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" make a significant difference in an organzzatlbn'c effectiveness,

for managers of public institutions, public cr private service
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manage a proauctlve relationship between a concultant _and their

‘organization: It is.important that both the crganization and the .
- consultant know how to make the comsultatich- relationship work well..u

" With this in mind,. the ‘booklet is organtzedixn ‘the following

. sections: why hire a consuitant, when to use cutside assistance, ‘how
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need from. the consultant, what information the comsultant needs from-~a,
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that are c0ntarned 1n these materlals. . . L

-3

AEBUTTHESERIES o P

. Keys to communzty InvoIvement is a ser1es of booklets ;,;:'
developed for. governlng boards, community Ieaders, group members,

,adﬁinistrators and citizenms.- “The booklets ‘are designed to help
these audiences strengthen thelr skllls in group processes. work
.cooperatively with others, and plan and carry-out new pro:ects{;_

i

) Top:cs include technlques to maintain enthu51asm in a group; ways

: that agenc1es can effect1vely use consultants, and’ factorscthat )
affect 1ntroducmg and mplement:.ng new pro;ects.

. The booklets are wrltten‘by members of the: Rural Educatlon

Program of the Northwest:Regional Educational Laboratory. . The

I

§§§9§§§?F¥,13 a nonprofit, educatronai research and deveiopment

corporation, headquartered in Portland, Oregon. - o
v . e LA . O . . ‘.
- The - bookiets in the series are adapted from a much more o

the western Unlted States. .

- t

Informatlon about °the§,§99k}§§5,}8 thrs serres::tltles and -

’ howitoiorder--as well as 1nformatlon about related services--
training, workshops and’ consultatlon--can be found on the 1n51de

and out51de back covers’ of thls booklet.r
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?”'5, Dcca51ona11y, your crganxzatxon is IIkeiy to experIence v
..scme extraordlnary work demands: a new client presents unique ‘
_sets of problems, several deadlines fall closextogéther,

" complex report is due; your consumers/constltuents question
. your;'services lor a: caﬁpie of work units are chromfcally - .
dlsagreEIng and: finding it hard to resolve their_ ccnfixcﬁs.? _ -
During such times it becomes feasible to consider using an’. .. .

outside’ consultant to assist you. As you begin- dlscusslng BT

- the posslbxllty of using a consultant, you may hear sévéral B ;,7
.'reactlons whlch resemble the- follow1ng R . o

- - . T
i SR : ' : : ’;‘l't.'

] )_ ~ y - - . - . . - “ . i 7 ) . ] .
L "Okag, I" know we could- suse heip and T agree' o P

'»*that'Ralph is br;gnt arid does, good - work, but =
het §.also a loud mouth énd lzkely“to spread s

R the word about oun.difficultzes._

\" . = - .

"Weil, chk knows how to keep a confidence, Efj L

,so he won't hurt us there; but T hear he's . |+ <o

?. . so booked up that It's bard for-him:- -to feep o ';_“ ;ﬂ ;;3
‘ deadllne agreements.; e }”' e Nﬁ_. SO
'-_"wa Carolgn d1d a fine ]Ob on that evaluatlon'

S 'report last year, but I thlnk thzs *job. zs

-.;_outszde her'realm.” = = . ( R

' "Okay, we'ze agreed Ehat ;t.hose threei [ O

' ‘consultants may not be the- best ‘Then L8

' : who do we hire? There's not a lot of B
' peoPle who know this kind of Wbrk, and v
: we're runnlng out of timer"” .

N

.
"




ourselves. Are we sure it's important

- ngrii' maybe we should gear up for doing R 'E
| to'get a consultant for: thlS‘WOIk°" RN
- 'Each-"of- these responses ‘portrays therxnterplay of

'.tactots-that needs to be _considered when hiring a consultant

:@g@;@&gion is the process of exchanging profe551onal help.

owing: who. can help and why you need help, ‘can make a-

- 51g91f1c§ht dlfference in your. organlzatlon S effectlveness.
‘ 1

— - rr‘1'&s—bocSkII.—et—ad:dresses—these—cons:ui‘era*l::ons———ft—:mr—
written primarily: for managers of publlc Instltutions, public

or: private sepﬁiceiorganlzations and governmental agencies

& who wlshito successfully manage a productive relatlonshlp
oE -between\a consultant and the1r organlzation.; It 1s 1mportant

EE.; make the consultatlon relatlonshlp work well Wlth this in *
_ mlnd, we ve organlzed the booklet 1nto the follow:ng sectIons.’

‘ ™ . .’

. Why hire; a consultant _ .

. When to use outside assistance . | -
How to find consultants S

How to select a consultant 3f‘ ;5 .
~ What information you need from. the consultant
. Wnat 1nfbrmatlon the consultant needs from you

Some general features of : the COnSuitatzon ‘contract

" How ‘to keep. the’ conSuitatzpn .process on targeb

f 3

. How to evaiuate the consultation: outcone

What to do- after the. consultant‘leaves-*

. - : . -
2 LT Sl PO

WHY ‘HiRE_A fcowsumm?

In the ‘broad’ context, consultation can Improve ‘the <

L IN TR YT T R T YN

b

. ‘complex functlonlng of y organlzatlon. Today's work _
- forces must: perform_ in a predominantly service-oriented - ';_:,-
':soc1etY Thls requires members of your organization to’

-~ change and adapt their services to the unlque ‘needs of -

-:cllents and custcmers, and at the same t1me, they must




3 , .

