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1.1: Why Should You Be A Consultant (5 Reasons)

There are many interesting reasons why people choose a consulting career. One of the appeals of consulting is that it allows
people to learn about a variety of topics and populations. One day you could be conducting research on access to healthcare,
and another day you could be learning about employment barriers for immigrants. This variety keeps the work interesting and
challenging. Yet, there are many other factors that draw people to consulting. Elaine Biech in her 1998 book, The Business of
Consulting wrote,

“I have always said it was because I am a lousy employee. I do not like to be told what to
do; I like to march to the toot of my own saxophone; I like to take risks; I want to work
during the hours I choose, not on someone else’s time clock; I want to express my
creativity; and I prefer to control my own destiny.” (pg. 7)

When we asked today’s professionals why they became consultants, they each had lengthy, multifaceted reasons for choosing
consulting for their current career. In this chapter we present five themes that emerged from 15 interviews as the most important
reasons for becoming a consultant and sticking with it. See if they sound convincing to you.

1. Seeing the Impact of Your Work

There are few better professional rewards for consultants than observing organizations they’ve partnered with thrive during and
after their collaborations. Consulting work feels worthwhile when you are having a role in the improvement of organizations or
their programs in the real world. Dr. Michael Morris, a professor and part-time independent consultant, explained that the draw of
consulting for him comes from the opportunity to have a positive influence in a context outside of academics. He explained that
consulting provides an opportunity to interact with people from a variety of organizations whose work he finds inherently
interesting. He sees his consulting work as a way of contributing to the betterment of society. While progress is not always visible
or quick, consultants across the board cite being able to make a difference as a key reason for getting into and remaining in the
field.

2. Broadening and Enhancing Your Professional Life

In addition to being intellectually stimulating, consulting with a variety of organizations requires that you learn continuously. The
work is too contextually based to just bring the same solutions to each new situation. Several consultants shared that consulting
work forces them to look into and even develop expertise on topics they would not otherwise consider. While the job can be
frustrating at times, it keeps your professional life from stagnating. In addition, it offers you a chance to grow and help others
(students and clients) develop professionally. Dr. Morris finds that the practical experiences serve as valuable teaching resources,
giving him greater credibility teaching courses in consulting because he has a wealth of examples to draw upon when answering
students’ questions.

1.1.3. The Flexibility to Work Wherever You Choose

A unique characteristic of consulting is that it offers you the opportunity to work on site with clients, from your own home, in an
office, or in transit. Maryann Durland, who holds the full-time position of president for a small consulting company, made a choice
to be available to take care of her children and did not want to relocate the family for work. Due to this priority of spending time at
home and the limited number of desirable academic positions available in the area, Maryann found that starting a consulting
business was the best route for her. Now Maryann “loves life” being the boss, taking charge of work and life at home, feeling free
to determine when, where, and how to go about getting the job done. Patricia Kelly, MPP, also the president of a small company,
knew that she wanted to work from home; the office environment was not as conducive for her to complete her best work. She
explained that she loves people but needs to unwind and replenish herself in her own space. Among consultants living in big cities,
their choice to work from home means saving both the time and aggravation of having to fight rush hour traffic. About sixty
percent of the consultants we heard from started consulting from home. Then, depending on how this option fit their lifestyle and
workload, some chose to rent office space at various points during their careers.

1.1.4. Working for Yourself

Several key informants brought up a variety benefits associated with working for themselves above and beyond working at home.
They cited everything from choosing which projects to take on, to determining their hours and how much to bill. Consultants
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appreciate their ability to set their own work hours to fit their unique and complex lives.

Dr. Melanie Hwalek had envisioned from the outset that she could carve out a career as a full-time evaluation consultant. She finds
the work freeing and challenging. Dr. Whalek noted that she has found that stability and independent security increased for her with
time, and she believes it is ultimately better to work for yourself than work for someone else (e.g., “you know you won’t be fired
tomorrow”). According to another full- timer, Michael Wyland, CSL, he and his business partner were not enjoying their positions
and felt underutilized, so they decided to create a private consulting company. Several consultants reported liking the personal
empowerment and control they have over basic decisions compared to when they were working for others. Even if you will be
working long hours, there is a psychological and real advantage to being independent, making your own decisions, and setting your
own schedule. There are other advantages as well, such as not needing to get permission or complete paperwork to order needed
tools or supplies or more importantly having the ultimate say over which projects to end up pursuing or passing on.

1.1.5. Clear Indicators of Success

As people with an appreciation for evidence-based decision-making, informants discussed the benefits of clear markers of
successful consulting. Andrea Solarz, Ph.D., who works for herself, explained that another nice thing about consulting which she
appreciates is that you are not taken for granted. “If people want to utilize your services again, then you are probably doing okay,”
she says. Every time a new client calls that has been referred from a recent client, this can be seen as an affirmation that the work
you are doing is appreciated and has been found to be useful. In addition, some of the recommendations you offer clients can be
implemented immediately and tested in the real world. This quickness and clarity is favored by many when compared to the pace of
progress in other work environments.

For further inspiration and to learn about additional benefits of becoming a consultant we suggest several of our favorite well
written and accessible books on the topic of consulting in our annotated bibliography (see Appendix 1-1) as well as recommended
reading from the many experts we spoke with in preparing this book (Appendix 1-2).

This page titled 1.1: Why Should You Be A Consultant (5 Reasons) is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or
curated by Judah Viola and Susan Dvorak McMahon.
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1.2: Make a Commitment

In order to benefit from the full range of opportunities of working as a consultant, you will need to start the organizational setup of
your independent consulting practice. Starting your own consulting company requires a tremendous commitment! This task shares
many similarities to the commitment required in enrolling in graduate school or starting any other sort of small business. In school,
you make a monetary and time commitment to complete the required tasks for classes once you have registered for them. After
reading through the syllabi you have a short time in which to decide whether you have chosen appropriate courses or whether you
are in over your head. If you are starting a small company, once you file your papers with the state, you have already committed
money and time to the process. Therefore, it is wise to be certain that you have done the necessary research before filing
government paperwork, to make sure you are in it for the long haul (or at least the short haul). This is not to say, that if you lose
interest or get a great job offer that you cannot “get out” unscathed. Good business plans include an exit strategy (see chapter 4
section on Business Plan). You need to be honest about what you're getting yourself into. It is important to consider the hours and
the amount of work needed to run a business that is productive financially as well as programmatically.

This page titled 1.2: Make a Commitment is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and
Susan Dvorak McMahon.
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1.3: The Many Challenges Ahead

Some people are “classic entrepreneurs”, who like the idea of starting a business and seeing it grow. Others, are not that interested
in business per se, but are looking for a chance to work for themselves and are dedicated to the actual work of consulting. If you are
reading this book, you are probably already a focused and disciplined worker. People who are hard workers but not natural
entrepreneurs may need to adjust to the ambiguity and flexibility of consulting and leave behind the security and certainty of a
regular paycheck (Edwards & Edwards, 1996). Ambiguity and flexibility can be perceived as challenges as well as benefits — in
other words, two sides of the same coin. These characteristics allow consultants freedom to define their time and work in ways that
are meaningful and convenient for them, yet they also lead to challenges with time, workflow, balance, and money. Thus, the very
same factors that lead people to choose independent consulting as a career (e.g., continual learning, flexibility, working for
yourself) also lead to challenges inherent in the work.

Although consultants cited several benefits of the work, nobody said consulting was easy. Some of the most commonly discussed
challenges of the consulting lifestyle included: hard and at times exhausting work, managing time to meet client needs, inconsistent
work (too much or too little), balancing work and personal life, lack of institutional financial support and benefits, isolation, and
ensuring organizational utilization of the work. Furthermore, consultants often feel pressure to be perfect, because your next job
may well depend upon the satisfaction of your current and past clients.

1.3.1. Challenges of Time & Effort

Starting your consulting practice will no doubt take a lot of time and effort. This can vary drastically depending on how quickly
you would like to get “up and running”. All of the paperwork could be filed and registered within less than 6 months time, or you
could stretch the process out to take a year. On average, those full-time consultants surveyed and interviewed reported that they
worked 65 hours per week while getting the business up and running and about 50-80 work hours per week during the first three
years once the business was already going. Most of them work fewer hours now than when they started. Not one consultant said
that the amount of time they put in over the years has increased since they began as fulltime consultants. Among part-timers who
do consulting on top of their full-time jobs, the amount of time they put in ranges from 1 to 50 hours per week. Regardless of full-
time or part-time status, 80% of respondents said that they carry between two and five clients at a time. The bottom line is that you
need to be invested in the work, and need to perform well in order to gain a reputation that will lead to more clients and additional
projects in the future.

Time management is also difficult once you have committed to a project because it is hard to predict when you may have to devote
added time on a given project. You can get a phone call any day and have to spend several hours trying to solve an unexpected
problem. Informants expressed how the job can be frustrating when clients do not appreciate the amount of time it takes to conduct
a quality evaluation.

Below are descriptions of four key informants’ time and effort commitments when they began their practices and how this has
changed over time. You’ll notice that while the amount of time they put in at the start did vary quite a bit, each professional was
able to reduce their workload over time:

1. Dale Rose, the president and founder of a consulting firm, described his level of involvement in his consulting business during
graduate school as “fanatical”. He now takes a more balanced approach to the work, trying to leave the office by 6:00 pm rather
than 10:00 pm. He still regularly works overtime however, to deliver products as promised, and admits that on at least one
occasion he has had to use his sleeping bag and toothbrush at work.

2. Maryann Durland says that she now works 45 hours per week on average (but this is a variable estimate, some weeks she works
up to 80 hours). At any given time, Dr. Durland’s company maintains approximately 20 clients.

3. Michael Wyland and his business partner started out with each of them working about 60 hours a week. Now (12 years later)
they work closer to 40-45 hours each and see this as the result of multiple factors including their age, family, and a shift in their
priorities.

4. Yet another informant said that initially she worked 80-100 hours per week to get her business up and running. Three years later
she is averaging 55 hours per week of work (30-40 spent on projects, and an additional 20 hours looking for new projects and
taking care of the business-end of her practice).

Not only do consultants work long hours, but the work is also hard. For example, although Bellman (1990) gives consulting the
highest praise, he also writes, “....And it exhausts me... I need time to restore myself. I need the time off to re-create myself, to
regain perspective, and to rest — physically, mentally, emotionally, and spiritually. The work consumes me at every level.” (pg.
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11) Without exception, every consultant interviewed said that the work is intellectually and emotionally challenging, and plain
old hard work. One experienced informant put it bluntly: “Make sure you understand that for many years you'll be working your
ass off. For several years I was always working-- holidays, weekends, and late at night. If you've got a family, your partner is
going to have to do more because you won't be able to pull your share.” (Patricia Kelly)

Coping with Stress: When projects do not go smoothly, or deadlines appear, the stress can mount. To handle the stress, several
key informants emphasized the importance of scheduling in downtime to recharge and stay on top of your game. When you’re
not swamped, take advantage of the downtime to better cope during busy periods. Summer is generally busier than winter.
Therefore, taking time off in the winter may work better than summer vacations.

1.3.2. Challenges with Work Flow

Consulting involves continually contracting to do new, time-limited jobs, and because of this, the work is not always consistent
enough to provide a steady income. While at times you may be inundated with more projects than you could possibly complete in
several years, at other times there may be droughts (e.g., due to hard economic times, budget cuts, or funding cycles). Keeping the
work flowing evenly over time was the most commonly cited struggle for full-time consultants.

Informants explained that contracts often cluster seasonally causing the workload to fluctuate between “unbearably busy” and
“unbearably slow”. This can create a catch- 22 in which you need to be able to commit enough time to each project to do a stellar
job, but if you turn down a project because you are too busy, you risk losing that client for the future. Key informants repeatedly
warned that, especially in the beginning, you should not expect to gain your primary income from consulting.

Work Flow Concerns: Consider seasonal patterns, short-term and long-term planning and workload issues as you make
decisions about which jobs to take when opportunities arise and when to seek new projects.

1.3.3. Challenges of Work-Home-Family Balance

The day-to-day operations of running the business (e.g., bookkeeping) are also time-consuming and challenging, often making it
hard to separate life from work. For many consultants, work is life, and life is work. Distinguishing between work time and family
time requires even more discipline if you are going to try to work from home. In addition, books, files, and office equipment or
supplies can quickly invade and take over more living space than you’d like if you are not careful.

For some, the distractions at home are hard to overcome. Cleaning, laundry, the garage, and even the refrigerator can be difficult
distractions to avoid (not to mention children, other family members, or the television). Keeping the work from overwhelming their
lives is also a concern for full and part-timers working at home or in an office. In fact, one of the most commonly cited challenges
was keeping the number of hours spent on their consulting projects to a manageable level so that it is possible to handle all other
commitments.

Balancing Concerns: If you are going to try to work from home. Patricia Kelly suggests cordoning off part of your living space
just for the office. In addition, you may want to set aside specific hours for working at home (similar to those who work
outside of the home), try to minimize distractions during this time, and refrain from household responsibilities during this time,
so you feel like you accomplish what you hoped.

1.3.4. Money Challenges

Just over half of the survey respondents reported that they invested their own money to get their practices started (ranging from
$200-$30,000 during the first year). However, most of them stated that only a minimal initial investment was required. There are
not a lot of start-up or operational costs in running a small consulting practice, but this does not mean that money is not an
important issue. While there were few costs associated with equipment or resources for doing business, it is still crucial to have
some savings to get through periods when there is a lull in paid projects. In addition, personal costs, such as health insurance or
mortgage payments, were mentioned repeatedly as serious challenges.

The lack of external support in the form of an organization, a salary, a role, a direction- all of this has to be made up for internally.
When you are working for yourself you have to pay for your own health benefits, which is often much more expensive than the

https://biz.libretexts.org/@go/page/131906


https://libretexts.org/
https://creativecommons.org/licenses/by-nc/4.0/
https://biz.libretexts.org/@go/page/131906?pdf

LibreTexts"

group rates large employers are able to obtain. Paid sick leave is nonexistent, so this can be an added challenge if your health is a
concern. If you want to set aside money for retirement you have to do this yourself, which can be time consuming (in terms of
added paperwork) and costly. Andrew White., a full-time student, and self-employed consultant admitted,

“The financial aspects of consulting represented an unforeseen challenge, since I am
working in the community with small non-profits, I cannot charge as much as I would like
and sometimes need. On top of that, getting paid in a reasonable amount of time has been
a challenge as well. I’'m making less money than I expected.”

Another challenge expressed by several informants surrounds deciding how to bill clients, and deciding what rates to charge. While
estimating how long work activities will take gets easier over time, it is always difficult to find out what others charge. Market rates
for consulting work are hard to pin down, and because each project can bring unexpected challenges, estimating the amount of time
and fees required should be on the generous side.

If you’re not weary of entering the profession yet, and you’ve decided on a general rate to charge, you still have to go through the
hassle of collecting money from clients. Most key informants shared experiences of having to wait months to get paid for their
services. Specifically, school systems and universities (whose funding comes from several government sources) were singled out as
being particularly slow to pay. While large institutions such as schools are often slow to pay, they tend to be more reliable than
smaller organizations with smaller budgets. Therefore, there may not be a perfect type of organization to target to increase your
chances of getting paid on-time.

Having a back-up savings is helpful, as there is always a delay (at least 30 days) in payment once an invoice is in the mail. For
example, within any quarter of the year it is not uncommon to complete projects and supply clients with invoices only to have to
wait until the next quarter to be able to deposit the checks. Even if all of your clients are good about paying on time, banks often
withhold deposits for a designated period of time until the organization’s check is cleared. The delay in checks clearing can be as
long as five business days depending on your bank’s policy and whether the check is local or from out of state. Also, consultants
that subcontract small parts of their projects to colleagues are expected to pay their subcontractors once their work is completed,
which may be before getting paid by the client. Lastly, monthly or quarterly taxes may need to be paid before payments are
received from clients. Having some reserves to handle these lag-times provides security and peace of mind to you and those with
whom you contract.

Living with uncertain income: When asked about money, some consultants said things like, “Make sure you save up some
money first.” or “Don't dive in without a backup”. “Your partner or spouse may need to be the primary breadwinner for a
couple years.” As a general guideline some offered that you ought to have enough money to support yourself for 3 months if
you are jumping into full-time consulting.

1.3.5. The Challenge of Isolation

Loneliness is a concern for many independent consultants. The first few weeks away from the busyness and politics of a bustling
workplace may feel like a refreshing get away. However, after a short period of time spent in the same room without seeing anyone,
independent consultants may feel isolated. You may feel disconnected without coworkers to bounce ideas around and provide
informational and social support. While you may have ample opportunity to interact with clients during the early stages of a
project, you are often expected to complete most of the report writing individually. Even if you are able to work collaboratively
throughout all stages of the consulting process (e.g., using participatory action research methodology), you are still bound to spend
many days between projects keeping up with paperwork on your own. Dawn Hanson Smart discusses her experience of isolation
and loneliness in her chapter titled, “The Path to Independent Consulting” and these factors directly influenced her career decisions
and progression.

]
Avoiding loneliness: The most common piece of advice to combat this type of isolation is to foster relationships with other
independent consultants with whom you share common interests and values. Networking is important for several reasons. For
example, you will likely depend upon your professional network to increase your awareness of particular projects and to refer
you to clients when they are too busy or do not have the expertise to take on a project themselves. Your professional network
can also serve a useful resource for you to turn to when looking for technical guidance, advice on how to proceed with a
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project, or for more general social support. For an extended discussion of the benefits of networking see Chapter 6, “Finding
Work”. Try to arrange lunch at least once a week with a colleague or potential client. You may also consider establishing a
partnership or small firm to work together on projects, either building a niche in a particular area, or broadening your expertise
through adding people with different strengths to your consulting team.

1.3.6. Stakeholder “Buy in” & Utilization Challenges

One of the most significant challenges of consulting work is to balance the desires of different stakeholders in collaborative
projects. One of the most frustrating experiences occurs when the client does not implement or use recommendations from your
final reports. Lack of utilization can happen for a variety of reasons including budgetary restraints, diminished client or key
stakeholder buy-in, political impediments, organizational inertia, or poor presentation of potential action steps on the part of the
consultant. In other words, after spending several months of long days and late nights working for and with an organization, you
may realize the organization, which appeared motivated and ready for change when the project began, no longer has the resources
nor commitment to implement your recommendations. When the organizations you work with are in transition or having financial
difficulties, other more pressing needs take precedence. Staff turnover may also make it difficult to find a within-organization
champion of the project. Regardless of the cause, failing to maintain client ownership or implement recommendations is more
common than professionals in the field wish, and has been a motivator for some at-one-time consultants to change career paths.
Rose and Hall’s chapter titled, “A client-centered approach to winning and losing new business: What to do if you get the project
(and what to do if you don’t)” discusses the concern of staff turnover and provides advice about how to handle such challenges.

This page titled 1.3: The Many Challenges Ahead is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah
Viola and Susan Dvorak McMahon.
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2.1: What You'll Need to Start

2.1.1. Internal Resources

Hearing that you need to “get experience” is a common, yet vague and unhelpful recommendation. Actually, there is much more to
consider when contemplating a consulting career. There are specific internal resources that contribute to successful consulting.
According to the experts, much of what is needed can be learned. However, a few informants felt that some important qualities can
best be attributed to personality or innate talent. In other words, everyone may not be suited for a career in consulting. Edwards and
Edwards (1996), authors of Secrets of Self-Employment insist that, “... you can make it on your own if you have a strong desire and
willingness to become a goal-directed, self-motivated person.” If this is the case, then graduate school may be an excellent
preparation for self-employment, because to successfully complete a graduate degree you need to be goal-directed and self-
motivated. In speaking with key informants about the prerequisite skills necessary to be an effective consultant, they consistently
mentioned “people skills” or “social skills” as most important. For the purpose of gaining some clarity on what this really means,
we’ll consider these general terms to be comprised of several specific components, such as personal characteristics, knowledge, and
skills/abilities.

2.1.2. Personal Characteristics

What type of person does it take to be a successful consultant with community-based organizations? When describing what is
needed to succeed as a consultant, nine personal characteristics were cited consistently. It is arguable whether these traits are
learned or innate. Moreover, these characteristics were described by some informants as essential prerequisites and by others as the
natural result of gaining experience.

o Authenticity

o Self-Confidence

e Patience

o Flexibility

o Tolerance for Ambiguity (and financial insecurity)
o Empathy

e Desire for Continual Learning

¢ Orientation toward service

o Interest in proving yourself time and again

Authenticity is a highly valued personal characteristic, which helps to build trust with your collaborators/clients, one of the most
important ingredients of successful consulting.

Another commonly shared sentiment among informants was the need for the consultant to exude confidence in his or her ability to
get the job done right. Organizations are looking to you as the expert, so they want to be assured that you know what you are doing.
Non-profits are not always well-oiled machines, and if they were, they may have little need for your assistance. Patience,
flexibility, tolerance for ambiguity and financial insecurity are also frequently cited as necessary for work. These personal
characteristics make the challenges we discussed in chapter one more manageable. In addition, internal self-motivation and
fortitude are essential characteristics of a successful consultant who must often wade through projects that have been delayed due
to circumstances beyond his or her control.

Furthermore, empathizing with clients and stakeholders is paramount when it comes to evaluating programs, providing useful
advice, or finding workable solutions to organizational problems. Those who desire to continue learning and improving their many
essential skills are going to become more effective consultants than others who try to apply what they already know well to each
new situation they encounter. A service orientation is useful for helping you relate to collaborating organizations and individuals.
Lastly, thick skin and persistence are essential. With every new client you will have to prove your worth. This can seem like a
daunting and tiring process at times but it is also a challenge you must face with fortitude if you want to maintain success in the
field.

2.1.3. Knowledge

What do you need to know in order to be a successful consultant with non-profits?
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“Knowledge. . .is the foundation on which abilities and skills are built. [It] refers to an
organized body of [information], usually of a factual or procedural nature, which, if
applied, makes adequate job performance possible.... Possession of knowledge does not
ensure that it will be used.” (page 65, Goldstein & Ford, 2002)

The knowledge you’ll need prior to starting your practice falls within three categories: (1) “pure” consultancy, such as how to build
and maintain relationships with clients (2) topical or specialized knowledge and (3) business operations. None of this should be
surprising, considering you’ll be running a business as well as providing consulting services.

What you may find surprising, however, is that specialized-knowledge was less emphasized and the least varied among the list of
internal resources that key informants shared with me. Specific knowledge concerning human and organizational development was
often cited. In addition, it is expected that you will either enter each new job with a greater understanding of the task at hand or
quickly gain knowledge about the unique strengths, challenges and histories of the population and context within which you are
working. More important, regardless of your specialty or consulting niche, you must develop a strong grasp of various key research
methodologies. Qualitative and quantitative research design and appropriate technical knowledge (i.e. data analysis and analysis
software) are fundamental. Even if you will not be conducting randomized trials or using an experimental design on a regular basis,
in order to adapt the appropriate methods for the real world you will need to understand and respond knowledgably to your clients’
evaluation or research questions. A more commonly you will need to assist clients in articulating questions to ask of data based
upon your client’s implicit or explicit goals and objectives.

Action-research or action inquiry is a specific type of research that many consultants find useful. In comparison to traditional
research, which is aimed largely at gaining information, action-research uses applied inquiry strategies involving cycles of data
collection, evaluation and reflection focused on generating genuine and sustained improvements in the quality of an organization
(or program) and its performance (Lewin, 1958; Torbert, & Cook-Greuter, 2004).

Some degree of expertise will also be required on collaborative and participatory models of research and evaluation, which involve
clients and other key stakeholders taking an active role, to varying degrees, in determining the nature (i.e. questions asked) and the
process (i.e. data collection, analysis, and write-up) of the project. In her chapter titled, “From start to finish: A typical evaluation
project” Kathleen Dowell describes in detail her involvement in an evaluation consulting project that utilized a participatory
approach. For more information on participatory research methods a good resource is the International Institute for Sustainable
Development (2008). In addition to making your work participatory and collaborative, you should be planful with regard to how to
help your clients use the evaluation effectively. Patton (2008) gives excellent guidance in his book Utilization-Focused Evaluation.
During every step of the process, from initial planning to implementation and presentation of findings, you need take actions to
maximize the likelihood that your deliverables are useful to your clients.

Basic knowledge of operating a business is also very helpful and sometimes essential. For example, some understanding of
budgeting will be necessary to translate project tasks into the actual numbers of days and hours needed to complete them as well as
the costs associated with each task. Even if you do not expect to file your own tax returns or maintain quarterly or annual reports,
knowledge of basic bookkeeping and accounting principles, such as accounts payable, accounts receivable, and invoicing, are
necessary for making sure you get paid, keeping track of your available cash flow, and reporting your earnings or losses to the
government (i.e. income taxes). Basic business knowledge can also help you efficiently learn about organizations that you consult
with. While personality traits such as authenticity and knowledge of research methods and business basics are essential, they are
not sufficient to keep you afloat as a consultant. You must also know how to put those personal characteristics and knowledge
together to work for you and your clients. Knowledge in action can be described in terms of skills or abilities.

2.1.4. Abilities & Skills

Abilities and skills usually refer to the cognitive capabilities necessary to perform a job function, requiring the application of some
knowledge base and the capability to perform job operations with ease and precision (adapted from Goldstein & Ford, 2002). Most
of the abilities and skills that informants and survey respondents listed as crucial to successful consultants fit in three broad
categories: (1) interpersonal communication, (2) strategic thinking, and (3) organization.

2.1.4.1. Communication

Within interpersonal communication, the ability to quickly establish rapport and build trust is highly valued and can increase the
likelihood of an effective and efficient collaboration. The most successful consultants have superior listening, reflecting,
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negotiating, dialogue facilitation, and conflict resolution skills. Being able to translate people’s questions or desires into concrete
tasks and ideas is important as well, as is the ability to communicate across disciplines, cultures, and styles. When consulting with
non-profits it is not uncommon to interact with a varied set of stakeholders that straddles language, culture, and socio-economic
status.

Part of communicating across cultures effectively requires a facility in communicating technical information in layperson terms;
but more concretely it is the ability to interact with varied peoples in many levels of corporate, academic, or community positions.
Lastly, formal communication, such as business writing and presentation skills along with networking skills with clients are
essential, as most work is generated via word-of-mouth. You need to be able to think on your feet and sell yourself at times. But
you also need to know when to step back and ensure that your partners take ownership and are recognized for their roles and
accomplishments. An ability to move fluidly between working in isolation to interacting with large groups of people must be
learned quickly on the job.

2.1.4.2. Strategic Thinking

Favorable cognitive abilities for problem solving included analytic and strategic thinking, as well as organizational diagnostics.
Several informants spoke of intangible talents such as an ability to quickly size up the power dynamics and politics that exist within
an organization. Consultants enjoy the new challenges and unique nature of each organization with which they collaborate.
However, the individuality of each project necessitates thinking on one’s feet because projects tend to change much more quickly
in the public service sector than they do in university or laboratory environments.

Good consultants also have the ability to focus on when and what the client needs while acknowledging internal and external
barriers to success. While being aware of the range of interests involved in a project are helpful at times consultants also need to be
able to tune out issues that are beyond their control or are outside the scope of your contracted work. Furthermore, attending to both
the processes as well as the outcomes of programs is important when you value building capacity within the organizations you
choose to work with. Often clients get caught up focusing on outcomes when they could benefit from re-assessing their
assumptions and processes they employ to try and attain their goals.

2.1.4.3. Organization

In order to stay in business it is necessary to begin new projects before completing others. Therefore, the ability to manage multiple
projects effectively as well as meeting stated deadlines is a required internal resource. This ability stems from being organized and
thoughtful about your own planning processes, so you are able to follow through with plans and do not waste anyone’s time. In
addition, keeping track of your hours, records, and invoicing requires strong organizational skills. While you cannot always plan
for the unexpected, running a well organized project will reduce the frequency of having to work late into the night to meet
deadlines and help you conserve resources so you can step up when unavoidable stresses arise.

2.1.4.4. Self-Evaluation

How do your capabilities and development needs compare with the core competencies listed above? Don’t worry, nobody has all of
these traits, especially prior to beginning the work. However, it may be wise for you to engage in some self-assessments to obtain a
clear sense of where your strengths are and what you have to offer clients. Then, you might compare your strengths with several of
the important qualities listed below to assess your readiness for beginning a consulting practice. Which skills do you already hold
and which ones do you still need to develop? The Amherst Wilder Foundation also has developed a worksheet for this purpose (see
Lukas, 1998). Another set of quick activities you can use to see how suited you are for the profession is to complete the two
checklists below. The first list includes general traits and skills needed to survive and thrive in the profession. This checklist is
adapted from Biech (1998) to use as a self check for the characteristics that are ideal for you to have as a consultant. The second
checklist includes more specific skill sets for doing the work of consulting and is adapted from a “Core Competencies” worksheet
designed by Lukas (1998).

m
Checklist #1 General Traits and Skills Needed to Thrive in Consulting

I am comfortable speaking with people across disciplines and at all levels of an organization.
I have the authenticity, self-confidence, and patience to build trust in others.

I have excellent oral and written communication skills.

I have the ability to say “no” when it is in my best interest even if it will disappoint someone.
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I have the self-discipline, attention to detail, willingness to put in long hours and drive to complete projects on time at the
highest standards of quality and integrity.

I have thick skin and a willingness to learn from my mistakes.

I have an awareness of my weaknesses as well as my strengths.

I have strong organizational skills.

I have the flexibility and tolerance for ambiguity and financial insecurity to adjust project timelines as necessary.
I have a desire for continual learning.

I have an appreciation and openness to diversity of thought and culture.

I have a service orientation and value base that suits me to working with non-profit organizations.

I have an interest in proving myself over and over again.

Checklist #2 Specific Skill Sets Required to Consult Effectively

I have the ability to reflect and synthesize what clients tell me and clearly articulate this back to them.

I have the ability to quickly diffuse resistance and resolve conflict with clients without getting defensive.

I have the ability to establish a safe, open, learning environment in groups.

I have an understanding of organizational systems and the interrelationships between parts of the system.

I have the capacity to apply a variety of theoretical models of organizational behavior and performance to new settings.

I have an understanding of the process and dynamics of collaboration and the ability to facilitate collaboration with clients
even when it is not on their radar.

I have an understanding of basic community organizing methods.

I have an understanding of adult learning principles and the ability to use them when facilitating workshops, trainings, or
conducting presentations or writing reports.

I have the ability to design learning experiences to meet individual differences in learning and organizational styles.
I have skills in using a variety of data collection and analysis methods.
I have technological literacy and competence using current software packages as well as recording and presentation equipment.

I have the ability to clarify and articulate the values and beliefs that guide my work.

If there are more than 3 out of the 12 items on checklist 2 that you can not honestly check off, you may not yet be ready to begin
consulting independently. However, if you feel like you have a chance of developing the knowledge, skills, abilities, and personal
characteristics listed above, then go ahead and read on. There are still many more ingredients needed for success.

2.1.5. External Resources

In addition to the necessary internal resources listed above, successful consultants were also quick to mention external resources
that allow for success. An understanding partner, spouse, or family, as well as community of other consultants will most likely
become your support system. A good network of professional colleagues and a strong, established reputation are necessary so that
you can continue acquiring new clients. In order to be an effective resource that community organizations will seek out, you also
need to be well-connected with colleagues whom you can refer jobs that you do not have the time or skills to complete. Of course a
good professional network is also crucial so that you can pull in needed expertise as required on the jobs that you do take on or just
have someone to bounce ideas off of or commiserate with.

In addition, you need to have enough financial resources to rely on when you are getting started. Starting slowly, while maintaining
your job, or making the transition by working part- time while building a network of clients, or having a cushion through the
income of a significant other can all be potential options in the beginning. Space is another important external resource, and
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decisions about whether to rent office space or work from home should take into account your financial resources, workload,
personal preferences, and home situation.

This page titled 2.1: What You’ll Need to Start is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola
and Susan Dvorak McMahon.
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2.2: How to Prepare Yourself

2.2.1. Programs, Courses, Workshops, and Certificates

The most obvious place we turn to for building our knowledge is through formal consulting, evaluation, or social science programs
or courses at colleges or universities. One foundational degree that prepares students to consult with non-profits is community
psychology. Community psychology focuses on understanding, preventing and addressing psychological and social problems and
empowering individuals, organizations, and communities. Students in community psychology programs learn consulting and
evaluation skills, as well as advanced skills in research methods. However, there are lots of degree options to pursue and you
should explore programs that provide a good fit with your interests. Given the cross-disciplinary nature of consulting, courses in
consulting may be offered through a variety of departments, schools, and programs, including, but not limited to the following:
applied psychology, clinical psychology, community psychology, applied social psychology, evaluation, education, social work,
sociology, urban planning, public service, public health, policy analysis, business management, or non-profit management.

You probably cannot make it through graduate school without completing courses in quantitative research methods, statistics, and
diversity. These classes will provide a good base; however, you can position yourself best by taking some elective classes that are
most relevant to consulting. For example, classes in: program evaluation, consultation, qualitative research methods, grant writing,
community fieldwork/practicum, and small business accounting will all provide you with knowledge and skills you can use as an
independent consultant. Local community colleges typically offer affordable and effective courses in accounting and running a
small business. Distance learning and internet-based courses or webinars are also growing in popularity and respect.

Many professional organizations also offer courses, certificates, and continuing education credit workshops that are much shorter,
less expensive, and more narrow in scope when compared to university-based courses. For example, the Evaluators’ Institute offers
one to four day courses as well as certificate programs in research methodology and a variety of topics related to program
evaluation (e.g., data analysis, report writing, policy analysis etc.). They even offer a course in “How to build a Successful
Evaluation Practice”. The American Society for Training and Development (ASTD) offers certificates for Professionals in Learning
and Performance, such as a 2-day course in “Consulting Skills for Trainers.” Other examples of training programs involve
collaborations between government agencies, such as the Centers for Disease Control and Prevention (CDC), and professional
organizations, such as the American Evaluation Association (AEA), who sponsor joint summer institutes that offers over 50
different, week-long courses, on a variety of topics relevant to consulting with non-profits and community organizations (e.g.,
community collaboration, survey design, interviewing techniques, project management etc.)

You may also want to look into free or very inexpensive classes offered by your local chamber of commerce or Small Business
Administration (SBA) office. The SBA is a federal agency that exists to help small businesses get started and survive. It is worth
taking advantage of this valuable resource funded by your tax dollars.

Of course, there is also a plethora of related information available for free on the internet. This information can serve as a great
supplement to your existing knowledge base. However, when it comes to gaining skills, non-structured independent research and
reading books on your own are inferior to taking classes or completing training programs that include guided practice and feedback
in addition to presenting new information.

2.2.2. Work Experience (volunteer or paid)

While much of the knowledge, abilities and skills mentioned above can be developed in the university or the workplace, many key
informants mentioned the importance of having some guided, practical, consulting experience. A common suggestion was to
complete a few years of formal or informal internship in a practice where you will be mentored. Having an understanding of the
consulting cycle from beginning to end is important before you go out on your own or join a small firm. The more direct guidance
you can receive the better. Try to apprentice yourself to someone you judge to be solid in terms of ethics, competency, values, and
philosophy.

Participating in real world projects while under supervision is both challenging and safe. As you hone your observational and
listening skills you will learn how various non-profits work. You will likely gain knowledge of the strengths and needs of multiple
organizations and communities with which you work. Obtaining related work experience will also allow you to show your
commitment to an issue or population of interest and build trust through developing personal relationships and learning the desires
of various stakeholders. In addition, it will allow you to build contacts and a network of potential future clients.
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Finding a senior consultant who has the commitment and resources to mentor you may not be realistic for everyone. In general, it is
a good idea to look specifically for jobs that provide you with a chance to build skills related to consulting, such as: project
management, interviewing, community organizing, report writing, presenting, and grant writing. In addition, if you are itching to be
your own boss, another way to gain valuable relevant work experience is to volunteer (if funding isn’t available) on a few projects
with an experienced consultant you respect before trying to market yourself as an expert. This will allow you to build a base of
experience as well as a resume of completed projects.

2.2.3. Establishing Networking Relationships

Networking is about building relationships with people who share some of your goals and interests. Networking can be a great way
to increase your knowledge. By interacting with various people, you will likely be exposed to a multiplicity of styles and opinions
for the best ways to conduct research, evaluation, and development work. Start expanding your network early. An easy source from
which to begin gaining knowledge, abilities and skills for consulting are university professors who trust your skills and have an
understanding of your strengths. Therefore, building a favorable reputation through working with numerous professors at your
university is a good way to start creating a network.

While the mentorship model found in most doctoral programs is useful for specializing and learning how to become an academic or
top notch researcher, it is not necessarily set up to expose you to the multitude of relationships that members of the university
community have with the outside world. Partnerships and collaborative projects between the university and businesses,
government, and the local communities are on the rise. Try to learn about the work beyond that of your direct supervisors.

In sum, consulting with non-profits requires skills that are interdisciplinary. Take advantage of opportunities to learn from faculty
outside of your specialty. Furthermore, expand your base by looking across disciplines to see the overlap and interrelatedness or
contrasts of how different social sciences frame and/or attempt to solve similar problems. Most professors are more than happy to
discuss their work and their discipline with interested graduate students. Since you are likely spending several years at one
institution, your graduate school experience can be an opportunity to build your own capacity to do the work, as well as establish
relationships with people who can be stable sources for work in the near and distant future (see Chapter 6, “Finding Work”, for
exercises to help you build your network).

2.2.4. Learn about Funders

One of the abilities that you likely already have is to digest information quickly. This is a good skill to hone in preparation for
starting a consulting practice. Increasing your knowledge through the internet and professional journals is a good habit to get into.
It is also advisable to expand your knowledge base through learning the “ins and outs” of non-profit and local government funding
in your area.

» » G«

Determine the “who”, “what”, “where”, “why”, and “how” of the major funders in your area. What foundations are active? Learn
about their missions and funding priorities. You can call them and ask for annual reports and funding guidelines. This will be useful
for understanding what they are looking for when you are working with an organization that they fund. In many areas, the United
Way is a major funder of non-profits. Find out how involved the United Way is in your area. Foundations, government agencies
and institutional funders are either potential clients themselves or sources of funding for your clients. If you develop a relationship
with a representative from a foundation or state funding agency, s/he can help you work through the grant process. In addition,
sometimes funders hire consultants directly to do grant reviews or to help write Requests For Proposals (RFPs).

If you are able to build a reputation as a knowledgeable person in one or several substantive areas, you may be asked to help write
an RFP, or review grant proposals. This can help you learn the perspective of what funders are looking for and may also provide
ideas for ways to present your next grant proposal. Since many non-profits are strapped for cash, coming to them with ideas about
where they can get additional funding or where the funding for an evaluation you are proposing may come from will make you
more desirable as a consultant.

This page titled 2.2: How to Prepare Yourself is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola

and Susan Dvorak McMahon.

https://biz.libretexts.org/@go/page/13191



https://libretexts.org/
https://creativecommons.org/licenses/by-nc/4.0/
https://biz.libretexts.org/@go/page/131915?pdf
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/02%3A_Preparing_for_Success/2.02%3A_How_to_Prepare_Yourself
https://creativecommons.org/licenses/by-nc/4.0
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/02%3A_Preparing_for_Success/2.02%3A_How_to_Prepare_Yourself?no-cache

LibreTexts"

2.3: Conclusion

Getting started in consulting may seem more daunting a process after considering all of the internal and external resources
discussed in this chapter. However, we hope that our suggestions provide you with a pathway to accomplishing this task. We
recommend that you start by conducting a self-evaluation and explore your internal resources, then build your knowledge and
abilities in areas where you see gaps in knowledge or ability through coursework, increase your skills and confidence through work
relevant experience, re-evaluate for consulting skill sets and then return for more training to fill in gaps when necessary. We also
suggest that you work to build relationships with colleagues and potential clients and learn as much as you can about funders.
However, this process can happen over an extended period of time and does not have to strictly follow our suggested order.

So what would all of this preparation look like in practice? Well, Geoffrey Bellman wrote in his book The Consultant’s Calling,
that during the seven years prior to beginning his consulting career he: wrote and published an article each year, co-led about 3-4
public workshops a year; presented papers once or twice a year at conferences, spoke to a few civic organizations, and attended at
least one public workshop a year. Presenting and publishing were important for building his credibility as an expert, as well as
developing his professional network, while leading public workshops and speaking with civic organizations were helpful in
developing a reputation and relationships in the community. Lastly, attending workshops was beneficial for continued learning as
well as maintaining his network. These activities seemed to prepare him well for the career ahead of him. While the number and
types of specific activities that are best for you to engage in will vary depending on your starting point, it will be helpful to keep in
mind the various important domains raised in this chapter and consider your options as you prepare for success.

This page titled 2.3: Conclusion is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
Dvorak McMahon.
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3.1: Start your Business at the Right Time

“If I had it to do all over again, I'd still start my own business. It's worth the cut in pay
just to have control over my life.” (Patricia Kelly-The Kellidge Group)

“Go for it. It's great to be your own boss. You just have to learn to enjoy the free-falls
when no money is coming in or is in sight!” (Martha Henry-SPEC Associates)

It should come as no surprise that successful professional consultants are enthusiastic about the field and encourage others to
follow suit (with eyes open to the challenges of course). However, consensus does not exist among those attempting to answer the
question of when is the best time to start consulting. Strong opinions abound as to the right time to start consulting or build an
independent practice. Recommendations include beginning to build your practice and take on consulting projects while: a) you are
a student, b) soon after graduating, c) after working in a private firm, d) after time in a non-profit or public sector job, and/or e)
after working under a seasoned independent consultant. While this multiple choice conundrum is something only you can answer,
in this chapter we describe some pros and cons that you may want to consider with regard to starting out as a consultant during
each of these career phases.

This page titled 3.1: Start your Business at the Right Time is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by
Judah Viola and Susan Dvorak McMahon.
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3.2: While in School

Starting while you are in school (most likely graduate school) may be the perfect time to begin gaining consulting experience. With
no professional experience as a consultant it is hard to land a job as a consultant at an existing firm. And, if you do get hired, you
will likely have to start as a low-level employee. While this may be a useful means to learning the trade and working your way up
the chain of command, after many years of school, you may not feel like spending several more years doing data entry or being
under multiple layers of supervision. In addition, existing companies may not be open to your suggestions or ideas for change. And
most likely you will not have a say in what projects are accepted and who gets credit for the work. Beginning as a consultant while
still in school is a chance to build your skills, resume, and network all at the same time.

As a student you likely won’t have time to commit to a full-time job. So, you might as well make your part time job a consulting
gig. If you start picking up part-time consulting projects as a student, you can build your experience and pick up some needed extra
cash. You will have free access to what would otherwise be costly resources such as the university libraries, computers, and
statistical software. You may be able to take advantage of advice from faculty or help from other students. You may even be able to
have a consulting project serve more than one purpose. For example, you could gain valuable experience, earn money, and earn
course credit for doing the work as a requirement for a fieldwork or service learning course, or independent study with faculty
supervision. For two of the consultants I spoke with, working on a consulting project under faculty served as their graduate
assistantships.

Although there are benefits to starting in the consulting business while in school, there are cons to discuss. First and foremost is the
time and effort given to your school obligation. It is hard enough for many students to complete their graduate degrees in a timely
manner without moonlighting. If you are able to earn money doing consulting work, your coursework or school related research
may seem less pressing and get stretched out further. Keeping school as your priority can certainly be challenged by contractual
deadlines. In addition, some of the expectations of clients may be different for you as a student than if you were further along in
your career. For example, you may be asked to do more work for less money. Your rates generally should be lower than consultants
with their Ph.D.s or those who are published and known as specialists in the field, but you want to set boundaries and think
carefully about agreeing to do things outside the scope of the project. In addition, clients may assume that you will be supervised
by a faculty member or someone who has more seniority than you do. Other expectations might include an assumption that,
because you are affiliated with a university, the consulting work you are doing is supported and or sanctioned by the institution that
you attend. Any of these assumptions may or may not be true, but it is important to have a clear line of communication open
between yourself and your clients to avoid unmet expectations.

This page titled 3.2: While in School is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and
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3.3: Just out of School

After you have graduated from school you will have much more time to devote to this endeavor. You will already have the
credentials to back up your opinions and will no longer be seen as “just a student”. However, you will likely need to begin paying
off student loans soon and thus feel pressure to earn a living. The pressure to earn enough money to support yourself as well as pay
back loans can detract from some of the advantages of being a consultant, such as the freedom of choosing jobs that are consistent
with your values, and the freedom to set your own hours. Just as with other fields, potential consultants may have difficulty getting
hired without experience and have difficulty gaining experience prior to getting hired. One potential fix to this problem is starting
your own consulting business.

If you have been doing some consulting along the way, and feel confident in your ability to have enough work to pay the bills, then
you may want to dive in headfirst and go full-time. However, the majority of the key informants consulted for this book warned
against taking the leap just after finishing school. The more experience you have before going out on your own in this field, the
better prepared you will be to handle unforeseen challenges that arise within projects. Building up a steady client base takes time. It
is safer to get a steady job, with health benefits and build up your experience, skills, and clientele before jumping to full-time
independent consulting.

This page titled 3.3: Just out of School is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and
Susan Dvorak McMahon.
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3.4: After Working for a Private Firm

Another ideal time to start consulting on your own is after getting some experience working for a private consulting firm. It may be
difficult to find an enjoyable job at a private firm in the first place. But, if you are dedicated to learning the craft, and flexible in
terms of the work you are willing to do, there are likely to be some experienced consultants who are looking to hire young people
interested in the field. In addition, you will be better prepared as a consultant and a businessperson if you have the chance to learn
from others who are more experienced than you. In effect, taking this route allows you to learn from your own and others’ mistakes
without paying the consequences, such as losing contracts, or letting down clients.

Gaining prior experience at a large firm will allow you to focus primarily on consulting and generating business because they will
handle the contracting and administrative support. This is ideal for gaining pure technical skills and amassing experience. Smaller
firms are more likely to need you to take on more tasks and responsibilities in a shorter period of time. Either setup can provide a
good background for becoming an independent consultant. However, if your interests are in the non-profit sector there are fewer
firms to choose from that do not work with corporate clients.

This page titled 3.4: After Working for a Private Firm is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by
Judah Viola and Susan Dvorak McMahon.
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3.5: After Time in a Non-Profit or Public Sector Job

According to Carol Lukas, a consulting specialist and president of a nonprofit organization that does consulting, publishing, and
research to strengthen the nonprofit sector, “You cannot come right out of school and start consulting. You need to build contacts,
your reputation, and your business skills.” In fact, these were the sentiments of several key informants. Many experienced
independent consultants concurred that the absolute best way to prepare yourself is to start working within a non-profit
organization where you can build specialized skills and knowledge and get to know people in the field.

Working in service delivery and or management positions within a non-profit can be useful preparation for a consultant. You can
gain a better understanding of how decisions are made, how the organization is functional or dysfunctional and hone in on key
strengths and weaknesses. Furthermore, you can learn the cultural context of working within a non-profit. Understanding the
perspective of your future clients is invaluable. In fact, Carol Lukas suggested that working at multiple levels of a non-profit is a
necessary prerequisite for gaining credibility with clients and doing a good job as a consultant. Another advantage to working in
the nonprofit arena prior to consulting is that when you meet with new clients, you can honestly tell them that you have been in
their shoes and know the types of issues with which they are struggling.

There are several advantages to starting out as a consultant after working for a government agency. You will build an understanding
beyond your education in terms of how municipalities or federal agencies work. You will be ahead of the game in terms of knowing
how to maneuver within the political landscape and navigate the bureaucracy. Any knowledge of the government budget process,
funding streams, and grants is helpful as well.

This page titled 3.5: After Time in a Non-Profit or Public Sector Job is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or

curated by Judah Viola and Susan Dvorak McMahon.
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3.6: After Working with a Seasoned Professional

Several experienced consultants suggested taking a mentorship or an apprenticeship approach to the field. They recommended
finding an expert who does the work you’re interested in to gain experience. You need to be willing to do trivial work initially to
learn from them and work your way up to gain increasingly advanced skills and knowledge of consulting. There are several
advantages of training under the tutelage of an experienced consultant. First of all, you do not have to re-invent the wheel.
Secondly, if you work on a team with a tenured consultant, and can be included in phone calls and meetings, you will get a deeper
understanding of the work than you would in the same amount of time figuring it out on your own. Apprenticing may allow you to
work on multiple complex projects at one time; whereas, if you are working on your own you will likely be able to take on fewer,
less complex projects at any given time. In addition, before your name is established, you will have to spend a portion of your time
generating business.

This page titled 3.6: After Working with a Seasoned Professional is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or
curated by Judah Viola and Susan Dvorak McMahon.
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3.7: Keeping it All in Perspective

Choosing to be an independent consultant does not have to be a long-term decision. For example, Carol Lukas has noticed a
cyclical process in which independent consultants tend to move back and forth between working alone and forming groups or
joining firms. They often go for a 4-5 year stretch independently, then, the urge to merge with others becomes so strong that they
join some type of consulting group for 3-5 years. Then, as is common in the consulting crowd, they cannot stand to work in the
system. They are constantly trying to change the system, and they prefer not to have an external authority over them. When being
part of the “group” becomes intolerable, they go off and work independently again. Dawn Hanson Smart discusses how some of
these types of cyclical dynamics influenced her career path in chapter 16, “The path to independent consulting.”

Sometimes people even end up in consulting when they hadn’t planned on it. In fact, several informants said they have landed in
the consulting business by accident- “voluntary assistance turned into paid work”, “I didn’t plan on becoming a consultant”, “we
started with no business plan because we didn’t seek, or need, other people’s money.” So, there is some flexibility in the process,
and even when you plan for certain things, other pathways can open up.

This page titled 3.7: Keeping it All in Perspective is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah
Viola and Susan Dvorak McMahon.
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3.8: Conclusion

Many great consultants’ backgrounds vary. Regardless of what job you hold prior to consulting, it is clear from the key informants,
and the literature on the topic, that building up some credibility is crucial for success. In other words, the more experience you
have, the better off you will be. Because most people believe that wisdom comes with years of experience, you and your clients
will likely be more comfortable if you have been doing similar work for at least the past five years. Dr. Dale Rose, president of his
own consulting firm, said, “Make sure you feel comfortable dealing with data and are not merely talking the talk.” In a similar vein,
Dr. Andrew White, independent consultant said, “...know the ins and outs of what you are doing. I know some other consultants
who are really just ‘face men’- they talk a good talk, but can’t do the actual evaluation to save their life (they usually contract me to
do their analyses)...”

