguesfbecame very cognizant of embodying
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management consulting professionalism. What atsals1to be addressed, though, are the
personal motivations and aspirations that may edtdd to profit motives.

Most consultants agreed that the financial rewafdsanagement consulting work help
make the intensity of work worthwhile. But, intetiagly, the material rewards of management
consulting professionalism rarely have to do whté material project outcomes. There is rarely
the sense of completion. Several consultantsirfgelabout this are indicative of the following
guote: “you don’t get to see things to completidfou don't get to see the value of it. That's
one of the challenges. You don’t necessarily gesee the fruit of your labor.” One of the
interpretations of this could point to a strategiarxist worker expropriation or a cultivated
entrepreneurial striving on the part of the consglindustry owners/partners. But, the nature of
this line of work also aligns with becoming proaess The project of work identification is
never finished off and is subject to intricate webseaning that overlap with previous projects
and future projects—or, in other words, seriesabibas upon actions. The reward is not a fixed,
finished product, but the process of becoming withie project.

Time and Space Constraints

Time and space constraints associated with manageroesulting work also contribute
pressure to be professional. Orientation progratient engagements, and the nature of
corporate travel influence becoming processesafepsionalism.

Once hired, consultants tend to undergo an intertsaming and orientation program.
These programs create a spatial seclusion thateesnainfessional norms to be communicated
and assimilated by consultants quickly and thorbugA former consultant remembers:

A lot of it [setting expectations for professiomsati] is done through the training right at

the beginning. At [management consulting firmjyds three weeks at the office and

then three weeks out at their campus. That waweseks of “here, this is how you need
to live”. That time you will be in suits. It wasboot camp to get you in the proper
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mindset [...] It's kinda like “you are going to comfo to our way.” And, one way they
do that is by controlling the environment you're in

This initial organizational training is importartrfinstilling the corporate aesthetic whereby the
consultant becomes transformed into an embodiqubcate achievement. After six weeks of
training, social interaction, professional netwarkiand having little time for communicating
with outside friends and family members, this cdiasu had little choice in adopting
(consciously or unconsciously) the professionakstpectations of the firm.

A heavy emphasis is placed on developing stroragioglships with your “start group™—
the cohort of new hires going through training thge. In addition to the spatial seclusion at the
training campus, nightly social activities provi@etile ground for concertive contrahd
socialization. For example, during the first weékny orientation training in New York, my
start group spent time with various office execesivat dinners around town. At these social
gatherings, our start group heard stories abowtesstul consultants and observed professional
tones and comportment in senior executives. Wddvalk among ourselves in the taxi cab
rides back home and discuss what we found inspamyexciting about moving into a career in
consulting and how attractive and “pulled togethbe executives were that we met. We
reveled in the investment the firm was making in @utertainment and introduction to the firm
through glamorous outings, but by the end of thelwwge also began to talk about the
exhaustion we felt from the pressure to alwaysdbeduring these social events. But, the time
and space we spent together during those initiake/ereated a relationship between us that
continued long after we went our separate waysimwitie firm.

The nature of project work also imposes time aratsonstraints on consultants. For
example, one consultant remarked, “I was workinBhiladelphia for two years and by the time

| got back to Chicago, I didn’t have a life anymoér€&luctuating schedules, temporary
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assignments, quick deliverable turnarounds, long$)@and team-based project structures
control the professional consultant’s life. AsaMe mentioned previously, consultants spend a
significant amount of time on planes, in airpontstental cars, and in hotels. On some longer-
term assignments, the firm sets up corporate hgusinconsultants. In my experience, this
means sharing an apartment with one of your calleag There is very little privacy, although
due to the long hours on client sites, consultdataot spend a great deal of time in corporate
apartments.

These demands on consultant time and long peabtisie spent traveling and working
away from home affect social relationships. THefing intimate reflection by a current
consultant points to the complex intersectionsméf space, and relationships endemic to
management consulting professionalism.

Most of my friends that | hang out with are the ®tieat | knew before | got into
consulting. When | hang out with other consultaitts either because we're all traveling
together and we’re driving to dinner together,itts,organized happy hours with a
meeting notice coming out [...] It's almost likewasocial settings are still organized in a
professional manner [...] But, | would say, eventasimpacted my social life outside
with friends | had before | got into consultingehlly can’t do much during week. So,
pretty much any activity that comes up in the wd@k,out. The one friend | can talk
about, “oh, this can be a tough schedule or thisbeatough for me to work out,” is the
friend who also is in consulting. Because he ustdeds how busy, what the
expectations are, how frequently I'm going to belmnroad. So, it's kind of a Catch 22,
right? You want to have people who understand Yiteiand what you do, but other
consultants are also least likely to have timén@irtschedule to match up with you so
you can hang out with them socially. But alsoytteemore likely to be the ones that,
unless you knew them before, they’ll be the oneg’wbe very professional, as well.
Luckily I knew this guy in college, we were botlsjwndergrads. | think we developed
that relationship before we got into consultinghihk if I met him now, and | said, “hey,
I’'m with [name left out]” and “I'm [name left outjith [name left out],” there would be
that “oh, we’re both in consulting—we need to acfessional.”

Social relationships are scheduled and boundetidogpdture of management consulting work.
While recognizing consultants as needing “humaaticais” outside of project demands, these

social interactions are often fabricated in wayd ar@ans that benefit organizational social
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networking and team morale, rather than persomatioaal needs. There is also the sense that
the professionalism demanded from time and spaggti@onts impacts a consultant’s ability to
form new, genuinely intimate relationships. As tlo@sultant suggests, meeting a potential
friend in consulting means that a certain levgbffessionalism will always mediate that
relationship.

Management consulting work relies on positive tapons and strong client
relationships. As such, time is a mediating farceonstructions of professionalism. From a
client-perspective, time is important to professiesm because the value of long-term
relationships supersedes the potential short-teimsgf lapses in integrity. Professionalism, as
a method through which client relationships arenfed and maintained, serves a mediating role
in decision-making related to integrity. One cdtesut claims, “a lot of people will try to push
the limits to see how much they can get away vath,that is the degradation of
professionalism.” The potential and promise of kirog with the client in the future incites
consultants to become professional.

Implications

Management consultants are asked to become pifakthrough a variety of external
forces: clients, colleagues, firm evaluations, mateewards, and time and space constraints.
Importantly, these forces can affédth painand pleasure. Professionalism, as an organizing
technology, makes use of these mechanisms in tod®mstruct particular professional
identities:

The power of normalization imposes homogeneity;ibadividualizes by making it

possible to measure gaps, to determine levelsx gpécialties and to render the

differences useful by fitting them one to anothkris easy to understand how the power
of the norm functions within a system of formal alify, since within a homogeneity that

is the rule, the norm introduces, as a useful iaper and as a result of measurement, all
the shading of individual differences. (Foucau®t71, p. 184)
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In establishing resources for becoming professi@mal, executives to emulate, evaluations to
inform, space to observe and conform), firms ate &bdevelop a professional aesthetic.
Through differential embodiment of professionali@rg., women versus men, junior consultants
versus executives), the gradations inform, measune feach normative expectations.

As Foucault (1977) notes, “discipline increasesftinees of the body (in economic terms
of utility) and diminishes these same forces (ifitpal terms of obedience)” (p. 138). Yet,
given the power/knowledge framework outlined in @tlea Three, this is a unilateral view of
docile bodies warranting complication. The waysvhrich people are invited to be disciplined
cannot be extricated from teleological influenced the other components of self care. | also
would add that it is impossible to judge the affeetapacity of disciplining forces. While
Foucault renders the enhancement of a body’s forted to economic terms in this quote, we
will see in the telos section that not all desaed aspirations upon which modes of subjection
operate are tied to economic means. Before gdttierg, though, I first would like to explore
the matter and substance upon which the discigifonces of this section are acting.

Ethical Substance

Ethical substance includes the parts of the sahuwphich self-forming activities and
modes of subjectivation act. Foucault (1997) askbkat is the aspect or part of myself or my
behavior which is concerned with moral conductf’” 263). In the case of management
consultants, professionalism acts upon the bodyegacommunication style, and mindset.
Body

| previously highlighted some of the ways in whofessionalism defines dress, vocal
tones, and bodily comportment. But, it is morenthust the superficial outerwear of dress and

body language that is affected by management camgydrofessionalism. Professionalism can
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cultivate an embodied homogeneity. One former glbast describes the value of
professionalism in crafting a type of replicablerfimold:

The first place | worked management consulting ttoey were trying to create a mold.
That when somebody said, “this person works for Gamy A,” no matter who it was,
they were always going to act and behave in theesaay. It was very much—their
product was their people and you wanted everyorettand behave in the same way.
When someone hires them, you knew exactly whatwexg going to get. We were the
product and they had to be able to control whatghaduct looked like. They were like
Apple. They have to make sure that everything gloas into that iPhone they have
control over. If you have control over it, nothirsggoing to mess it up. If you put an app
on that iPhone, they have to have control oveMaéke sure it doesn’t ruin anything else.
And, they have to control everything because thduct is these consultants. So, one
idiot can bring down the house. They plug one@eiaut and put in another and they
would act the same way. That's not even a hiddemada. | thought | remember that
being called out—that'’s just the way they wanted ibe. The whole thing—they were
trying to do that on purpose.

It is in this same spirit that a consultant deaafgou can pick out a former consultant
anywhere.” Professionalism etches particular lyotbimportments, communication styles,
mindsets, and values into the bodies and attendanterisms of consultants.

Foucault (1977, 1980) wrote extensively aboutiibey as a site of power. He was
specifically interested in the effects of powertbe body. In a well-known passage, Foucault
(1977) writes:

But the body is also directly involved in a pol#idield; power relations have an

immediate hold upon it; they invest it, mark igitr it, torture it, force it to carry out

tasks, to perform ceremonies, to emit signs. pblgical investment of the body is
bound up, in accordance with complex reciprocaltiehs, with its economic use [...] its
constitution as labour power is possible only isitaught up in a system of subjection

[...] the body becomes a useful force only if it athba productive body and a subjected

body. (pp. 25-26)

As this passage suggests, the effects of powdreohddy are not simply repressive, but also
productive. Power “produces effects at the levelesire—and also at the level of knowledge”

(Foucault, 1980, p. 59). Through a genealogicalyais of the conditions through which power

and knowledge is deployed, Foucault (1980a) idiestihe “perpetual spirals of power and
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pleasure” (p. 45) that exist within the complexemtingling of power, knowledge, resistance,
and pleasure—often at the site of the body. Tyl constituted within a broader field of
discursive and political forces, which shape, ndizeaand condition individuals into docile
bodies (Foucault, 1977).

As an example of the simultaneously pleasurablerepiekssive work professionalism
enacts on the body, | can point to my fingernafls. a professional management consultant, my
body was expected to be groomed and polished. oPdrése expectations, as a woman,
included having presentable fingernails. Mosthaf wwomen with whom | worked scheduled
regular manicures and this soon became part ofoomyne, as well. During my time in my PhD
program, | purposefully have tried to “shake” sooheny professionally disciplined habits. | try
not to hold back on laughing and | tend to avoithd@nything with my nails. It took a lot of
willpower, but | even showed up for school in searhe day. But, an interesting thing happened
when | started conducting interviews with manageneensultants for this project. | scheduled
my first interview to meet at a coffee shop witbusrent consultant. On the day of the interview
| found myself slightly panicked because | realigeat my fingernails weren’t “done.” |
actually wondered whether or not this consultanidanake judgments about my failure to
conform with embodied professionalism standards—amether or not this would influence my
credibility. | share this story because | do bedienanagement consulting significantly marks
the body and mindset of consultants in ways thehat always visible.

Women'’s bodies, in general, present challengesrfdyodying management consulting
professionalism (Holmer-Nadesan & Trethewey, 200@thewey, 1999; Trethewey, 2001).
“Women managers have been required to present @ desexualized persona, so as not to call

attention to their embodied difference” (Wolkowief)06, p. 90). As female consultants have
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noted in their comments in other sections, becomnoefessional bodies as women involves
choosing particular clothes to mask the body (engted colors, nothing “too sexy”). Yet, as
several female consultants affirmed, knowing eyastiat constitutes the professional female
body is difficult to ascertain. A skirt on one wamlooks professional, yet on another woman, it
looks too sexy. From consultant accounts, bodg,tage, and bodily comportment are
“differences that make a difference” in embodiedf@ssionalism.

Yet, sometimes in management consulting work, taegearticular people who are
allowed to embody unprofessionalism, which allutdethe political and discursive construction
of professionalism. Remember the story about tims@ltant fired for smoking at the client site?
Whereas failure to conform to professionalism eigu@ns resulted in getting fired fdrat
consultant, the same executive chalkshupconsultant’s lack of embodied professionalism to
“style”:

He was very blunt in his communication where hemase willing than most to be

provocative in his assessment of his clients’ bessrand his assessment of his clients’

options. He had longer hair than most. He habably, ah, personally, he’s a bigger
man and he blusters into a room and is loud [..dr’tthink this is as much a difference
in professionalism as it is in style. An individweého just decided they’re not going to
play by somebody else’s rules.
Insensitive communication style, long hair, andisaigllined body are coded as unprofessional
in this account, but for unknown reasons are jigstiin this particular consultant’s case and
recoded as style. Perhaps this consultant wase ‘kid” or industry expert important to a
particular project’s success? However, it helpaalestrate that the attributes, behaviors, and
norms often associated with professionalism areudssvely constructed in the interests of the
firm/occupation. The naturalization and codifiocatiof professionalism in management

consulting work masks its taken-for-granted, yghhi contingent nature. When

professionalism, or lack of professionalism, isaked, it privileges certain interests over others.

127



It also points to the way in which professionalisrarks the consultant as the communicative
expression of professionalism—making the body tlessage (Cheney & Ashcraft, 2007).

Aesthetic labor theorists have written extensiadgut the recruiting and sale of
embodied organizational aesthetics in contempaaryice corporations (Warhurst & Nickson,
2009; Witz, Warhurst, & Nickson, 2003; WolkowitZA)@5). The body becomes the substance
upon which an organizational aesthetic can be eppiharketed, and sold to consumers. This
theorization of the body has important implicatiémsthinking about the organizing ethic of
professionalism in occupations. In Chapter Fivaistuss potential intersections between
management consulting professionalism, aesthdiarJand Ashcraft’'s (2013) glass slipper
metaphor for occupational segregation.
Values

Although management consultants come into firnth @stablished personal and
professional value systems gained through life e&pee, family upbringing, and so forth,
management consulting professionalism drives cextalues to the forefront of consultant lives.
Current and former consultant narratives suggesv#tues most notably worked upon by
professionalism include: integrity, courage, argpeet for Others.

Professionalism encourages integrity. One comguiikecutive was adamant that being
a professional meant that “for no client, no pegrigacrifice my integrity.” Although news
media accounts of insider trading and creative actiog suggest that the management
consulting industry’s drive for utilization, clienbntracts, and profitability lead to unethical
values and behaviors, this was not the case isttres | heard from current and former
management consultants. In the following storgpm@sultant gives an example of the long-term

benefits to honesty and engaged conflict resolukithin client engagements:
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We were two weeks into the project and the compemyrad agreed with didn’t uphold
any parts of the contract for us to be able to roaetleadline. And, so it turned out to
be a really difficult situation. And, it was a ydarge client for us. And, | called our
president here, whom | have a great deal of respeand | said, “got a problem. | can
see we’re not going to deliver on this. It's twineto a problem. It's going to be

difficult in the end. And, | think we need to hatvee conversation with the client now.

And, | think, honestly, that the course of actisriar us to say, we've worked two weeks,

this is how much we would charge you if it was T&Miwe and materials. And, let's

just walk away. Because you're not going to geatyou want out of it.” In that

particular case, because of the relationship wewitidthe client and the relationship |

had established with the person who initiated #aiqular project, that's indeed what

happened. They came back to us and said, “yoigine. rWe didn’t fulfill our end of the

bargain. You're right, we're not ready to do thieject right now. And, there’'s no

reason for us to wait eight weeks until the enthaf work. And so, let’s cut our losses.”
In this case, personal values bump up againstffiramcial goals and the consultant is forced to
make choices about how to proceed. Rather thatmcendown a path leading to the failure of
project objectives and the client paying a lot @y, the consultant renegotiated the terms of
the contract—in this case, ending the projecttfersake of doing what she felt was “the right
thing to do for the client.”

Another current consultant spoke about a projeethich his analysis of the
organization’s situation ended up getting the plesi of the division (who had hired him) fired.
It wasn’t the outcome the consultant wanted, bathse the president was part of the problem
and the organization had previously looked therotfay, the consultant took the responsibility
of bringing forth what could be considered an unpapmessage. As the consultant explained,
“to solve the problem for which they hired me, #haras nothing | could do for them with him
[the division president] in that role.” Deliverirtlyis kind of bad news requires courage because
consultants often have developed strong relatigssivith clients and it becomes difficult to say
“no” to their requests and demands.