.del:.ver contracted serv:.ces at a steady -and rel:.able pace. :

- Facing the need for change and adaptation”on.one ’hanl and
ma:.nta:.nmg stability on the’ other; often means that your

- staff feei:s pressured by contrad:;ct&'y demands. S s

e These pressures are herghtened by today 5 soclal
. context in which consumers .and c‘.l.:.ents are fbecomlng more

.vocal and actJ.ve. _ They are: educat:.ng themselves to know :
clearly-what services they want, and they are gaining = . - ».i;' v
assértive skills to express disapproval if services don' t :

:seencon:targetﬁf:therdonit:see:fast;or_effectme:eadugh:

" change, they often 1obby for tax- reforms or policy changes
that threaten the. fundJ.ng or jurI.SdlC'thn of service '
'organlzatlons. . = .

‘ ThJ.S poses a dllemma if your organ:.zatlon faiis to
adapt to consumer/const:.tuent demand’s' it may face Gutbacks

or closure. <0On the other hand ‘if your organrzatron

- = s - . N

.responds. to ‘consumer/constituent demands; it may face

external and internal stress. Externally, you may f£ind ,

that the new adaptatlons of your service collide w:.th oy )

' services délivered by other agencies; guestions about S
- jurisdiction and "turf" may surface; Internally, the serv:.ce %
adaptations may also bring stress as fembers of your _

work force find themselves facing tasks and proced.ural

A

‘demands they- have little or no experience to meet: - To
respond %:o these pressures, your organlzatlon may requi;re
various types of "spec:.al:.sts" to do the work. As the ™" <
t@es of spec:.allsts multiply, your organization may alss - -
reun.re new patterns of teamwork”andv‘leadershlp. . -
It #s 1n thJ.s context that consultat:.on is. com:.ng :Lnto :
. more demand. Organlzatlonal "development consultants, - . - .-

S — i L _ . >

financial specialists; ‘re 7search éxperts; management - S

R

,Imz.ormatlon spec:.ailsts and experts on team bu:.ld:mg are

' 'organ:LzatJ.on 5 problem solvmg and deC1s1on mak:.ng.' lI‘o make e

. the best use of outside ass:.stance, .zt is .mportant that _7,\'"
_ .. both your organlzat.zozrand the consultant know. how to make
- 'consult?tzon work well. K _ o L

E Ce S ) . . o o ,w'



- In many J.nstances th:l.s >1s ot understood. From our fz.eld :
experiences in the Rural Educatlorx Program; we've come 'to

T betieve' thatrma;ny consuitat:;on farlures are due to both “the

client and the: consultant'hot seeing, vaiuIng or galnlng the
'sklils that are. needed to -move successfully through thq
consultation’ process. ‘Ron and Gordon Lippitt who are -
.. themselves: knowledgeable consultants - have stated the prdblem ’
‘fsucc1nct1y- S : o T R ,
- . o \_ .n'4' v

4 consuitzng, ilke leadershlp orAJove,'ls a g eneral

T ;apei—for‘a—varzetg of‘reiatlo‘*h;ps. Many *
 .managers have Soured on'tHe ‘use of.consultants
= because, in addition to .their own unreadiness,

“ftheg ‘have experienced 1nadequate results, 4 - :

_;{gégg{gg{;ateietgzgs, High costs and‘mznlmum ) ,
contrlbutlon to probiem solvzng. _ : f)“' '

L ,;These thlngs ‘may well refiect not only poor
' ' “preparation for the use of a consultant, but
- also inadequate goal determlnatlon and

- contract formuiatlpn-—or, in a real 'sense;
‘a lgck of understanding of the-complex -
dynamlcs of the consuiting reiatlonshlp by
. both,consultant and,cl;ent As a result,
S the client often "feels that consultatlon 1s L
..~ . mot helpfﬁl o W e
A" )
n our VIEW, profe551onai consultatloﬁ succeé@s when

'there is effective managing of. a heip:ng reiatxonshlp between

consultant and client. The goai of consuitatxon 1s increased -

learnlng, a change or.a solutlon.- Thus we see,consultatmon

cliént and consultant must Support thezr mutual Interactzon
“ and both parties are -accountable for the problem~solv1ng
‘outcome. Understandably, in times of work cxunches and -

’

funding crises it is tempting to: hire -a_consultant, dump

" ~the problem in his or her lap and bfush ;your hands of the

mess--know1ng that you have a handy, externai scapegoat




; T : J - .,, o
‘tbgs efforg also fe}lsito solve your problem. Needless

to say, such an approggb~gsfli§elgito result in a waste of .
’;your money and the consultant's time. This is why we -

,R‘i

tress the mutual responslblllty held by both the ciient and” v
consultant. . v . , , . F

>

WHEN 10 USE OUTSIDE ASSISTANCE | - :

are as varled and dlstlnct for your-organlzatxon as are
the behavioral dilemmas you face as an 1nd1v1dual in modern
‘1ife; It is important to know when to do.the job yourself,

.. and ‘when' outszde assistance will give the most feasible

_solution. This requxres some ana1y51s of your situation.

o

S Generally, your organization s work IS best carrIed

‘out_when you maintain capacity in three areas. (l) your -

*k\ ‘work force must possess task skzlls to delivér effectIve

products and serv1ce, (2) vour decision making must re lect

the influence-of people inside and outsSide your organization '

who affect or .ate affected by the decisions; and (3) the

‘;'human relatzonshlps 1nsrde ‘and dutside your organlzatlon ;ﬁ

- musSt bring a sense of -inclusion and.esteem to workers and

‘constltuents. : .