However, other successful consultants did start their practices right out of school (a few while they were advanced students). For
example, Dale Rose, whose training was in Industrial Organizational Psychology, began doing contract work for a large company
in his first year of graduate school. He also quickly gained a reputation among students in his graduate program for having a
facility with statistics. He was not without experience though, having completed several internships along the way and even worked
as an internal evaluator for a few years while simultaneously building the consulting business. Dale Rose and the others whose first
consulting jobs happened during graduate school all had some supervised consulting experience before trying to venture out on
their own. It appears that the perfect time in one’s career to start a consulting practice is unique to the individual, his/her
personality, skill sets, interests, and opportunities that arise. Whether you start consulting while in school, just out of school, after
working for a private or public firm or seasoned professional, the common thread for success is obtaining some experience and
mentoring prior to consulting on your own.

This page titled 3.8: Conclusion is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
Dvorak McMahon.
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4.1: Organizational Structures

Regardless of what business structure you choose, if you are going to start your own business it will likely be a (very) small
business. According to Kishel & Kishel (1996), more than 50% of consulting firms are one person operations, and of those that
have employees, 25% are made up of between 2 and 10 people. There are many important considerations to make when trying to
decide how to form your business, because your business structure affects how much you pay in taxes, the extent you can be held
liable if sued, and how you can raise money if you want to grow. Most consultants usually make this decision based upon the vision
that they have for their business (e.g., Is it expected to grow quickly? Is there risk for legal troubles?) or their personal
circumstances (e.g., Do you have assets that you’d like to protect?). The time it takes to start up different entities, the amount of
paperwork involved, and the way you will be taxed are all common factors that influence this decision. Many consultants without
much of a business background trust experts, such as accountants or lawyers, to guide them through these decisions.

The short descriptions in this section are meant to be a broad overview to introduce some of the possible business entities that one
could work in or start up as a consultant. The descriptions are not complete and they are definitely not meant as legal advice. Four
primary business entities are described from most simple to most complex, as well as some pros and cons of each.

1. Sole Proprietorship

2. Partnership (General, limited, & limited liability)
3. Limited Liability Companies

4. Corporations (For profit & Not-for-profit)

4.1.1. Sole Proprietorship

Sole Proprietorship is the simplest business structure. It basically means that you work for yourself. There is only one owner or
boss of the practice, but you are allowed to hire employees or subcontract out business to other individuals or businesses.
Therefore, depending on the demands of the current project and your personal preferences you can choose to work alone, or as a
member of a team. You have flexibility to work for many different organizations or companies throughout the year but you need to
keep track of extra paperwork and file income taxes for your consulting practice together with any other personal income you may
earn. Your clients are different than employers in that they do not withhold taxes or provide any fringe benefits (i.e. workers’
compensation insurance, health insurance, pension, or deferred tax savings plans such as 401ks etc...). Thus, the onus is on you to
set aside the appropriate portion of the payments you received from clients and use it to pay taxes. An additional added cost is
"self-employment tax", which refers to having to pay both halves of Social Security and Medicare (over 15% of Adjusted Gross
Income) that employers typically cover (employers cover one-half, and employees cover the other half). However, your taxes are
relatively simple to file because they are completed using your social security number, and your personal income is not separated
from the business income. Clients will be responsible for sending you 1099 forms (instead of W-2 forms that employers provide)
and if you pay any independent contractors you’ll need to complete a 1099 form to provide them as well as a 1096 form to provide
the IRS. The highest number of respondents in our consultant survey (57%) reported that they have sole proprietorships. Sole
proprietors can use their own name (e.g., Jane Smith Consulting) or use assumed names for their business (e.g., Superior
Consulting). However, if you do not want to use your own name for the business, you need to apply with your secretary of state’s
office to register the name and make sure no one else is already using the same name.

A major concern with sole proprietorships is that there is no legal or economic separation between you and the business. As the
sole proprietor you are liable for any business-related expenses or debts and you are also vulnerable to be sued personally for a
business-related problem. For example, if you are unable to complete a project that you had contracted to do, the client may be able
to sue you for monetary damages. In other words, as a sole proprietor, your business-related errors or misfortunes could have a
negative impact on your personal or family wealth (such as savings and/or property). In the worst case scenario, if you are sued,
you could lose your savings, house, or have to declare bankruptcy.

The most common reason that key informants cite for deciding to work as sole proprietors is that forming a more complex business
structure is not worth the money, time, or effort involved. Record keeping for sole proprietorships is kept to a minimum, and
government regulation is also relatively non-existent. Furthermore, many believe the likelihood of being sued is so small that it is
not worth the extra time and money to avoid this risk. Furthermore, for those who do consider law suits as a realistic risk, they
choose to offset this risk by carrying business insurance (types of insurance are discussed at the end of Chapter 5) which provides
many sole proprietors with peace of mind.
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Many consultants start as sole proprietors while their practice is small, part-time, or just getting off the ground. Then, when they
decide to go full-time, or expand by hiring full-time staff or moving out of the house and into an office, they choose to incorporate.

Sole Proprietorship

Advantages Disadvantages

L. Y?u are the boss. . 1. You have unlimited liability.
2. It is easy to get the business started.

3. You keep all of the profits.

4. Your income from business is taxed as personal income.
5. You can hire help as needed.

6. You can close up shop whenever you want.

2. It is harder to raise money.

3. You often do all of the work, from working with clients, to
marketing, and bookkeeping.

4. Your growth is limited, and the business ends when you stop.

Different paperwork is involved for each type of business. Besides the sole proprietorship, each business type has a unique form
you must complete through the secretary of state’s office and each type of business is associated with differing Internal Revenue
Service Forms. Tax information is available on the United States Internal Revenue Service (IRS) website.

4.1.2. General Partnerships & Limited Partnerships

General Partnerships (GP) and Limited Partnerships (LP) are another business form that you can choose to create. Similar to sole
proprietors, partnerships are not separate legal entities. Therefore, like sole proprietorships, the business income is reported on each
partner’s personal income tax forms. However, if you choose any type of partnership, you will need to obtain a Federal Employer-
Identification Number (FEIN) and file a partnership tax return even though it pays no separate federal tax. Regardless of the type of
partnership established, a partnership agreement is used to spell out how power and money are divided among the partners and how
the partnership can be dissolved when necessary.

In General Partnerships all partners usually have equal shares in the business, equal say in how the business is run, and are equally
liable for business debt or legal suits. The upside of this is that you 1) do not have sole responsibility for the business, 2) can
accomplish more work than you could on your own, and 3) can split up undesired tasks, and can 4) focus on your strengths.
However, the downside is that you may not always agree on how to run the partnership, and one partner may have to pay for
another partner’s mistakes or poor judgment. Only one of the key informants we interviewed was a member of a General
Partnership.

In contrast to General Partnerships, Limited Partnerships have only one managing general partner & several “limited” partners who
invest money but are not liable for more than the amount of money they invested. This is a good way to bring in capital, and to
limit the number of people who are actually responsible for running the business. Limited partnerships are unequal partnerships in
that the managing partner and the limited partners differ in their amount of influence on running the business. In some cases senior
partners will take on junior partners to their business and then over time, the roles and responsibilities of the junior partners will
become more equal.

A Registered Limited Liability Partnership (LLP) is a more recent form of business in which the partners are not liable for most of
the firm’s debts (you’ll need to check with an attorney about the exceptions to this). This business form is growing but still
constitutes a small percentage of consultants. From speaking with a few LLP members who did choose this form, all said that their
decision resulted from their lawyer’s recommendation.

Partnerships (Both General & Limited)

Advantages Disadvantages
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1. You can benefit from a greater knowledge base and broader

expertise.
. . 1. There are more egos to manage.

2. Partners will have a larger network to draw upon and attain . ..
2. Contrasting opinions can pose added challenges.

business. . . .
. . . . 3. Team consulting often increases the cost for the client.
3. There is the potential for more diversity of thought. .. _—
. L 4. Partners have unlimited liability.
4. Partnerships are easy to initiate. .
. . 5. Profits must be shared amongst the partners.
5. You can likely raise more money than on your own. . .
. 6. Partners may disagree on how to run the business.
6. Partners pay only personal income tax. . .
7. The business ends when the partners stop working.
7. Good employees can be groomed to become partners.
8. It may be more fun to work with others than working alone.

If you are looking for some of the benefits of creating a partnership but want to avoid the negative aspects of partnerships, other
additional options exist. As mentioned above, being a sole proprietor does not mean that you have to work on projects alone. In
addition, some of the interviewed consultants have loose affiliations with colleagues, and they decide whether or not to team up on
a project-by-project basis. Informal associations of independent consultants can also market services together and have a common
brochure and list each other on their websites while maintaining their own business entities. We’ve included a section in Chapter 7
that discusses when team consulting is and is not most appropriate.

4.1.3. Limited Liability Company

Limited Liability Company (LLC) is also considered a “newer” type of business entity and legally it fits somewhere in between the
partnership or sole proprietorship and the corporation. Like owners of partnerships or sole proprietorships, the LLC owners pay
taxes on their share of profits or deduct their share of business losses on their personal tax returns. Also similar to sole proprietors,
LLC members are considered self-employed business owners. They must make their own contributions to Social Security and
Medicare directly to the IRS. However, LLC owners also have the unique option of instead electing to have their LLC taxed like a
corporation. This may reduce taxes for LLC owners who will regularly need to retain a significant amount of profits in the
company.

Like a corporation, all LLC owners are protected from personal liability for business debts and claims. If the business owes money
or faces a lawsuit, only the assets of the business itself are at risk, as long as the business owners did not do something illegal. You
can be the sole owner of your LLC in all states except Massachusetts. However, some states, including California, prohibit
professionals such as accountants, doctors and other licensed healthcare workers from forming LLCs. You’ll need to check with a
lawyer or state regulating agency to determine whether this will affect your own possible choices.

Creating an LLC will take more work than forming a partnership but is still easier than creating a corporation. To form an LLC you
are required to file articles of organization and an operating agreement. For a list of tasks you need to do to form an LLC see
Appendix 4-1. Maintaining an LL.C may also be more expensive than partnerships or sole proprietorships. Some states charge an
annual fee that is not income- related. The fees differ from state to state but range from about $100-$800 per year. You can find out
whether your state charges a separate LLC tax or fee at the website of your state's secretary of state, department of corporations, or
department of revenue or tax.

Limited Liability Company (LLC)

Advantages Disadvantages

. . . 1. Not everyone is eligible to create an LLC.
1. An LLC is Easy and inexpensive to set-up. 5 LLCs h board of directors t d d d
2. LLCs have no board of directors to tell you what to do. ’ S_ E:Ie 110 boarc ot directors to provide guidance an
3. You will have no stock to sell and keep track of. oversight. . . .
L. . 3. Because there is no stock, it may be harder to raise money for
4. Owners have limited liability. LLC th H
5. LLC allow for flexibility in the number of owners. 4 ;H han a tcorpora 11c;n. ) -
6. You can decide how you want to be taxed. - YOU mdy have to pay sett- empioymen ax:
5. LLCs may have to pay yearly state “franchise tax.”
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4.1.4. For-Profit Corporation

The For-profit Corporation (Corp. or Inc.) is the most complex business entity but it is also the safest in terms of personal legal
liability and is best positioned to attract investors for raising capital. For-profit Corporations must issue stock, have a board of
directors, and an executive committee. Typically, For-profit Corporations are expected eventually turn a profit and benefit the
shareholders. For-profit Corporations are taxed differently than other forms. The corporate entity must pay a corporate income tax
and replacement tax as well as a franchise tax each year based on their paid-in capital and a Corporate Personal Property Text
Replacement Income Tax. Of course, people who are paid by the corporation must also pay individual income taxes on the same
earnings.

Besides tax differences, corporation owners also enjoy limited liability and For- profit corporations also have additional powers
such as buying and selling other corporations or filing lawsuits. Two common types of corporations that consultants run are S
corporations and C corporations. None of the consultants interviewed or surveyed for this book ran C corporations. Because of
taxation issues, C corporations are usually reserved for larger businesses. Sub-chapter S corporations (for smaller corporations)
provide owners and employees the liability protection, but allow the advantage of being taxed as an individual from the federal
government. However it is important to note that some states recognize the distinction between a sub-chapter S corporation and
other corporations while some do not. Again you’ll need to check with your state’s taxing agency or a lawyer or accountant in your
area for details.

Coorporations

Advantages Disadvantages

1. Corporations are taxed twice.

1. Stockholders have limited liability. 2. Corporations must pay capital stock tax.

2. Corporations can raise the most money. 3. Starting a corporation is expensive.

3. The business continues even when you stop working for it. 4. Corporations require more paperwork.

4. Ownership is transferable. 5. Corporations are more closely regulated by the government

than other business entities.

4.1.5. Not-For-Profit Corporation

Not-For-Profit Corporations (Non-Profits) are different from for-profit companies in that their purpose for existing is to provide
charity, education, scientific knowledge, or arts, as opposed to making money for their stockholders. However, non-profits can take
in more money than they spend. In other words, your non-profit can make a profit. Income can be used for operating expenses
including salaries for officers and staff.

Forming a non-profit corporation is similar to creating a regular corporation, except that non-profits may or may not be tax exempt
[501 (c)3 status]. Incorporating as a non-profit does not guarantee that you will not have to pay taxes. You must take extra steps to
apply for tax-exempt status with the IRS and your state tax division. Whether or not a non-profit's income is taxable depends on
whether the activities are related to the non-profit's purpose. All non-profits must have a board of directors, bylaws, and an
executive committee. Employees, executives and board members all have limited liability. However, a board member may be held
personally liable for unpaid taxes and penalties for failure to file returns or see that payroll taxes are withheld and paid. Non-
profits are required to submit their financial statements and other information -- including the salaries of directors, officers and key
employees -- to the IRS. The IRS and the non- profits themselves are required to disclose this information to anyone who asks.
Non- profits must allow public inspection of these records during regular business hours at their principal offices. (See Appendix 4-
2 for steps required to form a non-profit)

This page titled 4.1: Organizational Structures is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola
and Susan Dvorak McMahon.
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4.2: What Services Will You Provide

Building capacity of organizations with which you work is a value in community psychology. In other words, (you are trying to)
enable organizations to do more and work yourself out of a job. If you teach organizations to improve their planning,
implementation, and evaluation skills, you can work toward increasingly advanced improvements or move on to assist other
organizations. There are many ways to build capacity within an organization. Jolley, Wituk, Gregory, Thomas, and Meissen discuss
some methods for capacity building within organizations in Chapter 12 titled, “Capacity Building with Faith-based and Community
Organizations: Lessons learned from the Compassion Kansas initiative”.

The roles available to a consultant at times seem boundless, but often fit the broad categories of planner, researcher, advocate,
advisor, or evaluator. You can help create a vision for the neighborhood, design a program, train their board, or develop a fund-
raising strategy. Consultants also build capacity by providing structure throughout a planning process (e.g., strategic planning,
operational planning, business planning, marketing planning, financial planning, fundraising planning, or crisis planning).

Many non-profit service providers or government agencies are too busy to stop their day to day work and look at how others
around the country are attempting to solve similar problems or provide similar services. You can do research and bring “promising-
practice” ideas back to the organization. You can help gather information about changing trends in the needs of the populations
they are trying to serve, or how current trends in public policy decisions are affecting the population they serve. Assessments of
Many non-profit service providers or government agencies are too busy to stop their day to day work and look at how others
around the country are attempting to solve similar problems or provide similar services. You can do research and bring “promising-
practice” ideas back to the organization. You can help gather information about changing trends in the needs of the populations
they are trying to serve, or how current trends in public policy decisions are affecting the population they serve. Assessments of
supervisory practices, training programs, or service provision are also common tasks carried out by independent consultants.

Of the consultants we surveyed, 96% said they provided program evaluation services. However, the vast majority also said they
had either fallen into or carved out a niche within the field of consulting for the public sector. These 13 niches were described as:

1. Grant Writing — assisting or even taking the lead in writing foundation or government grants to fund new or existing programs,
staff positions, or services. For more information on grant writing for community-based organizations, see Chapter 15, “Grant
Writing for Consultants 101”, by independent consultant Dr. Andrea Solarz.

2. Asset Mapping/Needs Assessments — helping organizations or communities determine the strengths or assets that they should
be taking advantage of and identifying specific challenges or needs that may exist.

3. Program Development - activities directly related to either the establishment of a new program or service(s); or the
improvement, expansion, or integration of an existing program or service(s)

4. Strategic Planning - aiding an organization to envision its future and develop strategies, goals, objectives and action plans to
achieve success in the future.

5. Logic Modeling — clearly determining the goals, objectives, inputs and rationale for expected outcomes for a particular program
or set of services (for an example logic model see Kathleen Dowell’s Chapter 9, “From start to finish: A typical evaluation
project”.

6. Evaluation Training — building capacity within organizations by training them how to systematically collect information to
answer questions they have about the process or outcomes of their organization.

7. Process Evaluations - focus on how programs are implemented and operate. They identify the procedures undertaken and the
decisions made in developing the program. A process evaluation describes how the program operates, the services it delivers,
and the functions it carries out. By documenting the program's development and operation, it allows for an assessment of the
reasons for successful or unsuccessful performance and provides information for replication.

8. Outcome/Impact/Summative Evaluations - the systematic collection of information to assess the impact of a program, present
conclusions about the merit or worth of a program, and make recommendations about future program direction or improvement.

9. Policy Research or topical area research - providing background information or helping to establish expectations and planning

based upon current or proposed public or organizational policies (for more information on policy consulting see Miles and
Howe Chapter 14 titled, “Consulting in Public Policy Settings”.

10. Advocacy - including speaking or writing on behalf of an organization or community to government officials, funders, or other
groups that could impact the health or success of the client.

11. Data Analysis - systematically applying statistical and logical techniques to describe, summarize, and compare data.

12. Report Writing — often encompasses annual/quarterly reports, white papers, literature reviews, requests for proposals, or
research reports.
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Leadership Training/Executive Coaching - helping to transform management and executives into better leaders, listeners and
learners.

As demonstrated by the list above, there are a variety of niches that consultants can choose, depending on one’s interests, training,
and expertise. Developing a niche helps you to become known for specific skill sets that can help you establish a client base and
reputation in the field. In chapter 10 titled, “Consulting with Small Community- Based Nonprofit Organizations: Insights and
Understandings™ Cellar, Harper, and Neubaur discuss the importance of developing a niche.

This page titled 4.2: What Services Will You Provide is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by
Judah Viola and Susan Dvorak McMahon.

https://biz.libretexts.org/@go/page/131942


https://libretexts.org/
https://creativecommons.org/licenses/by-nc/4.0/
https://biz.libretexts.org/@go/page/131942?pdf
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/04%3A_What_Kind_of_Business_to_Build/4.02%3A_What_Services_Will_You_Provide
https://creativecommons.org/licenses/by-nc/4.0
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/04%3A_What_Kind_of_Business_to_Build/4.02%3A_What_Services_Will_You_Provide?no-cache

LibreTexts"

4.3: Part-Time vs. Full-Time

Consulting can be a big commitment, so it may be a good idea to try it first on a part-time basis to see if you like the work. Not
everyone is cut out for a full-time consulting career. Even if you feel like this is your life’s calling, unless you are fortunate enough
to have clients already lined up, it can be very difficult for the first few years to maintain a steady stream of contracts. The literature
emphasized that part-time consulting allows one to build a client base years before actually moving into full-time external
consulting. Established full-time consultants often subcontract to graduate students and recent graduates (this saves them time and
money). In addition, lots of them would like to find someone in or straight out of graduate school who sincerely wants to learn
about the business. Conventional wisdom on this question of part-time vs. full-time indicates take it slow, and build up to full-time
as your project offers, experience, skills, and desire increase over time.

This page titled 4.3: Part-Time vs. Full-Time is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola
and Susan Dvorak McMahon.
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4.4: Working from a Home Office vs. Office away from Home

Available resources, size of your business, and your working style will influence your choice to work from home or an office.
About half of the informants for this study reported that they run their practice out of a home office. There are pros and cons to
both options of renting office space versus working from home.

Office space costs money but offers a place to see clients. However, most clients will be just as pleased or happier if you meet with
them in their offices. This will also allow you to learn a little bit about them through your observational skills on-site. You can meet
more people and be recognized when you return. To offset the high cost of renting office space you may want to consider sharing
space with one or more independent small business people. For instance, clinical psychologists, who are at the beginning stages of
private practices often times share office space while they build up their clientele. Working in an office also allows you to keep
work and personal life separate.

On the other hand, working from home gives you a lot of flexibility, costs less, and may allow you to be more comfortable. You
don’t have to waste any time or money commuting to and from an office. You don’t need to get dressed up, you can easily step
outside for fresh air whenever you like. You can walk the dog, take your kids to swim practice, or do other tasks at a moment’s
notice. Depending on how separate and dedicated your home office is, you may be able to write off some of your expenses.
However, all of the possible distractions working from home will require a higher level of self-discipline and home is often a more
difficult space in which to keep your work and personal/family time separate. Your time is likely to be more interrupted, and you
can risk getting less done or working longer hours to compensate for interruptions. Depending on your situation, working from
home may or may not be worth it.

When considering working from home you also need to see whether your city or county planning department has set up any zoning
laws that restrict you from conducting business from your home. While residential zoning in most municipalities allow for small
non-polluting home businesses, there are enough exceptions that it is something worth looking into. You can get a copy of your
local ordinances either through a link on your city’s webpage or from your city or county clerk's office, the city attorney's office, or
your public library.

Mailing address: If you decide to run your practice out of your home, it is a good idea to obtain a post office box as a business
address, as this is perceived as more professional than using your home address.

Liability concerns: If you decide to run your practice from an office you need to look into general liability insurance that will
cover any injuries that may take place on the premises.

This page titled 4.4: Working from a Home Office vs. Office away from Home is shared under a CC BY-NC 4.0 license and was authored,
remixed, and/or curated by Judah Viola and Susan Dvorak McMahon.
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4.5: Strategic Planning/Business Planning

Only 22% of survey respondents reported that they completed a formal strategic planning process or business plan. However, over
half of them said that it would have been useful and they recommend that new people getting started in consulting go through this
process. A strategic or business plan involves getting your vision for your consulting practice on paper. The more detail you can
include, the better. If you are having trouble writing out a clear vision, this is a sign that you have more thinking and research to do
before you start. One way to begin the process is to write a mission statement for your practice. Next, write down your answers to
the following nine questions which correspond to different sections of a traditional business plan document.

1. What type of practice will I run? (Business Description)

2. Will I work out of my home or an office? (Business Description)

3. Will T have partners or go it alone? (Personnel Description)

4. How much time will I devote to my work? (Personnel Description)

5. What services will I provide at the start? (Product or Services Description)
6. Who will my clients be? (Marketing Plan)

7. Will I consult locally, nationally and/or internationally? (Marketing Plan)
8. What will be the economic costs of doing business? (Operation Costs)

9. What if a partner or owner wants out? (Exit Strategy)

Once you’ve answered these questions, then you need to set goals and measurable objectives for the practice. Develop and write
out your plan for achieving your objectives including a timeline and means to achieve success. Thus, your written plan will help
you think through the process at the start, but it can also be used as a tool in the future to measure success. See Appendix 4-3 for
more details about the structure of a traditional business plan and what information goes in each section.

This page titled 4.5: Strategic Planning/Business Planning is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by
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4.6: Conclusion

The decision to start a business is significant. Deciding when to start the business and what type of business is dependent on your
personal goals and capacity. For example, only you know whether it is better for you to start on your own or with a partner.
However, in most cases it is not necessary to incorporate until your business is more established. Operating a sole proprietorship is
a lot simpler, and until the business is actually making sufficient money, the extra record keeping and fees, may not be worth the
potential tax savings, liability protections, or air of professionalism that may come with forming a company. On the other hand,
some clients may shy away from hiring a sole proprietor and prefer the official and established sounding incorporated company. In
addition, as a sole proprietor, your personal assets are at stake (to pay debts or law suits) and for some, it is not worth risking
property or savings for this new business, no matter how slim the chances seem of being sued or going into debt.

Consulting offers a lot of flexibility, in terms of developing a niche that fits with your interests, guiding the decision-making
process for your business, and working from home if you choose. Take some time to figure out the best type of company to form,
and engage in some strategic planning. Consider the services you want to provide, marketing, operating requirements, and finances,
so you can be well-prepared on your journey to becoming a successful consultant.

This page titled 4.6: Conclusion is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
Dvorak McMahon.

https://biz.libretexts.org/@go/page/131946


https://libretexts.org/
https://creativecommons.org/licenses/by-nc/4.0/
https://biz.libretexts.org/@go/page/131946?pdf
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/04%3A_What_Kind_of_Business_to_Build/4.06%3A_Conclusion
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/04%3A_What_Kind_of_Business_to_Build/4.06%3A_Conclusion
https://creativecommons.org/licenses/by-nc/4.0
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/04%3A_What_Kind_of_Business_to_Build/4.06%3A_Conclusion?no-cache

Li brelexts"
CHAPTER OVERVIEW

5: Getting Official (Actions)
5.1: Steps to Take
5.2: Accounting Issues
5.3: Legal Issues
5.4: Banking

5.5: Insurance

This page titled 5: Getting Official (Actions) is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola
and Susan Dvorak McMahon.



https://libretexts.org/
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/05%3A_Getting_Official_(Actions)/5.01%3A_Steps_to_Take
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/05%3A_Getting_Official_(Actions)/5.02%3A_Accounting_Issues
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/05%3A_Getting_Official_(Actions)/5.03%3A_Legal_Issues
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/05%3A_Getting_Official_(Actions)/5.04%3A_Banking
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/05%3A_Getting_Official_(Actions)/5.05%3A_Insurance
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/05%3A_Getting_Official_(Actions)
https://creativecommons.org/licenses/by-nc/4.0
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/05%3A_Getting_Official_(Actions)?no-cache

LibreTexts"

5.1: Steps to Take

Once you have decided to become a consultant, prepared by building your internal and external resources, determined what type of
business structure to form, and written your detailed business plan with time-oriented goals, it is now it is time to take action.
While many consultants start getting official while working on consulting projects, ideally you can get the paperwork out of the
way first. This chapter will discuss many of the mundane steps you’ll need to take to get official, while avoiding legal or financial
trouble before you begin.

5.1.1. Business Name & Logo

After you have created your strategic plan it is time to create a name for the business. Many books on writing business plans or
starting up a small business discuss branding and name creation (e.g., Barrow, Barrow, & Brown, 2008; Elias, & Silm, 2007). This
process can be as simple or complicated as you want to make it. In general you want your business name to differentiate you from
others, as well as be descriptive so that your name will be associated with the services you provide or at least an image you want to
provide. Of course you also want your name to be memorable. Once you have found a name you like, you need to look up whether
there are any other businesses already using this name within the state you reside. In most states there are websites that provide this
information and they are typically run by the secretary of state’s office.

If you choose a name for your business that is different from your own name or you add a label such as “and associates” to your
business, you are required by law in most states to notarize, register, and publish a “fictitious business name statement” (the names
for this document vary by state, but the process is largely the same). Regardless of the name you choose, once you discern whether
it is unique, you should register your name with your secretary of state’s office (registration usually lasts for 5 years). This will help
ensure that someone else does not use your business name. Once you register the name of your business, you will be eligible to
open a bank account in the name of the business. Banks typically require that you show proof of business name registration as well
as an Employer Identification Number (EIN) that you can obtain through the IRS website.

You may also want to create a logo, slogan, or tag line for your business. Logos, slogans, or tag lines are less crucial for small
consulting businesses that will not do much advertising. Nonetheless, they help establish your brand identity and make you more
memorable to both potential clients and people who might refer business to you. Rather than hiring a design firm to create a logo
for you, there are websites that allow you to hold an online "contest" for your logo (or business cards or websites for that matter).
The Institute of Management Consultants USA in a recent Consultant’s Tip of the Day explained,

“...You specify who you are, what kind of image you want, including preferred colors,
shapes, backgrounds (only if you want), and how much of a "prize" you are offering for
the design. Within a week, some of the 15,000 designers connected to the service will
create a range of logos you can select from. You can

also see what designs you find appealing by using the search feature, and then refining
your "contest" request. Most recent contests are in the $200-$400 range.”

5.1.2. Copyrights & Trademarks

Once you start writing reports for clients you’ll want to understand the distinction between a few basic types of intellectual
property protections. A copyright is a form of protection provided to the authors of "original works of authorship," both published
and unpublished. For the purposes of consultants, copyrights are most often used to protect your writing from being duplicated or
sold by someone else.

According to the Secretary of State’s website (in Illinois where we are located), a Trademark is a word, name, symbol, or device
used to identify and distinguish the goods or a unique product of a person, from those manufactured and sold by others, and to
indicate the source of the goods. The purpose of a trademark is to protect words, phrases and logos used in federally regulated
commerce which identify you as the source of the goods or services. Basically, if you create a logo or slogan for your business, a
trademark will help you prevent others from using the same logo or slogan.

The process of registering a copyright and trademark are entirely different. The filing fee for a copyright is small (approximately
$30) but can add up if you produce many reports, surveys, or other products you want to protect. The time to obtain registration is
relatively easy, requiring a short registration application. For a trademark, the filing fee is more substantial, and the time to obtain
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registration is longer. The Illinois Secretary of State’s website and similar sites for other states provide comprehensive information
on registering a business, trademark, name, or symbol.

5.1.3. License & Permits

It is important to receive information from the Department of Revenue to find out permit requirements for running a business in
your area. Most state’s Department of Revenue offices either provide business registration kits on their websites or will send them
to you upon request. These kits will explain whether or not you need any licenses or permits to conduct business within their
jurisdiction. For example, if you are trained as a psychologist, social worker or counselor but will not be working as a clinician or
therapist, obtaining a license is typically not required. However, if you have been trained as a clinician and hold the appropriate
credentials, from a marketing perspective, it could be to your advantage to keep your license up to date, because you are not
allowed to market yourself as a psychologist or therapist without holding a license in the state in which you are working.

5.1.4. Become a Certified Woman-owned or Minority Owned Business

Once you are an official business entity and have taken care of any basic licenses or permits needed to conduct business. You may
be eligible to be listed as an official small business enterprise, woman-owned, or minority owned business. Similar designations
include:

e Women’s Business Enterprise (WBE)

o Historically Underutilized Business (HUB)

o Disadvantaged Business Enterprise (DBE)

o Small Business Enterprise (SBE)

e Emerging Small Business Enterprise (ESBE)

¢ Small Disadvantaged Business (SDB) with or without 8(a) certification
e Minority Owned Business Enterprise (MOBE)

o The benefits of such distinctions include:

putting certification on marketing materials

listings on websites

eligibility for technical assistance/business support such as training access to loans or bonds
preference for local, state, or federal contracts or foundation grants

o O O o

Typically, the requirements for certification include that the business be at least 51% owned as well as have the daily operations
overseen by a woman or an Asian Pacific American, Hispanic American, Native American, African American and/or American
woman that is a U.S. citizen. Furthermore the business must operate in the state or local principality that is offering the
certification. In addition to government certifications, there are private entities (e.g., The Women’s Business Enterprise National
Council) that provide such distinctions/designations/certifications, each with similar yet independent requirements, fees, and
timelines.

For many of the certifications, financial records from the business are required in the application, and for the Small Disadvantaged
Business and 8(a) certifications, your personal financial information (i.e., income tax returns & W-2’s forms) is required. The 8(a)
certification is a business development program. You are required to work with a mentoring firm that will oversee and assist with
your business planning. If you are not interested in oversight or being mentored, then this certification is not for you. (For more
information on the 8(a) certification see the SBA website). While at first glance these programs may seem to be tailored to
manufacturers or retailers, if you look a little further you will find that there are categories of business that choose to get these
certifications that fit within “Professional, Scientific and Technical Services” area. The type of business structure you set up may be
relevant, as not-for-profit companies do not qualify for any of these certifications. Some certifications do accept sole
proprietorships and others do not.

5.1.5. Getting on Vendor Lists

School districts and government offices sometimes have preferred vendor lists that allow members to receive Requests For
Proposals (REFPs) or other notices about potential projects. Often becoming a preferred vendor is just a matter of submitting the
appropriate paperwork that can be found online or by contacting their offices directly. For example, “Fedvendor” is a federal
government vendor directory that lists consultants and other vendors as well as posts requests for proposals. These websites
typically provide a profile of each vendor with information about the services you provide, your credentials/certifications, and your
contact information. Some vendor directories even allow you to provide a link to your own website.
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5.2: Accounting Issues

Since clients do not withhold taxes from your payments, you need to take care of withholding taxes for yourself or your business
on a quarterly basis. To learn more about this and register with the federal government, contact the Internal Revenue Service at 1-
800/829-3676 and request:

o Your Business Tax Kit (YBTK) for either a sole proprietorship, partnership or corporation;
e A Tax Guide for Small Business (Publication 334),
o Employer's Tax Guide (Publication 15).

Depending upon what type of business entity your practice falls under, you will file your taxes differently. No matter what form
you choose, it is advisable to employ an accountant (at least on the first go around). Accountants can help you design a system that
is tailored to your specific needs. Among other things, they can help with budgeting, forecasting, preparing financial statements,
obtaining loans, and preparing tax returns.

Surprisingly, only 40% of respondents to our consultant survey reported that they used an accountant when they first began
consulting. However, many of those who didn’t seek an accountant from the beginning said they wished they had done so. Now,
90% of the full-time respondents reported they use accountant services to file their taxes. Overwhelmingly, they said this was a
worthwhile expense. We suggest you meet with a few accountants before you select one you’ll work with. Your relationship with
your accountant will remain important as long as you are in business. You want to make sure you are working with someone whom
you trust and feel can give you the attention and expert advice that you will need. Many great consultants are not naturally savvy
with bookkeeping and may not be interested in keeping up with changing tax regulations.

Many informants also recommended getting QuickBooks, Peachtree, Quicken, or a similar type of accounting/bookkeeping
software as a means to keep financial records organized. In addition to being a good business practice, keeping good records and
being organized when it comes to your receivables and payables will reduce the amount of time you or your accountant will need to
spend in order to complete your taxes and thus will save you money.

This page titled 5.2: Accounting Issues is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and

Susan Dvorak McMahon.
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5.3: Legal Issues

Many consultants we’ve spoken to periodically use lawyers, but not everyone believes they are necessary, especially in the early
stages of your business. As lawyer fees can add up quickly, there is not really a consensus on how worthwhile their services are for
consultants to community based organizations. Here are some of the reasons why you may want to use a lawyer. The first thing that
a lawyer can help you with is choosing the type of business organization that best suits your needs and objectives. An attorney can
help you protect your assets, and advise you about local, state and federal regulations that may affect your business. They will be
familiar with all of the risks and regulations associated with each business structure and can advise you on what will be the safest
or lowest cost form of business you can build in your location while meeting the needs of your clientele. At different phases of
business planning your lawyer can assist with a variety of questions. For example, when you are getting started, you may want to
ask a lawyer about personal and company liability issues. An attorney is also useful when it comes to filing paperwork in order to
obtain licenses, permits, or getting incorporated. They can help you write up or review articles of incorporation, business bylaws or
partnership agreements. When you are in the contracting phase with a client, you may want to ask about intellectual property
issues, such as who owns the data, reports, and publications. A lawyer can prepare or inspect contracts, resolve tax questions, assist
in obtaining financing; and help when dealing with financial institutions, or governmental bodies. For instance:

¢ You or the business may face collection problems with clients.

¢ You or the business may become involved in disputes with creditors.

¢ You or the business may have disputes with present or former employees.
» You may want to expand or restructure your business in the future.

Then again, there are many tasks that a lawyer would gladly do for you at his/her hourly rate, which you could easily and safely
complete on your own. The following is a list of tasks which you can accomplish yourself with self-help resources rather than

paying a lawyer:

e Research and reserve a trademark or trade name for your business

o File a fictitious business name statement if you will do business under a different name
o Apply for and reserve a domain name for your Website

o Apply for your business employer identification number (EIN)

o Apply for the required business licenses and permits

¢ Lease commercial space, and

o Complete the necessary IRS paperwork for hiring new employees.

One of the nice things about taking care of your own legal tasks is that if you educate yourself about basic legal issues, you can
take care of a lot of the legal legwork yourself and just involve your attorney when you have a specific question. For example,
many consultants like to create their own contracts and then ask their lawyer to look them over to make sure there aren’t missing
pieces or legal issues as opposed to asking a lawyer to write contracts for them. This “legal coach” arrangement can be one of the
most cost- effective ways to use legal services.

If you do decide to hire a lawyer, there are several ways to find one. The most highly recommended option is to get a referral from
a colleague who knows and has worked with the lawyer personally. Another decent option is to look into area law schools. Many of
them offer discounted services or clinics for small businesses, non- profits, or those who primarily work with non-profits. The state
bar association can also provide you with names of reputable lawyers in your area.

This page titled 5.3: Legal Issues is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
Dvorak McMahon.
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5.4: Banking

Our advice for banking is rather simple. Establish a separate bank account for your business, whether it’s a sole proprietorship or a
corporation. Opening checking and savings accounts for the business is inexpensive, makes bookkeeping easier, and is more
professional than using your personal accounts. Once you are a bit more established, do not hesitate to get a business credit card,
but make sure you pay off your balance on a monthly basis to avoid high rates of interest. A business credit card will help you
separate your personal/business expenses, track your overhead costs, and establish a track record if you want to get loans in the
future. Business loans are not advised for the novice consultant for a few reasons. First of all, initial start up and operating costs are
low, and secondly, landing additional contracts are not guaranteed and tend to be the most inconsistent when you are starting out.
The experts in the field suggest waiting until business is booming to spring for the nice office equipment.

This page titled 5.4: Banking is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
Dvorak McMahon.
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5.5: Insurance

Health insurance may be the thing that you have the most difficulty affording at first- it was the most commonly raised concern
during interviews. Health insurance is very costly for individuals, and maintaining other jobs with health benefits is a common
reason why people choose to keep their consulting practices as part-time or side occupations. Choosing the proper health insurance
is a very personal decision, and the costs and benefits of different options should be weighed carefully.

There are three main types of business-related insurance you will want to consider obtaining. The first is called business liability
insurance, which is important for protecting against injury at your offices or on the surrounding premises (i.e., stairs, walkway
etc...). The second relevant business insurance is called errors and omissions insurance (E&O). Business-related mistakes are
covered by E&O insurance. Most of the consultants interviewed did stress the importance of insurance; however, some of them
explained that they do not carry these types of insurance due to cost (especially if they work out of their homes and already have
homeowner’s or renter’s insurance). The third type of business insurance is only relevant for consultants who hire employees. By
law, if you have employees, you will need to acquire worker’s compensation insurance to cover wages in the case of employee
absence due to injury on the job. Having to provide benefits such as worker’s compensation insurance is cited as one reason why
consultants prefer subcontracting work compared to hiring employees. Accountants or lawyers can advice you about the legal
implications of subcontracting and when this is and is not a valid option.

If your work is either within the fields of psychological evaluation or educational research, you can begin looking for insurance
through your professional organizations such as the American Psychological Association (APA), the American Evaluation
Association (AEA) or the American Educational Research Association (AERA). For example, through AEA two types of insurance
are currently available:

1. Professional Liability/Errors & Omissions insurance is for evaluators and consultants whose services include assessing,
evaluating and/or advising on organizational structure, systems and procedures, employee relations, human resources, and/or
other management-related issues.

2. Business Liability insurance includes basic business liability insurance as well as the repair or replacement of a building and
any equipment, stock, or furniture that are property of the business owner, with an option to get extra coverage for cars.

Two other types of insurance you may want to consider are (1) Comprehensive Insurance, which protects the business against
robbery, theft, burglary, and a variety of other hazards; and (2) Personnel Insurance, which is relevant if your company is a
partnership, and covers you if one of the partners dies, is disabled, or for some other health-related reason cannot continue to work.
In this case, the proceeds are paid directly to the consulting firm.

This page titled 5.5: Insurance is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
Dvorak McMahon.
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6.1: Marketing and Networking

The best thing you can do to find new projects is to provide useful and top-notch products to your current clients. In other words,
do your work well. With quality work as your core strategy, however, there are strategies you can and should use to build your
consulting practice. In this chapter, we discuss marketing and networking. You’ll find some overlap between these two topics. Both
involve creating exchanges and building relationships, which are at the heart of building a consulting practice.

6.1.1. Marketing

Marketing is usually defined as actively selling your product. As the American Marketing Association puts it, “Marketing is the
activity, set of institutions, and processes for creating, communicating, delivering, and exchanging offerings that have value for
customers, clients, partners, and society at large” (AMA, 2008). The purpose is to create exchanges.

Most traditional components of marketing have not proven to apply particularly well in the small niche of consulting with non-
profits. Advertising for example, is virtually non-existent. Potential clients do not expect consultants to advertise, and they are not
responsive to it. Cold calling potential clients is also not recommended. Even targeted mailings do not seem to be worthwhile. For
example, when Dr. Andrew White was a motivated student attempting to build up his consulting practice, he gave traditional
marketing a try. He sent a mailing out to all area hospitals and related agencies that he felt he could offer useful consulting services,
but received absolutely no responses. He has since decided to join the rest of the consultants we spoke with and focus on gaining
clients through word of mouth.

However, there are features of a marketing approach that are useful to building your consulting practice. The main one is develop
promotional materials that are helpful for when you do get the call to meet with a potential client. While most consultants in the
nonprofit sector do not get clients through advertising, this does not mean you should not be prepared to showcase what you can
do.

The first step in developing the materials is to spend some time defining for yourself what it is you have to offer. Before you can
market something, you must have something of value to potential clients. What are the knowledge, abilities, skills, and experience
you offer to your clients? What are your unique strengths?

6.1.1.1. Promotional Materials
With these questions in mind, we recommend you compile these seven basic promotional materials:

1. Resume (2 versions) - Develop a top notch resumé and, curriculum vitae. Different clients prefer different formats. Some clients
are used to scanning brief credentials and want to see that you can convey your message in a concise manner, which is best
illustrated in a resumé. Others will be more interested in the credibility that comes with publications and professional
presentations on the topic for which they seek your help, and this more extensive version of your resumé is a curriculum vitae.
Have your resume and curriculum vitae reviewed by experienced colleagues you trust.

2. Biographical sketch- A brief (two or three paragraph) narrative that focuses on your strengths, lists some of your clients or the
industries you work in, and identifies your accomplishments.

This document is listed as among the more useful marketing materials that consultants keep on hand and up-to-date.

3. Client lists- A list of satisfied clients that you can share with potential clients is a good tool to use with brand new clients who
may not be familiar with your work. You might find it useful to have two versions of this document as well: a) a simple list of
names and locations, b) a more detailed list with more information about the client and a short description of the work
(including the amount of money or time spent on the project) and successful outcomes of the project such as how useful your
training or research project was for them.

4. Business cards- These are usually produced in sets of 500, so don’t be shy about handing them out.

5. Brochures or service descriptions- A brochure may be fancy and sophisticated marketing tool or it can be a very simple 1 page
hand out (of trifolded) that highlights important information that you want clients to have about you. If you are not ready to
develop a brochure, it will be helpful to at least create a fact sheet that concisely explains the benefits of your services.

6. Website- As we all spend more and more time on the internet, having a web presence becomes more important. The content of
your basic website can be made up of the same promotional materials listed above plus a mission statement. Look at other
consultant websites for ideas. However, if you don’t have the time or skills to keep the site up to date and you are not willing to
pay for the service on a regular basis, do not set up the site. It is worse to have an old and poorly maintained site than no
website at all.
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7. Work product samples- It is always nice to have some examples of your work products to show clients. While every report,
survey, interview protocol, strategic plan, grant, training manual, presentation materials etc... will be unique to each client, it
can come in handy to show what some of your finished products have looked like in the past. Harper, Blaha, and Samaniego
touch on materials they find useful from both a client and consultant perspective in their chapter 10 titled, “Developing and
maintaining long-term consulting relationships™.

6.1.1.2. Tactics that Don’t Cost Money

It may be useful to examine other marketing approaches, such as those presented in The Business of Consulting (Biech, 1998),
which includes 113 tactics for low-budget marketing. Biech’s book is not tailored to folks working in the nonprofit or public sector,
and some of the tactics are common sense. However, we’ve cherry picked 10 items that we think are useful. You’ll find some
overlap with other ideas in the section on networking that follows. Notice the importance of building relationships and exchanges.

1. Invite potential clients to a mini-presentation to get an idea of your expertise and services.

2. Find reasons to call your current and past clients periodically.

3. Pass on your extra work to trusted colleagues. Sometimes the best way you can serve a client is to pass on a project that will
require time and attention that you just don’t have at the time. While some clients may be turned off at first, or not think of you
first in the future, your reputation will be hurt more if you agree to take on a project for which you cannot deliver great services.

4. Help your clients or potential clients locate other consultants who can do work you are not qualified to do. Referrals of this sort
will help you build trust with clients and maintain reciprocal relationships with colleagues.

5. Share your expertise (e.g. advice, ideas, materials, instruments) freely with clients and other consultants. Remember why you
do this work in the first place to see your ideas in action, building capacity of organizations whose work you value. Successful
consultants argue that this makes business sense, because it allows you to be authentic with clients and doesn’t turn every
interaction into a business transaction.

-
Some consultants suggest being more careful about setting limits with regard to intellectual property and have had
problems that they have called “creeping freebies”. This occurs when consultants meet with clients or discuss projects and
share their ideas about methodology or how to move forward with a project prior to contracting. Then the potential client
decides that they will take the ideas of the consultant and attempt to complete the project internally and not compensate the
consultant. While this is impossible to prevent completely, one way to reduce the likelihood is to discuss you plans in
suggestions in broad general terms and then start discussing the scope of your role and their budget for the project prior to
drawing out a detailed plan.

6. Write letters to the editor of your newspaper or you professional journal. Letters can serve multiple purposes. They force you to
think through an issue and provide exposure to a wide range of potential clients, colleagues, and organizations. Letters to the
editor are much less time consuming and often more widely read than published research studies in academic journals.
Publications of any sort help you establish yourself as an authority on the given topic.

7. Write a book chapter or book. Similar to the reasons above, a book or chapter will force you to learn and organize your thoughts
and experiences. A book or chapter can help you build your credibility and exposure. You can also give your book or chapter to
existing or potential clients if you think it will address a concern they have or demonstrate some of the knowledge or skill you
bring to the table. Feel free to contact us in a few years and we’ll let you know how this tactic worked for us!

8. Tactfully ask your clients to refer you to their colleagues if they are satisfied with your work. While this may happen naturally, a
subtle reminder can help boost business.

9. Teach a course at a college or university or lead a workshop for a professional society or community group. Much like writing
forces you to dive in and think carefully about a topic, teaching forces you to learn or re-familiarize yourself with material in a
deeper and more meaningful way than you have in the past.

10. Create a list of success stories you have had with past clients to share with potential clients. Being able to articulate the value
you bring to an organization through narratives is a powerful tool. While clients may be impressed with who you have worked
with or how much you have published, those things will only get you on their radar. Hearing stories of concrete instances when
your work has benefitted others can really help you win business.

6.1.2. Networking

Time and time again, we hear from the experts in this field that they survive and thrive on word of mouth business. Your first
clients will likely be or be referred from people with whom you have already worked for as an employee or student, or have some
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existing relationship. All of the consultants interviewed said they already knew the person who got them their first consulting job
prior to starting their practice (i.e., either their first client or the person who referred them to their first client). Your network is
more likely to lead to consulting work than are traditional marketing activities or responding to official calls for proposals. We
cannot stress enough how essential networking is to your consulting practice.

In this section, we begin by discussing how to think about networking as part of your everyday work, and the opportunities opened
up by that perspective. Next, we describe two exercises that can help you get a clear view of your own network, and then practice
successful networking approaches. We apply those approaches to further strategies for networking and discuss how to overcome
challenges to networking and being comfortable with your own style.

6.1.2.1. Reframing Your View of Networking

A commonly held view of networking is that it is merely accumulating new connections that will get you work. Instead, we
recommend thinking of networking as connecting further through your work with the people you already know. When viewed in
this light, you are more likely to see opportunities such as:

e Connecting your clients to others in their field: An evaluation consultant had clients who wanted to become part of the national
policy conversation around their work. The evaluator suggested and then organized a panel at a research conference, and
arranged for her clients to serve as members on the panel. This brought both the clients’ and the evaluator’s work to the
attention of others in the field.

e Bringing in other consultants and professionals: There are many means beyond full partnership to bring others in your field
onto a project. For example, you can budget in reasonable amounts to offer an honorarium for an external review of a report.
This strengthens the work you submit to clients, and connects you with professionals in your field.

To turn this view into a definition of networking: Networking is the process of forming linkages, making connections, expanding
resources and bringing people and ideas together in a reciprocal manner for mutual benefit. Three components are inherent in this
definition: trust and reliability, generosity, and continual building. The following exercises will help you experience the value of
these components.

6.1.2.2. Getting Some Practice: Two Exercises

These two exercises will clarify existing connections in your network and help you to practice building your network. The first, the
circle exercise, gives you a clear picture of who is currently in your network. This exercise should take about one to two hours to
complete; it’s best done with a partner, or in a class session. The second, networking with a purpose, gives you practice in working
with your network to build information. It can be done over the course of several days.
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6.1.2.2.1. The Circle-Getting a Clear Picture of your Current Network

We suggest you work with at least one partner. Start with a sheet of blank paper and put a stick figure in the middle — that’s you.
Draw a circle around the figure, and label it family/housemates. Now think of how you spend the largest amount of time besides
home time- it may be with friends, school, work, a hobby. Draw another circle around the first, and label it according to where
you spend the most time. Think of where you spend the next greatest amount of time, draw another circle and give it that name.
Keep going until you feel that you’ve accounted for the majority of the spheres where you spend your time. Don’t forget transit
time, volunteer time, hobby time, or children’s activities if you’re a parent. Though this exercise is about networking, don’t
hesitate to put down any kind of ‘alone time’ — the point is to get an accurate picture.

Now look at each of the circles, and see if they could be sub-divided into ‘past-present’ categories. For example, are there past
workplaces, or past school settings, or past social groups? If you work or have worked in a large organization, consider whether a
former department or job position within the agency could count as a ‘past’ setting for you. Put labels in your circles that capture
these categories. If your history is a long one and you’re trying to think of how far back to take this, at this point, more is better —
list all you can remember.

If you’re working with others, stop when everyone has had time to complete the steps above, and take a look at what everyone
has done so far. Notice if there are any circles that someone else has that you may have forgotten, and add those.

Next, do a quick count of the number of people you know (not are close to, but know) in each circle, and write the number of
each circles. Add up the numbers.

The picture and number show your current network. If you’re working with a partner or a group, see how many in the group can
provide an example of how a person in their network helped them out this month, or even this week.

