R

-  DOCUMENT RESUME

 ED 246 825 S | o . . HE 017 573
AUTHOR .~ . Matthews, Jana B, o '
" TITLE ‘The Effective Use of Management Consultants in Higher

+ ., Education. An NCHEMS Executive Overview.,
INSTITUTION Natioyal Center for Higher Education Management
D Systems, Boulder, Colo. ) :
PUB. DATE- ~ - .83 . : :

- NOTE o 71lp.: . , ' ‘
AVAILABLE FROM National Center for Higher Education Management
T Systems, P.0. Drawer P, Boulder, CO 80302
S . " ($10.00). - ’ -

. ’
®

PUB TYPE _:Books (010) ---Viewpoints (120)
EDRS PRICE MFO1/PC03 Plus Postage. ' . L.
.DESCRIPTORS . *College Administration; *Consultants; *Consultation

-Programs; *Contracts; Higher Education; ,
Interprofessional Relationship; *Professional
’ . Services;- Staff Role; *Technical Assistance

ABSTRACT : " . . - )
- Information about consulting projects and consultants -
is provided to help college administrators. It is noted that colleges-
‘are increasingly asking consultants for help with such diverse
. .-projects as database design, collection of new information, .or the
development of evaluative procedures. The stages of a successful -
“consulting project and the roles a consultant should assume within
these phaSes are-‘discussed. The first stage is exploring the issues
for which outside help is sought; the second stage begins when the
consultant and the administrator formally define their -working~
“relationship by means of a proposal, a work plan; and a contract. The
formal work starts at the third stage: mapping the problem, gathering
. information and data, analyzing the information, problem solving, and
‘making recommendations. The final stage is completion, including
. writing the finql.repbrt and,achievingvcertain outcomes. Attention is
“also directed to: how to find the right consultant, costing out the
consultant's services and the consulting project; the type of -
contract, that. should be written and'necessary_contract'clauses;
mutual responsibilities of clients and consultants; the political .
realities of a consulting project; and the evaluation of the
consulting process. (SW). . ‘ ' -

. **‘***,**}**************************‘k*******,********************_*********_* o

- *  Reproductions supplied by EDRS are the best that can be made ~ *
* , " "from the original document. = . oo X0

."*********-*.*’**********-***************f*-*****.**.**.*-***.**-*-********_****»*,**_***3




Tt .
e

N An NCHEMS Executive OverQiew

, m I
Al

) w © \

0

o The Effective Use of
‘= Management Consultants i m
L ngher Education

Jana B. Matthews . - .

""" J.5. DEPARTMENT OF EDUCATION . °

“PERWSS'ON TO REPRODUCE THIS . NATIONAL INSTITUTE OF EDUCATION _ ‘
 EDYCATIONAL RESOURCES INFORMATION

MATERIAL HAS BEEN GRANTED BY
CENTER (ERIC)
N - This document has been”‘reproduced” g5
R 1983 raceived from the person of ovgamzauon .
originating it. P
NCHEMS R {1 Minor changes have been made to lmpvove

reproducuon quality.

¢ Points of view or opinioris stated in this docu-

TO THE EDUCAT!ONAL ‘RESOURCES
INFORMATION CENTER (ERIC)." ] , - mentdonot necessarily vepresemoﬂlc»leE ‘
position of policy. - -

&

National Center for Higher Educatxon Management Systems e
P.O. Drawer P . .Boulder, Colorado 80302 B
An Affzrmatwe Action/ Equal Opportumty Employer- L

O

ERIC

Aruitoxt provided by Eic:



Abdut the '_Autho'r

Jana B. Matthews received her -
degrees from Earlham College,
the University of Rhode Island,
and Harvard University. She

.. also attended Yale Universit
. and the University of Londo
* Prior to jomlng NCHEMS she

“tant Provost/ Director for Academlc Affalrs m the Massachuqetts
State’ College System., She has done manhagement consultmg at
numerous colleges and unlversmes, as well,as state and federal
. agencies throughout.the-United. States—aﬂd—abroad———‘
. . Presently, Dr. . Matthews heads the Management Services
Division at NCHEMS,  There ar®swo major programs within this
: ———‘lelSlOn"—the Manageme‘nt Development Progran, providing
semlnars, mstltutes, and tralnmg ‘activities;  and_the Direct -
A551stance Program, offering management consultmg activities, .

Q

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

-

g All rlghts reserved No part of this publication may be repro-
" duced or transmitted in any form or by any means, electronic
© " of mechanical, including photocopy, recording, or any infor-
mation storage and retrieval system, wnthout permission in _
writing from the publlsher e .

———————Cepyl‘lght‘@wo.y uy the Natioral \,cu(er for nlgner Education
Management’ Systems, [ne: l

_ Published .in. 1983 in. the- Unlted States of Amernca by -the
National Center for Higher Education Management Systems, v
Inc., Boulder, Colorado 80302. , ' ‘ .

: 'Pnnted in the Unnted States of America. This publlcatnon was
" not printed at the expense of the federal government ‘

5
e

- Designed by Grant Duncan, .
_Graphlc Dlrectlons, Boulder, Colorado.
_Typesettlng and graphlcs by Lynn E Phllllps




O

ERIC

Aruitoxt provided by Eic:

"'.

B . ‘ ~Page
Acknowledgments ..........o0en EIRTEITRERRRY .. vl
'IntrodUCtion ...... S S e s 1
Chapter g Y ' o . | h

—Consultifnigr A Look at the Components T TS

. Chapter 2 | ’ S
5 How to Fmd the nght Consultant e Lo 237
| Chapter 3 - . o
Costs Contracts, and Clauses .
Chapter 4 . R L
POllthal Realities and Pr0ject Responsibilities .. ... 45
: Chapter 5 - ' .v ' ' '
. Evaluatlon Was It Worth ..ol T




O

ERIC

Aruitoxt provided by Eic:

. pated in each of those projects., ) ‘
" Although 1 fried to learn from each endeavor, [ never formally

' . L o
N

Y have tried to write a book that integrates experience and
_ analysiss While serving as administrator in a state college
systern, | contracted with consultants for various purposes, Some
"*f‘v*projecta“wen-t'well,-‘s'ome-failed-m'isérably-;-and Iwas oftenata loss

to explain why. Later, 1 joined the staff of a large consulting firm.
My colleagues at Arthur D. Little, Inc., especially William Carey

and Charles C. Halbower, helped e understand what special -
_roles the consultant could play, what responsibilities the consul-
" tant and client had to each othet, and what made a project suc-
*cessful. The experience of being a client as well ‘as a consultant

proved invaluable; 1 am grateful to the many people'who partici-

analyzed any of these projects until the late Stephen-K. Bailey, my

" mentor at,Ha.rvard,-Suggested.I‘stuld’y the consultingprocess in o
- higher education. In addition to Donald Warwick and Paul - -
Ylvisaker at Harvard, both John Van Maanen and Edgar Schéin-

B :a‘tvMI‘T’-s Sloan School 6f Management provided v‘z_l_‘lugblebco‘upsél -
" and guidance as I attempted to carry out that .aﬁglySis.-I;thaf}k‘ ‘

A
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. them especially for what 1 learned about the subtleties of process

and standard consulting, the cthical dilemmas that consultants
must face, as well as the politics of consulting. ‘

Writing this monograph took longer than anticipated, and [
want to thank Clara Roberts for her infinite patience and encour-
agement all along the way. The comments of those-who reviewed

carlier-drafts of the manuscript were invaluable: Eddic ], Davis,

Harold Enarson, Dennis Jones, John Keller, Richard Pattenaude,

and Roland Rautenstraus: Last, but certainly not least, I want to
thank Linda Mullins and Bob Conrow, Linda patiently typed

- tnore drafts of this monograph than she cares to remember? Bob
, provndcd more than editorial services. He helped us remain

constant to the goal: to write a monogr'lph that would incresse
the effectiveness of higher-education administrators as they work
with management conbult'mts.
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M B NCHEMS Executive Overview Series ‘focuses on the
: information sources. administrators need to make sound /
“decisions, as well'”ﬁ’é{"tﬁé‘.protesses"by“which*those—decisien&get S
" made. Our intent in these volumes is to'help our readers: - . R

e Undetstand the characteristics of and differences between -
data bases and information systems (sce Data and Informa-
tion for Executive Decisions in Higher Education) - ‘

L Acquire\gnd use particular types of information, such as .
student-outcomes information or compurative data about :
other institutions (see Information on Student Outcomes:

How to Get It and How to Use It and Comparative Data for
“ Administrators in Higher Education) " - AT

- " Recognize how several different types of deciéibn processes
e take place in higher education, depending on thé issues, -

* the decisionmakers, and the context within whithsthe
- decisions are made (see Rational Decisionmaking in Highe_r '
' Education) . - . e

i
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[
¢ Know what information and processes are appropriate for
varlous program-review situntions (see Program Review in
Higher Edvcation: Within and Without)
The sixth-manogeaph in this series, The Effective Use of Manage-
ment Consultants in Higher Education, sceks to provide administra-
tors with information about consulting projects and consultants,
More and more, colleges and universities are asking consultants
forrhelp with such diverse projects as the design of data bases and
information systems, the collection of new information, or the
development of evaluative processes and procedures, such as
_program review. Ah result; consultants are not only Involved in
“the collection of “decision information,” but incrcnsingly tluy are’
partners In the actual decision processes. | :
. The purpose of this book is to help hlghcr-aducntlon adminis-
tmtorq use consultants more creatively, efficiently, ind ¢ effectively.
" Chapter 1 offers a look at the components of a typical consulting
‘process, The stages that form the foundation of a successful -
project are examined, along: with the t‘OlLS a consultant can
assume within these phases.

Chapter 2 glves a brief ovetview of circumstances that may
. prompt administrators to look for consulting assistance and then
suggests how to locate the right consultant for the job.

Chapter 3 provides critical information needed for writingup a
¢ontract for services, In addition to advice on how to get the most
from a project investment, different types of contméts and various
. contract clauses arc explained in detail, .

' Chapter 4 specifics some of the mutual responsibilities of clients

- and consultants and locks at the political realities of a consulting

‘project; An analysls of political factors that may affect conisulting -
 projects is discussed along with'an ovérview of the responsibilities

' of administrators in these environments.

,-Chapter5 summarizes the issues addressed in this monograph

' and provndes a way to answer the all-important questlon, ‘Was it e
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' - INTRODUCTION

'yvcw'fth. t2" With the help of this model, administrators ean effec-
tively mensure thelr performance, the consultant’s performance,
-and the overall degree of project suecess,
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. Consulting: -

L]

‘A Look at the” "~
- Components-

Gt . | ;
o .
. Y / ‘ ‘ .
) ) o
Co : . !

