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ABSTRACT

\\

Most current theories about consultatlon nay be‘
subsumed under two models. In the purchase model, an organization -
defines its problem and hires a consultant. Tn the doctor- "patient
podel, a consultant diagnoses an implied need and suggests /
‘remediation. A third approach, process consultation, recognizes the
value of the clients' expertise in consultation. Approaches to
consultation intervention employed by a con- sultant are: acceptant,
catalytic, confrontive, prescriptive, or thecretical. Consul<tants
must have a specific area of knowledge, certain emotional é
chavacteristics, and many skills to be successful. In the pivision of
Research of the National Institute on Drug Abuse, corsultants are
utilized as: (1) scientific and technical reviewers of grant
proposals and contractual proposals: (2) participants on the National
Advisory ‘Council on Drug Abuse: (3) nembers of the Contractu11
_Corisultant Services; (4) consul*ants for the Technical
‘Review/Research Analysis and Utll‘za*lOP System and (5) consultants
for the Division of Research Staff. In" accprdance with current
——theories, these consultant roles usually follow the purchase mudel,
using prescriptive interventionh with consultants possessing knowledge
abcut a specific area. However, these consultants are task-oriented
rather than .prcblen-oriented, and the¢r services are often provided
indirectly througi contractors ratbef than directly to the agency. [
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CONSULTANT ROLES IN A TEXEpal /

- HEAITE-RTLATED AGENCY
' /

In the preface to their comr—=%ensive vglomme on the ~—opic of consul-
tation, Blake and Mouton (X 6) isEwe=r that woysultation .and education are

possshly the two:imest importiént ‘47T wences in ar society. ;Further, they

¥ T
I= 1= not the pu=spse of this paper to exarine .cx question:this contention;

s==t= that, of t&s: two, it is com=xltation w/’,n.:i::'ﬁ may be of greater importénce.

howewver, it will tbe se=n tha—, aXthowgh the rols=—of consul-ation in the

Federal Ag.enr':y T bs discessed here Iz #mportant. it may nt: be The all-
Y &

v
- encompassing prociess emwisimmed By Elzke and Morooa,

‘What this paper=zill sexarzmes {iz che role zousultants arz able.to play in

a major divisior of one Fedlzral hea rh-r=lated Agsmey, the Nar-onal Institute

on Drug Abuse (NIDA). Thiz Agency, and its spe=Fc¢ compone=c bei.xg'con-

4 Rid

sidered here, the Diwzsior < Wes2arch., :re-selectad not or™r he=—suse of the

author's familiarity w=rd it functions but alssu-because ===~ crovide a
.. el 'f .
good example of the wam=: =nf usefu] amd product=ve-Toles whiz= cumsultants are
'l . .

able to play in relaticn to -&e nezllth-reelated zes=arch goals of the Federal

‘government.

These consultant roleswill Iw= considered im rhe context 6f ‘g=z7eral
existing models of consuylzzriom and sZmilarities znd distinctions ”r—::twc_aén}
these models and the NfDA‘ censpltant roles will »e noted. A brief ziiséussion
of current consultation mofels will oe fellowed Hv a presentation zmd diSCElS-

sion of the role¢ of the consuyl+zmt in twe NIDA Division of Research. T4

O ’ o : ) l)“
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Current Models of Consultation

L Schein (196§)vpoints_outAthat fhere are;few-;ypolpgies or explicit
"nmdéls of the éonsultation process. Tﬁqse éhat héve been specified ére
:jpically discussed in the conteét 55 a spécific consultiﬁg situation
- Afgyris, 1961) rather than dgvelopgdlfrom a broadér theoretical

!

tase (e.g. Blake and Mduton, 1976). Further, many models are discipliné

specific, that is ﬁhey have been deﬁeloped for use in a particular consul;'
tation contegt,»for example mental health (Caplan, 1970) or business '
ménagement fTilles, 1961).‘ | ' ) : ) §, 
Nevértheless, a numbér of commonalifies run.thyough these various
. approaches. These commonaiitiésiﬁéj_be qoﬁsidééed as‘types of modelé,
speéific kindé of consultation,_;né-éﬁagactéfistics of‘the consultant.