If you listed names in each circle, instead of a number, you would be amazed at the size, depth and breadth of your network. And
that is the next step for this exercise: list all names behind the numbers in your circle. Though it may take some time, the result is
worthwhile, and your list will be the basis for the next exercise.

6.1.2.2.2. Networking with a purpose

Networking is often seen as a process of gathering connections, with the end result being a list of names. This next exercise lets
you instead use the list you made in Exercise 1 as a starting point to expanding your resources and strengthening relationships. The
key is to network with a purpose: get in touch with people you know to gain something you genuinely need. We suggest five steps
to this process:

1. Define your need

2. Indentify resources in your current network
3. Contact your network

4. Snowball — grow your network

5. Follow-up

We’ll lead you through these five steps in the exercise that follows. Throughout the process, we think you’ll find three principles
that make it work: generosity, trust, and reliability.

There are two stages to the exercise. First, you’ll do some networking that is specifically not about work or consulting. This gives
you the opportunity to carry out and reflect on networking without the weight of having it connected to your professional growth. It
also may give you a fresh view of connecting around useful information. Second, you’ll network again, focused on work.

6.1.2.2.2.1. First Stage

o Stepl) Define your need: For this exercise, generate a specific clear and answerable question. Think of an informational
question you genuinely need answered in your life within the next couple of weeks, a question that is NOT about your current
or future professional life. It may be anything from suggestions for a good mechanic to views on a particular course you’re
thinking about taking next semester, to possible better routes for your commute. We’ll use asking for views on a course you’re
thinking of taking as an example as we go through the steps. Specify your question. For example, rather than just asking if
someone liked the course, ask: What about this course was most useful to you? Would you recommend it?

o Step 2) Identify resources in your current network: Look at the network list you built in Exercise 1. Choose at least two people
that you think might have the answer to your question, or who you think can put you in touch with someone who has
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information. With your question specified, think of who could really answer it and give you information that is genuinely useful
to you. If, for example, a good friend took the course but you find you often have different views on your school experiences,
ask some else with whom you’ve found you tend to agree with on coursework, such as a former study group partner.

o Step 3) Contact your network: Take the time to ask the question specifically of the people you’ve identified. Over the next
couple of days, have a conversation or send an e-mail that is specifically about your question. The main point here is let the
person know that this information is valuable to you.

o Step 4) Snowball/grow your network: If the original people you target don’t have the full answer to your question, ask if they
know who might have helpful information, and look at your network list to see who else you might ask. Contact additional
people from your network list or those whom your existing network member recommended until you find the information you
need.

¢ Step 5) Follow-up: As soon as possible, follow up with each person you spoke with to provide them with an update since your
conversation. This step is essential to your future success in networking. While thanking the people you talked to is essential,
follow-up should include more than thanks. The follow-up conversation should continue to build the exchange that is part of
networking by letting people know how you used the information. If the outcome will be indefinite for quite a while, let them
know the process is underway, (e.g., “I’m still deciding what classes to take, though I’m leaning towards the one we talked
about”). Do this step for everyone you ended up contacting, so that if someone gave you a name, let them know you talked to
their suggested contact. If you learned anything new that would be useful for others, (e.g., you now have a list of good
mechanics) report back this information as well. Just as you asked the question specifically, make time to let them know the
outcome specifically and share any additional knowledge you gained through the process.

6.1.2.2.2.1.1. Reflection on the process and outcome of networking with a purpose

Once you have the information you wanted to obtain, and have followed up with everyone you talked with to let them know the
outcome, take time to reflect on the experience: One question to ask yourself is, “What felt different about searching for specific
information rather than merely having a social conversation?” We suggest three inter-related components to focus upon about this
networking activity process:

a. Generosity: Anyone willing to give time, help, or information, is being generous with their own time and thought; there is a real
generosity inherent in networking;

b. Trust/reliability: Most people who complete this exercise talk first to people they trust at some level, whether it be the reliability
of their information, or that they would take the time to answer the question. Starting with one’s known network allows for
relying on others with whom we have developed relationships.

¢. The importance of follow-up: Letting someone know how their time and thought helped you acknowledges their generosity and
contributes to building and sustaining connections. Being specific about results in the follow-up process, rather than just saying
thanks, leads the members of your network to keep their mind on the question you raised, and lets them know their contribution
was genuinely valuable to you.

A useful question to ask yourself at the end of this process is “If you didn’t follow-up fully, how you would begin your next
conversation if you wanted to approach that person for something else?” If you imagine this scenario, you may note that it is easier
and feels more natural to start by acknowledging how much you appreciate the last time they were helpful to you. Your gratitude
will sound, and be, far more genuine if you express it sooner rather than later.

6.1.2.2.2.2. Second Stage
For the second stage of the exercise, you’ll go through the five steps again, this time focusing on your professional development.

Step 1) Define your need: Just as in the first stage, the question should be specific and something you genuinely need or want to
know. As you network in your professional life, you’ll find that having a purpose for contacting someone is likely to lead to
focused, comfortable conversations. If what you want to know right now is general, (e.g., should I go into consulting) specify the
question: What traits do you think are necessary to be a consultant? What do you wish someone had told you before you started
consulting?

Step 2) Identify resources in your current network: After the question is specified, look again at your network. Pick at least three
people to ask your question. One should be outside your work sphere — a family member or friend. If you do not see anyone in your
network who you think could offer the information you’re looking for, asking for ideas about other sources is the next step to take.
Remember how often information comes from various sources, and continue to turn to various spheres as your professional life
develops. Reaching beyond your own work sphere can be particularly useful when considering sensitive questions about
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professional issues. For example, if you want to know how much consultants charge in your area, asking in your social network
may help put you in touch with someone willing to discuss fees, who would not have been as comfortable sharing this information
if contacted professionally.

If possible, move beyond your comfort zone and choose at least one of the three people as a ‘stretch’; someone who is very likely
to have information that’s useful to you, but whom you might not be in touch with regularly.

Steps 3) and 4) Contact your network and Snowball: Again as in the first stage, keep asking your question of different people until
you get the information you need and whenever appropriate, also ask members of your network for suggestions for anyone else
who might have answers to your question. It can be highly useful to find a contact in a particular organization or field in which you
have a strong interest. Current networks are often rich resources for finding the most appropriate contacts to help you gain needed
information. If, for example, you’re interested in working for a consulting agency, your current network might know someone at
one of the agencies who would be willing to give you an informational interview.

Step 5) Follow up: As before, make sure to follow-up with every person you spoke with.

If your question is exploratory, you might find your follow-up sounds more like a traditional thank-you (e.g., I appreciated your
time, etc.) because you don’t have a result to report back yet. Specify as much as you can, letting your informants know you talked
to others, and where you are in the process.

6.1.2.2.3. Reflecting on your Networking Experience

Was what you learned genuinely useful to you? If not, can you reframe your question and ask again, going to others in your
network? This networking activity is a continual learning process. Think again about generosity, reliability and follow-up. You may
find that as you move further from your social circle, the generosity of others is more visible to you in the networking process. For
example, you might be more conscious of taking up their time. This is partly because your relationships have less reciprocity and
trust. Building up reciprocity and trust is achieved through the follow-up process and looking for opportunities to help others.

6.1.2.3. Networking Strategies

Apply what you learned from the exercise outlined above and incorporate generosity, reliability, and follow-through into the
networking strategies described below:

o Expanding your professional circle

e Connecting through your current work

e Mentors

o Connecting to colleagues.

¢ Maintaining relationships with past clients

Tailor the strategies for your career stage — we give some suggestions throughout.

6.1.2.4. Expanding your Professional Circle

Going through the networking process will help show how, all of your network circles — family, friend, others — can provide
meaningful connections to your work. However, focusing on expanding your professional circle is important. Take a look at the
network circles that encompass your professional life. Before, you defined these circles according to where and how you currently
spend your time. Now think of how you can expand your professional circle.

Professional Conferences: One way to ensure you meet others with shared interests is by attending professional conferences. Better
yet, presenting at conferences helps you develop your resume and your reputation. Not all conferences are created equal. Find the
ones where you feel most comfortable. Look for conferences that offer opportunities to interact informally with people who have
more experience than you. Find people who are where you want to be in five years and ask them about their story. Again, almost
everyone in this field loves to talk about themselves and their work. Everyone we’ve spoken to is passionate about their work. They
have told us that they enjoyed passing on their knowledge and hope that others can learn from their experiences. We have been
pleasantly surprised with the generosity of time and advice we’ve received from busy professionals.

Professional organizations: Another way to get linked up with other consultants and find out what they are doing is to join local
professional organizations. These organizations can be built around the fact that everyone does independent consulting. For
example, the Institute of Management Consultants USA (IMC USA) is often cited as a useful resource for independent consultants.
Other organizations bring together professionals who work within a discipline or subject area in which you specialize or have an
interest. For example, the Chicagoland Evaluation Association (CEA) is made of up evaluators in the Chicago area. CEA provides
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a forum for professional evaluators in the area to network, exchange ideas and knowledge, and participate in professional
development activities that promote excellence in the field of evaluation. Some of the members are internal evaluators, some are
university-based researchers, and others are independent consultants. Members’ specialty areas vary from education, healthcare,
and criminal justice to the environment. Joining and participating in the local chapter of a professional organization can be very
valuable for an independent consultant. For example, Carol Lukas, president of Fieldstone Alliance, explained that the American
Society for Training and Development (ASTD) was critical for her in building a professional network and establishing her
reputation. She joined her local chapter by attending meetings and getting involved with a subgroup that worked with non-profits.
She ended up chairing the group and was very involved for years. This became (and is still) her primary professional network.
When she was freelancing as a consultant, 60-70% of her work came from referrals from professionals in her local ASTD chapter.

When you join an association, apply networking with a purpose: at meetings and using membership lists, search for and share
specific information and opportunities, with generosity, reliability, and follow-up. Many avenues are available through universities:
alumni groups; workshops related to your areas of expertise, and discussion groups. We strongly recommend making use of these.

Opportunities outside of your specialty: In expanding your professional circle, be willing to look outside your specialty. Consulting
with non-profits requires skills that are interdisciplinary. Take advantage of opportunities to learn from professionals outside of
your specialty. Furthermore, expand your base by looking across disciplines to see the overlap and interrelatedness or contrasts of
how different groups frame and/or attempt to solve similar problems. Most professionals and academics are more than happy to
discuss their work and their discipline with people who are truly interested.

Community work: Getting involved with community activities can help you stay in touch with your neighbors, and can help fill a
social void when you start your consulting practice that would otherwise be filled by coworkers. A common denominator in all of
these community activities is that they all provide you with knowledge of existing issues and the ability to build a reputation as
someone who is a leader and a problem solver.

6.1.2.5. Connecting Through Your Current Work

As mentioned earlier, there are many opportunities for building your network by looking into connecting with others through your
current work. This can be true regardless of your career stage, whether you are currently in school, in your first job, or an
established consultant. For example, if you are in school, look for opportunities through research papers, projects and internships.
Is there any professional source you can call as a resource for a research paper? Shaunti, while doing a paper in graduate school on
a relatively new policy and its implications, identified authors of recent reports and then called and asked for their views. This led
to discussion on research that needed to be done — she later proposed and obtained summer work with one of the organizations to
help them fill a research gap.

If you are currently working at a non-profit or other work setting, consider ways in which you can bring in other consultants, others
in the field, or even colleagues in other departments of your organization if appropriate. For example, while working in the
evaluation section of an education consulting firm, Shaunti built strong connections with colleagues on the program side of the
organization, that is, those people offering direct services to clients. Some of the connections came naturally through projects she
was involved in, while others came from asking for advice and expertise whenever possible. Her program network led to her first
contract when she began consulting on her own.

The key here is to look for a genuine need to be addressed, whether it is for information, a review, comments, assistance, sharing
the work of clients, or other help. In the example of the research paper above, the newness of the policy led to a genuine need for
further information — the author was not calling about literature that could have easily been found through a literature search. The
connection should always strengthen the work being done.

6.1.2.6. Mentoring

Being mentored can be a very helpful way to enter consulting. Effective mentoring is often done through having several mentors,
rather than through a singular relationship. This allows access to an array of expert opinions, and builds several supportive
relationships. It can also help mitigate what can become overdependence on a singular source of expert support. Developing your
own network of mentors is something worth undertaking for any new consultant.

Finding an ‘information mentor’ can be one way of building a relationship without the time commitment or need for a close match
that working together might require. This type of mentoring can be developed through networking with a purpose, and can start by
asking experienced consultants and professors for advice.
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6.1.2.7. Connections to Colleagues

To start a consulting practice one needs a network of associates, connections to people and places who will use your services, and a
background of expertise to offer. Your colleagues from all workplaces will form the core of that network, and are one of your most
important resources. To grow and maintain this network, do your work well, and build trust and reciprocal generosity. Stay
connected when you leave a workplace. This is a part of your network that does not always need a purposeful approach — check in,
have lunch, keep in touch.

Working with other consultants: An effective yet challenging method of preparing yourself to work in consulting on your own, is to
team up with established consultant(s) to gain experience. These consultants can act as mentors or guides for the present time and
can become referral sources in the future. Working with or for an established consultant is difficult because the right match is not
always easy to find, but it may be a good way to start, providing you with experience and eventually referrals.

6.1.2.8. Maintaining Relationships with Past Clients

The length of time between a first meeting and an actual job can be quite variable. It can take any amount of time from one month
to over a year from the day you first speak with an organization until the day you begin a project. Use this time for keeping in touch
with old clients, going to lunch with friends, and plenty of rest and relaxation. Be patient while waiting for new clients. Keeping in
touch with old clients may mean sending thank you letters and referral sources, or calling them to check-in every few months.
Several successful interviewed consultants said they keep themselves in front of their clients by stopping by their offices when they
are in the neighborhood or sending them interesting articles, or notes about recent news that is relevant to their organization.

X Challenges to Networking

Courtney Cowgill, one of the authors of this chapter, works in the information technology world, yet her issues and those of
many of her colleagues will be familiar to those in the non- profit world. Following is a speech that Courtney often gives at
association meetings.

Excuses for Not Networking

My excuses for not networking seem very similar to the excuses that I use for not exercising and being out of shape. The
Excuse: I am an Introvert.

“Networking is embarrassing, painful. You want me to talk to someone I barely know?

You want me to walk into a room of people/women/men who I barely know and start

talking? You want me to drive to a meeting after a long day to talk to a bunch of

people that I haven’t met and probably won’t remember?” Yes — I Do!
How many of you have ever done the Myers Briggs? How many of you start with the letter “I” for introvert? Well I do. But — I
have become a trained extrovert. I don’t have the money or luxury of being “shy”. In fact — being shy and introverted is a
luxury for the young and very rich. We are probably not either! Sometimes, I have to just take a deep breath and plunge in.
The Excuse: I don’t have the Time to network. My schedule is already packed.

You are right — building a network takes lots of time. It is much easier to say no! Yet, when you are saying no, you are ignoring
your opportunities to help your friends, families, clients, co- workers and clients. Participating in these groups (the same ones
we drew in your circles) helps you form relationships, develop alliances, keep abreast of current issues and solutions and
represent the interests of your clients. Expanding your contacts makes you and your network a future benefit.

Where do I find the time to create and maintain a network? Well — that changes. When I was working full time, T used
breakfasts. At school, it depended on my class schedules. But, regardless of where I find myself, I spend at least 5 hours a
week networking. T also use Saturday mornings and I can be home by 8:30 — when the rest of the house is starting to wake up.

The Excuse: Cost

Yes.... All these breakfasts can be expensive. But you can do it cheaply! Eating a bagel at LePeeps with coffee can cost less
than $4. And, every 6th breakfast is free! You can earn a free breakfast every other week on that plan!!! Now I even have a
great network of LePeep employees too!!!

You will not build a network if you are the last one to enter a meeting and the first one to leave. You must make a commitment
to get involved, make a contribution and spend the time needed to get to know people personally.
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The Excuse: Fear of Rejection

Someone gave me this reason as an excuse for not networking. They stated “I don’t have anything to offer. I don’t have special
information or contact to add to the network.”

I agree — networking is an exchange of favors. But you cannot anticipate what another person wants or needs. You just don’t
know about what or who you know that may benefit another!

Networking is the exchange of information for mutual benefit — it is not just the potential job contact or client. It is the referral
of a doctor, babysitter, attorney or suggestion of a solution. I have worried a lot about how I could pay back a rich or famous
contact — until T realize that there is always time and/or a way. Sometimes having one of my contacts call another contact is
enough benefit. Sometimes you can’t return a favor for a year or more!

Have you heard of the concept that there are “only 6 degrees of separation between any two people?” Well, I have found this to
be very true. I think that everyone in this room is only 6 people (or less) from anyone in the world. The larger your network the
fewer links separate you from anyone else and the more people you can be linked to.

What reasons do you have for not networking?

6.1.2. Places to Look for Projects & Support

Joining professional associations (e.g., American Evaluation Association, The Society for Community Research and Action) often
open up the doors to multiple avenues to look for work. Many associations host electronic mail discussion lists as a way to
communicate with others who have similar interests and or expertise and are places to post questions or answers related to your
work. Jobs are often posted on e-mail discussion lists, before you see them in print. A formal Request for Proposals (RFPs) is the
most common way that federal and state agencies, as well as large foundations, solicit research and evaluation investigators.
Topical RFPs are often distributed through e-mail discussion lists as well. Otherwise, RFPs can be found on government and or
foundation websites.

However, Dr. Melanie Hwalek, president of SPEC Associates says,

"In our practice, we seldom respond directly to RFPs for three reasons: 1) RFPs are often
a poor way to solicit the most appropriate consultant ‘fit’ with the client and the client's
needs; 2) RFPs are sometimes used in situations where the preferred consultant is already
selected, but documentation of a selection process is required; and 3) RFPs often focus
too closely on the cost of the work rather than the quality and value of the work.

Clients focused on cost are less likely to be satisfied with the consulting experience, less
likely to refer other clients, and less likely to add to the consultant's stock-in-trade -- their
body of work and their marketable professional reputation.”

Many foundations keep consultant banks that you can add your information to by contacting them or posting your information
directly via the web. For example, The Rhode Island Foundation maintains a nonprofit consultant directory, and Works in progress
Inc., a Minnesota based non-profit, also houses a consultant directory. Other consultant banks are kept by professional
organizations or universities. For example, Western Michigan University’s has a directory of evaluators you can find on-line.

Sometimes getting on a foundation referral list is as simple as going on their website or calling them up and providing them with
your resume and a list of past projects and clients. A simple Google search revealed almost 700 non-profit consultant directories to
choose from.

Politicians are often looking for volunteers in their districts to serve on committees/task forces to help inform them about problems
and potential solutions. For folks who are even more highly motivated to be involved with local issues, serving on the PTA, school
board or even city council should be considered. Greenbaum (1990) makes many suggestions when it comes to consultants doing
volunteer work in the community and three seemed particularly relevant. First of all, only get involved with causes with which you
have a personal commitment. Second, aspire to leadership positions. Being merely a joiner is much less effective than becoming a
leader. Lastly, when doing community work, keep a low profile about your consulting practice. It is always better to have someone
ask you about what you do rather than to go around pushing yourself on others.
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Other referral sources are found at local universities:

o Professors (in and out of your discipline’s department, school or college)

e Alumni- who do consulting work themselves

o Community Relations Offices — may be able to link you up with organizations looking for assistance

o Service-Learning Offices — The sites where they send students can often use professional help as well.

o Community Research Centers — These centers often have to turn away requests that do not fit into their focus areas.

o Grants office/Office of Sponsored Programs & Research — While they are geared toward assisting faculty and staff of the
university, if you develop a relationship with the officers in these offices they can provide you with a heads up if new
opportunities may be available.

o Reference Librarians are some of the most helpful people on earth when it comes to looking for obscure information
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6.2: Conclusion

Some people are natural social butterflies and have a flare for marketing. However, for the rest of us, these are activities that
require quite a bit of effort. Nonetheless, being able to clearly articulate the value you add for clients is an essential piece of
maintaining a successful consulting practice. The exercises and resources discussed in this chapter can be applied to many
disciplines but are of particular import to independent consultants. Simple marketing materials can help you communicate your
strengths to potential clients and colleagues and effective networking combined with quality work can provide you with a steady
stream of community and non-profit partners.
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7.1: When to Submit a Proposal

Clients hire consultants to identify and/or solve stated or unstated problems in their organizations. Before you decide to submit a
proposal for a consulting project, you should decide whether the probability of a successful collaboration outweighs the cost of
putting together a first rate proposal. This decision of whether or not to pursue a job should rest on essential information about the
client and your ability to respond to the client’s need. As adapted from Staggs (2004), here are nine steps to follow to ensure you
make a thorough assessment of whether or not to pursue a project:

1. Determine whether your values and background coincide with the values and viewpoints of the client.

2. Determine whether the client is willing and able to take ownership and responsibility for their roles in a collaborative process.

3. Determine whether the organization is in a position to benefit from advice by implementing change. Do they have the resources
necessary for change?

4. Determine how the client would potentially benefit from your solution.

5. Consider whether you have the knowledge and skills to meet or exceed the clients’ expectations.

6. Assess contractual issues, such as who will have ownership and/or rights to the data or any other tools (e.g., measurement tools)
that may be created during the contract.

7. Determine whether the working environment will be suitable for you.

8. Determine whether the client is willing and able to pay enough for you to meet your own financial obligations.

9. Consider how likely conducting this project will provide you with meaningful experience or future referrals in an area of
interest to you.

Once you decide the project is a good fit with your interests and skills, you may then consider whether you have all of the
appropriate skills, and whether the job will require one or more partners or subcontractors to complete it within the requested
timeframe.
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7.2: Whether to Team up or Go it Alone
Team consulting may be appropriate when:

1. The personal styles or technical backgrounds of partners/subcontractors are complimentary.

2. The nature of the project suggests the need for more than one person or you are convinced that having more than one person
carry out the tasks of the project would be more efficient than attempting to have one person complete the consultation. For
example if there is a short window of time in which to collect data in multiple locations, this would usually be completed more
efficiently with multiple consultants or staff.

3. Training or development of one of the consultants is a goal; team consulting is a way to mentor beginning consultants or
enhance your own development (this can be done behind the scenes).

Team Consulting may be inappropriate when:

1. The job is small and a second consultant would add too much cost.
2. Adding a second consultant may put too much distance between the client and the consultant.
3. It is inefficient to subdivide required tasks.
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7.3: Deciding What to Charge

When deciding what to charge, the first step is to try to figure out what the marketplace will allow you to charge. Several key
informants suggested that ideally, prices should depend on what the market will bear. You will need to estimate the number hours a
project will require to be completed and also take into account the amount of money you need to earn. However, as a
businessperson you need to pay attention to the marketplace in addition to how much time a task will take. As mentioned above,
this is not an easy task because clients and competitors are seldom going to tell you what they have proposed to charge for a
specific project. One reason why others are hesitant to share their pricing strategies, especially in open forums such as email
discussion lists (which are great places to get advice on almost all other topics), is that they are advised by legal counsel not to do
so, or prohibited by the rules of the group from discussing pricing. There is a fear among professional associations that they will be
suspected of breaching the U.S. anti-trust laws and be accused of price-fixing. There is less fear about prosecution than expensive
inquiries that will entail legal fees.

Email discussion list policies often state that users can discuss approaches to pricing, reasoning behind pricing, thoughts about
what works and what does not work in the decision- making process. However the discussion of "I charge this, what do you
charge?" is off limits. While many new consultants are frustrated by these policies, other more experienced consultants sometimes
support these rules for reasons other than risk aversion. They argue that the more important issue for the growth and success of a
consultant's practice is not the dollar amount they charge, but the thinking behind the pricing - the value you believe you bring to
the client. Learning what to consider in setting fees gets a consultant to determine whether a) what you do is something you need to
set the price for in your own way, or b) if it is simply a commodity whose price is determined by the market. If it is determined by
the market as merely a commodity, you don't need an email discussion list or message board on a website to tell you what it costs —
you will learn this through communicating with clients over time.

We will give you some ideas about how to figure out what to charge and how to estimate what to charge clients for your services.
Billing and contracting is contextually based. It is important to get as much information as possible from clients up front in order to
understand what they need and to identify the required steps in the project. Start by estimating the number of hours needed to
complete the project.
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7.4: Cost and Length Estimation

Many early career consultants create estimates by working backwards from an end date. This is not advisable because it does not
produce an accurate assessment of the work required to complete a project. Try to utilize the information you have about what the
project will entail and use your best judgment based on past experience as to how long tasks will take. If you are heading into new
territory, use your network of experts to get some estimates for specific tasks for which you are unfamiliar. Then add a cushion to
account for delays that are not within your control (e.g., limited access to the client during a busy season). Finally, do not forget to
add in your overhead costs of doing business, such as income taxes, insurance, unemployment taxes, worker’s compensation,
vacation time, professional services (e.g., lawyers and accountants, office space, office equipment, utilities, furniture, computer
hardware and software, printer, photocopier, internet and phone service, project supplies, time to keep records for taxes and billing,
time for preparation and professional development). Additionally, if this is your full-time work, you will need to consider the
amount of money which you need to earn in about 120 billable working days per year. Even if you are only taking 2-3 weeks of
vacation per year, you still will only be able to complete about 120 billable week days after accounting for holidays, administrative
and professional development/marketing days, and difficulties matching your availability with clients’ availability (Biech, 1998).

Many of these costs can be projected for the year and then assigned to each project depending on the percentage of time you plan
for the project to consume. Experts suggest that approximately 60% of what you bill should cover overhead costs and the rest
should go toward salaries and profit (if your business is fortunate enough to turn a profit).

Elaine Biech (1998) offers the 3x rule to determine how much to bill clients. The idea is that in order to bring in enough money to
cover overhead, salaries, and contribute profit for the company, you will need to bill 3x your salary.

Once you have estimated the number of hours you think it will take to complete the project and any overhead costs, then ask
yourself these (5) five questions:

1. Does this price look reasonable on its face?

2. Is the client likely to pay this much?

3. Is this price close to competitors’ prices?

4. How much do I/we want the contract?

5. Would it be useful for me/us to have done this project regardless of earnings?

If your timeline or price does not appear to be consistent with what the client is looking for, then you may need to reconsider the

project scope (smaller scope = quicker delivery) and staffing (more people = quicker delivery) (Staggs & Shewe, 2004).
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7.5: Setting a Pricing Strategy

There are quite a few different ways you can choose to bill clients for your work. We will outline the advantages and disadvantages
of several of the more common pricing strategies below.

7.5.1. Hourly rates

Charging hourly is simple and safe. You get paid for your time. If the project takes longer than expected, your rate does not change.
This is advantageous for small projects or projects that require you to work with clients directly because there is transparency. The
client sees you doing the work and knows what they are paying for. If you are doing discreet tasks such as conducting trainings,
interviews, or focus groups, at first glance charging hourly makes sense. However, you still need to build into your hourly rate the
preparation time as well as overhead costs. While almost all the key informants for this study estimated the amount of time tasks
would take when creating their proposals and some calculated hourly rates they were hoping to earn, few consultants to non-profits
recommend charging clients hourly. When tasks take longer than either the client or you expect they should take, it can be difficult
to keep clients happy and wanting to work with you again in the future. Non-profit clients may also take umbrage with what they
see as an exorbitant hourly rate when they do not consider your overhead costs or taxes and assume the dollar value is equivalent to
your earnings. When comparing their own salaries to what looks like an inflated number this can create resentment or reduce the
likelihood of them hiring you. Also for a consultant who is just starting out it may be difficult to obtain a high hourly rate. When
determining fees for her clients, the owner of an S corporation and veteran consultant, calculates an hourly rate of $135 for her
services, $85 for Masters level staff, and $50 for support staff.

7.5.2. Daily rates

Charging daily rates are similar to the hourly rate in that you are guaranteed to be paid for your time. However, there is a little more
wiggle room. You can determine how many hours a day that you actually work and this will not change the rate. Thus if the project
is taking longer than expected you can absorb some of the overruns along with the client. In addition, there is more incentive to get
your work done quickly and efficiently as the time you save within a day is yours and will not reduce your bottom line for the day.

When calculating daily fees as opposed to hourly fees, Bermont (1997) suggests charging seven times your hourly fee as opposed
to eight. This gives the client one hour free and guarantees you more hours of work. The most highly esteemed, experienced, and
published consultants in the field charge up to $5,000 per day, which includes all expenses, including national or international
travel. This type of rate gives you an idea of the potential and need in the field, although most consultants working with non-profits
do not earn this level of income.

7.5.3. Fixed Project Price

Most consulting projects will involve many tasks and more than one deliverable. Providing one fixed price for the entire project
may be tempting because it provides you with an incentive to complete the project in a timely manner and allows for flexibility.

However, Requests for Proposals (RFPs) often do have specific dollar amounts attached to them, along with a list of specific tasks
they would like accomplished. Some consultants warn against responding to RFPs at all because the cost is usually based on the
budget of the organization or funder as opposed to the scope of the project. This inconsistency can create headaches. In addition,
responding to RFPs are time consuming and take a lot of work and you often don’t know your chances of landing the project.
Furthermore, many consultants have had the experience of responding to an RFP to only later find out that the organization already
knew the consultant they would hire before sending out the RFP but sent it out to follow requirements of their board or their
bylaws. Others have been on the other side when organizations have said they really wanted to hire them but needed to put out a
public RFP first so they could turn down a few bids. If you do choose to respond to RFPs one challenge is to create a strong
proposal without overextending yourself for the money available. You want to find out the price range prior to writing your
proposal even if it is not listed (i.e. you don’t want to write a proposal that costs $75,000 if only $25,000 is available). You can
often do this by contacting the organization that is putting out the RFP and asking questions about the project. Understanding the
context beyond the scope, timeline and budget that might be outlined on paper are crucial to appropriate estimations of time,
expertise, people and other resources required to complete the task at hand.

7.5.4. Per Deliverable

Several consultants interviewed said they prefer to use a set fee based on a detailed estimate of the amount of time and effort the
project will take, as opposed to charging clients hourly. They recommend using an excel spreadsheet to meticulously determine
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costs, and hours it will take to complete each task required for all aspects of the proposal. But then provides the client a
summarized version with budget lines such as: “Instrument Development (X dollars)”. Some also find it helpful to also provide
information in your initial proposals about which sections of the proposal are flexible and which are not. When providing more
detailed accounts of hours, clients are more likely to ask you to cut down on the length of time spent on specific tasks. This can
lead to distrust or resentment or even harm the quality of the project.

You can choose to make your fees all inclusive or to separate out the charges for your work and for other charges such as travel
expenses, special services (e.g., food at events, translations, data entry, transcriptions etc...) or materials (e.g., copies of surveys,
reports, transcripts, data files etc...). It may be helpful to separate the charges, so you can become better at estimating the actual
expenses for each area, and from the clients’ perspective, they get a better idea of what services their dollars are covering.

]
Tip 1 for negotiating your fee: When dealing with a client, Geoffrey Bellman, author of “The Consultant’s Calling”, suggests
using the statement, “I want X dollars a day for my services” as opposed to, “My fee is....”. This approach creates a starting-
point, which allows for negotiation. But also try not to take the price negotiations personally. Your personal worth should not
be on the line with every negotiation. Rather than determining your worth, you are determining what clients are willing to pay
for your services at this point in time, taking into account a myriad of factors.

Once you have estimated your costs involved with completing a project, then you need to determine whether the project is worth X
dollars to the client. If your estimated costs and your estimate of the project worth to the client are similar, you can comfortably
move forward on the project. However, if you determine the worth to the client is higher than the amount you estimated based upon
the number of hours you think it will take, then you can charge what it is worth to the client (in this case the higher price). On the
other hand, if the expected hourly costs will outweigh the benefit to the client, you may need to: (1) work at a fraction of your
breakeven hourly rate otherwise known as “buying the business”. If you are a new consultant this can help you build your
experience and reputation, thereby earning a glowing reference for the future; however, you risk having to justify your new rates
when you want to be adequately paid for your services, when this client and others may want the same great rate for the next
project. (2) explain to the client that you cannot do the project they are looking for and make it cost effective. Then suggest either
coming up with an altered project to meet their needs or providing a reference of another consultant who may be more appropriate
to carry out the project they are looking for.

Several informants emphasized that you do not need to reduce the number of hours you were planning to spend on any tasks to fit
within the budget of the project, but rather, it is better to change the scope of what you are going to do for them. If you try to do the
same job in less time, you’ll end up losing money, resenting the client, and struggling to meet your own quality standards.

]
Tip 2 for negotiating your fee: Dale Rose recommends negotiating on the scope of the work to be done instead of the fees you
charge. In other words, deliverables should be sold at fixed prices and the price should be determined based on the value of the
product to the client and the amount of time and effort involved on your end. Dale Rose has found that clients prefer not to
have hourly billing and only resorts to this when his company is already engaged with the client (e.g., you may request
additional services for the hourly rate of X).

Ninety percent of those surveyed and interviewed stated that they used some sort of sliding scale when charging their clients. Most
often this means taking into account the resources of the client. But sometimes the scale is dependent upon the type of organization
with whom consultants contract. For example, some consultants charge less for schools than they do for businesses regardless of
their resource availability. It is helpful to be clear and consistent with your pricing methods. Since many of your jobs will come
from word of mouth referrals, your clients may share information about what they paid you in the past. In order to maintain a fair
and ethical practice (as well as image) you will want to be able to simply and quickly justify why you may give a particular non-
profit one rate and another non-profit half of that rate for a similar service.

Some consultants have upper and lower limits of what they will charge. For example, as a graduate student and sole proprietor,
Andrew White used a sliding scale, but kept his bottom limit above $25 an hour.

Elaine Biech (1999) argues that “pricing services too low is the biggest mistake that new consultants make” (pg. 43). Lower rates
mean that you have to take on more projects to make ends meet (an overwhelming task for a newcomer). Taking on more projects
also means you’ll have less time to devote to any individual project and interacting with clients. She recommends charging a price
that will allow you to do the job with “superior quality”. Some consultants also have found that similar to other products and
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services, higher prices are equated with higher quality and lower prices are equated with lower quality. Very low prices may make
you attractive to some clients, but may keep others away. For an example of a pricing worksheet and sample costs, see Appendix 7-
1.

In addition, when negotiating fees you will want to avoid providing one price and then lowering that price to land the project. This
implies that your first rate was padded and unnecessarily high. This will set a precedent for your negotiations with this client (as
well as clients referred by this client) in the future. Once you have established your credibility, either through great
recommendations or based upon the initial meetings, then you are less likely to have potential clients try to talk you down in fees.
Nonetheless, in the non-profit arena, making exceptions based on available funds comes up much more than in the for-profit or
government worlds.

This page titled 7.5: Setting a Pricing Strategy is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola
and Susan Dvorak McMahon.
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7.6: Timing of Payments

In terms of the timing of the payments, often payment is spread out across the length of the project, but most informants explained
that getting paid up front is both the most desirable and most difficult arrangement. With medium sized contracts Martha Henry has
required 1/3™ up-front 1/3" in the middle and 1/3™ at the completion of the project. With the larger contracts she requires monthly
payments or 75% up-front. For small businesses handling larger contracts can lead to a large tax burden if it comes at the end of the
year, so it is best to negotiate a partial payment prior to year-end then spread out the rest of the payments after the first of the year.

Do not hesitate to renegotiate payment triggers in the contract when the project expands in time and/or deliverables. As clients can
become friends, there is a tendency towards informality. However, if you have payment on completion of the project and the
project expands, then you are further delayed in payment. Thus, project delays can quickly eat into your cash reserves.

This page titled 7.6: Timing of Payments is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and
Susan Dvorak McMahon.
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7.7: Proposals and Contracts

7.7.1. Proposals

A proposal is a common step in competing for a project and/or determining the scope of a project. The proposal should include
what tasks and deliverables will be included in the project, roles and responsibilities to ensure tasks get done, a timeline for
completion of tasks and deliverables, and the costs or investment required to complete (monetary, manpower, time, materials,
etc...) the project. Often consultants choose to include a background or purpose statement that provides an overview of the
organization and their needs for the project.

Tip: Some consultants suggest including effective dates in proposals so you are not kept waiting for an inordinate amount of
time to hear back from a client. For example, you could insert a short clause stating the terms of this proposal are effective
through July 1, 2010.

7.7.2. Writing Contracts

There are many good resources for deciding what to include in a consulting contract. However, a good contract is specific to the
topic area and the project to be completed. Ask colleagues for templates from which to build a contract that is comfortable for you.
There are two general types of contracts in common use. The first type of contract is the informal, “Memorandum of
Understanding” (MOU) or “Memorandum of Agreement” (MOA). MOU/As are often stripped down versions of project proposals,
and are usually prepared by the consultant. Jolley, Wituk, Gregory, Thomas, and Meissen describe using MOUs with local
organizations (and include an example MOU) in their chapter titled, “Capacity Building with Faith-based and Community
Organizations: Lessons learned from the Compassion Kansas initiative”. Peter Block (2001) provides a good description for the
essential parts of this type of consulting contract. Block’s template includes nine sections:

1. The boundaries of the analysis

2. Objectives of the project

3. The type of information you seek

4. Your role in the project

5. The product(s) you will deliver

6. What support and involvement you need from the client
7. Time schedule and costs

8. Confidentiality

9. Provision for post-project feedback

The other type of contract is a formal, legalese-type document. The formal contracts are most often prepared for consultants or
clients by a contracts lawyer. Often, clients will have standard contracts for all consultants or vendors that they will want you to
sign. While most of these contracts are built to create clear guidelines for your working agreement, they are also designed to meet
the needs of the client first and foremost. Contracts that are created by lawyers are often long and difficult for non-lawyers to
understand. You’ll want to check whether there are any clauses that protect the client without protecting you. For instance, there
may be language that caps the amount of money paid in case of project overrun, regardless of the increased amount of time or costs
to you. Data ownership is another issue to examine carefully in client contracts. Susan Staggs (2004) recommends trying to have
clients sign your contract, and if they won’t, read theirs carefully. If you do not understand their contract, ask questions, and if you
still feel uneasy, consult with a lawyer.

7.7.3. Additional Parts of Proposals & Contracts

Roles and responsibilities of consultant and consultee (client) need to be clearly established. Effective consultation requires that the
clients and consultants define their respective roles and responsibilities prior to beginning the project. The client should clearly
articulate information priorities, facilitate the consultant’s access to information and personnel if needed, and be invested in the use
of the consultant’s findings. In addition, issues such as ownership of data and/or intellectual property should be articulated in the
contract. A.S. explained that for her projects, “They buy it, they own it.” If she wanted to publish from the data she would write it
into the contract.
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7.8: Working Through Institutional Review Boards (IRBs)

When consultants put on their researcher hats for their clients and collect data, they need to consider proper ethical conduct with
human subjects. When working on federal research grants, or working for universities that have IRBs, consultants will need to
submit their protocols to their institutional review board for approval if the project is considered to be human subjects “research”.
Research is defined as a systematic investigation, including research development, testing and evaluation, designed to develop or
contribute to generalizable knowledge. Research that is organizational in nature and does not involve data collection or information
about individuals may not require IRB review. You need to become familiar with your university policies. Federal guidelines
related to human subjects research can be found at the United States Department of Health and Human Services Office for Human
Research Protections.

Some social service agencies such as departments of health and human services or child protective services may have their own
internal IRBs. Schools also sometimes have formal research review boards with particular guidelines related to consent processes
and content, as well as research approval. If you are not affiliated with a university and the organization you are working with does
not have a review board, formal institutional review is not required. However, if you wish to publish the work, some journals
require studies to have undergone IRB approval. Independent IRBs do exist and reviews can be obtained through paying a fee. In
any case, if IRB approval is required, you should be well aware of the processes, procedures, timelines, and fees (if any), as these
factors will influence your consulting project.

All key informants stated they utilize an informed consent process (i.e. assent or consent forms) for every project which involves
collecting data from human participants. Consultants ensure their consent process is consistent with the ethical guidelines of the
professional associations to which they belong, such as the American Evaluation Association or the American Psychological
Association. Examples of consent forms can be found on University IRB websites. Participants need to be informed about the
purpose of the study, risks and benefits, and how the data will be used. When possible, individual records are held in confidence
and reports only provide information in the aggregate. In addition, confidential records are archived in a safe and secure manner
(i.e. locked file cabinets, password protected files), deidentified when possible, kept for up to three years, and then destroyed (e.g.,
shredded). However, if the data does not contain any identifying information, it can be kept indefinitely. Other regulations that may
need to be considered include the privacy and record keeping guidelines outlined in the Health Insurance Portability and
Accountability Act of 1996 (HIPAA), a federal law that protects the privacy of patients’ health care records, and the Family
Educational Rights and Privacy Act (FERPA) (20 U.S.C. § 1232g; 34 CFR Part 99), a federal law that protects the privacy of
student education records.

Some universities also offer their IRB services to private companies, but costs and time lags are often prohibitive. Furthermore,
businesses typically take a stance that is different from government or educational institutions. Their perspective leads them to
focus more on gaining useful information rather than protecting the rights of individuals. See IRB websites for more information on
the topic: Western Institutional Review Board (WIRB); Shulman Associates IRB; A guidebook from the U.S. department of Health
and Human Services is also available on the web.

Most informants explained that they often do not utilize review boards unless required. Reasons for this included excessive time
added to the project and high cost of non-university review board companies. Several informants stated they tried using state IRBs,
but found that it took too long. A few even mentioned using private companies but found this to be very costly. If the end goal of
the consulting project is to serve the client’s needs, rather than to create generalizable knowledge, use of an IRB is not needed, but
of course you must still treat participants ethically.

This page titled 7.8: Working Through Institutional Review Boards (IRBs) is shared under a CC BY-NC 4.0 license and was authored, remixed,
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7.9: Getting Paid

Make every attempt to track all of your time on each task. This helps keep you focused, ensures that all non-paid time is
documented and will help you plan more accurately for future projects. Set up a system to keep track of invoices before you get
busy with multiple projects. This system will also come in handy when it is time to report earnings for taxes. Developing a good
and trusting working relationship is important in every phase of the consulting process. The billing process is no exception. While
it is natural to assume problems getting paid will not occur each time you sign a contract, delays in payment are common. While it
is rare that clients refuse to pay for services rendered, funding problems and related delays are common in the non-profit,
educational and government sectors. As an employee of a company, you can complain to your union or your state labor department
if you do not get paid on time and businesses are weary of heavy fines and bad morale among employees. However, as a self-
employed consultant, there is no governmental agency that will help you get paid. Therefore, you need to be proactive and act as
though your livelihood depends on getting paid for your work, because it does.

Make sure to send your bill immediately. Just as it is frustrating not to get paid in a timely manner, it can be troublesome for clients
not to receive invoices when they are expected. Clients may procure (set aside) money ahead of time to make sure the money is
there when they need it. However, procurements often have timeframes and can cause difficulties for your client if they are not
closed out on-time. For example, some budgeted accounts are frozen at the end of each fiscal year for accounting purposes or for
the purpose of determining how much money needs to be budgeted for the following year. In addition, the value of your work may
be very clear a few weeks after the project is completed but this apparent value may not be as clear several months later when there
are other more pressing issues being dealt with. Thus, it is good practice to send invoices out as soon as you complete the task,
provide the deliverable, or reach the agreed upon point in the project when the next payment is due. Furthermore, many larger
agencies including the federal government wait 30 days between the date they receive the invoice and the date they cut the check.
So if you wait a few weeks before sending the bill, it could be 45 or 60 days between when you complete the work and when you
receive the check.

Remember that it is a lot harder to withhold payment from a person that you know as opposed to a company that sends letters.
Therefore, calling clients usually works better than sending additional invoices. If you have contracted with a large institution or
company, you may have to first contact someone in the accounts payable or purchasing department. But do not hesitate to let the
person you contracted with know of the problem. If this doesn’t work, Nolo.com recommends speaking to management or even the
president of the institution or company. If you are not successful with phone calls, make an appointment to personally visit whoever
is in charge of paying you.

TIP for tracking time spent on task: Use timesheets for yourself and any employees you have. Your client(s) may want to know
how much time you spent on various tasks, and you’ll definitely want to know, so you can do a better job of estimating how
much it costs to accomplish tasks for your next project.

This page titled 7.9: Getting Paid is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
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7.10: Staying in Business

Once you’ve got your business up and running and you are busy, keep two things in mind. First and foremost, make sure you do an
excellent job and provide top notch service for your clients. This will likely make them satisfied with your work, seek your services
in the future, and recommend you to colleagues. You will have pride in your work and feel comfortable taking on new and exciting
projects. Second, don’t forget to continue to build your network and market your skills. Staying in business requires that you have a
continuous flow of clients.
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7.11: Conclusion

In this chapter we have identified several decisions and skills that are required as you contemplate which projects to engage in, set
a pricing strategy, develop proposals, and navigate getting paid. Many of these initial decisions and planning skills will evolve as
you gain more experience, yet each project will require you to think through the entire process up-front in order to make the most
appropriate plans for the project. It is important to keep track of your time on various types of tasks throughout the project, so that
you can improve your efficiency, have accurate expectations of the work required to do a high quality job, and achieve your
financial goals.

This page titled 7.11: Conclusion is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
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8.1: Introduction

For any consultant, winning a new project is a reason to celebrate; it is often the culmination of a great deal of hard work, time
investment, and creative thought. It is an opportunity to do the work you have trained and prepared to do, and ideally, to be well
compensated for doing so. Clearly, getting new business is a goal of your networking and marketing efforts, and the start to
building a profitable business. For the new consultant, however, your reaction to winning project work can be a mixture of elation,
uncertainty, and utter panic. What had seemed like a far off goal is now achieved, and you are faced with a critical decision: What
do I do next?

For new consultants, a natural first reaction is to dive headfirst into the work, but this is not necessarily the best course of action at
this stage of the project. Building a successful consulting practice involves more than the delivery of good technical work. It
simultaneously requires cultivating solid partnerships with clients, and building their trust in you. This phase of the project cycle—
the time period between winning the deal and starting the work—is the ideal phase to invest heavily in solidifying the client-
consultant relationship, and this should begin before the actual work gets started. A strong relationship is likely to produce a steady
book of business from that client organization over the long term.

This chapter will focus on common challenges faced at this stage of the project cycle, with a priority placed on strengthening the
client relationship, and making decisions that balance short-term needs with the long-term vision for the consultant’s practice. We
will explain that how you present yourself as a client-focused consultant at this early phase sets the tone for this and future projects
going forward. If you have won the opportunity to work with a client organization, this phase sets key expectations for how you
will do the work, the type of partnership you will create, and whether each of you can ultimately view the completed project as a
success.

We assert that there is a critical step—contracting—that must occur before project work begins in order to ensure its success. This
step will be outlined in detail. We will also provide action plans for those difficult situations where winning a new project may not
turn out to be a clear-cut victory for the consultant. In fact, not all wins are desirable for the long-term strategy of your business,
and not all losses are detrimental. Alignment of your project work with your vision for your consulting practice should be a
foremost consideration.

Finally, we will propose a strategy for turning a lost deal into an opportunity to maintain and cultivate that client relationship for
possible future work. The new consultant who is turned down for a project may struggle with not knowing how to proceed after the
loss. Not only is it disappointing to be turned down, but the pressures of cash flow and daily operations management can amplify
that feeling of concern. Your initial reaction may be to withdraw from that client relationship in awkwardness or embarrassment,
and to critique your proposal and sales efforts for possible shortcomings. It is important to consider winning or losing project work
in the context of a much broader relationship with that prospective client organization, however, and to handle that win or loss
accordingly. In fact, the consultant’s response to winning or losing a project is a pivotal point in the life cycle of the client
relationship that has the power to define it for the future.

The principles in this chapter hold true regardless of the size of the project or client organization. Realistically, all consultants will
face both wins and losses in the pursuit of client work, so it is important to navigate each interaction artfully. The themes presented
here borrow from an important business management process known as “Customer Relationship Management,” or CRM. CRM is a
process that allows an individual or firm to remain highly connected to the interests, concerns, and purchase habits of their current
or prospective customers. The information captured through the CRM process can be easily analyzed to create solutions to directly
target those customers’ needs. Many authors (Dyche, 2001; Freeland, 2002) have described the CRM process in exhaustive detail,
and it may be useful for the new consultant to review more literature specific to this topic. Our approach builds on CRM’s basic
concepts, but is tailored specifically to professional consulting services. While typical CRM methods tend to be software-dependent
sales tools, our method simply builds on its generalized people-oriented approach to achieving authentic win-win relationships
between clients and consultants.

This page titled 8.1: Introduction is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
Dvorak McMahon.
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8.2: Client-Centered Consulting

Building a successful consulting business requires, among other skills discussed in this book, seeing every interaction with your
client organization as an opportunity to enhance or deteriorate the quality of your relationship with them. While many people begin
consulting because they are technically proficient in their specialty, technical skills alone are not enough to sustain a successful
consulting business over time.

If you plan to grow a business, rather than simply operating as a hired gun, then projects are not a series of unrelated events, but
rather milestones on a continuum of a long-term partnership. Successful consulting businesses operate from the premise that
winning or losing a particular project is just a temporary state in the ongoing consultant-client relationship. Hence, the best
consultants work on building and maintaining relationships, regardless of whether they get a particular deal. Often, clients will go
months or years between projects, but if you maintain the relationship and continue to be a resource for your clients, when they do
have work in your specialty you will be the obvious choice.

As Figure 8-1 illustrates, managing client relationships is something that should be considered at all phases of a consulting
engagement. It is tempting to focus on relationship maintenance only during the phases before or after the project work is done.
Many consultants are very active “networkers” and spend considerable time relationship building during the first few stages of the
timeline in Figure 8-1.

<Insert Figure 8.1>
Figure 8.1. Managing consultant-client relationships at each phase of the consulting engagement.

When a project is completed, consultants may re-engage in attending to the client relationship by conducting debriefing meetings,
sending thank you cards, and other similarly focused activities. While this is important, the client-centered consultant understands
that attending to the relationship is just as critical during the actual project delivery. Your clients will not remember how friendly
you were at the cocktail party where they first got your business card nearly as much as they will remember how well you
supported them and helped them to stay on task during the project. Focus on how to succeed by bringing a client-centered approach
to the “win/lose” phase of this continuum. An engaging client relationship will almost certainly lead to future project work.

This page titled 8.2: Client-Centered Consulting is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah
Viola and Susan Dvorak McMahon.
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8.3: The Client-Centered Response to Winning the Project

If your hard work and dedication have resulted in getting hired for project work, it is a cause for celebration. Winning projects is a
major milestone for a new business, and on a personal level, it validates that you can instill confidence and potentially add value to
a client organization. Celebrating your win is important. Building a business, consulting or otherwise, requires endurance, and you
need to celebrate these moments of success to energize and motivate you during periods of difficulty. If you work with a team of
support professionals, include them in your celebration—their motivation and enthusiasm is just as necessary as yours. Even a
symbolic action like framing the email from the client organization, or a simple champagne toast is something your whole team can
look back upon with pride. We actually have a bell in our office that we ring when we receive a signed contract so the whole
company knows every time we win a new deal.