In some instances, this integrity and couragectoasét the consulting firm potential

clients. But, becoming professional as a consultarolves engaging in difficult conversations
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that challenge these very values. It is only tgtothese types of conversations and situations
that consultants can put into practice the intggnitd courage associated with being a
professional. One consulting executive offersamgle one such situation he encountered:
We had a big customer service project that we wesposing to a large natural gas
utility and their service organization was suffgrinVe fundamentally disagreed with the
way they were thinking about the problem. We @rajed their assumptions and created
a proposal to turn around their thinking. We weutt on a limb by telling them that “the
way you are thinking about this is wrong. Yes, ' 'yewasked us to present a solution to
A, but we think you need to think about B.” Wekesd losing the business by doing that.
Instead of presenting what the client wanted ta,htee consultant’s firm moved forward with a
proposal that reflected a commitment to honesty quide simply, doing the “right” thing
according to the information the group had at ihiet | am interested, however, in exploring in
more detail the ways in which these values are m@gehby the firm. Had the consultant lost the
business, how would the value of integrity and egerengendered by professionalism change?
There are no codified set of values to which alhegement consultants adhere. Several
consultants at one firm referenced a firm-wide cofdeonduct, which outlines professional
values. One consultant said some business schmtsfering a code of conduct that MBAs
can sign up for now. Yet, completion of certificait programs, more specifically and as
discussed in Chapter Two, is not a requiremenetmine a professional management
consultant. As a former engineer, this consultanipared the certifications of consultants to
engineers:
There are a number of certifications that civil ameichanical engineers have to take on
to be seen as reputable and to progress in theieisa But, this is not so for software
engineers or some of the younger fields of tectmotbat are growing fast. [In
consulting] there are some technical areas whesplpgo out and get certifications, but
| feel even if there was a certification for a dextl management consultant, it would be
interesting to see if clients would pay a premiwmd consultant that has that

certification versus a consultant with a provehkreecord with peer companies in that
sector. That's a topic worth debating.
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From this quote, there is the sense that in manageoconsulting work, proven action is more
valuable to clients than certified values. Orgther words, no certification or training program
could make up for proven action and accomplishrf@mthe job” when clients seek a
professional consultant.

After working for his management consulting firor fLO years, one consultant left, in
part, due to his frustration over a cultivated nsieidof “we’re better than them” in terms of client
relationships. In the following account, the cdtemut expresses this “us versus them” value that
was engrained in professionalism expectationssaptavious firm. Based on his experiences of
the detrimental effects of that professional vaheepurposefully cultivated an alternative
professional value of client respect at his nemfir

It bothered me that the project teams that we asteehtypically had an air of “we are so

much smarter than the client.” That bothered neabse we were between 20 and 30

years old with limited experience. Definitely sinpeople—but, we didn’t have the

respect and perspective of the client that we rtemlbave. And, we didn’t have leaders
around us to help us understand that. So, it pesiped and grew and became the norm.

To me, that’s unprofessionalism.

As will be discussed in further detail in Chapterel the perpetuation of an “us versus them”
value system hinders the capacity for creatingnigwnstitutions and powerful affect. The
consultant points to an important method for pesitiollective action—treating Others with
respect.

Communication Style

Professionalism impacts management consultantshamication style in myriad
fashions. More specifically, becoming a profesalananagement consultant involves

exhibiting proficiency in a particular occupatiofaigon, developing savvy interpersonal skills,

and cultivating emotional intelligence.
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The use of language such as, “deliverables” antiZation rate” connote promise,
urgency, and material results. One consulting @tee suggested that “benchmarks,” “best
practices,” and consultant anecdotes help cliematsensense of and navigate the challenges of
organizational changes. The use of fact-basednalfigelps navigate internal politics.” Another
current executive organizes her day using somkisfoccupational-specific language:

My day is driven bymetrics—the things I'm expected to perform as part of my

commitment to the organization. And, my commitmesnt be broken down into 3 areas:

one is continuing to capture and maintaitellectual capital Mentoringjunior

resources And, then part of that is just plainilization and helping clients with

whatever solutions. And, my day is usually spignestly, between those 3 things
(emphasis added)

As language defines how we make sense of the vaoolahd us, the action-orientation and
hierarchical denotation of terms “intellectual ¢apf “junior resources,” and “utilization” may
provide insights into what is important in the douastion of professionalism in management
consulting. Other consulting jargon, such as, t'lpesctices,” suggests for one consultant
“they’ve been passed down generation to generasahings that have proven successful.” This
affects consultant perceptions of perceived capwlitd challenge taken-for-granted ways of
doing things.

It is not just the terms that contribute to mamaget consulting professionalism, but also
the modulated tone with which these words are comcated. A friend from college (not a
consultant) remarked to me at one point that oreuofoint friends (a consultant) “sounded
funny.” After not seeing him for several years, frignd was surprised by the professional tone
and language he used at our very laid-back andatesunion. This points to the ways in which
language and tone contribute to an overall aestkgtie of professionalism and can pervade the

traditional professional boundaries of work consext
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Management consulting professionalism encourlag#srationalityand passion in
communication styles. For example, a current cibasuspoke about how a professional
communication style improved his relationship with wife and friends: “I look at
disagreements with family and friends in a différeay—approaching disagreements or
problems in personal life with a structured, cotisglapproach.” This rational style in not only
helpful for conflict resolution, but it is also Ipélil for those consultants who are not as
comfortable with social networking, more generalfs one former consultant reasons:

The experience of being a consultant has madsigrei®r me in social situations to do a

better job of being a participant. | put on my soltant hat and charge forward and talk

to people [...] I don’t think I’'m naturally the besetworker—I don’t really do it—but, |
know it's valuable and worthwhile and my consultsigll set has helped me do that even
though it's not necessarily where | would normatyfrom a personal preference.
This professional communication style can be diffito cultivate. As one former consultant
proclaims: “I've sat through presentations watchimg partner deliver a presentation and being
in awe—there’s a certain element of that that luiyfconvinced that you are born with.” So,
while rationality is a component of professionatounication style, it is also inseparable from
passion—whether innate or trained.

Consultants become professional through the dewetap of strong interpersonal
communication skills, with an emphasis on estabigleredibility, trust, and sociability quickly.
Part of consulting relationships depends upon wigi@pproval and buy-in. This necessitates
being able to “read people” in order to develojmmaicy, connection, and familiarity with new
people. “What'’s their personality? What gets theetoited? What gets them excited to show
work products? What gets them riled up and aggeai?d A consultant tells the following story

about how she was encouraged through client fe&dbagork on her emotional intelligence

and corresponding interpersonal skills:
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One of my clients when | was at [firm] had giveedback that | was almost too cold. |
was doing customer interviews for a consumer irtsigase. The funny part was that
somebody before me had done some similar intervéanshad seen the results. And,
seen the responses. And | was getting similaoresgs. So, people would tell jokes, but
| had already heard their funny answers. So, héging familiar enough. They were
like, “gosh, is she not human because she’s nghiag at our jokes?” But, I literally
got that feedback. So, | was like, “okay, | didgét the balance right.” | was trying to
be too matter of fact—professional—and, | didnkganough time out to be familiar
enough so people could build trust. | needed tarz being more—that balance
between letting people know you are human and goudt such a square, that they can
kind of relate to you, but also having that kindoobfessional attitude.

Part of becoming a professional management comsuft@olves learning how to read people
and determining appropriate interpersonal commuioicatrategies for expressibgth cool,
objective rationalityand warm, engaging intimacy. Imbalances to this equadre coded as
unprofessional—whether by clients or colleagues.

Consultants without innate or learned professienaimunication competencies are
encouraged and provided opportunities (sometimesuntarily) to develop professionalism.
One former consultant expressed her resistand¢etprbfessional training imposed upon her by
judgments made by more senior members of the firm:

When | was up for manager, | was told | needed motish—well, | think you can tell |

have a sense of humor. No, it wasn’t more polighaais “more seasoning,” they said.

My response to the person who gave me that wasrédalt, pepper, garlic, what?”

That was the most useless, and | told the guy thait was the most useless piece of

feedback I've ever received in my life [...] Theylmoking for somebody who can think

on their feet—I think is the most professional lskdu can have. What would happen
is—to help me with the seasoning—they would worktmaw a sales pitch would go and
we’d have it done to a T, then the senior managerddvpurposefully not show up and
they would go “Ok, it's all you.” Which happeneelveral times in my training. So, the
one thing | can do now is think on my feet. It the way you want to learn, though.

Apparently they thought it was.

While she expressed gratitude for the developmieatcommunication style that has served her

well in a new professional context, she also pamthe challenges of this kind of training

technique. Once again, the ambiguity of profesdiem is evident through executive coding of
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the consultant's communication style as needingrams@asoning.” This is a characterization
that connotes her gender and youth, yet providks $ipecificity on how to become more
professional in this context.

But, at the same time, there is a tension betvwe#mbeing seen (strategically
establishing self and expertiss)d not bringing attention to self (muting presena®tigh dress
and vocal tones, so as not to disturb the enviromen the previous anecdote, the consultant’s
communication style serves as a focal point fofggsional development. In the following
story, the consultant’'s communication style seagea backdrop for professionalism:

In a group meeting situation, especially with seteadership there, as a consultant, you

often nod your head, you agree, you are not sa avelisagreeing—you more maneuver

the conversation. But, being on the client side,ntve had to learn how to be more
assertive and opinionated in an overt way as oggptwsa nuanced way that you usually
do as a consultant.
This former consultant’s comment suggests thatgsabnalism can become an archived,
sedimented set of behaviors, patterns, and mintisgtstay with consultants, even after they
leave the industry. As | mentioned in the prefdloe,professional communication style expected
of me as a management consulting professionaffexeint from the communication style
expected of an academic.

For example, in communicating with my advisor atoy progress in the PhD program,
there were particular conventions of my communacastyle that remained from my
understandings of management consulting profesissomal provided regular emailed status
updates in order to communicate goals, timefraed bulleted lists of “deliverables.” These
status reports also delineated deliverables irtbaes marked as “completed,” “in progress,”

and “immediate next steps.” This was a formatddu® report on my weekly activities for many

of my consulting engagements. | am thankful thatadvisor was familiar with management
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consulting communication styles, as my messagedsl t@ve been interpreted as another
language. However, I did find that the concepa status report was unfamiliar to several of my
graduate colleagues.
Mindset

A professional mindset is cultivated by manageneentulting professionalism, but is
also conditioned by anticipatory socialization @eges. A consulting recruiter once informed
me that my upbringing as an “Army brat” would bengelling to the consulting industry. As
my father was a military police officer, it suggasthree things. First, that I likely was raised i
a disciplined household—one that appreciated stre@nd routines, and endorsed a respect for
authority. Second, that | probably had acquirégpa of personal resiliency, given the regular
relocations characteristic of military life. Anihird, that | likely developed strong interpersonal
communication skills from exposure to diverse peadities and learning to “read” people in
new contexts. This early military socializationaith probability would provide a fertile (and,
unresisting) ground for further developing a prefesal management consultant mindset.

While the modes of subjectivation discussed preshoaffer insights into the sometimes,
top-down, coercive power relations that homogetheeworkforce, we also consent to an ethic
of professionalism to “work on us,” and even takeag pleasures in the ways in which a
professional orientation to the world shapes arahghs us. Although a professional mindset is
often difficult to sustain, consulting firms ofteeward actions that reflect a professional
orientation to life as a consultant.

For example, at a certain point in my consultingeeg | wanted to start a family. At the
end of one project, | was told that | would likélg heading to Switzerland for my next project.

As | had planned to become pregnant after the cetmopl of my current project, | began

136



reflecting upon how pregnancy+woman-+consultant+irggonal project would impact my
ability to remain professional and successful. Whiay morning sickness prevented me from
participating equally with my teammates? How woulg “well checkups” impact my travel
schedule—would | cost the firm/project extra ex@efos trips back to the United States? |
requested a transfer from the high-travel and seemorkload of the brand management practice
to the managed markets practice—known within tiva for its relatively low travel at the time.
My actions in regards to handling my pregnancy vpeeesed by a senior member of the firm
and thus reinforced a disciplined professional reatdby encouraging me to feel | had “done the
right thing.”

A former consultant told a related story aboutdegision to start a family:

| remember asking a partner when is a good tinfet@ a baby. And they had said,

“well, I did the financial analysis of it.” | wdse, “wait. Stop there.” And they had

said “with good help, you can have a baby whengearwant. And, there’s no good

time to have a baby.” And, every partner | askad,s'Oh, we have good help. Oh, we

have good help. Oh, we have good help.” Soldtrtee that if | really wanted to be a

hands-on mom, then I couldn’t be in managementuting. That's exactly what

happened. It's all-encompassing. Especially tioéggsionalism aspect of it.
The worldview that is crafted is one in which otthg professional self can exist within
discourses of work and family. As Wolkowitz (20@®ntends:

Demanding employment is usually still organizeduabthe lifestyle of a male worker

without day-to-day caring responsibilities—evethié worker is now female. The

routines of professional life make little room fmegnancy or the nursing mother (p. 92).
As brought forth in the preface, there is orgamaretl benefit to fixing professional identities as
it creates a particular mindset and correspondatiQras.

The same consultant asserts “l shouldn’t be hasamyersations in HR about how to

FedEx your milk back home.” The professional metdsan pose significant barriers for women

and men in consulting. Firms still grapple withriife balance policies, particularly
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promotion policies and consulting lifestyle adajtas for working mothers. Deloitte
Consulting, long heralded dyorking Mothemagazine as one of the best places to work,
provides continuing education programs, flexiblekvarrangements, and women'’s networking
initiatives. However, as one former consultantntans, it is difficult to put into practice the
values these programs are designed to promotehdvlaiod remains a powerful barrier to
women’s advancement in management consulting firms.

Yet, on the other hand, to complicate this portrag@other consultant argued a
professional mindset keeps integrity front and eefdr consultants. “A professional mindset is
not having to worry about covering up lies, gragas. My clients and colleagues don’t have to
worry about that. There’s trust.” Professionalisnthis sense creates a mindset of truthfulness
and integrity that many consultants feel is crittcasuccessful management consulting work.
As one consulting executive explained:

One of the foundational components of managemerdutbng professionalism is

courage. Low self-orientation, courage, and intggreates a foundation of trust. It's

hard. The problem with being truthful is thatatdes you to have difficult conversations.

It's hard to tell somebody the truth that they ddrave the skills needed to do the job.

It's hard to tell a client you don’t agree with sewf the decisions they’re making or the

direction they’re heading. Those are unpleasang#hthat you have to deal with if you

are handling yourself in a professional manner.
A professional mindset, once again, is taxing ecpce. However, when combined with values,
such as integrity and courage, it provides a doatmor consultants can adorn themselves with
in order to face and deal with “unpleasant” sitoiasi and difficult conversations with both
clients and colleagues.
Implications

The “care of the self” is negotiated in/throughi@as, beliefs, and attitudes as

constructed and interpreted within a variety otdigses about what it means to be a
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professional management consultant. This resulssparticular mindset and embodied
orientation to the world. But, mind and body, astmally constitutive substances of self, are not
separate. This conceptualization enables organmnedtresearchers to recast understandings of
professional services work as embodied knowledg&wBoththe mindandthe body are

worked over by professionalism.

A “life as a work of art” approach to self compliea scholarship only focused on
“looking good and sounding right” (Warhurst & Nicks 2001)—the aesthetic style of
professional services work. Core ethical substahewe been altered (body, values,
communication style, and mindset) in consultantsugh various self-forming and external
forms of subjection. But, there remains one lazizte piece in the becoming activities of
professional consultants that is inextricable fibese dimensions: telos.

Telos

As | have foreshadowed in previous sections, tlveiméng activities of a professional
management consultant are shaped by a varietyeaidgies, not all associated with money and
prestige. Foucault’s (1997) question, “which is Kind of being to which we aspire when we
behave in a moral way?” (p. 265), helps contextealne self-forming and mode of
subjectivation work on the consultant’s ethicalsabhce. An important contribution of the
application of this question in management studi¢lse apparent joy, pleasure, and fulfillment
management consultants gain in their lives fronmsatimg experiences and relationships. Three
themes emerged from my interviews regarding whasgliants gain from management

consulting professionalism: partnerships, controt] being a part of something bigger.
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Partnerships

Fundamentally, consultants strive to understanio've my client?” Embedded in this
guestion is an assumption of difference—which, disb& discussed in Chapter Five, is
foundational to political love. Professionalisnoyokes and sustains an orientation to an Other.
In order to come together as equals and createuptivd partnerships, several consultants made
the case that professionalism provided a toolkicfmameleon-like adaptations. Professionalism
assists with establishing a presence and connewettbran Other without significantly disrupting
the environment. From there, consultants can ahiftadapt as needed within a client
relationship. Professionalism thus ensures balclient and the consultant retain their
singularity, but are able to come together to esaimething new.

Several similar consultant comments are refleatetie following: “you are there not
because you are faster or smarter, but becausargabjective and clients require someone
from the outside so that it is easier to digesttwioa're helping them to solve.” Most of the
consultants with whom | spoke recognized that #reybrought in to share understandings of
how the industry more broadly solves particularamigational challenges. In fact, one
consultant mentioned that the client “understahdsproblem better because they live with it.
For every problem a consultant solves, there aratl3€rs they solved on their own.” As such,
consultants aspire to help and be useful in findiolgtions to business problems. This respect
for the Other (the client) is critical to professad partnerships.

These client-consultant partnerships are sometimgsjot always, long-lasting. One
former consultant relayed the following story aboné of his early project teams:

| think it was last year that it had been 10 yesmse the system went up and some of the

folks who helped implement the system both on tiemtside and the consulting side got
together and they invited me for drinks. That @w@syears later. That was pretty
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incredible. You know, people do make connectiogrsalnse the other thing is that you
spend in many of these projects a very intense—spend a lot of hours with these folks.

In this case, a productive client partnership bhadmpack feelings of joy, gratitude, and respect.
These kinds of professional relationships havestagower and enhance the life force of all
involved. Even after 10 years, the project woiik ttonsultant performed continued to affect the
client organization and the people with whom hek&drin positive ways.