' Consul:lng is an gge-old profession. History is replete with.
‘/stories of kings, ' jenerals, and prime ministers who asked for -
advice from seers and wise ones or, with less good fortune, turned

" to magiclans and charlatans. Consultants (those who provide
counsel) have often been either vilified or. deified. As an old joke -
goes, “A consultant is a person who borrows your watch to tell ,
you what time it is.” However, if everything works out well, he =~
may be viewed as “a person who borrows your wdtch to teach you -

- how to tell time,"! - . )

~** One administrator complained that he hired a consultant to

" solve a particular problem. After weeks of study, the consultant’s " -

report simply rehashed the basic problem; it said nothing about
how to resolve it, The administrator hoped to get rid ofaproblem-

[
-

RN Pléa_sc note: 'Throﬁgh_out this ' monograph, “he” is used to gvoid the & o
awkward he/she construction, The reader is reminded that “he,” “his," or . .
“him,” could just as casily be “she,” “hers,” or “her,” R

. o
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Jana B, Matthews

and gain a solution, Instend!, he ended up with three problems: the
ariginal problem, less money to solve it, and peers reluctint to
seck outsicle help ever again. ' v

«In other Instances, we find consultants.are sometimes glorified
as miracle workers, For example, many administrators freely share

_und expound upon thelr success stories nt higher-education nsso- . ...

clation mectings, They report that their consultant told them what

 the problem was, outlined alternative solutions, recommended a

’Q
A

’ ) S : f , . ' i
searching for someone to provide an ‘outside assessment of a ..

: idifﬂt;uTt problem.

solution, and lo and behold, it worked! The institution now has
hetter programereview procedures or enrollment strategles that
helped turn the institution around. '

No doubt che truth nbout consultants lies somewhere in the
middle: consultants are rarely chiarlatans or miracle workers, Like

- all professionals, they need. to operate within well-defined and -
agreed-upon limits in order to perform their duties successfully.

Why Use Consultants?

Administrators may rejyuire consultant assistance’ for the
following: Instant staff when'the current staff does not have the *
expertise or time to do the joB\that is required; training when the

current staff needs help or tutoting to learn how to do the job;:

_impartigl assessment when a complicated problem exists and no-
one on campus is able to determine the causes; justification when
.the administrator wants an outsider to cotroborate his interpre- .

tation of the situation, or perhaps even. his preferred solution,
Administrators should try to be honest with themselves in deter-
mining whether they want a consultant who will provide them

_with 4n independent assessment, or whether they ‘want g con- < * "

sultant who will tell them what they want to hear. They arc

usually more impartial when selecting consultants for temporary .-

staff or trainers of current staff than they are when they begin

~ ¢
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CONSULTING A LOOK AT THE COMPONENTS

errts can be found toany consultant sexpernse, no consultant i
knows enough or has enocugh experience to advise on everything.
The consultant' who assists with personnel problems may have ~
little to offer in the design of a planning and budgeting system.
And the -consultant, who is proficient in solving’ organrzatronal
problems is not likely to have enough expertise to recommend an-

.. appropriate computer configuration. When problems are hrghly

" complicated and pervasive, it may be necessary to bring in a team
. of consultants whose members have different yet complementary

Cskills; : . s
v Before: decrdrng to brrng in a consultant, however ‘an dmmrs—-
’tralor must wefgh the trade-offs, What are the costs and b:h fitsof
- 'h|r1ng temporary assistance versus hiring full- time staff to aﬁt:lress
_ the problem? What level of expertise is truly needed to solve\rh‘ef

problem7 1s there a short-term or ongoing need for the consu
tant’s expertise? The administrator should consider-whether he
vwants the consultant. to work alone on'the problem, whether’ he
Wants-the consultant to do: some.-ad_hoc training :of. staff or
vhether the consultant’s explicit job should be staff training. In
particular;he-should: think about why_his own. staff is riot able fo
“accomplrsh the task-and what he expects a consultant to do

TR Consultrng Prolect Stages

Regardless of the length or type-of consultatron successful con- :
_*sultrng projects must, of necessity, move through certain discrete:
stages. These stages.are not. predetermined time periods; they are ;
“logically distinct phases. with different sets of issues that need-to be
jﬁaddressed ateach stage. The higher-education admrnrstrator who
“engages a consultant must understand these’ stages and’ manage
he: consultmg project with the same diligence that he manages
any other actrvrty under his authority. : ' :

All ‘projects should begin with exterided. drscussrons between
he consultant and the admrnrstrator (or cllent) to explore such
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issues as'the institution’ s readiness’ for outsrde help, the under-
lying assumptions of the consulting assignment, the desited . -
. objectives or cutcomes of the entire process, and the conditions
under-which the assignment is to be carried out. Following this
exploration period, the second stage begins when the consultant
and the administrator formally define their working relationship
by means of a proposal, a work plan, and finally a contract .
"The formal work starts at the_third stage: mapprng the "
: problem gathering information and data, analyzing the informa-
tion, determining the various ways that a problem can be solved,
~intervening, problem solving, formulatrng suggestions, makrng -
* recommendations,” and building commitment to - the-recom:
" mended course of action. During the final stage of the project,” :
* completion, all contractual commitments are met, and the client -
- should evaluate the project and the consultant, , L
-- Figure .l-serves as an 1llustratron of the four stages and therr -
. attendant issues. If these issues are not dealt with in their appro- -
prrate stage, the project may be endangered on several levels. First,
‘a‘crisis in confidence may arise that will threaten the admrnxstrato
onsultant relatronshxp Second it will take much longer to _
resolve issues later in the project than if they are addressed in -
" sequence, or in their appropriate stage. Third, if project activities:
- 'must be suspended while these issues are being resolved, momen- .
* tum will be lost, and then it often takes addmonal resources to:
- complete the project. Lo
' These consultrng project stages are addressed below,: . =~

- H

Stage One Exploratron

_ Durrng the exploratory stage,-administrators . and consultants :
“must agree first on the definition of the problem and; secondly,

that an.outsider can hélp in its solution. If a problem is viewed' "
. very_dxfferently_by an_ad"mnlstrator_and-a-consultantj-conﬂrc 5 '_
~will begrn immediately. If the problem is so complex that'smaller
" problems must be deﬁned first, then they must decide. whether all:
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CONSULTING: A LOOK AT THE COMPONENTS -

““or some of the problems will be addressed; and in which,bfgigér. Tn
S scme :cas,es,-engagin‘g"avc'qnsultan't rhay not be the best solution; » » *
° appointing an internal task force to work on the problem riiay be
more productive. * . o
. The matter of congruence between what the administrator.wants
and what the consultant can or will do must also be addressed. -
-The administrator must “provide enough information for the
consultafit to determine the role” he'isexpected to play and, why -
“he, in particular, has been contacted. T

- A further issue concerns the determination _ofwh'ro,fw'ill“be

;"_in‘VQl..Ved in the consulting project, and in what cabacity. Who = .
~_is the real client? Inr other words, what person or group-must ©
- ultimately be satisfied with the project results? Other questions

 include: “Who will serve as clienfcontact and have responsibility

for coordinating project logistics?”” “Who will need to be contacted-

for information?” “Who is likely to thirik he should be”invo’;l\?ed

n. this consulting project;becaise Ke is a party-at-interest?”
*Who- will be responsible “for implementing’ the consultant’s,
- tecommendations?” o

o

Byimih'kiﬁgh?f‘"eﬁﬂw cab’oﬁut' who ShOuid bé involvedin thecon

siiltvi'h’g" project,.and in what capacity, the administrator can:'hglp"
determine his overall consulting needs. “Some  individuals "or-

g'f,d\jpS' méy"beiimpor‘tanf information sources; ‘others" may- be
nvolved’ in -reviewing -consultant reports -and 'in’ formulating’

ﬁe;:‘ov'_r'fi"rnérid?t'i’ons.' A smaller group may be involved in all aspects-
. Additional issues that need attention during the Exploration

_Stage include the time frame within which"the work must be
i carried out, and any resource constraints that may affect the proj-
_ect-or the consultant’s recommendations. For example, project
‘restrictions ‘imposed by ‘legislation, precedent, individuals, or - -
"g'r"dupsjnec'd to'be discussed ""c'a'ndidly.;Adminlist‘ra,tdr's’,ffof course, -
should expect consultants to treat all this information confiden- -
‘tially; regardless of whether-or not they move on'to the next stage.
f the process. The issues explored when an administrator brings

‘0 B v . -




FlGURE 1 SRR
Stages and Related Issue in the Consultmg Ero;ect i
NAME " ISSUES
I . EXPLORATION . e Understanding why an outside consultant is needed l‘n—’t
e T -arning why a particular consultant will be engaged. - ~———8— '
_ ¢ Determining what problems w1ll be addressed _ .w
- E N ’ ' * Dec1dmg who is the cllcnt ‘and who are the partlesat -interest 5 .
. P N o . oL - |
.l ’/‘," e Sl o »-Asgertalnlngi.the_eonstxalnts_ - ‘- | L % ‘
) . ‘,_jDEF_lNl‘TlON;f L. Agxeelng on n ‘the worl( plan and time frames; formulatlng e
) - e s A contract . T R : SRR : {
o ‘ o . o - ol L e . N . L ; . o
; Sl s s T e Understandlng the reportlng relatlonsblps O R SR s i
1 e (' (3 Rece1v1ng feedbat_l( and: modlfylng the worl\plan and N - . » .
R relatlonshlps as needed S
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y . 2
Mappmg problems and mteractrons . w
“yn e Data collecclon verlﬁcatlon and analySls . l;]‘
) o _— lnvolcymg the clients and partres-at-mterest burldmg - E o
N . o e «»—~--~-~-»—commltmcnt—% -0
* Decxsron making ¢ |
) — # Receiving feedback.and. modifying.the workplan.and. e o] ..Su -
L c - relationships as needed - o)
- Vv ° . COMPLETION “"htmg ﬁnal report, recommendatrons, documentatlon of work - |
. N o e Achrevmg certain outcom}es - — o E]
n . Assessmg the consultmg process - ) 7 R LA
: : PR . Assessmg th el
o _' SRR - . o . . " - e ‘\ssessmg the worth/usefulness of the work products or %
’ B outcomes e A e Slo}
~°"7 - ‘ ".°°Assessmg mdwrdual and orgamzatronal learn'ng T : %
."Matthews-Halb C""']J
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further drscussed in chapter 2

Stage Two':'Deﬁmng rhe—Work“Plan

"Some administrators can prov1de consultants with enough s
" “{nformation during exploratory visits to enable them to develop a
proposal outline before they leave the campus, If they agree on'the.
outline, a proposal can be qulckly written, submitted, reviewed,
~and approved. Other administrators prefer the consultant to
develop a draft proposal so any major m1sunderstand1ngs can'be
- aired before the proposal arrives in final: form. If a proposal is
1nadequate or ihappropriate,- the adm1n1strator must. decrde'
" whether to invest in another round of d1scuss10ns or whether to
look for another consultant. , '
“Most 1mportantly, the proposal should deﬁne the problemsto
‘be, addressed ‘how and’ when they will be addressed the role the
. consultant will play, which reports and products s will eventually e
% produced, and how much the completed project. wlll cost. Issues
addressed in the written proposal can later form the basis of a:
'contractual ao'reement as discussed in chapter 3.