When celebrating is done, it is time to plan the project, not to start the work. Seasoned consultants learn that even with the best-
researched and best-written proposal, at this point you do not know everything you need to know about the problem situation or the
client organization. In the selling phase, the client had to keep you at a certain distance and maintain formality. Now you are “on
the team,” and your client’s disclosure to you can and should be different. Invariably, once you gain this entry, you will learn much
more about the presenting situation, and it will no doubt influence how you will approach the work. There are many reasons why
“jumping right in” to project work at the beginning of the relationship is ill-advised. Four of these reasons are outlined below:

e The consultant cannot presume that all of the project objectives are clear and have been discussed. For instance, what may
appear to be a simple employee survey project may be intended to set in place broader changes in the organization that have not
been previously discussed with the consultant. You need to be keenly aware of these broader objectives.

o The consultant and client roles during the project may not yet be clearly defined. It is important to keep in mind that you are a
full partner with the client, not a subordinate, and you must negotiate with your client how that partnership will work.

o Time and dialogue are required to create the climate of openness and full disclosure that will help the consultant throughout the
project. The client organization has shown confidence in you by hiring you for the work, but you are still a newcomer, and you
must demonstrate that you are a trustworthy confidante.

o The consultant needs to be aware of concerns or fears the client has about the project. Depending on the nature of the work to
be done, your client contact may have concerns about how the results of the study will affect their own job or their reputation,
or whether your involvement in their organization reflects poorly on them (i.e., by completing a project they could not). If these
concerns are not addressed before starting the work, you will face resistance from your client that you will not fully understand.

Consultants often project their own enthusiasm onto their clients and assume that the client shares their motivation to do the work.
In fact, this is often not the case. Keep in mind that although you are being given an opportunity to demonstrate your expertise,
your client is there because his or her organization has a problem it cannot solve independently—because they lack some specific
skill or expertise. That deficit may or may not be a source of sensitivity for the client. Your client may share your interest in getting
the project done, but the reasons behind it are likely quite different from yours. A consultant needs to clearly understand the client’s
motivation.

Start by engaging in an honest self-assessment of your own expectations and desires about the project. Ask yourself some critical
questions about how you intend to work with your client, including the following:

1. Besides delivering strong technical work, do you have other goals you would like to accomplish during this project (i.e.,
broadening your expertise in a new area, building exposure within a client organization’s industry, getting exposure to a specific
leader in the organization, securing a solid client reference, etc.)?

2. Will you work on this project exclusively, or will you be engaged in other clients’ projects concurrently?

3. Will you limit your involvement to the work listed on the proposal, or are you open to expanding the project scope if the client
requests it?

4. Do you expect access to certain organizational leaders or experts, or invitations to key meetings and events in order to
accomplish your work?

5. Do you plan to work on site at the client organization, or bring the work back to your office?

6. How will you define success for this project, and what is its end point (i.e., how do you know when you’re done)?

Once you have clarified your own goals and assumptions, you must align them with the goals and assumptions of your client. This
process of setting expectations, clarifying roles and responsibilities, and addressing any outstanding concerns before the start of
project work is called contracting, and it is a pivotal trust-building exercise between consultant and client that cannot be overlooked
in a successful partnership. Contracting is often thought of in legal terms, but in this context, the process goes beyond simple legal
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implications. Peter Block (1981) has described this phase of the client relationship extensively. In his view, contracting does not
imply an obligation in the formal and legal sense, but refers to the act of: 1) creating shared expectations, and 2) documenting those
shared expectations as an agreement. This document should be as detailed as is necessary to provide clarity to both the consultant
and the client organization about how the work will be done, and it should serve as a self-contained roadmap for the remainder of
the project. If done well, this agreement will also cement your client’s role as your sponsor within the organization, which is
likewise critical to your project’s success.

As a client-centered consultant, you will attend to two objectives during the contracting stage: 1) gaining mutual agreement from
the client about how the work will be done, and 2) continuing to build your client’s reliance on you as a trusted advisor. Ed Schein,
originator of the Process Consultation model of consulting (Schein, 1988), explains that these first few meetings with the client
organization are in fact the beginning of the intervention, as you are already gathering diagnostic information about their
organization’s culture. You are also shaping how the client perceives you and your ability to address these challenges.

Your contracting meeting should include your project’s sponsor, and this person may not necessarily be the same as your day-to-
day client contact within the organization; if not, both people should attend. Ideally, other key individuals can attend the contracting
meeting, particularly those who have the power to influence the outcome of your project and/or those whose active participation
will be critical to its success. The meeting will serve as a valuable opportunity to learn more about how your client organization
works. During this meeting, you will be able to judge the client organization’s “degree of openness, spirit of inquiry, and
authenticity of communication” (Schein, 1988).

After the contracting meeting(s), prepare an agreement that documents all decisions and commitments discussed. Generally, your
agreement with the client should clarify:

e The client contact (the person who monitors your daily operations)

e The sponsor (the person who controls your funding)

o All project objectives to be accomplished

o The timeline for all project phases, and estimated timing for delivery of final results

o The consultant’s resource needs (i.e., access to data, people, meetings and activities, etc.)

o Communication between the client and consultant (how and when)

e A communication plan for the rest of the organization about the project (if appropriate)

o The billing model for the consultant’s work (though it is assumed that the overall project cost has already been agreed upon)
¢ A method for handling out-of-scope requests

o Contents of the final work product/deliverables

There is no “standard” length to a contracting agreement. Their length and format vary, based on the type of client organization and
scale of the project being conducted. We have seen effective agreements ranging from a clearly written 1-page email to a 65-page
document. A good rule of thumb is to be concise but also comprehensive, and from that framework the consultant can determine
the necessary length. Over time, however, if you find that you are conducting many projects of similar type and scale, you may
choose to develop a contracting template that can be moderately customized for each client organization.

The contracting process will also allow you an opportunity to surface and address any inaccurate perceptions the client may have
developed during the proposal process. Make sure that you have not been miscast as being an expert in an area where you are not.
Lack of experience does not preclude you from taking on the work, but the client should have an accurate perception of your
ability. Your client should also have a realistic perception of what your consulting approach will offer or solve. A well-designed
job-training program, for example, can result in better informed employees, but it may not guarantee that all employees will
become better, more motivated performers on the job. As an external consultant, you can generate tremendous results for your
client organization, but it is unlikely that you will single-handedly rescue it from its various woes. Setting fair expectations for your
involvement is key.

The contracting process also provides a window for the consultant to surface other non-project-related expectations that the client
may bring to the partnership, so they do not derail the work later on. For example, many clients hope to have the consultant
available as an external confidante, and intend to use the project as an opportunity to request informal feedback on their own
effectiveness and professional reputation. The client may also ask the consultant for ad hoc opinions of their subordinates, or to
mediate conflicts within the organization. These may or may not be appropriate expansions of the client relationship, and as a

consultant you must measure whether these will lead to individual and organizational client relationships that are of benefit to you.
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Some of these client expectations can be particularly challenging, and may test your comfort zone as a professional. For example,
you will want to determine whether the client organization is hoping for legitimate, rigorous analysis, or simply a rubber stamp on
decisions the organization has already made. You also want to know what will be done with the work product you provide to the
client, and whether the data will be used for more than one purpose. We were once asked by a large client organization to create a
performance review system that required managers to rank employees’ performance into one of three categories: low, acceptable,
and superior. At the end of the project, we found out that this ranking system would be used to justify layoffs of hundreds of
employees, many of whom had not previously received negative performance reviews. Despite our objections, however, it was too
late to stop that process from moving forward. It is always valuable to ask ahead of time how your work will eventually be used. If
the response makes you uncomfortable, you have every right to respectfully decline to participate. All project work that you accept
should make a positive contribution to the reputation of your business.

Your attention and sensitivity to these issues, as well as your candor in discussing them with your client, will do a great deal toward
increasing your client’s confidence in you. It demonstrates your integrity, that you are organized and strategic in your planning, and
allows the client to have the comfort of knowing exactly what to expect over the course of the project work. Likewise, the dialogue
will leave you with a much better understanding of the client organization you are preparing to support.

The amount of time needed to reach a solid contracting agreement will also vary widely from project to project, given not only the
discussion time needed with the client, but the added delays of scheduling availability, review of draft agreements, and internal
consensus building that may be necessary. Consultants should build allowances for these delays into their project planning.
Reaching agreement in a large governmental agency may require a much different contracting process than doing so with a small,
community-based nonprofit, and as a result the timing would look much different. While we encourage you to aim for a period of
days or weeks instead of weeks or months to reach an agreement, it is worth investing as much time as necessary to ensure that
your project begins with clear expectations for all involved. A thorough contract, supported by a detailed discussion, will prevent
countless obstacles during your project work, and will keep you well-aligned with your client.

This page titled 8.3: The Client-Centered Response to Winning the Project is shared under a CC BY-NC 4.0 license and was authored, remixed,
and/or curated by Judah Viola and Susan Dvorak McMahon.

https://biz.libretexts.org/@go/page/132009


https://libretexts.org/
https://creativecommons.org/licenses/by-nc/4.0/
https://biz.libretexts.org/@go/page/132009?pdf
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/08%3A_A_Client-Centered_Approach_to_Winning_and_Losing_New_Business-__What_to_Do_If_You_Get_the_Project_(And_What_to_Do_If_You_Dont)/8.03%3A_The_Client-Centered_Response_to_Winning_the_Project
https://creativecommons.org/licenses/by-nc/4.0
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/08%3A_A_Client-Centered_Approach_to_Winning_and_Losing_New_Business-__What_to_Do_If_You_Get_the_Project_(And_What_to_Do_If_You_Dont)/8.03%3A_The_Client-Centered_Response_to_Winning_the_Project?no-cache

LibreTexts"

8.4: Special Circumstances in Winning Projects

In consulting, few bits of wisdom are truer than the words, “even the best laid plans will go awry.” This section addresses four
special situations consultants may face after winning a proposed project. As with other situations described in this chapter, the
consultant’s response benefits from a long-term perspective on the client-consultant relationship.

8.4.1. Situation: You are offered a project that doesn't fit what you want to do, or the kind of work you
are best suited to do.

One of the hardest decisions in the business of consulting is deciding which projects to accept and which ones to pass on to
someone else. Even the biggest consulting firms make this choice, and it comes down to two basic considerations: 1) How well
does the work fit with your core skills? 2) Can you afford financially to pass on the project? Both of these considerations are on a
continuum, and Figure 8-2 below can provide a framework for thinking about these issues when examining the viability of a
project.

<Insert Figure 8-2 >

While most consultants early in the life of their business will tend to feel the pressure of cash flow issues first, a mutually critical
point to consider is the extent to which the work fits with your skills and interests. What do you do best, and what type of work do
you want to continue to do?

If you cannot imagine turning down business, you might consider making all of the boxes in this diagram “Yes,” but doing so is ill-
advised. Many inexperienced consultants take this approach by accepting every project they can; often, this choice is grounded in
real concerns about cash flow because, at the start of their consulting careers, they may find themselves cash-strapped. Ironically,
saying “no” to projects that do not fit your mission will likely generate more cash flow in the long run, because it will give you
time to say “yes” to other work that will build a reputation certain to generate referrals.

If you still can’t believe that it could be a good idea to turn down business, two examples may be helpful. Early in our career, when
cash flow was a concern, we accepted a project evaluating a program for a small nonprofit that specialized in arts-based education.
The project was sponsored by the organization’s development director, whose primary concern was fundraising. She had secured a
sizable sum from the client organization’s biggest funder to “prove” the effectiveness of their program. Though we tried to involve
the executive director to introduce the idea that the evaluation would also be a useful self-study for ongoing program improvement,
she did not make herself available to discuss it. The study came to us in August with school starting in September, so we felt
tremendous pressure to work quickly. Our study found no significant improvements in those students, and as a result, our client was
furious—we had actually provided strong, scientifically credible evidence that their program wasn’t any more effective than a
typical curriculum! As it turned out, the development director was more interested in getting marketing material to secure more
funding than trying to objectively understand and improve their program (which could have naturally led to more funding). The
director of development and the executive director were so upset at the results, they actually hired another consultant to write a
brief stating that the results of our study (a randomized controlled experiment with over 600 students!) could be interpreted many
different ways. Though we never worked with that client organization again, it served as an important early lesson about verifying
shared expectations. Fortunately, we received consistent feedback that those who heard about the incident understood the high
quality of the study, and felt that it illustrated our integrity more than anything. We would have had a much better chance of success
with the client relationship if we had invested the time up front with both the sponsor and the executive director to clarify their
expectations about the possible outcomes.

In another example, a consultant just starting his business (with cash flow concerns) was offered and eagerly accepted a project
running statistical analyses for the human resources department at a large retail industry corporation. He was good with statistics
and could do the work at a very high quality, so this became a fine—and safe—way to stay profitable. Sure enough, this led to
many referrals and he soon found himself doing almost nothing but statistics for client organizations. After a while, short-term cash
was less “urgent,” and he began to realize that he had built a company with a reputation for number crunching, but he was not
known for what he cared about most (leadership and organization development). It took almost 6 years of diligent effort for him to
“undo” that reputation and start doing more of the work that he truly loves.

The best way to decide whether or not to accept a project is to ask the question, “Do I want more projects like this one?” The most

common way consultants generate new work is by referral, so the projects you take today will beget you similar projects tomorrow.
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8.4.2. Situation: You get a project that is too large for you to do on your own.

First-time consultants often start as a one-person firm, which can pose some challenges when it comes to winning larger projects.
Often, one-person firms pursuing larger projects will cobble together a group of like-minded professionals, and rely on an existing
client relationship to secure a larger than usual project. Perhaps the project is out of scope for you personally because of the volume
of work in relation to the time frame for doing it, the range of locations where the work will be done, or because it requires multiple
skill sets, only some of which you possess. In all of these circumstances, you must keep in mind that as far as your client is
concerned, each subcontractor represents your firm, and their actions have a direct impact on your relationship with the client
organization. If a subcontractor slips up, you have slipped up, and it is your client relationship that suffers.

When choosing how to involve subcontractors, make sure the main points of contact for the client relationship are always clearly in
your hands. If you find that the core objective of the project is in a skill area outside of your expertise, you should consider passing
on the project to the subcontractor whose skill is most in need. For example, if the project involves building an interactive Web site
where you need to provide one section of the content but you will hire a programmer to create the Web site, you may not be the
best point person for the project. Perhaps your client would be better served by allowing the programmer to run the project, and
subcontract out to you for content. Your client will be grateful to you for recommending a high quality programmer, and your
relationship will strengthen because they will see that you are interested in the client’s well-being, not just in securing a large
project. Good faith efforts, such as referring projects beyond your area of expertise, help your client see that you are genuinely
interested in their well=being.

Using colleagues as subcontractors is tempting. but can be a risky way to deliver larger projects. Clients want a consultant they can
trust who is focused on adding value through their services. When a consultant patches together a group of other professionals for
large-scale work, it can make the client nervous to think that a loose collection of individuals, each with their own agenda, will be
working on the project. The client trusts you, but they do not want to be in a situation where a long series of subcontractors is
pointing at each other saying, “it was their responsibility to do that.” Not unlike home construction, you may be able to act as a
“general contractor” of sorts and pull together the efforts of others, but keep in mind that the buck stops with you. You need to have
control of the project, and take absolute responsibility for every action taken. If, due to the nature of the project, you cannot
guarantee to your client that you will take full responsibility, you risk jeopardizing the long-term relationship by pursuing the
project. Effective contracting with the client becomes even more critical in these situations.

In our experience, the most effective way to use subcontractors is to build a small network of trusted and reliable colleagues that
you work with regularly so you can assure clients (and yourself) that these professionals will do work you can stand behind
personally. By working with the same individuals, you can also list each other on your Web sites as “affiliates,” which adds to your
credibility. No matter how often you have worked with a colleague, you still need to be the primary contact point for the client so
that your management role is clear. Many friendships among colleagues and client-consultant relationships have been lost due to
poor role clarity in these situations.

8.4.3. Situation: Immediately after you get a project, your sponsor leaves.

It is surprisingly common to have your primary client contact and/or project sponsor leave the organization or take on new roles
within it during the course of your project. The project-oriented consultant sees this moment as a complete disaster. Often, the new
person assigned to monitor your project will revise or reinterpret its parameters. In the worst case, you may find the new sponsor
was against your project while you were proposing it. The client-centered consultant, however, sees these circumstances as
pregnant with opportunity.

The client-centered consultant has built a solid relationship with the organization, not just with one individual. In nonprofit
organizations, this often means making sure that the executive director is, at the very least, aware of your work, if not actively
involved in contracting. Having established a clear and effective working relationship with the executive director, you can use the
departure of your sponsor to influence the decision about who the new sponsor will be to assure a smooth transition. Also, because
you have built solid relationships within this organization, you will undoubtedly make sure that you have exchanged contact
information with the outgoing sponsor. It may be years before a new project comes up in the new organization, but hopefully this
person will continue to use you as a resource and as a source of advice in their new position.

As for the immediate project at hand, the possibility of losing your sponsor highlights the importance of clear contracting, as
discussed earlier in this chapter. When a project contract is clear and assumptions about the work are written rather than
“unspoken,” the new sponsor is likely to formulate realistic expectations. The contract will provide a clear guide along with a time

line and expected deliverables. Approach this transition period by empathizing with the new sponsor, who is likely overwhelmed
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with new and unexpected responsibilities. Set aside the time to meet with the new sponsor, and listen openly to his or her concerns,
thoughts, and expectations. While the temptation may be to tell the new sponsor what the project “should be,” the client-centered
consultant approaches these meetings as an important opportunity to understand the new sponsor’s concerns, and to build a new
relationship within the organization. As much as you may want to start the project right away and not miss any milestones on your
time line, you need to allow the new sponsor to feel complete ownership for the project, and you need to be open to the possibility
that he or she may want to change some things. If your focus is on the long-term relationship, then you will see that it is critical for
the new sponsor to value the project. You should feel a strong sense of urgency to explore the impact of this transition on your
relationship (and, as a by-product, your project). Changing project sponsorship is a critical incident in any client-consultant
relationship, and this situation requires a timely response, preferably in person. For those procrastinators among us, meeting with
this client is far more important than organizing your messy desk or cleaning up project files for recently completed work!

8.4.4. Situation: You are offered a good project but for substantially discounted (or pro bono) rates.

Eventually, every consultant will face the situation where they are offered a project they eagerly want to do, but the client
organization wants to pay little to nothing for the work. This presents a very difficult decision, particularly for new consultants
trying to establish themselves and build a reputation. Often the consultant’s internal debate and indecision is further complicated by
the cause that the organization supports. How can you turn down an organization that is helping eradicate hunger, for example? You
may be tempted to ask yourself ,“How many people could they feed with the fees I would usually charge?”

The airlines have this conundrum figured out when they remind us to “please put on your own mask before helping others.” You
need to take care of your own needs so you can maximize the benefits of your expertise for your clients. It may be easy to justify
giving some time away if you think about a given project as a one-time event, but when you focus on building long-term client
relationships, you quickly realize that doing free work is not a good long-term strategy for building your business. You must also
realize that the client who is asking for a deep discount now will never be comfortable paying you market rates for your work in the
future. Consider that by doing work for free, you have defined the relationship around your discounted price. You have established
a pro bono mode of operating as acceptable, and have built a client relationship with this as one of the critical assumptions. Don’t
expect a client who gets something for free to be just as happy with the same work product when they have to pay for it.

Often, consultants who give their work away do not understand the value of the services they provide. Consider the value of a
rigorously designed and implemented program evaluation study that demonstrates conclusively that a particular AIDS prevention
program works far better than three popular and more costly alternatives. The organization implementing this program will be able
to use your study to secure significant funding, expand its services, and garner broad public support. How much is that worth?
Keep in mind that your work product in this case has a useful shelf life of perhaps 5 years. The client organization can continue to
reference your study year after year during its fundraising and outreach efforts. If, for example, you charged $50,000 for the project
and it led to $1 million in funding, the client will likely realize that your services were pivotal to securing that extra funding. At this
point, you have established a healthy relationship where both you and the client organization understand the value of your work,
and the client willingly pays you for your efforts. If you do this well enough, your client organization will begin to write your
services into their annual budget as a de rigueur investment in their future. They will no longer view your services as a cost.

When a client asks for a discount, you should fearlessly articulate the value of your work. Ultimately, the client organization is
most concerned with the benefits that your work will provide, and if those benefits are clear to them, cost will be a secondary and
manageable concern. If they can get $1 million in funding out of a $50,000 investment in research, their decision will be easy. The
important point is that you should not expect your client to know the value of your work unless you do. If you cannot articulate the
specific and concrete benefits the client organization will receive from working with you, go back to the drawing board until you
can. Good consultants are happy to explain the value of what they are providing; less successful consultants avoid this
conversation.

Why do clients ask for pro bono work? Any consultant working with nonprofits must realize that the most popular metric for
assessing the legitimacy of a nonprofit service agency is the percentage of funds that go to services, instead of “administrative
overhead.” Typically, agencies strive for less than 10% of their budget to be overhead. In almost all cases, consultants fall into the
undesirable part of this equation. Hence, nonprofit agencies may actually have plenty of financial resources, yet they are heavily
motivated by donors to pay you (as a member of the dreaded “overhead” class) as little as possible. If you are effective at
articulating the value of your services, however, your client will have a very hard time NOT paying you what your services are

worth because you are giving them something of value. If you cannot articulate the value that your services provide, find new
services to offer.
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8.5: The Client-Centered Response to Losing Projects

Candor and active dialogue with the client are just as necessary when the consultant’s proposal is not accepted as they are when
you win the project. We have established that your agenda as a consultant and businessperson is to build mutually beneficial long-
term relationships. Those relationships are much more significant than any individual project, and a “no” from a client organization
at one point in time may lead to a “yes” at a later point. You can still present yourself as being a valuable advisor in the context of
losing the deal—the key is to be authentic in your efforts. Being authentic, at any stage of a client relationship, is much more
important than being smart or clever, and authenticity strengthens your credibility with the client (see Block, 1981, for an extended
discussion of authenticity).

If you are interested in a long-term relationship with the client and have genuine concern for their needs, you will want to know
why your proposal was turned down. Contact the client immediately after hearing their decision, and request a conversation
(ideally in person) to find out the reason(s) behind it. Assuming this is a project you really wanted, and gave significant preparation
and attention to winning, a formal, technical approach to this client conversation (such as the one below) is not authentic:

We appreciate your notification of the decision you’ve made about consultant support for the scenario planning project. I
realize you had many choices in whom to work with, and I am sure that ABC Firm will serve your needs effectively. We
certainly hope we can work with your organization in the future, and we wish you success with the project.

Why is this approach insufficient?

o It ends the conversation. There is little motivation for the client to call you again.
o It doesn’t show the client that you are genuinely concerned about their issues.
e You have created no opportunity to learn about their decision and why you were declined.

From a conversation like this, it will be hard to reinvigorate this client relationship going forward. By contrast, an authentic
response allows you to put the relationship first and the project second:

We are disappointed that we won’t be working with you on this project. We have been enthusiastic about partnering with you,
and felt that we had a great understanding of your needs and had proposed a powerful solution. Though I realize the decision is
made, I would like to understand what was missing and what you preferred about the consultant you chose so that we can
better match your needs the next time an opportunity arises. I'm quite eager for your feedback—can we meet over lunch to
discuss it?

Why is this approach effective?

o It demonstrates a sincere interest in the client.
o It assumes there will be a long-term relationship and possible future work together.
o It opens the door for future meetings.

At the debriefing meeting with the client, your role stays the same: to listen well and to be responsive, and to show genuine concern
for their needs. Demonstrate through your words and behavior that you are open to your client’s feedback about your work, even if
it is difficult to hear—you are modeling the trust that you eventually hope this client will place in you. New consultants often
assume that when they don’t win work, it must be due to a deficit in their technical skills. Often, this is not the case, and the
decision may have very little to do with technical ability. Purchase decisions can be driven by multiple factors, including firm
location, pre-existing internal relationships, or decisions handed down by leaders with very little involvement in the actual proposal
review, among others. It is important not to personalize the feedback, but to use it as a helpful way to gain experience and
information. In fact, it is valuable to ask, “What should we have asked you about, but didn’t?” (Beich, 2001). You may be surprised
by the client’s willingness to share information with you. As the client shares feedback, read between the lines and listen for clues
about what this organization values, and for possible other project opportunities that may exist. End the meeting by showing your
appreciation for their feedback, and affirming your interest in partnering with them in the future.

After the meeting, continue to keep the client’s interests and concerns active in your mind. Stay on top of trends in their industry.
Clip a magazine article or send a book that has relevant information for them. Alert the client to conferences and workshops on this
topic area, and ideally, offer to attend the event with them. Check in periodically to see if their issues are getting adequately
resolved. Clearly, you do not want to become a nuisance to the client, but you want to maintain sufficient rapport that they view
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you as a valued resource and confidante. The key is to demonstrate that your interest in them goes far beyond the scope of the
project that you proposed. Loss of a single deal does not equal the end of the relationship.

We recently lost a project with a utility company where we had built a strong relationship based on delivering a very high-quality
training evaluation. During the initial engagement, we spent considerable time teaching the client’s staff about evaluation and
answering questions about how to use the information within the organization. When they requested an evaluation of a public
outreach program about gas lines in residential areas, we happily wrote a detailed proposal, which was accepted. We were waiting
for the initial payment before beginning the work when the director of training (the sponsor) called in a panic, having realized there
were many legal and regulatory implications for the project. We immediately visited the client to discuss the project. In the first 5
minutes, the director shared with us that he had found several firms who specialized in this particular type of program (including
legal support services). Realizing we were not the best firm for the job, we quickly shifted to helping the client think about how to
select among the handful of specialists they had discovered. When we left the meeting, the client repeatedly thanked us for our help
and asserted that they would be looking for the next opportunity to work together. While our initial intent with our visit was to
“save” the deal, the fact is that when we walked into the meeting, we had lost the deal already. No amount of persuasiveness would
have changed the client’s mind, and rightfully so. The client had already found a better solution, and our best option was to
reinforce the relationship and find a way to add value in the meeting. We lost the project, but we kept the relationship and are far
more likely to get the next one!
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8.6: Conclusion

When you are new to consulting, all marketing activity, whether it results in wins or losses, yields teaching moments and
opportunities to gain experience that will make you more effective the next time you sell a project. These activities allow you
access to past, present, and future clients, and the chance to enhance your relationship with them. We have reviewed some of the
different paths a project can take after the consultant wins it, as well as a productive path to take when your proposal is declined.
What all of our examples have in common is the emphasis on keeping the client relationship at the center of the agenda, and
creating a 50/50 partnership with the client based on trust, authenticity, and mutual agreement on what will happen next.

In the case of a project win, contracting is the necessary next step before beginning the work. Though the consultant should engage
in careful self-reflection, contracting discussions should happen promptly, while client focus and attention is high. And while the
contracting discussion may seem to entail a daunting number of contingencies to consider, years of successful consulting
experience suggest that these considerations are mission critical. Consulting work is dynamic; issues rarely stay the same over the
course of a project. Therefore, establishing safeguards and clear boundaries around the project work allows the consultant and
client to stay on task and work efficiently. Ideally, it will let you exceed client expectations, which will almost certainly lay the path
for future project work.

Whether you win or lose a project, however, let your response to the situation reveal how you will support the client as their partner
and trusted advisor in the future. Remember that much of your marketing will not originate from you. It will come from word-of-
mouth communication about you within the client organizations and industries you pursue. If you have managed client
relationships favorably and keep communication active, this favorable word-of-mouth recognition will yield many dividends over
the life of your business.

This page titled 8.6: Conclusion is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
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9.1: Introduction

This chapter provides an overview of how a typical evaluation project might proceed, from getting the contract to reporting and
communicating final evaluation results. While the project described in this chapter is a good example of a typical project, it is
important to note that not all evaluation projects proceed in this manner. This chapter presents just one of many possible project
scenarios.
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9.2: The Project

9.2.1. Overview and Description of the Program

The Healthy Schools for Healthy Students (HSHS) Pilot Project was a 3-year youth development project of an independent, not-
for-profit public foundation in Maryland that focuses on enhancing health and wellness. The project was aimed at improving the
social and emotional well-being of school age children and was fueled by the foundation’s view that health is “much broader than
merely the absence of disease or infirmity, but rather a state of optimal physical, mental, and social well-being.” This philosophy
influenced the foundation to consider the many aspects of young people’s lives that contribute to their health and well-being,
including family, peers, schools, and community.

The foundation initiated the HSHS Pilot Project by partnering with a local school system. The first phase of the project was an
adolescent and youth wellness project that started in 1999. During the initial years of this phase, local leaders, parents, educators
and students were brought together to discuss the difficulties in maintaining relationships at the family, school, and community
levels. Many of the participants in that process expressed concern about the many threats (risks) facing today’s young people.
These discussions led the foundation to implement an integrated approach to coordinate schools, families, and communities to
assist children in becoming effective, caring, and productive adults. These efforts focused primarily on staff wellness, character
education, and parent/community involvement in children’s education.

The vision of the partnership between the foundation and the school system was that students, staff, parents, and extended families
would achieve their maximum health and wellness potential. Healthy Schools for Healthy Students grew out of this partnership and
was the name of the second phase of the original adolescent and youth wellness project. This phase incorporated a more systematic
approach to the concept of whole school wellness by focusing on school culture and it was during this phase that the Foundation
decided to incorporate an evaluation into the project.

To compliment the foundation's broad definition of health that includes "a state of optimal physical, mental and social well-being,"
the developmental asset model designed by the Search Institute Minneapolis was chosen as the core strategy for the project. This
framework is a positive, strength-based approach that supports the entire community's engagement in the healthy development of
youth. It is grounded in research and has the capacity to mobilize parents, business, faith-based organizations, and schools in
working together to build assets or "building blocks" to empower and sustain growth over time. There are 40 developmental assets
grouped into seven categories (support, empowerment, boundaries and expectations, constructive use of time, commitment to
learning, positive values, social competencies, and positive identity). Research suggests that youth who possess more of these
assets are less likely to engage in risky behaviors and more likely to engage in positive behaviors than youth who possess fewer of
these assets. Research also suggests that developmental assets help students achieve both personally and academically (Scales,
2002; Epstein, 1994; North Central Regional Educational Laboratory, 1996; Catalano, Berglund, Ryan, Lonczak, & Hawkins,
1999). The foundation anticipated that the application of the Developmental Assets model would result in improved school climate,
and ultimately, to improved student achievement.

The HSHS program was piloted in three schools — one elementary school, one middle school, and one high school. The schools
were chosen to participate by the foundation because of their willingness to incorporate the developmental assets approach in their
schools. Within each school, a School Culture Committee (made up of teachers, staff, students, and parents) was responsible for
coordinating and overseeing the implementation of asset building activities. In addition, the foundation had a grant facilitator who
assisted the schools in developing and implementing these activities.

Each school was given leeway to select the types and intensities of activities and services that supported the developmental assets
way of thinking into the everyday culture of the schools. Activities chosen by the schools included: assets education targeted
toward students, staff and parents; ongoing recognition of asset behaviors; promotion of adult-child relationships; leadership
development; professional development; wellness promoting activities; tools for communicating with parents; and outreach to
parents. These activities were expected to be effective ways of “infusing” the schools with the asset development mindset and were
thought to also foster the development of youth assets and improve school culture.

9.2.2. The Evaluation Context

The foundation had two primary goals for the evaluation. The first was to determine if the developmental assets approach to youth
development would lead to: 1) positive youth outcomes, including improved academic achievement, decreased negative behaviors,

and increased positive behaviors; 2) improved outcomes for teachers, including increased job satisfaction and retention; and 3)
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increased involvement of parents in schools. Ultimately, the evaluation was to focus on whether these outcomes would lead to
improved school climate.

The second major goal of the evaluation was to determine if it was feasible to expand the project to other schools within the same
school system. The foundation hoped that the evaluation would demonstrate positive outcomes associated with the project, which
would, in turn, make other schools eager to adopt the same youth development strategy. Ultimately, the hope was that all schools in
the school system would adopt the program and that school climate would improve across the board.

This page titled 9.2: The Project is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and Susan
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9.3: Getting the Contract

Our company, Partners in Evaluation & Planning, LLC is an independent evaluation and program planning consulting company.
We had been in business for approximately 5 years when this project came along. We have two partners who own the company and
who work full time in the business, and, at the time this project started, we also had a part-time research assistant who worked 20
hours per week. The bulk of our business is focused on evaluating programs that address family and children’s issues (e.g., teen
pregnancy prevention, education, early childhood development), and this project appeared to fit well with our areas of interest and
expertise.

The foundation released the RFP for this project to the Baltimore Area Evaluators, one of the local affiliates of the American
Evaluation Association. The affiliate passed the RFP on to all members, including our company. The foundation was unknown to
us, but because the project focused on youth development we were particularly interested in responding to the RFP.

For our company, only about 10-20 percent of our work is the result of an RFP process. As with many consultants, most of our
work comes to us through networking and from word of mouth from one client to another. Furthermore, we only choose to respond
to a limited number of RFPs because of the time and effort required to prepare and submit proposals. Our success rate with RFPs
varies, but generally we win approximately 40 percent of the proposals we submit.

Choosing to respond to RFPs takes careful consideration since the time for proposal writing is non-billable. We chose to respond to
this RFP because the HSHS project fit nicely with our experience and interests and we felt that we had a very good chance to get
the job— in the end we decided that it was worth the risk (cost) to go for it.

Besides the risk/cost issues associated with RFPs, there are some other things to keep in mind if you choose to respond to an RFP
that may increase your chances of success:

o First, be realistic about your experience and qualifications and make sure that you are qualified to do the work; don’t waste time
responding to an RFP for work that you can’t realistically perform;

¢ Highlight your unique qualifications to perform the work in order to set yourself apart from all of the other evaluators who may
also be submitting proposals;

e Be sure to provide all of the information asked for in the RFP, even if it sounds unimportant or silly; and

o Neatness and organization count because how you prepare the proposal is a reflection of how you will do the actual work if you
were to get the job.

Ultimately you need to think strategically about responding to RFPs and focus on those for which you have a reasonable chance of
success.

For the HSHS project the foundation wanted an evaluator to perform three major tasks:

e Assess how the HSHS project functioned in the school setting;
e Monitor how, and to what degree, the project activities were implemented; and
o Determine the short and long-term results of the project for students, staff, and families.

The RFP also specified a theoretical framework for the evaluation design (developmental assets) as well as specific data collection
tools that needed to be used. In particular, the foundation requested that the major outcome of the evaluation, school climate, be
measured by the Profile of School Social and Learning Climate Survey, a school climate survey that had been developed by the
Search Institute. Use of this instrument was required by the foundation.

Unlike many other RFPs, this one included a specific budget amount ($60,000) for the 3-year project. Having an explicit dollar
value made preparing the proposal much easier since we could determine exactly what tasks we could perform for the available
budget. When we know the budget of a project at the proposal stage we typically estimate how many hours specific tasks will take
and, thus, how much they will cost. We then adjust our proposed approach based on whether or not the budget can adequately cover
the cost of the proposed tasks. For this project we wanted to include contextual, process, and outcome evaluation components, and
we also wanted to use both quantitative and qualitative data collection methods. The challenge was figuring out specific methods
that we could employ for each component of the evaluation while staying within the available budget. We did this by weighing the
pros and cons of various approaches and dismissing those in which the cost outweighed the benefits that would be achieved and
including those that would yield the data we needed while keeping us within the budget limitations. It is not unusual to have to
make concessions regarding methodology so that you can stay within the budget amount.

In preparing our response, we proposed the following:
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e The formation of an Evaluation Advisory Team which consisted of three Foundation staff members, project staff, the principals
from each of the three participating schools, the grant facilitator, and an administrator from the school system — the team was to
meet quarterly to discuss progress and provide input into the evaluation;

e The creation of a project logic model that specified the expected short-term, intermediate, and long-term outcomes for the
project;

o A three-pronged evaluation approach that included: 1) a contextual evaluation to assess the environment/context in which the
project was being implemented; 2) a implementation evaluation to assess how well and to what extent the project was
implemented as planned; and 3) an outcome evaluation to assess project outcomes;

¢ Both quantitative methods (surveys of students, school staff such as teachers, principals, and school culture committee
members, and parents) and qualitative methods (on-site observations, student focus groups and interviews with school
principals, school culture committee members, school system administrators, Foundation staff, and project staff) to collect data;
and

o Interim and final reports.

We proposed to use a participatory approach to the evaluation. That is, we emphasized participation of project staff and other
stakeholders in all phases of the evaluation, from developing the logic model, to designing the data collection tools, to helping to
interpret the findings. The specific ways in which project stakeholders were involved are described throughout the chapter.

As with all proposals we submit, we included a cover letter that essentially introduced our company, highlighted our qualifications
to perform the work, and expressed our appreciation for their consideration of our proposal. The only attachments we included with
the proposal were resumes for key evaluation staff. We did not attach any examples of our past work because this RFP did not ask
for that type of information. In our experience, though, this is quite unusual, as most RFPs typically ask respondents to include
samples of previous work.

The final proposal was 10 pages long and took about 2 weeks to prepare and submit. The proposal itself was detailed enough to
give the foundation an idea of how we would perform the work, but general enough so that it was clear that the proposed Advisory
Team would play a major role in the evaluation design process. For example, we did not propose any specific measures to be used
for data collection because we typically develop or decide upon data collection tools in collaboration with the client. Also, we
typically can’t propose data collection tools prior to the development of the project logic model, which specifies the expected
project outcomes (see Appendix 9-1 for copy of proposal). We were contacted by the foundation approximately 2 weeks after
submitting the proposal and were invited for an interview with staff of the foundation. To prepare for the interview we read through
the proposal several times so that we could present our approach without having to read directly from the proposal. The interview
lasted about an hour and was fairly typical in that we gave a presentation of our proposed approach to evaluating the HSHS project,
and the interviewers asked questions to further clarify how we would approach the project. During the interview the foundation
staff described to us their expectations for the evaluation. Most importantly, because of the desire to replicate the project in other
schools, the evaluation needed to be technically sound, providing the foundation with reliable data, based on scientifically sound
data collection methodologies.

The proposed qualitative data collection approaches proved to be a sticking point — one of the foundation staff members was very
skeptical of the use of qualitative data collection methods, believing that qualitative data was nothing more than “anecdotal”
information that was not “scientific.” Concerns were expressed that qualitative data would not be “scientific” enough to help
determine if project outcomes were achieved. At the time, it became apparent that he held this view because he was not
knowledgeable about the different qualitative methods that can be used to collect reliable data. He often referred to qualitative data
as “anecdotal” data, and he did not want the evaluation to use “anecdotal” information to demonstrate changes in project outcomes.
So, much of the interview was spent educating the staff on the various qualitative data collection techniques, the value of collecting
qualitative data, and the reliability of such data. In the end, this issue did not seem as though it would cause problems, as the person
who questioned the qualitative approach was open to hearing from us how we could use that type of data to help inform the
evaluation.

At the conclusion of the interview, the foundation told us that they would contact us in a few days with their final decision. We
were very happy with how the interview went — we got the impression that they were leaning toward hiring us for the project and
we were very interested in continuing to work with them based on what we learned in the interview. As promised, the foundation
called us within a couple of days and offered us the job.

For most projects, we have a standard contract that we ask clients to use (although in some cases client organizations have their
own contracts that they want to use or must use and we will defer to that). For this project, we drew up the contract after being
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offered the job, and sent it to the foundation for review and final approval. There are times when a client will make changes to our
standard contract and we are usually willing to make such changes. In this case, the foundation did not request any changes to the
contract. The contract was finalized and signed before we began work on the project.

This page titled 9.3: Getting the Contract is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola and
Susan Dvorak McMahon.
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9.4: Planning the Evaluation

As with most projects that we work on, the HSHS evaluation began with a kick- off meeting of the Evaluation Advisory Team. The
length of a kick-off meeting varies from project to project and depends largely on what we want to accomplish during the meeting.
For this project we wanted to incorporate the development of the logic model into the meeting, mainly because the members of the
Team were extremely busy and getting them all together for an additional logic model meeting would have been extremely
difficult. Because the development of the logic model was on the agenda, the kick-off meeting was an all-day meeting.

At the kick-off meeting, the Team:

o Finalized the project work plan and established timelines for completion of various tasks;
o Established a communication protocol between the project staff and the evaluators; and
¢ Created the program logic model.

9.4.1. The Project Logic Model

Creating the program logic model was the first step in designing the HSHS evaluation. The bulk of the project kick-off meeting
was devoted to developing the logic model, with Evaluation Team members working collaboratively to identify and agree upon the
expected short-term, intermediate, and long-term outcomes for the project. While the ultimate outcome (improved school climate)
had already been identified as such, the group worked on identifying the other outcomes that would lead up to achievement of
improved school climate. As with most projects, development of the logic model was a long and arduous process; however, the
value of having the model outweighed the effort involved in putting the model together. In addition, the Team members all believed
in the usefulness of having the model so they were enthusiastic about creating the model. Team members’ passion helped the
process go more smoothly.

When we work with clients to create a program logic model, we typically begin by showing a short PowerPoint presentation about
logic models — what they are, how we use them in evaluation, what components are included in the model, how we define short-
term, intermediate, and long-term outcomes, and how we distinguish outcomes from outputs. Taking the time to make this
presentation is critical, as most clients are not familiar with a logic model or the terminology we use in creating a model. Educating
clients about logic models helps them better understand the process of creating a model.

When creating the actual logic model, we use a consensus process in which we encourage all stakeholders to ultimately agree not
only on the activities and outcomes for the project, but the linkages between the activities and outcomes. As with any process
involving a fairly large group of people, disagreements occur and need to be discussed. This project was no exception. Part of the
advantage of having a diverse group of people make up the Evaluation Team is that they all bring different perspectives to the
project. This, however, can also be one of the drawbacks. For the HSHS project, principals had different perspectives than the
project staff, who had different perspectives than the school system administrators, who had different perspectives than the
foundation staff. The key to developing the logic model is getting all participants to see and understand others’ perspectives and
have an open mind to including those perspectives in the logic model.

We used a systematic approach with this group. Starting with program activities, we asked everyone to identify the activities that
made up the HSHS project. Everyone was asked to share their ideas without regard to what others may have been thinking. Once
that list was developed, we then went through each activity one by one and asked for agreement on whether the activity was a
component of the project or not. Participants were encouraged to disagree or reword the activities and to discuss their opinions with
the group. Ultimately, we would reach consensus about what activities to keep in the model and which ones to exclude. This
process proceeded in the same manner for each remaining component of the logic model — short term outcomes, intermediate
outcomes, and long-term outcomes. Once these components were all agreed upon, participants worked together through long
discussions to determine the exact pathway of outcomes.

The logic model created a visual display of how the project was expected to work, and provided an easy way for Team members, as
well as other stakeholders who were not as closely associated with the project, to understand the theory behind the program. The
final logic model was completed about two weeks following the kick-off meeting. During those two weeks, we prepared an initial
draft of the model, distributed the draft to the Evaluation Advisory Team members for comments and suggestions, and then made
changes to the model based on their suggestions. We believe it is critical to allow participants to comment on the model because it
helps them to understand the model better and it also increases their “buy-in” to the model since they have a hand in its
development. The HSHS logic model is displayed in Figure 1.
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9.4.2. The Evaluation Plan

The next step in planning the evaluation was the development of the evaluation plan. The plan was based on the logic model
drafted at the project kick-off meeting. The evaluation plan specified the final evaluation questions for the contextual,
implementation, and outcome evaluations; data collection methods and data sources for collecting data to address the research
questions; and a timeline for implementation of the plan. The plan also specified the data collection methods, data collection time
points, and data sources for each of the outcomes specified in the program logic model. The evaluation plan served as the guide for
implementing the HSHS evaluation. The plan was very useful for the stakeholders who were involved in the evaluation, as it served
as a “roadmap” for the evaluation team and let them know what they could expect as the evaluation unfolded. Exhibit 1 contains
selected excerpts from the HSHS evaluation plan, and shows the types of data collection strategies planned.

As with all evaluations that we conduct, the evaluation plan served as a guide for the Evaluation Advisory Team. The plan was
reviewed at each quarterly meeting of the Advisory team to determine if we were on track with the evaluation. Because evaluations
never run as smoothly as planned, the goal was not to strictly adhere to the plan. Instead, the goal was to make sure all evaluation
tasks outlined in the plan were completed in a reasonable time frame.

9.4.3. Data Collection Tools

Once the evaluation plan was finalized, the next step was the creation of data collection tools. The process of developing data
collection tools varies from project to project — sometimes, tools exist that measure the outcomes in which we are interested and
other times, we have to develop our own tools because appropriate ones do not exist. For this project, it was a mixture of these two
cases.

The major outcome of interest for this project was school climate. This outcome was measured both quantitatively and
qualitatively. For the quantitative measure, an existing tool was available (the Profile of School Social and Learning Climate,
developed by the Search Institute). The existing tool was developed for high school and middle school students; since the HSHS
project also included an elementary school, we adapted the tool for the elementary school.

In addition to the questions already on the school climate survey, we added questions that would provide us with data to measure
the other outcomes of the project. To find these questions we spent several days researching existing tools from which we could
draw questions. Most of our search for existing tools was conducted via the internet, although we also had to make several library
visits to get copies of some tools. The elementary school survey is included in Appendix 9-2.

Finally, we created staff and parent surveys that included questions about school climate, as well as other project outcomes. Staff
surveys were administered to teachers, teachers’ assistants, administrators, and other support staff at the three participating schools.
Copies of these surveys are included in Appendix 9-3.

Insert Figure 1

For the qualitative data, we developed 1) focus group protocols for students and school staff; and 2) interview protocols for the
principals, school culture committee chairs, the project’s grant facilitator, and the foundation staff.

The student focus group interview questions explored their feelings about school, how school helped them, how being in school
made them feel, and the extent to which their parents were involved in school (see Appendix 9-5). Staff focus groups explored their
impressions of the developmental assets framework, activities they implemented at their schools, the types of support they received
from school administrators to implement the project, and perceptions of staff satisfaction (see Appendix 9-6). Interview protocols
included questions regarding the receptiveness of school staff to implementing the HSHS project, staff satisfaction with training
that was provided about the developmental assets, barriers to implementing the project, the capacity of the schools to implement
and sustain the program, and what other schools should know about implementing the project.

In keeping with our participatory approach to this evaluation, the Evaluation Advisory Team was very involved in helping to
develop both the surveys and the qualitative protocols. Drafts of surveys and qualitative protocols were reviewed by Team
members several times before they were finalized and ready for use in the field. Involving the team at this stage helped to ensure
that the right questions were asked and that they were asked in the right manner. This improved our chances of obtaining the data
we needed. The school staff was integral to the data collection process as well.

Some Team members were concerned that parents would not take the time to complete a lengthy survey and that the students
would not have enough time during class to complete the surveys. However, the issue was discussed among the Team members and
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they decided that getting the data we needed to adequately measure the project outcomes was important enough to keep the surveys
as they were. In the end, it took about a month and a half to get all of the surveys and qualitative protocols finalized.

Insert Figure/Exhibit 2

This page titled 9.4: Planning the Evaluation is shared under a CC BY-NC 4.0 license and was authored, remixed, and/or curated by Judah Viola
and Susan Dvorak McMahon.
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9.5: Collecting the Data

9.5.1. Student data

Student data were collected in two ways. First, the Search Institute administered the Profile of School Social and Learning Climate
Survey to the middle and high schools because the foundation already had a contract with the Search Institute to administer these
surveys. Once the surveys were administered to these two schools, data were entered by the Search Institute and the raw data files
were sent to us for analysis.

The process that the Search Institute used for student surveys presented a problem for us — they did not use ID numbers or other
types of codes to identify student surveys, so we were in a position of not being able to track individual students over time. Instead
we would only have school level data. This, unfortunately, was not the approach we wanted to take, but we were unaware of this
until we began the data collection process. After much discussion about ways we might track surveys over time, the Evaluation
Team decided that we would have to abandon that idea and simply aggregate the data at each time point and compare overall
findings from one time point to another.

Since we had additional questions for the middle and high school students beyond what was asked on the Profile of School Social
and Learning Climate Survey, we were responsible for administering another survey to those students to ask the additional
questions. The process we used to administer these surveys, as well as the surveys for the elementary school, are described below.

School personnel, in particular the teachers and principals were an integral part of helping to collect the student data. For the survey
data, we enlisted the help of the principals and teachers to administer the surveys during the regular school day. This gave us the
advantage of getting a high response rate, since the students were a “captive audience” and the teachers were able to get the vast
majority of students to complete surveys. Surveys were administered at the beginning of the project and then every spring for the
remainder of the project. Thus we ended up with a baseline and several follow up surveys for each student.

We also enlisted the help of the principals to complete the student focus groups. At each data collection time point we conducted
one focus group at each school. Principals selected the students who would participate, and helped with the logistics, such as
reserving a room and scheduling the time. The groups typically included 8-10 students and were held during the students’ normal
lunch time. Often the groups ran slightly longer than the half hour allotted for lunch, but the teachers were very cooperative in
letting the students out of class for the additional time (usually about 15 extra minutes). We provided pizza and drinks. This worked
out well, as it didn’t take students away from class time, and the kids were happy to talk and be fed at the same time.

9.5.2. Staff Data

The staff surveys were left in each teacher’s mailbox and a collection box was left in each school’s main office. Staff members
were asked to complete their surveys and then simply drop their completed surveys into the collection box. While many staff
members were responsive to the initial request, the principals, once again, were very helpful in nudging along and persuading those
who had not yet completed the survey to participate on time. Because the principals were so highly invested in the project and the
evaluation, they assumed this role for us and were just as anxious as we were to have their teachers respond in a timely fashion.
Teacher response rates at all three school exceeded 90 percent.

9.5.3. Parent Data

We mulled over several options for administering the parent surveys. For example, we discussed doing phone interviews, but this
option was too expensive given the budget available. We also considered using a web-based survey, but there was a substantial
portion of parents who did not have access to the internet. After much discussion, we finally decided to send the survey home with
students. This also had its drawbacks, including the possibility, especially among the middle and high schools, that the students
would not deliver the surveys to their parents/caregivers. Despite this challenge, the Team felt that this approach was the best
option available.