There is a lot of excitement generated from thdlehges of consulting work, including
the lifestyle and variety of people with whom yaavk the opportunity to work. This can be
really fun, too:

Now, if the project scope is on target [...] thes téally just about building a

relationship with the client. And, you're abledevelop a solution and a solution

mindset, and everyone has a common goal. Tha#&nwils really fun!
Many consultants spoke about the enjoyment théyabelut the learning environment and
opportunities to work across industries and fumalareas. One current consultant sums it up
best: “I feel pretty thankful that I'm able to géts terrific experience.” Through intellectual
stimulation, challenging interpersonal communiaasduations, and professional relationship
development, management consultants can experngaaejoy and pleasure from client
partnerships.

On one of my projects, each of our roles were hetap to a client counterpart. |
became very close with my communication counterpd@re regularly had lunch together and
met to brainstorm project communication materidMhile a positive relationship was part of
my professional responsibilities, the intimacy taveloped between us provided a great deal of
comfort and enjoyment to my work day. Although avé not keep in touch for very long after
the end of that project, | still remember that sdedly wanted to buy a convertible VW bug and

the family stories she told to that end. | did egperience this level of intimacy and care for any
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of my subsequent clients, but the known possibdftguch partnerships left open the potential
for such professional relationships in my laterj@cts.
Control

Management consulting work is precarious and dtregszen the competition for
projects and assignments, high annual turnoves ragdective partnership classes, and the
everyday pressure of managing client relationshis, it is perhaps little wonder that several
consultants, former and current, expressed dealigthte structure, protocol, hierarchy, work
plans, and deliverables inherent to managemenuttorggswork. One consultant remarked, “one
of the things | enjoyed about consulting was thatas always well-defined.”

Consultants expressed remorse and sadness waehpoijects fail to meet objectives in
some way. Professionalism helps circumvent thesknigs and “the potential for beating
yourself up.” One current consultant elaboratedhaw knowing you acted in a professional
manner can help “rationalize” when things don't kvout as intended:

At the time, with all the information we had, tivedis the best decision we could make.

We worked with the client and went down that pafimd, if it didn’t work, then, hey, we

all thought it was the best thing to do. So, thames that's just life sometimes. Then you

figure out why and you learn from it.
Becoming professional is one way to avoid the tédailure. One consultant says
professionalism helps “when you know that therenawdti-million dollar deals always on the
line—there’s a lot of pressure not to mess that lyofessionalism provides a control of the self
that feels good. Being a “jack of all trades, addishing financial security, developing a strong
reputation for self and firm, and being able tcatfépeople offer a sense of grounding and
stability in an otherwise chaotic environment.

Consultants also face the tensiongath not wanting to be fired and being needed for

the next phase of work (irrepaceabilifyd achieving a certain level of impact and change tha
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they are no longer needed (replaceability). Fa aurrent consultant, success means that she
should be able to be replaced. She argues, “ifweamt to lead, then you have to let go of that
responsibility of always being the point persoruYvon't be able to transfer knowledge if you
enjoy what you do so much that you can’t let gdf tre pressures of your work are too great.”
Acceptance of these tensions related to use-valpart of the becoming process of management
consulting professionalism.
Being a Part of Something Bigger

Becoming professional for consultants in this gtundolves being a part of something
bigger, both literally and symbolically. From telal perspective, professionalism enables
consultants to establish and remain connectedamar social network. “If | go to a business
event where there’s people of Vice-Presidents,i@eats, CFOs there, | feel like | can easily
interact with them, not embarrass myself, maybeaxaaktrong impression, build a valuable
addition to my personal network.” Although thipéyof social capital is instrumental to
neoliberal entrepreneurialism and self-brandingrehs also an element to social networking
that offers intrinsic satisfaction from being pafta broader social system—part of relationships
outside of the self. The importance of this sesfssommunity is also apparent from a client
engagement perspective, as one consultant argues+viygot a lifeline. If you need help with
something, let me know.” Being a part of a biggeafessional network provides support and
resources important to the professional consultant.

But, the desire to be part of something biggers aleates disappointment. Most
consulting work is “behind the scenes,” yet highlsible and influential to people’s everyday

lives. As one consultant commented:
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You don't really own anything—it is for the benedit the client or firm. Itis nota

business where | developed this and my name ispgtdon it. Not having a sense of

ownership can get frustrating when you want toiée o the mission of something.
Professionalism in this situation requires the oitast to contribute as part of a larger
collective, but remain invisible as an active maptant. Sometimes consultants see the product
of their labor, but oftentimes they do not. Somggxts articulate a strategy and design for a
project, but do not enable consultants to see tdesigns executed and in operation.

Being a part of something bigger symbolically gisovides motivation to become a
professional consultant and participate in an amghcollective of people doing similarly
impactful work. As one current consultant affirméee power of professionalism is not strictly
tied to monetary aspects:

Everyone likes to think they are doing good woNo matter what people say, true

fulfillment comes from many more intangible areaart just the money you make. |

think professionalism, even though the connectiay not be as clear, professionalism

makes you feel a part of something bigger—thatetiea code of conduct, that there is a

way of doing things. You have a certain senseegida part of a group of people that

are pursuing something bigger than just finanatalg, bigger values than self or firm.
Through professionalism, consultants are inciteblet@ part of something bigger than the self.
This has a powerful affective quality that poirddiie benefits of collective organizing. As
people come together, as singular bodies with eesir be a part of something bigger, the
collective potential for loving, positive actionamplified.
Implications

Spinoza (1996) defined love as joy with the ideexdernal cause. The pleasure and
enjoyment found in consultant accounts of managécmrsulting professionalism are evident
in this section. From loving partnerships, congat control, and the enjoyment of being a part

of something bigger than one’s self, managemengudtants in this study point to the potential

of joyful relationships and institutions, even viitla neoliberal, capitalist enterprise. This means

144



that organizational studies can no longer ignoeesatttive, powerful potential of people working
in corporations.

Analyses of control, subjectivity, and disciplire @ertainly part of the story, as
indicated in the previous dimensions of self-etbitnation. However, that logic must be
balanced with the passion, love, and capacity éovesful affect that these professional
consultants hold in teleologies related to selfmeings. Through partnerships, control, and
being a part of something bigger, professionalieapss consultant ideals and motivations,
which then inform actions, decisions, and actigitielated to becoming professional.

Summary

The interdependencies of these becoming techniggiight the intersections of
power/knowledge dynamics. To this endhath-andperspective signals their mutually
constitutive nature. Knowledge about the self gdifrom self-forming activities and modes of
subjectivation are created within particular D/disive fields of possibilities, thus signaling a
privileging of certain ways of seeing/being in thierld over others. There is pleasurdoth
the constraints of the professionalism episteme(gl 2012andresisting and redefining for
the self the work of professionalism. The aims exeimplars of professionalism (teldth
reinforceandresist firm and societal D/discourses of professicubjectivity. Knowledge
gained from observations of and participation itweks of power relations feed inbmth
management consulting professional teleologiesinspired self-forming activities. Therefore,
in thinking about becoming processes of self, thersections of power/knowledge dynamics
cannot be extricated from each other, given thetually constitutive essence. As Foucault

(1997) states, “we should not have to refer thatore activity of somebody to the kind of
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relation he has to himself, but should relate tinel lof relation one has to oneself to a creative
activity” (p. 262).

Figuring out the fundamental question driving time of work, “who is my client,”
involvesbothrationalityand passion. Spinoza (1996) advocates for this tygmtf-andattitude
as he believed, “the path of wisdom and happiretse enjoyment of intellectual activity and
resides in the pleasure taken in the deploymephygs$ical and mental power” (xv).
Professionalism is an organizing technology fordbestitution of a field of possibilities in
which consultants make sense of self and OthesfeBsionalism, in this sense, could be
analyzed abothbadandgood. Professionalism demands certain bodiespodments,
attitudes, interactions, and aspirations. Budl|gb serves as a way for avoiding reaction and
sustaining action. By learning how to manage the&sipns—avoiding destructive, negative
reactions—professionalism ensures alignment withtpre action and interaction. The
acceptance dsoththe goodandthe bad cultivates an ethos of “life as a worlkadf’

The challenge, of course, is finding the balandeveen that which is positive—for
example, the line between expressing loving car@dosons at work (active, enhancing
potential) and varying individual levels of comfavrith these kinds of expressions outside of
home/personal contexts—and, where the positiversegaesonance into the negative—for
example, sexual harassment (reactive, negatingippalle Through the development of
emotional intelligence, interpersonal communicaseills, and general “people” experience,
management consultants apply personal judgmemstésmine the balance between the
rationality and passion inherent to enacting antia@dying management consulting
professionalism. These complicated and shiftinigrpretations contribute to understandings of

the nuanced activities involved in becoming a @si@nal management consultant.
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Through the four becoming activities presentedis $ection, there is the sense that
there is an inherent overcoming of self, as sithatghin power/knowledge relations, that is
critical to a professional client-orientation. figuring out the question “who is my client?,” both
through intersubjective exchanges with clientséanjlues and self exploration/improvement,
consultants employ symbolic and material resouirtesgaging in professional identity work.
Would the question “who is my client?” that centansl drives the industry be any less relevant
if the client-consultant exchange were not predidatn money? Perhaps, but this question
fundamentally simplifies and stereotypes an ocdapat association with potential, power,
knowledge, and trajectory as inextricable from tast expansion and profitability. Given the
kaleidoscope of teleologies individual consultasitared about their occupational investments,
care must be taken to not reify notions of theemtie predicated on comparative assumptions
of lack and exclusion. The next chapter explanms itisk and provides practices for engaging
the powerful potential of occupations through aubon method, rather than attribute—or, in

other words, the management consulting professesakttion, rather than identity.
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V. Love: Occupation as Method

“Love may be an angel, but if so it is an angel adh

(Hardt & Negri, 2009)

| have examined how individuals engage in actigité becoming, which shape
constructions of professional identities in pafticways. | now move into an exploration of the
implications this localized work has from a morecnogperspective of occupational
identification and capacity for affect. One wayattalyze the work being performed by
consultants is through the aesthetic labor pradesdism requires of consultants. Drawing upon
the descriptions presented in previous sectiorarding the selective recruiting practices,
embodied professional aesthetic, and service-@iiemt of the management consulting industry,
| employ the professional management consultaat@stential example of Ashcraft’s (2013)
glass slipper metaphor. While offering importarights into occupational segregation
practices, | bring &oth-andperspective to the theorization by also addresiegisks of such a
metaphorical classification on the powmatentiaof an occupational collective. Then, in light of
the power/knowledge theoretical perspective presem Chapter Three, | present the
importance of organizational studies analyzingardy attributes, but also the methods of
occupations as a means for cultivating loving tofitns in our society.

Aesthetic Labor
Aesthetic labor is the materialization of organiaaal style in post-Fordist service

economies whereby a particular embodied disposisisgransformed into a skill and sold as a
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commodity to customers (Witz, Warhurst & NicksoA03). Although much of the aesthetic
labor studies focus on the retail and hospitafiguistries, the conceptualization of aesthetic labor
can be extended to professional services—or, krag@levork. While professionalism has been
positioned as a discursive resource for organimatioccupational control and socialization
(Fournier, 1999; Anderson-Gough, Grey & Robson,8)98 has not been explored as an
embodied skill sold as a commodity to clients affpssional services firms. It could be argued
that certain aesthetics related to bodily compontmembodied interpersonal interactions, and
broader social discourses and practices coheraduttie notion of professionalism in organizing
management consulting work.
Aesthetic Labor Background

Extant research on aesthetic labor explores embpdenmodified service interactions
in a variety of industries, such as: fashion modg(Wissinger, 2012), hospitality (Witz,
Warhurst & Nickson, 2003; Warhurst & Nickson, 2008)tertainment (Dean, 2005), sexualized
service work (Warhurst & Nickson, 2009), retail (kvarst & Nickson, 2007; Williams &
Connell, 2010), call centers (Nath, 2011), naibeal(Kang, 2010) and hair salons (Sheane,
2012). This work recognizes the interrelatedné&srmtional labor and embodied display, as
first theorized by Hochschild (1983). Yet, mostigue the primacy Hochschild gives emotions
over embodied displays. For many aesthetic ldb@orists, mind and body are not separate.
This conceptualization of aesthetic labor enabtgamizational researchers to recast
understandings of professional services work asoelied knowledge work. Additionally,
aesthetic labor, despite a scholarly focus on ‘lle@kjood and sounding right” (Warhurst &
Nickson, 2001), is not reducible to physical appaae because it is constituted within fields of

social relationships (Witz, Warhurst & Nickson, 300
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Through an analysis of the embodied effects of @nat labor, Witz, Warhurst, and
Nickson (2003) argue that aesthetic labor represgmaterialization of corporate style within
employee bodies. Based on the narratives conssiliaid about expectations of management
consulting professionalism, this notion could beeaded to reflect a particular occupational
style, as well. Particular dispositions are comified through a complex process of
“recruitment, selection and training, transformthgm into ‘skills’ which are geared toward
producing a ‘style’ of service encounter that appéathe senses of the customer” (Witz, et al.,
p. 37). This work is important to management ctimgy given the primacy of professionalism
within the development and maintenance of cliemtsadtant relationships.

The service workers in Witz, et al.’s (2003) ansywe molded into organizational
commodities. The authors argue that organizagomghasize “the ways in which these
individuals can present themselves through posgasture, use of personal space, facial
characteristics, and eye contact” (p. 42). Buponantly, this employee branding begins prior
to the employee engaging in her or his service wd& discussed in the anticipatory
socialization and training sections of this stutig “right” kinds of professional management
consultants are strategically recruited. Firmugnrg practices are particularly important
because they suggest organizations are “mininge&phbiting the product of social hierarchies
[...] looking for individuals who embody social prieges” (Williams & Connell, 2010, p. 352).
After being hired, consultants engage in orientatiod training activities designed to engrain a
professional aesthetic.

Drawing attention to the politics of bodies at wonkans “although everybody has a
body, not everyone has the same relation to ita@oic and symbolic significance”

(Wolkowitz, 2006, p. 6). For example, Wolkowitzegsphotographs from a variety of
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occupations to construct the argument that thesattions of particular bodies and work shape
individuals’ employment experiences and relatiopshiThe human body is particularly
emphasized in service work, as production and aopsion of the service happens within the
embodied interpersonal interaction (Warhurst & Nmk, 2007). Yet, gender, race, class,
sexuality, age and other markers of differenceedgifitially impact exchange value in today’s
service economy, a critique Wolkowitz levies agaaesthetic labor theorists for not addressing
more robustly.

For example, Kang (2010) found that “the excharfgeody labor often blurs, conceals,
and justifies inequalities in the workplace andg®oa barrier to organizing” (p. 240). Based on
her ethnographic study of New York nail salons, ¢angues race and immigration status shape
perceived meanings and value of manicure serviEesboth Wolkowitz and Kang, the human
body is central to how meanings are constructeebak, both in its form and in its relationship
to labor processes. The worker’s body, then, tsanaarbitrary formation within a particular
occupational domain, but a reflection of broadeiaaelationships, economic structures, and
political processes within a particular labor marke

If the becoming activities of professional managehwensultants are analyzed through
this lens of aesthetic labor, then there is sigaift potential for certain bodies to be privileged
over others. This differential access and involgatiwithin this occupational line of work can
affect the potential for human flourishing, as pusver/knowledge of some bodies is preferred
over that of other bodies. This is one potentidliective effect of the organizing work of
professionalism on consultant minds and bodiesfeBsionalism, as an embodied aesthetic style
impacting consultants’ mindsets and bodies, coanteto constructions of commodified

professionals in a service economy.
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Aesthetic Labor in Management Consulting Work
Professionalism plays an integral role in definihg work that is performed and how
consultants embody that work, as argued in Chaptex. As one consultant described
management consulting: “[It is] an intangible produ..] you trade on your reputation.
Professionalism is the cost of entry for a consglfirm.” The work performed by traditional
management consultants varies, but centers aroandfacturing value for the client both in the
quality of the end product (“deliverables”) and exdied professional interactions. A common
theme among participant discussions in my studyth@smportance of professionalism in
constructing client perceptions of consultant val@me consulting executive described the
economic value of professionalism as:
A source of competitive advantage in creating &ibisted decision-making framework
that allows you to know your team is going to bekim@ the right decision. As
technology evolves and forms of business organieualves—you know the notion of
crowd sourcing and collective problem solving imgeaphically dispersed groups—I
think the importance of professionalism is that mhggher and can serve an economic
purpose.
Thus, professionalism is cast as a commodity sotdiénts. But, it is also an aesthetic thath
marks management consultants broadly as an oconphtollectiveand differentiates singular
consultants and firms as a source of competitivaiathge within the consulting marketplace.
In thinking about professionalism from the perspectf a client, one former consultant
suggests that professionalism within a managenwrguiting context:
Minimizes that cognitive dissonance of “should Igzg/ing $200 an hour for this
person?” | could produce a spreadsheet or a piecede or workflow, but if | stumble
all over myself in describing what it is or howuse it, then it’s...“this appears to be
good work but you are just completely unpolisheaybe $50 bucks an hour, but not
$200.

Here, we get the sense that even if the outputtoBhwork (e.g., a spreadsheet) is good, it does

not command the same price as that same outpwuedsdi by a polished consultant. It is the
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polish and professionalism that commands a higakrevirom the clients’ perspective. In terms
of aesthetic labor, a disposition of professiomalis transformed into a marketable product.