Stage Th.ee Worklng

' Although prolect work beglns the moment a consulta
c 'admlnlstrators should not expect consultants: to -begir

people assocrate wrth consul 'ng Adm nistrat 4

“Stage ‘Three'activities carinot be’a omplrshed until'S ges. Onie
d Two have been concluded. As the’ saying éoes “A'problem

v ell deﬁned-l. a problem half solved " The importance of taking

the necessarv t1me to deﬁne tbe real problem and choose the righ

Q
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'CONSULTING: A LOOK AT THE COMFO

include the following: . |

The:: tasks consultantsperform .duﬁhg‘; the ‘._beki;)g :'Si;ig

1. Information Gathering: Information may be gathered first-
hend, from people by means of interviews or surveys,
' secondhand, from extant reports, memoranda, or other
"= __ documents. Sometimes all the information required can be’
gathered from sources within the institution; other times, it
is necessary to-use external sources and people. Depending
on where the ';:nfo\r-rn\atiorl\is.located, the consultant :may-: :
spend a considerable amount “of-time on, campus or off
T campus. ¢ S
““2. Information Analysis: - Verification; - ma{gip;xlé%jé
analysis of information often f‘akesjrpléce._aw_ay from campus

A"C'driéd‘.t'ant' needs to think about what he has found inthe
* same. way a detective:thinks about clues and ‘information,

bringing a blend of expertise, experience, and specia! skills tq

. * his analysis of information. A good consultant will not
- pat answers to problems nor will he propose a solutioni simpl
.+ because, it worked'at- another. institution: He" will ‘not; be.

" satisfied vatil he has developed a solution that is particularl

. -appropriate for the specific institutiofl. " .. o
_.'3. Presentation of Analyses: After the consultant has suffi

' iy amalyzed the information, he should give the app
s pg@bl‘efon;jééx__rﬁiptisfaf\_ opportunity to review the a
retide alrnarive interpretations, ‘and discuss ¢
‘comes of  thes Vério{iS}v_i_ﬂtéirprgpé'tio’né; Admi
 ‘should be wary of consiltants-who ete reluctaii

0

: ’lgﬁei'f,'ahél_%eé;withifaéglty'a'nd §tgff,o h ‘ f. f

““surprise. packages” at'the end of the'cor

4. Developrent=of -Reports;-Processes;-or- Outcorr

" discussion of the data analyses, a final repo:t is
. written that describes the problem, the project’ istory.

fngt‘héds _'_iised'to:g"ath‘er and anal /e informatio; »a:f_xj'd/ or dat

v e




alternative. wa
recommendatlo_

“The admmlstrator may want to ask the consultant to'submit’

“drafts of - interim or “final ‘reports. Yso! amblgultles

dlsagreements can be worked out prior to the final report. If

time is short, however the administrator may simply.as the
~_consultant to call him and-review the report’s major-points
and recommendations before it is sent to him. Adminis-
trators generally need some time to think about:how best to
implement the consultant’s recommendation, and about the .+
. development of a strategy for dlssemmatmg the consultant s
 report ; and recommendatlons—before the ﬁnal report amves

¢

,soffware developmg a p’zaluOﬂ acsrrlptron and recrv tmg the new.
' e nsultmg

ETEeaET

DU

Q

ERIC

Aruitoxt provided by Eic:



Q

ERIC

Aruitoxt provided by Eic:

“are governed by chance. One variable tha

CONSULTING: A

o N N B
e}

T Consulting Types . e

- Thiere are many reasons why some ‘comsulting projects succeed
and othiers fail. By the end of this monograph, the administrator
~whould have somne uniderstanding of which yériabléscé'o‘friffibiitéfto
the probability of success, which ones-he can control, and which'
z by chance. t he can control is the -
‘choice of a‘consultant withi an appropriate consulting mode.
There are many different modes of consulting, but all can be

Ce

- placed on a continuum ranging from “standard” consulting:to- " -
- “process” consulting,? S ' Cn

. Standard consulting has its roots in the management sciénCegs;. a
‘consultant appliés his expertise to solvea specific problem. When::
‘the client knows exactly what the problem is, he will either wan
the consultant to go ahead and solve the p'r’obile"m_,”or";éls",e"ﬁélﬁ_\vil,l_
want to be given a,_de‘tailed‘sviet“of alternative solutions, along with
a recommendation. Inother cases, the client may expect the con-

“sultant. to define the problem prior. to offering a solution. El her.

vay, the clientwill expect the “standard” consultant.to assume full

"rg’s'pi:‘o_‘v_rl‘s"‘ibili‘ty?[fdr dp_i'ng*thé work: and' defining a §Qlutioh ‘The

client does not become involved until the time comes to imple-

_ment a solution. - - - S

behavioral sciences. Process consultants .are mainly
: 'qfkirig»fal‘cjihgsidé-,‘_:t;bdsé /in - the organization’ t
iat processes : ar’ijcl-pf__égédiing'sriﬂ"nrﬁéy are anx
il and values by helping managers learn.
flicts "ﬁdi’sdlvég‘t‘heir::O'Wn';iffobllefr_i, Pr 'v‘ccss"‘o‘_nsvu‘lv_ta
ngage the client from the project’s béginning, and i
they ‘expect to produce a. demonstrable change in’the
,-valueé’apd'béﬁavvio‘r‘,(ﬁgqré:2),'5‘._‘, R e

Process :consulting, on the ‘other hand, has its roots in the

B -]

2. Schem 1969, views the _‘.‘standard‘ c‘,oné‘ul;‘éh’t"" : as" _béiihgi pﬁﬁxjérily con
rned 'Withv»using'jh;is“kno__wledge to solve the problem, and’the "p roces
onsultant” as énew.hqhelpsgxe client better perceive, nderstand; and ac

‘events that ocr in the client’s environment.
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Operatlonal o = Process ERIS - SR
: :Emphases .| Directive.. <—-———> ‘Non:Directive R
’ o Mechanistic ——————— Organistic L
Consu]tant—centcred <————> Chentvcentered C e e
‘ -':‘Focus of. ._Task What is.the prob]em and How Proccss How can'the orgamzatlon be - a |
.‘Consultxng Prowct : ‘.can itbe. solved most efﬂcnently’ B helpcd to deﬁnc and solve'its own' problems’*" Eac I g
. . 0
Goals of | Defined by c.',nsultant : Dcﬁncd by client o
Consulting Project o - z
Role of Client . Controlled by consultant Jointly determined, by consultant and client %
. Distance Between | Great: consultant emphasizes his Little:.consultant ihteracts with and encourages 2 '
‘Consultant and ]

Client

.5~ Outcomes

(Immedlate prob]em may be so]ved
_client dependent on consu]tant' ’
]orgamzatlonal processes may .not be -~ - and develop internal commltmcnts/capabrhtles
.strength :ned nor’ capabrlmes deve]oped ncccssary for solvnng problems e

“expertise” and “professionalism”- .. _client to question him and undértake initiatives
- L]

' v( Client strengthened learns how to develop vahd
and useful information; make informed choices, -

';
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"CONSULTING: A'LOOK AT THE COMPONENTS

U “The most: successful - consulting projects in” higher education
tend to-includeaspefts of both standard and process consulting.
One reason that some aspects of process consulting are required is
‘that administrators in colleges and universities are usually trained
T as 'feseérchérsféﬁd:ﬁéﬁolﬁfSI;Most;of—them—.inre—qﬁc‘é%faéﬁl -
. .members, who, even now, continue,to‘w'ofk',vin;an,,ai;‘adem' s
“ting. Because of this, they tend to be reluctant to accept any agvice!
on face value, even if it comes from experts. Most of themwant to -
know why a particular recommendation is the most appropriate’
for a given situation, and they look to consultants to be “master '
teachers” as well as subject experts. In sum, they want to-use the
consulting project as a learning process for themselves.and others"
in the institution. Unless they recognize this and structure the
project’s goals accordingly, they are likely to have a vague feeling
' of dissatisfaction about the overall pfoject and its outcomes. . .-
- "A’second reason why consultants working in ;co‘.llége’,sf -an
: }mivefsitiesjoften need to use process skills is related to the' ettihg
_ in which the problems occur. Consultantsare frequently expected
to' achieve, consensus. on ver/y complex: and politically sensitiv
issues. Many administrators: have found: that consensus comes’
~easier through an outsider who car_l‘p:ro'vide"an‘o'bjé:(f.tiVé analysi:
© of the issues. Such a consultant will need to understand ho
- use fe'Xisting_‘o’rganiz'ati'or‘\al,‘,sg\ruCtutés and processes to achie
_consensus around the resolution of the problem. Even wh
consultant is engaged primarily for his technical.expertise,
skills will be required to get the necessary.information.
‘Because the choice of consultants relates directly to ths p
some ‘examples; may. ._Hél;‘)f':t‘lar"ffyﬂ'th‘e:j_ various circum nce
require different types of consultants, with different experti
iffeent consltingmodes, - .
" When an institution decides to embark ona capital campaig
icsating consultant i frequently engaged for the |
campaign. Before deciding to bring ina consultant, the
rator should 'thihk: ak"-)‘éu‘t"-Wbéz_t}iéfi/t will be more cost-eff otV
dd staff to the development office than to invest in a short
expensive commodity- such.as'a fund-raising ‘consultant. Afte




2

]ana B. Matthews

.3

wo‘rganlzatp)n and management skills. Seconid; once thec campaign

' s'evcr—hc‘mﬂ“probably'nvt‘ﬁee‘diﬁm‘fh l.hos"e‘iklll—’m
third, l% the consultant can provide ad hoc training t

; ment staff and can transfer some of his skills and knowlec ge to

" thefn, they will be much more effective during follow-up phases a as .