In each parent survey packet we included a letter explaining the purpose of the survey, the survey itself, and an envelope for
returning the survey to school. Parents completed the survey anonymously. Collection boxes for the parent surveys were also left in
the main offices of the schools, and students were instructed to give the surveys to their teachers, who were asked to put the
completed parent surveys in the collection boxes. Response rates for parents were low to moderate, ranging from 11 percent for the
high school, to 67 percent for the elementary school.
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9.6: Reporting the Results

We established a schedule for submitting preliminary evaluation reports, as well as a final evaluation report. Towards the middle of
the first year of the project, Foundation staff members were very eager to begin learning about the findings from the evaluation.
This was a change from our original plan but we have found that a request like this is not unusual. Clients are often eager to hear
about evaluation findings as soon as data have been collected. Usually, we try to accommodate these requests if it is reasonable to
do so. In this case, we had enough data to provide the Foundation with some very preliminary results and so we granted their
request.

At the time of their request, we didn’t have enough outcome data collected to determine what impact the program was having. So,
we decided to provide the Foundation with a preliminary report that focused solely on the contextual and implementation
evaluations. This allowed the Foundation to get some feedback about the project while giving us more time to collect enough
outcome data to be able to report on project outcomes. Although the Foundation would have liked to receive more information at
that point in time, we explained to them why we couldn’t provide them with anything more and they reluctantly accepted that
decision.

The first preliminary report was submitted approximately 7 months after beginning the evaluation. Most of the first preliminary
report focused on implementation issues, such as the extent to which the 1) schools had adopted the principles of the asset
development model, 2) teachers and other school staff were helping to implement the program, and 3) school leadership was
supporting teachers’ efforts to implement the program. In addition, we described the effectiveness of training that school staff had
received about asset development, barriers and challenges encountered, and school staff perceptions of changes in students’
behaviors.

Once adequate outcome data had been collected, we began to provide the Foundation with yearly reports. These reports provided
updated data on the contextual and implementation evaluations as well as preliminary outcome findings. The final report was
submitted approximately 2.5 years after the start of the project. The final report included recommendations for program
improvement (See Appendix 9-8 to view the executive summary), Staff at the Foundation, as well as other members of the
Evaluation Advisory team spent several weeks after the submission of each report reviewing the findings and the report drafts.
They were very helpful in interpreting findings and many of their suggestions were incorporated into the final drafts. Foundation
staff also helped to further craft the recommendations.

While evaluation findings were presented in report format, results were also presented in person at debriefing sessions with the
Evaluation Advisory Team. Presenting the findings in person was helpful for two reasons. First, it gave us the opportunity to
present the major findings of the evaluation to the Team, some of whom did not have time to read the full reports. Many times, the
people who make decisions about the fate of a project do not have time to fully read and digest a full evaluation report, but they
would benefit from knowing the highlights of the evaluation. Debriefing sessions make up for this by providing project staff with
the important information they need to make informed decisions about their programs. Second, it provided the opportunity to
dialogue about the implications of the findings as plans for program expansion went forward. We have found that these types on in-
person debriefings are invaluable in getting clients to understand and ultimately use the results of an evaluation and are a very
useful supplement to written reports.

The evaluation ended prematurely and quite unexpectedly. At the end of the second year of the project, the Foundation started to
move forward with plans to initiate a community-wide asset building campaign that would encompass the entire geographic area
served by the school system that participated in the HSHS pilot project. The desire to take the asset building model to a community
level shifted the Foundation’s focus from completing the pilot, to establishing the broader program. Thus, the Foundation decided
to end the pilot evaluation early and spend its resources on planning and implementing the community project.
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9.7: Lessons Learned

Every evaluation project is an opportunity for learning and growth. Challenges, problems, setbacks, etc. are all part of the normal
evaluation process. The HSHS project was no exception, as we faced a number of challenges and learned a number of lessons over
the course of the project.

9.7.1. Evaluators Need to be Educators

As described earlier, one of the Foundation staff was every skeptical about the use of qualitative data collection methods. The
skepticism was so great that throughout the entire evaluation process (from the initial interview to the final report) our role became
that of educator — educating project staff on qualitative data collection and its usefulness in evaluation. Many times, even though
our job title is “evaluator” we are often educators as well, informing project staff about the evaluation process so that they gain an
understanding of what evaluation is all about. Educating project staff about evaluation is crucial, as they are more likely to
understand and support the evaluation if they understand how the process works and how the process will benefit them in the end
(i.e., by demonstrating the impact of their program).

9.7.2. You Have to Sell Your Services

The evaluation business is getting more competitive every day, with more and more consultants going into business and competing
for work. To get a contract you have to really sell yourself as an evaluation “expert” by emphasizing your strengths, experience,
and credentials. For this project, we took this approach in both the proposal and in the initial interview with the Foundation staff. It
was important for us to distinguish ourselves as better than other applicants by emphasizing what we could do better than our
competition. At both points in time we emphasized our experience working with youth of all ages (which was important for this
project) and in evaluating outcomes over the long term (also an important component of this evaluation).

9.7.3. Participatory Approaches Make a Difference

Engaging the HSHS project staff and other stakeholders in the evaluation proved to have huge benefits. It was clear from the
beginning that the evaluation would not run smoothly without the full support and involvement of the principals from the three
HSHS schools. Having to work through school systems to get evaluation data can be a tough job, but having the principals support
the evaluation process made data gathering much easier. In the end, the principals were eager to make the evaluation successful
because they had helped with the planning and design from the very beginning. It gave them a sense of ownership.

While the participatory approach often has huge benefits, there are also drawbacks to this approach including:

e Additional time spent sorting out differing stakeholder opinions and perspectives;

o Potentially less scientific rigor if the theoretical model and tools are too “homegrown” and not based on valid theories and
reliable evaluation tools;

o Less objectivity on behalf of the evaluator if the “partnership” is taken too far.

However, if care is taken to minimize these challenges, the benefits of the participatory approach outweigh the challenges. Benefits
include:

o Stronger logic (theoretical) model development that is based on opinions and perceptions of a variety of stakeholders, including
administrators, funders, participants, and most of all, those who work with the program on a daily basis;

¢ Better buy in from all stakeholders in the evaluation process because they have been consistently involved in the process of
design, implementation, and de-brief of results;

o Cleaner data, especially if data collection is based on program level staff administration of tools. Since staff have been included
in the entire process of developing the plan, they are more likely to put the necessary effort into getting good data;

e There is a higher likelihood that data will be used to benefit the program at both the program director level and the
administrative level. When stakeholders understand (and have been part of) the process of the evaluation, they are more likely
to feel closer to the results and to find the results useful to them.

For this project, the participatory approach was well accepted and the Evaluation Advisory team members thoroughly enjoyed
being a part in the process.
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9.7.4. Nothing is Written in Stone

When the HSHS evaluation began, the project was expected to last for three years. Due to unforeseen circumstances and the
changing priorities of the Foundation, the project was terminated after two years. There will be times when projects don’t follow
the expected course. For this project the early termination was due to the Foundation being extremely anxious to move onto the
next phase of the project, which was a community wide adolescent health and wellness promotion initiative. Not wanting to wait
until the planned conclusion of the evaluation to move forward, they made the decision to move forward as soon as some positive
results were found. This was a political decision rather than a decision based on problems with the evaluation. At the time the
evaluation ended, the Foundation expressed interest in having us work with them to evaluate the larger initiative, but that never
came to fruition. To our knowledge, the community initiative has not been evaluated.
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9.8: Conclusion

Overall, the HSHS evaluation was a positive experience for us. We got the opportunity to work with a diverse group of people who
were enthusiastic about the evaluation component of their project and who were invested in making sure the evaluation was
conducted as rigorously as possible and ran as smoothly as possible. We were also able to expand on our experience working with
youth and we gained valuable experience in designing surveys for a wide age range of students. Finally, we learned effective ways
of collecting and analyzing long-term data from different populations. The HSHS evaluation was by no means perfect. We faced a
number of challenges over the course of the project including:

¢ Documenting the “program” was difficult because the activities that could be included as an HSHS activity varied from school
to school and were not always clearly defined;

e Because of the constraints of data collection and the existing relationship of the Foundation with the Search Institute, all survey
data collected by the Search Institute was school-level versus individual-level, and that restricted the types of analyses we could
conduct;

o The selection of the participating schools was suspect since there was no definitive selection criteria;

o Premature use of evaluation data for ‘political’ purposes resulted in the early termination of the evaluation so that the client
could move forward with their new initiative; and

o Client expectations were (too?) high and this is not unusual but it did make pleasing the client difficult at times.

If the budget for this project had been larger, we would have made several changes to the evaluation design, including:

e More qualitative data collection, particularly more on-site visits to the schools to observe and document program activities;

o The inclusion of control or comparison schools so that we could better associate changes in program outcomes to the actual
program; and

o Additional efforts to collect data from parents, including telephone interviews.

These changes would have made the evaluation stronger and would have provided the Foundation with a more rigorous

methodology.
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10.1: Introduction

The focus of this chapter is on developing and maintaining long-term consulting relationships, particularly those between
consultants and community-based non-profit organizations. Here we define “long-term” as those consulting relationships that
continue for a minimum of 2 years. It is important to note at the outset that having a long-term consulting relationship does not
mean that the community-based organization (CBO) is dependent on the consultant, but instead that both entities are growing
together. In the world of consulting you will find that there are a range of different types of consulting jobs, as well as a range of
clients. There will be some clients that you will enjoy working with and with whom you feel a connection, and then there will be
other clients where you will complete your contract and then (gladly) part ways. This chapter is focused on the former.

Given the focus of this book on providing guidance and direction regarding effective consultation, we thought it would be helpful
for the reader to learn about long- term consultation relationships from both the side of a consultant and an agency who hires
consultants. Having both perspectives will give the reader unique insights into what their potential clients may be thinking and
doing throughout the course of the relationship, which will assist the consultant in being more understanding and effective in their
work.

In order to accurately portray the views of both consultants and clients, we include one consultant and two representatives from
CBOs who have worked with a variety of consultants. Both consultant and CBO authors have experience working in long-term
consulting relationships, some of which have lasted 10 years or more. In addition, the consultant author has been engaged in long-
term consulting relationships with both CBO authors. The insights and ideas presented in each section were collaboratively
developed by all of us regardless of our affiliation or role in order to give a more complex and comprehensive view of long-term
consulting relationships.

The first section offers some insights into the benefits of developing and maintaining long-term consulting relationships, first from
a community-based organization (CBO) perspective and then from a consultant perspective. In addition to general benefits for each
party, we offer some consultant and agency specific benefits. In the next two sections of the chapter we provide information
regarding the types of issues that CBOs may consider when forming and maintaining long-term consulting relationships, then we
provide insights regarding issues that consultants may consider when forming/maintaining such relationships. The final section
offers some conclusions regarding long-term consulting relationships.
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10.2: Benefits of Long-Term Consulting Relationships

There are several benefits to developing and maintaining a long-term consulting relationship between a community agency and a
consultant, otherwise we wouldn’t have written this chapter! We will first discuss the general benefits of long-term consulting
relationships for both consultants and clients, followed by a few benefits specific to consultants and CBOs. The general benefits
will be organized into three broad areas: a) familiarity and comfort, b) team work and synergy, and c) commitment and dedication.

10.2.1. General Benefits

With regard to familiarity and comfort, we have found that after working together for an extended period of time, each party learns
about and becomes accustomed to the other’s work ethics, working styles, and patterns of communication. This can create a sense
of comfort since both parties know what to expect in their relationship and do not have to spend time trying to figure out how to
best work with the other. Having this understanding over time will decrease the preparatory time needed to start a new project, thus
leading to more efficient development and execution of projects.

Familiarity also leads to an understanding of each other’s strengths and weaknesses, resulting in more cohesive and collaborative
team work. Such knowledge can assist the team in appropriately dividing tasks and creating both a better process and end product;
thus increasing the likelihood of reaching the project goals. This synergistic type of relationship can result in a project that is more
efficient and effective than any project that either party alone could create and execute since it’s capitalizing on the best qualities of
each group. It also can add depth and richness to the work that is conducted, which typically could not be achieved with less
familiar partners.

Commitment to the collaborative team and dedication to the end product develop as consultants and CBOs work together. This is
critical for both parties, since a consultant does not want to work with an agency that will not be committed to fulfilling their roles
and responsibilities on a project, and the same goes for an agency not wanting an under- committed consultant. As trust and respect
are developed between an agency and a consultant, a combined sense of accomplishment and pride often develops when working
on a project. This can increase the likelihood that both parties will actively work to see the project through to fruition in a
collaborative manner. Friendships also may develop between consultants and various staff members of community agencies which
can be both professionally and personally fulfilling, and bring a special sense of companionship that together we’ve made a
difference.

Combined commitment and dedication to the continued working relationship and to each other can also result in additional
benefits. Both parties may be able to use each other’s expertise and credibility in non-project-related activities as they arise. This
may take the form of a CBO serving as a professional reference when the consultant is attempting to acquire new clients, or the
consultant providing the CBO with background information/research for a new project they are considering.

10.2.2. Consultant/CBO Specific Benefits

From the consultant’s perspective, having a long-term client means that you will have the potential to participate in multiple agency
projects, thus providing yourself with a relatively steady flow of income. This is an important reality factor if you are going to
consult as your primary source of income, since it can give you a sense of comfort knowing that you will be receiving paychecks
on a regular basis.

You also will have the ability to work with your long-term clients to contribute to the writing of grant proposals, which can assure
that the project being proposed is feasible and able to be accomplished given the proposed budget and timeframe. Many consultants
have had experiences in which they have been asked to consult with a new agency on a project after funding has already been
received, but the grant writer was not realistic or practical with the stated outcomes. Working collaboratively with an agency on
grant-writing can be beneficial for all involved, since the agency ends up having a more accurate and sophisticated grant proposal
(especially when including areas where the consultant has expertise, like program evaluation), and the consultant has a job
completing consultation tasks that s/he proposed instead of ones generated by someone who may not have the same expertise.

Community agencies also experience some specific financial and programmatic benefits from long-term consulting relationships.
At a practical financial level, a CBO can save money by continuing to hire the same consultant for various projects since they
typically do not have to pay fringe benefits to consultants as they do with their traditional employees. In addition, they do not have
to provide a work space and accompanying office equipment and supplies (e.g., desk, chair, computer, phone, etc.) for a consultant.
For small CBOs that are on tight budgets, these can be very critical cost savings. We have found that for some agency projects, it
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also may be easier to find outside financial resources/grants to fund a consultant-based project rather than one that involves the
hiring of staff members specifically because the overall price tag may be cheaper.

Having a long-term consultant also improves agency programs since the consultant typically has areas of expertise that are not
found among agency staff members, thus expanding the agency’s scope of knowledge. So, for a CBO, having a long-term
consulting relationship can be like adding a part-time staff member who comes with unique areas of expertise, but does not require
all of the financial and physical resources of a traditional employee. This can result in a growth and expansion of the services
offered by the CBO. One example of how a long-term consulting relationship has improved an agency program is the development
and expansion of an HIV prevention program for African American and Latino young men who have sex with men. This program
was initiated when the consulting relationship first began, and over an 11 year period the exponential growth, refinement, and
longevity of the program (especially in a time of severe budget cuts for HIV prevention programs) has been strongly influenced by
the long-term efforts of the consultant. The consultant has been able to bring national and local intellectual input and pro-bono
human resources to the program, which has served to enhance and expand the program. The consultant also has been able to work
with the program staff members over time to create and continually modify their own evaluation systems, and to use these data to
further improve the program.

In addition to the direct fiscal and programmatic benefits, we have found that a long-term consultant can also assist with the depth
and breadth of an agency’s dissemination efforts. One example from our collaborative work involves the dissemination of a
national runaway prevention curriculum, which was co-developed by staff members from one author’s CBO and the consultant and
his staff members. Based on the consultant’s work on this curriculum, prior history of consultation activities, and the consultant’s
areas of expertise, the CBO author asked the consultant to participate in a local press conference announcing the release of the
prevention curriculum. As a result, both authors were invited by a Federal Congress-person to Washington DC to introduce the
curriculum at another press conference on Capital Hill. The press conference was coupled with a legislative briefing, so the authors
co-presented at the briefing on issues related to both the agency and the content area (i.e., runaway youth). The consultant’s
participation resulted in a more in-depth briefing that also included an extensive presentation of complementary information
regarding homeless youth.

10.2: Benefits of Long-Term Consulting Relationships is shared under a not declared license and was authored, remixed, and/or curated by
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10.3: Developing a Long-Term Consulting Relationship- Clients’ Perspectives

When CBOs desire to establish a long-term consulting relationship with a consultant, there are several factors they should consider.
We will discuss these issues in two broad developmental stages: a) researching and selecting a consultant and b) beginning a
relationship with a consultant. We hope to offer insights into what is happening “on the other side” when you are developing a
relationship with your clients. Keep in mind that these factors are most likely influencing an agency’s actions regardless of whether
or not they are viewing you as a potential long-term consultant. Agencies want consultants who can perform for them, so once you
have proven your worth as a consultant the agency may then invite you to participate in another project and work toward building a
long-term relationship. Thus, you should approach each organization as a potential long-term client and realize that they will be
assessing the situation to determine whether or not to use your services again in the future.

10.3.1. Researching and Selecting a Consultant

It is very important for CBOs to “do their homework” before hiring a consultant. This should involve both internal and external
exploration, where the agency first learns more about what they truly want and need for their proposed project(s), and then
critically examines what type of consultant can best meet those needs. In doing an internal assessment, members of the CBO need
to think through what they will need with regard to their consultation project, as well as what they want and need with regard to
their consultant. One approach that we have found to be useful in terms of thinking about the consultation project is to have the
agency consider the end of the story first—so at the end of the project what do we want to be able to do or say? In a perfect world,
what will our end product look like, how will it function, how will it be utilized, and how will it be maintained?

Once the agency has an idea of their desired consultation project outcomes, they can then think about the type of consultant that
will best help them reach their end goal. Some questions that have been helpful in our thinking about the type of consultant that is
desired include:

1. What type of expertise do we need to have a successful project? For example, do we need someone who has expertise and
experience in research, program evaluation, brand awareness, staff compensation, or national industry/geographic comparisons
of job functions? Do we need someone who is familiar with the population served by the agency, or is expertise in the task-
related area (e.g., organization development, process evaluation, concept mapping, etc.) more important?

2. What type of consultation and leadership style best matches our agency culture and staff members? For example, is our agency
one that provides opportunities for all staff members to offer input, and thus would work well with a consultant who is non-
hierarchical and collaborative? Do we have a more hierarchical agency that only incorporates input from the Executive Director
and upper management, and thus may work well with a consultant who is viewed as a professional expert who offers specific
guidance and advice?

3. How accessible of a consultant do we need? Do we need a consultant who we can call directly with any immediate questions or
requests, and s/he will consistently respond to our needs within 24 hours or less? Are we comfortable with sending email
questions/requests that are then addressed during the next regularly scheduled meeting with the consultant?

Once the agency has taken the time to explore their consultation project and consultant needs, then it’s time to seek out the best
person for the job. We have found that although it is tempting to jump into a consulting relationship with the first consultant that
appears to fit the bill of what we need, especially when working under a tight deadline from funders, it is best to take the time to
really learn about potential consultants first. It has been helpful in our experience to cast a wide net, and to explore a range of
different types of consultants who have the expertise that is needed for our project. This is one place where you as a consultant can
make the job of CBOs much easier by providing easily accessible information, through a website or printed materials, to potential
clients regarding the following:

o areas of expertise

¢ consultation experiences

o styles of consultation

e services available

o availability (this will be discussed in greater detail in the next section)

Some CBOs also may decide to create a Request for Proposals (RFP) and distribute it through multiple channels in order to have a
larger pool of consultants from which to choose.

Once potential consultants have been identified, we have found that it is best to request references from prior clients first, and then
to interview all appropriate candidates. Although calling and checking references can be a time consuming process, it typically
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pays off in the long run since agencies can learn a great deal about the consultant from talking with her/his previous clients. The
interview process typically entails participation from a range of individuals working in the agency, especially if the agency is
seeking to hire a consultant with whom they hope to work for an extended period of time. We find it helpful if consultants
distribute printed materials during the interview that outline the services that can be provided (along with a website address), as
well as some sample reports or products from previous consulting jobs. The interview team will typically include both those who
will work directly with the consultant on the project(s), as well as key stakeholders in the agency whose buy-in and commitment
are needed. Some agencies also may involve members of their Board of Directors, especially if the goal is to select a consultant
with whom the agency hopes to work for a long time.

Once the interviews have been conducted and the references checked, then the CBO must make their final decision about who to
invite to be their consultant. This decision should be one that involves multiple voices and perspectives, and considers all of the
information gathered about each consultant. Although some agencies may be tempted by a lower price tag, we have found that
sometimes cheaper consulting relationships end up being more expensive in the end. So as a consultant, it is not advisable to try
and promote yourself as having the lowest price at the expense of experience, expertise, or substance.

10.3.2. Beginning a Relationship with a Consultant

Once the agency has gone through the process of researching and selecting a consultant, it is time to begin negotiations with that
person in order to establish the parameters of the working relationship. The CBO and consultant should openly discuss each other’s
expectations, goals and boundaries of the relationship, including clear delineations of responsibilities. Agency staff members will
need to be as clear as possible about what they need the consultant to do and what they themselves have the time, experience, and
skills to do on the project. Time frames for the expected work should also be discussed. Scopes of work set by funders, as well as
the required end products (both those mandated by the funder and those mandated by the agency’s needs) will need to be discussed
so that the consultant is clear about what s/he and the agency will need to produce. The final product from such negotiations will be
a mutually agreed upon contract that clearly details the focus and scope of the contracted work, and delineates the expectations of
both the client and the consultant.

When the expectations of the consultant and the consulting project are being negotiated with the consultant, a parallel process
should occur within the agency whereby CBO staff members are aware of what will be expected of them and what they can expect
from the consultant. Some staff members may think that the consultant will be taking over responsibilities for them, or that the
consultant will now serve as a staff member or supersede the role of their current supervisors. It is important that members of the
agency do not see the consultant as a “magic bullet” that will solve all of the agency’s problems.

As the contract is negotiated and the consultant begins to visit the agency more, staff members can play a critical role in helping the
consultant learn about the history, mission, and vision of the agency. We have found that although our CBO staff members are
typically quite busy with their workloads and multiple roles, it benefits the agency to have them set their typical duties aside when
the consultant is present in order to help her/him become acclimated to the agency. This involves both formal and informal learning
activities, such as describing elements of our current programs and services, reviewing our annual reports and promotional
materials, discussing some of the challenges we’ve encountered in meeting our scopes for funders, and sharing a meal and talking
about our reasons for working at the agency. This personal time is very important in ensuring that the key personnel who will work
with the consultant feel comfortable working with the consultant and seeing her/him as an ally and not as an outsider who will be
criticizing their work.

10.3: Developing a Long-Term Consulting Relationship- Clients’ Perspectives is shared under a not declared license and was authored, remixed,
and/or curated by LibreTexts.
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10.4: Developing a Long-Term Consulting Relationship- Consultants’ Perspectives

When a consultant is seeking to establish a long-term consulting relationship with a CBO client, there are several factors they
should consider as well. We will discuss these issues in two similar broad developmental stages: a) seeking and securing a client
and b) beginning a relationship with a client.

10.4.1. Seeking and Securing a Client

In some situations you may seek out a potential client with whom you would like to develop a long-term consulting relationship
and in other cases they will find you. In the former, you may identify a CBO with whom you have had previous contact or you may
identify an agency whose mission, values, and services are in line with your own personal/professional interests. Before selecting a
potential client you should take the time to learn as much as you can about the agency by engaging in a range of activities such as:

o carefully examining the agency website (if they have one)

o reading agency program materials/publications, reading any articles written about the agency
¢ reviewing past annual reports

o talking to clients/stakeholders of the agency/organization

o talking to past/current consultants

o making a visit to the agency

This can be a time consuming process, but having such information will be very valuable both in deciding which agency to
approach and in developing the initial relationship.

If you do decide to approach an agency instead of them approaching you, you may need to offer some pro bono services to
demonstrate your sincere interest and commitment to their agency/cause. If they have an existing need and funding for the project,
this may not be necessary, but in many cases when you are making a “cold call” to an agency and seeking to establish a relationship
you often have to demonstrate both your skills and commitment before they are willing to hire you on an official basis for fee-for-
service projects.

Some agencies also may seek you out as a consultant. In order for this to occur, you have to make yourself visible to potential
clients. This includes having both printed materials and a website so that potential clients can quickly access information about
your services, past consulting experiences/training, fee structures, and other pertinent information. If you have specific areas of
expertise or concentrations, either with regard to your specific services (e.g., process evaluation, board of directors development,
etc.) or populations of interest (e.g., homeless youth, HIV prevention, etc.), it is beneficial to list these in your promotional
materials and website. We have found that CBOs often like to work with consultants that have a shared interest in the population(s)
they serve, so detailing this information may make you stand out from other potential consultants. Also, webpage authors can
increase the ranking on a Google search of their webpage through techniques such as html commenting and adding multiple links,
so it may be beneficial to work with someone who has such expertise when creating your website.

Regardless of whether you seek out the client or the client seeks out you, a successful consultant will need to do some background
homework before beginning to establish a long-term consulting relationship. If you approached the agency and followed our advice
above, then you will have a solid base of background knowledge of the agency. If the agency approached you, then it would be
beneficial to take the time to learn about the agency using some of the techniques we’ve already discussed (e.g., examining agency
website, reading agency program materials/publications, etc.). When working with any client it is helpful to make sure that you (as
the consultant) and the agency are a good fit for the project, and it is particularly important when establishing a potentially long-
term relationship with a client.

In addition to learning about the agency, it is important to learn as much as possible about the specific project for which they would
like to hire you. This may be accomplished through reading Requests for Proposals (RFP), attending bidders’
conferences/informational sessions, examining program announcements on funders’ websites, or just having multiple phone calls
or email dialogues to ensure you have a clear understanding of what they are hoping to gain. You need to make sure that you have
the skills/expertise required to accomplish the stated objectives, the time to put into successfully completing the project, and that
the project fits within your fee structure. It is better for the long-term relationship to pass on some projects that don’t match your
skill set, timeframe or financial needs than to try and make them fit.

Once you are confident that you, the agency, and the specific project are all a good match, it is time to have a formal interview or
meeting with the agency to solidify the formation of a consulting relationship. This meeting is extremely important, since all of the
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prior steps may have occurred over the phone and email. This may be the first time that the agency staff members meet you face to
face. When developing a potentially long- term relationship, this meeting is even more critical, since it is an opportunity for each
party to figure out whether or not they can work together over time.

As is often said, you only get one chance to make a good first impression, and this is certainly the case in the world of consulting.
Just like other long-term relationships, the first meeting can set the tone and pace for subsequent encounters, so you want this to be
a smooth and successful event. It is important to review your background materials about the agency and the project prior to this
meeting, and to bring with you samples of your prior work and contact information for references. Adequate preparation will result
in a more productive and enjoyable first meeting.

This meeting is a time for you to learn about the agency and the agency to learn about you. It is important to be realistic and clear
about what you can and cannot deliver, and make sure you don’t make promises you can’t keep. It will be useful to share your
experiences with the agency and to let them know about your consultation and work styles. You should also take this opportunity to
have the agency answer any remaining questions you have about the agency or the specific project. It will be helpful to learn about
the agency’s past experiences in working with consultants—what worked and what didn’t work. If discussions of these prior
relationships do not naturally surface during the course of the first meeting, you may direct the conversation by making a statement
such as the following: “I realize that different agencies have a range of both positive and negative experiences with consultants. In
order to provide you with the best services possible, I would be very interested in learning more about your agency’s prior working
relationships with consultants—what you felt worked well for your specific agency and what you would have changed.” This can
be very valuable information in forging your relationship with the agency.

In our roles as both consultants and clients we have found that during that first meeting we often get a sense of the potential for
developing a sustainable working relationship—*“This is a great fit...I can imagine working with this person for a long time” or “I
really don’t think this is going to work.” However, the reality is that some consultants and CBOs are good salespeople, and the
proof will be in the quality of the developing relationship and the project deliverables. Therefore it is important to be patient and
monitor the progress of your work with the agency to determine whether or not it will truly become a long-term consulting
relationship.

10.4.2. Beginning a Relationship with a Client

Several of the general relationship development factors that we discussed earlier with regard to the CBO’s role in beginning a
relationship with a consultant apply here as well. In addition, you should be clear about what you can provide to the agency given
the scope of the project and the budget, and what will be required from the agency and its staff members. Since you as the
consultant will likely have more knowledge regarding what will be needed in order to complete the desired project, it will be
important for you to take a key role in realistically outlining specific roles and responsibilities for all team members. This should
take into account both the needs of the project and the time constraints, experience, and skills of each individual who is assigned to
work on the project.

In order to assess the potential role of each team member from the agency, it is important that you spend the time with each person
to learn about their background and experiences. This learning process can also serve the purpose of giving agency staff members
the opportunity to learn more about you as a consultant and as a person. These early interactions are critical to the establishment of
trust and buy-in from CBO staff members—factors that are extremely valuable when developing a long-term consulting
relationship.

As the consultant, you also will need to work with the CBO in these early days to develop a feasible project plan that will meet the
needs of the agency and their funder(s). The agency will rely on you to bring your experience in projecting the time, skills, and
resources (human and financial) needed to successfully complete a project. This process will also require that you work with the
CBO to create an accurate and feasible timeline for the project. It is sometimes helpful to walk the agency through all of the
specific steps that will be required to complete the project, and then collectively decide the amount of time that will be needed for
each step, taking into account potential barriers and set- backs. This step-by-step process can also be helpful in determining
whether or not the initially projected budget will be adequate. Throughout this process it is important that you are engaged in active
dialogue with all members of the team, and that you do not make assumptions about the agency staff members and their
skills/abilities. You may be surprised what some individuals are capable of doing when given a chance to truly contribute.

As previously discussed, the final culmination of these initial conversations is a contract. For agencies with which you hope to
continue to work, the development of the initial contract is just as much about developing a mutually beneficial working
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relationship as it is about developing a written agreement for the work that will be completed. As a consultant this is time for which
you may not be paid, but it is a substantial investment in the future of your working relationship with the CBO.

10.4: Developing a Long-Term Consulting Relationship- Consultants” Perspectives is shared under a not declared license and was authored,
remixed, and/or curated by LibreTexts.
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10.5: Maintaining a Long-Term Consulting Relationship

Once you have developed an initial relationship with a CBO with whom you wish to forge a long-term consulting relationship,
there are several steps you need to take in order to maintain that relationship. Many of these steps are essential to any type of
consulting relationship, but are especially critical when working with a potential long- term client. Instead of breaking this part of
the chapter into two separate sections focused on the CBO and the consultant, we decided to discuss maintaining a long-term
relationship as one integrated section, with some separate advice offered to meet the unique needs of either the CBO or the
consultant. This decision was made to highlight the fact that at this point the two entities—consultant and agency—are working
together in a synergistic fashion to accomplish a goal or to create a product. Thus both parties will need to combine forces to
develop, nurture, and maintain the relationship.

We have found five essential elements that have been useful to consider and address when attempting to maintain a productive and
mutually beneficial long-term consulting relationship. These are presented here as the 5 R’s—Relationship building,
Responsiveness, Resource allocation, Remain focused, and Re-evaluate. The 5 R’s offer guidance for maintaining long-term
consulting relationships by reminding us about the diversity of factors that should be considered in order to continually grow and
develop as a consulting team. The following sections offer more detail regarding the 5 R’s.

10.5.1. Relationship Building

Both consultants and clients should keep in mind that when working together on a contracted project they are indeed engaged in a
relationship of sorts. For those wishing to keep this relationship intact over time, there are several factors that can help to build a
strong mutually beneficial relationship. One of the key elements of any successful relationship is clear bi-directional
communication. Both the consultant and the client need to keep the lines of communication open, and find multiple ways to ensure
that each party is both hearing and being heard.

It is also important to assure that there is shared meaning when communicating since the message that one party intends to send to
another may not be heard or interpreted in the same way. This can occur when the consultant and/or client uses specific jargon or
acronyms that are not fully understood by the other. For example, if a client is funded through a specific government funding
source, such as the Family Youth Services Bureau, agency staff members may refer to that source as FYSB. In order to understand
the multiple stakeholders that are involved in the allocation of such funds, it is helpful for the consultant to know that such funding
actually comes from the federal government through the U.S. Department of Health and Human Services in the Administration for
Children and Families. Shared meaning related to terms that are used to describe the populations of focus for agencies (e.g., high-
risk families, homeless youth) as well as the methods used by consultants (e.g., focus groups, process evaluation) are other critical
examples.

Part of maintaining productive communication is also understanding each other’s preferred styles and modes of communication.
Some CBO’s may have a more relaxed and casual style of communication, whereas others may be more formal. The mode of
communication can vary greatly too. Some CBOs may prefer email, phone calls, face-to- face meetings, faxes, or other forms of
communication. Part of style may also be the types and amount of information that is shared using different modes of
communication. Some CBO’s may prefer to pick up the phone and call you to discuss minor issues, while waiting for face-to-face
meetings for more significant concerns. As the consultant, you should attend to these factors and work to establish mutually
productive patterns of communication. This may mean changing the way you prefer to communicate, and adapting to the needs of
the CBO. After all, they are hiring you to complete a task and this often requires adapting to different communication patterns.

Another aspect of building your relationship with an agency has to do with accessibility. This is a factor for both the consultant and
the CBO to consider. The client has to assure that the staff members who are involved in the project are accessible to the
consultant, and the consultant has to assure that s/he is available when needed by the client. If the consultant cannot reach those
staff members who are involved in the project, or if the CBO cannot reach the consultant when needed, delays may occur and
frustration/resentment may begin to build. Accessibility is very important in the early stages of developing a long-term relationship,
since this may serve as a signal for the client about your level of commitment and dedication as a consultant. If the CBO becomes
frustrated with your lack of accessibility, they may choose to seek out the services of another consultant for their next project.
Issues of accessibility should be viewed, though, through a lens of moderation. You should not be expected to be at the beck and
call of your client, and you too should not expect members of the CBO to be available on your time schedule whenever you need
them.
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Respect is another key element in building a productive relationship with a client. Just as with communication and accessibility,
respect is a two-way street. As a consultant you need to be respectful of the skills and abilities that staff members in your CBO
possess. Some individuals may incorrectly assume that staff members working in community agencies do not have the same level
of training or expertise as the consultant, especially when the consultant has an advanced degree. This is not the case, and we have
found that those working in CBO’s often have an extensive array of both traditional and non-traditional educational and
experiential backgrounds. Another aspect of respect for you as a consultant to consider is being aware of the multiple demands that
many CBOs have on them, and respecting their time commitments related to these tasks. This may mean that during a time when
CBO staff members are pressed for time (e.g., before a big fundraiser or health fair), you may need to either take on greater levels
of responsibility or delay aspects of the project until the competing project is complete.

The CBO, on the other hand, should also respect your time commitments and your role on the project. You will be contracted to
perform particular tasks with the agency, and should be careful about agreeing to do additional work. Early in the relationship some
consultants seeking to form a long-term relationship may work outside the scope of their contract to show their dedication and
commitment to the agency and the project, but this can be a slippery slope. Be careful that your excitement about the project and
the population of interest does not turn into a situation where you feel like you are being taken advantage of or your time is not
being respected.

The last aspect of relationship building between a consultant and CBO that we would like to emphasize is to work toward building
trust between both parties. There is no secret recipe for how to build trust, and this typically occurs over time as you continue to
work with an agency. The prior aspects of relationship building that we’ve discussed all contribute to building trust—
communication, accessibility, and respect—and thus are very important as you work to develop a long-term consulting relationship.
Trust is not something that is easily obtained and you will find that you both have to work to develop a sense of trust in your
relationship.

10.5.2. Responsiveness

In order to maintain a mutually beneficial relationship between a consultant and a CBO, both parties need to be responsive to each
other and to the needs of the project. As a consultant you should be responsive to the needs of your client, and do so in a timely
manner. By this we mean that if your client makes a reasonable request for information or resources, you should do your best to
provide it to them in the most expeditious manner possible. This also means that the CBO should be responsive to your needs as
well. You may require data or information from the agency related to the project, and an agency’s lack of responsiveness can lead
to feelings of frustration or resentment. It is important that you are being realistic in these requests, and that you are mindful of
competing demands on the agency that may impact their responsiveness. This is a place where having open and established lines of
communication will assist you in being able to make an assessment of whether or not your request is feasible.

Another aspect of responsiveness has to do with completing assigned tasks in a timely manner. Staff members in the agency and the
consultant will have assigned tasks with accompanying deadlines in order to keep the project on task and on time. If either party
does not strive to complete tasks in a timely manner, such neglect may be viewed in a negative manner. Especially early in a
relationship, your inability as a consultant to meet your task-related deadlines may send a message to the CBO that either you are
not truly committed to the project or that you are not competent to complete all of the required tasks.

10.5.3. Resource Allocation

Consulting projects can vary greatly in terms of the amount of resources— financial, physical, and human—that are required to
complete them. When developing a contract with a client it is important that you as the consultant are realistic about what you will
provide, and that you work with the agency to be realistic about what they can provide. When seeking external funding for a
project, it may be helpful to build in a “cushion” with regard to resource requests, just in case there are unexpected barriers that
arise during the course of the project.

Throughout the consulting relationship, it will be necessary for each party to continually monitor the resources that are needed to
complete the project, and that they each fulfill their commitments with regard to those resources. If one party does not allocate the
resources promised, this can have a detrimental effect on the success of the project and also on the ensuing relationship. If an
agency feels that you have not been honest with the types of resources you will be bringing to the table and that you are not
committing the needed resources to make the project a success, they will likely not desire a long-term relationship with you.

Similarly, if an agency does not uphold their end of the deal with regard to resources, you may find that they are not the best
partner for a long-term relationship. It is important, though, to find out why an agency may not be fulfilling their financial
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obligation to you. If they are receiving funding from outside sources for the project, they may have to wait until they receive the
funds from the funder before paying you. This is especially the case with small CBOs where they may not have a fiscal reserve
from which to draw payment for you, as opposed to larger agencies that have such luxuries. If the resources they promised are in
terms of physical or human resources, then you should also assess the reasons for such inability to fulfill their initial commitments.
Staff turnover is high in some agencies, and the person who was originally dedicated to your project may no longer be employed at
the agency. When attempting to maintain a long-term relationship you may find that you are more comfortable with cutting the
agency some slack and giving them more time to deliver on the resources.

10.5.4. Remain Focused

As consultants and agencies work together on a long-term project, it is imperative that both parties remain focused on the ultimate
outcome of the consultation project. Especially when the project continues for a prolonged period of time, and the consultant and
client become more comfortable with each other, it is easy to get distracted from the desired end point. This may result in
expanding the project beyond the original scopes or drifting into new directions. Although those immediately involved in the
project may actually view this as a positive outgrowth of a burgeoning relationship, such divergence can result in the original
project objectives not being met. This, in turn, may concern funders, agency upper administration, or agency boards of directors.
These parties may see the lack of focus on and completion of the original scope as a sign that the consultant is not competent, and
thus may seek out another consultant for future projects.

In order to maintain a productive long-term relationship, you as the consultant may have to be the one to keep the overall team
focused. One way to remain focused on the project endpoint is to continually review the project timeline with your client to assure
that the team is staying focused and on schedule, and to make adjustments to the timeline as a group when necessary. In doing this,
it is also helpful to celebrate the small successes that are made along the way to keep agency staff invested in the project. A
problem that we have seen in some CBOs is that different agency staff members may lose interest in the project over time, so as a
consultant you will have to find innovative ways to keep them focused and engaged. This may involve changing the types of tasks
individuals complete, creating awards for outstanding contributions, using charts/diagrams to plot project progression, or hosting
small celebrations for reaching project timeline milestones.

10.5.5. Re-evaluate

As relationships grow and progress, both internal and external factors may impact the various parties involved in consulting
relationships. Over time different aspects of the CBO may shift, including personnel, leadership, service priorities, funding streams,
and location. You as a consultant also may change over time as you gain news skills and more experience, especially when working
long-term with one or more agencies. Given all of these potential changes, it is important to create an ongoing process of
evaluation and re-evaluation that is focused on the organizational structure and functioning of your partnership with the CBO, and
how that relates to the project at hand.

This re-evaluation process can take various forms, and can have a variety of foci. With some agencies you may choose to do this on
a more informal basis, whereby you create an opportunity to share feedback among all members of the project team at regular
intervals. This may take place in lieu of or as an adjunct to a regular team meeting, or you may wish to set a separate time aside for
the feedback and evaluation meeting. If informal methods are used, you want to be sure that you have created ample opportunities
for team members to openly express their honest opinions. More formal evaluation modalities may be used too, such as having
team members complete anonymous paper-and-pencil evaluation forms on a regular basis, or having all team members participate
in feedback focus groups facilitated by a neutral third party. These various approaches require different resources in terms of
financial and time investments, so some partnerships may be limited by these parameters. In a multi-site project that involved a
range of partners we used multiple formal methods to continuously re-evaluate the organizational structure and functioning of the
partnerships. These methods were useful in helping to identify potential “systems failures” or areas of concern. They also provided
insights into potential solutions and assisted the partners in working collaboratively to improve their relationships.

The focal areas for the re-evaluation may vary across projects and also at different time points within the same project, depending
on what types of information will be the most useful to the sustainability of the partnership. These evaluations should also include a
mix of explorations of what is working and what is not working. Such information will assist you in determining what aspects of
the consultation project, as well as the project team, are working well and should be sustained, and what aspects are in need of
revision or elimination. Regardless of the modality or the focus of the re-evaluation, it will be critical to create an action plan for
how you and the other members of the project team can work together to resolve any potential conflict. For example, during one
project a new consultant joined an existing long-term partnership between a CBO and a small group of consultants, and a member
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of the CBO team had a negative reaction to the new consultant. This resulted in decreased productivity and subtle attempts to
sabotage the work of the new consultant. During a re-evaluation interview with this staff member, it was revealed that she was
concerned that the new consultant was “taking over” her role on the project. This led to a collaborative examination and
clarification of each person’s role on the project, as well as a restructuring of the project’s organizational chart.

As you are conducting these waves of re-evaluation, it is also important for you as the consultant to continually evaluate the
capacity of the agency to conduct some of the project tasks without your assistance. Keep in mind that having a long-term
consulting relationship does not mean that the CBO is dependent on the consultant, but instead that both entities are growing
together. By having CBO team members take over some aspects of the project, you not only are building sustainable capacity
within the organization, but also are freeing yourself to engage in additional or higher level tasks. We have found that when the
consultant teaches agency staff members new skills, this often strengthens the existing relationship for the future and assists in
building the trust that is needed in order to have a successful long-term consulting relationship.

10.5: Maintaining a Long-Term Consulting Relationship is shared under a not declared license and was authored, remixed, and/or curated by
LibreTexts.
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10.6: Conclusions

In this chapter we have attempted to offer insights from both consultants and CBOs regarding long-term consulting relationships.
We reviewed the benefits of such partnerships, and then detailed issues to consider in both the development and maintenance of
these relationships. Our goal was to offer the reader a view of “both sides of the coin” instead of the traditional approach of talking
to a consultant about how a consultant experiences a particular consulting situation from a consultant’s perspective. By including
the voices of both consultants and clients in the writing of this chapter, the reader will hopefully have a more balanced and
comprehensive picture of what all parties experience in long-term consulting relationships.

Although there are many benefits to long-term consulting relationships, there can be challenges if both parties do not actively work
to maintain a balanced and mutually beneficial partnership. Be careful not to get too complacent in your long-term consulting
relationships to the point where you either offend your collaborative partners by taking them for granted, or you get comfortable
with the status quo and fail to push each other to continually produce your best work. In addition, both partners need to continually
respect the non-partnership commitments of the other, and make sure not to overstress the relationship by pushing limits with
inappropriate demands or requests. Like any relationship, you will need to continually re-evaluate what is working and what is not,
and then make appropriate changes to assure the success of your collaboration and your projects.

Another caution that we would like to offer is to monitor for any signs that CBO staff members are becoming dependent on the
consultant. We have seen some CBO staff members who begin to rely too heavily on the consultant, and thus neglect to execute
their work-related tasks. It is important that members of the CBO keep in mind that the consultant is not another agency staff
member, but is indeed an outside consultant. Thus, although the consultant may offer input regarding the structure and content of
various projects, it is typically not her/his role to produce physical items for the prevention programs such as flyers and brochures.
If not adequately addressed, dependency on the consultant may lead program personnel to misuse the consultant relationship,
which may result in mistrust and frustration on the part of the consultant.

As you can see, developing and maintaining long-term consulting relationships is not necessarily an easy task. It can take a great
deal of extra time and effort, especially in the beginning phases, but we feel that the long-term benefits outweigh the short-term
additional time and resource investments. We all have experienced great benefits from our personal long-term consulting
relationships, and we honestly like and respect each other after all these years—after all, we did decide to write this book chapter
together!

10.6: Conclusions is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.
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11.1: Overview

The following chapter chronicles some insights and understandings based on our collective experience consulting with small
nonprofit community-based organizations (CBOs). We begin the chapter with a description of the initiation and development of our
consulting center within a large urban university, and then discuss insights and understandings we have gleaned working with a
number of diverse small CBOs. Specifically, we describe in more detail the following ten insights and understandings: 1) finding
our niche was key, 2) the effects of passion are paradoxical, 3) preparation builds the foundation for entering into a partnership, 4)
nurturing a partnership is a balancing act, 5) funding sources influence the consulting relationship, 6) boards of directors are
omnipresent, 7) volunteers are sovereign, 8) project scope is easy to underestimate and it expands, 9) a comprehensive framework
links consulting, advocacy, and research, and 10) reflection and planning streamline future work.

These sections were included in the chapter because they reflect significant issues that we have confronted since our consulting
center became operational. We believe our experience represents some common themes that emerge when working with small
CBOs. We are not claiming what we have done is the best or the only way to consult with CBOs but rather we share our experience
in the spirit that it may be useful to those considering a career in consulting and/or working with small CBOs. While the consulting
experiences depicted in this chapter occurred in a university center, we believe our experience can be useful to those working in
centers and other contexts as well. Our experience working with these organizations has been exciting, satisfying, and even fun.
The experience though, can be very different from working as a consultant with larger organizations and is not always an easy road
to travel.
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11.2: Finding Our Niche was Key

The idea for the creation of a consulting center was generated by members of our psychology department charged with exploring
alternative means to enhance graduate student funding in our department. Challenges with funding made it difficult to recruit our
top doctoral candidates, and students who entered our program needed additional sources of funding to live in Chicago. Several
faculty were already involved in contractual work related to community and industrial/organizational psychology, and these
consulting projects frequently involved graduate students. In combination, we had experience working with a variety of
organizations including large corporations, public safety forces, governmental agencies, and large and small nonprofits. We felt that
a center could provide a structure for faculty and student consulting that would create a more stable source of funding for graduate
students, an applied learning experience for graduate students, and a valuable service to the community.

Initially the authors and other interested faculty and students began envisioning the mission of the center and identifying a potential
client-base. We began this process by considering the consulting work we had done in the past and requests for consulting services
that we had received. The authors’ educational backgrounds were primarily in clinical-community and industrial/organizational
psychology Based on our initial conversations regarding the demand for consulting services in the nonprofit sector and some
consulting work we had done for CBOs, it became clear to us that the combination of services offered by clinical-community and
industrial/organizational psychologists were in high demand. We also concluded that few CBOs consider projects which combine
expertise from these two fields, yet often community and organizational psychologists engage in similar types of consulting work.
For example, through several program evaluation projects conducted by one of the authors it became apparent that there were
human resource and organizational issues that were important to address in order to improve the effectiveness of the services that
the CBOs offered. In these situations it became clear early on in the consulting relationship that in order to successfully implement
and evaluate agency programs, the roles, responsibilities, and chain of command for various staff members needed to be clarified
within the structure of the CBO. Given the frequent need to address both organizational and programmatic issues, working together
we were able to provide the client organizations with more comprehensive services.

Based on our experiences and discussions with faculty, students, and clients, we became convinced of the viability of a joint center
that would bridge both industrial/organizational and clinical-community psychology. We developed an initial list of potential
services we could offer and began to consider the types of organizations that we would target as a client-base. Selection of the
initial proposed services was based on the type of work we had already been doing individually as consultants and activities
students typically performed in their internships. Our menu of services contained specific listings of various aspects of program
evaluation, program development/capacity building, human resource management, staff training and development, and
organizational change. We wanted to start with a wide range of services in order to maintain flexibility as we went through the
process of defining our niche.

We decided that service-focused nonprofit organizations would be an excellent fit with our goals and the mission of the university,
which emphasize social justice and community service. Furthermore, such organizations could provide a wide range of training
opportunities for our students and were a good fit with the services that we could offer. At this point we were leaning toward
smaller CBOs but had not ruled out the possibility of working with larger nonprofit organizations.

We developed and submitted a proposal for creating our center; that included our mission and a list of potential services, to the
university for approval. We believed there were a number of advantages to creating a center within the university given our goals of
training students and providing services to CBOs. Agencies often value partnering with an academic institution because it enhances
their credibility with funding sources and board of directors. Working with a university center provides a simple descriptive label
that is easily communicated to individuals outside the organization. There is also value to the university in that its partnership with
community agencies contributes to a positive image of the university, and in our case, fit with the service-oriented mission of our
university.

An advantage for students is that they can be paid through the university for their project work and, as agents of the university; they
are covered by university insurance. In addition, faculty can choose to reduce their teaching load to work on contracts and receive
credit for the consulting work that they do when their performance is evaluated. Finally, though not specifically requested in our
proposal, the university generously provided start-up funding and space for the center.

We also knew there were some disadvantages to consulting through a university center. Universities tend to have policies and
internal processes regarding external funds that were designed to accommodate research grants not consulting contracts. The
bureaucratic structure has at times been cumbersome for negotiating contracts and managing funding streams for projects, as
consulting projects are often more fluid and uncertain than research grants. Also, there are policies restricting the amount of money
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a faculty member can be paid beyond her/his academic salary in many academic institutions. From our perspective, an academic
center makes sense as a vehicle for consulting if the primary goal of those involved is to provide professional training and funding
for students. If one is more inclined toward consulting as a business, other outlets may be a better choice. For example, many
academics form their own private consulting group or work with an existing consulting firm on a part-time basis.

After obtaining university approval for the center we created an ad hoc advisory committee of eleven people that included
executive directors from CBOs we had worked with in the past, a mix of people from large and small nonprofits in the area, faculty
colleagues, graduate students, representatives from governmental agencies, and representatives from funding agencies. We held a
meeting with the ad hoc committee members to obtain feedback from the group regarding the mission of our center, the services we
would offer, and the viability of our plan. In addition, this meeting allowed us to begin to spread the word about the existence of
our center.