Another consulting executive remembered a padosting to speak to his start group
during the first weeks of employment. The consultamembered two parts of that talk on
professionalism that have stuck with him over tearg. The first was that you have to take your
own personal education upon yourself. The secanowas that you have to earn your hourly
rate. So, “you must better yourself” in order thi@ve the goal of “selling your personal
brand’—professionalism, in this case. Interesyngie same consultant noted that, in the
current economic climate, he does not see the yeugeneration of consultants initiating this
kind of entrepreneurial spirit: “I've seen moreaoWwillingness to be led and be told what to do
and not as much self-starting.” Firm expectatifmmsuilding an aesthetic style, such as
professionalism, may inhibit creations of self adgtsof the normative embodied attributes of
consulting professionalism.

Relatedly, one of the former consultants | spoki wurrently serves in a position where
he hires management consultants. In combiningdmnsulting background with his current role
as a client, he says:

| don’t just want the deliverables to be A-1, butdnt the interactions between the

consultants and my team members, consultants andansultants and my colleagues—

| want that to be A-1, as well. And if | feel th#s not, if the technical skills are there
but not the soft skills that make the complete pgek then I’'m going to have heartburn
about the value I'm getting in terms of what I'mypg for it.
Professionalism becomes just as important as thke swdgputs—it adds value to the service and
product. Professionalism is an embodied aestfatiwhich clients are willing to pay top dollar.

The embodiment of professionalism manifests inreetsaof material forms. One former

consultant talked about the arbitrary codes ofgesibnalism that cohere around professional
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attire at her management consulting firm. In thggance, we get a sense of how aesthetic labor
transcends face-to-face client interactions. Ademened in the previous chapter through the
story about the consultant only being able to ladss tie, not take it off, even late at nightla t
firm office, with no clients present, aestheticdais monitored and enforced by senior
executives.

Implications

Aesthetic labor includes a kind of human selectsmtjalization, and organizing that
distorts communication processes through inherentlgr, race, class, sexuality and age
inequalities within labor market structures andcesses. Unfortunately, “the United States
labor law increasingly recognizes and defends eyepd rights to demand workers’ aesthetic
conformity to their brand image” (Williams & Conhe2010, p. 351). As such, embodied
dispositions that are not socially equitable gaichange value, thus reifying labor market
segregation and broad social discrimination basecharkers of difference. Ashcraft (2007)
argues that gendered discourse of difference fisrifdamental organizing principle of
occupational identity, which is a vital means &)frroducing the societal division and hierarchy
of labor” (p. 15). In other words, discourses tediato gender differences (and other issues
related to intersectionality) constitute occupagiladentity and material/symbolic manifestations
of job segregation in taken for granted ways.

It is interesting to think about the aesthetic latlomanagement consulting
professionalism through Foucauldian surveillancheques. As previously noted, consultants
are called to be professional by the constant mondg of both clients and colleagues.
Professionalism on the client site must be uphe#dl &imes because one never knows when the

client might stop by. Regular presentations alsttipe consultant squarely into the spotlight of
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clients and colleague#\s Witz, Warhurst, and Nickson (2003) argue, “mdrthe process of
consumption involves taking things in through tlgeseas a sensory experience” (p. 46).
Although the aesthetic labor of professionalisnthe management consulting industry often
functions to attract the client gaze (see also D2@05 for the gaze in performing work), the
client gaze also risks disrupting a strategicathpedied construction of professionalism. From
a critical approach to studying organizing, thialso problematic because the consumptive gaze
can create insecurity through “shifting judgmerftpatential clients” (Karlsson, 2012, p. 59),
thus constraining opportunities for a dignified,anmgful, and secure work environment.

Aesthetic labor is problematic because it exacesgsdcial inequalities by naturalizing
embodied dispositions as commodified skills andlead to occupational segregation. Yet, as
Canning (1999) eloquently notes, careful reflectoneeded “on the methodological
implications of placing bodies at the heart of dital investigation” (p. 499). In the next
section, | explain Ashcraft’s glass slipper metapdnad relate the previous example of the
aesthetic labor of professionalism to its theoattionstruction.

The Glass Slipper Metaphor

Ashcraft (2013) argues management studies mustiatéor the role social identities
play in constructions of occupations. The glaggpsk metaphor is a theoretical tool, which
serveshothto marry diversity and occupation studies (hist@alty separated scholarshignd
introduce a collective-associative relationshipdtiwvderives identity from associated people”)
as opposed to the traditionally held work-practiiorelationship (“people derive identity from
work”) (Ashcraft, p. 6). The glass slipper metapisoused to explain how an occupation
achieves a collective identity through the “embddecial identities of associated practitioners”

(Ashcraft, p. 15). This framework is particulaHglpful for examining occupational segregation
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practices. In this regard, Ashcraft suggests cattopal attributes are strategically constructed
by the bodies hired into those occupations, ratiemn indicators of the type or quality of work
performed.

Reflecting back on the activities and processguafiessional identity constructions
relayed in the previous section, management canguytofessionalism as seen through
aesthetic labor practices is one possible exanfpeslocraft’'s argument. Aesthetic labor
directly addresses the anticipatory recruiting socialization activities constructing the glass
slipper. In terms of management consulting, spediy, we see bodies being funneled into this
line of work in specific ways. This is evidentiincsuch participant responses about how
professionalism is learned: “it's just built intoet type of people we hire;” “they [the firm]
recruited from my engineering program;” “I learnetom my Mom and Dad.” As such, we
might surmise that the essence of management ¢mgsuds an occupation, is predicated on
social identities related to such markers as hséaual family structures and lvy League
education.

On the other hand, if we tilt the lens for anatggbccupational phenomena just so and
apply a different set of conceptual tools, thenithglications of such a metaphor can be
interpreted differently and have vastly differeatnifications for the qualitative strength of
individual and collective capacity to affect anddffected.

Ashcraft (2013) argues “we judge the nature of wwyrkhe gender and race of associated
practitioners” (p. 6) and the glass slipper metapdi@a way to account for this discriminatory
practice. But, the glass slipper metaphor, howewatingently, discursively, and/or
symbolically constructed, runs the risk of sedinmeg#—"incorporating”—an essence of the

matter contained by the slipper into an occupaticgsemblance. In the glass slipper metaphor,
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as a discursive construction of “aggregate selv#sidentities” (p. 8), occupations are relegated
to bodies whose potential—whose essence—is “knowthdé company it keeps” (p. 8). This
associational view, while providing insights inteetintersections of organizing and difference,
underestimates and therefore undermines the imp@taf the question Ashcratft is trying to get
away from, “what we do” in terms of an occupatiobafly’s capacity as a loving institution. |
am not problematizing the role difference or diitgrplays in organizing practices and
potentially negative experiences of work and liRather, | am suggesting that when judgments
are made about an essence or essentialized chraovhatbody based on an embodied expression
of identity, there is a great risk bbth misrepresentatioand negation of positive affect.

The glass slipper metaphor removes individual viode—"willful prejudice” (Ashcratft,
2013, p. 15)—from occupational segregation prastibat puts it squarely on the institutional
shoulders of an amorphous collective body. Themsove that holds the potential for creating
guilt-ridden associations for occupational membdg.anthropomorphizing an occupation as
“aggregate selves” (p. 8), an image reminiscemalsbes’ 1651 publication dfeviathanis
called forth. In this case, a general will is prodd by the multitude. A strong sovereign is a
necessary, “foresight of their own preservatior aha more contented life thereby; that is to
say, of getting themselves out from that miserabledition of Warre, which is necessarily
consequent [...] to the naturall Passions of men'blpés, 2010, p. 85). For Hobbes, change is
only possible through a pre-democratic monarchy.

Foucault (1980) critiques such constitutions of polnowledge relations in the
following manner:

Insofar as he is a fabricated man, Leviathan isther than the amalgamation of a

certain number of separate individualities, whal fihemselves reunited by the complex
of elements that go to compose the State; bueatdlrt of the State, or rather, at its
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head, there exists something which constitutes gugh, and this is sovereignty, which
Hobbes says is precisely the spirit of Leviathap. ©7-98)

The spirit of the Leviathan as an aggregate ofquexrss filled with fear. There is an inherent
negativity in Hobbes’ view of human beings, as tionand chaos are characterized as evil,
fearful, violent, and controllable. The glass gépanalytical framework holds the potential for
reducing the common notions of occupations to edifnonarchies designed to keep Others out,
while overlooking occupational lines of work as dmmatic methods of practice—bringing
together singularities with a shared teleology.

The very metonymical symbolism of the glass slippeestions its use value for
understanding the fairy tale princess or, the kamgdn which she lives. The fact that the prince
has trouble finding a foot to fit the glass slippeompts a re-evaluation of whether or not we
really need the slipper to live happily ever afteéocusing on the question “with whom (i.e.,
with what embodied social identities, actual, usaat/or figurative) is this work associated”
(Ashcraft, 2013, p. 15) presupposes this is knogvétiough body expression. The glass slipper
is a helpful heuristic for situating a particulace-historical phenomenon—occupational
identity—within the influences of and as an effetpower/knowledge relations. However, it
seems to infer a type of morality judgment madermdlly and externally in the social
construction process. While systemic discrimimagod occupational segregation foreclose
potentials to act, the glass slipper metaphor faisexloses the potential to act, if institutionalilz
as a metaphorical classification and reaction fedus resentment, comparison, and control.

Ashcraft’s (2013) article promotes the value & thass slipper as “correcting the
mistaken assumption that the nature of an occup&isecure apart from the embodied social
identities aligned with it” (p. 27). Yet, if wekka occupations as aggregate selves, as Ashcraft

suggests, then we also need to consider the coramarbody itself with its own potential for
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affecting and being affected. But, the essencelmidy isnottied to the attributes of its
associative set, if viewed from the theorizatiohsedf, power, and knowledge laid out in
Chapter Three. In terms of the management congudiccupation, one consulting partner noted:

In management consulting there is a bit of a lakgeple with MBAs, maybe a little bit

of an engineering bias—»but, that's not really tréReople with really broad backgrounds

come into the profession and | wonder if that'st pdiit. In management consulting,

there are a diversity of skills needed and theeed#ferent ways you can be a good

consultant. Putting a box around what a good dtarstus is kind of hard to do.
This suggests that the management consulting otonpamphasizes action, rather than identity.
This is corroborated with the descriptions of pssfenalism throughout the becoming processes
of professional consultants as methods, ratherittertity markers. In descriptions of their
work, professional consultants give primacy torth@nction within client-consultant
relationships, rather than the social identitiethoSe relationships.

Fixation of occupational resemblances and assoomtiould be construed as relegating
those bodies as impotent—a position of weakne#iseitbroader scheme of Nature. “The slave
only conceives of power as the object of a recammithe content of a representation, the stake
in a competition, and therefore makes it depentheaend of a fight, on a simple attribution of
established values” (Deleuze, 2006, p. 10). Thi@ecisely what the work of Nietzsche,
Spinoza, and Foucault argue against as a modastéege within an ethic dife as a work of
art.

Brown (1995) paved the way for rethinking idenpiglitics with her groundbreaking
book on freedom, liberalism and political identitghe uses the notion @ssentimento
guestion calls for government policy interventiorrédress historical social injuries. Brown

argues that seeking state protectionist policiegitiress historical discrimination aligns with

Nietzsche’s notion afessentiment A politicized identity rooted imessentimenits characterized
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by “its foreclosure of its own freedom, its imputseinscribe in law and in other political
registers its historical and present pain rathan ttonjure an imagined future of power to make
itself” (Brown, p. 66). Seeking to right a wromgiin a position of victimization redirects blame
in a way that perpetuates weakness through an medgnoral righteousness.

Identity projects for revealing social violence dndrarchy run aground when they

become wedded to injury, creating, Wendy Brownnetgia group investment in

maintaining the injured status with an attitudeesfsentiment. Identity is regarded as a

possession, we might say, and is defended as pyopa&that is most significantly

missing from such identity politics, as Brown insjss the drive for freedom that should

be their basis. (Hardt & Negri, 2009, p. 329)

Ressentimerdubstitutes “reasons, norms, and ethics for de@tsivn, p. 69). In seeking to
heal the pain of patriarchal inequalities throughtjzal retribution-oriented policies, a rights-
based identity can become institutionalized in & that constitutes and perpetuates its inferior
position in the future (Brown, 1995).

Nietzsche (1969) suggests that morality is defimgthe weak as an impotent attempt to
gain moralizing power over the strong. But, impatty, given earlier discussions of the
enhancing affects of action and reactive negatifeg® of reactiontessentimensuggests no
action. As Deleuze (2006) clarifies, “reactionseEsato be acted in order to become something
felt” (p. 111). Nietzsche ties historical constians of morality with Judeo-Christian traditions.
Ressentimenhvolves a reconfiguration—an attempt to refratmergyth as evil. The weak find
strength and security through collectivity:

For one should not overlook this fact: the stroregas naturally inclined to separate as

the weak are to congregate; if the former unitetogr, it is only with the aim of an

aggressive collective action and collective satisa of their will to power, and with
much resistance from the individual consciencejdtter, on the contrary, enjoy
precisely this coming together—their instinct istjms much satisfied by this as the
instinct of the born ‘masters’ (that is, the saltébeast-of-prey species of man) is

fundamentally irritated and disquieted by organarat(Nietzsche, 1969, p. 136)

Thus, an identity based ressentimenits a vengeful, emotional reaction to a perceivgalry.
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The injury is simply the weak individual’'s powerdsegss in comparison to the strong. A
position ofressentimenblames an “Other” for its suffering as a way tewahte its pain, but at
the same time, feeds and re-infects the originalnelan its identification with weakness. In
sum, to use Nietzsche’s (1969) words:

This inversion of the value-positing eye—this néedirect one’s view outward instead

of back to oneself—is of the essence of ressentintenrder to exist, slave morality

always first needs a hostile external world; itdgghysiologically speaking, external

stimuli in order to act at all—its action is fundemtally reaction. (pp. 36-37)

The reason for this is that “slave-morality is ess#ly the morality of utility” (Nietzsche, 2012,
p. 115).

Organizing the weak in Nietzsche’s narrative esalscetic priest. “As is well known, the
priests are thenost evil enemiégNietzsche, 1969, p. 33, emphasis in origindihe ascetic
priest fulfills an organizing function in gatheribggether the weak and powerless and
redirecting their suffering so that the individutdsl they are to blame for their own suffering.
The ascetic priest defends the herd “against taéte of course, and also against envy of the
healthy; he must be the natural opporard despiseof all rude, stormy, unbridled, hard,
violent beast-of-prey health and might” (Nietzsch@69, p. 126, emphasis in original). In
organizing the weak into a collective, the ascetiest shifts the blame for suffering from the
strong to the weak—thus, internalizing tiessentiment In Nietzsche’s formulation, the ascetic
priest creates and sustains the wound by makingl@éeel some kind of lack, a weakness in
their own humanity.

This coming together as a collective is, in Nietess mind, anathema to human nature.
The strong stand alone—only the weak seek socrdlacts, the solace of a “herd organization”

(Nietzsche, 1969, p. 135). Nietzsche argues agairysconception of improvement as the result

of these kinds of weak collectivities:
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If one intends it to convey that such a systenredtiment has improved men | shall not
argue: only | should have to add what ‘improvedngiies to me—the same thing as
‘tamed,” ‘weakened,’ ‘discouraged,’ ‘made refinetyade effete,” ‘emasculated’ (thus
almost the same thing as harmed). (p. 142, emplrasriginal)
Nietzsche seems to suggest, then, that collectiy@nizing has the potential for inscribing and
sustaining a mentality of weakness. Grossber@8&)lquestion about the future of identity
studies is relevant: “what are the conditions tgfowhich people can belong to a common
collective without becoming representatives ofregka definition” (p. 88)? A collective-
association view is based upon an underlying assamfhat members of the collective are
bound by the essence of their affiliation.

If we go back to Spinoza’s work on bodies, thenhaee the conceptual tools to
configure an alternative to the collective-assaoratl view. When a body and another body
(again, not necessarily human bodies) meet threagbus forces, the quality of the force is
assessed. That which is active and strong isylilkceiecompose the reactive and weak because
the constitutions are not equal, not agreeablat¢b ether. “But it is assumed in the major
premise that the bird of prey [active force] iseatdl not manifest its force, that it can hold back
from its effects and separate itself from whati clo: it is evil because it does not hold itself
back” (Deleuze, 2006, p. 123). Nature, with innateultivated teleologies, outweighs identity
categorizations.

When would they [men akssentimertachieve the ultimate, subtlest, sublimest triumph

of revenge? Undoubtedly if they succeeded in pongpthe consciences of the fortunate

with their own misery, with all misery, so that othey the fortunate began to be ashamed
of their good fortune and perhaps said one to @mptihis disgraceful to be fortunate:

there is too much misery!” (Nietzsche, 1969, p.)124
This is problematic to an ethic of life as a woflad because it transforms albtentiainto

reactive forces. These passions, as Spinoza walllthem, are interiorized—resulting in

reduced capacity for affecting and being affecteli¢h, as discussed in Chapter Three, is how
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knowledge is created and made conscious). Thisfatglamentally impacts the potential for
positive, loving relationships and institutionsoar world.