}3 well as in future campaigns. RS

An administrator at another institution may face a different set

of problems. Enrollment-is declining and there are /(.onﬂlcnng_

explanations. The admissions staff reports that the’enrollment

decline is due to inadequate student services and poor dormltory,‘

living conditions. The student-services people indicate that faculey -

_indifference is the problem. Faculty, on the other hand, complain

about the failure of marketing and recruitment strategies to

© ‘attract. quality. students. While the administrator realizes hat,

-,these factors and others—lndlwdually or collecnvely-—'_- v be -

; 7Although he mlght try to organize anlnternal task force t
g wnth the problem such a group mlght not be very effectlve i

“In, a thlrgl situation, an admlnlstrator may want to engage in
f’strateglc plannlng, but he is uncertam how best to 1nvolve faculty

eveélops s such a p nnlng system must be acceptable to the facu
15 well ¢ as to the academlc budgetlng, and plannmg ofﬁce  of the

Q

ERIC

Aruitoxt provided by Eic:



Q

ERIC

Aruitoxt provided by Eic:

Consultlng Roles

' l

Flgure 3 dlsplays a contlnuum of roles that consultanrs assume

varying from #standard” to process consultlng The intent: of.
the. ﬁgure is to illustrate a progression from standard consultln
(Whlch is more,directive and more consultant—centered) to process.
; consultlng (Wthh is less directive and far more cllent—centered) gt

-the’ examples-above,. the' fund-raising consultant could be cate
. gorized as an expert. He has a clear notion of how to carry out the

fund-raising campaign, and once he has diagnosed- the: specific
funding needs, he will organize the campaign and become an
advocate. He may also serve as a teacher-trainer of the staff, but-

" most of the roles he assumes will be on the left side of-the
~ continuum. This is not surprising, since.the administrator was

speclhcally looking for someone with fund-raising knowledge and i

' experience that no one at the institution had.

* The consultant called in to look at the enrollment decllne w1ll
probably assume more of the roles descrlbed in the center. of the
continuum. He will: spend some of his time: functlonlng as fact
,,fmder/analyst and doctor, dlagnosmg the problem.. But if 'some
people do not- want to accept responsibility for the enroll ent
declifie; he may have to be confmntattonal He w1ll probabl '
‘serve-as a catalyst in-trying to get the various part1es to ‘begin
;worklng together on joint problem solving so they can develop an
effective strategy. for managmg enrollments. - i
The consultant ca°lled into desngn the strateglc—plannmg proc ‘
il functlon ‘moré’as a process’ consultant ill hel
dmlnlstrator develop a plannlng system that modifi and inco
;, porates existing organlzatlonal processes.. He is vlkElY’tO be'more
talytic and accepting than the other two consultants because
proj ect i in wh1ch he is 1nvolved requlres h1m to pla 'hat rol

,functlon prlrnarlly as a standard consultant the
the person-to function as both a standard and a proces g
ant, and the th1rd requlres someone to functlon pr1maril as.a’
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et, “Consulting at Colleges and Universicies: An Analys
1979), N ‘
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CONSULTII}JG A LOOK AT THE COMPONENTS y

o process consultant, A successful consultant, however, Wlll be able :
- to play as many roles during the course of the project as the
-~ different situations or stages of the project require. The admin-
istrator must decide whether ‘the problem’ the consultant is to
address will require the roles assogiated prlmanly with the stan-
“dard consultant, the process consultant or some comblnatlon of.

both
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; ~ CHAPTER 2

'

 How to Find the - -
Right Consultant |

3 . - ) . ) [

2

.V:Fi_r.‘_c_l_iﬂg,i_g@i&l@risslltailt.is;noL_easy._Highegredueation" —
~~ A comsultants do. not generally belong to national consulting
', organizations nor are there credentials, licenses, or regulations
.. that govern their activities. Thismakes it difficult to find appro-
- priate, consultants, or to judge their expertise, worth, and value .
befor® you engage them. SRR P

d

.

Using an RFP

N

- If the problem is well defined, the most frequent. practice is to

_write a Request for Propusal (RFP) that can be sent toindependent

' nsultants-and consulting firms. Or-another possibility is simply -
to advertise the availability, of the RFP. B

" “When an institution develops an*RFP, it serves two purposes:-

. First; it forces the institution to come to grips with the problemby.
 putting time] money, and resources’ on-the line: Secondly, the

- firms-and-individualswho tespond must, of necessity, demonstrate

“ theirsincere interest in-working with the inStitutiQn;;Résp'qh nts

o
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largely spend their own time an
problem and writing the proposal.

" true feelings or experiences if their consultihgfprjeét;iﬁm_cd'o_u't‘“,
~ “to be a waste of money or produced unfavorable results. "

’
.

Jana B. Matthe_ws L e

d money think‘ing througﬁ ﬁhe B

. , , - ,C
Ont the other hand; the RFP procedure has some noted dis-
advantages. Because the RFP represents a very rigid procedure, it

.is not useful in those instances where the problem lacks proper

definition. Administators generally have some control over who
recéives the REP; they have little control over who responds to it.
According to most bidding procedures, if‘an administrator pro-.-
vides information to one individual, he must make it available to

* all. Moreover, once he receives the various proposals, an adminis-
trator may firid it almost impossible to determine whether the -

respondents are truly capable of doing the work. Particularly in -

- the case of consulting firms, the résumes may look good and the: *
. firm’s-references may be excellent, but such documents ofter; do.

" not specify whether the project team members have worked on
similar projects. In addition , administrators may findit difficultto " "
~————develop the criteria and weighting scheme for the selection of a-

. .

winning proposal. For these and other reasons, the RFP may not

- prove to be the best procedure for findinga consultant, Ifitisused, =

the RFP must include sufficient information to enable a con- '
sultant to write a proposal that is responsive. L o

. ‘
¢

* "Finding a Cornisultant on Your Own

© ! R I' . . . ) - L . S
If the administrator. decides to find a consultant on his own,-he -
will:most likely contact colleagues at other institutions, describe.
the situation, and ask them for recommendations. This person-to-

- .person approach is useful provided the admipistratér can describe
- the problem sufficiently so others can truly 'und'grsta/pd his needs, - : -
- ‘and if his friends and coll gues-are-willing-to-retate their exper-

jenices honestly. Administrators may be tempted to conceal their’

@ 3
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HOW TO FIND THE RIGHT CONSULTANT -

~« A second popular method is to contact someone who has given’, .

“a speech, made a presentation, or taught a course on a topic |
closely related to the problem. While the administrator mightnot~ .
have any way of knowing how the consultant actually performs,he . .-

[ should have some sénse of the consultant’s conceptual approach .

Lo as well as his ability to communicate to an audience. Admittedly,

_ that is not as good as firsthand experience with the person in the

o role of consultant, bq’/t it is'better than no experience at all. A

related option is to contact the author of an article or book the -

administrator has read whose topic bears directly on the issues at
hand. If the author’s approach to the problemsounds reasonable,”

the ‘administrator may want to explore it further through, corre-
spondence and interviews. [n both these cases, the administrator
will want to ascertain whethet the person has ever consulted, and

" if 50, he will want to contact former clients to discuss the person’s

petformance-as-a-consultante————"- - T —
Sometimes the executive staff at higher-education organizations
can bé asked for the names of appropriate consultants. When

* asked, they usually will recommend members of the organization -

who have consulted. One organization maintains a roster of

. consultants from which staff make recommendations. Another

organization provides consulting assistance, under contract, to
colleges and universities. U

Contacting'a Consu'ting Firm

_A final alternative is to contact one of the nationally known . °
\firms that provide consulting services. The staff at these largefirms .-

. nay not always have extensive consulting experience with-higher- = -
f':"“éducafibp'institutions,—but;t—hey—afe—likely—tci)-hav'éconsulted_with__‘;;
\ " Various nonprofit organizations. AR i
- \A senior mefber of the firm uspally assumes the task of coordis=

- -nating the proposal writing and may later serve asproject director..

v

O
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“Although other team members wnll do project work at the comn-. ~
pany offices, as far as the administrator is concerned, one person
L “usually functxons in the role of consultant. It -is important to -
o understand that the consulting contract is with the company, not
. the individual. In other words, the consulting ﬁrm, not the . ..
‘- ++  administrator, will choose the project director as well as the people
W _ to serve on the team. In some circumstances, this'tan be a draw-
back; in others, it is an advantage. If sensitive political issues.are at
" stake, the administrator may want “to contract with a firm rather
tHan an individual consultant, to avotd the implication that the
administrator may have hand-plcked the consultant for ulterlor .
- motives. ‘ :
" A consultant’s professnonal reputatlon depends on hls ablllty to
deliver blgb quality consulting services, on time* and within |
budget. If an administrator finds that either-the consultant-or-the
“services he provides are not satisfactory, he should say so. He may
have more leverage, however, if he has ‘hired a copsulting firm .
rather than an individual, because the firm can bring additional ..
resources to bear on the problem or the pro;ect director can be
‘replaced. - : ' -
- To summarize, several alternatives are avallable for ﬁndlng -
consultants. If the admlnlstrator knows" precisely what - his .
-problem is, he can seek consultants through an RFP process, or he ‘
~ can ask colleagues and peers at other institutions to recommend ¢
' consultants with whom they -have worked. These alternatives -
" assume: (1) that the-administrator-can provide sufficient details =
- about the problem and its context so that those responding to the . -
' RFP or providing a recommendation can adequately descrlbe the .
" .consultant’s quallflcatlons, and (2) tbat the: admlnlstrator and
consultant will have the same set of expectaticns concerning con-
sultant performance If the admlnls_ratonwantsaconsultant_wbo »
- will provide answers to his quéstions so he can formulate his own
= solutlon but his colleagues want a consultant to present ready-
" ade answers, a mlsmatcb is bound to result O
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" On the other hand, if an administrator wishes to, he can launch
his own consultant search, relying on personal judgment, intuition,
or firsthand experience with people he has met at-conferences or
seminars, If he relies on this recourse, hewill want to corroborate
his judgment with others who have used the person as a con-
sultant. A third alternative is to contact a consulting firm or an -
organization ‘that specializes in copsulting services.. A

4

-

o

Meeting Face-to-Face

Once an administrator has determined the type of consultant
~ he wants, he W'gll' have to select the right consultant. Those iden- -
tified through one or more of the processes outlined above can be
considered s possibilities, but more information needs to be

gathered befpre a final decision can be made. . U
PRI a_t:al_l,bbséib,lé,_adrriiﬁiétr"ﬁtdf's':Aslio,,uld',rhe'e't"_face-'t'o'—face' with™
prospective consultants, If an RFP has been developed, and the
project is-of sufficient financial magnitude, a bidders’ conference
can be held on campus within a few 'weeks after the RFP is released.
© Many large consulting firms cover travel expenses and a day of

" fact-finding at the institution. Few individuals or representatives
- of higher-education associations are able to afford the time and "

* . travel without reimbursement; because they do not set.aside any " -
~~business-development funds, however, their consulting rates may |
be considerably. lower. If an administrator invites consultants who
" are not connected with a large consulting firm, he should be
prepared to pay travel and consulting costs. Do
'+ Consultant visits may in fact be considered-indispensable in ~
determining whether a good “fit” exists between the consultant,”,
: hé—ihstittii:ionr,and“the*probl‘em.—@nce—a’cdhsultant’agféesW
campus visit, his competence can be observed in several ways:
" through the types of questions the consultant asks and the com-
ments he makes, the materials he wants toreview, the list of people

FXg
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he wants to interview while on campus the way he suggests that . "
his time be scheduled, and the contractual issues he discusses. S

If the administrator has thoroughly defined the problem and -
the consultant has sufficiently indicated his competency, o deal

"~ with it, there is a high probability that the project will go well,
‘Before signing a contract,. however, the administrator should
_insist that the consultant develop a detarled work proposal and
activity chart.