Based on the ad hoc meeting we decided to target smaller non-profit organizations because of their need for the types of services
that we could provide and the fact that they would benefit most from the reduced fee structure associated with the center. Next, we
tailored our list of services to include those most relevant for small CBOs. We simplified the presentation of our original list of
services to include general descriptions of program evaluation, program development, staff training and development, and
management of organizational change and development. We presented our center as providing a broad and general range of
services. If we had decided to target larger organizations we would have specialized in one particular area because it is not feasible
to provide a broad array of services to a large organization because of the increased number of people, divisions, and locations
associated with such organizations, and the propensity of decision makers in those organizations to hire specialists for particular
projects.

We were fortunate in that we were already working on a few projects that we brought into the center. As for attracting new projects,
we created brochures that detailed our mission and explained in general terms the services that we provided and how those services
could enhance the effectiveness of organizations (see Appendix A). We used these brochures to spread the word regarding the
center via face-to-face encounters and a few mailings. In addition, we created a website for our center. However, more often than
not, potential clients heard about our center through word of mouth. Executive directors and program managers tend to rely more
heavily on word of mouth as a means of identifying consultants rather than mailings or searching the web. Our brochures and
website were more useful as sources of information after initial contact was made with prospective clients. Given the increasing use
and accessibility of the Internet, future consultation centers and independent consultants with limited funds may find greater benefit
from allocating more resources to a website rather than brochures.

Soon we discovered there was additional work available for the center, and for the next five years we worked on a variety of
projects with approximately seven different CBOs; most of whom we have worked with on multiple projects. Since the inception of
the center, approximately 22 students have worked on various projects. The amount of time that faculty have invested in these
projects has varied considerably depending on the nature of the project. Projects with new clients or novel projects tend to demand
more faculty time compared to repeat business or cyclical projects that have become routine over time. Faculty time on these
projects has ranged from 5 to thirty hours per week. These projects have afforded students and faculty the opportunity to work in
diverse community settings with a wide range of interesting people who are passionate about the work they do in their
communities.
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11.3: The Effects of Passion are Paradoxical

Across the board, one of the most salient characteristics of small CBOs has been the passion of the people who do the work in these
agencies. It makes sense that people who would choose to work in these types of organizations would likely be motivated by the
cause associated with the agency or by the opportunity to make a positive difference in the community being served. For example,
we have worked on multiple repeated projects with agencies that serve people living with HIV/AIDS, runaway youth, and people
living with chronic hepatitis C. A relatively large percentage of people in these organizations have gravitated to these respective
causes because they have been touched by it directly or through someone close to them. And, if initially a person takes a job in one
of these organizations for other reasons, the passion of their coworkers is often contagious.

Passion can be contagious for consultants too, particularly if it is a cause that the consultant feels strongly about. Performing work
that is meaningful and satisfying should not be underestimated, nor should the exhilaration one experiences in consulting with
people who have passion for their work. In our experience, working on consulting projects with members of an agency whose staff
is passionate about the project has been an extremely productive and satisfying experience. However, from a consultant’s point of
view, agency passion can seem to have paradoxical effects on the work that they do as it can facilitate projects and fuel
organizational growth but can also result in heightened conflict, resistance to change, and program evaluation apprehension. Thus
passion can be very beneficial but clearly has a challenging side as well.

When staff weigh the costs and benefits of participating in a new activity such as a program evaluation, if it is perceived as
diverting time and resources away from “their cause” a consultant can experience a great deal of resistance to, and animosity
toward the evaluation. For example, in at least two agencies resistance to program evaluation data collection stemmed from the
additional work it required on the part of staff and/or volunteers, thereby “diverting” attention away from their work with clients.
There is also a parallel issue that can occur when a consultant is working with an agency to evaluate an existing program that
people are passionate about and believe is working—that is they may be skeptical of evaluation findings to the contrary. In extreme
cases they may only select consultants for evaluation activities who will support their program and mission. As a consultant, it can
be important to consider whether this is likely to be the case and to develop a shared understanding of the importance and
usefulness of evaluation for the agency and programs that are being evaluated. Considering scenarios regarding potential negative
findings can be important in beginning stages. It helps to develop clear mutual expectations regarding the nature and purpose of the
evaluation and how it can be of use to the CBO.

The passion of people working in small CBOs often fuels program and agency growth because staff want to reach out and make
their services available to more people or to provide additional services to those in need. This inevitably leads to expansion as more
staff and volunteers are needed to provide services and manage additional programs. As an agency grows, there are changes in job
duties, amount of client contact, quality of interaction with coworkers, and the nature of supervision. Often the organizational
structure changes as agency programs and the work needed to complete and maintain them becomes more differentiated. As these
changes occur there is a greater need for coordination and integration within the organization that often lags behind the growth.
Ironically the very passion that fuels rapid growth can show its challenging side by resisting the organizational changes occurring
within the agency, thus exacerbating the role ambiguity, stress, and conflict that can be a part of the growth process.

We have found these passion-fueled “growing pains” to be a common occurrence in CBOs and an important phenomenon for
consultants to understand because when growth occurs it creates organizational issues that require expertise in that area. It is at the
point when these volatile issues reach a crescendo that an executive director may decide to bring in a consultant. Another scenario
could be that a consultant may be working on a program evaluation in an organization and realize that the potential effectiveness of
a program is in jeopardy due to organizational issues that must be addressed. Understanding how passion can fuel growth cycles,
while at the same time promote resistance to the organizational change that is associated with such growth, has been a key learning
concept associated with our consulting work. Understanding and addressing the seemingly paradoxical issues associated with
passion and growth appropriately can facilitate building a foundation for a long-term partnership. In the next section, the
preparation that can lead to surfacing and working through issues, including those related to the paradox of passion are discussed.
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11.4: Preparation Builds the Foundation for Entering into a Partnership

When beginning a partnership with a small CBO we have found it to be particularly important to make time to lay the foundation
for working together. Small CBOs can be complex in terms of the programs they offer and the varied communities they serve. In
addition, as we have previously mentioned, the level of passion that exists in these organizations can run high. Thus in preparation
to partnering with a CBO, it is important to gain an understanding of the culture and history of the CBO, the community being
served, the people being served, and the people working in the CBO. There is no substitute for spending time in the CBO and
community to learn about the strengths of the individuals, the organization, and the community. In addition, this is an opportunity
to observe behavioral instances reflecting struggles and conflicts that may thwart a project. It is also important to begin developing
rapport and trust with the people (all constituencies) who you as a consultant must ultimately depend upon to carry out the project.

The nature of the consulting partnership with small CBOs may be quite different compared to those developed with larger
organizations. First, small agencies tend to serve a particular community or segment of the community, though that is not always
the case. To the extent they do serve and identify with a particular community, the norms and values of that community may be
reflected in those of the agency. Therefore, the consultant may not only be perceived as an external agent to the organization but to
the larger community as well, resulting in a larger gap that must be bridged in order to gain trust and build rapport. If a consultant is
perceived as an outsider, some staff may be less cooperative at first until the consultant has demonstrated a commitment to the
community and agency. Also the consultant may be “tested” in different ways by staff members to see if s/he is truly dedicated to
the community or the population. This may occur during casual conversations at the agency, while having lunch, or even more
directly during project team or staff meetings.

Having previous consulting experience with other agencies in that community, or similar communities, can be beneficial in terms
of establishing common ground. Reaching out to both people in the organization and community through involvement, or at least
presence, in activities sponsored by the agency can be a means of showing interest, building trust, and gaining a better
understanding of the agency and the context in which it functions. We have attended health fairs, fundraising events, support
groups, community outreach, cultural celebrations and other activities sponsored by agencies with which we have worked.
Attending these functions has provided useful assessment data for the projects while also demonstrating our willingness to get to
know the staff, the community and understand the programs associated with the organization. For example, an organization that we
were beginning to work with was having a large fundraising dinner and award ceremony. Two of our student consultants
volunteered to help with the event by setting up and checking coats. The volunteer work that they did afforded them the
opportunity to see how the team from the CBO worked together, the nature of the fundraiser, and what it was like to participate in
an event as a volunteer. The people from the CBO appreciated the consultants’ willingness to help as well as their interest in the
event and the work that they did.

Also, with some organizations there may be a particular philosophy or approach to social issues that is important to know. For
example, if working with a substance use organization they may have a harm reduction philosophy where they do not encourage
clients to abstain from substance use but instead encourage safer practices. Conversely, another agency may adhere to a substance
use abstinence philosophy whereby clients are discouraged from any use of substances. It is critical for the consultant to be aware
of and fully understand the agency’s particular philosophy and approach to service provision very early on in the relationship in
order to provide the most beneficial services. In addition, some consultants may have value conflicts with a particular agency’s
philosophy and/or service delivery approach that may negatively impact their ability to provide unbiased services. In these
situations, the consultant will need to make some difficult decisions about the appropriateness of either initiating or continuing
her/his involvement with the agency.

Understanding the past experience a CBO has had with external consultants and researchers can be critical. Bad experiences with
consultants can leave a lasting impression on the people in an organization and can spill over into new projects with new
consultants. In our experience it has been surprising that a relatively high percentage of the people with which we have worked
have reported negative experiences with consultants and researchers at one time or another. A common theme of these reports has
been that consultants, and particularly researchers, come into the organization and “get what they want” and leave without much
lasting benefit to the CBO. Through an understanding of this history one may avoid pitfalls and gauge the extent to which
expectations regarding past projects were mutual and realistic.

Developing a clear set of expectations and ground rules regarding the project is critical, but sensitivity is required when creating a
mutual understanding. Many processes in these organizations are done through informal means, and overemphasizing a “legalistic”
type of relationship can be off-putting to people if the reasons for clarifying expectations and ground rules are not explained to
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them in terms that make sense from their perspective. Key is the collaborative process that leads to the contract and ground rules.
We are not suggesting that consultants neglect to explicitly state them in written form, but rather allow enough time and dialogue
with the client to ensure they understand the value of a contract and ground rules for both the agency and consultant.
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11.5: Nurturing a Partnership is a Balancing Act

Once a project is underway, formative feedback loops regarding how the project is progressing and people’s reactions to the project
are a means for identifying potential problems and issues before serious conflicts or problems arise. Such problems, if left
unchecked, may threaten the acceptance and ultimately the maintenance of the change brought about by the project. Formative
feedback may take the form of data that are collected at numerous points during a project that provides information about the extent
to which the project is proceeding on schedule, is on track, and is meeting expectations. Data can be collected through individual
meetings, group meetings, survey data or other means if appropriate.

It is suggested that formative feedback be collected after key decisions are made and each phase of the project is completed to
ensure the project is moving forward appropriately and meeting the expectations of those involved. For example, formative
feedback played an important role in a long-term consulting project with an agency that provided services for people living with
HIV/AIDS. We charted the progress of the project to ensure that our objectives were being met within our proposed timeline, and
after each piece of the project was completed group meetings were held to assess whether or not mutual expectations were being
upheld. We also assessed the process involved in completing the project so that changes could be made at that point. Meetings were
more frequent at the beginning of the project in order to become accustomed to working together and to correct any
misunderstandings regarding the project. We also celebrated completing each step of the project by taking time to acknowledge our
successes, and to emphasize the progress being made and the role that each successive accomplishment played in meeting our
larger goal.

We found that making the completion of steps in the project more salient can result in participants viewing the project as more
relevant and tangible to them. Too often the endpoint of a long-term project seems far off and obscure. Building in time to celebrate
each successful step and to link each of these smaller successes to the long-term project endpoint can boost morale and create a
sense of ownership in the project. Finally, post project follow-up is important in the form of a more complete overall program
evaluation and also in terms of post-implementation support.

On the other side of the coin lies the concern regarding the client becoming overly dependent on the consultant. One of the mutual
goals inherent in our consulting partnerships has been to empower clients to manage the systems that we have worked with them to
develop. People in small CBOs are often very competent and appreciate the opportunity to learn new skills and improve their work
processes if they perceive the value of making changes. While there may be some functions that consultants have unique expertise
to perform, it has been our experience that people in client-organizations acquire the knowledge and skill to support the systems we
create such as evaluation tools, employee attitude surveys, and performance management systems. In sum, building participation
and training into a project in order to empower employees to operate and manage a new system may increase acceptance and
maintenance of the change and be appreciated by the people working in that organization. In the longer run it can be a very cost-
effective strategy for the agency.

In our experience as consultants, it has been a difficult task to achieve a balance between immersing oneself into an agency in order
to develop rapport and trust while still clearly maintaining one’s status as an external consultant. It can be especially difficult to
maintain this balance if the agency has a mission that is aligned with the consultant’s activist/advocacy work, which in our
experience has frequently been the case. However, maintaining this balance is necessary because the consultant’s role in the project
may be unique in that it provides an external perspective on the project based on the consultant’s training and expertise.

If a consultant actually becomes perceived as an internal agent, their external perspective may be compromised, resulting in a loss
of that perspective to the client. Also the consultant may increasingly find him or her self embroiled in issues that are not relevant
to the project, time consuming, and better handled by others (someone internal to the organization, another external consultant, or
the board of directors). As consultants, we can find ourselves, at times, in the awkward position of having role demands that require
an external perspective but increasingly playing the role of someone internal to the organization. When we lose our “external
status” it can result in a loss of effectiveness regarding the original purpose of the project. In summary, achieving the most effective
level of involvement and role status as a consultant is a tenuous balance that must be achieved. The balance lies somewhere
between being immersed enough in the organization to develop trust and rapport but not to the extent that it detracts from
performing the activities that the consultant has contracted to perform.
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11.6: Funding Sources Influence the Consulting Relationship

A key feature that can differentiate working with small CBOs from working with larger organizations is the reliance of the smaller
agencies on funding from governmental agencies and foundations. The vast majority of agencies that we have worked with have
been dependent on some sort of external support. The dependence on outside support can exert large and meaningful effects on all
aspects of organizational life within these CBOs. For many CBOs their very existence depends on maintaining funding as well as
finding new sources of funding. Developing new programs, capacity building, and other organizational changes often depend on
securing external funds. The number of staff that can be supported and the scope of their job duties are also significantly affected
by funding. Availability of funds can influence job duties and the time staff has to participate in projects. These changes can be
particularly difficult if a project requires a heavy investment in staff training and due to funding changes those people are no longer
available for the project. The level of uncertainty regarding funding is often reflected in the sense of stability and predictability
within the CBO.

A CBO’s dependence on external funding affects how projects are funded and how consultants are paid. In our experience,
consultant fees often need to be written into grant applications from the primary funding agency, or other foundations must be
identified and grant applications submitted in order to support new projects. Furthermore, financial support is more readily
available for certain types of projects thereby affecting the viability of some projects over others. Knowledge of these streams of
funding is critical for the consultant to understand because in order for a project to come to fruition the consultant may need to
partner with the agency to secure funding for various phases of the project.

The grant writing process can significantly add to the investment in a project by the consultant and client. This may take the form
of identifying potential sources of funding for the project, contacting sources of funding, writing grant proposals and negotiating
the terms of funding with the funding source. This time investment may be divided into various parts between the consultant and
the CBO, but still requires dedication and commitment from both parties.

Writing grants can also create a sense of uncertainty regarding the viability of a proposed project. This in turn may create
challenges for recruiting students to work on consulting tasks since funding may not be secured until the very last moment. One
way we have addressed this ambiguity is to divide projects into phases, and then seek funding for subsequent phases while prior
phases are still being implemented. A final concern is the timeframe between when the grant application is submitted and when
funds become available. Some city, state, or federal government grants and contracts in particular may have prolonged time periods
between when the grant is due, when funding decisions are made, and when funds are actually dispersed to the agency. These
delays can result in the consultant receiving payment after the project is completed. On the other hand, there are times when extra
funding is made available at the end of a governmental fiscal year, so the agency may all of a sudden have a surplus of money that
they have to spend quickly on new programs or evaluation activities. When attempting to write grants for subsequent funds the
CBO and consultant must consider the value of the project in question and the likelihood of obtaining funding in a timely manner.

Funding for the vast majority of projects for which we have contracted services has usually been for a fixed amount that was
contingent on the work to be completed. It is unusual for a consultant to work for a small CBO charging an hourly rate for an open
period of time. The agencies that provide funding for the CBO want to know what will be the end product of the project, and the
time frame within which it will be completed. Compared to consulting fees paid by large corporations or nonprofits, small CBOs
pay less for consulting services, though if funding is available fees can be reasonable. Our fees have varied greatly because of the
educational function of the center. Rates for consultants have ranged from course credit to $100/hour for more experienced
consultants. At times a CBO also may have funding for a program where a specific amount of money is specifically designated for
program evaluation, so the consultant will be asked what type of program evaluation can be done for that amount of money and
within the specified time frame.

In summary, the introduction of third-party funding can add additional resource investments and uncertainty into the process of
contracting with CBOs. Therefore, the consultant and client need to assess both the importance of the project and the viability of
potential sources of funding for the project. To the extent the client or consultant has had success in the past securing third-party
funding for projects, it increases the likelihood of future funding. On the other hand, third-party funding is an additional resource
that can bring important projects to fruition. For some CBOs, their board of directors can play a key role in setting priorities
regarding new projects and identifying potential sources of funding for those projects.
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11.7: Boards of Directors are Omnipresent

In larger organizations, for many projects, a consultant may not directly experience the influence of the board of directors. It is
much more likely to happen when working with a small CBO. The board of directors of a CBO can exert a great deal of control and
influence over the decisions made by the executive director and program directors. The executive director is hired by the board and
in effect is accountable to the board for her/his actions. Consultants need to be aware of this relationship and to understand how
their project affects the relationship between the board and the management of the CBO.

An executive director of a CBO may undertake a change-related project for a variety of reasons, but often a central concern is the
reaction of the board of directors to the activities or the eventual results from the intervention. Projects may be designed explicitly
to identify a particular organizational need to present to the board or to impress the board with the things that the organization does
well. For example, a CBO may conduct an attitude survey as much to impress the board with the high level of satisfaction of its
employees and volunteers as to identify sources of dissatisfaction to use as the basis of action planning. From a management
perspective, positive results are important in their own right, but just as importantly, could lead to greater support from their board
for other initiatives and for management in general.

CBOs work closely with their boards of directors, because they ultimately have decision-making power over new programs and
changes that may occur within the organization. Boards of directors also play a key role in the hiring and firing of executive
directors and other personnel within a CBO. Members of the board are often chosen because of the expertise that they possess and
the power and influence they have in the community. They often simultaneously hold positions on other boards sometimes even for
foundations that are potential sources of support for the agency. In some cases it may be advantageous for the consultant to meet
with the board particularly if the consultant is in the role of the “outsider” and the people on the board are influential members of
the community being served. In summary, if one is considering working as a consultant with a small agency it is important to
understand the role of the board of directors and their relationships with and influences on the agency and its employees.
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11.8: Volunteers are Sovereign

Many small CBOs rely heavily on volunteers; which may affect the nature of consulting projects. For CBOs that are dependent on
volunteer help, organizational policies and procedures are often designed to simultaneously serve their clients and maintain high
levels of satisfaction among the volunteers. These dual goals may influence the types of activities that the agency is willing to
undertake regarding program evaluation, action research, strategic planning, and other interventions. The importance of volunteer
satisfaction is underscored when there is significant investment by the agency in the training of their volunteers.

Again, like employees in many CBOs, volunteers are there for the cause and/or community being served and may resent change or
time-consuming activities that divert their attention away from the service that they have volunteered to provide. As a result,
agency administrators are often wary of involving volunteers in time-consuming consulting projects and are sensitive to their
complaints regarding involvement in activities associated with these projects. From the consultant’s vantage point, it is important to
spend the volunteers’ time wisely and to take steps at the beginning of a project to understand the volunteers’ perspectives and
provide detailed explanations of the project and its value both to the organization and the client-base that is served. Without the
support of the volunteers a potentially great project may never get off the ground.

For example, we developed a process to evaluate the effectiveness of a hotline for runaway youth that consisted of a structured
interview with the caller after the call had been completed. Highly-trained volunteers handled the calls from runaway youth and/or
their parents. The program director was concerned that there would be resistance from the volunteers to administering the
evaluation interview based on their past experience with evaluation. During the development of the evaluation interview the
consultants had a number of meetings with staff and volunteers to develop interview questions related to the tasks they performed
when responding to calls on the hotline. Volunteers were very cooperative in this process but indicated that they felt that it was
awkward and at times inappropriate for them to make an abrupt transition from helping the caller who was in crisis to asking
questions about how the volunteer performed as an agent of the hotline.

We introduced a plan where initially only paid staff would evaluate their calls using the new evaluation measure. After a period of
time when volunteers saw how the process worked and became more comfortable with it, the evaluation was expanded to include
the calls responded to by volunteers. However, the procedure was modified so that after the volunteers resolved the purpose of the
call, they then turned the caller over to a staff member to administer the structured evaluation interview. This change in procedure
eliminated the awkward transition that had concerned the volunteers. The evaluation project ultimately provided important
information for both the agency and their funding source and did so in a manner that eliminated feelings of awkwardness and
inappropriateness on the part of the volunteers.
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11.9: Project Scope is Easy to Underestimate and it Expands

Determining the appropriate project scope is always a challenge when negotiating a consulting contract. In our experience it can be
even easier to underestimate the scope of a project with a small agency than with a large organization, since small agencies may
have a surprising number of programs for their size. If you have not consulted with small CBOs before, the size of the organization
may be misleading with regard to the amount of potential data they collect and the complexity of the programs they offer. When
working with larger organizations, there is more likely an expectation of large data sets and multiple programs. With small CBOs
one needs to be more careful about making the assumption that a small agency is associated with a small number of programs and
small client bases.

For example a community-based agency providing services related to HIV/AIDS or chronic hepatitis C may offer programs related
to awareness, prevention, testing, treatment referral, treatment, complimentary therapies, and support groups. The volume of client
contact, even for these small agencies, can be large and often people in the agency do not realize how large their client-base is since
they are advocates trying to reach as many people as possible. Our center also conducted a program evaluation with a small
grassroots agency where pre and post-test data were collected as part of an evaluation of an HIV/AIDS prevention education
program administered in several public schools. The program included approximately ten thousand participants, resulting in a large
dataset for an agency of that size.

In the context of program evaluation, one can reduce the probability of underestimating the size of a potential dataset by clearly
determining the requirements set by the funding agency from the onset of the program and evaluation. These requirements then
serve as the minimum requirements for the evaluation. Next, it is important to determine the priorities of CBO in relation to
information they would like to collect. What is critical in terms of future decisions versus what might be useful or interesting? Is it
worth the effort and is it feasible to collect additional data? Also, a sequential data collection strategy where the process is
periodically assessed can be used to identify ways to simplify and streamline the data collection process and the amount of data
collected throughout the life of the evaluation.

In addition to the data issue, scope-creep can be a concern when working with small CBOs. Given the enthusiasm of the people in
such organizations and their capacity for fundraising, advocacy, and motivating volunteerism, there may be more of a tendency for
the expansion of projects over time resulting in the inclusion of additional activities not specified in the contract. Also, because of
the significant services such organizations may offer there may be a tendency on the part of the consultant to volunteer to take on
additional responsibilities. The extent to which a consultant is willing to perform activities beyond the contract is a personal choice
but should be tempered with consideration about how it affects her/his ability to function in the role of an external consultant. At
some point a consultant can become so involved in other activities that there is not adequate time for the primary project or other
commitments may be jeopardized.

A further complication that we have experienced is the multidisciplinary nature of some of the consulting projects with which we
have been involved. For example, when working with an agency providing services to people living with HIV/AIDS we interact
with people living with HIV, agency employees, volunteers from the community, community leaders, healthcare professionals,
public health professionals, and representatives from funding agencies. This has led to difficulties in communication and decision-
making because of the differing agendas, terminology and perspectives of the various stakeholders involved. Learning to
communicate and present information to people coming from a wide variety of backgrounds and interests is a critical skill for
working with many agencies. The upside of working with an agency with numerous stakeholders is that interesting projects
develop and opportunities for growth and development exist for participants in the project as well as the consultant because one has
the opportunity to view and understand issues from different perspectives.
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11.10: A Comprehensive Framework Links Consulting, Advocacy, and Research

Working in a consulting center in an academic environment affords the opportunity to integrate research and consulting work into a
more comprehensive framework that involves advocacy, capacity building, action research, and field research. At its best these
activities are not distinct entities but rather different parts of the whole where the parts are complementary and aimed at improving
conditions in the community. If one is interested in using this type of approach to move into a new area of interest it is very useful
to develop contacts in the community and begin building trust and rapport with representatives from the relevant constituencies. In
this section, an example will be presented detailing the steps we took to begin conducting research and consulting with
organizations providing services for people living with chronic hepatitis C virus (HCV).

In order to develop a deeper understanding of the HCV community, contact was made with the local chapter of the American Liver
Foundation (ALF) that resulted in the development of a research partnership. In order to spread the word about the project and
recruit participants we attended and/or presented information about our study at a number of events that the local ALF sponsored,
including town hall meetings for people living with HCV, support groups for families and people living with HCV, and a
conference for Midwest HCV coordinators who are charged with integrating HCV programs with existing programs for people
living with HIV/AIDS. Through attendance at the coordinators’ meeting we learned about the local HCV Task Force and Advocacy
group and began to attend their meetings. In addition, informal exploratory interviews were conducted with patients being treated
for HCV at a hepatology clinic within a large medical center in order to better understand patient concerns and attitudes regarding
research and researchers.

Attendance at the HCV Task Force meetings led to contacts with representatives from numerous agencies providing services for
people living with HCV and their families. Through involvement with the task force, we gained a deeper understanding of the
issues people face and the constituencies represented in the HCV community, increasing our capacity to work as
researchers/evaluators and consultants in this area. After about eight months, a consulting opportunity arose where we were asked
to participate in a community-based health education program. The program sponsors educational presentations for healthcare
professionals working with people who have been living with or are at risk for HCV infection.

Currently other possibilities for partnerships between our center and the task force agencies are under consideration and look very
promising. Thus what began as an interest to learn more about a topic of concern in order to develop a program of research, led to
the opportunity to share knowledge, build relationships, and provide consulting services in a new area.
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11.11: Reflection and Planning Streamline Future Work

Our experience working with small CBOs has been both professionally and personally rewarding. The center we created has been
operational for about five years and recently we have been evaluating what we have done in the past and planning for the future. A
significant issue that we have dealt with over the years has been maintaining a balance regarding our workload. The feast or famine
nature of consulting is a problem that all consultants must deal with and we have not been an exception to that rule. Therefore, one
question we have continued to struggle with is how we increase the impact of our center while maintaining our other commitments
as academics and individuals. We have begun to consider streamlining the mission of our center to more closely align our research
interests with the services provided through our consulting center. Given we have interests in health-related issues, particularly
those related to people living with HIV or HCV, we plan to move toward a more health-related mission for our center, and when
possible link research and consulting interests.

In addition, as a means of increasing the predictability of our work schedule, we have considered a heavier reliance on developing
and presenting workshops rather than having the majority of our consulting services focusing on longer term projects at external
sites. The workshops would be based on some common needs we have identified through consulting with CBOs over the years.
There has been interest expressed from our clients for workshops related to program evaluation, program development, capacity
building, grant writing, and managing organizational change. Our plan is to supplement our impressions with data collection in the
form of a needs assessment to help guide the types of workshops that we may ultimately offer. Finally, engaging the services of
more faculty/staff consultants and students is a means by which we can build our own capacity. One possibility we have
considered, given the multidisciplinary nature of some of our projects, would be to include faculty/staff and students from areas
beyond psychology as partners in developing and presenting the workshops.

Given the educational objectives of our center it was important to reflect on the quality of the educational experience of the
graduate students who have been involved in our projects. Toward that end an evaluation was conducted based on qualitative
interview methodology. The results revealed that the graduate students who have worked in our center have had excellent
opportunities for professional training and development while serving worthy causes. Students reported that working with faculty
as mentors on a team has been an excellent means for expanding their classroom experience to applied projects that make a
difference. In addition to the application of technical competencies, students have indicated that through their involvement in center
projects they have exercised their ability to communicate orally with a wide range of people about a project, improved group
presentation skills, and learned to develop professional relationships with clients. As compared to other consulting experiences, our
students reported that working in our center led to more client contact, project ownership, autonomy, and the application of
theoretical material.

Some of the challenges that students have experienced working in our consulting center were related to their time constraints. Some
students found it difficult to schedule meetings with their project team and/or client because of class schedules and research
commitments. For some projects, because student time was limited, project teams were large which made communication and
coordination of efforts more difficult than if the teams were small. However, in spite of these concerns students found consulting in
the center a valuable experience and one that helped shape their future consulting work with small non-profit CBOs and other
organizations.

The experiences of one graduate student exemplify the aggregated findings of our evaluation. She reported that several excellent
opportunities were made available through our center that provided the necessary training ground for her to develop her own
individual professional competencies to the point where she is now managing a consulting contract on her own. While seeking an
interdisciplinary master’s degree and serving as the executive assistant to both center directors, constant involvement in center
activities and interactions with both directors provided countless hours of professional training and development. While working on
several projects related to HIV/AIDS, the student was able to interact with various CBOs and receive priceless hours of one-on-one
professional training. She took advantage of these “hands-on” experiences with the two co-directors and was able to enrich her in-
class multidisciplinary coursework and even earn funds to help defray some of her graduate tuition costs.

The training she received working in the center resulted in the classroom theory being transformed into action in the community.
This community work led to the development of a niche for herself doing program evaluation and to the formation of a network of
potential partners with whom to collaborate on future community projects. Without a doubt, the hands-on experiences and
countless hours of mentorship helped her define her own specialty and solidify herself as an independent consultant.

In summary, our work has been well received in the community and we have provided valuable professional experiences for our
students. Consultation experiences in the center have added value over consultation experiences outside the University setting,
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which tend to be less theory driven and not as strongly connected to the students’ coursework. The insights and understanding that
we have gleaned during the operation of our center have served us well, and we hope the reader finds them to be of value when
working with small CBOs. We have enjoyed the challenges of working as consultants with small nonprofit organizations as they
have provided ample opportunities for professional and personal growth. It has been satisfying to be part of a center that has played
a role in advancing the respective missions of the organizations with which we have worked. We have had the privilege to work
with a wide variety of people in diverse community settings, which has been a rich and rewarding experience.
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12.1: Introduction

Many faith-based and community organizations (FBCOs) provide support and services to those in need across the United States.
Over the past decade, the United States government has started to more formally recognize the assistance of small FBCOs by
initiating a variety of programs to strengthen and expand their organizational capacity to provide social services (for a review,
White House Faith-Based and Community Initiatives, 2006). Organizational capacities such as leadership, management,
adaptability, and technical capacity have been identified as critical to the success of FBCOs and other nonprofits (Connolly & York,
2002).

FBCOs represent a potential market for consultants who are in a position to provide capacity building support. The purpose of the
current chapter is to describe the following: 1) organizational capacity building, 2) working with small nonprofit organizations, 3)
steps and strategies for consultants to assist FBCOs, 4) an example consulting project that uses an organizational capacity building
strategy with FBCOs, and 5) lessons learned in providing capacity building support to FBCOs.
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12.2: Organizational Capacity Building

Light (2004) conceptualizes capacity building as a process for changing “some aspect of an organization’s existing environment,
internal structure, leadership, and management systems, which, in turn, should improve employees’ morale, expertise, productivity,
efficiency, and so forth, which should strengthen an organization’s capacity to do its work” (p. 46). The results of a 2001 survey of
1,140 nonprofit employees suggest that employees of nonprofits understand the importance of capacity building for organizational
effectiveness. Nearly three-quarters of those responding agree that capacity building involving strategic planning improves
organizational outcomes, appreciate the willingness of their organizations to adopt principles of management that are more
business-like, and approve of the emphasis on building and sustaining collaborative efforts. Further, responses from a wide range of
318 nonprofits, with missions ranging from services to children and youth, to economic and community development and science,
indicated that the majority of represented nonprofits do engage in some form of capacity building, and those that do give high
marks to their efforts and the results.

We believe that the framework developed by Connolly and York (2002) is useful for understanding the organizational capacities of
FBCOs. This framework categorizes activities essential to operating a nonprofit (whether faith-based or secular) into four core
capacity areas: (1) technical, (2) management, (3) adaptive, and (4) leadership. Technical capacity includes an organization’s ability
to handle day-to-day operations, such as paying utility and rent bills and managing financial records. Management capacity is
described as an organization’s ability to utilize its resources effectively and respond to issues as they arise. This includes activities
such as creating job descriptions for new positions, revising by-laws, and recruiting members. Adaptive capacity is an
organization’s ability to monitor, assess, and respond to internal and external changes. Within FBCOs, adaptive capacity can
include identifying long- and short-term organizational goals and networking with businesses and other organizations in the
community. Leadership capacity refers to the ability of organizational leaders (i.e., directors and board members) to identify and
implement the steps necessary for the organization to achieve its mission. This often includes team building and board training.
This organizational capacity framework provides a useful starting point for understanding the organizational capacities and
challenges of operating nonprofits, including FBCOs.
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12.3: Working with Small Nonprofit Organizations

Smaller FBCOs stand to benefit a great deal from capacity building assistance, and change/impact can often be more easily
measured with these organizations than with larger organizations. Also, it is possible to see a measurable amount of change in a
relatively small period of time. As consultants who are interested in helping achieve organizational and individual change, such
experiences can be very rewarding.

The smaller FBCOs we have worked with have tended to be very appreciative of the assistance we provided to them. Successful
capacity building can help in creating positive word of mouth and can also be a source of referrals for future contracts for a
consultant. Positive word of mouth can lead to additional business and a well-respected reputation. Several local community
foundations and larger nonprofits have approached our organization, the Center for Community Support & Research, based on our
work with FBCOs.

Furthermore, working with small community-based organizations increases your presence in the community as a resource for
community assistance and improvement. Foundations and other funders that become aware of your assistance and the impact on
the work of organizations they fund may seek to utilize your services to assist other funded organizations as a means to increase the
overall effectiveness of their investments.

12.3: Working with Small Nonprofit Organizations is shared under a not declared license and was authored, remixed, and/or curated by
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12.4: Steps and Strategies for Consultants Working with Small FBCOs

12.4.1. Securing Financial Support as a Consultant

As mentioned in earlier chapters of this book (e.g., Chapter 1, p. 12), there can be various financial challenges in working with
small community nonprofits. While small faith-based and community organizations (FBCOs) are often the organizations that most
need capacity building assistance, they are also often the least likely to be able to afford to pay for this type of assistance. A
consultant can secure financial support from a number of sources, including grants, contracts, foundations, and workshops, and
each of these strategies are described briefly below.

12.4.1.1. Grants and Contracts

In the case of Compassion Kansas (an initiative described in more detail later in this chapter), the capacity building assistance was
provided through a grant from the Administration for Children and Families’ Compassion Capital Fund. The Compassion Capital
Fund, administered by the Department of Health and Human Services’ Administration for Children and Families, was created in
2002 and is a key component of the Federal Faith-Based and Community Initiative. This initiative recognizes the ability of FBCOs
to serve individuals and families in need. Key populations served by these organizations include the homeless, at-risk youth, elders
in need, families in transition from welfare to work, those in need of intensive rehabilitation (e.g., addicts or prisoners), and/or
those in need of marriage education and preparation services.

The Compassion Capital Fund administers three grant programs related to building the capacity of FBCOs: (1) the Targeted
Capacity-Building Program, (2) the Communities Empowering Youth Program, and (3) the Demonstration Program. Each of these
Compassion Capital Fund programs seeks to increase the effectiveness of FBCOs by building their organizational capacity.
Through the Compassion Capital Fund Demonstration Program, intermediary organizations receive grants to provide training,
technical assistance, and sub-awards to a diverse range of FBCOs seeking to increase their ability to provide social services to
those in need. Capacity building assistance activities are offered at no cost to these FBCOs and focus on strategic planning,
financial management, board development, fundraising, outcome measurement, and similar needs.

Independent consultants may be in a position to attain work through state and federal grants and contracts in a number of ways.
First, consultants may sub-contract for a specific scope of work or service in a larger grant. It is not uncommon for larger grants to
have multiple sub-contracts to consultants or other entities. In our work, we have used consultants specializing in legal issues
facing nonprofits and grant development. Given that grants often span multiple years, even sub-contracts can serve as a good
source of financial support and provide some financial stability to consultants. Many states and communities have professional
grant writers associations and nonprofit associations that consultants may want to join to gain awareness of opportunities, build
their skills and reputation in the field. Other consultants may be in a position to co-write or develop grant applications. While
writing a grant requires an investment of time, the benefit of obtaining a grant can provide multiple years of funding support.

12.4.1.2. Local and National Foundations

Consultants will also find local community foundations to be an important resource when working with FBCOs. Community
foundations often recognize the important work of the FBCOs in their communities and are repeatedly asked to support FBCOs
directly and indirectly through capacity building. Therefore, a community foundation may be willing to support a consultant to
build the capacity of a few local FBCOs each year. After becoming familiar with the mission and scope of a community
foundation, a consultant may want to educate the foundation regarding the benefits of capacity building and the range of services
they can provide to improve the skills and practices in FBCOs. Such partnerships take time to develop and may require several
attempts in finding the appropriate opportunity to offer consultation. Some local community foundations have “open grant
proposals” whereby a consultant may be in a position to partner with several local FBCOs and propose a capacity building
initiative that would benefit the FBCOs’ services and support the work of the consultant.

National foundations, such as United Way, represent another potential funding source for consultants to consider. United Way
works to “create lasting positive changes in communities and people’s lives” (United Way, 2007). This is consistent with the goals
of many FBCOs, which also seek to make positive changes in their communities and in the lives of people living in their
communities. As with community foundations, a local United Way may be willing to fund a consultant to work directly with
FBCOs. Again, it is important to show how your work and the work of the FBCOs will contribute to the achievement of the
mission of United Way.
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One potential challenge when having a third party (i.e., community foundation, United Way) support the capacity building of
FBCOs, or any organization, is that the organization benefiting from the capacity building assistance does not make a monetary
investment in that assistance. The lack of financial investment may affect their perceived value of the assistance as the FBCO will
need to make a substantial time commitment as well as be invested in the growth and change in order to expect any lasting effect.
At times, it may be appropriate to request that the FBCO receiving assistance make a financial investment, even if it is a nominal
amount, as it increases the perceived value of the work and not just the outcomes. This may also encourage the FBCO to budget for
this type of assistance in the future.

12.4.1.3. Workshops

Another potential funding source can be generated from conducting workshops for a small nonprofit organization or a group of
organizations. If you find that many FBCOs need the same type of capacity building assistance and could benefit from work in a
group setting, they may benefit from capacity building workshops. You can conduct workshops on a particular topic common to
FBCOs and charge a nominal fee for attendance or ask a local community foundation or United Way to underwrite such a
workshop. This will allow you to assist multiple organizations and increase the awareness of your consulting services in the
community. Consistent with adult learning methodology, workshops also provide the opportunity to create “learning communities,”
where organizations can share their own best practices, including what has worked well for them, especially when participant
organizations differ in their sophistication, stage of development, or level of knowledge regarding the operation of an organization.

Communities of learning allow for mutual engagement and present the opportunity for individuals to reciprocally share what has
worked in their own efforts at organizational development, as well as to talk about challenges and receive feedback and innovative
ideas from a community of peers (Wasco and Faraj 2000; Wenger 1998).

12.4.1.4. Strategies to Promote Effective Relationships with FBCOs

As a consultant working with FBCOs, you should be able to customize your assistance to meet the needs of the individual
organization with which you are working. Different organizations will have different needs, and different organizations with the
same needs may not respond in the same way to a given process. While FBCOs often have similar capacity building needs, the
different structures and stage of development of these organizations may impact the way assistance is provided. Consultants will
need to be flexible and use multiple strategies to achieve desired outcomes given these differences.

In consulting work with FBCOs, it will be especially important to focus on and celebrate “small wins” as looking at everything that
needs to be accomplished is overwhelming (Weick, 1984). Having all board members attend a retreat and commit to roles and
responsibilities in itself will be cause for celebration. Helping the organization take one step at a time can help keep the individuals
in the organization motivated and optimistic.

In any consulting work, it is good to have a document outlining the scope of work to be completed along with measurable
goals/objectives and a realistic timeline for when activities can be expected to be completed. In fact, it may be appropriate to
develop a phased process that indicates what activities are most appropriate to accomplish before proceeding to other goals. For
example, an organization may need to solidify or increase its board participation prior to attempting strategic planning. In any case,
a written plan for development keeps both the consultant and the organization on the same page about who is responsible for what
and when various goals will likely be achieved. A Memorandum of Understanding (MOU; see Appendix 12-1 for an example) is a
helpful tool, as it outlines the services to be provided and documents the scope of work. The MOU will help keep you, the
organization, and the work focused and on track. If your relationship with an organization will be ongoing or long-term, it will be
necessary to revisit the MOU from time to time to check progress and make changes as needed.

Relationships with small FBCOs can sometimes become more personal than other professional consulting relationships. On
occasion, these organizations may begin to see the consultant as part of their “family,” an integral part of their organization rather
than someone outside the organization. Setting appropriate boundaries will be key to a successful consulting relationship, and
MOUs can help with setting boundaries. Another document that may help in setting boundaries and expectations is a Meeting
Agreement Form (see Appendix 12-2 for an example). This form identifies who is responsible for what activities and by when
those activities will be accomplished. This will help participants avoid the diffusion of responsibility that can occur when many
individuals are involved in a project. The Meeting Agreement Form will remind individuals of their commitments, and help keep
everyone accountable for their various responsibilities.

The particular steps and strategies used, as well as the specific challenges faced, will be dependent upon the unique needs of the
organization with which a consultant works; however, in the following section we provide a description of the elements and
processes used in the Compassion Kansas project as an instructive example. The issues highlighted above were very much present
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in our experience with Compassion Kansas. We designed this project to maximize the opportunities and minimize the challenges
inherent in capacity building consultation.

12.4: Steps and Strategies for Consultants Working with Small FBCOs is shared under a not declared license and was authored, remixed, and/or
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12.5: Compassion Kansas- A statewide initiative to build the capacity of FBCOs

The Center for Community Support & Research (CCSR), a part of Wichita State University’s Community Psychology Doctoral
Program, has been working in Kansas communities to strengthen individuals, communities, and organizations for 25 years. CCSR
staff help communities, nonprofits, coalitions, faith-based organizations, self-help groups, and government entities. The CCSR
provides a number of services to individuals, organizations, and communities including: strategic planning, vision and mission
development, grant writing, program evaluation, team building, collaboration, conflict resolution, outcome-based planning and
monitoring, evaluation, self-help group referrals, and resource materials for leadership development and self-help group
development and maintenance.

Building on our previous work in communities and with nonprofits, in 2004 we applied for and were awarded a Demonstration
Program grant, “Compassion Kansas”, from the Administration for Children and Families’ Compassion Capital Fund (described
earlier in this chapter). The Demonstration Program was consistent with the CCSR’s mission to strengthen Kansas through
education, leadership development, facilitation, and research. The purpose of Compassion Kansas is to build and enhance the
capacity of Kansas FBCOs to better serve Kansans in need. Eligible FBCOs must be small or medium (i.e., annual budgets under
$500,000) social service agencies or groups in Kansas who serve or plan to serve the homeless, elders in need, at-risk youth,
families in transition from welfare to work, those in need of intensive rehabilitation (e.g., addicts or prisoners), or organizations that
provide marriage education and preparation service. For example, through Compassion Kansas, we have funded a youth
technology center seeking to foster competence, confidence, and increased self-esteem in their teenaged participants. Another
funded organization, a home for pregnant teens, seeks to network with similar facilities and access important resources across the
state to help their clients better meet the challenges of teen pregnancy. Still another group, a community foundation, is working to
revitalize a dying rural community through the preservation and maintenance of community assets. The objectives of Compassion
Kansas include: (1) enhancing and expanding the knowledge base of Kansas FBCOs; (2) providing professional training, technical
assistance, and sub-awards to Kansas FBCOs; (3) encouraging and facilitating replication of appropriate models and best practices
with FBCOs; (4) assisting FBCOs in seeking additional funding sources to sustain their new successful practices; and (5)
determining the extent to which Compassion Kansas achieves its intended outcomes.

As part of the initiative, staff from the CCSR assist FBCOs in increasing their effectiveness and enhancing their ability to provide
social services through (1) direct one- to-one capacity building assistance and (2) small grant awards up to $10,000 for
organizational capacity needs (e.g., computers, filing systems). These capacity building approaches aid selected FBCOs in strategic
planning, board development and management, collaboration, staff and volunteer management, outcome measurement, and other
aspects related to developing and maintaining a healthy social service organization as described by the organizational capacity
framework proposed by Connolly and York (2002).

12.5.1. Process of Capacity Building in Compassion Kansas

As a statewide capacity building initiative for FBCOs, our work through Compassion Kansas has provided a number of insights
about the process of developing a working, consultant-type relationship with FBCOs. The Compassion Kansas process is outlined
in more detail below, along with findings from the initiative, followed by insights from our experiences in providing capacity
building assistance to FBCOs.

12.5.1.1. Request for Proposal Workshops to Solicit Applications for Capacity Building Awards

To contact Kansas FBCOs regarding Compassion Kansas and the availability of capacity building awards, we chose a multi-
component outreach approach to build a network of organizations that might be interested in the services we could provide. Our
outreach strategies included:

e Direct mailings to FBCOs based on extensive and updated CCSR address databases

o E-mails to key stakeholders across Kansas who are in a position to forward the opportunity to others, including community
foundations, United Way, state government departments, Chambers of Commerce, and nonprofit and faith-based associations

o News releases to the major newspapers in Kansas

o Compassion Kansas website and e-mail distribution list

e CCSR’s e-mail distribution newsletter

¢ Collaboration with a Compassion Kansas Advisory Committee which had multiple outlets for dissemination, such as
conferences and newsletters
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Through these outreach approaches, approximately 250 people representing 150 FBCOs attended one of four regional RFP
workshops held each year. In these workshops, we outlined the requirements of Compassion Kansas, the key components of
organizational capacity building, and the specific Request For Proposals (RFP) form. The RFP form required the following
information:

¢ An organizational profile, including staffing, mission, board, contact information, persons served, and current services

o The capacity building assistance needs of the FBCO

e Purpose of grant, including desired impact, expected outcomes, and planned activities

¢ A budget and narrative explaining how the money would be spent

o A signature page indicating their agreement to accept capacity building assistance from us if selected as an award recipient and
to the terms in the “Guidance to Faith-Based and Community Organizations on Partnering with the Federal Government”
(White House Faith-Based and Community Initiatives, 2006).

12.5.1.2. Selection of Compassion Kansas Awardees

As mentioned previously, the CCSR has provided a wide range of technical support and capacity building assistance to nonprofits,
coalitions, and grassroots organizations throughout the state of Kansas over the past 25 years. For this reason, we chose to assemble
an independent grant review committee (the Compassion Kansas Advisory Committee), with no knowledge of the applicants’ prior
work experience with the CCSR, to review applications and select award recipients; CCSR staff do not provide funding
recommendations to the committee.

The Compassion Kansas Advisory Committee, comprised of 7 local grant makers and consultants in nonprofit development,
reviewed and selected approximately 20 Compassion Kansas awardees each year. Each year we received an average of 100
applications, and the review committee carefully studied each of the submitted applications that met the requirements of the RFP
and reached consensus regarding award selection. Consistent with the requirements of the Compassion Capital Fund, priority was
given to FBCOs that had not historically received federal funding and had annual budgets of less than $500,000. Criteria for
selection did not include consideration of the religious nature of the group nor was there a requirement that participating
organizations be recognized as tax-exempt, as evidenced by having acquired 501(c)(3) status through the IRS.

12.5.1.3. Multi-Component Organizational Assessment

After the Compassion Kansas Advisory Committee selected the award recipients, two CCSR staff made initial contact with
awardees to gather current organizational strengths, challenges, needs, and additional basic information about the organization.

Following the initial contact, awardees received a more thorough and objective Organizational Capacity Assessment Survey via e-
mail or mail (see Appendix 12-3). The survey included an assessment of the various capacities of their organization, including
adaptive capacity, leadership capacity, management capacity, and technical capacity. These capacity areas were consistent with the
organizational capacity framework developed by Connolly and York (2002). The FBCOs were to complete the organizational
capacity assessment survey within two weeks. While the majority of awardees were compliant with this request, we had a few
organizations that failed to complete the organizational capacity assessment on time. We then began using the first award payment
as an incentive to complete the assessment in a timely fashion; awardees would not receive the first installment of their award until
they completed the organizational capacity assessment. This has resulted in nearly 100% compliance with our two week deadline.

Based on the results of the survey, we created an Organizational Capacity Assessment Profile (see Appendix 12-4) for each
awardee that included details about the strengths and areas of the organization potentially needing capacity building assistance.
CCSR staff and awardees then discussed specific types of capacity building assistance needed based on the profile. The
organizational capacity assessment profiles served as a guide for the FBCOs and the CCSR staff as they developed specific
activities and strategies to build the organization’s capacity.

12.5.1.4. Memorandum of Understanding

Based on the organizational capacity assessment profiles, we developed Memorandums of Understanding (MOUs) for each
Compassion Kansas awardee. More often than not, organization leaders presented a laundry list of needs and desires. The MOU
development process involved negotiating with members of participating organizations (i.e., executive director, key board and/or
staff members) to prioritize technical assistance needs, and together we determined what could realistically be accomplished in the
one year grant cycle. In most cases, this was a simple process, involving an hour or two of discussion between one of our staff
members and the relevant members of the awardee organization. Based on this discussion, we customized the MOUs to each
awardee, outlining (1) the goals for capacity building, (2) the assistance to be provided by the CCSR, and (3) the responsibilities of
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the awardee. A member of the awardee organization then signed the MOU, agreeing to the information outlined in the document.
CCSR staff could then use the MOU as a direct tool to revisit on a regular basis with awardees to determine whether capacity
building activities were meeting the goals identified in the MOU. MOU s served as an understanding of the needs to be addressed
by CCSR’s capacity building assistance.

12.5.1.5. Capacity Building Provided and Monitored

The first way in which awardees built their capacity was through their Compassion Kansas Capacity Building Grant Award (up to
$10,000). These grant awards were directed at specific capacity building issues, but the primary way FBCOs were assisted was
direct one-to-one capacity building assistance to each awardee for one year. CCSR staff visited each awardee multiple times over
the year, working intensely with board members, staff, and volunteers on topics identified in the MOU. Our capacity building
assistance included strategic planning, grant writing and review, public awareness, collaboration, 501(c)(3) application and
guidelines, board development, policies/procedures, volunteer management, leadership development, and outcome measurement.

