
The Revenue Equation 

 

Welcome to Unleashed, I’m your host, Will Bachman. 

In my conversations with independent consultants, a common 

question I get is how to generate more business. 

There are a lot of things one could POTENTIALLY do to generate 

more revenue, and some people flail around putting effort into 

initiatives that may have a low return on investment. 

Of course we all want to put our time and energy into areas 

with a relatively high return on investment, and I’ve found that 

it is useful to break down all the possible factors into what I call 

the Consulting Revenue Equation. 

So here is the Consulting Revenue Equation: 

Total revenue generated equals:  

Leads  

Times 

Conversion rate: (that is, the Percent of leads that convert into 

first-time projects with a client 

Times 

Follow-on work (that is, the total number of projects with a 

given client for every first-time project 
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Times 

The average dollar value per project. 

The average dollar value per project could be further broken 

down as 

The number of days you invest in the project 

Times 

Your effective average daily rate. 

You may be structuring your  pricing as a fixed rate or as a 

success fee that depends on results, but you can still determine 

how much time you put into the project, and divide your total 

fees by that time to figure out your average billing rate per unit 

of time. 

The number of leads equals: 

Number of people who have ever known you 

Times 

Percent of those who who have known you who also respect 

you 

Times 

Percent of those who like you 

Times 
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Percent of those who are aware that you are available for 

consulting projects 

Times 

Percent who are either a decision maker with a budget OR an 

influencer who can introduce you to a decision maker with a 

budget 

Times 

Percent who have a need for consulting help 

Times 

Percent who have your contact information 

Times 

Percent where you are top of mind – one of the first two or 

three people they think of for a project like this 

Once you break down your revenue according to the revenue 

equation, you can start thinking about what specific thing you 

could work on that is most likely to move the needle. 

One place to start is to look at leads and conversion rate. 

If you are getting relatively few leads, but most leads end up 

turning into a project, then you may want to focus your 

attention on generating more leads. 
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If you are getting lots of leads, but you flail around and convert 

few of them, then you want to focus on your conversion rate 

instead. 

Let’s say you want to focus on generating more leads. 

Some people who are trying to get more leads will assume that 

they need to reach out to new prospects whom they do not 

already know, and so they make a list and start doing cold 

reach-outs. 

Increasing the number of people who know you and also 

respect you and like you is difficult. It takes a long time to build 

relationships. 

If we look at the Revenue Equation, we can see other possible 

steps to take: 

 

Let’s look at other elements of the Revenue Equation – where 

there are THREE elements that you can most easily influence 

#1: Is everyone who already knows you AWARE that you are 

now an independent consultant? If not, find a way to let people 

know.  

At a minimum, update your LinkedIn profile so it is obvious you 

are an independent consultant or running your own firm. 
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You don’t want to be spammy and spray everyone you know 

with an advertisement for your firm, but you do need to get the 

word out. 

Maybe you ask people for feedback on your website, or on your 

firm’s one-pager, or on your updated LinkedIn profile, with a 

personalized email, or a call.  

Don’t ask for project opportunities – that puts people on the 

defensive.  

If you don’t want to task for help, you could also just let people 

know, I’ve started my own firm, just completed my first couple 

projects, launched website, what’s up with you? 

#2: Next element: People who have your contact information 

Update your LinkedIn profile – consider including your email 

address in your profile summary 

Change your LinkedIn settings to allow people to send you a 

message on LinkedIn without using an InMail 

Use an email signature on your phone and your email program 

so that everyone you email will have your contact info 

Update alumni sites of college, grad school, consulting firm with 

your current contact info 

If you’ve created a website – include your contact info there 
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#3: Are you top of mind as person to call on a specific type of 

problem that you’ve decided to focus on? 

This is where thought leadership comes in. 

If you are creating content on a regular basis, then it gives you a 

reason to share regularly to remind people that you exist and 

what they should remember about you. 

Some potential channels or forms: 

A blog 

A podcast 

A channel on Youtube 

White papers 

Articles in trade journals 

If you are creating content on some such vehicle, it gives you a 

reason to post on LinkedIn. 

Multiple experts have recommended to me that the ideal 

frequency is about 3-5 posts per week on LinkedIn, and ideally 

all these posts would be on a topic that reminds people of your 

focus area. 

You don’t necessarily need to be generating original content – 

this could include curating articles on your area of interest and 

then adding a few sentences of commentary. 
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I’d also suggest that you consider adding a newsletter to this 

media mix, that you send out on some regular schedule to 

people who have opted in to hear what you have to say. 

Even if people don’t read every newsletter or blog post or 

white paper – if you are regularly communicating on some 

topic, you’ll be top of mind with the people who already know 

you. 

 

Maybe you are already getting plenty of leads, but you are not 

converting a high percentage of them into confirmed projects. 

In that case, you may want to find an experienced consultant to 

provide you with some mirror image feedback. 

There are a couple areas to focus on: 

#1: The quality of your Context Discussion, a phrase I learned 

from David A Fields in his book The Irresistible Consultant’s 

Guide to winning Clients, Chapters 18-19. Before you submit a 

proposal, you should have a Context Discussion with the client 

where you make sure you understand six things, namely 

1. Situation 

2. Desired outcomes 

3. Indicators of success 

4. Perceived risks and concerns 

5. Value 
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6. Parameters (which includes things like desired start date 

as well as the question of budget) 

Consider asking an experienced consultant to join you on a 

Context Discussion meeting or call, or you could debrief with 

someone after such a meeting to see if you can adequately 

answer all those questions. 

The most common mistake I see consultants make in the initial 

discussion is trying too hard to sell themselves and their 

experience and not asking enough questions to truly 

understand the problem. Remember: once you are in the 

meeting, you’ve already convinced the client that you may be 

able to solve their problem. 

#2: Your written proposal. Consider asking an experienced 

consultant to review your proposal before you submit it to your 

client.  Is the proposal clear and compelling? Do the fees seem 

reasonable?  

 

Maybe you are getting enough leads and converting those 

leads, but you do a lot of one-off projects with clients and they 

don’t call you back for more help. 

That is not necessarily terrible: maybe you work on something 

very specific and you solve the problem so well they don’t need 

your help again. 
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If I hire a roofer and they do a fantastic job on replacing the 

shingles on my roof, I might be delighted but not need their 

help for another 30 years. 

But in most cases, if a consultant builds a relationship and does 

great work, the client will have other areas where they need 

help. 

Consider asking a third party to approach your clients to collect 

honest feedback on your work: maybe you rub people the 

wrong way, or the impact wasn’t what was promised. 

Or maybe your clients love your work and just forget about you 

– that could mean you need to do a better job staying in touch, 

building a relationship, and being less transactional. You might 

set yourself a follow up calendar to check in 1 month, 3 

months, 6 months after a project to see how things are going. 

You may decide to focus on increasing the total number of 

projects you get from existing clients rather than going out to 

find projects with new clients. 

You can also look at the fees for each project – using the 

metaphor of rainmaking, David A. Fields talks about getting 

bigger raindrops. 

Could you scope larger projects? 

Or could you increase your effective hourly or daily rate? 
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Subscribers to my weekly email get access to a PDF that 

summarizes the whole Revenue Equation – if you’d like that 

bonus feature then sign up – visit umbrex.com and click on the 

Unleashed. 

I’d love to hear your feedback on concept of the Revenue 

Equation – including any tips on how I could make this concept 

more useful to you. You can email me at 

unleashed@umbrex.com 

 

Thanks for listening to this episode of Unleashed. Unleashed is 

produced by Umbrex, the community that connects you with 

the world’s top independent management consultants. 
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