In'one sense this proposal may be considered a draft of the con-

4 - tract, It should contain a descriptioh of the problem and schedule

s of tasks (see figure 4 on page 30), some indication of who willbe -

working on the project (along with their qualifications), andacost -

estimate. While proposals need not be organlzed as follows, these S

__tour issues ought.to. be addressed U E————

’

1. Demonstration of the consultant s understandrng ofthe can-.
t . ‘textual issues and the immediate ‘problem- confronting. the i
* client. This is often developed-in an,“Introduction” or
“Background” section of the proposal. o
. Specification of what will be done by whom, when, how, and
within what time frame. Theclient and the parties-at-interest
need to be identified and the reporting ‘relationships should -
~be détailed. This section of the proposal is often called “Tasks
and Activities.”
3. Description of interim or frnal reports changes in rndrvndual
or group behavior, and the processes "and procedures that will .
- be developed to attain the desired goals. This section of the ‘
ﬁproposal may be labeled “Project Outcomes or Products.” |
Estimation of the time a consultant will spend on a ‘project, . -
the fixed and variable expenses that are likely to be incurred, -~
the total costof the consultrng arrangement being proposed .
“and the suggested method of ‘payment. This section of a pro‘ :
posal may be labeled “Costs and Payments. i

B S ]

=
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. Afully detailed proposal offers the client and consultant further
.+ opportunity to test their respective perceptions and impressions.
. When the administrator {inds the proposal satisfactory, he and

~ the consultant will be ready to sign a contract -and begin work..

Ce.
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Si;mplc Project Aqtivfty Chart.
Project: Assessment of the Needs 'gf Industry in Pris X
WEEK
o TASKS s | 8|9 |10 1
1, Dc\;élép détniied work plan " .

2. Assess needs of industry .
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* companies in sample "~
e set up appointments
: ddevelop mterwé\vguides
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5, Prepare fingl report-—— e | |

6, Send final report e ) B N . ‘ 1o

i

“visit.by member of projctt tearm.

= task completed

CE*
i

O

ERIC

Aruitoxt provided by Eic:



‘

CHAPTER 3 .

o

;
) A

Costs, Contracts,
~ and Clauses

[

-,.,nce the problem-is defined and the client,and consultant
QS agree on a modus operandi, they need to determine how
" much the project will cost and what type of contract will best suit
the particular project. | . . T

Administrators often have more experience in dealing with *
-~ ¢tonsultants and projects than in working out the contractual -
arrangements that are part and parcel of consulting projects. Most
administrators’ concerns focus o ¢osting out the consultant’s,
- services and the consulting project; the type of contract that"
- - should be written, given the specific pio_b}le'ifn_gabe-addressed,‘*énd

;‘ thﬁcdnﬁﬁftﬁlm%m be -included.” This chapter' -
- addrésses these critical issues. . S AR

° ~

i .
1

Costs

" Pricing consulting services is faf more difficult- than pricing
./ products.When buying an automobile, for example, the customer
knows that the price includes materials, labor, production costs,

/
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. dealer and transportation charges, and so forth, While we may
’ belleve that the final price tag Is too high, we t least recognize the
factors and components that go into the final product,
.+ Determining cither the materials or the labor costs for con-
sulting services Is much less precise, Noone can accurately predict
how much time or energy a particular project will require or what
the final bill' may be, Institutions typically deal with this uncer-
tainty In theee different ways, deperiding on thelr assets and their
confidence in the consultant, ’
The first approach Is,that of the client who wants to get the job
, doné but Is unwilling or unable to pay for it, Almost every con-
. sultant has received a call from an administrator saying that his
i institution has a major problem but very little money, The admin-
istrator then asks if the consultant will be'kind enough tosolve the
problem for little or no remuneration, -
The second approach Is exemplified by dn organization that
simply announces the top rate that it is willing to pay. This insti-
" tution might simply announce its top rate or clse specify in the < ¢
* * RFP the amount of money available for the particular consulting
service, | o , ' : .
The third and most frequent procedure is to ask the consultant,
once he understands the problem, how much the project Is likely
to cost. Project costs usually consist of a combination of profes- -~
sional services, materials, overhead, and travel expenses, While the-——-
latter-threeare largely sélf-explanatory, charges for professional .
“services often require further explanation. Basically there are ) -
three ways to figure a person’s consultir:g rate: salary percentage, B
total cost fee, and market value, | : .
: :Fo'r.cxz'lmpl‘c,’Dr. Brown,anindepéndcnt consultant, is likely to * ..
establish a consulting rate based on a percentage of his yearly
salary. If his annual income including ‘benefits amountsnéo ‘
$40,000, he will divide this figure by 220 work days, the figgre. .
determined when sick leave, weekends, vacation, and holidays arg - '
subtracted from the calendar year. His base consulting fec would-:

*




; .
. €

o COSTS, CONTRACTS, AND CLAUSES

then be $182 per Jay. To this, he might add another $18 to round
up the flgure to a $200 per-day consulting rate. C L
~ An alternative to the salary percentage system s the total cost
fee. With this method, the amount charged combines salary,
benefits, secretarlal costs, overhead, materlals, and miscellancous
expenses, To account for the ndded expenses, the quoted fee may
be anywhere from two to four times the consultant’s actual salary. -
It does not, however, include relmbursable travel expenses,
The third approach for fee determination is based on the going
market value, When a consultant's expertlsé and knowledge is In
high demand, he will be able to charge as much as the client 1§ ...
willing to’ pay.  Individuals who charge $600 to $1,000 per day
- know that client institutions will pay premium prices for whatare .
" considered to be premium services, S
Consulting firms, of course, are known to charge high fees. A *
U ptimary reason for this s that they include a substantial amount: - "
" for overhead. These firms typlcally Include charges ranging from.- -
100 to 350 percent of direct salary costs to cover both management -
expenses and the costs of a skilled support group. These overhead
‘charges often correlate directly tg the size of the consulting firm.In
_ other words, smaller firmgarGapt to have smaller overheads, but .
 the bigger firms are lKely to have comparably larger adminis-...——
———trativebudges, /T o S ‘

: : Contracts - T
" In the long run, most administrators find that an individual’s . °
consulting fec is less important than the total cost of tHe service. - -
- Experienced clients know how to pick the, appropriate. type of .+
~contract for the job that must be done. Figure 5 indicates various .
‘contract types. ’ ‘ Co e

' , v . 4
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’ Types of Contraety v, o
‘ 4 . i
Pro Bonum , ~onsultant does not charge client for consulting services; expenses ure usually relmbursed
Set Rate/Cost Client annbunces maximum rate for consultants and/Zor dollar limit for project
Flxed Pelce Client and consultant negotiate a price to do the project price covers all congulting services

nndd project expenses \

:

' , . oy "
Sost Plus Fixed Fee Client reimburses consultant for the actual cont'of t{mc. materlals, and expenses incurred in
connection with the project, plus a fee (x% of the project) to manage the project

Vo

“smaynep g euef

) o Lot i ’ .
Time and Materials,  Client pays for the consultant's time, at a predetermined rate, .und any materlals (at cost)
used In connectlon with completing the project S '

«

-

e ~ Fee Plus Expenses Client ngrees to pay consultant's preestablished consulting fee, anid'to relmburse the
ol ‘ consultant for all expenses Incurred In connection with theproject T

’

3

Retalner ' Consultant agrees to be-avallable for some number of days within a specific time perlod; .
 client;pays te consultant for those days, whether or not the consultant works for the .-
et el L ST I R i

¢ ;) L [N
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e
M <

»

e Fxxed Prxce Contract g . : PR

.

“A fixed price contract is exactly ‘what the narne 1mplxes °W1th T
" 'this type of contract, the consultant agrees todoa partxcular task -
*“Within a particular time frame fora set sum of money. If $10,000 is

.agreed upon, that figure will 1nclucle the consultlng fee, travel;and -
“all reimbursable- expensgs. If circumstances permit t the consultant

to do the ]obfor less than the fxxed prxce, he wxll beable to keep't the
krt

urred he wxll be obllgated to complete the ]ob atng ext
In 'some, cases the admmxstrator may; recognxze that the consul— :

ven' though _ )
~Client: organxzatlons often prefer a fixed: prxce contract becau
boundarxes are set in’ terms of delrverables txme frame ‘ and pr1c

C tPlus Fxxed Fee i3

In the fxxed prxce contract, the consultant agrees to perform th
ot:k for'a set price..In a cost plus fixed fee contract, the clien
‘ "agrees to’pay_ the consultant whatever, it costs to do’ the 3ob
‘(usually up to sorrie limit), plus an‘additional 5-10 pércenfmanage-
~ment fee..Such a contract is often negotxated for research an}ﬂ_
» development projects, when the researcher can only est1mate the.
 cost of-completing the’ project. . B ‘ A
Cost plus fixed fee contracts might be used in: hlgher eduratxo
when an outside agency is ‘brought in'to desxgn a compute! 7D ‘
_mformatxon system, a type of research and developmient: pro;ect
The time requxred to complete such'a: pro]ect willc depend on such
varlables as the data currently bemg collected the numb T
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. . \ AR
computer and/ or computer configuration, the numbers andlevel -
-of current systems, and whether or not those responsible for the « kS
- project agree on what must be done. It is ‘difficuh/i)or a consultant . -
to predict what such a project will cost before he knows more t
_about these. variables. : c ' o

An administrator will want the consultant to provide his best
_ estimate of what it will ¢dst to o the work, and should try tohold . -
"= the consultant to-his estimate. Although a cost plus contract will -
~ . specify that the consultant will be paid for all allowable costs, the -
* administrator might want to establish an upper limit or “cap” to-
keep the costs from escalating out of control. Whenythat fimit is
_ “reached, the administrator and ‘consultant-will; have to decide
- whether to- modify and extend the current contract, heg_oti;ja_téé :

- -new contract, or end:the cbnsultanf’s_ involverfient in the project’

k (regéfdleés of Whether_br not the project is finished):" -

'Time and Materials RN o F
S R N \ E .