CCSR staff tracked their assistance by completing a Technical Assistance Form (see Appendix 12-5) that outlined the capacity
building issues addressed during each consultation. We utilize this tool for other capacity building processes on other projects as
well, as it provides a useful tool for measuring the assistance we provide and tracking the outcomes of our work. The technical
assistance form was also useful as a formative evaluation measure examining the extent to which CCSR staff were addressing the
agreed upon capacity building topics identified through the MOU. This form may help you track the time you spend with each
client, so that you can document hours for billing (if you charge hourly fees). Alternatively, if your fees are based on the project,
this form can provide a log for your personal use to adjust your fees in the future, in the event that you over- or under-estimated the
amount of time you might spend on the project. The technical assistance form also allows you to identify the areas you are doing
the most work and can help you reflect on topics you for which you could conduct larger trainings.

In addition, awardees submitted quarterly program and fiscal reports. Completed quarterly reports had to be received before the
second and third installments of funding were provided. Quarterly reporting offered yet another opportunity for our staff to build
the organization’s capacity in the area of fiscal management, grant management and recordkeeping, and this was often included as
part of the agreed upon technical assistance via the MOU. Finally, awardees were required to attend two capacity building
assistance sessions hosted by the CCSR and involving the other awardees though most actually attended more than two. These
sessions provided additional contact with the awardees and progress on capacity building goals identified in their MOUs.

If an awardee did not meet the necessary requirements, we developed a customized corrective action plan, working in conjunction
with the awardee. If corrective actions were not taken by the awardee, they were ineligible to receive future funding. However, we
used this challenge as yet another opportunity to work with the organization to build its capacity, often explaining that such
reporting is always required of grant recipients, regardless of the funder, and the potential for future grant funding necessitated that
they be able to develop the skills and discipline to file timely and accurate reports. Ultimately, corrective action almost always
results in compliance, and only one of our funded organizations was ever de-funded or disqualified.

12.5: Compassion Kansas- A statewide initiative to build the capacity of FBCOs is shared under a not declared license and was authored,
remixed, and/or curated by LibreTexts.
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12.6: Lessons Learned

We have learned many lessons through our consultation work with faith-based and community organizations. We have highlighted
some of the lessons we described in this chapter below as a review.

o Work with small FBCOs to expand your abilities and types of services.

e Provide an organizational assessment to understand the FBCO’s strengths and weaknesses. Utilize multiple methods to gain the
best understanding.

o If a third party underwrites the capacity building, consider requesting the FBCO provide a small financial investment to
increase perceived value and participation.

o Celebrate small organizational capacity wins with FBCOs often.

o Be flexible and willing to utilize multiple capacity building strategies.

o Consider developing a Memorandum of Understanding (MOU) that documents the services to be provided.

o Create meeting agreements that specify who will do what by when.

¢ Recognize the unique contributions of small FBCOs in serving the community.

12.6: Lessons Learned is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.
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12.7: Conclusion

FBCOs help millions of the neediest Americans address challenges each year, and as the number of these organizations grows,
many consultants will inevitably find themselves in contact with them. The majority of these FBCOs are small in size and find
organizational capacity building helpful. Compassion Kansas provides an example of a statewide initiative in building the capacity
of FBCOs and allows for insights to be drawn for consultants assisting similar organizations. Consultation to FBCOs provides an
opportunity to strengthen organizations to do what they do better, and well-equipped and knowledgeable consultants are often in
the best position to provide assistance to them. Assistance to FBCOs can be beneficial to the consultant, as well as help maintain a

strong ecology of nonprofits in the community.
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13.1: Introduction

Consulting with nonprofit organizations is often about change; something in the client organization is not working effectively and
you — the consultant — are hired to help foster the needed changes. Maybe a program is not achieving the necessary outcomes or a
current strategic plan has become misaligned with community needs. Perhaps internal operations are filled with strife and
inefficiency or a new federal or state initiative requires a shift in service delivery philosophy or collaborative arrangements.

In our experiences as organizational consultants, we have found that we are more likely to succeed at addressing these concerns
when we can incorporate into our consulting processes guiding frameworks that can both inform our work and provide insights for
the targeted organizational employees and leaders. Theories and frameworks can provide explanations for why organizational
challenges exist and can help one identify which levers to target in a change effort. Theories can also help to explain why change
can and cannot happen as well as help guide the creation of healthy organizational systems. They can also help reduce blame within
an organizational system because they provide an explanation that is larger than current employee behavior and personalities.

As organizational consultants, we rely often on our existing knowledge bank of organizational perspectives and change theories
and also seek additional frameworks to help us better understand and problem solve around a consulting assignment when needed.
Certainly, we work to understand the local “theories in use” (Schon, 1983) — insiders’ explanations for why problems exist or
change is needed. However, we have found that it is the combination of emic (the knowledge of insiders such as employees) and
etic (the knowledge of outsiders such as consultants) knowledge (e.g., Morris, Leung, Ames, & Lickel, 1999) that creates the most
powerful tool for understanding an organizational system and identifying appropriate change activities.

In this chapter we describe how we have used one theoretical perspective — organizational learning — in our work as consultants
with one statewide disabilities organization. While we often draw upon a variety of theories in our consulting practice, including
organizational culture theory, systems thinking, strategic management, organizational change and development theories, and
diffusion of innovation theory, we have found organizational learning particularly useful in the nonprofit sector given its emphasis
on building capacity for continuous improvement. We explore in this chapter what it means to consult from an organizational
learning perspective and highlight the following issues:

e What is Organizational Learning and Why is it Needed?
e How can Consultants Drive Change through an Organizational Learning Lens?
o What are Key Consulting Tips When Using an Organizational Learning Framework?

13.1: Introduction is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.

13.1.1 https://biz.libretexts.org/@go/page/132137


https://libretexts.org/
https://biz.libretexts.org/@go/page/132137?pdf
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/13%3A_Organizational_Learning_Improving_Service_Delivery_and_Effectiveness-_Taking_an_Organizational_Learning_Approach_to_Consulting/13.01%3A_Introduction
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/13%3A_Organizational_Learning_Improving_Service_Delivery_and_Effectiveness-_Taking_an_Organizational_Learning_Approach_to_Consulting/13.01%3A_Introduction
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/13%3A_Organizational_Learning_Improving_Service_Delivery_and_Effectiveness-_Taking_an_Organizational_Learning_Approach_to_Consulting/13.01%3A_Introduction?no-cache

LibreTexts"

13.2: What is Organizational Learning?

The increased push for accountability and excellence that has emerged from funding agencies and community stakeholders has
resulted in an active demand for reform in the nonprofit sector. As a result, many nonprofit organizations are looking for better
ways to improve their service delivery and effectiveness and — consequently — for consultants who can help them solve their service
delivery dilemmas and organizational effectiveness challenges. Take for example, a small nonprofit that provides after school
programming for low-income youth. For the past year, the agency has struggled to recruit youth for this program. The funding
agency has become aware of this low enrollment and has threatened to terminate the grant if participation does not increase. You
have been hired to help the agency improve its effectiveness and recruit more youth.

We — the authors of this chapter — have received numerous requests like the one described above; requests from a variety of
nonprofit organizations looking for someone to help them “get better,” “get more effective,” “figure out why things aren’t working”
or “become more strategic.” In our experience, these requests often require an organization to re-evaluate its current state and
consider future possibilities. Usually, it requires organizations to adopt a continuous improvement orientation and a focus on
organizational learning.

Organizational learning has been described in many different ways by many different people. Generally, organizational learning
refers to a change in the organization’s capacity for doing something new. This definition involves both learning and change. More
specifically, organizational learning involves issues such as: (1) analyzing the gap between the organization’s evolving
vision/values/purpose and current organizational practice; (2) determining what changes are necessary to reduce this gap; (3)
incorporating shared knowledge and skills of individuals, groups, and other organizations to approach the organization’s evolving
vision/values and (4) returning to analyze the gap in order to continuously improve (Cutcher-Gersenfeld & Ford, 2005).

Unfortunately, given resource constraints and constant staff turnover, many nonprofits lack an efficient learning orientation (e.g.,
Miller & Shinn, 2005). For example, nonprofits often do not have the time or staff resources to engage in a full learning cycle:
collect information, reflect on what they gathered, and act in response to this new knowledge. With the pressures to write new
grants, implement new programs, and meet constituents’ needs, the opportunities for such reflection are limited. Yet, organizations
with stronger learning environments are more likely to be effective (Tannenbaum, 1997). A learning organization focuses on any
activity that might help the individual, team, and organization to continuously improve and develop. Thus, the goal of continuous
learning is to encourage everyone in the organization — leaders, employees, supervisors, and support staff — to become actively
engaged in expanding their skills and improving organizational effectiveness. Learning becomes an everyday part of the job rather
than being confined to formal training sessions in the classroom. Employees can learn skills of others in their work unit (cross-
training), teach other employees in their area of expertise, and learn from one another on a day-to-day basis. Thus, while learning
and development are clearly rooted in individuals, organizations can attempt to create the context for a positive learning
environment.

As an organizational consultant, an individual can bring this perspective of organizational learning to help organizations improve
service delivery and overall organizational effectiveness. Becoming a learning organization is a complex and difficult process of
change and development. It requires a firm vision as to where the organization needs to progress. Therefore, it is crucial that
becoming a learning organization is an integral part of the organization’s strategic plan and future vision.

A number of people have identified key attributes or components of becoming a learning organization. Overall, organizational
learning occurs when:

e Members convey learning to one another and develop shared understandings (Rousseau, 1997).

e There is a capability to deploy knowledge and demonstrable skills in novel ways and to deal with flexible combinations
(Argyris & Schoen, 1996).

e A group of people have woven an enhanced capacity to learn (Kapp, 1999).

o Individuals are working together across traditional organizational boundaries to solve problems and to create innovative
solutions (Senge, 2006).

e Members find opportunities to learn from whatever resource is available and convert individual information into organizational
knowledge (Nonaka & Takeuchi, 1995).

o Teamwork, collaboration, creativity, and knowledge processes have a collective meaning and value (Confessore & Kops, 1998).

o There is an emphasis on training, problem solving, and innovation for all organizational members (Goldstein & Ford, 2002).
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These statements provide a basis for understanding what is meant by a learning organization. Underlying these basic ideas is the
fundamental notion that learning requires iterative cycles of data collection, knowledge sharing, and collective action (See Figure

1.
Insert Figure 1

Data collection is often the first step in creating a learning organization. Data will let you know where your organization stands
relative to where you want it to be. Data needs to be collected to form a baseline by which you can measure future change. It can
come in many forms. Data can be collected through stakeholder surveys, employee suggestion systems, focus groups, informal
conversations, benchmarking of other organizations or departments, task forces, and organization records. The method of data
collection is less important than the reason for collecting the data. As a first step in this process, consultants need to work with
organizations to identify the organization’s vision for change or learning goals and then identify what kind of data will be relevant
to these expectations. Once the needed data is identified, the organization can work on collecting relevant data and stop collecting
any data that is not needed. For example, let’s return to our example of an organization providing after-school programs for low-
income youth. The organization has struggled with low youth participation in their programs and has hired you to help the agency
improve its effectiveness and recruit more youth. For this organization, a learning goal could become “Understanding why youth
are not participating in our programs” With this goal in mind, data that might be needed could include interview data from youth
who are and are not participating in the program.

Linking learning goals to what data is really needed is a critical step in building a learning organization. Because nonprofits face
numerous requests for information/data from funders, board members, other organizations, and clients they often collect reams of
information with the anticipation that it might be needed - someday. Until a request emerges for a specific fact or finding, the data
often sit untouched in files or on shelves. Becoming a learning organization requires organizations to become mindful of why they
collect information and how they intend to use it.

Although data is crucial to becoming a learning organization, it is useless until is it turned into knowledge. In order for data to be
turned into shared knowledge, organizational members need to interpret and then agree on the meaning of the data. Tacit individual
information or data is more likely to be transformed into shared organizational knowledge when organizational members engage in
discovery processes where they, together, challenge existing assumptions, explore patterns and inconsistencies within the data, and
co-generate new meaning (e.g., Argyis & Schon, 1996; Swan & Scarbrough, 2001). Some argue that the best forum for creating
such discovery is through the intentional development of learning communities or communities of practice where peers, such as co-
workers, spend time together examining their current realities and relevant data to improve their practice (Wenger, 1999; Wenger,
McDermoot, & Snyder, 2002).

By engaging in these discovery processes, organizational members can reach agreement on the problems in their organization as
well as identify barriers and drivers to organizational change. Through this analysis, they can identify actions to take to reduce the
gap between where the organization is and where members want it to be. Once action has been taken, it is important to evaluate
whether or not the action was successful. In order to evaluate the results of the actions taken, organizational members must monitor
and measure changes that occur. This involves gathering new data and comparing it to the old (baseline) data. This leads us right
back to the “data” section of the learning cycle.

From a practical perspective, all organizational learning processes need to be driven by a set of guiding questions that are
determined in collaboration with stakeholders within the targeted organization. These questions need to be identified at the
beginning of the consulting arrangement and then continually reexamined to make sure they are still meaningful and appropriate
given the insights that have occurred. The case study below highlights an organizational learning approach to change and the types
of exercises used to gather data and facilitate discussions to facilitate organizational learning (e. g., creating ways for organizational
members to generate information and develop shared understanding and for creating innovative solutions).
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13.3: How to Drive Change Using an Organizational Learning Frame

13.3.1. Overview of Case: Disabilities Organization

The Disabilities Organization (DO) is a statewide agency that provides strategic direction and support to the disabilities movement
within our state. The DO consists of a number of subgroups that include paid staff and volunteers (e.g., disability advocates, leaders
from other disability agencies). Each subgroup has unique goals and objectives and is responsible for carrying out an action plan
that is derived from the overall strategic plan of the organization. This project was designed with the intent of creating an
organizational learning environment within the larger organizational context. All of the agency’s workgroups had lost membership
over the years due to a lack of momentum and focus. We responded to an RFP that requested consultants to work with the DO to
improve its organizational effectiveness, particularly by enhancing the performance of these workgroups. We received the contract
and began our effort with the Respite Care Work Group because this group was facing a significant membership crisis and was
eager to improve its efforts.

The overall goal of the Respite Care Work Group was to monitor implementation of respite care and other family support projects
and provide a statewide forum for exchange of information among state agencies, advocacy groups and parents on respite care and
family support issues as well as explore opportunities to expand awareness of family support services. For example, one potential
role for this work group would be to assess the impact of health care proposals at the state level on families with children with
disabilities.

We worked with the workgroup for approximately one year. During this time we engaged organizational leaders and workgroup
members in a series of activities that simultaneously promoted data collection, shared knowledge, and collective action. Below we
describe eight steps that we took along with the exercises that we used.

13.3.1.1. Step 1: Determine what the organization hopes to achieve

Before data can be collected, you must work with your consulting client to establish learning goals for the consulting project. This
includes engaging in conversations with organizational leaders and other organizational members to determine the current
problem(s) or issues that generated the need for change. It is important to note that the problems that are initially identified by
organizational stakeholders are not necessarily the problems that become the focus of the organizational learning process.
Sometimes, through the inquiry process, a deeper set of issues or the root causes to presenting problems are identified. Whenever
possible, consultants should attempt to elicit root causes and make these issues the target for inquiry and change. We have found
the process of exploring current organizational problems through the Five Why’s exercise a very effective method of identifying
root causes. In this exercise, consultants ask organizational members “why does this problem exist” each time they describe a
problem. When an explanation is provided, the consultant continues to ask this question, eventually identifying the underlying
causes of the presenting problem.

We were called into the organization by the director. In initial discussions with key workgroup members, the primary concern
presented was membership recruitment and retention. To better understand this issue, we spent approximately two months
interviewing 45 key stakeholders who were familiar with the DO and the respite workgroup (e.g. key disability leaders in the state,
current and former workgroup members). Interviews lasted approximately one hour. Then, through an exploration of this data with
the director and workgroup members, we identified the underlying reasons for the membership problems by considering such
questions as: What does this data tell us about the membership problem? Why is recruitment a problem? What issues need to be
addressed before membership retention will improve? Through this process, we identified two core root causes for the presenting
membership problem: 1) ineffective activities and plans predominated by reactive versus strategic thinking; and 2) few efforts to
learn from previous failures and successes. We designed a consulting process that would tackle both of these issues by engaging
workgroup members in a strategic planning process that would help them create a new vision, investigate key challenges, identify
key goals for the work group and develop a strategy for meeting those goals.

Throughout all of these activities we embedded an organizational learning orientation by having work group members consider
data, develop integrated shared knowledge, and use this information to design actions and next steps. All of the forthcoming
activities were designed to meet these goals. Overall, we spent approximately six months on step one.

13.3.1.2. Building Team Readiness for Meeting Goals

Team effectiveness in meeting the goals of any change project depends on a number of factors. One useful team performance
model contends that teams must move through a number of stages to create a oneness of mind and to move towards unity of action

https://biz.libretexts.org/@go/page/132139



https://libretexts.org/
https://biz.libretexts.org/@go/page/132139?pdf
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/13%3A_Organizational_Learning_Improving_Service_Delivery_and_Effectiveness-_Taking_an_Organizational_Learning_Approach_to_Consulting/13.03%3A_How_to_Drive_Change_Using_an_Organizational_Learning_Frame

LibreTexts"

(Forrester & Drexler, 1999). Important steps in creating oneness of mind include orientation (why are we here), trust-building, goal
clarification to provide focus, and commitment or buy-in.

Step 2 of our project involved orienting and building trust when the work group began to meet. Many of the individuals in the work
group had never worked together before. A key goal, then, of this step was to develop shared understandings of each other as a
team before moving to creating a vision for the work group. In one exercise we had the individuals in the work group answer the
following questions in order to “discover the talent on the team”:

1. What are the key skills, knowledge, and qualities that I bring to this team that are directly related to helping this work group
meet its goals?

2. What are the key skills, knowledge, and qualities that I bring to this team that will help this group of individuals function well
as a team?

3. What are the “hidden” skills, knowledge, and qualities that I have that I do not think everyone on this team knows about?

After the information was tabulated and presented to the group, the work group was asked to reflect on the implications of the
“data” gathered about themselves:

1. What does the inventory tell us about this team?
2. How can the talent of this team be utilized in an optimal way?
3. What talents, knowledge bases and qualities are we missing as a team or need to be developed?

Based on this data, the work group had a greater appreciation of the talents on the team as well as information to identify additional
talents that were needed on the work group for it to be effective. Additional individuals who had those talents were then asked to
join the team. This process took approximately three months.

13.3.1.3. Creating a Vision of Opportunities

A critical step in mobilizing organizational members to change is the creation of a shared vision for what the organization can
become. This vision becomes the background for all future learning activities, establishing the ideal state that is pursued. To be
effective in this process, a vision must be created by all critical stakeholders. A variety of group processes exist for engaging
stakeholders in vision creation (see Holman & Devane [1999] for a nice description of several processes). We are particularly fond
of the Technology of Participation (ToP) process (developed by the Institute for Cultural Affairs) because it is designed to develop
a realistic action plan from the visioning process and promote stakeholder ownership for these plans. In addition, this process
promotes a learning process throughout all phases.

In the ToP process, a vision is created by first challenging participants to imagine a future of success. In our process, workgroup
members were asked: Imagine that it's 5 years from now, and you have been contacted by Detroit News/Free Press. The Respite
Work Group has just won an award for being the "Most Successful Collaborative" in Michigan. The newspaper wants to interview
you to learn about the Respite Work Group's successes over the past few years. What do you want to say that the Work Group has
accomplished? What story do you want to tell them? What do you want the Work Group to be known for?" Please describe your
answers to these questions in the space below.

Individual responses then became the “data” that was explored first, by small groups, then the large group. An example of the data
included the following response from one participant:

As I look back on the last five (5) years, the foremost contribution that led to our Work Group getting this award was the strides we
made in designing and implementing a state-wide, comprehensive service delivery system. Wherever a family goes in Michigan
with their adult or child with developmental disabilities, they can find adequate supports to keep their family together.

Our Work Group has had five years of strong involvement and representation from a diverse group of people from families,
community agencies, different cultures, political systems and the general population. With state of the art telecommunications
we have come together to develop common visions and values. Through achieving a common goal we were able to partner with
families, consumers and between agencies to build teams and make resources available that meet a variety of different life styles
and needs.

The end results of our efforts have been two outcomes. Several times each year, training is provided about services in Michigan.
The first half of the day has been dedicated to presenting information and a resource kit to participants. This gives people an
overview of the entire scope of services that may be available, shares resources and avoids duplication. The second part of our
day looks at what future needs may be surfacing and engaging in the process once again to look at solutions.
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Overall, this exploration of the individual responses (data) culminated in the identification and prioritization of shared vision
elements (shared knowledge). We spent two hours with the work group members facilitating this phase of the ToP process. Some
examples of the shared vision elements that emerged included:

o People with disabilities and their caregivers are aware of existing resources and systems throughout Michigan.

o All counties have quality respite care services.

e A more comprehensive information sharing, one stop shop information system exists (web site, 1-800 number) for parents,
caregivers, educators, consumers, agency personnel to call for answers to questions or a need for help

e A strong parent-to-parent support network exists statewide, connecting parents who have children with similar disorders

o Stronger networks among mental health, FTA, community advocates, school representative, community agencies, churches and
parents exists, fostering the sharing of resources, a continuum of services, and little duplication.

13.3.1.4. Understanding Conditions for Success

Critical to the successful pursuit of a vision is an understanding of the conditions needed to fully implement the identified vision
elements. This often requires an identification of the various systems that intersect with each vision element and examining how
they can contribute to its success. Workgroup members formed analysis teams around each of the vision elements. Each team was
responsible for researching and identifying conditions that needed to be put into place to ensure the realization of the vision
elements. They were given one month to complete this task. While analysis teams were asked to work on their own to collect
relevant data, we supported this process by offering our time outside of group sessions to meet with each team and help them
identify possible information sources. This “data” was then presented to the larger group for discussion and analysis. A final set of
agreed upon conditions was generated during this discussion. Below is an example of one set of key conditions generated during
this process.

Key Conditions Required for Creating Consistent Respite Care Services in All Counties.

e Receptive local policy makers

o Clear service delivery guidelines for all advocates and service delivery providers to follow.

¢ Strong advocacy from the work group to support these guidelines.

¢ Accountability measures are in place to ensure that county officials are working towards the guidelines.

o State agencies fund advocacy efforts at the county level (e.g., mileage reimbursement for attending meetings, etc.)

o Parents are knowledgeable advocates in the process, familiar with how to work with county boards and other groups to
influence outcomes

o All boards of directors in key agencies have members who are vested in supporting respite care.

13.3.1.5. Identifying Challenges/Barriers to Success

Steps three and four helped participants develop a shared, tangible image of their vision. When these two steps were completed,
participants were excited and energized — they could “see the future” and were motivated to make it happen. The question
remained, however, why this vision was not yet in place: What’s in the way of this vision becoming a reality right now?

To answer that question, participants were asked to first individually, and then in small groups, “Identify the obstacles, issues or
constraints that could prevent the vision from becoming a reality. These should be specific, objective realities that are based on
actual experience or first-hand knowledge.” Participants were asked to identify at least one obstacle or barrier for each piece of the
vision identified by the group. Once small groups identified a set of five to seven barriers that were shared by their group members
they were asked to present these to the larger group. Again with an eye towards identifying root causes, the larger group used the
data from all of the small groups to identify the underlying causes of the list of barriers. Overall, this process helped to generate a
shared understanding of the problems the group must face together to realize its vision.

One quick note about the small and large group processes used in this method. Small groups can be formed intentionally (so they
include a good representative mix of participants, for example) or they can naturally form in the process. In this consulting project,
we let groups form naturally, though we often assign individuals to specific small groups when we are concerned about stakeholder
mix in the groups. Different small group were allowed to form for each step in this process. In general, most of the time in step five
was spent in small group processes because deeper conversations and insights are more likely to emerge in small groups (versus a
larger group context).
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13.3.1.6. Step 6: Developing strategies to overcome obstacles and meet vision elements

Using the root causes identified in Step 5, the group was then challenged to develop a collective understanding of possible
innovative solutions for these problems. Specifically, work group members were asked “For each root cause identified by the
group, please identify a general course of action which could be taken to overcome or circumvent this obstacle and lead the group
to its vision.” In small groups, individuals brainstormed possible strategies for each root cause. Then, in the large group, suggested
actions were assessed according to how feasible (This is something we could do), desirable (This is something I want to do), and
appropriate (This would help us achieve our vision) they were. Actions that met all three criteria remained on the strategies list.

13.3.1.7. Group action planning

Some consultants refer to step 7 as when “the rubber hits the road.” It can be relatively easy to get group members to envision a
future and identify creative ways to achieve that new state (Steps 1-6). It is typically more challenging for group members to begin
to assign and take on specific responsibilities to achieve these ends. Often, during this step, group members become concerned that
the ideas generated could mean “just more work.” If these concerns are not handled effectively during this step in the process,
visioning processes lead to little change. Thus, it was critical that during this step we generated a shared understanding of action
steps that needed to be taken and join responsibilities around expected outcomes. Towards that end, we again had the group
consider issues of feasibility and desirability, continually asking them to determine “who could do what by when” and if that
request was truly feasible and likely to occur. As should be expected at this point in the process, some participants were concerned
about their ability to take on additional responsibilities. As much as possible, we tried to have the group have an open dialogue
about this tension. However, we also wanted to help the group move forward with its agenda. For this reason, we worked with the
group to develop the norm that while every individual needed to sign up for at least one activity, group members should also keep
each other aware of issues or challenges that emerge that might get in the way of them completing that task on time.

13.3.1.8. Building an Active, Vibrant Membership

Voluntary groups — like this work group —are more likely to attract and retain an active membership base when the benefits of
participation (e.g., having your purposive or social needs met) outweigh the costs (e.g., time commitment, affiliation risks). At the
beginning of this consulting effort, this workgroup suffered from a significant benefit/cost imbalance. The workgroup had a terrible
reputation statewide for “not achieving anything” and for “burning out” its few group members. Its work was viewed as reactive
and almost aimless. It was not surprising, then, that group members were hard to attract or retain.

Given this history, it was critical to develop within the workgroup a shared understanding of how to sustain these new efforts over
time. Through a critical dialogue process, the workgroup members identified two factors that were important to sustain: 1) the
newly invigorated membership base; and 2) the learning process. Together we identified two processes that would mutually support
each element. First, we worked with the group members to develop a membership development and recruitment plan. This included
examining such questions as:

o Who else should be involved?

e How can we broaden the membership base of this workgroup?

e How should these individuals and organizations be approached?
e How can members stay committed and motivated?

One strategy we used was to survey members to determine what they hoped to gain and learn through their participation in the
workgroup and embedding opportunities for these experiences into the work plan. We also identified new members to recruit who
would be motivated to help carry out the new workgroup plans.

Second, we helped the group develop feedback processes to help track the progress of their effort and determine what changes
needed to be made to the plan. Critical to this process was the creation of a “Work Group Newsletter” that helped them share their
plans and accomplishments with others across the state.

13.3: How to Drive Change Using an Organizational Learning Frame is shared under a not declared license and was authored, remixed, and/or
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13.4: Consulting Challenges

While our process with this work group was generally well received, we did experience some challenges along the way. Perhaps
the largest challenge was the voluntary nature of the group. Many of the members were already overcommitted advocates or
disability leaders in their paid positions. This put significant constraints on the number of meetings we could hold and the
expectations we could place upon group members. At times we felt that we could have accomplished much more if more time had
been available. Because these time constraints were real, we had to adjust our expectations - and those of the group members and
organizational leaders — about what could be accomplished with the resources available.

Another significant challenge was the broader organizational context and its reputation within the state. As the analysis teams
began to collect information regarding the conditions for success, they became even more aware of the negative stakeholder
perceptions of the DO and how some organizations were simply unwilling to partner with the DO. For some work group members,
the increased awareness of these negative perceptions cemented their perspective that change was impossible. To address their
concerns, we helped the work group identify their power and influence within this context and what they could influence. In
addition, as we described above, we bounded the visioning process in ways that helped the group prioritize strategies that would be
feasible and desirable.

13.4: Consulting Challenges is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.
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13.5: An Update on the Respite Work Group

We worked with the Respite Work Group approximately five years ago. Since then, other workgroups with the Disability
Organization have adopted this planning and learning framework. While the DO is still not as effective as it aims to be, its
reputation has improved greatly across the state and the Respite Work Group is considered one of the best working groups within
the organization. For example, work group membership is up and strategic actions are more common than reactive and defensive
activities. In addition, an organizational-wide data collection and feedback process has been implemented to help the DO and its

workgroups become more effective and responsive.
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13.6: Conclusion- A Cautionary Tale

Organizational change is difficult to create and sustain. As consultants, we have succeeded as much as we have failed and,
unfortunately, that success ratio actually puts us ahead of many in the change business. We will not expound here on the many
reasons why change efforts fail but instead will provide the reader with some consulting tips that we have found useful when trying
to create a learning system within an organization.

13.6.1. Consulting Tip 1: Always Think Systems and Work to Change Mindsets of Team Member to
also Think Systems First

Systems thinking involves consideration of the interdependency, interconnectedness and interrelatedness of parts within the
organization that constitutes the whole. An organizational system can be characterized by a continuous cycle of input,
transformation, output and feedback whereby one element of experience influences the next. As a consultant who is focused on a
learning orientation, one must be ready to push work groups to find the interrelatedness and interconnections that are critical factors
for success. In this way, work groups can better understand key leverage points for improving alignment across systems. In our
example, improving connections of the work group with various systems that interface with persons with disabilities was seen as a
critical step in the process of meeting the overall goals of the work group.

13.6.2. Consulting Tip 2: Build Capacity for Active Participation in the Change Process

It is a widely held premise within the change field that those most affected by a change effort should be highly involved and
empowered as the drivers of the change process. Employees and volunteers are more likely to support change if they have been
involved as the architects of the initiative. For these reasons, when we were hired by the executive director of this agency we
emphasized the importance of having work group members become partners within us in this process. For example, in the proposed
work plan we created, we explicitly stated that this change process would only be effective if those most affected by the change
were engaged from the beginning in the “driver’s seat.” We also detailed specific steps in our plan and how we would involve work
group members throughout the process. Throughout the consulting project, we reminded the executive director of the need to be
collaborative and, when necessary, suggested a more collaborative approach to the plans she put forth.

This focus on a participatory process allowed those individuals who would be most affected by the change process determine the
goals of the change effort and the change strategies they would implement. It also built their capacity to engage in learning
processes in the future, as our process modeled for them how to collect data, transform it into shared knowledge, and create action
steps from that process.

In a transformation process, a number of positive outcomes can arise from involving employees in resolving organizational issues
and problems. These include increased trust and confidence between leaders/supervisors and employees, increased communication
and information flow, more effective decision making, increased self control, enhanced problem solving, and higher performance
and quality goals. Of course, this process of employee empowerment is only effective when the larger system is able to support and
allow employee control (Foster-Fishman & Keys, 1997). Thus, consultants need to also consider how organizational leaders will
respond when other staff are given the opportunities to determine the processes and outcomes of a change effort.

13.6.3. Consulting Tip 3: Build Leadership Capabilities to Lead Change

Forrester and Drexel (1999) contend that highly effective teams move from oneness of mind to unity of action. The consultant can
lead work groups through a series of exercises (as we have shown) to help build oneness of mind. A consultant can also facilitate
the development of capabilities to generate unity of action. Nevertheless, ultimately, it is up to the organizational members on the
team to take on greater and greater responsibility for making change happen. Thus generating commitment around goals must also
include a discussion that making change happen requires individuals willing to step up to the plate and take on leadership roles
such as coordination of actions (e.g., setting up communication and integrative mechanisms), encouragement of efforts (e.g.,
promoting creativity and innovation as well as dealing with failures), and maintaining the vitality of the project over time (e.g.,
focusing individuals on what has been achieved, what is needed to build on successes, and what can be learned so as not to reinvent
the wheel). These roles (and others) require multiple leaders to emerge. The consultant needs to help the group to identify what is
needed to drive unity of action and to push various group members to accept responsibility for driving certain parts of the change
effort so that the burden does not fall on only one person. For example, we used the Group Action Planning exercise to clearly
identify what and how as well as who needed to be involved to drive action.
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13.7: Conclusion

Organizational learning is one of many frameworks consultants can adopt when working to improve the effectiveness of nonprofit
organizations. As we have illustrated in this case example, organizational learning ideas can be embedded into other consulting
processes (such as strategic planning, as described above). By doing so, we believe consultants will enhance the value and impact
of their other change efforts by creating an organizational context that has the capacities to seek information, develop shared
understandings, and use this new knowledge to pursue improved actions.
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Figure 1. The Organizational Learning Cycle

From Joel Cutcher-Gershenfeld and J. Kevin Ford, Beyond Disconnected Learning: Bold Visions and Harsh Realities of
Organizational Learning (Oxford University Press, 2005)
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14.1: Introduction

If you are driven to use your skills to make the world better, consulting has several attractions, including a remarkable degree of
control over the venue in which you work and the problems that you address. We work in the policy arena, which offers many
opportunities to satisfy practical needs even as you aim to be an agent of social change. Policy consulting appealed to the idealist in
us, and it may appeal to you, too.

We focus primarily on public policy consulting in this chapter, but we also want to point out that there are other policy arenas in
which consultants can champion their social goals. For example, there is a market for consultants who can help human resource
departments devise new personnel policies for diversifying their management ranks or improving their benefits packages as a
recruiting tool. While these public and private opportunities may differ in some ways, what they have in common is that they offer
the possibility of influencing the process of making, implementing, or evaluating policies that aim to better society.

There are some features that distinguish consulting in public policy contexts from other types of consulting. The first part of this
chapter describes some of the most salient features of being a public policy consultant, and the latter part of this chapter describes
some of the lessons we have learned from our consulting experiences. We hope readers will find these lessons relevant in their
policy work, as well as other types of consulting.

The first author is the Director of Searchlight Consulting, LLC, in Alexandria, VA. He consults on topics pertaining to child health
and well-being for government agencies, advocacy groups, and research organizations, primarily in the context of federal policy.
He was trained as a clinical psychologist with a child community focus and worked on program development and evaluation at the
Prevention Research Center at Arizona State University. Before establishing his consulting business, he served fellowships in the
U.S. Department of Health and Human Services, where he worked on evaluation of the Head Start program, and in the United
States Senate, where he worked on child health and early education policy.

The second author has an academic appointment in a department of psychology while also maintaining an independent practice
through which he offers evaluation, policy research and planning services to governments and non-profits that aim to address
problems associated with urban poverty. He worked for 13 years post-doctorate at the Institute for Policy Research at the
University of Cincinnati as a statistical consultant, applied demographer, and program evaluator. Governmental and public clients
who initially contacted him for research support often needed help making use of the analytic results, so it was a short step to
asking him to participate on boards, task forces, or committees charged with allocation or public policy decisions. After moving
into a more traditional academic appointment, it was natural for these clients to continue consulting him, and from these contacts,
his practice grew.

14.1: Introduction is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.

14.1.1 https://biz.libretexts.org/@go/page/132159


https://libretexts.org/
https://biz.libretexts.org/@go/page/132159?pdf
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/14%3A_Consulting_in_Public_Policy_Settings/14.01%3A_Introduction
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/14%3A_Consulting_in_Public_Policy_Settings/14.01%3A_Introduction
https://biz.libretexts.org/Courses/National_Louis_University/Consulting_and_Evaluation_to_Nonprofit_and_Community-Based_Organizations_(Viola_and_McMahon)/14%3A_Consulting_in_Public_Policy_Settings/14.01%3A_Introduction?no-cache

LibreTexts"

14.2: Your Research Expertise is Relevant to the Policy World

Perhaps the biggest barrier to doing policy work is the suspicion that what you do may not be relevant or important to policy
makers. But almost any social scientist has been trained to use a powerful tool with the potential to inform public policy: research.
Such landmark decisions as Brown versus Board of Education and Title IX were meaningfully influenced by social science
research conducted outside of the pressures of the policy process. Similarly, the work of the Ohio Housing Research Group
proceeded for several years in a policy-conscious fashion but without respect to any initiated policy process. All of these
researchers attempted, and succeeded, in bringing the fruits of their research to the attention of policy makers, although the relevant
policy debate was already winding its way through the legislative or judicial process.

Sometimes, the social scientist’s research skills are sought to conduct a study that will directly address a policy issue. For example,
after a failed attempt to secure passage of a Medicaid Buy-in (MBI) program by the Ohio legislature, the Ohio Developmental
Disabilities Council retained the second author specifically to research the implementation course of Medicaid Buy-in programs in
other states in order to inform legislators how likely it was that MBI expenses in Ohio would be as large as some legislators feared.

This latter example is probably more what the reader imagines policy research to be. But what is a better basis for public policy,
well-established scientific conclusions from a long-standing program of research, or a single study done under time constraints with
readily available data? Do not make the mistake of thinking that the best research for policy-making is research that was conducted
expressly as policy research. Your ongoing research, or even your in-depth knowledge of an established research literature, can
have important impact on public policy decisions, particularly when you couple that expertise with some other topics discussed in
this chapter that pertain to using your knowledge effectively.

Consider the matter of transition to employment. We might distinguish between three kinds of policy-relevant research: (a) basic
research that can inform the policy process, (b) applied research that is designed to support or facilitate current policy, and (c)
applied research that aims to influence future policy. Katherine Newman’s (1999) work on low-wage employment in Harlem
exemplifies basic research. It is impossible to read her anthropology of entry-level jobs in an urban setting and not gain a better
understanding of the forces buffeting low-wage, entry-level workers, from which one might then begin entertaining a variety of
policy ideas. That kind of research is very different from, say, research that low-income worker advocates might undertake to
understand why more low-wage workers do not take advantage of the Earned Income Tax Credit, a policy designed explicitly to
reward low-income households where one or more members is earning income relative to low-income households without
members in the work force. And different yet would be research that aims to provide evidence why some new policy would be
worth the cost of implementation. There is, currently, for example, much interest in trying to demonstrate that universal health
insurance might reduce barriers to and increase the appeal of low-wage employment.

Having substantive expertise based on a long-standing program of research is a distinct plus in the policy world, where your
credentials as expert are far more important than in the scientific publishing world, with its policy of blind review. And while we do
endeavor in what follows to teach you some lessons that might make you operate more nimbly in the policy world, you mustn’t
make the mistake of thinking that because you have not previously operated in that world, that the barriers to entry are
insurmountable.
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14.3: Consultation in Policy Settings

14.3.1. The Lay of the Land

People often refer to the public policy world. While this phrase is used frequently, it is also misleading. There is no unitary public
policy world in which all the same rules apply. Instead, policy making happens in many different ways in many types of places.
Legislatures (government lawmaking bodies) are influenced heavily by electoral politics, but also by a less visible set of lobbying
practices. Government agencies must balance wishes of the legislative bodies that fund them, the political priorities of the elected
officials that oversee them, and the needs of those they serve. Private organizations, such as foundations and United Ways, devise
policies that are calibrated to governmental policies but do not require the approval of a voting public. Furthermore, some public
policy dictates exactly how massive flows of funding are directed (e.g., Medicaid policy) while other public policy is designed to
create incentives for household-level economic decision-making (e.g., the Earned Income Tax Credit), and these are but two
examples.

Very little in our graduate school training had prepared us to understand how public policy processes work—how policies are
formulated, implemented, and evaluated, and who plays what part when and where. Instead, we had to learn on the go at the same
time we were trying to be effective within a given setting. Learning while trying to influence the system was particularly
challenging because some of the values we absorbed from academia were in direct contrast to the values in our new policy settings.
For example, academic research is grounded in the scientific method, and testing incorrect hypotheses is viewed as an important
incremental step toward enhancing knowledge. Elected policy makers, on the other hand, are rewarded for being right and defeated
in elections for being wrong (Nelson, 2007). Learning about these differences was an important part of our informal education.

Unfortunately, many social scientists receive little or no training in the public policy process beyond introductory political science
classes as undergraduates. Those who recognize their public policy interest while still in graduate school should take advantage of
academic training available in a number of departments at most universities. We encourage those readers to seek out courses in
economics, public administration, and government. Furthermore, many research universities now have interdisciplinary policy
research centers, where one might arrange an internship, post-doc, or visiting appointment. Such institutions are often far more
open to community-based collaborations than are traditional academic institutions. These opportunities can be a great added benefit
when it comes time to start a consulting career.

The more fortunate among you may find yourself at an organization or institution where policy interventions are valued. Urban
universities, for example, frequently value civic engagement. There are numerous ways in which policy-relevant activities can be
justified to department heads and deans as academically relevant. It can count as service, for example. Or your expertise may come
to the attention of the college president as a result of his or her serving on a community task force concerned with public education,
poverty or regional development. It may also be the case that your department has academic interests in community engagement.
You may be able to arrange an affiliation with a quasi-academic center charged with addressing a pressing community problem,
such as obesity reduction, literacy, affordable housing, etc.

For those of you opting to work outside of academia now or in the future, we offer this chapter as a way to understand some
important aspects of working in public policy settings. Instead of trying to lay out a detailed map of every public policy setting and
what you need to know about it, we provide some important distinctions that help you start to make your own map. Our hope is
that as you encounter a particular public policy issue or domain in your work, these distinctions can help you ask questions that
effectively inform your approach.

Before we describe these distinctions, though, we want to offer a few thoughts about one of the most difficult stages of consulting
—establishing yourself in the field. Many, if not most of you will have to endure a difficult stage in which few people know about
you and what you can offer them, and the bulk of your time will be spent trying to position yourself for work opportunities. While
this stage will inevitably be challenging, we can offer a few pieces of advice that may be useful in helping you navigate through it.

14.3.2. Getting Started

Understanding the complexity of the policy world is important for deciding what niches are most appealing to you. But it is equally
important for deciding where your skills and expertise are most marketable, because the entry ticket to these worlds tends to be
expertise. If you are a researcher, you may have methodological expertise that will allow you a wide variety of entry points on a
range of policy problems, but you will often need to demonstrate that expertise to gain entry.
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If it isn’t methodological research expertise you offer, then substantive expertise in a content area relevant to policy will often be
the entry requirement. For example, expertise in child language acquisition will lead people to be interested in what you have to say
about early childhood education policy issues. Alternatively, you may be able to provide a combination of scientific and policy
expertise that makes you ideally suited for a particular clientele.

If you don’t see a niche that fits your expertise, one option is to create a new niche for yourself. Aim to be unique. The second
author was trained with expertise in program evaluation. But as evaluation has become required for many funded programs, the
number and variety of people who do program evaluation has greatly increased. He was also fortunate to be trained in a program
that had strong organization development components, so he acquired skills in group facilitation and strategic planning. And
thirdly, because of his statistical consulting and applied demographic analysis work, he was equipped to work with a variety of
secondary data sources (e.g., the census, Current Population Survey). None of these skills is rare, but the combination of them is.
So he markets himself under the rubric “evaluation, policy, planning.”

Another option is to develop a reputation as someone who can bridge disparate groups. As more people recognize the need to
connect policy decision making with scientific knowledge or other highly specialized information, there is a corresponding
recognition of the need for people who can serves as communication bridges between the cultures and communities of policy
makers and scientists or other experts. People like the first author, who augment their formal social science training with a working
knowledge of public policy processes, structures, and/or settings, may find numerous opportunities to bridge those worlds,
particularly if they are able to cultivate trusting relationships with policy makers as part of their experience in policy.

The hardest part of getting started in policy consulting is getting a toehold, or finding that first opportunity to demonstrate your
particular expertise. One option is to identify a particular technical strength you offer and try to leverage it. For example, if you
have training in organization development and group process, your initial marketing efforts might focus on your ability to pull
together groups of stakeholders and conduct focus groups. A student of the second author developed a group process for
developing logic models and marketed herself to non-profits that she knew were being required by their funders to develop logic
models. As another example, if you have expertise in working with demographic data, try to identify planners who need that
expertise. Once you have established yourself as having one form of expertise in the eyes of people who can make decisions about
hiring consultants, you will find yourself being consulted for other research as well.

It is important to have a clear identity. People need to know to contact you when they need help related to (fill in your specialty
here). We know fellow consultants who specialize in conflict resolution, demographic projections, diversity, disability services,
evaluation, homelessness, mediation, Medicaid services, and change management. We do NOT recommend trying to sell yourself
as a generalist. Try to develop a unique selling proposition (USP). Here is an example: “providing high-quality, custom research
services to organizations who want to change.” Taken seriously, this USP rules out a wide range of research services; it says, “don’t
call me for quick and dirty projects,” “don’t expect a cookie-cutter approach,” and “don’t call me if someone is requiring you to do
research; only call me if there is some problem with your organization that prompts you to want to do business in a new way.”

If you have substantive interests in such areas as health disparities, low-income housing, or disability services, adopt a snowball
sampling approach to identifying key decision makers. The second author saw an article in a newspaper that suggested a city
official had an incorrect understanding of some inner city population losses that were occurring on her watch. He corresponded
with her and offered to meet with her to explain some key pieces of Census data that supported his view. Needless to say, he
emphasized how easy it was to misinterpret these data, and how widespread the misconceptions were. She had invited two or three
of her staff to join the 45-minute meeting. Several weeks later, her office sole-sourced a demographic analysis project to the author.

Regardless of what techniques you use to establish yourself as a policy consultant, once you are established you will need to meet
the new challenges of navigating in the public policy context. That is when it will be helpful to understand some of the following
distinctions, which can hopefully help you start to form your own road map.

14.3: Consultation in Policy Settings is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.
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14.4: Government Settings

One of the first distinctions that helps organize the policy consulting landscape is to differentiate between government and non-
government policy settings. Sometimes, you might work directly for a government body to help inform or shape a policy decision
and other times you might find opportunities with non-governmental organizations that are looking to inform, shape, or even make
policy decisions themselves. Either way, it is important to know something about how those bodies are structured and how they
function.

While the complexity of governmental settings is daunting, there are three questions that can simplify the landscape and help match
your interests to the opportunities different settings might provide.

14.4.1. What level of government body is making the decision?

Is it a federal body? State? County? City? Regional? International? Knowing the level of government you may be working with,
and the constituency it serves, can have practical implications. For example, a federal government program is typically (but not
always) designed to address the needs of a larger population than a local government program. This often means that federal policy
makers need to think broadly about regulations that can work in a wide variety of settings for many different groups, whereas local
programs provide more opportunities to tailor policies to meet the needs of specific populations.

The level of the government may also influence the type of work a consultant might typically do. For a consultant specializing in
research, for example, government levels that cover broad constituencies (international or federal) often take a less “hands- on”
approach to research than local governments. While a local government policy consultation might involve local data collection or
analysis, an international research project of the scope that a small consulting group might take on is more likely to consist of
reviewing and synthesizing existing research. Thus, deciding what level of government to work with may depend on which type of
research or other consulting activities fit your strengths.

An example of the contrast between levels of government consulting may be illustrative. The United States’ Department of
Housing and Urban Development (HUD) sets policy for how funds such as Community Development Block Grants (CDBG) can
be used. CDBG is one of the major avenues by which federal tax revenues flow back to local communities for projects such as low-
income housing, neighborhood renovation, and projects designed to promote quality of life. There are requirements for how the
money is used that prevent cities, for example, from using all of the funds in high-income neighborhoods. Municipalities have to
interpret those federal guidelines, set policy on local use, and solicit the services of partners (such as low income advocacy groups
or neighborhood development corporations) to actually put the funds to use. But all of these uses must be officially approved by the
municipal legislators and then sent to HUD for approval.

At the federal level, a consultant might be contracted to write a report that helps HUD design those guidelines. This could involve
reviewing scientific literature that assesses community needs and effective interventions, looking at existing guidelines in related
fields or in states that are known to be doing a particularly effective job, and synthesizing and summarizing those into policy
recommendations.

At the state level, a consultant might help a state housing authority draft a document that helps local officials interpret the
guidelines and determine their eligibility for funds.

At the local level, the consultant can play a critical role in helping the local partners figure out what possibilities are in relation to
the needs of that particular community and which choices will arrive at the best results for all stakeholders. For example, one role
that the second author played in creating a consolidated housing plan for the City of Cincinnati involved systematically pulling
together data relevant to particular topics (e.g., segregation, low-income housing) and then facilitating meetings of stakeholders
with concerns about a topic from which came policy and programming recommendations for inclusion in the larger plan.

14.4.2. Is the government entity an executive, legislative, or judicial body?

In addition to serving different functions, these bodies have meaningful differences in how they typically operate that may have
important implications for a consultant. While it is always wise to understand the communication style and needs of a particular
agency, body, or project rather than relying on broad generalizations, knowing certain typical characteristics of the different bodies
can be a helpful starting point for gaining a more refined understanding.

One common distinction between executive and legislative branches is that the executive branch is usually made up of agencies
and offices that are far more specialized than legislators have the time to be, so executive officials often have a greater depth of
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knowledge on a given topic. One implication of this difference that will be discussed in greater detail later in this chapter is that
brevity is typically in greater demand when consulting for the legislative branch as opposed to the executive branch. For example,
the first author has completed writing projects for legislative audiences and others for executive branch audiences. While the
background research for both was equally exhaustive, involving extensive literature reviews and interviews with experts, legislative
policy briefs were typically around four pages long while executive agency reports on the same topic were often twenty pages or
more.

Another distinction between the executive and legislative branches is that while it is quite common for a consultant to contract
directly with an executive branch agency, a consultant will usually interact with a legislative body indirectly by consulting to a non-
governmental advocacy organization or some other group rather than providing paid consulting for a legislator. Those hoping to do
consulting work in order to inform and influence legislative policy-making typically need to find non-legislative entities to pay for
their services.

It is also useful to understand that executive branch offices are often staffed with project officers whose primary function is not to
carry out the agency’s work themselves, but rather to award and oversee grants and contracts to private companies to carry it out on
behalf of the government. This can create numerous opportunities for consultants, particularly larger and more established
consulting groups, to find work. However, just gaining eligibility to compete for those grants and contracts is an exhausting
process, and many larger consulting groups have full-time staff dedicated only to the process of competing for them. For those
familiar with the research grant process, is not dissimilar to the workload associated with obtaining research funding from the
National Institutes of Health (NTH) or the National Science Foundation (NSF).