\

1l

h Any of these three areas may present problems that

requ:re as513tance.' You may lack expertise to write a_

'complex ‘propbsal for new funds or lack the time to pull

‘together a year-end report In such cases-your problem:

concerns-é‘task to be accomplished. In a different area,_-'"

 you may need a new affirmative action pian or your

'2constztuents _may be’ crltlcal of - your administrative

J‘f‘ :

. o . N
P . 4 . . . [ .

~ o S

. practices. - In these cases you face the problem of sortxng
out your organizagion's deczszon—maklng and 1nfluence

patterns. In yet another fdcus, somecne may have LOSt .

patIence with hIS or her subordlnates, two work unlts may be_q

y
Y

oy
<O

'
.
PIRE
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. in:conflict or your staff may féel demorallzed by a series -

: of. raprd organxzatronai changes. At ‘these tlmes you need to

~:f,bu11d better human relatlonshlps and affilzatzon networks e
L. X o ';
Lo
Susan Gllmore and Patrlck Fralelgh have provrded .
- trai lng and consultatlon to several- organrzitrons in the ";

r'dl

;. ’ Northwest and’ offer a dIfferent set of or anizers which C””

-*help you\analyze your needs and problems. i If=ygpr-

C % -

o~

v 'Glimore and Fralelgh caii confuszoh reductzon.; In thIS

"_ﬂrnstance, the probiem requrres an effort that would help you

sort out- your new 51tuatlon and- gain a new -perspective and’

"sense of dlrectlon. "In a dlfferent way, you may . flnd.your—l
selves facing:a marketlng decision that poses a double bind,
you may need to choosge. the best: way to reduce staff and st111

maintain service: delivery or you may wonder how.you. should

réspond to ‘'suddenly angry constrtuents . In" these casés thé

:t; :;problem requ:reslan effort thattheips you make,choices.ri

T are. clear about your‘cholces--but f1nd yourselvés needing to
T learn new behavrors.' Your pegple may need.to work’ differently
in teams, your management; information system may not be -

: giving you the right data.soon enough or your services may

- require technical assistance that is too expensive.' In such

" - instances; the probiem requrres an effort th

. make changes. ) . .

i- . . .
. ) Each of these organlzers-—task, deczslon maklng, humag
~relatzonsh1ps, and‘COnthIOn reduction, choice making and

change--=can help you beccme clear about the nature of your

-problem. It is helpful to consider _them as you . identify ,*"

.the problem and decide. whether it is best solved with a
consuitantﬁs assistance or - better solved by your permanent
staff Obvlously, this declslon is. up to your own di cretlon

gnd 1nfluenced by your organlzataon s unlque Set of fattors,

_‘
A 1




. ‘Sf the task is only oeca51ona11y requzred, usxhg
a consuitant's skill may-be less expensive than s

. e _f e T %t _ - —

.* hiring a person ‘permanently to'do it or. tralnlng PR
- someone in your permanent Work force to do It.,, L
® ,If'the task overIbads the staff S.- tlme sa. that . gl q;”

;f“* o othexr deadllnes are’ jeopardlzed then a consul- R

tant may .save money and organlzatlonal reputatlon.

If the problem is so- ccmpiex or you &re so N v

:!‘ ‘. - - 7_ < -—enm@ ** eF. a — n tﬁ; e li - - ]D
i, forest h the tangle of- trees; then a . e

. S s - -

.% 7 . & consultant may be reeded to gain a broad,
’ < objectlve perspectlve. S ,’ﬂ

¢

e "fif the problem'affects the" self-lnterest of the
- ~staff and organxzat&onai poixtics Seem .

"°- - - ‘threatening to the work, then a neutrai cutside
A © . -consultant may help you arrlve at: a "non—partisan
solution. ; . o ‘.~‘%¢1

o -3; N ’ ' N S
: Be aware~that clarlty abOut your problem and your need ;
£0r exterhal assistance helps both | ‘yqu and your conSultant.?:"

. Jﬁ consuitant has the best chance of prov1d1ng help if he or o

T she~understands*ybur problem. A slmple techniqie can help

you' achieve ctarxmy. before you even know whoryour N j' -

;;'consultant might be, try wrltlng a letter explaining what

you want’ the help f#r. -Oftef this exercise uncovers a Iot:

 of disagreement about what the problem is; - °§,§9mEF§m§§,',;'Wf‘ [

,.trylng to write it .down qlarlfles 1tfenough that you can - golve:
it and you don't need a consultant At any rate, donet go :

i

‘e, -

and: to anyone 1n-
cLn € do: - ’




v

| -.Hewieiwé A .een‘us'utmm“ '

Once ypu are clear about your problem and have decxded

to Seek help, you are ready to search for ava:.lable consultantsr

Use the telephone to ‘call anyone you know who might be able
to suggest a person to help you with your problem. Inguire .

within your own organization about previocusly used consul- -

. tants.! Telephone nearby Aniversities and. -communi ty colleges

as well as’ such orga:n:zatIons -as: local chapters of the

' imer:.ca.n Society for Training'and Development or the Chamber

" of Cotiierce.. ~If you have a citizen advisory council -call -

- the members .and enlist their help .in Your Search. They often
have valuable contacts and their J.nvolvement can build - oo
meaningful networks for you:. Use common sense through all of

this, however, to avord cronyxsm. .