‘ i - ) .. - . N . \‘ .‘~ : . - o B v,v::': ‘M»‘;,;
. *Asone mightimagine, a time and materials contract means.that

= the client will pay the conSultght:fo‘r his time and all materials used

" :in conjunction with the | foject. Conisultants ate paid according

* to.an established rate, which, depending on the circumstances,

. may be hourly or daily. Materials -are defined to be such:items
“ as secretarial expénses, computer fime, paper and. printing, and
soon. ¢ oo i
'Administrators may find this type of contract useful under three
_conditions: first, when they have had considerable ‘experience
with the type of services they are asking the consultant to provide ./
and know how much time the particular task will take; second,

" ‘when they have a high dégrée of confidence in the consultant and

* trust his judgment; and third, when ﬁhey are in-a position to-
_ exercise tight.controls over the consultant’s performance..

- This contract, like the cost ‘plus-fixed. fee contract, ‘may be
icipated

t

pr‘o‘blem'if the project takes longer to com‘plet“e than ant




\D CLAUSES

. COSTS, CONTRACTS, A

2" and if the cost of the pioject exceeds the estimate. Specifying .
7 a%cap”in the contract may alleviate this problem. Exercisingclose -
" control oyér the project will also be important if costs are to be
contained. If this can'be done; a time and materials contract is
probably the most economical contract that can be written. The
“administrator is able to obtain the services he requires for less
“money that he' would have to pay under a fixed price contract; © -
" and he can have the flexibility of ‘a cost plus fixed fee contract ™ .
" without having to pay, the management fee.” o

" Consulting Fee PlusyReir‘nburseable Expenses.
. Afourth type of contract is the fee plus reimbursable expenses. -
" In this situation, the consultant quotes a daily consulting rate'that *
“usually falls somewhere between'$500 and $1,000 to cover a pro-;
portion of salary, benefits, secretarial expenses, ‘overhead, and so -
forth. In addition, theclient dgrees to reinib'urSe the consultant for
ny. travel and out-of-pocket expenses incurred in connectioft
with the project.s © T s
. Under this type of contract, the consultant agrees to complete
“the work, within'a specified number of days. The consultant then’
‘simply submits invoices for the days worked at the agreed upon’
“consu'ting rate, plus copies of receipts for direct expenditure:
incutred in connection with'the project. » | o o
! This contract mode is particularly useful in cases where an insti:
“tution wants to make selective .use of a consultant at strategic:
points ini the project. The major disadvantage, however, is that
_the consultant has_little incentive to keep ‘project costs ata
~ ‘minimum: A contract that specifies maximum contract costs, the, L
- products or.outcomes to be achieved, the time frame within which
the work will be completed, and the maximum number of daysto.
.'be.chafged will ameliorate this problem. Lo '

-~
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o Retainer :

-

- Afifth type of contract is written when the client wants to retain
the consultant for a specific number of days within a prescrlbed' Co
time period..The consultant promlses to make a certain numberof -

. days available, and the client agrees to pay the_consultant an -

' agreed-upon rate for all those days, regardless of whether or not’
the consultant actually provides consulting services. Lo
By understandlng the contract options, administrators -¢an
greatly’ enhance the product1v1ty of their consultants. In xeach
-instance they should choose a contract that most closely meets the :
e requlrements ‘of their own partlcular consultlng situation.’ In no
"+ way should they feel. limited to one particular contract type: Fo
"example it may"be appropriate to bring in a consultant under a
- daily rate plus ‘reimbursable expensés contract. Then; oncea. par-
. ticular problem is well defined, the client may choose a flxed pI‘lC
i ’contract for completing the actual tasks.In ancther clrcumstance
' a time and materlals contract may be the best chotce

\. . “ w . , .
\Contract Clauses ’
: - \

‘ ‘To develop a sound relatlonshlp between consultant and cllen
certain key issues must be addressed in every contract. Even i
casesy whene the’ consultant is engaged to do a bery limited tasl
‘contract “for sérvices needs to be written. Such a document' )
prove 1tself to be well worth the effort 1f unforesee obstacles,_ r
’ dlfﬁculﬁ'é"" arise, -

ucontract clauses > -

1L The Scope of Work The contract should summarlze the a}tual
Q, services to be performed including the’ precise manngg in
- whlch the consultant expects. to- address the problem
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' initial proposal often serves as an’attachment to the work:
2. The Time Frame. A consultant should specify the date on
which the project will begin and end, as well as the dates for
completing various interim +asks. The.consultant may also
‘e - include a Time/Activity Chart or Work Plan (see figure 4 on
ol page 30). . o : :
+- 3, The Billing'and Payment Schedule. Dates for submitting bills,

7 as well as the schedule of payments, should be specified in the -

contract: ‘ T TE A TR
4. Confidentiality of Information. If c.er.tain'ihformation__éqlleCEQd i
* during the course of study is to be kept confidential; the'c on-’
- tract should state this.cleatly. The consultant must agree no
" to divulge information sources. to anyone nor disclose to
people outside the institution or agency any informati :

= A ion tha
- may be considered.confidential. The client must agree not t
" -ask the ’_(:,o;'n‘s";‘llfimt»,tofdi?ﬁlge,fgohﬁdén’tial ‘informatior
* Canceling @ Conerdct: Because contracts sometimes need tob
- canceled, one clause should stipulate the circumstances unde
“which'this might.occur and the pre 55 to be used: Clients
“ always have the’ Fight to’ minate contracts with con
-sultants, provided they can give due cause and reason
" notice. Consultants, on the other hand, can cancel éon
i their clients do not provide;the informatio ”
' “carry out-the specified tsks, if their bills are 1
" clients in some other way do not meet,their com

When a contract is canceled midway th ough'a proj

_consultant may be caught in the middle of data collection'or
' report writing, The question: then ;éir‘i’sés'Lébéu: whatshould
. be:done with fthegé‘fdocﬁ:f‘r_xgnt‘s".-fASSurﬂihg that the consul-
- -tant has promised confidentiality to his s‘quir;;'es,”_'he;,qéﬁ 10

- 'simply turn gver all his interview material.- Accordingly, t!
contract should includea provision for the fair disposition of |
this information to the proper sources. b '




: _"ought to be addressed ‘but actual selection”

manner, and individuals who will address the toplc are up to

the consultant. This type of provision lends assurance that‘_._ =

project results will not be unfavorably. prejudlced or other« e
wise colored by the client’s.own opinions. :

e If aeonsultant were to follow the cllents recommendar ~

probably the cllent would lose: external credlblllty On the
other hand if the consultant follows such adylce nd the

_'séme doubt about the vahdlty,
“of those recommendatlons, he

Q
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mentatron the less lrkely the recommend ons'a
: approprrate. For example, the computer configuratro that
*consultant might have recommendéd in 1981 would be out-
dated in 1983, given the’ changes in technology A plannmg ‘
" process des1gned before the faculty voted to unionize might -
not .be appropriate afterwards. A’ fund raising strategy
- designed around a veteran presldent is not lrkely to be sult—‘ '
able for.a brand new president. - :
. “To summarlze there miay be good reasons why the admrn
 istrator “does not implement the. consultant s recommenda
_tion$’ 1mmed1ately However, the longer he waits to doso, th
" greater “the likelihood that the recommendatron
“be modlﬁed to reflect. changed conditions; t
‘f consultant can be held liable for hi  recormm ndatron Ifth
1nst1tutlon for some reason does brlng su1t aga1nst the consul

ho ign
en 'nd consultant must acknowledget at robl

work“ ope, t1me frame, or pro;ect outcomes. All C nt ac
‘ ed to be spec1fied in wrrtlng "duly s1gned ‘and attached to
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acc’ommodated wrthln the orlglnal contract 'F

' one occasion, a consultlng team was slated to spend’ fo

interviewing executlves ina partlcular city. After flndlng ‘that only
a few executives were going-to be in town that week, the schedule *
was modified to include three days of interviews in one week plus
an additional day the next. if the consulting team had been asked

.+ to corne back two ‘'weeks later, however, for four additional days of

‘ gwglntervnewmg, that would- have had an impact on the work scope
the time frame, and the budget. A change of that type would have
g necessar1ly requlred a contract addendum and posslbly,
-‘txonal funds ' -

g flrm pr01ect foundatlons “Such contracts ca
:estramts protectlve buffers, or documents that. set; the ground

: work for the basxc terms and condltlons of the consultlng pr

ract is thoughtfully prepared it can setve as a test of sln‘cerlty', I«
,"seful guldepost for consultants and cllents allke




Q

ERIC

Aruitoxt provided by Eic:

“thé time the client and consultant :have signed

atract, they should clearly uriderstand what is |
* However, the project’s success.will depend
en commitments; Toa large extent, it will
lient ‘and ‘consultafit.are psychologicall

h i

.. the ongoing life of the in

s politics; they
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_descrlptlons of mstltutmnal pohtlcs. Baldrldge 1971) a
. Ndecnsnonmakmg in- higher educatlon involves many. parties who
participate~and- attempt to--control, or at lgast influence; the

process. March (1974) argues that decnslonmakmg is unpredlct-

- able, occurring only when deadlines force it, In many ways, it is_

uncontrollable Figure 6 summarizes the chﬁracterlstlcs of these '

_two views,

- According to Baldrldge (1971) the process of problem resolutlo ;

;vat colleges and universities does not follow the loglcal approach' 0
: ratlonal decxs'onmakmg where one: small"group of-like-minde
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ion Institutions.