Nietzsche’s writings on strength have sometimes Ib@isappropriated and
misunderstood as advocating for a “master racéidividuals/collectives of “pure blood.” This
interpretation is expressly incorrect. Insteadstkiche is painting a portrait pbtentiafor all of
humanity. As Kaufmann (1974) explains:

Our impulses are in a state of chaos [...] We thin&k way and live another; we want one

thing and do another. No man can live without ¢gnig some order into this chaos. This

may be done by thoroughly weakening the whole asgawor by repudiating and
repressing many of the impulses: but the resuhan case is not a “harmony,” and the
physis [nature of humanity] is castrated, not “ioyed.” Yet there is another way—
namely, to “organize the chaos”: sublimation alldassthe achievement of an organic

harmony and leads to that culture which is trutyransfigured physis.” (p. 227)

Rather than seeing the value of human beings mstef biological or socially constructed

identity markers, Nietzsche conceived of the strpegon as master of passions and enlivened

creativity, which in its positivity and strengtls, the promise of humanity’s continued existence.
Rethinking the Collective: Occupation as Method

In the preceding section, | use the aesthetic labaranagement consulting
professionalism agothan exemplar of the glass slipper metapdraat an indicator of the
potential risks associated with sedimenting susiinabolic categorization of a collective body.
In this section, | use the power/knowledge relaiestablished in Chapter Three as a
springboard for refocusing thpotentiaof occupational collectives through method. This
complements studies on how work is organized bigihce through an examination of
practices that can organize work through life-emirajnpower. This is not to contradict or argue

against the importance of occupational segregatimatyses, but, rather, to extend bmth-and

framework developed throughout this text. Theeeaways multiple sides to any story, and my
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contribution in this section is to bring forth theays in which occupational collectives hold the
potential for creating loving relationships andtitugions through professional method.

Rather than thinking about the collective as aieditulture, an inclusive/exclusive
social gathering, or as “the character of an octtopdy the company it keeps” (Ashcraft, 2013,
p. 6), | am advocating for an active conceptualwabf occupations as methods—elite,
professionalizing, emerging, or otherwise label@d.singular individuals or organized
collectives, this shifts the question from “thisnko | am” or “this is what | do and with whom”
to “this is where | am and how | am affecting amihlg affected in this particular moment
through a variety of subjectifying forces, butwith my own participation—consciously or
unconsciously.” This marks an important shift fratantity (contingent, but static) to function
(active). How do collectives move forward in posat affirmative ways, despite materially real,
depreciative practices, such as occupational satjoed
Common Notions

Spinoza writes of common notions—“the representatiba composition between two or
more bodies, and a unity of this composition” (Deke, 1988b, p. 54). The formation of the
collective happens from a relational expressioar ffhen we encounter a body that agrees with
ours, we experience an affect or feeling of joyspas, although we do not adequately know
what it has in common with us” (Deleuze, p. 55kcBuse the passion of joy can provoke
common notions (while the passion of sadness dogs3pinoza deduces that reason enables us
to select and organize body-relations that increaseapacity for joy. This is part of life as a
work of art, albeit in a collective sense now. &l¢tommon notions are an Art, the art of the
Ethics itself: organizing good encounters, compgsictual relations, forming powers,

experimenting” (Deleuze, p. 119). In terms of qEations, we might consider these types of
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work identifications as part of a complex way &éH-an attraction to forces, which will increase
our capacity to act in positive, joyful mannersut Bmportantly, “you do not know beforehand
what good or bad you are capable of; you do nowkineforehand what a body or a mind can do,
in a given encounter, a given arrangement, a gieembination” (Deleuze, p. 125).

Beyond its focus in Spinoza and Nietzsche’s wodsitvity as a transformative affect
has gained the attention of contemporary sociahgific circles, as well. Fredrickson’s (2009)
work offers scientific research on the beneficiée&s of positivity on life, including
psychological resiliency, social connections, miemiadfulness, and physical health. | found
one of her findings particularly fascinating antevant to this discussion:

Even things that tend to divide people—like radiffierences—seem to melt away when

our hearts are warmed by positivity. As | saids finding found us; we didn’t seek it.

By chance, we discovered that the oneness thategbwith others when positivity runs

through you extends to strangers, even those yguoth&rwise perceive as very

different from you. Instead of resorting to “tha&llook the same to me,” under the

influence of positivity you recognize that “we kbk the same to me.” We're all

human, we're all “one of us.” (Fredrickson, 200968)
The affect of positivity, Fredrickson argues, isiagious. It sparks and spreads as people
around those exhibiting characteristics of pogifimimic those perceived positive behaviors,
expressions, and attitudes. Similarly, in outlghanfuture for the commonwealth, Hardt & Negri
(2009) believe in the power-full affects of lovifayces:

We have greater power to think and to act, Spirogdains, the more we interact and

create common relations with others. Joy, in othands, is really the result of joyful

encounters with others, encounters that increaspamers, and the institution of these

encounters such that they last and repeat. (p. 379)

This is not unrelated to organizational communaratiesearch focusing on the positive
affect of humor in destabilizing destructive comneation practices (Mumby, 2009) and Eros in

stimulating learning and creativity in the classroflrethewey, 2004). As my professor and

dear friend, Lawrence Rosenfeld, once remarkednese not have a choice in the kinds of
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invitations the universe offers us, but we do hewe say in whether or not to respond to the
invitation and the quality of our response.
Occupation as Method

Mary Parker Follett, an early ‘Qﬁtentury management theorist and social critic,eag
occupations should be construedvathoddor constructing the self. This argument is
revolutionary in two regards. First, it makes bisithe discursive construction of occupational
classifications and memberships—rendering bounslflued, contingent, temporal, and
situational. Secondly, it ensures individual idiiéed are not conflated with occupational
classifications (and vice versa)—the self is ordyipherally located in the set. While Foucault,
Spinoza, and Nietzsche have provided theoreticghlcanceptual tools for understanding how we
construct the world around us through organizintelogies, such as the professionalism
episteme (Adams, 2012), and upon a field of powenkedge possibilities, Follett’s work
brings methods that | believe materialize theseribe into concrete practices that can be
utilized within organizational and occupational texis.

The notion of the collective as method, as | wiligoy it in this section, can be further
understood through Agamben’s (2009) discussionngfudarities. It is impossible to infer an
essential truth from the expression of a partichtaty (singular or collective)—the collective is
not the essence of the singular example, nor winddggregate singularities define the essence
of the collective (Agamben, 2009; Spinoza, 1996).

Agamben is arguing that the example functions asxample not by virtue of some

common property which it shares with all the otbessible members of the set, but

rather by virtue of its metonymical (understoodhbliterally and spatially) relation to the

set itself. Any term can become an example ob#tdecause what is at stake is the very
claim of belonging to the set. (Grossberg, 1996,04.)
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In this way, self is recast a§ rather thann occupational associations—a conceptual distinction
with important ramifications. For, as Foucault§Z9argued, care of the self is also about the art
of complex relationships with Others. To anthropophize occupations as “aggregate selves
with identities” (Ashcraft, 2013, p. 8) is, in somespects, to perform the same violence to a
body (in a collective sense) that Ashcraft argugsrest in terms of individual bodies (in terms of
notions of difference). Occupation as method,aathan incorporation, is an alternative
warranting additional analysis in its differenceviaeen active (method) and reactive
(incorporation) potential for affect in the world.

How can we imagine the common without losing timgslarity of self—or, respect of
individual multiplicity? Where do we begin to neagine the collective within occupational
domains? If identity marker differences risk pégaging reactive, negative relations, then “what
differences make a difference?” Instead of askivigat,” | might revise the question to ask,
“when does difference make a difference?” Thi¢tshihe focus on difference from a static,
concrete “it” to a more fluid, temporal, and sphtthus, inherently temporary) articulation. As
Follett argued:

No one group can enfold me, because of my multiptere. This is the blow to the

theory of occupational representation. But alsmmmber of groups can enfold me.

This is the reason why the individual must alwagghe unit of politics, as group

organization must be its method. We find the irdiial through the group, we use him

always as the true individual—the undivided one—wiing link of living group, is yet
never embedded in the meshes, but is forever reeviery new possibility of a forever

unfolding life. (Follett, 1919, p. 295, emphasiiiginal, as cited in Carter, 1992, p. 70)
While the self is an effect of power/knowledge tielas, thus pointing to the individual as a
product of historical constructions, the self isheg same time always and already imbued with

the capacity for doing and being otherwise. Theetbos proposed in “life as a work of art”

imparts an ethic of agency, in that persbathare affected bgnd affect themselves in the
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becoming dimensions of self. The forces of powerowledge, and self recursively impact each
other. Thus, the self constantly seeks to overctma@ower/knowledge attempts to “enfold” the
self. As will be discussed in Chapter Six, this iwill to power for Nietzsche.

In the following sections, | outline four practidgespired by Follett and others’ work that
hold the potential for recasting occupations ashodst and materializing the philosophical
principles of Chapter Three into concrete practioegnhancing the world around us, both as
singular selves and occupational practitionersiezshdialogue, the gift, the promise of
forgiveness, and integration. In each sub-sectialso highlight examples of these practices
within the activities of professional managementstdtants.

1. Sacred dialogue.

The importance of dialogue cannot be understatedFoucault (1997) reminds us, “in
Plato, the themes of contemplation of self and o&self are related dialectically through
dialogue” (p. 236). | believe in the transformatpotential of intimacy and sacredness in
interpersonal exchange. There are two ways thigintie cultivated: listening and positioning.
First, Foucault (1997) argues that the developroghstening skills is a “positive condition for
acquiring truth” and that “the art of listeningasicial” (p. 236) to balancing rationality and
passion. One of my former Kenan-Flagler Busineds8I| professors, Gerald Bell, also argued
for the importance of listening. He said listeniaghe number one skill required to be a good
person—not leader, not parent, not employee, nvarie-but,person Part of this, | believe, is
related to the good will, trust, and commitmentite Other that listening generates. Bauman
and Donskis (2013) argue that trust is criticaldommunication:

A deficit of trust inevitably leads to a wilting abmmunication; with the avoidance of

communication and an absence of interest in itswah the ‘strangeness’ of strangers is
bound to deepen and to acquire ever darker and siuster tones, which in turn still

168



more radically disqualifies them as potential parsnn dialogue and in the negotiation of
a mutually safe and agreeable mode of cohabitafpori.04)

The authors go on to suggest that vulnerabilityjety, and fear of humiliation are part of the
human condition, but in our contemporary societyexacerbated and harnessed by the state and
market forces. While these conditions erect begtie dialogue, dialogue also holds the
potential for combating these conditions.

Secondly, in terms of positioning, thinking abdug Other as “she” or “he” or “her, the
consultant” reduces the person to what Buber (18&ky, an “It.”

Just as the melody is not made up of notes novelee of words nor the statue of lines,

but they must be tugged and dragged till theirninéts been scattered into these many

pieces, so with the man to whom | say Thou. ltede out from him the colour of his

hair, or of his speech, or of his goodness. | mastinually do this. But each time | do

he ceases to be Thou. (p. 24)
The alternative is to come into the dialogue ogriattion with the perspective of Other as
“Thou.” This conceptual move reestablishes thes@®s connection to power (which is God,
for Buber) and mediates the inevitable renderingulijectivities through our everyday sense-
making processes.

Yet, it is impossible to see the Other as “Thotigrie does not also see one’s self as
“Thou” first:

You cannot endure yourselves and do not love ytugse@nough: now you want to

seduce your neighbor to love, and then gild youeseWwith his error [...] One man goes

to his neighbor because he seeks himself; anottause he would lose himself. Your

bad love of yourselves turns your solitude intaiagn. (Nietzsche, 1966, p. 61)
Sacred dialogue requires equals—both “Thous” inctmamunicative exchange.

Sacred dialogue brings together two dynamics crteisnanagement consulting

professionalism, as well as humans and collectivere broadly. First, is the Greek translation

of “logos” within the word “dialogue,” which point® a method of thinking (Cissna &
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Anderson, 1998). Secondly, the sacred captureevimegg unknown and uniqueness of an
interactional moment with our partner—which, imaordy, are fleeting, rather than sustainable.
The sacred in this sense indicates a provisionatimgin mutuality—which seems similar to
what Sloterdijk (2011) calls “atmospheric biunify. 43). Sacred dialogue makes possible the
coming together, or integration, of “Thous.” Ts$egration or biunity is not an assimilation or
homogenization—there is no sacrifice or giving upiyan acceptance of singularity and an
openness to affect and be affected. Sacred di@Jdben, is a way of thinking about interactions
with “Thous” that holds theotentiafor creating space for loving affect.

This is not to suggest that all interactions fatlilitate sacred dialogue. As previously
discussed, there are bodies that are “bad” fobody and affect it in depreciating manners.
However, the method of sacred dialogue is a pdaggiahd one to seek for its strength to affect
in positive ways. But, if sacred dialogue is nosgible, so be it. As Nietzsche (1969) describes
how he avoidsessentimenand maintains a position of action, rather thactien:

To this day | still have the same affability foregyone; | even treat with special respect

those who are lowliest: in all of this there is nae grain of arrogance or secret

contempt. If | despise a man, he guesses thapiskehim: by my mere existence |
outrage everything that has bad blood in its vgims258)
By lowly, Nietzsche is not referencing particulations of difference (e.g., class), but is
pointing to the weak, those who would cast blant@uilt as a moralized attempt to gain power
(however illusory or misguided this approach isegiwur understanding of power). In sacred
dialogue, the partners are equals—both “Thous.”atf\ietzsche is getting at is the importance
of “letting your own light shine,” as the clichéem

As in the stellar firmament there are sometimessws which determine the path of one

planet, and in certain cases suns of differenturslshine around a single planet, now

with red light, now with green, and then simultamgly illumine and flood it with motley

colours: so we modern men, owing to the complicatedhanism of our “firmament,”
are determined by DIFFERENT moralities; our actishie alternately in different
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colours, and are seldom unequivocal—and therefter oases, also in which our actions
are MOTLEY-COLOURED. (Nietzsche, 2012, p. 78, engihian original)

If two bodies are not compatible from a SpinozaetkBchean sense, then one will be
threatened by the strength of the Other—rather émlimened by the strength, which would
create greater joy and love from the coming togedlsea common notion. The ramifications of
this are important for rethinking the potentialtioé world. Sacred dialogue is not possible if the
participants view each other in ways that createaiized difference—the master-slave relation.

Management consulting professionalism exam@everal consultants mentioned the
importance of dialogue to management consultinfeggionalism. One consultant even went so
far as to say, “you can never put people in a posivhere they are not valued.” This points to a
respect of the Other important to crafting the kifidacred dialogue described. Another
consultant pointed out: “If you are uncomfortabéimg a particular conversation, then it's
probably not the right thing to do.” Dialogue isn@thod that works to ensure productive
partnering and cultivates trust and integrity.

As argued, sacred dialogue recasts the unequéibrelzetween an “I” and an “it” into
“I”and “Thou.” One consulting executive descrilibe benefits of this practice at his firm:

The way | conduct myself is through an unwaveriogmmitment to integrity—creating

an environment of transparency where informatianloashared with the appropriate

people. I've always felt the more we can elimintie “us versus them” barrier that

exists in a consulting relationship, the bettes for the team. As a leader at my firm, it
helps with my bond to my clients and my consultants
Previous consultants stories also indicated a camenit to this kind of equal partnering that is
cultivated in professionalism.
2. The gift.

The essence of the client-consultant relationshit bound by the economic transaction

in which it was created. Mauss’ (1990) elaboratbthe gift in archaic societies offers insights
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into the combined political, aesthetic, spiritiald economic dimensions of gift giving. For
Mauss (1990), gifts “are not freely given, they also not really disinterested. They already
represent for the most part total counter-servisespnly made with a view to paying for
services or things, but also to maintaining a pabfe alliance, one that cannot be rejected” (p.
73). The gift is not without intention—it may be ¢ultivate trust, to demonstrate potential, or to
create alliances. But, importantly, it is the resigy of reciprocation when given a gift that
ensures the promise of long-term connection anduatability to the relationship.

The client-consultant relationship, as already adioiimportant to long-term business
survival, as repeat business and word-of-mouthmaeendations ensure stable business
operations for consulting firms. Given descripi@i consultant aspirations and desires for
partnering and “being a part of something bigg#re’ client-consultant relationship is not purely
a capitalist exchange of money for knowledge. @&ligjh client payments facilitate the economic
exchange for consultant knowledge, professionadistivates the creation of value in this
context. As argued in Chapter Two, the managemmmgulting value proposition is predicated
on professionalism. Thus, the exchange is lesstdlgoods, wealth, and products in
transactions concluded by individuals” (Mauss, 199®%) and more about the generation of
relational goodwill.

Thinking about the client-consultant relationshagsa gift is another way to
conceptualize the affectual power of integratiéior Mauss (1990), gifting has enabled societies
throughout the ages to learn how “to oppose amivi®to one another without sacrificing
themselves to one another” (p. 82). Through obbga tobothacceptandto give gifts, social
gifting practices promote equality, democracy, hapgs, and a “will to peace” (p. 82). The gift

does not have to be a product or a piece of infaomabut can include commitment, kindness,
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and strategy, for example. The very intangiblerss of management consulting
professionalism makes this concept difficult tocartate, but | believe there is a relational
dynamic to it that is not captured as a purely ecan transaction. For both the management
consultant and the client, there is an elemengtlbtisat is offered up as part of a partnership
(integration) in the name of creation (whether thain the form of a business product, social
network, or self fulfillment, for example.) This & gift from which the long-term affects and
effects of the relational exchange are potentiadiwerful, but unknown.

The gift exchange can be conceptualized as a tiypsyahical archive. Through social
network development and the exchanges inherehgtclient-consultant relationship, further
exploration of the archived professional consul{@&atams, 2012) is warranted. Given the high
turnover rate within the industry, consultants tdke established patterns of mobility,
interaction, and accumulated power/knowledge inttustry positions. Yet, the obligatory
gifting of self, power, and knowledge within thensollting engagement ensures a continued
exchange between client and consultant. We mgghtlss as consultants are seeded into client
organizations, or we might see this as consultanitsg their former firms for future projects.
This notion is also evident in the professionaleimc cultivated through experience—as former
consultants tend to fulfill consulting-style rolasd responsibilities in their new industry
organizations.