Zts your list of hames grows; i:ocate people who have S

: actually ‘worked with the suggested persons and ask them to

. be candid about the consultant's work.' Expla:.n your problen
. and get reactions, as to who could help most. Try to find - .
, people who dldn't llke certa:.n consulta.nts and llsten to th'*"

- _.'spend- on the phone can make a sxgn:;fxcant d:;f.ference.

Whlle you are sortIng through your list, keep in mInd
: .that different consultants possess different skills and
: values. ThHis will affect _how well. the:.r work matches your
- needs. Blake and: Mouton: describe several types of XN . .
v consultants and the lJ.st may help you rema:.n clear about your

S sea;rch._ : ' g A L /\ .

[RbY

&, -



Task Eonsﬁltants Your communlty probably has
consultants with speczaiized skills to offer which

w111 help you accomplish a specszc task—-they ‘may be
excellent writers, accountants, planners, trainers,
etc. These consultants expect to deliver a defined
task . within a given timeline in a format that meshes

" with your preferred work s'jles.

-

abilities to collect f ormation and data and: e

'coherently'report verba ly or in erting what they
found. USing such consultants may help you arrive at
a better awareness of a problem and how to’ handle 1t

\"Prescrxptxve:consuitants. Consultants can be found who

'haVEJ§gveIoped abilities-te,diagnose: what is needed to

t"t: . rectggg a-given situation and to prescrxbe a-Set” of pro~ -

. \ceaures and- tasks. that wouid accompizsh a soiutron.
Or, . consultants may accompllsh the procedures and
tasks themselves. This type of consultant takes
responsibility for developlng the ev1dence for the .
dxagnos:s, formulates the solution as a recommendatlon -
to. be followed and may or may not be 1nvolved in: ‘

o '1mplement1ng the recommendatxon.‘

'Nﬁareness-bulldlng ‘experts. Some consultants may be
skilled at analyzing how your organization's present L
;thlnklng--usually value-laden assumptlons-may be
;colorxng oxr dlstortlng the way 51tuatlons are viewed.

Your organIzatIon may be filtering out some. options

- whlch, if you become aware of them, could lead to the

“ . selection of more effectzve actions:: Sometrmes, a

corisultant ‘can ‘offer a theory pertinent -to your .
situation and help you understand how the theory and
its recommended practlces can get your plans and *

‘.actlons more on target.,,‘

o




. ' ecis : -Consultants can be : .
~ found who are skllled at communlcatlng a neutral '
* - attitude which enables members of your organization .
' to.express personal thoughts without féar of adverse
' judgﬁénts”or rejection. You may then be assisted to
"sort out"™ thoughts and attitudes In a self-rellant

manner and thereby get a more objectzve view of yourf
L sxtuatlon and ‘human relatlonshlps.»

SEl:ECT}ING A CGNSULTANT s \? -

.v -

Onpe you have compxied a llst of potentIal consultants -
and éﬁ ugh information to prioritize the names accordlng to. .
;the best match of consultant skill with your partlcular needr

_ go through your llSt orice more and sSort oiut the names ~
u.iaccordlng to the follewmng precautlonsch-;*gff._._._;%:‘ RTINS

Someone's coiiege buddy may be a swell
. friend--and even a.fine consuitant—-but _
.77 make sure that the criteria you fise are -
- <" applied equally to all prospects. | v

D fﬂTAvold cronylsm and "o1d boys netWOrks.

ADon't be overly 1nfluenced by sllck brochures_(.

~and’ weli—pubilcxzed reputatlons, they are .

" often paid- for out of high consultgtion fees: L ;l

- Your probIem can probably be settlex th . ..
the a551stance of a 1ower\prof11ed c0nsultant o

:

.worklng for you.

3

KN Don't assume that out-of-town personailtles
. -have §féatér intelligence or experience.- What
_appears great in & dlstant focus, often suffers
at a closer look. . Mere lmportantlyl it is
. néecessary for your consultant to’ understand your

. local situation; somgone who ‘shares in your

. community life often brings such -understanding,

i
(W)



: 'When you are flnally satlsfled that you ve conducted
S 'your search thoroughly, and prlorltlzed your 1list accordlng‘
- to your needs and precautions; call the person who ends up

at. the top «f your list. Explain your problem and dIscuss

' scme of the yays = nmgmt be soilv .,7Occasxona11y,~ . e
. troubiesome probiems can be cleared. with a telephone’ i
o consultatlon._ 'If the consultant thinks you should talk to
“other persons," “ask him or ‘Her to call’ those people and

alert them that you'll be calllng.