i

Types of Models. From his review of the literature and field experiencé’\

Schein (1969)\concludes that most tyﬁes of consultation may.be'subsumed
under;gwo models. The fifst ié what he terms the dpurchaée model" iﬁ whicﬁ
a'group or'o;génization (1) defines a need or'ﬁroblem, (2)'détermineéhthat
this neéd or problem gannét be met or solved within the gfoﬁp or'orgénizétion,

’ . — ' . s i
and. (3) -hires a consultant to meet the need or solve the problem.

e
in either case, it is assumed that the organization knows inyadvance what

The commodity 'purchased' may be information or a spe?ific‘service but,

information or service is being sought. The success of the cqpéultation

L R E

depends on whether the organization has correctly assessed its own need or -

.

problem, whether this need{br problem has been acéurately'communicéted to

the consultant; whether the consultant chosen is appropriate for the task




and whether the oonsequances of the changes or solutions sugéested by“toe
,coﬁsoltaot have been thought.through in advance by the organizatioﬁ,
The second;model identified by Séhein is the_"dottor-patient.mndel”.
.The problem or need being addressed by this model is broader‘than’that of
the purchase model. Here, the consultant s brought-in to dlagnose &n
implied but not yet spec=fied problem or n__d. 1he consulrant is to find
out what is wrong with the group or organlaatlon and theanuggast a-plan. -
xfor remediation. .
| The success of this model dependé, first, on the receptivity of :the
group or oréanizationatoua diagnoais. They may truly not'reoognite that
a problem exists; théy may recognize a problem but”be'unwilling‘to:admitzso
to an "outaiﬁer",'or there -may not be a problam at all, in which case they

T '
may direct anger at wha®t they consider to“be the unnecessary intrusion of.a

consultant. The second basis for the success of this model liez in the

williogﬁoss of the organization to aotept and ioplement the remedial plan
{ﬁSuggested'by.the/consultant.. If the consultant does all the diagnosis'aod
the organizatioﬁsreﬁains oassive,.it'redutes tﬁe 11ke11563&mE55€“h;s or he-
suggestlons w1ll be adhered tc.

Finally, aLﬁeln hloself suggests an approach (Schein 1965, 1969; Schein

and Bennis, 1965), process consultation, which addresses some of the diffi-
C : : ' | . _ . v .
culties noted in these two models. Schein defines this apprsach as

-

~+.. A set of activities on the part’

“0f thea consultant which help the
client to perceive, understand, and
act upon the process of events which
occur -in the client's environment

. (Schein, 1969, p.9)

Essentially, Schein's approachvrecognizés that the client also hzs: an

g
J.
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expertise, i.x., intimate ‘=swizsdge of the organization or group, and that
this Znowledze should h:s . z2=7Zzed to wake orprimum use of . the consultation.
Scheim alse uzsomowlede=s : te=rpsychological immportance of involving the client

in th= .;onsmlrtzmrion, = T ng Jthat" this invoivement incr=ases the likeIihnod

of the wltimat=-adoyszz+ =T the suggestions wkich will be mams.

Kinds == Capnsulz==cfioL. sdomgthe issues Blak= and Mouton_ [1976) @=yl with

im devai-ming thefr —iec-y == consultation are the kinds «¢f Zcterve: —=-m

which z zomsultan:. m=7smuopoy. They identify five kinds: (1) Acce:g==t:

The comsultant ha%ps :the - d3=nt be as open and-honest as possiile Ay |

creating:zn atmdsphers  =which the client wilk feel free :to exprrass, s or-

©

her perseomal -timouvhts =hout the si'tuat_i.on at hand without fear wmi:.adverse