Characreristics

= "Orpnized Anarchy”

W

Orgamzanonal goals :

s Orgamzanonal‘ »'
" .. processes

Participation in

organizational
decisionmaking

Loyalty. of

organization member -

Outcomes of -

‘decisionmaking

_Well understood, in
.- most power control the proceSses

By two major groups. authormes and pamsans )

(who may subdivide into cliques or -

" associational interest groups)

"To cliques or interest groups

“Resultants" choices and goals are negotlated
most decisions are either the preferred
alternatwe of the; mostpowerful group or

:j compromlses between powerful groups

1dual or groups thh thel

Poérly understood processes occur by trlal
and error, llmltatlons of othcrs, accrdents h

No way.to know whxch mdwxuual or group
will participate regarding any lssue or
decision

To self

Goals are discovered after choices are r.ide;
.most decisions occur because someorie
persists, or bec‘ause‘ deadlines must be met

+

f-—smmsmasaa awssalmvaa
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Power plays and pOWer stra egie

lDecxsnons ‘when they are reached ‘

]altcrnatlve of the person or group. who has the most power,
- has used power most skxllfully Decxsxons may al o be comp
"”;between the major. partxes-atvlnterest

March (1974), on the other hand, suggests that college
universities are -actually “organized anarchxes” rather* than_
orgamzed political systems. He suggests that ofgamzatlonal goals :
are ambiguous and ill defined. Preferences are discovered in Tetro-

-~ spect after decisions are made. Partic’ pation in these processes is. . .,

unpredictable. AsMarch explaips, the substance of an issue tends. ;
to have less bearingon decisionmaking participation than'an indi::

. vvndual’s need for self-esteem and status affirmation. The- hetero:
geneous collcctxon of participants in the decision process results in
' a variety of problems and solutxons, only some: of wh1ch
' related to'the ‘actual issue. s

’ thle these characterxzatlons may ' be overdrawn, many .admin-

1strators ﬁnd them useful for understandxng polmcal behavxor and

groups wxll become polmcally actxve wtth respect toa :

Certain | groups, are likely: tor perceive’ ‘the consultant as’an :
‘tlonal | pariy-at-interest. with values and goals that may iffer
\thelrs ‘,’ Members of the author1ty group, for example may per

1focus'of the consultxng pro;ect'Secon
_ pproval -of thfconsultant S method@lo
»k is more sultable, and thereby re
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nformatlon sources. Ft)urth they may try toinflue cethe consul

‘tant’s perceptlon of the situation, as well as his recommer dations

lfth they will’ certa1nly try to exert some influence’ over _the

dlssemlnatlon of the consultant’s reports and the 1mplementatlo

of his recommendatlons. R :
It is’even possible’ that the consultant and the prolect ‘will'be "

swept up.in a larger polltlcal contest amorng the authorities an
" partisans seeking increased power. When this’ happens, the

consultant and project may become’ political pawns rather than

effective instruments for-i 1mprov1ng the institution's operatlons or

processes.
If an administrator is worl<1ng in an institution that behaves

‘more llke an organized anarchy, however, he will findit dlfﬁcult to

achleve consensus regardlng the definition of problems decrslons,

»and commitment to a course of action.’ Whlle people may. ot

systematlcally oppose the consultlng project, they may not be ver:
supportlve either. The most successful consultlng proJccts tend. to!

'Abe those wrth a llmlted fécus, 1nvolv1ng a few people

contalned unit. - v \
Regardless of how thei 1nst1tutlon behaves as a polltlcal organlza— ‘

: tron wvirtually, every consultrng:pro;ect will requlre some change in

the: way. people do ‘their jobs. They may. be asked:to alter thei

normal patterns and relatlonshlps Or to approach‘the1r sual tasks

N.new ways.’ Sorne will be flexible enough:to expe i

changes and not feel threatened Others wil :

recalcltrant and may ‘even oppose't the; Pl ject's g

1strator has a whole set”of. responslblll es; and ne of them

expl'"'n \the rationale and the goals of the prolect to those who ar

ikely to'be most. affected by it. Whlle not everyone. may be enthu
stic, most people are willing to cooperate in’ the development

solutlons to dlfﬁcult problems. ’ c :
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-Prolect Commltment

A ‘ K
hey are. not accesszble to t\he consultant. In: othe Ar

,kkl-"admlnlstrators unknow1ngly hinder project success . when- they do’

not provide adequate logzstzcal\{upport or they neglect to buffer the -
project and the consultant from pOllthal power plays.

B

. The admlnlstrator should indicate, verbally and in wrmng,

:F:the project is 1mportant to him, to h1s department or adm1n1st
tive unit, and to the whole 1nst1tutlon. Duringthe p

or lnformal occasions may arise where1 will ‘tarn

-t reafﬁrm this commitment. It is equally

dmmnstrator to ‘gain the support and commltment
manag ment to the project and the consultant. Support'from
top contrlbutes to the consultant s belng aceepted. by othe
campus, to ‘his gaining access to: people and: 1nfor ion to th
acceptance of the consultant’s report, and the'i implem
whatever recommendatlons he mlght make. o

morandum explalnlng the prOJect
oleand responstbllmes, background 1nformatlon about:
consultant, the tlmetable for the project, and the t: th

tobe accompllshed Thls memorandum should be er
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.

‘As-the time nears for the consultant t collect information—
cither from reports and” documents or from individual intér-’
views—the administrator will want to let the appropriate people Lt
know that the consultant will be visiting with them, and what &
“kinds of inforination they might be able to{provide. It is neither
fair nor productive to expect someone to be xntervrewed who has
no understanding of the project context or the kinds of° informa--
tion he is_expected to provide. ; -

Because almost all consultants prepare interim or final reports, Oy
it may be useful to have these reports reviewed by others, inaddi-. - -
tion to the administrator. Whatever the case, the admxnxstrator

o . must decide who should receive reports and who should be e HE
- invited'to review meetings. AR SRR

» Logxstrcal Support L : )
a2 Sometxmes admxnxstrators do not realize that they or someont\3‘ in v
thexr office will need to provide logistical support for the consultant '
and the project. Itis much’more efﬁcxent for someone on campus to!
- ‘set up interviews, check all relevant calendars, and- choose an
agreeable date for the consultant’s visit. - . ;

Some administrators ﬁnd it useful to appoint a staff member- to‘i
‘serve as client contact for the project. In addition to the tasks' "
listed above, this person can collect xnformatxon from those on’
campus. He can also serve as xnformal pr0)ect monitor. Without.
being obtrusive, he is in a position to tell how the pr0)ect is
progressing vis-a-vis thewerk plan. The client contact will know
how many interviews have been completed, what xnformatron has
.not yet beer received, -and whether or not the project is fallirig.
-, behind ‘schedule. His position enables him to receive xnformal g
“feedback-about issues that might not be dxscussed openly thh the =
admxnlstrator ] .
v Admxnxstrators should thxnk carefully aboutthe selectxon of thei;
client contact That person should be respected and percexved as

<

.
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the administrator’s emissary. He should be someone:who is sensi-
/i . tive enough to know when a problem is developing, perceptive
/ ~enough to be able to analyze its elements, and smart enough to
i know when to take it to the administrator and not try to solve it

“himself: o]

! ,
N o
Accessibility to the Consultant

The administrator must provide the consultant with the same

* courtesy and a"cceLsib'ility' that he provides his own staff. When the
.consultant calls,/the administrator should make every effort to

talk with him of return his calls as soon as possible. When the A%

consultant is on' campus, the administrator should schedule time -

at the beginning and at the end of the"consultiri'gmvisit.for formal =
‘and _info'rmal,cz)_nyggsa_tj‘o'f_r}s about the project and the consultant’s - '
“work. These conversations enable thé administrator and the con-’

sultant to sen/ée when changes are needed in the project’s scope of -
L work and timetable, v Lo " '
=~ Attimes the consultant may be puzzled because he hasreceived

PR

.conflicting {nformation. Without revealing the sources, he might;'

o

‘need to report two conflicting stories and ask the administrator to '
provide so/"me‘historical: perspective, of to help him understand ..

S0 the organ{izg_tional context. While guarding against the tempta-
RS . . . ) | .. f 4 - Ly BV
' . tiontointerfere, the administrator will-need togive the consultant
( some ad hoc guidance during the course of the project.’ s

it

‘ ;E\Bufferi,r{g.

1 i . . -0 : . - !

x A’s mentioned earlier, thé consultant and/or the project rn_"ay
\cqasicﬁnally become swept up in campus politics. Administrators

at institutions that are especially politicized mdy want to appoint’

.8 : advisory committee or some existing group to oversee t‘:hg"x

- - préjegt and “buffer” it from political activity. It may be useful to

-+ have people r?pfesqntihg the other apthoritiesf'o'r partisans sitting .

Lo

/
i

b
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" on the committee since they can report directly to their consti- - -

tuents about the goals and progress of the project. It may also be -
casier to achieve consensus amongseveral of the parties—at{intgres't'
with a smaller group representing many interests. I

By appointing a group to oversee the project, the administrator

‘can maintain distance from the project, and some objectivity,
‘about what the consultant is recommending. It may be important

that the administrator not be perceived as having been'sold on the

‘idea by the consultant.

Ifan administrator decides to create an advisory group, or wants

_the group to serve as “clients” for the study, this should be dis-

cuss/cd and negotiated with the consultant, before the proposal is -
written and the contract is negotiated. Working for multiple clients

(a multiclient study) requires additional time for meetings and -
review of materials. Building good interpersonal relations with’

everyone in the group takes even further time and negotiation.

If a change in client occurs aftér the project js under way, work -

‘will have to be temporarily suspended while several of the issues in
‘the Exploration and .Definition Stages are reexamined 'and
“discussed. Changing from one client to a multiclient group' will

almost certainly require renegotiation of the work scope and,
perhaps, the development of a whole new proposal contract;,.

~

0
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CHAPTER 5

 ' Evaluation* -
Was It Worth It7

Desplte the obvnous need, relatrvely llttle has been wrltten
about how to evaluate a consulting project. As a Fesult, -
clients and consultants often repeat some of the same mistakes’
. over and over again. If the process is to be 1mproved both parties "
* . must put forth the time and effort to ldentrfy and understand,. L
: what went right;\as well as what went wrong. SRR
"~ To help in this'‘endeavor, ﬁgure 7%9ffers a possrble evaluatron "
“model.Experts in el'aluatlon theory agree that evaluative processes
~should be designed specrﬁcally to meet the needs of those who will
. be rnalung decnsrons.‘ here are two klnds of evaluatrons° forma-
tive and sumimative, Formative evaluatrons are.done by those who
Clare 1nvolved in the” ongomg ‘aspects of the pro_;ect. Summiative
'g.,'evaluatlons are carried out by those who must- lmplement the :
; recommendatrons that result from the’ project.. ‘
' To better understand this drstrnctlon, we. mrght note that;l
‘ormative evaluatlons are Llsually informal and%hey are 1ntended-'
L to help the consultant and cllent determlne whethe they need t
-modrfy the pro_|ect desrgn, the work plan or therr‘relatlonshlps
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. FIGURE 7: Elements of a Model for

[ A
5 o
3 "

From data ‘ " | asing vorious data
sources | - ‘ collection methods
-»| information is

;.| collected

1" . /’ N o
Y UL '

Formative .
Evaluation

Discussion

Sponsor ,

Cliene™r
v i

Observation

-Client System ! Interviews.

{

Organizational records

Summative

Evaluation

- Consultant

T
|
|
|
|

|
Consultant , } .Operations reports
|
|
|
|
|
4
t
|

- Discussion  °

‘Sponsor
" Client

) Clier{t System

Observations . ..%

. Interviews .