A

. x R
i ”When you are dxscussxng your sxtuatlon; the consuitant '

_may request a visit in order to be able to® heip.r If the -

7& - .consultant’ can gzve reasons whzch convince’gou that a visit..
.. would be helpful then discuss dates, the focus of work, -
i'tlmellnes and the consultant's fee. Don't be. afraid to say B
. that you can't afford that much - (1f you can't) and ask .for '
: ~ a recommendation of someone whose fees aren't as hlgh (a .
. .. - -student or. coiieague, perhaps). If you can t work out a - .
' 1?::satisfacto - date, don't be afraid to ask.£0r a recom-'_'” =

R

- .~ mendation of ' someone else who mlght have a more flexible -
: [.schedule.' As you are negotlatlng you: may flnd _yourself -

adalng names. Always, 1f you add new persons, ‘proceed to -
check them out as you did the others. When you have’ doubts,
ask for lists of places and groups where the" consuitant has

. f"

. worked before, with names to contact. Call and check- - "

-those references befbre makxng your f1na1 seiectlon. :

'Y . L .
S When y;oujfe made you'rff:.nal' selection, take a few o T}
more steps before negotiating a contract. Circulate among <= -
your staff.and management a description of the problem, your L f
© criteria for selection and rationale for your: ch01ce.'-' oo
‘Make certain that you stlmulate dxscus51on and receive. the

'-approprxate managerxai sIgnoff before decIdIng whether_to

contract for the consuitant s servxces. T

o™




* 'Discuss: how the maJor goals and mlss1on, as well- as the
’3ﬂun1que 1nternal characterlstlcs and external’constltuency of-

P
v

 INFORMATION THE 'c-oN'suuAiﬁwan;LNEEB |
: .. i : : ::\,\\.-'H |

Once your oréaﬁlzatlon ‘and the prospectrve consuitant

.g_-'

1,§age7§ade at- Ieasg}a tentative decision .tpo move toward an
agreement, you should exchange general 1nfbruatlon about the . .
chus, objectlves and condltlons of ‘a worklng relatlonshlp. .

" To build a flrm agreement, -the consultant: w1ll need clear

‘,ifand spec1f1c information that addresses the foilowrng - IS
. questlons- T ) ‘,.-. \‘ o .
WHAT RESULTS AREDESIRED? -~

: It is not enough for the consultant to know that you

,have ‘a problem. Bulldlng a worklng relatronsh;p requxres

; " that 3 _you and the consuitant explore what kInds of results :o.

Prlorltlze the concerns that surfaced durlng your organlra-
tion's. dlscuss1ons~ and if you have an actlve constltuency
- or c1tlzens adv1sory group, check 1n with them and "list ;'
their top concerns.. Discuss- these .concerns in detall w1th
. the ‘consultant and together shape a ‘concise, clear state-"

‘ment of your intended result: ‘Be:certain to reiate this

" intention to “the bxgger,prcture of your organxzatlon.b

,results.'

i :-'WHGDGESWHAT? SRR

The consultant needs to know what you expect him or her

to do, as well as to understand ‘how much time, energy and

tccmmItment the menbers of your organrzatron will contribute

" .- . . PR
;,v‘f P . . . . .

&
~
J



~ to the consultatlon process. Any members of your

~-}prevxousiy ertten background reports, organlzatlonal
studies or program descriptlons are available and TN e L

.3 . ) 7_.__

organization who. will collaborate with the consultant need

to be discussed, and their role and tasks identified. If -

\‘\'

-

pertinent, the consultant should know about: them and
perhaps receive.them in advance.of: the - actual on-51te j'

. work. If the consultant’s. act1v1t1es will affect, or be

: group, thIs needs to be discussed carefuily so that plans

affected by constltuents, consumers or a citizens adv1sory

interviews or fleld v1s1ts. In generalf thls is a time
for both of.you to share perceptlons and sort out who . .

. does’ what ln order to accompllsh the result SN ERET

~ -
g - S

’wne |s AEGGUNTABI;E AT WHAT TIME‘?

- The prev1ous dlscusslons are now pulled together and
g@ééd specaflcally on tlmeilnes and accountablllty.rj
t swlmportant ‘that both partleS'clearly understand the

'iresuits, and the assessment act1v1t1es that each party w1ll

’ Luse to evaiuate progress toward the~1ntended result. .

"If it seemsS approprlate, YOu may Identrfy'mmiestones at®

"'.whlch you will both look at ‘the work accompixshed and make

declslons about contlnuatlon.. » o
& S R P

‘N
§
.
.

e

“can be made for activities-such as information sharxng,_ T



~_ INFORMATION YOU WILL NEED FROM THE CONSULTANT

WHAT WILL THE ORGANIZATION'S CGNTRIBUTIGN cost

v
. -

e The cost of hlrlng a consultant 1s usually more than Just |

 the consultant s fEe.' You need to determine ‘the cost of .
“contributions- your orgam.zat:on witl make du:r:l:ng the . .

""v'-'consultat}on g;ogess. ' f'Ind out spec:.f:.cally What clerlcal ;\
; heip, office space,: Suppixes .telephone use, ‘l:.tera,ture S A
%' and records: searches, and employee worktime the consultant *

- needs in order to, accompl:.sh ‘the. J.ntended result. Cost out L

' - seems excess:.ve. As’ we discuss 1ater, it is wise to Inciud'é;
. thes€ items; along with' the consultant's fee, in the"

. consultation.contract: This is yet another'way that the S 6
mutuaixty of ‘the effort is: d:.splayed .