- judgment—-or rsjection. This.will enable the client to ke mor= objective

about the siturstism anZ Terhaps reach solutions which would not- have been

possible f#f the atmospkz:-e- had been less opén; (2) Catalytiz: 1In this

approack t£he ccrisultant "zelps the client collect data and information which

'will :exzdiie the client fo reach a greater awarenmess of thezoroblem and

\
N

develorrmseans i dealing wi_tfh ity (3) Confrontation: The: consultant

challemge s- the client to Dresent and examine, as objectively as poésible,
the asss: oticoss on which current actions are based. It is ‘Toped that this

will —vez==% to the client the possible subjective and value=iaden assumpt-

" ions whzi—may be affecting decision-making in the group or erganiza\it__;[on;

(4) Pr=sc—iption: The consultant analyzes the situation, +¢Ils the -client

what to do—=o £fill the need or solve the problem and/or does == for ‘him: and

(5) Theorie=/Principles: The consultant offers theories and —rrinciples

-
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- . .
applicable to the .ciient's problem and then helps =he client see how-tcese
fheories éan be,used“po-sol;e;ﬁﬁe;problemf Idealiz, the client will ZSe=rn
these theories/principies so well th;t they will be able tb.use.thamtzn.
deai with similar;futufé_situati::zs without out:iﬂe;h;lp.

"Blake and MoeTon point om—. of c;u:ée,‘ﬁ gt any coﬁsultation situzzXion
will not necessa:ily'Be limit=c oo use of only:QEE3of\these kinds of F—==r-~
vention.'tha caai-lltation‘aggznaaﬁlmay, for ecmmple, be most approp=fate
at the begusszz oF an iéfervez:ic:;;after'which the catalytic approach mmy

bECCme mOS‘ K iu,,':-“'- .

Consultan::ﬂha;;cteriétics. ‘Hampton-et al., (1973) note that the cousultant /

goes by:em=y m. == depending upon ths situation in which he or she is active,

3

for exampis "chirge agent", "prac- itioner", "interventionist", or "facilitator".
. - . !
' i

The pers:z= who s to fillﬂphese ' ies must have a broad array of character-

istics iI rhey-are to be success’» ], Hampton et al. suggest .a basic list of
these ch===cteristics. First, :tis consultant must have a specific area of

knowledgs. He or she mugt be aklle to bring new insights to -the group or

-organiza=Zon which would not have been possible without this knowledge.

o~

. - “\b ) . . .
Second, the consultant must be = person with certain emotional characteristics.

The interests, attitudes, values, beliefs and assumptions of the consultant

éhould_be knowledge-based but flexible enough to deal with human behavidr as
N, o . . L .
it is and as it ought to be. 'Finally, the consultant must possess a number

<

of skills, usually developed and honed through experience. He or she mu. i,

\.

for example, be able to-translate theoretical knowledge/into practical use

. - . . '/' N ! .
in specific situations and know how to give suggestions 'in such a way that
: . ; .

!

they‘wiil be helpful rather than destructive. /



Wlth th1s background in mlnd the role of the consuiz=mt in the NIDA
kS ,o \ . . . %
D1v151on of ‘Research. will now be discursed. '

‘Consultant Roles in the Division of

Research, National Institute on Drug Abussm

/ IR
£,

As may be seen in Figure 1, the Division of Researrh f{TR) is one of

the four major divisions of NIDA. The primary goals af’the DR are to.

develop research grant and contract programs to meet national needs and

provide current research findings to relevant professinnal.fields as well

—~f

as the general public.- In meeting these goals, consultants aée utilized in

the following waySi

a)'”Scientific and.Technical'Review of Grant Proposals,. The NIDA peer

review system forgrzat appllcations is based upon. two sequential levels of

review, referred to as the "dual-review system." .The first level of review

‘is performed by review groups which.are'established,"in genetal, along

c -

fields. These groups are formally chartered and are referred to as ReView

'

consist of 12 to 26 members each and have as their primaryvfunctionuthe
. . .