[N

|
I
|
I .
e l - Questionnaires.
|
|
I
|

Customersor ., 'Documenitation
ienteles ' P :
Clientele Specially designed \ !
- - feedback instruments -
T Operations reports o

‘Organizational records®
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" The dccnslon about whether to continue, redlrcct, tcrmlnatc, or
expand the consulting process requires another type of evaluation
that combines aspects of both formative and summative: -evalua-
tions. It requires an assessment of what has been accomplished
 vis-a-vis what was proposed; or an evaluation oforganlzatlonal or
consultant performance against planned objectives.
Summative evaluations are more formal. At the end. of the
. project. the administrators ought to do ‘a. formal sur’hmatlve
evaluatlon of the following issues: - K ‘ :

[ e
1 oot - Ve

" 1. Information Collectzon and Transmzttal Was the lnformatron '
collected by .the consultant useful and relevant to the:
problem? Was it transmitted approprlately to thc client and
to the various parties-at-interest? . .

: Progress Toward Goals. How much progress was made toward §

the goals outlined in’ the proposal? If the consultant was"f

called in to define a problem, was the. problem adequately

-defined? If he was called in to provrde a solution, was it a"
workable solution? If the consultant was asked to help design -
or improve organizational processes and procedures, did he -
do so? Have these processes been successfully lmplemented at
the institution? - .
Fulfillment of Contractual Oblzgatzons. Drd the consultant
perform satisfactorily, ‘according to the contractual requlre-i
ments? For example,. did he make: campus visits on the

. scheduled dates7 Did he write'and deliver interim reports: and .

final reports at thé times specified in the contract! Were bills

" and invoices submitted prOperly, andin, general ‘was’ the:

‘ buslness side of the consultlng project handled well? 1f th y
dnswer to any of these questions is no,_can-thls be explalne :
by somethlng the administrator or client contact failed todo?

4 .Consultant—Clzent Relationship. Did the consultant work’ effec—»
. tively with the client'to develop a’ relatlonshlp of trust an
" ‘mutual understandlng about what needed to be accompllshed
in the organlzatlon7 Was the consultant knowledgeable

(8]
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. EVALUATION: WAS IT WORTH|IT!

- about the political implications, and was he uble to under-
’stand'the stress.and pressures upon'the client-ftom various
" constituents! Was the consultant able to'tw'orl; well with
" others in the institution to achieve project goals o
/5. Cost and Benefits of the Project. In retrospect, was kl}e institu-.
" “tion really able to afford the'costs of the consulting project?.
Were the benefits sufficient to offset ' SR
¢. administrative and faculty hours spent on-this project; *
o ‘consultant expenses and other direct costs to'solve the
. problem; .- B e
+ " & “opportunity” costs; L ‘
' " _Could ‘the funds, energy, and time committed, to the:
project have been put to better use on somethi&gelse?. '

. What price did the institution pay for not addtessing -
problems that were set aside durinig the project? -

.. those

.® psychiccosts; « - ' . _ Y |

. —How difficult has it been for people to share information -

and.to depend on someone outside the, organization for:

~ help? - I
' dislocation or confusion. 4 -

~ _How much more will it-cost the organization to imple-

~ ment the consultant’s recom"mendatiohs_in_térm of

“outright dollars’ thag need to be’ spent, changes)in "

organizational structures and staffing patterns, morale, -

—— " andsoforth? . T L T TS I

6. The, Consultant’s Role. vis-a-vis- the Problems. Was the coh;

*“sultant able:to play various roles that were ‘.requiired,-g_i'vve{i :
" the particular situation at ‘hand? When required tg"b'é:'a
. diagnostician, was he able to be orie?'When it was’ appro
~ " priate for him to teach and transfer kriowledge and'skills, wa
. he,able to do so? When it was imbb.ttant_.fg’irf‘bim't‘_o‘bt_'z:s:}q‘rf\-‘
© frontational and to call intd question assumptions, theories,|
* . and biases, was he able to do so without alienating others i
- the organization? + "% e Y

e
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7 Indwulual Changes Did changes occur in particular indic
viduals within the’ organization in terms of their values, . -
capabilities, skills, knowledge, and general behavior? Even
though the consultlng project may not have been aimed at
causing individuals to change,. it is important. to -assess
‘whether or not changes' that occurted in individuals were‘ B
directly related to the consultant or the consultmg project

8. Organizational Changes. What. new pOllCleS, processes, struc- -

~ tures, outcomes, or procedures have been develOped asa
' posmve? Have they moved thei mstltutlon toward being more ."
effective or have they produced negative results! Have people
“become defensive about the changes that would result from - :
the implementation of the consultant 5. recommendatlons? -

The number and strength | of the client’s afﬁrmatlve and nega- .
tive responses to these issues serve as indicators of the consultant’s ..
effectiveness. In addition to hisown. perceptlons, the person wh
- carries'out ‘the evaluation can talk with others in the organlzatlo
- to determine their opmlons of the consultant and the process
o Indwrduals such as the person who first brought the consultant
into the organization, those with whom ' the consultant has. .
' worked most closel, and the consultant himself may prove most
~ helpful. The client will have made observations about the consul %
“tant while he was meeting with other people, he will ‘have seen
. copies of the reports’ that the consultant prepared and he will
‘have been ‘able to read the minutes of pertlnent meetlngs Al
these will, provtde valuable. lnformatlon. T IR S
j}The administrator - who takes the time to - ‘make systematlc~
evaluati&ns will discover several benefits Flrst, by learning from.A
the project’s failures ds well as successes, he can know.what to'do;
‘and: what ‘to watch out for the. next time a- consultant is engaged
Second if the administrator gives the consultant feedback on hl
p formance, the consultant can learn from‘ th xperl nc
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. adminlstrntor thinks about these issues in a systematic mannet, he ' .
will be able to provide relevant information about the consulting
project to others. - : ' :

o

Summary ' o e

- This book-was written ‘t04provlde-hlgher-educét'ibh adminis-
"+ trators with a better understanding of what is required to manage .
 consultdnts gffectively. The consulting process is interesting and
- dynamic, but it is not a total mystery. Every project goes through
certain stages, and some predictable-issues will arise during each - -
‘stage. Small, short projects simply move through the stages more’
. " quickly thari longer,-more complicated projects. If the adminis-
~trator takes the time to address the issues outlined in this mono-
* graph, in their proper order and during their appropriate stages,
. the project should move smoothly toward completion, .
- Both administrators and consultants are often tempted to rush -
‘through the Exploration and Definition Stages and to “get'on:
“. with the work:”. Administrators must ‘resist this temptationand .-+
+take the time to develop a clear understanding of what the -
~problem is and the best way of addressing it. R
" Think about the class of problem and decide whether an expert
““is needed (that is, someone who is likely to perform as & standard
- consultant), whether someone can help develop better-organiza-
" tional processes:(that is, someone who is likely to function as a” -
- process consultant), or whether somneotie must be able todoboth.
 After-deciding, then start looking for that type of person. = - i
Search carefully for the right consultant, Take time to check hi
crédentials, chetk references with former clients, invite him to the
‘campuis or meet with him, and be certain that he can provide the '
assistance you need, Check to see if he can play all the necessary.

Do ot treat proposals and contracts lightly. A carefully written,
proposal and a detailed alc’ti'y‘i“t'yfplahj“cén'is"e;\_{g_:as';‘evidence‘,bf the.
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consultant’s grasp of the problem. Discussion of thc contrnctual
clauses, agreement on the work scope, and budget ncgotlatlons
are csaentlal activitics, These can help reinforce the psychologlcal S
commitments that are requisite for project success, . - ‘
. Choose the contract type that is most appropriate for thc work

that needs to be done, Do not be afraid to break up the prOJcct v
into phases and to’ fund those phases separately. with dlffcrcnt o
kinds of contracts if necessary, :

Assess the political situation in which the consultant will be L
working, brief him on what is likely to happen, and set up safq,-\ :
guards when they are nceded to lnsulate the projcct from campus
- power struggles, -

‘Administrators have certain ba51c responslbtlltles to those who
‘work' for them, consultants included. They must be provided
ample time to visit with the administrator and/or the client con-
 tact, appropriate logistical support to get the job done, and timely
communications to people in the organlzatlon about the’ project
-and the role they are’ expected to play ]

, PrOJeCt evaluation provides an invaluable tool for helplng_. N
-, administrators and others learn what t6 do and what not to do’
with respect to a consultlng project. These evaluations can ‘also »
_ help administrators when they are asked to provide consultant’
 references, or,_to provide feedback directly to the consultant.

Finally, it is important to think ahead about implementing the -
consultant s recommendations. Wlth successful consulting -
projects, implementation activities start before the consultant has B
even finished writing his report. When that happens, adminis-

trators can rest asstired that they have made effectlve use of thelr .
consultants. :

-
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I:'th year, the NCHEMS Executive Overview subsgnptxon’
»eluc1d'1tes a general theme, The theme for 1982 was Dcusxons and
Decxsxon Information. :

- The central problem of sound chxsxonmakmg in higher edu- -
cation is how to arrive at informed, forward-looking decisions—
de"lsxons that maximize institutional effectiveness while mini- /.
~‘mizing the negative impacts of financial stress, shifting program./. .
“demand, -and changing cllentele. Established decision processcs/....
 usually were not intended to cope with a quick succession of deci -
~ . signs ‘inyolving far-reaching  ¢hange. Similarly, convehtxoml” :

- sources and channels of information often are madequate to meét
 today’s decision.needs. :
E’lCh Executive Overview in the 1982 Subscnptxon explores
- some key aspects of the admmtstrator s decision respon51b1h V.

-

_The 1982 Executive Overv éw Subscription includes six b oks
in|the series, plusa ‘bonus bo k for subscribers. Thc LOSt 15 $éO or.
'$70 outside ‘the continentalUnited States. © ~» - / :
 The bool\s are alsoavailable mdlwdually at$10 OO each plus 50¢
pef-« .copy. f\or shxppmg and handll ng.

.T%le 1982 NCHEMS, Eseclutive Overvxew Senes ’ ,“' /
ata: and Information fon Executive Deuswns in Hzgher Educaaon

byi Denms P Jones .
v.rogmm Revzew in Higpi er qucatzon' ;Wlthm and Wl hout by

-."Ratzonal Deczszonmakm

) Chaffee

. ,.Br\mkman ay Jack Krakower - L
.~ Information'on Student O ucomes: How to Get Ir and How to Use Itu =
: by1 Peter Ewell :

The Effectwe Use of Man

‘,Prekxdcnt Aqumas College

,\k
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DI’.mem Enclosed v . [OChatge Institutional Purchase Order#
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