Management consulting professionalism exam@eae consulting executive compared
his consulting work to his previous work in finaalcauditing and suggested that management
consulting is much more about “value creation.”r tas consultant, this suggests a commitment

to action and identifying opportunities for cliemtsd consultants to flourish. Relatedly, another

173



consulting executive, who has been with his firmenyears, provided an example of how the
consultant-client relationship might be conceptzediand enacted within the notion of the gift:

Most of my clients are those | have worked withtfoee to five years. We would not

have such a long-term relationship if we were redivering value consistently. Having

those kinds of relationships is what | enjoy thestno
The reciprocal exchange of knowledge and self dtaratic of professional relationships
between client and consultant is a gift given bthlqzarties. The effects of these exchanges have
long-term affects, but also are fundamentally unkadole. For example, the consultant who was
invited to a project reunion 10 years after anniplementation expressed surprise that his
experience on a client project could sustain swditipe relationships and possess the power to
bring people back together again after so manysyear

The following consultant quote exemplified the @oful potential of a methodological
approach to client-consultant relationships adta gi

| guess it is a kind of enlightened self interestehwhere you recognize if you serve the

client well and the client over the years is bettiéfrom having used you for advice, it

will come back to you in the future and obviousigy need to progress, as well, in order
to pull you back in in the future. It's a symbmtelationship.
Professionalism as action in the management congutcupation creates, organizes, and
directs these symbiotic relationships.

3. The promise of forgiveness.

Crafting “life as a work of art” includes making steakes. As human beings, we are
perfect in our imperfection. Part of the challergéfe, then, is to accept our own positioning
within a field of power/knowledge relations. Tiésnporal and spatial positioning informs our
relationships to Others within a shared power b&3g.in other words, our interconnections with

Others are constituted by a shared capacity tatedied be affected (power), albeit in

gualitatively different ways. Without this consggmess, we only operate on the plane of
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knowledge—constructing other superficial structluaed reifying extant power relations without
disarticulating constituting capacities for affe€torgiveness, rather than judgment; forgiveness,
rather than classification and hierarchies of diffece; forgiveness, rather than valorization of
difference—this is what increases rather than dshigs our human capacity to affect and be
affected. Pain and evil is resisting, strugglijugiging, and holding a grudge (Nietzsche, 1969).

Part of the becoming processes of professional geanant consultants involves a
constant forgiveness of self and Others in devalppelationships and achieving project
objectives. Forgiveness is a method of practicéhfe strong, as it requires love and courage.
Nietzsche (1969) takes up this point in the follegvmanner:

To be incapable of taking one’s enemies, one’sdeeds, even one’s misdeeds seriously

for very long—that is the sign of strong, full negs in whom there is an excess of power

to form, to mold, to recuperate and to forget [.u¢ls a man shakes off withsingle

shrug many vermin that eat deep into other. (peB8hasis in original)

It is through forgiveness that a love for Othergaeserated and can be cultivated through such
practices as sacred dialogue and gifting. Forgigsris another practice that ensures two parties
come together as equals for the power-full poténfiareation and capacity for affect in the
world. Forgiveness, then, prevents individuals emitectives from internalizing “wrongs” and
being so overcome with negative affect that acsampossible.

Forgiveness accepts that which is necessarily mighiwer/knowledge relations.
Importantly, this does not mean accepting violedcggrimination, or other harms against
people/Nature. Acceptance facilitates alternatineulations without theessentimeninherent
to judgments. Arendt (1958) argues that forgiving:

[...] is the only reaction which does not merely o4aut acts anew and unexpectedly,

unconditioned by the act which provoked it and ¢f@ne freeing from its consequences
both the one who forgives and the one who is fagip. 241)
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As such, this project alludes to a different kifichmrality—one conscious of
power/knowledge relations and the various orgagisiameworks thaboth construct how we
know and experience the world (as we have focusdti® professionalism epistena)d
sustain infinite opportunities for being otherwida.this sense, ethics is about the manners in
which we act (both in action and reaction) withglds of possibility discursively generated by
power-knowledge relations. Strategically and aayently constructed rules, values, and
structures (both symbolic and materiabth determineand rupture human experience.

Management consulting professionalism examplene of my management consultant
interviews discussed forgiveness directly. Howetleg professional mindset is such that
consultants go into client interactions armed it knowledge that “doing the right thing” may
inflict a perceived violence on the client. Thautd be in the form of telling a client something
s/he does not want to hear or recommending a gyréibat may have particular impacts on the
client who hired the consulting firm. As one coltesot explained:

Oftentimes, a lot of the work you are doing is gpia personally impact the individual

that hired you. The answer that might be the aestver for the organization might or

might not be the best answer for the individual.
Several consultants talked about difficult conveoses with people when project findings
concluded the hiring client’s job was not necessaryture operations.

Forgiveness, in this sense, would enable the aiento internalize the consultant action
as personally motivated, thus potentially createggentiment Instead, forgiveness recognizes
the qualitative power of the action for moving tirganization in positive ways. Thus, the
potential affect of the action is not lost in indival reaction, but enhanced and made more

powerful. Additionally, it would be important félhe consultant not to judge the affective

guality of the decision based upon the reactiothefclient (potentially creating bad
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consciousness within the consultant and reducingdiential for affect) because the long-term
potentiaof the action is unknowable.

4. Integration.

In the early 1920s and 1930s, Follett embarkeahuppolitical project that analyzed “the
relations of human beings to each other in thetuigins which they develop” (Follett, 1949, p.
xi). Follett advocated for “systems of cross fumaing” (p. 9) long before cross-functional
teamwork became a corporate buzzword in the [88€4.91 find her concept of integration
particularly compelling as a practice for demoaatrtnerships—founded upon self and Other
as equals, with the interests of both parties camed equally important. Her focus on
integration resonates with Hardt & Negri's (2008)l éor capacities in cooperation, autonomy,
and network organization for the emergence of nderaocratic organizing practices (p. 353).

Follett’s focus is on solving business challenged she foresaw the professionalization
of business knowledge. In thinking about colleetigsponsibility, she reasoned that the first
step is to identify the field of control—“the facsowhich constitute that problem” (Follett, 1949,
p. 11). She complicates this classification byirsgyhat it is theeciprocalrelationsbetween
these factors that constitute a field of contiébllett contends:

We cannot rid of our joint obligation by findingetliraction of our own therein, because

our own part is not a fraction of the whole, itnsa sense the whole. Wherever you have

a joint responsibility, it can only be met jointfyp. 74)

Her solution, integration, is specifically relevantmanagement consulting work. Integration is
neither A’s work or B’s work, but an invention afreething new. A + B- AB. Instead, A + B
= £. Instead of a synthesis, the thesis and asiglwalk together only to create something new,
not to unify or incorporate. As such, the antithés not really an “anti” or opposing force of a

dialectical tension, but simply a thesis #2. “€’hieither the essence of A, nor the essence of B.
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Thus, integration is neither sacrifice nor compreni It sounds simple, but requires courage
because the process in practice is quite difficattause there is an underlying risk of sacrificing
or decomposing the self or Other in the communireafinter)action. There are never any
guarantees.

Related to management consulting, integrationim@®rtant to an emerging
phenomenon Follett wrote about in the early 1930w+ble of experts in business operations as
advice-givers. Follett (1949) argues for a metbbdractice, called integration, which she
describes in the following manner:

While the executive should give every possible gdtuthe information of the expert, no

executive should abdicate thinking because of Xper. The expert’s opinion should

not be allowed automatically to become a decision.the other hand, full recognition

should be given to the part the expert plays insi@e making. Our problem is to find a

method by which the opinion of the expert doesaoatrce and yet enters integrally into

the situation. Our problem is to find a way by @fthe specialist’s kind of knowledge

and the executive’s kind of knowledge can be joirfpd70)
An important contribution of the notion of integmat is the primacy given to function over
identity (i.e., “hierarchy of position”) (Folletp. 4). By accepting each party as separate and
different, yet joined by a collective responsilyilénd connectedness to a business problem,
Follett engineers an innovative collectivity preated orboth Samenesand Otherness. The
capacity to affect in affirmative ways is enhantedugh the integration of difference into
something new. Again, for Follett, this does mytalve sacrifice or assimilation, but recognition
that one’s difference (or, singularity, to use Adpam’s term) is, in essence, fundamental to the
whole. Through integration, a “consciousness @nass” is generated (Carter, 1992, pp. 67-

69), but without the homogenizing effects of cdilee identity. Shifting, relational affiliations

replace embodied difference in Others as the faumaéor collective organizing.
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Management consulting professionalism examflee notion of integration came up in
consultant discussions in various ways. One ctarstuproclaimed:

Professionalism allows us, as a crop of peoplep&xist and contribute as outsiders.

Embedded in professionalism is a respect for tpesple who you're dealing with. My

job is to help the team create the answer—it isabout being a know-it-all.

Through this statement, the notion of integratieconciles two challenges of management
consulting professionalism: 1) respecting the ¢l@ther as a “Thou” rather than a “Them” or
“It” and 2) coexisting as equals to create somefmew. Neither the client nor the consultant is
incorporated or subsumed within the relationshys,doth retain and capitalize upon each
other’s singularity.

Another consulting executive compares his consyli@ams to sports teams. The power
of the team is predicated upon the power of eadiviclual coming together for a shared
purpose. As he says, “everybody has a differetitssk, everybody has something to add, and
you leverage that to do better.” Note that thisstdtant uses the phragedo better rather than
to be better The singular abilities, knowledge, and strengform and enhance the collective
potentiaof the group. Thus, the team is not a synthdsis players in terms of incorporating
and subsuming the attributes of its members, iéad, is an integrative method for generating
affective potential to do and create something newintegration, function is given primacy
over identity/form.

Summary

The four occupation as method practices outlingti;isection require an organic, rather
than synthetic or manufactured integration of raigy and passion. This is inherentlpath-
andproposition. There is neither a loss of passimnanloss of rationality. Rather, there is a

systematic integration that is not dialectical, mgthodologically creative. The conceptual
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result of this framework is that occupations ardlvitual constructions of self no longer can be
based on normative ideals or embodied identitybatties. Method and action are the criteria
through which an understanding is gained abouathige force angotentiafor increasing
human flourishing.

For management consulting, | would argue a fundaahéorce affecting individual and
collective relations is the client-consultant relaship. Many consultants talked of the loving
relationships shared with their client partnersie@ould say this gets subverted into capitalist
aims—only creating relationships to get more wakkit, it also is motivational, given
consultant descriptions of what they “get out”lod relationship more aesthetically or
spiritually. The client-consultant relationshipnist based on pure rationality or economic
motivation.

One of the significant contributions of this resdais in bringing to light the passion of
consulting. Management consulting professionabsipectations thus require a blending of
rationality and passion. In recognizing the digfece in the client, consultants adapt
constructions of professionalism depending upomtess, desires, and aspirations of the client.
In no way does the consultant “lose” her/himselthis refraction, but instead operates as a
chameleon (a metaphor several consultants uséeimndescriptions). Although we tend to
think of a chameleon’s shifting colors as defensind deceptive, we also can bringah-and
perspective to this adaptive mechanism by thinkingut it as a constructive capability for the
chameleon to integrate without disrupting/subsurieig subsumed within the environment.
Professionalism, as an organizing technology ofagament consulting work, is a collective

resonance that brings together people in the ndrdeesat relationship building and the powerful
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potentiaof these partnerships for making a differencéneaworld and being a part of something
bigger.

The driving occupational teleology for consultaisten understanding “who is my
client?” Management consulting success is preeicah answering this question from both
relational and output/deliverable perspectives.bBaded in this question is an assumption of
difference—"I see you as Other.” This assumptibdifference is foundational to philosophical
and political love. But, of course, love can bé amd love can be perverted. If we think about
the external cause of the client relationship, théneasy to imagine love manifesting in ways
that reduce the potential of our selves and others.

In becoming professional, consultant actions tovedisht relationships can build the
potential ofboth consultant@ndclients. But, actions toward client relationshgas reduce the
potential ofboth consultant@ndclients. In the name of professionalism, actiaikecting
collaboration, transparency, hard work, creativatyd loving feelings for the client can create
potent partnerships. But, on the other hand,emiime of professionalism, barriers to intimacy,
focus on achieving the next statement of work,\&otking consultants without respite can
detract from and negate the potential of the cleamsultant relationship to affect and be
affected in beautiful ways.

Many consultants noted that they did not know aimgtlabout management consulting
work prior to joining their firms. We might re-iggne management consulting as holding the
potential for a community of singularities (Agamb&009). As such, “identity can become a
marker of people’s abiding in such a singular comityywhere the community defines an
abode marking people’s ways of belonging withingtrectured mobilities of contemporary life”

(Grossberg, 1996, p. 105). This abiding could teelpctively analyzed as a method. | heard
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from consultants about their desires to help cliesaive business challenges, the challenges of
renegotiating relationships at regularly shiftimgjpct sites, and the fluidity of firm- and client-
specific professionalism markers.

Professionalism does not interpellate consultaritsforced occupational identity
categories, but, rather, performs the organizingkwebaping the ethic of self within shifting,
contextualized power/knowledge intersections. Mgnaent consultant professionals are
perhaps one example of an “elite” occupational tilgcategory that can be re-imagined and re-
theorized as positive, affirming, and active—amemative way of thinking about collective
becomings in capitalist societies. This kind ofuggational community would be known by the
actions it takes in the form of sacred dialogu#tirg, forgiveness, and integration. As | will

argue in the next chapter, to move forward in tagard requires exceptional courage.
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VI. Courage: Concluding discussion

“To love is to struggle, beyond solitude, with eiteing in the world that can animate existence”

(Badiou, 2012)

One early morning about 15 years ago, | was stgnoiina subway platform in Park
Slope, Brooklyn heading into the city for my orgaational redesign project at Chase Manhattan
Bank. It was before rush hour began, so it wasmesand two or three other people in the
station. As my train approached, a man near m@gahadown onto the tracks, made his way
closer to the train, lay down across the trackd,@mmitted suicide. At first | didn’t
understand what was happening—I thought maybe tietopped something accidentally. |
remember wishing he would hurry up and get badkécsafety of the platform. | had not
thought of this incident in many years, but wasirgted of it as | read some books recently that
addressed the effects of contemporary free-magqatatism on human life.

Some of these texts advocate for a symbolic suigidelf-identity as a response to the
constraints and deadening affects of capitalistrenise (Berardi, 2009; Cederstrém & Fleming,
2012). However, | believe attempts to disconnleetanimating breath of life (what Nietzsche
calls a “will to power”) from power/knowledge consttions of self are implausible, however
symbolic and abstract. Thinking we can “start &wersymbolically kill our selves
misunderstands the art of becoming processes.edh@pinoza (1996) asks, “why do humans
presuppose that all things lead to a certain e(ui”26). There is no one, single cause for that

which we perceive as imperfect in our world. Thisreo fixed self that we can grab and throw
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in the trash. There is no way to sever the commest—the intricate webs of D/discourses and
actions that make up everyday existence within pmewledge relations. Human capacity to
affect and be affectdabth animatesand constrains life, as we are always and forever eotaul
with other bodies (human or otherwise) that shag®iming processes of self.
The Will to Power

The power, opotentig of human existence is that “no one has yet deteanwhat the
body can do” (Spinoza, 1996, p. 71). Spinoza ektbs:

For the perfection of things is to be judged sofetyn their nature and power; things are

not more or less perfect because they please emafhen’s senses, or because they are

of use to, or are incompatible with, human nat(pe31)
The capacity to act and to be acted upon neithebealeterminately defined as positive or
negative, nor good or evil. If the world is assiind there is a humaotentiain everyone to
affect and be affected, in ways that can detrachfor enhance our capacities, then this is the
ethic for defining existence. Additionally, if veannot know what a body can do, then there
must be some aspect that remains beyond the disniplcapture of human constructions of
economic rationality, aesthetic labor, and workniifecation. Part of humanity remains free
through some other connection to its originatingglin of life—perhaps a Nietzschean will to
power. This means that however grave social sritight get about the “soulless living death”
experienced by contemporary workers, there is avilag capacity for change. Judgments about
the need to emancipate corporate workers are easgle, but such criticisms neglect the life
force each person has, regardless of how suffaratie finds work. Thus, it is perhaps not
capitalism that needs revolutionizing, but rathar perceptions about what it means to be

human (at work or otherwise).
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Follett’s (1998) work on community politics in tlearly part of the 2B century resonates
in this regard. She writes:

As the social consciousness develops, ought wivirdlowed up in will. We are some

time truly to see our life as positive, not negatias made up of continuous willing, not

of restraints and prohibition. Morality is not trefraining from doing certain things—it

is a constructive force. (p. 53)

She says, “the test of our morality is whether weelizing not to follow but to create ideals” (p.
55). Follett emphasizes an ethic of collectiveaacand creativity (Carter, 1992). Inherent to
this understanding of human ontology is a capawity strength for doing, seeing, and being
otherwise. In each of us is this “constructivecé&—a will in our very DNA to exist and affect
and be affected. Indeed, Follett declares: €Teom our individuality is the one essential claim
we have on the universe” (p. 82, emphasis in caiginMethods that can put this philosophical
ontology into practice include integration, sacdémlogue, the power of forgiveness, and the
promise of the gifts of relational exchange.