review and evaluatlon for sc1ent1f1c and technlcal merit of research

disciplinary lines and consist of experts in relevant;research,or technical

Committees, Study Sections or Initial ﬁevieW'Groups (IRGs). The Commitlees:

demonstration, and training grant applications. The,second level of review

P
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terms not _‘tO exceed four years. ‘

L

-7 \'-j

of grant applicaticms::= performed by the National Advisory,Council on

| Drug Abnse.(see below) .

lResponsibilities. Z=rrscientific review group is composed prinarily or

exclhsively of non-FE=E===1 scientists and experts in the}fields of research,
”treatment,ﬂpre;entimn,aanﬂ training who are -selected by the Institute for'
theirfconpetence_ﬁ:_themparticulariscientific or programnatic areas for
which that group h=s review responsibilities. | .

Grant review committees usually meet.three times yearly. Each
mec ting generally requires tnree or four days of intensive review:of prn-'f"
posals. Six to elgnt weeks before the meeting date, the Executive Secretary,
who is a health sc;entist administrator, assigns, specific applications tel
each member who p—eparés detailed writtenlcritiques prior/to the meeting
and 1eads the discussion of these applications at the meeting._ In addition,

every member is expected to read and be prepared to contribute to the

discussion of all uther applications to be reviewed at the meeting. Members

" _also participate in project site visits when these are deemed necessary for

an adequate‘reView of a specific application and to survey, as scientific

leaders, the status of research in their\field.‘fMembers generall& serve:

\

!

:
i
!
; |
| -

\“\Member Selection. The primary requirement for- serving on a review committee

,l

_1s compctence in a basic scientific or clinical discipline, or.research

speciality, or in a specialty field within the broad health services deliv-

ery category. Qualifications to serve on research review committees include:

the quality of researcn-accomplished; publications in,refereed scientific_

)

. c,“\



* journals, and other significant scientific activities, achievements, and
honors. Usually a doctoral degree or its equivalent is required.

Selection criteria for service on other committees include, but are not

limiped;to, resedrch and scientific activities, drug abuse knowledge,

experience‘in health service delivery, program mansgement, training, treat-

ment, and evaluation. _Serviee also reguires mature judgment, baianced_

iﬁerspectiveT~objectivity, aBility'te work Effectively in a group context,
- commitment to complete Qofk‘assignments, and assufadce ehat ;he confident—
!7;’ 1a11ty of proposals and dlscu5510ns w1ll be protected.

In addltlon to the 1nd1v1dual characterlstlcs outlined above, such
. o

factors as geographlc distribution and adequate representatlon of ethnlc

mlnorlty and female scientists and health profe551onals must be con51dered

s
Further, no two members from the same institution in the same city may be

appointed to the same committee. - For stahding committees (IRGs) an interval
. . . Lo : ’ :

. of oné year dus; occur before reappéintmept to.an ADAMHA or NIH-commiféee;
. . . \_? : .
and no member may be appointed to sepde.simultaneously on two chartered
. . ; . \ ] .
committees of the Departmed;'of Health and Human Services,
. . . P
Recommendations for membership ogdginate with‘NIDA Executive Secre-
. \

\
Y

taries who draw on personal knowledge 6; the scientific and professional

RN ] . . \‘, < ; ) . .
disciplines required &nd of scientistS\who are making significant research
’ \

- contrlbutlons, achemlc credentials of 1nvest1gators lists of female and-

\

ethnlc minority 301entlsts scientific publlcatlons, recommendatlons from

NIDA staff and current and former commigtee\members and self-nomination.

\
\
\
Y

b) National AdviéogX;Council on Drug Abuse.\\As‘noted above, the second

-level of review'of(¥rant applications is perfpfmed\by'the National Advisory

ERIC
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Council on DruglAbu e. This group is comprised of both scientists and non-
scientists and has broader'responsibilities than the IRG’s. The mix of
members brings to bear on the grant review and award process their. knowledge

in each of the relevant programmatic areas and familiarity with NIDA polic1es

and procedures. In addition to making final recommendations on grant appli-

cations, the Council offers advice and makes recommendations on policy

matters of significance to the mission and goals of the Institute.