§!
N

\WHAT WILL THE CONSULTANT CO%T ’

L

.03 FJ.nd out wha.t the consuﬂ:ta;nt wants as scheduied pay for. .
the work acccmﬁ:’txshed- -and~ determ:cne— if any. per d:.em and

trave} costs need to be covered Dlscuss also the klnds of

i_ v:[sz.ts the consultant- nught ‘ake or materlals that should be "
' read in advance preparatlon for the work. Also discuss_any .
post—v:.s:.t report or _summary. correspondence’ you would like to

.receive. If the consultant wants more money for. prepa:at:ons .

- and post-visit reactions; discuss how much is wanted, for. how "

mich time and for what tangible result: Preparatxons and )

react:ons are often worth th:s money if theg are approprzate

ST B e s
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IS THE CONSULTANT CLEAR A‘Béur YOUR Aéne’évnéw’fs

»

After all of these prev1ous d1scus51ons, send an :

4 'ments- be certaxn to mentlon ‘the intended results, a

- descrlption of who does what, the timelines - -and assessment

- ' 'procedures, your organxzatxon S contrxbutxons of people,
~supplies and.space,. ‘and the consulfant's fees and support.
If you cantiot” eénclose all of the reading-or other advance
preparation materials that were agreed upon; ‘then commlt
yourself to a mailing date in the letter. If the.

*ﬁ?consuitant agrees-thh the content of the. letters thén you

. -4 :

are ready to draft a consuitatmon contract

X .-
" e . P B P

"l

v_lTHE CONSULTATION CONTRACT

- Your organlzatlon may have eStabllShedngIICIGS'aﬁa o
procedures which determlne the ‘content and’ format ‘of your

L consultatlon contract. ‘If so, youfcertalniy need to .attend:
- . .to those detalls. In general, however, the contract should
o 1nclude five major 1tems : e -
T e . X R
AP ”gggpésg. Descrlbe conclsely in plaln Engllsh the result
L E . i ) .
_that the cahsultatlon process Wlll accompllsh.

ﬁ

s
.

- 4 -

A ‘Consultantragrees,to. Elst and descrlbe any products,-f
* .- materials, reports to be produced by the consultant; and -

.;descrlbe specific_ ﬁetaIIs about meet:ngsiwithigour staff

how many days w111 be spent on sxte, what materxais and
supplles the. consultant will prov1de, etc. ’

- B .
ot XN -

.-

Kol
b
|
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© client organization agrees to. List all contributions
I your organization intends to make: clerical help, :

office: . space; te:‘tephone serv;tce, records, staff :mterv:cews :

and gonabomuon, fleid v::s:.ts, etc. : e

o ;‘w. A ‘clear descrlptlon of the ;tme scheduIes

_ for the, consultant and your organizational staff can
be displayed on ‘a Gantt chart. _The PERY and CPM

: _.processes also offer methods for d:.spiaying tmei:mes--;

- .. ‘but we've found them to be more complex than most S

consuil;tatlon contracts reqw.ure. R

: 'ﬁudget On the budget sheets ,. da.splay all costs £ the"
. consultation prosess-:both the’ consultant's fees ‘and -

.support, as well as your orgam.zatlon s contrlbutz.ons.

. ° The: zii;ust:ratlons on pages 17 and \18 dIspIay how "these |
Items can be: organrzed. : v e

o)

-~
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| - consultant agrees to:r aTET . A A o

Csaiiari 9o i A —r —
Work plan or jimelime: - < . T . T ¢
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< <
Organizational. ] raﬁi L~ .-
Y —Costs . N
1 o~
N I 1000
y T 175 175 ..
. — . .m
T ss S
* = . —
TN - 285 PR
. . A T
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- 17— 107 k.
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?fﬁaig H nupIIcaaon ) - - o -
i | - Primting. Te— 150 150
- '_ ﬁapIIann’ . © 7300 300s ; - .
. . Fa . e ) . -\ . - _‘,}:,
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s ’ ' S R AR
» i Total costs, 735 2232 : Her
- P ] R : f : - . P
» ..' ‘7‘; . B o - ¢ - s
i} . <
. ” . . s
PR I S - . )
< S e .
- Stgnatares: . qi L .
. = Contractor  Date . Executive Officer o£
. . : . ‘v Y 'Your Organizntinn e )
S. K . : =
. - _ p . -

. P

.

. .

i

. -
.
.

© ;

ERIC

Aruitoxt provided by Eic:




- - . LI . ‘y. . g R

" Between the time OF s:.gmng the contract and the :
consx;zltant's actual arrival, it is wise to contact the ’,A ‘e o
. consultant to descrxbe practical arrangements (lodg.mg, e

== -

. meeting- pi;ace, first: day's agen&a 2And Scheduies, -and 1oca1 I

gements). “Be sare to 11sten to. any et
. - 2 T

add.ress thenr-even 1 ' they seem a little odd.- During thJ.s
i plec:.ng together a second-hand 7' o

entry mto the worE* Be:.ng human, s’he or he needs c1ar1ty
_.“" and icommitted: sui:@ort from-you In o ord‘er to feel 'well t:z-».

prepared: s Being icandid and 'sincere  with each,otier will - .
s:.gm.f:i.cantly help the entlre consultatlon process--:.t w111 -

,' > .
. Y piee

.“‘l—

HOW TO KEEP..TEE coNsuuAneN PaaCEss ON; TARGET

...-v.’.