Nietzsche saw philosophers and artists as exemplaessthetic and moral mastery.
Through consciousness of power/knowledge relatmmsacceptance of their own will to power,
philosophers and artists are affirmative forcethefworld. But, Nietzsche suggests the
transformation of that which might be characteriasdacred (the reason and strength of
philosophers and artists to walk to the beat affarént drummer, so to speak), only emerged
through a reckoning of weakness and bad conscisasraevonder if this is part of what we see
in Foucault's work, which resists offering solutsoto determining discursive technologies and
subjectivities. This type of “bad consciousnesg&iiorizes strength and affirmative capacities
to affect as that which is different, shameful, amndair to those without the same qualitative will

to power. Organizational studies include this tgpdisclaimer regularly—"I must be careful

not to reinscribe power relations through my sols.” But, we do not have an all-knowing
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consciousness through which to judge the actionareealled to perform—regardless of the
spatial and temporal power/knowledge relations loictv we operate.

The will to power, in this sense, is an overconuofghe self. As Nietzsche (1969)
confesses, “my humanity is a constant self-overaginfp. 233). The famous example of the
will to power is the transformation of the acoffT.he acorn gives up its existence to become an
oak tree and thus to become more powerful” (Kautimag74, p. 255). It is the will to negate
self-constraints to our inherent strength, whichaeded to provoke creative force. The
following description of this process brings ushaxthe title of this textijfe as a work of art
“they all crave neither the preservation of theie$, nor merely freedom from something, nor
even power as a means to accomplish some speadig€aufmann, p. 255). In the here and
now—life as it exists as is—this ethic incites @ized character, organized chaos, and loving,
passionate creation.

Unlike positions ofessentimentbad consciousness, and ascetic ideals, whichederi
pleasure from the pain in Others (including thé)seh attitude of strength and positivity may
hurt Others in its propensity for action and tceeaff but it is not an evil intention. This is why
love requires such courage:

How much truth does a spirit endure, how much tdaés it dare? More and more that

became for me the real measure of value. Errdgh(fiathe ideal) is not blindness, error

is cowardice. (Nietzsche, 1969, p. 218)

Love, in a political rather than romantic sens@nby for the strong. The weak would destroy to
feel power, but that only cements a position of kmegs. Knowledge comes from the courage to
move through power/knowledge relations and theespwnding opportunities to affect and be

affected. This is the motor force driving the depenent of an ethic of self. Not as an
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improvement or achievement of a transcendental lseifsimply the consciousness of self as
imbricated in power/knowledge planes of existence.

To reinforce this point about courage in a “lifeaawork of art” ethos, | particularly like
the following assertion by Follett (1998):

We give up self when we are too sluggish for theiadife. For our self is after all the

greatest bother we ever know, and the idea of giiinp is a comfortable thought for

sluggish people, a narcotic for the difficultiedité#. But it is a cowardly way out. The

strong attitude is to face that torment, our geltake it with all its implications, all its

obligations, all its responsibilities, and be olwse to the fullest degree possible. (p. 82)
This resonates with Nietzsche’s (1969) belief thatstrong constantly seek out obstacles to
overcome in order to strengthen themselves. Batd obstacles come in the form and shape of
Others of strength. Again, the bringing togethiegumlitatively equal strength is important.
Battling the weak is a position of weakness; bagtthe strong prepares the strong for future
obstacles. Yet, this argument also relies upondai's (1996) framework that all bodies are
attributes of Nature. Enhancing and strengtheamgjs power is only productive if one
enhances and strengthens Others’ power, as welface these difficulties and be present in the
moment for whatever power/knowledge affects aasdrollett suggests, requires remarkable
courage.

The will to power is botha complement of forcend something internal to it” (Deleuze,
2006, p. 49, emphasis added). Itis the genetiemaa “Chance is the bringing of forces into
relation, the will to power is the determining miple of this relation” (Deleuze, p. 53). As
Kaufmann (1974) describes in his biography of Nielte:

He considers the will to power, which remains tlgloout, the “essence,” while “all

ends,” “objectives,” and the like, are merely aecithl and changing attributes “of the

one will,” “of the will to power” (The Will to Powe p. 675). In other words, not only

the energy remains but also the objective, powet;those so-called objectives which

are canceled are only accidental attributes ofrttuge basic striving: they are, to use one
of Nietzsche’s favorite terms, mere “foregroundppi. 221-222)
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As such, activeandreactivedesignate the original qualities of force héfirmativeand
negativedesignate the primordial qualities of the willgower” (Deleuze, pp. 53-54, emphasis
in original). The will to power is like breathingwe can be conscious of it, but are most often
unconscious of it. There is pleasure in the wilpbwer as it is activity—an incitement to live,
to exist, to engage. “What the will to power wilisa particular relation of forces, a particular
quality of forces” (Deleuze, p. 85). Furthermore:

The will to power is essentially creative and ggiit does not aspire, it does not seek, it

does not desire, above all it does not desire powejives: power is something

inexpressible in the will (something mobile, vat@lplastic); power is in the will as “the

bestowing virtue,” through power the will itselfdiews sense and value. (Deleuze, p. 85)

On top of the diagram of power/knowledge relatiPigpendix C) one can imagine an
energetic overlay—a pulsing mist intimately relatedhe river of power and fountain of
knowledge, if you will. This is the will to powera-desire to overcome that of which the self is
part. Life as a work of art is instructed and matted by this will to power. It can be reactive or
active, thus affirming or negating. It can be jdydnd productive, or it can inflict violence on
the self and Others. But, in any case, it is ereatThis is the ethical project of self: the wal
power, which is the will to overcome one’s selfaingh consciousness of power/knowledge
relations that constantly work to shape “Its” rattie@an “Thous,” “subjectivities” rather than
souls, and differences rather than singularities.

Perhaps, then, it is not uncanny that we findréiqudar resemblance within occupational
collectives. This might signal a similar qualit&tistrength (or weakness) of will to power. We
could then interpret the “elite” judgment regardthg occupation of management consulting

bothas a moral privileging of certain bodies (colleetsegregatiordnd as a shared strength of

capacity to affect change (collective method)—nhaitin particular affects and effects.
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Love

For Spinoza (1996), love is the joy accompaniethieyknowledge of an external power
to affect or be affected. Therefore, love is atagonism (Hardt & Negri, 2009, p. 195). A
consciousness that humans live in the constantaalmf power/knowledge relations—that life
is a work of art filled with constant becomings—es# a rupture to taken-for-granted
conceptualizations of professional identity, ocdigraal classes, and, more broadly, day-to-day
life. Hardt & Negri (2009) identify five criteritor love’s potential:

First, the content of the link between love ana#ois the common, which composes the

interaction of singularities in processes of sos@idarity and political equality. Second,

the direction of love’s force is oriented toware fineedom of those singularities. Third,
the organizational forms of this exercise of foace always open, constitutive, and
horizontal, such that every time it is solidifietfixed vertical relations of power, love
exceeds it and overflows its limits, reopening aigation again to the participation of
all. Fourth, the relation between love and fogckegitimated in the consensus of
singularities and the autonomy of each, in a rehetnip of reciprocity and collective self-
rule. Fifth, this force is always directed towahsolidating this process in institutions

that can allow it to continue ever more powerfu(jyp. 196-197)

These criteria are evident in the occupation-asioteproposed earlier: sacred dialogue, the gift,
the promise of forgiveness, and integration. Sigfies. Equality. Reciprocity. Positive

force. The elements of Hardt & Negri's conceptzetiion of love increase the power of self, the
force and positivity through which generates aemil/e coming together of similar affect and
force—resulting in the flourishing of all and theeation of loving institutions.

It is through these loving practices, correspondifigcts, and potential to institutionalize
this type of attitude and ethic that both indivitbuas singularities and individuals as collectives
facilitate a mode of existence characterized bgngfih. Existence is an ethos, not a possession
(Agamben, 2009). It is in this way, Badiou (20%Rygests the project of love is “to construct a

world from a decentered point of view other thaat thf my mere impulse to survive or re-affirm

my own identity” (p. 25). Introducing love as amtidote to corporate colonization (Deetz,
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1992) and contemporary insensitivity to Others ({Ban & Donskis, 2013) offers a gentle
reminder that employees are humans, rather thamaoalities. For Spinoza, love is about joy
and the potential of the body to be affected angdedon ways that promote human flourishing.

Yet, love is always tied to war because force sessary to constitute “the interaction of
singularities in processes of social solidarity potitical equality” (Hardt & Negri, 2009, p.
196). For the authors, love is “the movement tafezedom in which the composition of
singularities leads toward not unity or identityt bue increasing autonomy of each participating
equally in the web of communication and cooperdt(pn189). In this conceptualization,
singularity and equality are crucial, as previoudicussed in Follett’s work on integration.
Employment relationships infused with love bringkrand conflict—two elements necessary for
transformational and emancipatory change. Lov&hisappropriation, disrupts the normative
status quo and professional homogeneity charatiteoifsneoliberal organizing and reestablishes
collective formation within the spirit of Follettjsractice of integration.
Implications for Management Consulting Professionatm

The management consulting business model is satlit tiffords the opportunities for
promise, forgiveness, integration, and love. Alttjlo there is an organizational studies critique
to be made of the precarious, self-as-brand emplodgiost-Fordist operating structures, the
case of management consulting also points to @ gotantial for developing what Hardt &
Negri (2009) call transformative, loving institutis.

A perspective oboth-andis helpful for organizational studies as it resabe
experiences of humans at work within a broader tgtdeding of life as a work of art. This

perspective ofoth-and is helpful for organizational analyses becaugesists simplification
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of the complex issues of identity, humanness, amleenporary work within global capitalism.
For Foucault (1997):

| do not think that a society can exist without powelations, if by that one means the

strategies by which individuals try to direct ammhtrol the conduct of others. The

problem, then, is not to try to dissolve them ia thopia of completely transparent

communication but to acquire the rules of law, tl@nagement techniques, and also the

morality, the ethos, the practice of the self, thditallow us to play these games of

power with as little domination as possible. (p8R9
The moral of this story is that an ethic groundetlife as a work of art” constitutes the toolkit
needed to negotiate the currents of rationality @ession guiding us through power/knowledge
formations in ways that promote love, joy, and pesiaffect. The becoming activities of
professional management consultants indicate da gotential for spreading these positive
affects through thoughtful and productive partngshwvith people and organizations from
around the world.

Life as a Work of Art

Rafael was one of my favorite artists at some effmous European museums | visited
during my stay at Birkbeck College last summerthgiigh | am not an art history expert, |
conducted some research on Rafael’'s work andridefaund some interesting parallels to this
discussion of management consulting professionali§he author of a recent biography
describes Rafael’s life philosophy in a way thaisely resembles the “life as a work of art” ethic
| am advocating for in this project. By way of silag, | share some background information on
Rafael’s revolutionary artistic approach and theaations to what | see as key points of
interest regarding the becomings of professionalagament consultants.

Forcellino’s (2012) biography provides insightsoitiow Raphael Sanzio balanced

rationality and passion inoth his professional art practiead personal life during his rise to

fame as an artist in Rome’s papal court in theyee8|' century. Eschewing common
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characterizations of Rafael’'s work as simply aigmf quest for God, Forcellino shows how
Rafael overcame common moral subjections of the tims living his own life in a manner
resembling that of his famous artworks. Inspirgdhe intellectual metaphysical musings of
Leonardo da Vinci and the combustible creative st@dMichelangelo, Rafael exemplifies a
“life as a work of art,” as his own life “overcomah conflict, reconciles all cultural, social, and
erotic tension, and reveals a natural grace witheaessarily presupposing divine inspiration,
entirely thanks to the happiness resulting fromowe sensual gratification” (Forcellino, p. 9).
Rafael revolutionized the integrationlwdth passionate creativiignd rational form through the
creation of his own aesthetic ethos.

Raphael’'s work reflects the concomitant currentsath passiorand rationality—neither
reducible to, nor a synthesis of each. His mastétige human form does not subjugate the
brush strokes and colors bringing each piece ¢o [ithe passion brought forth by Raphael’s
vision runs free at the same time as it is propdibeward by the portrait’s form (Forcellino,
2012). The beauty and sacredness of Rafael'sipgeéare rooted in what the biography heralds
asbothhis passion for and acceptance of the present micand a methodological attention to
the development of an artistic practice. But, imi@atly, this practice did not identify or
regurgitate particular values, customs, and rulesresentation of the time, but instead,
cultivated its own ascetic ideal.

In some ways, then, Raphael’s work is difficulttassify from an art history
perspective. But, as Forcellino emphasizes,ptesisely this inability to categorize Raphael’'s
work that points to its exceptional sacredness—amaaner vastly different from the suffering
portrayed as the inspirational force of artistghsas Michelangelo (Forcellino, 2012). Life can

be affirming and positive within an ethos of life @ work of art, which wills itself beyond the
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subjecting power/knowledge relations of the eveptiaough an acceptance and revelry in the
world around us, as it is.

What was innovative about Rafael’'s approach isheatfused taken-for-granted
identities and iconography. Instead, he brougbh@adividual to life as a singularity, through
careful and creative expression of individual pgyofy. He gave space and sanctity to each
body and avoided forced reproductions that serviylto “make a painting recognizable”
(Forcellino, 2012, p. 51). This mirrors consul&hbcus on understanding “who is my client”
on each engagement—treating the client as histersingularity and as a “Thou” to get to
know.

Rafael captured the beauty, good, and sacrednéis bife around him. This was not to
ignore the great violence, greed, and horrors aggaummanity around him, particularly during
Pope Alexander Borgia’s reign of terror (Forcelli@®12). But, rather, Raphael inspired people
to see the weakness of such acts and stratedies face of the comparative strengttboththe
everydayandreligious portraits he crafted. This doesn’t m#ékehorrors of his time any less
real, but it takes away the potential for sedimenpain, loss, and fear and inspires hope, love,
and compassion—for what we believe in, in someaetsp becomes real in the plane of
power/knowledge relations we have establishedigmtéxt.

Raphael, like the management consultants of thidysfound his success dependent
upon positive client interactions and professiarplutation (Forcellino, 2012, p. 48).
Professionalism is the methodological balance aéting best practices (rational form) and
injecting interpersonal flavor (creative passianprder to craft unique relationships, which

thereby provide a competitive advantage. The efethat professionalism, as an action rather
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than attribute, becomes imbricated in the pricewaquation structuring management
consulting work.

One consulting executive went so far as to dest¢hbdéeam-based consulting
environment as an “apprenticeship model.” Sintibethe ways in which Raphael established
artist workshops to help meet client demands alnedrapon word-of-mouth referrals,
consulting teams are “the most important resouscédls, best practices, techniques,
methodology.” This partner remarked upon the iségpressure to learn quickly and expressed
gratitude that he was “fortunate enough to workaitiot of really good people my first one to
two years.” He attributes his current succesteése positive and informative early consulting
team experiences.

Implications

If power is a strategic relation, then our attittoward life and the people around us
holds thepotentiafor “making real.” If we believe in lack, evilnd constraint, then that is what
we manifest. If we believe in love, goodness, eaphcity, then that is what we spread. What
becoming ethos would we hold for our self and Gtfdels it a spirit of play, forgiveness, and
power-full affect? Or, is it a power-full affectidhat prevents action—an affection so overcome
by the ill effects of a moralized wrong that it pelus forget it is just a construction of a
construction?

In 10" grade, | played the role of Dorothy in my high@als production ofThe Wizard
of Oz Now, in thinking about the ramifications of pawaowledge relations on the becoming
processes of self, | am drawn back to Dorothy’8di@al journey. Just as Dorothy finally
realizes, | think it is important to note that wee/k never lost our power—as soulless robots,

professional consultants, or fairy tale princessiis glass slippers. We've had it all along.
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Power has always been inside us—as constructiosslfodre manifestations of knowledge and
consciousness that are inextricable from capadiiesfect and be affected (power). We are
never separated and can never be separated frgpowres that constructs our very existence.
There is no end to the intersecting planes of ptkmewledge through which we know and make
sense of who we are within the world around us.

| realize this sounds trite—the whole Dorothy ane ‘tpower is inside us” bit. But,
moving beyond the commodity economy of self-helptres, this is a philosophical positioning
of the self within power/knowledge relations théibeds a new way of conceptualizing
organizing practices, including occupation as methdhis perspective assesses based on a
capacity for affect rather than fixation on ansltbuy, unstable identity that is constantly subject
to the currents of rationality, passion, and pokremvledge relations. The battle to overcome
that which would fix our identity attributes or egsge is important to realizing and developing a
technique and ethic which holds thetentiafor crafting life as action rather than reaction—o
worse, inaction. As a result, human ontology siseitated from the stagnating affects of the
guestion of “who are we?” by refocusing on capaeitwhat do wedao?” This is particularly
important for realizing the powerful potential ofjanized collectives, such as occupations.

The key to constructing life as a work of art, thiewolves the development of an ethic
(a philosophy of life, if you will) that engagesdaovercomes the forces constantly working to
sediment constructions of self—weak forces thatld/oevel in the incapacity of a body, or the
inability to act because of fixed identificationksife as a work of art involves a recognition that
constructions of self constantly battle articulaaf power/knowledge, some of our own
making, some not of our own making. Becoming psses of self are predicated upon actions,

rather than attributes. Identity work is a seaéeever-ending actions, rather than an achieved
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property or possession. As a result, the colledtiolds more power for positive action when
theorized as method (active), rather than idefitégctive). The collective should not be
conceptualized as an incorporation of singularitrgth fixed attributes. A theoretical
conceptualization of occupation as method, rathan incorporated essence, resists reductions
of power to embodied attributes and focuses atierdn the capacity for political love.

Accepting that our selves are neither victims raweseigns, forgiving that the world is as
it is, and promising to share tpetentiaof action with “Thous”—this is political love. is a
love that offers hope not for a different worldt laudifferent worldconsciousnesfr what it
means to be human in our contemporary world. Tivemk—corporate or otherwise—becomes
just one other dimension and context for becommoggsses that is inextricable from human
ontology.