Recommendations for Council membership vriginates in the Office of the
Director (see figure 1).| Suggestions are . sought from the other scaff .and

sources outlined above. | ' T ‘ ST

y

Scientific and Technical ReView of Contract Propos?ls NIDA's. contract
i

|

review system is based upon a s1ngle level of review by a ninimum cf five
j i
indiv1duals for each- contract project. . The peer review group for each

C

/

contract project is selected\alung disciplinary lines and consists of
|
experts in relevant research and health’ serv1ce delivery fields. ‘Peer

IS ’ -\ f
Lo review committees require a minimum of four non-Federal members.
|

Contract committees are ‘not chartered committees, but are convened
indiv1dually to conduct a particular review. Each committee's primary

f ', . )
function is the review and evaluation for scientific and/or techn: :al merit

of proposals received in response to a specific request.

Responsibilities. Coniract review committees are convened on an

ad hoc basis to review proposals received in response to specific announce—

ments published in the Commerce Business Daily. Members may be invited to

_ ,; - | \

Aruivox provivea vy e [T
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2

- serve on more than one committee, but there is no specific term of service.
. B A - A

Each meeting\generally reqﬁires one or two days of intensive discussion of
the proposals which have been reviewed prior to the meeting. The Review
‘Manager is responsible for insuring that the mewbers have completed the

reviews prior to the meeting, and that they are ‘prepared to,contribuﬁe to

f R

’

the discussion of each proposal at tHe'meeting. Membérs mway be‘asked to

part?cipate in.a project site visit when it is deemed necrssary for an
o : = . ' :
adequate review of a specific proposal. The need for site visits is, how?

ever, an excepticn rather than a rule. ' ,
. . - /

%ember Se;eceion. Selection of members for contract review commi%fees_
. : |
foﬁlows the samehprocedure as that for gefnt review committee memhefé.f'
One 6ther consulfant role in the eyea of comntracts inﬁolvesAwhatJié
%nown'as "Concept ﬁeﬁiew"L Since DR%étaff ﬁake specific recommendatiéqs
cwﬁeﬁra‘ng-feseerch and services which are to be purchased by contract, it

tais h%n fouad to be helpful to have an independent, outside review of these

rTecons

wiations., Concept Review Committee Members are selected in' the same
way .as grant and contract reviewers and gather once a year to subject the

contract concepts recommended by DR staff for the next fiscal Year'to“revieﬁ.
\ ' . Co
d) Contractual Consultant Services.. A broad range 'of services are performed

N

B Y

~

by consultants through the contract mechanism: These services are those for
o ! N . .

which the DR does not have either the time, personnel, eﬁuipment or expertise

.to carry out on its own. Examples of such services are the production of a

series of volumes of research summaries for public dissemination or the cul-

" tivation. of marijuana for research purposes. Consu.tants are chosen on a

‘

competitive basis to perform these services (see previous section for an

explanation of this process).




e) Technical Review/Research Analysis and Utilization System (RAUS)

l
Consulcants Two mechanisms exist which enable the DR to bring in

consultants to_ conduct special research reviews of specific t0pics The
/ [

first of these mechanisms, the TechxicallReview, involves inviting from
/ . " . .

one to twelve experts to WIDA fer a one or two day intensive analysis of a .

particular research topic., These Technical Review Meetings are DR staff--
initiated and the topics'are chosen either because there is an immediate

need for informationAin this area or because it is a topic which requires
/ . .

an updated research review. Participants are chosen.by DR staff on the
\ ] '
basis of their expertise in the particular topic. Examples of Technical

Reviews conducted in the past year are a review of the most recent data

concerning adolesce t\iphalant abuse and a review of methodological consider-
ations in drug policy research focusing on the example of the effects" of /vT;b'
marijuana decrimlnalization The proceedings of these reviews are often '
published in the NIDA Research Monograph Series.‘l ( | P ; ;;nw-"