: :

T When the consuita;nt arrives, 'make -certag::n that a;ﬁ; ;; .

people érho are szgﬂlf:xcantaly Involved ‘in- the’ conStﬂ;tatIon«a -
" wbxrk miaké time to clarify with each other: the. resulw they'.'

hope to. achleve and detemu.pe how they wxl]: :woz'k togethér ';'i::‘ ‘_
o ) < f Pl .‘ . . ) v
\'- As the consultant d:.scuSszes you;r s:.tua.tzon, capture

the WOrq,s and ‘ideas:: wrzte t,hem down, tape .record them or .

.

N

> Tea
*

PRSIl -7 T

penodlcaiiyssummarlze -your agreements‘ .. Bsk quest:.ons

*thch eficourage -the consuitant to open; Jup: her or his Ideas*
'f’or example, "Can ,You th’?Lnk of any other ways ‘we mlght do -

-

'th.at?" . . . . _-.- e - . . s . '

o SR ¢ S A ', Wi h

o Remember that’ you, “too, Will benef:.t from Openness; .
‘Fdon‘t ‘dismiss any idea too hastily, and steady yourself i \

agaxnst defens:tVe fee.’t:xngs. As problems are f:.rst

‘;';.rec ized and.: descxzbed objectlveiy, it is easy to feei:
dejec ed or somewhat insulted. 'Hang in there and glve the ’

& :
process a chance to br:.ng the 1ntended resuIts. P .o
v : ! . : - R e -
X et .7 I !
. , te . . =
- ki } _:}K -.
; g - Z 3
Ea R <-S i .
T S : .
- : . et 5 : . :
(\/: . - t' " ‘; 1‘.7.:
: Lex i : R ¢ ‘e




o L. . - - ) . . _

= On the other hand, keep in mlnd that a’ consuitant is

- —

supposed to bedp you~-not use you. -Feel free to say at any

 point during the consultation process, "I’ don't understand,
. expldin that to me more carefully; go over that again." If
the consultant s 1deas or methods don t Seem a;med toward the

= approach isn tihelplng us," or "You're talklgg about your
ce problem, not ours,“ if you feel that is what is happenlng.

"~ At mliestone poznts, or. somewhere'mxdway In the :

;'quest;ons. : o 7 :mg

. N
. .e Boes 1tAstlli,eppeairfé&sxhhejxrgmﬂ;therfésﬁiis'
.~ . .. you intended? As the work progresses, new :
Z ) ; pirspectlves and additional information may lead
’ u: to modify the goals of the consultation:
. process. "If so, take time to clarify thoroughly
the new results you intend to achieve, and G
_ . .clearly. describe these intentions to, all who will
Dt be affected by them: =~ - .. .

. . i |D the @%g@""" S Cpoer oY F=Y. . € 7 _ .
_ . "'the traditions and capacities of the organization? s
- If the new learnings imply a drastic aépérture'A '
U ‘ for your organization; determlne Yhow .you will
brldge from oid expectatzons to new ones and how

-you will ease the confusion that accompanies

?; L changes: Try to maintain a balance. between

-+ diligent, responsxﬁe change on one hand, and
*prudent concern for continuous work flow and'
.organized transrtlon on-the other. - Maklng
effective changes and organlzatlonal adaptatlon
is important for survival--but it is complex work.

Enlist continual assistance from your consultant

to pull it off.

-




. /‘."l

e < Bre the conderns of 2 :
©° -addressed? It will appear to some members of '
: 7your orgam.zatlon that the results of the .-

- consultation process w:.n s:.g'm.,f:.cantly affect.‘- Cel

sy their jobs. Work procedures may change, riew

role-reiationshxps may be- :mpi;red, Jobs' may be' c.

_ - . .. cut or. people rélocated. Be certain. that rumors
\__ .- . and anxiety.are aadregsed quickly. Get clear ™

T g

“. Y= information out to all who will be affectedf

. the affected geopl& w111 be supported through the

, -'transrtrons. R

) . .

-~ explaining why, the.changes -are necessary and How

'.-‘_- o --_ _ \ ;

“

~

vy .

_Outs:.de your work force, the const.:ttuents of -

 ‘consumers may also-be affected by changes: - They; .

ta

- too,; need early warning and clear J.nfor;nat:[on '._ .

* that helps them modify their expectat:.ons ana
" adapt to new procedures. : R

In general, the corxsuﬂ:tatxon process w111 stay ‘on

target :.f all part::.es keep the orxg::nai purpose and goals

BN

,responsz,bly and :Lf they plan carefully for smooth change. A

._. . : .
>

H'OW TO EVALUATE THE GGNSHLT—ATIGN GUTCGME

As the consultant prepares to, leave, Vconvene a:.group

. of people who have been’ affected by the consultation work._. S

: Revrew .and dlscuss the ‘consultatit's work recommenaat:[ons '

and thoughts.é?ay particular attention to any. thoughts _
~ which change or confirm your defz_m.tlon of the problem d;

vl its- solutIon, afr& 51&5 what' you m:.ght do about them.

consultant and members of yout const:.tuency or adv::so:jy

. ¢ council write simple gﬂi clear evaluations, of the ]
conszﬂ:tat:.on process. In general, the:.r statements shouid

o _descr::be-'~ ' .

e
2

izt

‘ol

R



What worked we1i°

, yhat created drffrcultres?