A both-andperspective proposes that the worlthagh all of that which we can know
(consciousnessandmore than we can ever possibly know (unconsciosdness we can never
completely understand thpotentig judgments about the inherent good or evil of
actions/existence are illusory and misrepresergdtike can never have all the information, nor
understand the long-lasting impacts of an actidfgt Nietzsche (1969), this is a love of fate:

My formula for greatness in a human being is amtr that one wants nothing to be

different, not forward, not backward, not in aketity. Not merely bear what is

necessary, still less conceal it—all idealism is)\daziousness in the face of what is

necessary—nbut love it. (p. 258)

Life is a series of actions upon actions and thecetattitude and method—of navigating these
forces and interactions affects the power/knowle@dpgtions shaping who we are and how we
position our selves within the world.

What we are left with as a point of analysis is thilee or not those actions increase a

body’s potential for affecting/being affecting (ghr decrease/subsume a body’s potential for
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affecting/being affecting (bad). The goal, thee¢cdimes about being open in the present
moment to those positive life forces that faciBtaroductive, collaborative, life-affirming
activities. Life as a work of abloth constrains our interests, standpoints, and inéésponsand
provokes ruptures that challenge everyday, takewpfanted patterns, routines, and scripts
through positivity. We are not “dead men workingVe are part of an enlivened and inspired
becoming. Whether as singular affects or througlective methods, we do not know what a
body can do, as Spinoza so aptly argued. Embhatpdtentia—not because of an inherent
lack carried within a hope for the world as othemyibut for the compelling artistry of self as
power/knowledge relations in the present moment.

From an occupational perspective, we do not kn@ndhg-term (or, even the short-
term) affects of the work management consultantopa. Perhaps because of this, the stories
about this line of work tend to be imbued with neggy, greed, and immorality. The answer to
recreating a different “life as a work of art” skletfor the occupation, for one consulting partner,
is communication. Regarding the management canguttdustry:

It is a kind of commercial activity that has beenagnized for many decades now. So,

as professional services firms go, if that’s theecand it's been a commercially relevant

enterprise and people have been able to talkeatsliabout their needs and have
addressed their needs and have charged moneyafwd gold repeat business to those
clients—then, | challenge the concept that it ikenoil or is in some way not as
legitimate as another product or service that isen@ngible and might have a more
directly evident value. Unfortunately, there isdigect connection—the way it gets
transferred into money or hits the streets outsfdbe organization. We as consultants
need to do a better job of communicating how owicdimpacts our clients.

The contributions this project makes in terms dfcal organizational studies is not in its

analysis and rejection of subjectifying, ideolodjica alienating forces of which management

consulting professionalism engenders. Insteadhéiteming activities of professional

management consultants offer a compelling argurograt critical ethos—one in which the gifts
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of the present challenging moments are faced slyyg@asitively, courageously, and addressed
collaboratively and democratically through integrafpartnerships with clients and colleagues.
Taken at face value, consultant comments about thiegit“get” out of professionalism include
desires, aspirations, and commitments beyond finbaod material rewards. While popular
press descriptions of consultants are one-dimeakgiareotypes, this project brings in a
constellation oboth-andspotlights from which to view the everyday worknednagement
consultants.

In combining theoretical concepts from Foucaulgtksche, and Spinoza, the organizing
work of professionalism in management consultikg$aon new meaning within the landscape
of power/knowledge relations established in Chapteee. The power of an individual or
collective body is inextricable from other forceslaébodies in the world. Focusing on the life-
enhancing capacities for change, affect, and pavepires all bodies to act in life-enhancing
manners. A “life as a work of art” ethos does ey the existence of life-detracting forces,
such as occupational segregation, but does nottecooted in fixed identities, portraits,
attributes, or other identity markers as its esserRecause there are no limits to the ways in
which the self is constituted through intersectiohpower/knowledge relations (including those
forces which work to fix identities) and the unisers constantly in motion (Spinoza, 1996), our
human essence is unknowable. Therefore, balapesgion, rationality, and our capacities for
affecting (action) and being affected (feelingpamy given present moment is the only key we
have to gaining self understanding and realizirgpbwer-full capacities inseparable from all of
Nature.

Management consulting work lends itself to a “bBfea work of art” ethos, in some ways.

Management consulting professionalism require®astthat masterfully blend rationality and
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passion in order to craft long-term, forward-diegttaction-oriented, and collaborative
partnering with clients to address various busimesgis. The becoming activities of
professional consultants evoke both violence aadsuire in everyday life. Through modes of
subjectivation, impacts to a person’s ethical satst, and various means for self-development,
consultants mold, stretch, and adapt to firm, ¢Jiand occupation expectations for the
embodiment and enactment of professionalism. Tldlenges of this identity work jeopardize
integrity, values, upbringings, relationships, aedires. Yet, the consultants of this study are
smart and engaged persons. The risks, dangerpodetial for self-degradation are evident to
them. By taking a “life as a work of art” approaohstudying management consulting
professionalism, this study was able to illuminhie teleologies of consultants, which
undermine assumptions that consultants are onlwatetl by money and prestige. Such desires
as collaborative and creative partnering and baipgrt of something bigger illustrate the
powerful potential of articulations of power/knowtge in occupational lines of work.
Consultants enjoy being a part of a collective thamart, engaged, active, positive, and
eager to step up to challenges. Surrounding aetfwith this qualitative potential for affect
enhances the potential for making positive contidns with the client and builds one’s own
strength. This is part of why | argue that orgatianal studies would benefit from more
analyses focused on occupation as method, ratherdatcupation as attribute/identity marker.
Focusing on the qualitatiy@tentiaof occupational action realizes the affective po& of the
power/knowledge relations through which the occigpas constructed. Some of the techniques
identified, which | have given labels based uponstidtant accounts, include: sacred dialogue,
the qift, the promise of forgiveness, and integmati Engaging in these practices makes positive

use of the power-full capacities occupations aferdéd by the combined, yet singular, and
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diverse strengths of its participants and contabub the creation of loving institutions and

experiences for all.

200



Postface

| have painted a particular picture by piecing tbgevarious puzzle pieces related to
discourse, power, knowledge, self, and managenwsudting professionalism. But, now it is
time for me to step aside. Just like viewing aigce of art, interpretation rests in the eye of the
beholder. What do you see in the becoming aawitf professional management consultants?
How are you affected? As the sketch is unfinishdtht actions are needed to contribute to this
landscape portrayal of the organizing work of pssfenalism?

You might be wondering, “How is this not anotheeatpt at harnessing people’s
hierarchy of higher needs through human resourceagement?” There are certainly ways in
which firm, self, Other (client), and occupatiocaimmitment capitalize on people’s “good
nature.” But, my theoretical and personal commiteg to take individual accounts as
indicative ruptures. It does not matter if pagamt responses are “true,” ideologically
motivated, warped due to the alienating effectseafliberalism, or constrained by the
maintenance of professionalism within the intervigwcess. Participant accounts challenge the
taken for granted concept of professionalism by plarating how becoming processes of
professional selves work.

While the information could be used as data to gvprofessionalism training courses
or codes of conduct in management consulting fithis,was not my intention. What | have
attempted to do is complicate control-resistanocedgbad consultant, autonomous-alienated

worker portrayals by showcasing the gray area—tin¢H~and in identification work. An
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important contribution in this regard is that ocatipnal identity work is nuanced, contradictory,
and resists easy categorization. The “use valtigiie research is in keeping threads unraveled
so that Others can join the discussion.
Life as a Work of Art: The Becoming of ProfessionaManagement Consultants

This project is a developing work of art, in itsrowght, as there are many constraints
shaping the picture portrayed here. First, asishpart of my doctoral studies, there are time
constraints and normative conventions guiding thdysconstruction and presentation. | focus
mostly on the becomings of singular managementultamgs and the potential for collective
action, but have not provided sufficient attentiorthe important effects of firm dynamics. For
IRB efficiency, | did not link consultant experiezgcto their respective firms. | do believe this
would be a helpful dynamic to explore more thordugtWhat role have consulting firms
specifically played in becoming processes of sélf®w do inter-firm dynamics within the
industry shape what it means to be a professioaaligement consultant culturally, personally,
and on-site at the client? More insight is neadddrms of the ways in which inter-firm market
dynamics impact expectations of professionalisrowtdo professionalism expectations of
major firms compare with that of niche firms? Ddles reputation of big firms impact the
client-consultant relationship niche firm consutsaexperience day-to-day?

| also look forward to exploring in more detail theactices involved in an occupation as
method approach to studying management consultofggsionalism. More specifically, two
works may provide additional insights into theittibf rationality, passion, and action in client-
consultant exchanges. Adam SmitiThe Wealth of Nationgxplores the gains from trade,
which may develop “the gift” section as an integnatof self-Other relations. Additionally,

Smith’s exploration of human self-interest Ttheory of Moral Sentimentmay offer a
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perspective of social order predicated upon agtivih a different, but related trajectory, | would
like to explore the relationship between Adorncegative dialectics and Mary Parker Follett’s
notion of integration in both concepts’ refusatlod traditional synthesis required of dialectical
tension. Combined, these works may enable mertioeiudevelop the ideas presented in this
text more explicitly within capitalist transactions

Thirdly, a participant noted the following: “you’aesking consultants to speak about
professionalism. So, you’re going to get conveosatwhere people want to keep that
professionalism up throughout the conversatiorethBps broadening the study overview to
focus more on “becoming a management consultamt’less on “studying professionalism”
would have made it more comfortable for consultéamtslk about broader impacts of
professionalism outside of work, as well as diffégi@ challenges to professionalism
expectations (e.g., race, gender, sexuality). ertin extent, | believe these issues are
considered “not in good taste” to talk about imarfal interview. That is to say, the
unprofessional is difficult to get at because nas considered professional or socially
acceptable to talk about these things when reptiegeiirms whose business model relies upon
reputation and prestige. My former experience esnsultant likelybothfacilitated the
conversation in some wagsid constrained it in others. Knowledge about my @ensulting
experiences may have influenced some participaporeses and opened up conversations that
we may not have had otherwise.

Lastly, my interview questions did not delve deegtypugh into the ways in which
professionalism factors into the fixing of socidéntity markers, such as gender, race, age, and
sexuality. More research is needed into this atdmth micro- and macro-levels to understand

differential experiences in and access to manageoco&sulting work. A first step to this end
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would be to go back through my transcriptions talgre what consultants say in our
conversations that may point to what they feel ashsalient about their own identities. Are
there topics in which participants self identifyge “as a woman” or “as a recent graduate”) that
may point to ruptures in or challenges to takengi@nted professionalism expectations? Do
these salient identity markers indicate tensiona@maging professionalism contradictions?
Baxter’'s (2004) work on relational dialectics areSthetic moments of relating” (p. 187) that
can provide temporary syntheses of similarity affi@rgnce may be instructive in this regard.
That being said, | already have been surprisethéynterest this project has generated in
participants and their firms. | believe this isesa my work can make a significant intervention
within the management consulting industry, and gesicorporate work more broadly. One
participant confided that he really enjoyed themmiew because “just talking through and
answering questions of this nature helped me tthirdugh things that normally | wouldn’t.” By
sharing both the pleasures and pains of manageroastlting professionalism and rethinking
who we are in the world, | hope readers will reecdasboththe ways in which they care for
themselves and Otheasidthe love and courage that are inherent to workities, corporate or
otherwise. In this way, the joy of affecting arelriy affected in this world are carried forward.
For future interviews to further develop this rasbgorogram, | would revise my
interview questions to address these nuances nrelg. For example, | could ask, “how is
professionalisniboth constrainingand facilitative to your professional identity?” Owyhat are
the contradictions you see in becoming a professimanagement consultant?” Similarly,
guestions such as, “how do you feel when you awfepsional? And, how do you feel when you
resist professionalism expectations?” could momieily engage power/knowledge

intersections. Providing opportunities for pagsmts to put contradictory experiences in
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conversation with each other might facilitate mouvanced both-and understandings of
organizational life.

Additionally, | would like to continue exploring éitensions around how management
consulting professionalism is learned. Some cdastd attribute professionalism to innate
personality traits, while others say professiomalis emulated or developed through training.
One potential project in this regard is to speathwonsultants about the first person they
remember as a mentor in the firm. It would beregéing to explore the client-consultant
relationship in relation to firm consultant-exegetrelationships. When consultants speak about
creating loving relationships with their clientshat factors into this process? Is it a personal
value socialized from familial units or educatiopabgrams? Is it an inherent will to power?
How does emulation of mentors set expectationth®client-consultant relationship?

Yet, | would leave you with a gentle reminder thagenealogy of the self is always
necessarily incomplete. Furthermore, human existésbothincompleteand perfect as it
stands today. As we have seen in management tamisekperiences of becoming professional,
ethical substance, self-forming activities, modesubjectivation, and teleologies will change,
adapt, and conform within myriad fields of posstlas. Some will increase our capacity to
affect, while others will reduce our potential féeat Others. This is what “life as a work of art”

is all about.
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Appendix A: Interview Guide

. Please tell me about how you got started in managenonsulting and the specific kinds
of work you do.

. What is enjoyable about being professional as aagement consultant? What is
difficult?

. What does it mean to be professional as a manadgamesultant? How did you learn
what it means to be professional as a managemastiitant?

. What kinds of activities do you engage in to depedad/or maintain professionalism as a
management consultant?

. What challenges have you faced regarding profeabBsmn as a management consultant?

. What surprises you about management consultingggsainalism expectations? Have
these professionalism expectations affected yaumnexpected ways either at work or
outside of work?

. Would you be willing to share an example of a timehich you observed
professionalism? What did you think about thaiagion? How did it affect the way you
thought about professionalism? How might it halvenged your own behavior?

. Would you be willing to share an example of a timghich you observed
unprofessionalism? How did you respond? Whatdidthink about that situation?
How did it affect the way you thought about profesalism? How might it have
changed your own behavior?

. Have you or any of your colleagues been told talleasomething more professionally?
What did you take away from that experience?

10. Are there things you would do or say differentfypiiofessionalism expectations were

different at your firm or client site? Would yound sharing an example?

11. (for former management consultants) How has yodetstanding of management

consulting professionalism shaped your life sireaving the firm? How has it shaped
your work/employment since leaving the firm?

12. (for former management consultants) What aspecggswf management consulting

experience do you feel your current employer vatues
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Appendix B: Preliminary Insights
Kiely Flanigan

Descriptive statistics:

= Number of firms represented by participant consglexperiences: 17
= Number of consultants interviewed: 32

- 14 former, 18 current

- 12 women, 20 men

Preliminary findings:

1.

Professionalism is crucial to firm reputation atsultant success in management
consulting.

A certain aesthetic of professionalism is parthef package being bought by clients.
Professionalism adds value to client deliverabtesralationships.

The day-to-day activities of management consultanggobal business operations and
policies reflect consultants’ influential and ursteted, yet engrained, role in how major
organizations function in today’s economy.

Management consulting professionalism is a wor&rbf Philosophically, it blends self-
forming activities, obligatory practices, and aapons/ideals. Practically, it involves
crafting a particular way of being involving bodidgmportment, dress, language,
mannerisms, and emotional intelligence. Managememsulting professionalism is
dependent upon savvy interpersonal communicatilativaship skills in order to quickly
develop credibility and trust.

Becoming a professional management consultantgpboated and contradictory. On the
one hand, the means and methods of becoming piariesare all-consuming and bleed into
home/personal life—shaping how one acts with fr&fainily members/community. On the
other hand, who consultants are at work is diffeegrdl separate from who consultants are
outside of work—what is professional and normativeork would seem unnatural outside
of work contexts.

Management consulting professionalism becomes\adhn consultant bodies, behavior,
and communicative practices. You can pick outrenér consultant anywhere.

Management consulting professionalism is an emldpdiensory experience. Consultants
are always “on.” The gaze of clients, managersigas, and colleagues is both pleasurable
(empowering, motivational) and painful (constaraleation and feedback).

Violations of management consulting professionalkstpectations are memorable when they
occur. The rarity of unprofessionalism suggestdgasionalism expectations are either
already known (a reflection of upbringing, innas¥gonality traits, prior corporate
experience and/or targeted university recruitimgtegies) and/or quickly assimilated
(through observation, training, and/or mentorindgpew consultants start at a firm. However,
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when acts of unprofessionalism do occur, they &endinked to individual explanatory
demographics, such as age, gender, level in htgraand/or tenure with firm.

9. Research (Ashcraft & Allen, 2003; Cheney & Ashc¢rafi07) suggests United States
professionalism is synonymous with performancesiofidle-age, white, heterosexual
masculinity. While several participants (male &mhale) brought up the challenges women
and young team members face in terms of meetingaapons of professionalism,
participants did not bring up race or sexuality.

10. Contrary to contemporary characterizations of caafgowork (and, particularly,
management consulting) as soulless and robotisuttamt stories about management
consulting professionalism included aspirationy-pfs, and challenges centered around:
helping, courage, fun, love, joy, relational inticgaintellectual stimulation, excitement,
fulfillment, gratitude, and inspiration. This m®/beyond stereotypical representations of
consultants and recasts their work experiencedliffexent light. This also suggests there is
intrinsic, personal value to professionalism.

11.0n the other hand, management consulting profezlsom expectations can affect
negatively: the body (requires homogeneity in teofnstyle, dress, mannerisms), emotions,
outside relationships, family planning, approachigbpersonal authenticity, innovation
(low tolerance for mistakes or anything other tHaest practices”) and the ability to have a
voice in and/or challenge decisions.

208



Appendix C:
An Episteme: The Organizing Work of Power/Knowledge

\
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