\

The second mechanism,.the Research Analysis and Utilization System, is S
SN

des1gned to conduct broad reviews of particular topic areas and make specific
use of previously unpublished NIDA-funded research Topics are chosen by DR
staff and consultants selected on the basis of their-familiarityzwith thé&{
literature in the area to be reviewed, After theirlselection, consultants are
sent a package of unpublished literature which‘they are:asked to.integrate.’lp
with the published literdture N The completed literatﬁre reviews are pre~ |
sented at a meeting held at NIDA and publlshed by NIDA . Examples of recent

B 7o : s

RAUS review topics are Drug Abuse and The American Adolescent and Benzodiazepine

Research,

ERIC. -
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-f) DR Staf‘ Consultants. Finally, a significant portion of the task,

carried out by DR staff are consultative in nature.v For example, staff

/

serves as consultants to-researchers seeking grant support. They perform

administrative functions (e.g. information on format etc.) as well as

give technical advice (s.g.‘methodological suggestions, areas of acute

i

need) : They also respond to public and Congressional inquiries with

regard to research related informaticvn.

y NIDA Consultant Roles in the Context of

lo :

// : Current Consultation Models

_ As.may be’seen from the ahk{e the roles of consultants in NIDA:s
DlVlSlon of Research, although diverse, follow a similar pattern. They;

are carried out, in almost all cases, under Schein's purchase model"'

the kind of consdltation, using Blake and Mouton's terminology, is almost-

always prescriptive (although in a somewhat different sense than they

intended, see below); and, finally, the key characteristic of these
consultants is that they'possess.knowledge about a specific area‘or
. [y . .
topic.
The key distinction however\ hetween the DR's use of'consultants

s

consultants are not being .asked to solve a problem or fulfill a need that

the organization is’unable to‘veet.‘ Rather, a significant portion of the

*

v ) ! ’y' ' . : .
;wotk- carried out by DR consultants is done.becatse the scientific com-

munity and the puhlic feel that the organization itself should .not he E
I _ —_— .

P

. and the models and types of consultation described earlier is that these :

|
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'theiooe to carry out,these tasks. For examole, while NID& staff have the
scientiflc capabllity to weigh the merits of grant and contract. pro posals,
'_the need for a rerlew process which is as objective as- possible has crected
the peer review Q?stem and resulting "purchase" .of ortside,consultants?
koowledge and eXpertise/(cf. Armstroog, 1980, for a current analysis of

the peer review system):
A second distinct'nn concerns whether the‘consultant providesva

direct or indirect service. A direct consultation, considered the norm

in most m~dels, is one in which the consultant‘provides his or her exper-

tise directly to the organization (e.g. peer and concept reviewers, Tech=—"""" "

nical or RAUS Review particibagts). An indirect consultation is one in’
which the consultant provides expertise to the agency through a 'second

-party, such as a grantee or Contractor. : The reasonmthis device'is used

by the DR is, again, an attempt to”’ ma1nta1n a strict ob3ect1v1ty in its

e

miss1on. For example, in the preparation of a volume‘of abstracts of the

“

major published work on a particular topic, the DR may require toevcon— v
tractor involved in the oroductioﬁ aspects of this voiume toqempioy one
or horelconsoltants to select tﬁé publicationsbfor”this_voiume. .DR
staff cohld certainly do this,.but to avoid eveo‘the'abpearaoce of

b1ased selectlon procedures and in the interest of produ01ng the best

[

poss1ble volume, consultant expertise is purchased‘ by-the contractor

»

and reoorts are made directly to the contractor, tﬁus\keeping the

relationship of these consultants and NIDA an indirect one.

‘While other Institutes and agencies, and even other divilsions of
. . ; \ . i .

D

NIDA, ‘certainly make use of consultants in other ways, the review above

A

' - _ I B
@ o . B . 15

Aruitoxt provided by Eic:
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inxwhich the use of

should provide a reasonable example of the way
consultants in Federal sciemtific agencies coincide with and differ

from currently accepted models and types of consultation.

Q
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