What would ycu do dlfferently next‘tlme° o _
iWhat'would you be certaln to repeat next t1ﬁe°

- File. these statements along with the consultant's contract so
L that_future consultatlons can’ be planned accordxngly.
- . : Frnally, discuss w1th the ccnsultant any "spln-offs that
!ﬁ - seem appropriate; identify flndlngs and' results. that were not
i;.f;expected, but appear to be.useful to-the .organization's overall -
: 17;functlons. Plan how these spln-offs @an be ea51ly 1ncorporated
. 1nto your work procedures.

AFTER THE CONSULTANT LEAVES e

Ry

"Eveﬁ:after _ consultant‘has departed, and you ve -
-,.wrrtten a letter of - thanks and enclosed the fee payments,itheive
" consultation process Stlll is not complete. You will continue

- to make: changes, review ideas and formulate new perspectlves

‘that grew out of. your "work together.h Be'w1lllng to telephone
rthe ccnsultant tc galn further clar1f1catlon of any pOLnts .

a few months later, wrrte a letter to the consuitant

*fdescrxbzng the long range Impact of the consﬁltation process.

“Identify how the results are influencing your. organization and’

-how the ideas and sdlutions are working out.. This long range
feedback helps both of you; it-assists you. to put the
consultatlon process in its larger perspective, and it helps
" .the consultant know how best to respond in his or her work.

It is a final note that expresses the mutual gaIn you both

"recelved from your havxng worked together.

.

.Ol‘:
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SUMMING IT UP

Consultatlon is mo' ,hikely to succeed if It has been
effectlvely managed. Wéﬁhave dlscussed. :'

.

-i_v» Why and when external help can beneflt

- your organlzatlon C e ~

od: "How to find and Seiect consuitants whose skxiis
: ,match your needs : S . oo o

[ ]
.
" Q.
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a0l
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v
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i
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IN

}'gﬁagsito keep the consultatlon process on -
get and to evaiuate ItS success ;',:

'ii' How to make use of the consultatxon resuits
- after the consultant leaves

All of these steps converge 1nto one 1nteract1ve proc S§;

?95§W¥99,?§d,5§e consultant must sypport your mutual -

. interaction and both of you are accountabie for the
resultS’ ‘ : ot IR DT

R Urganlzatlons which have adopted thls proach havek“
found that oftentimes consultatlon is not ct stly-Jbut its
absence may be; and the most 1mportant 1ngred1ent to 1ts
success 1s mutual commltment :

e

.
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. du ( "Wirh the publrc or: others
.in; t_he ﬁeld of educoﬁqn NSPRA membershrp is a\must for you. ¢ Comrent mem-
bers lnd‘uae superintendents ossrstont supe ptendents, communrrylpubhe

" EDUCATIONU:SA. . e

2" The. wieekly education neWSPOPef 'h°f provides

. -Up-fo-date coverage of legislation, education
- research.and national and regianal devel-
" .opments._If's your finger on the pulse of the
.+ nationwide education scene. Price $42 peryecv.
- e (52 ‘sues) LT . . .

- jrrsrARrs INTHE Cb&ssnoom

n ing the school year that's full of rips and rech-
" .niques that can-improve communications in

- your district. An infofrmiation- clearinghouse for ;

E ’_rssues)

" practicing: educorors Price 518 per yeor 9 -

'.EVALumon ssnvrcs.

2 This special contract service is availabie to pro-

", vidé indepth analysis of a schoal district’s.com-

" mupication program and specific recommen- .,

. -dations for rmprovemenr Price subject to spe—
- cal¢ quoronon

A monthly newslener - published nine times dur- .

hets, college professors ond

NSPRA Producrs Semces ond Acnvrﬂes

 WORKSHOPS. S
-Conducred. by NSPRA staff members and - .
trained consultants, the staff develogmenr in- - -

. service workshops can make a crucial diffefénce .
~.in your communication plogram: Whether iit's . -
- .communicating with parents, or-improving

building level communication, NSPRA work- .
shops ¢an help Pnce sub_jecrro specrol quoro-
fion: - o

- 'SPECIAL PUBI;IG&TIONSIAV MATERIALS

: Each year NSPRA produces timely, special poblr-'

cations and audiovisual materials on fopics of . .
interest to communication specialists-and ad- -
ministrators — like educating the handicapped, -

- budget and finarice, and improving publiccon- -

fidencei in educonon \Vnreforcorologond price o

list.
LOCAL CHAPTEPS

NSPRA has 44 chapters which proi/lde an oppor- o

tunity. for information exchange and profes--
. sxonol developmenr (Dues vory) ‘

o . omHRACTVITES. - PR
"' Include representation at major educonon con-'
~ferences, sponsorship of the Golden Key Award
presenred onnuolly by rhe NSPRA preadenr ond

e  colleges.. , . _
\’. . - -7 LY \ ‘.
: S S ; \j} :7,..

NSPRA products and services, contact: -
National School PubthelmonsAssoc:oﬁon. ST

© 4801 NorthMoore Street - ) .
_Adington, ‘,Vfrglnlo22209 e

, To order oddmonol nrles rr: rhe Sénes or fo obrorn mformonon obour orher