There is also a tension commonly faced by those working in the executive branch that is worthy of discussion. Most bureaucrats in
executive branch agencies and offices must find a balance between being seen as impartially serving the needs of their constituents
while simultaneously fulfilling a political agenda set by the city council, mayor, governor, or president. Bureaucrats seen as leaning
too far in either direction are sure to face criticism from the slighted party. For example, a consultant assisting on a program
evaluation within an agency might discover that the governor wants to eliminate the program, while the people served by it are
heavily invested in having it continue. Clearly, this puts the agency employees in a precarious position. Consultants who are
sensitive to that will find themselves valued for their ability to maintain a sense of impartiality and choose written and spoken
language carefully so as not to appear biased.

The judicial branch may place an even higher value on appearing unbiased than the executive branch. This is not surprising given
the centrality of fairness and impartial judgment to the function of the judicial system. While the authors have less experience
working with the judicial branch than other branches, to our knowledge, most consulting opportunities found within the judicial
branch focus on improving the legal process in some way. So, there is a high demand for expertise about the legal system itself and
much lower need for expertise about particular social science content areas.

The second author’s work with the Ohio adoption system can be used to illustrate working with the judicial branch to improve the
judicial process. The Department of Job and Family Services implemented all programming for foster care and adoption in Ohio.
The state was under heavy pressure from the federal government to increase the number of children who were adopted within 36
months of the time of their removal from the home. Without improvements in this rate, the state stood to see federal funding levels
fall.

A key legal milestone in the process of adoption is that of terminating parental rights so the work of placing the child for adoption
can proceed. Obviously, such a decision as the termination of parental rights is often difficult, and wishing to be as fair as possible
to everyone, judges would routinely put the matter off, granting extensions for any reason, and granting longer extensions than
might have been necessary. A system had evolved in which the termination phase consumed such a large proportion of the 36
months that it was often literally impossible to finalize an adoption in the time remaining. Once those judges understood that those
delays were going to cost the state potentially millions of dollars that could be used for adoption and foster care, they became
convinced that changes were needed. Interestingly, however, because judges operate with a large degree of autonomy, it was not
enough to convince one overseeing administrator what needed to change. Instead it was important to convince each individual
judge.

There is a very different way a consultant can also become engaged in the judicial system, and this is to end up involved on one or
the other side in civil actions brought by advocacy groups. Here, the greatest shock for the consultant/researcher will be to learn by
experience how the adversarial litigation system works. You will not be responsible for forming a nuanced, balanced decision;
rather you will be affiliated with a team of advocates charged with presenting the strongest possible case for one side in the
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litigation, and you will learn that opposing advocates are not responsible for evaluating the evidence you have to put forth, but for
discrediting it.

The second author has testified, though only at the deposition stage, in a half dozen civil actions brought by advocacy groups. He
found the work exhausting and unfulfilling, even when his side won, and now he avoids such projects assiduously. Somewhere
between these two activities — a consultant to the judiciary and a consultant to an advocacy organization in support of a civil action
— there may be a third opportunity to contribute to the judicial process via amicus curia briefs. These briefs are often used to inform
a court about an aspect of a case that might otherwise be overlooked, and they are submitted only when all parties agree that they
are warranted. Although courts do not pay for these briefs, an organization that feels it is in its best interest to submit one may seek
consultant help in preparing such a report. Alternatively, a consultant may feel that there is some other benefit to writing such a
brief, such as building a connection with the organization submitting it. Nevertheless, while such opportunities may occur from
time to time, using them as the basis for a consulting practice strikes us as a difficult challenge.

14.4.3. What type of decision-making process is going on in this setting?

Within each branch of government and at every level of government, there are multiple processes going on at any given time. The
role a consultant might play in each process can be quite different. For example, at the federal legislative level, Congress divides
much of their work into authorization or appropriation processes. Generally, the authorization process is where a program gets
conceptualized, designed, and described, and a dollar figure gets attached that suggests how much should be spent to implement it.
The appropriation process, which is overseen by different committees than did the authorizing, involves allocating actual funds
each year to support that program. Sometimes, appropriators fund programs at higher levels than were authorized, and sometimes
they don’t fund them at all. There is more to understand about these processes, as well as the legislative process in general (such as
the difference between a briefing, a hearing, and a markup session). Some good online sources of further information are:

http://www.apa.org/ppo/ppan/advocacyguide2.pdf, http://www.apa.org/ppo/ppan/, http://thomas.loc.gov/home/laws_made.html,
http://congress.indiana.edu/learn_about/topic/legislative_process.php,
http://www.rules.house.gov/lpp/appropriations.pdf, and http://www.rules.house.gov/budget_pro.htm.

A consultant who steps into the authorizing process might be asked to come up with ideas for a health program or report on what is
known about an education program idea. A consultant working in the appropriations process may be more likely to provide
justification or persuasive arguments for why those programs should get more (or less) money. Success in the appropriations
process is generally evaluated by the ability to secure funding, and some argue that it is based more on connections with hard-to-
access appropriators than with strong factual or theoretical arguments. In contrast, success in the authorization process is often
assessed by a combination of the quality of the programs/policies being authorized and the ability to get them approved, and while
connections are still important, ability to provide high quality substantive input is also valued.

The federal legislative level can also be divided into processes another way.

Long-term policy formation is a process that involves in-depth development of a policy priority of a particular member of
Congress. For this process, a consultant working for an advocacy group might be expected to provide detailed analysis over a long
period of time, and there may even be multiple iterations of feedback and revision of policy recommendations or actual legislative
language.

Short-term policy formation involves developing policy quickly in response to current events, such as Hurricane Katrina or the
recent economic downturn spurred by the housing bubble. Sometimes the response is needed within days, sometimes all you have
are hours. In these instances, a consultant may need to draw on easily accessible information to provide timely analysis, and the
information may be reported verbally or in a written form as brief as a paragraph, and no formal report may be required. This
means there may be little or no opportunity for a feedback process. In order to add value to this process, the consultant would have
to (a) be available, (b) bring a pre-existing store of relevant expertise or knowledge to the task, and (c) have a pre-existing
understanding of the capabilities and limitations of the relevant executive agencies. These criteria help to explain why former
executive branch members are in high demand for this type of consulting.

Policy promotion occurs once a Congressional office has completed the formation process and made up their minds about what
course of action to take. In this process, a consultant may be expected to provide analysis about how to get the policy approved
rather than about what it should include. While a consultant may be involved in any or all three of these processes, what is
important is for the consultant to have a clear understanding of which one he or she is involved with at any given time.
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14.5: Non-government Settings

As stated previously, there are many public policy consulting opportunities outside of government settings. These opportunities
typically occur with one of two types of non-governmental organizations (NGOs) that affect public policy directly. First, there are
advocacy organizations that are dedicated to influencing government policy decisions. Examples include the Children’s Defense
Fund (CDF), the National Association of School Psychologists (NASP), the Center for Science in the Public Interest (CSPI), and
the National Rifle Association (NRA). For these organizations, their primary, or maybe even sole reason for existence is to
advocate or campaign for policies that are consistent with the values they promote. This category primarily includes lobbyists and
public-interest advocacy groups.

Second, the other NGOs with explicit public policy interests are classified as operation/implementation NGOs (Duke University
Libraries, 2007; Maslyukivska, 1999). They are organizations that provide programs, activities, or projects that have significant
public impact. Examples include the United Way, Oxfam, Amnesty International, the Red Cross, Bread for the World, and Save the
Children. Because their activities are so directly linked to the public interest, their policy decisions about how to spend money and
how to operate are inherently public policy decisions.

Beyond the division into these two categories, it is difficult to organize how these groups differ structurally and functionally, and
how that affects the services they might seek from a consultant. It is particularly challenging because there has been an exponential
increase in the numbers of NGOs in the past 25-50 years or so, and an accompanying proliferation of different models by which
they operate. Nevertheless, it is safe to say that both types of groups may seek a wide range of services from a consultant who can
help them achieve their goals.

From our experiences, consulting activities for an advocacy group can entail writing policy briefs for legislators, the media, and the
public, representing the group’s membership or leadership in various settings, keeping the group informed about policy issues,
engaging members in activities that influence policy makers, gathering and maintaining data about membership expertise and
policy maker involvement on given issues, training members to communicate effectively with policy makers, and linking different
organizations to each other. What may be apparent from this list is that while social science expertise can be an important asset,
advocacy work places a particularly high priority on legislative expertise. While there are a number of ways to cultivate this
expertise, spending time as a staff member for a legislator can be a valuable building block for a consulting career in the advocacy
arena. Fortunately, there are fellowship opportunities at the federal level, and the number of social scientists currently working in
congressional offices suggests there is more awareness of the value of having a social scientist on staff than ever before.

Other activities that could apply to both types of NGOs may include grant writing, data analysis, report writing, including policy
briefs or research summaries, organizing and preparing briefings for policy makers, and speaking or providing training sessions to
organization membership.

For example, United Way of Greater Cincinnati wished to develop a Success by Six© program. They needed a consultant to
identify stakeholders, who in turn could help identify opportunities for programming. The second author met extensively with
United Way staff to identify stakeholders and then facilitated several large meetings with stakeholders to bring their collective
expertise to bear on the project. An exciting idea that one of the groups developed was that of shifting some of the responsibility for
children from households that were economically stressed to some kind of larger community; that is, to create “success
communities” in which any child might benefit from the kinds of support and stability that children in high-functioning families
take for granted. Success communities might be church-based, school-based, or even block-based. The intervention was
specifically designed to keep responsibility for the child with the consumer population, and not to create a “professional
intervention” model, which might have had the unintended consequence of conveying to consumers that professionals regarded
them as incapable of raising their children.

A second example comes from the Legal Aid Society of Greater Cincinnati, an advocate for expansion of the Medicaid program in
Ohio to include coverage for children in families with incomes up to 150% of the poverty level. They needed a consultant to
develop budget projections (i.e., estimate the cost of the expanded coverage). It is critically important to understand that efforts
such as these involve large numbers of people, and that your role as a consultant, however important, is one of many important
roles. In this case, the idea for Medicaid expansion came to Ohio as a result of Legal Aid Society attorneys from Cincinnati
attending a workshop sponsored by the DC-based Center on Budget and Policy Priorities. Together with like-minded lobbyists
from a variety of statewide groups concerned with poverty, the attorneys began crafting a proposed bill for consideration in the
Ohio legislature. Only after this process was well along did they contact the second author in hopes of securing some estimates of
the number of people who would be affected by the proposed legislation. As it happened, the Census data was current enough to be
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relevant. The consultant worked closely with staff in the Ohio Department of Job and Family Services to estimate program
participation rates. Because the staff viewed the consultant’s work as rigorous, they were willing to critique it and offer
suggestions. The result was a budget impact analysis that the advocates for the new legislation were able to present to legislators as
having been vetted by the state. The legislators initially balked at the expense of the proposed program, the lobbyists scaled the
program back, the consultant provided new impact numbers, and the legislation was approved.

A third example comes from Washington, DC. A major national association had been approached by Congressional offices looking
for policy ideas in response to public events that highlighted problems that threaten child well-being. At the time, the national
association was undergoing staffing transitions, so they decided to farm the project out to a consultant and contacted the first author
at Searchlight Consulting. The project entailed communicating with experts from within the association, conducting a literature
review, synthesizing current knowledge around the child well-being topics, and making recommendations for potential legislation.
Those recommendations, as well as much of the background information, were presented to the congressional offices for use as the
basis of legislation in a future session.
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14.6: Seven Distinctions between Academe and Policy Settings

While the above questions help one start to understand the layout of the policy making worlds and the wide range of entry points
for consultants, there are also some generalizations about policy settings that can be useful for potential consultants to think about.
These traits tend to distinguish policy settings from other settings to a large degree, but they also tend to be in direct contrast with
the culture of academia, a world with which many consultants will be much more familiar. As with all generalizations, it’s
important to remember that they don’t apply in every case. When encountering a new potential consultation opportunity in a policy
setting, it’s probably better to think of these as generalities to consider as you assess the situation rather than as replacements for
that assessment. With this disclaimer in mind, the following are seven characteristics of policy settings that we, and others, have
found useful to know.

14.6.1. Time

First, the concept of time means something different in policy settings than it does in academia or, in some ways, any other setting.
While government decision-making can be a notoriously slow process (the federal executive branch’s penchant for a slower pace
and verbosity is widely recognized), the day-to-day activities of policy decision makers can also move at a breathtakingly fast pace
regardless of the policy-making setting. Additionally, policy-making processes are largely influenced by current events, so that
something getting no attention one day might be priority number one the next day, bumping everything else into the background at
least temporarily.

The legislative process is particularly volatile since it is subject to obscure rules and political gamesmanship that drive legislative
agendas and voting schedules, as well as sudden media attention to given issues. It’s not at all unusual for legislative staff members
in Washington to make a call to an advocacy group, think tank, or other resource person that sounds like “Hi, I need to know how
many people would be affected by XX and I need to know it in the next two hours. Can you do that?” Responses that come back
more than two hours later may be worthless. (We get asked these kinds of questions fairly frequently, and as long as the amount of
work involved is brief, tend to write it off as non-chargeable activity, or more grandly, as client relations.) Less dramatically, but
just as importantly, a commissioned policy study that was expected to yield results before the conclusion of a legislative session
may be irrelevant if those results don’t meet that deadline.

Funding agencies in the federal government, as well as in other levels of government and the private sector, often have rigid
deadlines for the submission of reports. This is quite a contrast from much of academia, in which many deadlines are self-imposed,
and even some fixed ones have some degree of flexibility. The Department of Housing and Urban Development (HUD), for
example, will not release Community Development Block Grant funds, HOME Investment Partnership funds or Emergency Shelter
Grant (ESG) funds until a municipality submits a Consolidated Plan, and since many local programs/organizations are dependent
upon the continuous flow of those dollars, a late policy report can cost people jobs in the way a late journal article cannot. Those
uncomfortable with these kinds of pressures will want to think twice before taking on consulting projects with such high stakes.

The time pressures are not just for the production of reports. Harried bureaucrats may not initiate the contracting process in a timely
fashion. This leads to a lot of sole- sourced contracts, and if there is a bidding process, the consultant is likely to find that the
deadline for a proposal is extremely short. Our experience has been that the higher the level of the government, the more the
proposal process comes to resemble what academicians are used to.

Furthermore, the political nature of legislative bodies typically rewards resolving issues quickly and with immediate benefit over
thoroughness and long-term effectiveness. The need to get re-elected requires legislators to prioritize keeping constituents happy in
the short term. Similarly, the need to simultaneously address a wide range of issues means that legislators rarely have time to delve
into an issue in great depth. This has implications for how a consultant should present information to legislators or their designees:
effective verbal or written messages are short, background information is limited, and the focus is usually on conclusions or
recommendations.

When working with policy audiences, the short turnaround times, short attention windows, and firm deadlines have two main
implications. One is that conciseness is valued above depth and precision. Ideas need to be conveyed quickly, and that can pose a
difficult challenge for consultants working on highly complex issues. The inevitable Executive Summary at the front of a policy
report plays a fundamentally different role from that played by an Abstract in a scientific article. Scientists use abstracts to decide
whether or not to read the article. Sage consultants use Executive Summaries to make certain that key decision-makers who do not
have time to wade through a report (a) get all the key ideas in the report, and (b) are never surprised by someone who has read the
entire report. Because policy decision-making often uses communication as a tool of persuasion rather than information, there are
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times that conciseness can even take priority over accuracy, and a consultant must find the line between maintaining scientific
integrity and maintaining relevance.

The other implication of the tight time frames is that while written communication is still vital, verbal and face-to-face
communication are valued more highly in policy settings. Phone calls, one-on-one meetings, presentations to small and large
groups, and testimony at hearings and briefings are all central to the functioning of policy settings. Scientists working in the policy
arena do need to learn that policy audiences do not “play fair” according to the rules of scientific review. The second author once
tried to argue that the paltry federal sums available for low-income housing virtually dictated that city officials should use those
funds in an attempt to stimulate private development dollars for low-income housing. Just spending them without regard to
leverage opportunities would literally be a waste since more assisted units would decline in value than would be renovated or built
in any given period of time. Several (but fortunately not a majority) legislators heard that as proof that accepting any spending
federal funds for low-income housing was a waste of time. The clichéd reclusive scientist, writing prolifically but never being seen,
and always expecting that his or her writings will be parsed objectively is a fat target for policy advocates for contrasting views.

14.6.2. Communication Style

Second, while this is also true for other types of consulting, there are many communication differences between policy consulting
and the academic world that are helpful to understand. Even the language style used in policy settings is quite different from that
used within scientific communities. Policy makers often prefer broad, evocative, accessible language to technically precise
verbiage. This can be a tall challenge for someone accustomed to writing for scientists.

Additionally, scientific articles emphasize the introduction/background and methodology sections, and are full of caveats about the
limitations of the findings and the statistical probability that the findings are not due to chance. Often, policy makers already have
some ambivalence about the role of science influencing the decision-making process, and that type of depth and ambiguity just
adds to their negative perceptions. If there are all these doubts and limitations about the findings then why are you wasting their
time? They want to see the results and implications, not the background and methodology, and this affects how consultants need to
organize reports and limit descriptions of methodology and statistical information. Be concrete. Consider stating your conclusions
up-front, and then supporting them with concisely stated facts. Avoid statistically complex statements. Define terms in context.
And then tell your reader why what you just explained to them is important.

14.6.3. Role of Science

The third distinguishing characteristic of policy settings has to do with this notion of policy makers’ ambivalence about the role of
science/empiricism in policy. Scientists often feel that if only the decision makers understood the empirical facts then the correct
policy decision, as viewed by the scientists, would follow. They are surprised to learn that many policy makers already know what
option the empirical evidence supports and still select a different option. One clear example is that the DARE program continued to
be one of the most widely used school interventions long after the scientific evidence began to suggest it was ineffective, or even
detrimental in its attempt to reduce teen drug use (West & O’Neal, 2004).

Ultimately, policy decisions are based on more than evidence. Empirical arguments may be downplayed if someone is making an
effective morals-based, values- based, or political argument. Therefore, if you go in thinking you “have the numbers” you may be
shocked to discover that your intended audience doesn’t think the numbers are relevant. One challenge for potential policy
consultants is to understand and accept this fact without allowing it to loosen the scientific standards you are using to evaluate the
evidence. Arguing too vehemently may lead to being viewed as a technocrat who should be ignored, while being too agreeable may
require compromising scientific standards.

14.6.4. Politics

The fourth characteristic pertains to partisanship. In policy worlds, things are often viewed through partisan lenses, whether that be
formal Democrat vs. Republican partisanship or more subtle distinctions such as taking sides in a conflict over which agency
should have jurisdiction over an issue. Consultants, simply by virtue of who they work for, can run the risk of being seen as
partisan. Of course, you might make a calculated choice to ally yourself with a particular group or viewpoint, either because you
feel it will actually help you professionally to be seen as partisan in some way or because you have strong personal convictions that
lead you to that choice. Nevertheless, such a choice may have unforeseen consequences, so it should not be undertaken lightly.
Many consultants will tell you that guarding against being seen as partisan whenever possible is worthwhile. Although perhaps
atypical, we know people who have been deemed “unreliable” due to modest political contributions.
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14.6.5. Confidentiality

These final three characteristics of policy settings are somewhat more logistical in nature. The first of them pertains to the notion of
confidentiality. While researchers typically place a high priority on sharing information, policy makers take great care to control the
messages that come from their offices. Reports that you write may not become publicly shared, particularly if what you report is
inconsistent in some way with the views of your client. In some instances, even the fact that you are working on a project may be
confidential. This can pose a particular challenge when you are getting started as a consultant and you want to be able to include
the work you produce as part of your promotional materials and vita. The best time to clarify and negotiate the disclosure limits of
your work is before you sign the contract.

14.6.6. Authorship

Even if your work is not deemed confidential, consultants are often a small part of a very big process. Policy reform generally has a
lot of parents, and your role may be an exceedingly modest one, even if critical. Legislators, of course, want credit for new
legislation, but even leaving them out of the equation, the advocacy efforts necessary to effect policy reform generally involve lots
of people. If there are published reports to be released as a result of your work, authorship decisions can get quite complex. Some
agencies will want the agency name attached to the report rather than the names of the authors. Others may want to attach your
name to it as a way to distance themselves from a controversial publication.

Getting your name on some work can be positive, depending on your situation, because it can provide evidence of your work;
however, for some types of consulting, such as advocacy work, it may be less important, particularly in relation to the value of
personal connections. Regardless of how you feel about these matters, once again the time to discuss them is prior to signing a
contract.

14.6.7. Billing

One final characteristic pertains to billing. Some government agencies have legal restrictions that dictate the payment of
consultants/contractors. Daily rates or hourly rates may be presented to you as predetermined. In such cases you may need to
decide if those rates are acceptable and turn down the work if not. Sometimes, however, there are lesser- known mechanisms for
achieving greater payment flexibility within an agency. For example, an agency with a low fixed daily rate may have more
flexibility to provide reimbursement for overhead costs or other expenses. As you become more knowledgeable about consulting in
your particular areas, you may learn about some of these options and consider them as an alternative to flatly rejecting the
opportunity.

14.6: Seven Distinctions between Academe and Policy Settings is shared under a not declared license and was authored, remixed, and/or curated
by LibreTexts.
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14.7: Lessons Learned that May Apply to Other Consulting Settings

Thus far, we have focused on helping potential public policy consultants understand more about what that work entails. In addition,
though, we learned some valuable lessons from starting our consulting businesses that may have relevance for consultants in all
settings. Some of these may seem commonsensical. In hindsight, many of them did to us, too. Nevertheless, we would have found
it helpful to be reminded of these four points at different times along the way. Our hope is these tips will help readers learn from
ours mistakes.

14.7.1. Going to Meetings is a Good Idea

Most consulting businesses need to market themselves to become known and attract work opportunities. The word marketing to us
conjures images of websites, logos, and advertising, all of which can be vitally important. However, we found that marketing can
also take a much simpler form. In public policy, there are many public meetings and forums that bring policy makers and advocates
together. Often they are promoted as educational briefings, releases of new study findings or reports, or chances for public
comment on government policy changes. Each of these provides opportunities to be seen and identified with your consulting role.
At one meeting of an Institute of Medicine panel, audience members were invited to comment on the issue of food marketing to
children. One person who identified himself as a consultant rose to speak. His appearance, the content of what he said, and his
presentation style all demonstrated that he had anticipated this opportunity and prepared himself exceptionally well for it. After the
comment time, panelists sought him out for further conversation. Not surprisingly, this person can now be seen on numerous
national media outlets speaking on child health issues. His talent and his expertise are what drive his success, but his ability to use
public meetings to be seen and heard likely hastened it.

Sometimes, setting up meetings can also lead to unexpected opportunities. The first author, for example, helped initiate a meeting
that led to such an opportunity. During his fellowship in a Senate office he worked on legislation that generated a report from an
executive branch agency, but at the time he left the Senate, the report had not been completed. As an unaffiliated party, he
continued to follow up with the executive branch officials to inquire about progress on the report and, in order to generate
anticipation for the report, facilitated a meeting between those officials and some of the advocacy groups that would be interested
in what the report had to say. The relationships formed from the ongoing contact with these parties eventually opened the door to a
consulting project.

14.7.2. Think Like a Consultant

The earlier section of this chapter explains a lot about the cultures of different policy settings. However, there is also a
consulting/contracting culture to comprehend. In this culture, the central idea is to always be on the lookout for work opportunities.
While new consultants may hesitate to appear too mercenary, it is important not to appear indifferent instead. Contractors who
expect consultants to be eagerly seeking work may interpret hesitation as lack of interest.

For example, shortly after starting his business, the first author was attending a planning session of academic and government
experts who were shaping a major report for an executive branch agency. The contractor who was charged with writing the report
knew the first author was a consultant and asked him what kind of involvement he would like to have with the project as it moved
forward. Unfortunately, the first author was still thinking like an academic rather than like a consultant. He replied that he was
excited to be a part of the team of thinkers working to shape the report and kept the conversation focused on the report content area.
The contractor seemed somewhat confused and surprised by that response. It didn’t occur to the first author until later that this
might have been an opening to secure paid work.

14.7.3. Business Plans

Business plans and purposeful marketing strategies, such as are discussed in Chapter Seven of this book, can be vitally important to
cultivating success in consulting. However, that doesn’t mean that this is the only way consulting businesses get started. The first
author, for example, actually started his consulting business when conversations with a colleague led to an opportunity for a
contract to do some collaborative work. While working on that contract, he began to feel the need to develop a thorough business
plan and a marketing strategy. However, since his picture of what he wanted to do was still emerging, the prospect of developing
such a plan way seemed daunting and overwhelming.

Meanwhile, more work opportunities became available through other personal contacts and quickly he had two more projects. Soon
taking the time to develop his business plan began to interfere with his progress on the projects he had, so he set the planning aside
for a time. Since then, a small but steady stream of contracts has continued to fill his time, and with each successive project his
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work and business concept have become more clearly defined. Admittedly, this is not a model that we would recommend for others
to follow, but it may be helpful to remember that not every consulting business emerged the same way, and sometimes it may be
okay to delay some of the organizing process, particularly if work is already being generated.

14.7.4. Identity

Even if you do not have a business plan, it is crucial that you are able to explain to people what you do, and what the limits of your
expertise are. We mentioned earlier that you do not want to advertise yourself as being able to do it all, and that knowing what
projects to say no to can be liberating. But it is worth repeating here in terms of building a practice, because you should have a tag
line, or a very brief description of your services that people will remember and associate with you. You need to advertise in some
capacity. It can be as subtle as a few key words on your business card, or it can be a web site, or it might even be a brochure. But
people have to know how to contact you, and why.

14.7: Lessons Learned that May Apply to Other Consulting Settings is shared under a not declared license and was authored, remixed, and/or
curated by LibreTexts.
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14.8: Conclusion

Building a career as a policy consultant has many similarities to building other kinds of careers to which you might aspire, such as
a career as a researcher, or an academician. You must have some demonstrated area of expertise, something to sell, whether
substantive or methodological. You must also develop familiarity with the settings in which policy consultants work. This includes
making the right choices of which conferences, workshops, and public meetings to attend. Networking is critically important.

If you were an aspiring academic researcher, new to a faculty position, you would be well-advised to meet with your department
head, senior colleagues, IRB staff, research office staff, and the like. You would ask for advice and guidance and in turn expect that
they would keep you in mind should opportunities arise. Do the same thing to become a policy consultant. Identify people with
consultant expertise or with policy responsibilities. Meet with them. And finally, learn the norms of the systems to which you
aspire to enter. When your proposals are rejected, ask for feedback or, better yet, ask to see the winning proposals. Observe other
policy consultants at work. Study their reports, web sites, and ways of interacting with client systems. Hopefully, you will find that
the work is rewarding, and the financial payoffs can be, too.

Table 1 Example from a policy report from Howe and Green (2004)

Poverty

Conclusion

Poverty rates fell across the board with the economic expansion of the nineteen nineties, a largely successful policy experiment

involving welfare reform, and reductions in teenage pregnancy. Poverty rates outside the City of Cincinnati were 5.5% in the Hamilton

County suburbs and 7.8% in the surrounding counties. The City's poverty rate of 21.9% is more than double the CMSA rate.

Findings

e Between 1990 and 2000, the number of people in poverty and the poverty rate fell for the population as a whole, for children, for
working age adults and for persons ages 65 and over in the CMSA as a whole, in Hamilton County as a whole and in the City of
Cincinnati (Table 14).

e The number of people in poverty and the poverty rate were essentially unchanged in the Hamilton County suburbs, except for a
small downtick in poverty for persons 65 and older (Table 14).

e Poverty rates fell overall and for all age groups in the twelve counties surrounding Hamilton County, as did absolute numbers of
people in poverty except for a small increase in the number of working-age persons in poverty (Table 14).

e Married-couple families in the CMSA had a poverty rate of 2.6% in 2000, compared to rates of 10.3% for male-headed families and
25.0% for female- headed families (Table 15).

e With respect to each type of family, African Americans have higher rates of poverty than whites do. Thus, while the higher
incidence of female-headed families in the African American community goes some way in explaining the higher incidence of
African American poverty, it does not account entirely for the black-white difference in poverty. In Hamilton County in 2000, the
poverty rate for African Americans was 23.2% and the poverty rate for whites was 6.4%.

o The central city poverty rate in Cincinnati of 21.9% is high, but among nearby large metropolitan areas, it is better than the rates in
Cleveland and Dayton and essentially the same as the rate in Louisville (Table 16).

The US Census Bureau defines poverty based on family income, adjusted for the number of family members, the number of related
children, and the number of persons 65 and over. Poverty is also determined for single person households and for non-relatives living
with families. The poverty thresholds are updated annually for inflation. Based on the poverty thresholds for 2003, an individual living
alone is in poverty if his or her income was less than $9,573. A married couple with two children was in poverty with an income of less
than $18,660. A single mother with one child was in poverty with an income of less than $12,682.
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Implications

In later sections of this report, we will define a concentration to exist when a geographic area has at least twice the percentage of a
subpopulation as the region as a whole. By this standard, the entire City of Cincinnati represents a poverty concentration.

There are four broad approaches to poverty reduction. One approach is to reduce it through regional economic development (an
expanding economy creates job opportunities). A second approach is to reduce it through community development (a vibrant
community creates incentives for individuals to move toward self-sufficiency). A third approach is to deconcentrate poverty (separating
individuals from the deleterious effects of pervasive poverty). A fourth approach is to promote individual and family development
(teenage pregnancy reduction, education, parenting and employment services).

In other words, to reduce its concentration of poverty, the City of Cincinnati has to work to ensure that the regional economy will
generate more low-wage jobs in accessible locations, or better coordinate community development investments that target poverty, or
promote low-income housing outside of the City, or improve the delivery of advancement opportunities to its citizens or some
combination of these.

14.8: Conclusion is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.
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CHAPTER OVERVIEW

15: Grant Writing for Consultants 101
Andrea Solarz

I never planned to become a grant writer, and in many respects I am an unlikely grant writer. Although trained in research (with a
doctorate in community psychology), I am not based in a university setting and I have not conducted research since graduate school
(beyond a survey here or there). Nor do I have any direct experience working in community-based organizations. Nonetheless,
grant writing has become my most important “bread and butter” skill as a consultant, and the great majority (I estimate over 80%)
of the proposals I’ve written have been funded.

My first foray into grant writing was by happenstance—a colleague at an organization where I had previously been employed,
asked if I might have time to help him with writing a grant proposal. Although I didn’t realize it at the time, our successful
collaboration convinced me that I did not want to go back to a traditional job, and that I had marketable skills that would allow me
to make a living as a consultant. Since that time, I’ve written more than twenty funding proposals. It’s an activity that I have come
to enjoy, both because it taps into a nice combination of my skill sets (e.g., my science writing skills, analytical skills, and project
development skills) and because of the exhilaration—some might call it terror—that inevitably comes in those last hours before the
final proposal has to be submitted to the funding agency.

In this chapter, I will discuss my approach to proposal writing, as well as some of the knowledge, skills, and experiences that are
useful for being a successful grant proposal writer. These comments of course reflect my own experiences, which have been almost
exclusively with national organizations. Although much of what I say can be generalized to working with smaller community-
based organizations, national organizations tend to have access to more resources (including national networks of experts) than do
local organizations, a factor that can increase their competitiveness for funding (of course, they are also more likely to be
competing against other more resource-rich entities, which elevates the bar for their proposals being rated highly). I also note that
this chapter will not address the technical aspects of writing a grant proposal (e.g., how to write goals and objectives, how to write
an evaluation plan). There are plenty of resources out there that provide this information (some of which are listed in Appendix 15-
1), and I encourage the reader to explore them.

15.1: The Process of Writing a Grant Proposal

15.2: Important Skills, Qualities, and Areas of Knowledge for the Grant Writer
15.3: Concluding Thoughts

15.4: About the Author
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15.1: The Process of Writing a Grant Proposal

There are many different ways to approach the grant writing process, but I would like to frame this discussion by briefly describing
the process that I typically go through when I undertake writing a grant proposal. Of course the process varies somewhat depending
on the type of project, the funder (e.g., foundation or federal grant), the circumstances (e.g., timelines), and the personal
characteristics of the client. However, there are certain steps and activities that I have found to be especially important.

15.1.1. Getting the Job

It goes without saying that you won’t be writing any grant proposals as a consultant if you don’t have a client who wants to hire
you! My clients tell me that they feel much more comfortable engaging a known quantity for this important job; in other words,
relationships matter. You will be much more likely to land grant writing jobs if you have a well-developed network of colleagues—
also known as “potential clients”—who are knowledgeable about your skills and see you as a good collaborator (this network need
not be large, but it should include individuals in organizations who are either responsible for managing programs that are supported
by outside funding, or who have the ability to identify and contract with outside grant writers). One of my clients, a director of a
national organization, noted to me recently that in his previous experience with grant writers, he had found himself doing (or re-
doing) most of the work himself because the writer did not have strong writing skills, or was simply unable to understand the
important concepts of the proposal. These kinds of grant writers are not likely to get repeat business.

I have been lucky in that I have generally been able to rely on having clients contact me with offers of work and have not had to go
out and actively market myself as a grant writer. In order to achieve this enviable status, “all” I’ve had to do is spend over 10 years
working in policy settings in Washington, DC, developing my skills and nurturing a professional network of key colleagues who
respect my skills and who feel that they can call upon me to work with them on grant writing projects. Then, over the last 10 years
as a consultant, I further developed and strengthened those networks. Especially now that I have a proven track record as a proposal
writer, colleagues come to me when they need my services. But, it took years to develop a reputation as someone on whom they
can rely to produce good work. That isn’t to say that you have to spend 20 years in the wings before you can be a successful grant
writer, but you will be much more in demand if you have a demonstrated set of skills that people actually know about (e.g., because
they have worked with you before, or because someone they trust has referred them to you).

15.1.2. Finalizing the Contract

My least favorite part of the process is setting up a work contract with a client, but as this is essential to getting paid, it is a
necessary evil! And, of course, the contract protects both me and the client, so it is to the advantage of both to have a proper
contract in place. Ideally, the contract is developed and signed before work begins. However, the pressing timeline of some work
projects demands that work begin even before both parties have signed the contract. There is a real risk in doing this, in that work
arrangements can potentially fall through at any point, but to date I have not experienced problems (this is likely in part because I
work primarily for national organizations that have more than sufficient resources for supporting my services, and that also have
internal checks and balances that require project approval before I am brought onboard). Once I have established an ongoing
relationship with a client, and there is a history of prompt payment, I am also more willing to proceed with work before the final
contract is signed.

Sometimes the client organization has a standard contract format that they use, in which case they draft the contract; otherwise I
can draft the contract or let the client know what elements need to be included in the contract that they draft. The contract typically
includes a statement of work that specifies the rate of pay (whether an hourly rate or a lump sum), the total payment of the contract;
and the payment schedule; the deliverables (e.g., products to be produced and services to be rendered); the timeline; and how the
contract can be terminated by either party. There may also be a statement regarding authorship (i.e., whether the contractor’s name
will appear as an author on any products that directly result from work on the project) as well as ownership rights (as these projects
are “works for hire,” the client typically retains ownership of the products).

Determining how much to charge for writing a grant proposal depends on a variety of factors, such as the client’s resources, the
types of tasks involved in the project, and whether the project is long-term or short-term. For example, if I believe that a project is
worthwhile and that the mission of the client is an important one, I will usually work with whatever limited resources the
organization has, even if the rate of pay is lower than what I usually charge. I will also charge a reduced rate for ongoing projects
that assure me continued income for a period of time (grant proposals are, however, typically short- term projects, so would rarely
receive this “discount”). Otherwise, I stick to my standard hourly rate that I charge, which is based on my experience and market
factors.
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Payment terms may be by the hour, a daily rate, or lump sum (i.e., the total amount to be paid for the project is set in advance, no
matter how many hours it eventually takes to complete the project, whether more or fewer than originally estimated). If the project
is more open-ended or it is difficult to determine the number of hours that will be needed to complete it, then I prefer to be paid by
the hour instead of a lump sum to assure that my time is fully compensated. For some projects, though, I prefer a lump sum
payment simply because it relieves me of the burden of meticulously tracking and accounting for all of the time that I spend on the
project (as I have gained more experience writing grant proposals, I have become better at estimating in advance the level of work
required to complete the project, and thus am better able to set a fair lump sum amount).

Whichever method of payment is used, if the scope of work extends beyond the original agreement (e.g., I am asked to do
additional background research, or to write additional sections of the grant proposal), I will discuss the need for additional payment
with the client. T have never stopped a job in the middle because the budget has run out, but I will keep the client apprised of the
rate at which resources are being used, and either get assurances regarding additional payment for additional work, or renegotiate
the level of work expected to maximize the use of the remaining resources.

15.1.3. Mapping Out the Idea

Once I have been engaged to write a grant proposal, I meet with the client (usually in person) to learn more about the project they
are proposing. In some cases, they have already spent a significant amount of time articulating the project and have a clear idea of
what they want to do. More commonly, they have a general idea of the project that they want to do, but have not yet thought
through the details. My preference is to become involved in the project early on so I can have input into the development of the
idea. One reason for this is simply because I enjoy the process, but more importantly, it allows me to provide critical input by
identifying strengths and weaknesses as well as gaps in thinking. I have found that proposals where I am brought into the process
later do not fare as well as those where I am brought in at an earlier stage and can help the client more clearly articulate their goals,
objectives, and project activities.

No matter where the client is in their development of the project, we engage in an ongoing process of thinking through the project
in detail, including clarifying the goals. As we continue to work on the proposal, more and more details get filled in, with ideas
sometimes being proposed and then rejected until we are satisfied that we have a well-articulated and viable plan that accomplishes
the goals of the project. Sometimes mapping out the idea involves just me and the client, but in other cases, outside experts (e.g.,
university-based researchers with expertise in the project area) are also brought in to review the ideas critically and contribute their
own. In any case, no good proposal is developed without getting the input of others—whether from me, other colleagues at the
client’s workplace, or outside experts.

15.1.4. Understanding What the Funder Wants

Another important early step is to carefully review the guidance from the funder to determine what information they want to see in
the proposal, and to be clear about such practical matters as how the document should be formatted and how long each section can
be. If we are going to submit the proposal online, there may be additional procedures that have to be followed. Depending on who
the funder is (e.g., a foundation or a federal funder), they may want something as simple as a 3-page prospectus, or as complex as a
highly detailed (and lengthy) proposal that articulates the project’s theoretical rationale, its goals and objectives, all of the project
activities, timelines, evaluation plan, measurement tools, and more. The more detailed and complex the call for proposals, the more
important it is to carefully read it to make sure that we address all of the items in the grant proposal. Thus, an important early step
is to create an outline of the proposal that reflects the guidance from the funder, including any reference to rating factors. This is
not a time to be creative; we want to make it easy for the reviewers to see that we have addressed all of the items in the guidance.
The penalty for not following directions can be severe, even preventing your proposal from entering the review process.

Although carefully reviewing the guidance is critical for understanding what the funder wants, it is also important to have a general
understanding of the funder’s mission, its history, and any contextual political issues that might affect what types of projects are
funded, and even what kind of language one should use to describe projects to increase the likelihood that they will be funded.
Awareness of some of these issues is something that you may be able to pick up after working in a particular area for years, but it’s
also important to get your client’s take on them (your client will likely be more knowledgeable about these factors since they are
immersed in them on a day-to-day basis). The project officer responsible for the call for proposals is also potentially a source of
information, as are your colleagues who may work in the same or similar areas.
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15.1.5. Writing the Proposal

At some point during this process, the actual writing begins (usually once there is some clarity about the goals and activities of the
project). Based on the guidance provided by the funder, my client and I decide who will be responsible for writing which sections.
At a minimum, I am usually responsible for writing the project narrative (e.g., describing the project and all of its activities); I also
typically develop and write the evaluation plan and develop the timeline, and sometimes also draft the budget. Responsibility for
assembling supporting documentation (including securing letters from potential partners, obtaining project staff vitae, etc.) usually
falls to the client, as does completing any required forms.

As T write the proposal, I often draw upon my general knowledge and background to fill in details, anticipating the activities and
procedures that the client will need to accomplish to meet the goals of the project (I sometimes jokingly refer to this as “making
stuff up,” but in fact it’s based on my broad knowledge of program development in a wide range of areas and on previous
experience writing proposals). This might include, for example, articulating the steps for recruiting participants to a project,
identifying information dissemination strategies, describing the steps involved in organizing a focus group, or clarifying the types
of individuals to serve on a project steering committee and what should be their responsibilities. Writing is usually a collaborative
process as the client and I exchange and review drafts, and as we work to resolve questions as they come up.

Ideally, this process begins far in advance of the deadline—as soon as the call for proposals is issued—in order to allow plenty of
time for thoughtful discussions, multiple drafts, and critical review by knowledgeable colleagues before the draft is finalized and
submitted. I won’t say that this never happens; I will only say that it has never happened to me. Even in cases where initial
discussions begin several months in advance of the deadline, the bulk of the work always seems to be concentrated in the final few
weeks— and then the final days and hours—before the deadline (sometimes even the final night before the deadline, as my client
and I forego sleep to make final revisions together and assemble the application packet; this is not, however, a tactic that I
recommend).

15.1: The Process of Writing a Grant Proposal is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.
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15.2: Important Skills, Qualities, and Areas of Knowledge for the Grant Writer

There is no single pathway to becoming a grant writer, and no standard résumé that assures success (in fact, anyone who has
written a proposal can say that he/she is a grant writer). However, there are a number of skills, qualities, and areas of knowledge
that can increase one’s effectiveness as a grant writer. Some of these things can be taught, but others come from years of experience
or relate to the personal characteristics of the grant writer.

15.2.1. Start With a Good Idea

Needless to say, a bad idea (e.g., one that is not feasible with the given resources, is not likely to be acceptable to the population it
is targeting, or that the client does not have the technical skills or capacity to execute) is unlikely to be funded, no matter how well-
crafted the grant proposal is (or how pretty the cover). On the other hand, it’s very possible for a great idea to be scored poorly
because the grant proposal does not articulate it well (one reason why having a skilled grant writer is so important).

Sometimes a client may have a good idea that they just haven’t thought through enough; in this case, it’s important to be able to
recognize the kernel of a promising program and work with the client to develop it into something fundable. However, some ideas
are just not yet “ready for prime time.” It may be an ill-conceived idea, the client may not understand the complexities of
completing the process, or they may not have the skills or resources needed to make the project successful. As a grant writer, it’s
important to be able to critically assess ideas and to say “no” to the potential client if the project truly doesn’t seem viable. If you
see “fatal flaws” in a client’s proposed ideas, articulating those in a straightforward and professional manner can both help the
client see that it would not be beneficial to move forward, and help them to focus on more productive ideas.

15.2.2. Have a Broad Knowledge Base

Although it’s not necessary to have a deep knowledge of all topics for which you might be engaged to write a grant proposal, it’s
important to have general substantive expertise that you can draw upon. This might include, for example, knowledge about
communities, organizational systems, mental health issues, evaluation, and the like. It also includes having a strong basic
understanding of scientific methods and about how programs are developed. There are many grant writers out there who are
essentially technicians; they know what the parts of a proposal are and how to put a proposal together and they are competent at
doing that. However, having substantive knowledge enables you to understand the proposed project more deeply, to critically
analyze its strengths and weaknesses, and to help your client shape and strengthen their project. In other words, you can become a
vital partner in developing the proposal in a way that someone without that reservoir of knowledge cannot.

The grant proposals that I’ve written address topics as varied as violence prevention, education policy, adolescent health,
HIV/AIDS-related technical assistance for community-based organizations, mentoring for early career researchers, education
research, and mental health services for gay, lesbian, and bisexual adolescents in schools. Although I did not necessarily come to
each of those projects with specific knowledge about the underlying issues, I had lots of general knowledge that I was able to bring
to the process of writing the proposal. Sometimes I will identify and read additional background material as part of developing the
rationale for a proposal, but I find that T am usually able to rely on whatever material the client provides me (e.g., research articles,
previous work by the client that includes a literature review, etc.). Frankly, it is more cost effective for the client to produce this
information than it is for me to generate it by doing a traditional literature review myself.

15.2.3. Be a Good Critical Thinker

Perhaps the skill that most contributes to my being a good grant writer is an ability to think critically (i.e., to rationally and
logically review, synthesize, analyze, and evaluate information). Critical thinking skills are essential for carefully analyzing a
proposed project, evaluating its strengths and weaknesses, and identifying gaps in how it is conceptualized and in how the proposed
activities address the project goals. Has the client carefully thought though each step of the project, or are there gaps? Does the
theoretical basis make sense? Does the proposal clearly take the reader from point A to point Z, covering needed steps in between?
Can a reader who is unfamiliar with the project clearly understand what is being planned from reading the proposal? Does the
proposal respond effectively to the funder’s guidance? These are the kinds of questions that one must ask in crafting a strong
proposal.

15.2.4. Be a Good Communicator

Obviously, strong writing skills are important in grant writing. One must be able to clearly and concisely convey complex
information in a well-organized and logical way that is appropriate for the target audience. However, there are other
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communication skills that are also very important. For example, it is critical that the grant writer and client be able to communicate
effectively with each other. If the client has trouble communicating their interests and plans, then the grant writer must draw upon
his or her communication skills to help the client articulate the proposed project. During the process of writing the proposal, the
grant writer must be clear about what the expectations are both for the client and for the writer. Sometimes this requires that the
grant writer be clear and assertive about what is needed from the client (e.g., critical information, brainstorming time, supporting
documents for the proposal, information about the client’s resources for doing the project, etc.), while not antagonizing the
collaboration. At times the grant writer must also work with a variety of project partners and collaborators in the process of
developing the proposal. This can require an ability to interact comfortably with individuals from a variety of backgrounds (e.g.,
community agency representatives, federal officials, scientific experts, etc.).

15.2.5. Be a Good Collaborator

Writing a grant proposal is a collaboration between the client and the writer. When I work with a client to write a proposal, I
consider us to be members of the same team who are focused on a common goal. Although it is certainly possible for a grant writer
to craft a proposal after reviewing a stack of resources provided by a client, this is not how I like to work, and it is not an effective
strategy for developing the strongest proposal. Writing a proposal is an ongoing process of give and take; both the grant writer and
the client must rely on each other to do their parts. Being a good collaborator involves being honest about the project and what is
needed to make it successful, maintaining open lines of communication, and following through on what has been promised.

15.2.6. Stay Calm

Writing a grant proposal can be an intense, sometimes frantic process. It is not for the faint of heart. Even with the most careful
planning, it is not unusual for the last days before the proposal is due to be fraught with anxious moments and short-term crises. If
you are easily rattled or have a difficult time handling stress, grant writing is not a good match for you. Being able to see an
anxious client through the process without getting overwhelmed can make the difference between a proposal that is “almost” ready
to send in at deadline, and one that truly is ready to go. More than once, I have found myself spending an “all-nighter” with my
client, making last minute changes to finalize a proposal; at these high stress times, it is essential to be able to focus clearly and
calmly on any critical issues so they can quickly be resolved satisfactorily before the proposal is submitted (e.g., assuring that the
internal logic of the proposal is consistent, that the proposal addresses all of the requirements in the call for applications, that it
meets the formatting requirements and all submission forms have been completed, etc.).

15.2: Important Skills, Qualities, and Areas of Knowledge for the Grant Writer is shared under a not declared license and was authored, remixed,
and/or curated by LibreTexts.
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15.3: Concluding Thoughts

As a consultant, I very much enjoy collaborating with a client to write a grant proposal. I especially value the creative process of
helping the client think through ideas and articulate them so they can be communicated clearly to a potential funder. Not only does
this give me the pleasure of seeing the project ideas emerge, it provides me with an opportunity to tap into both technical and
cognitive skills that I enjoy using and to expand my knowledge base into new substantive areas. If I’ve done my job especially
well, there is also the great satisfaction that comes in learning that a proposal I’ve worked on has been funded, and that my

contributions have made a difference in helping to bring an important project to life.

15.3: Concluding Thoughts is shared under a not declared license and was authored, remixed, and/or curated by LibreTexts.
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15.4: About the Author

Andrea L. Solarz, Ph.D. has worked as a consultant for behavioral health policy, research, and action since 1998. Much of her
consulting work involves writing grant proposals on such topics as education research, HIV/AIDS prevention, adolescent health,
and violence prevention. Previously, she held several public policy and analyst positions in Washington, DC, including at the
American Psychological Association and the Institute of Medicine; currently, she is also working part-time as Director of Research
Initiatives for the National Academy of Education. She received her Ph.D. in ecological/community psychology in 1986 from
Michigan State University. Dr. Solarz is a Fellow of the American Psychological Association and the American Educational
Research Association, and a past president of the Society for Community Research and Action, Division 27 (Community
Psychology) of the American Psychological Association.

Author’s Note
11 am grateful to Gregory White (National Academy of Education) and John Anderson (American Psychological Association) for

taking the time to talk with me about what skills they most highly value in the grant writers they hire.
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CHAPTER OVERVIEW

16: The Path to Independent Consulting
Dawn Hanson Smart

My first steps on the path to consulting were in graduate school, where like many students, I took on small contracts. A literature
review. Library research. Analysis of a survey. Thesis editing. Some of the work came from other students. Some from professors.
Some from nonprofit organizations I’d worked with in the past. I had a fairly strong experiential background already, so felt fairly
confident in taking on the work by myself. I had worked in direct service with individuals and families, created resource guides,
developed training curricula, facilitated workshops and support groups, and managed the data tracking and reporting for a nonprofit
organization. Each of these tasks provided experience that I could use on the consulting projects. I also was efficient, able to
provide quick turn around, and with no overhead to speak of, able to minimize the cost for clients. This was a plus, bringing clients
back for subsequent projects. I never took on more than one or maybe two small projects and found I liked the diversity of tasks
and topics that this provided.

The consulting work also dovetailed nicely with my graduate studies, which included coursework in planning, program evaluation,
research, and statistical analysis. I often would use consulting projects as examples in class discussion or in the papers I wrote. I
graduated from the University of Washington with a Masters in Science in Health Education. Although I’ve never pursued a career
as a health educator, the background provided an excellent foundation in planning, research, and evaluation. I also received a minor
in Business Administration, which served me well in terms of managing the business-side of my consulting practice.

When I went to work as assistant director for a small nonprofit after graduating, I had less time for these kinds of projects and there
were fewer opportunities given my move to another community. In time, however, contacts with individuals and organizations
through my work at a United Way in the Midwest and some of my volunteer work generated the occasional small project. Again,
they were short-term contracts, usually lasting no more than a month, such as facilitating a staff or board retreat, conducting focus
groups, and writing a nonprofit’s annual report. Although offers for more involved and longer-term projects occasionally came my
way, I found it difficult to manage them while holding a full-time job. I stuck with contracts I could handle in a few evenings or on
a weekend.

Not only did the work bring in additional income, but it expanded my skill set, giving me the confidence to take on tasks with
which I was less familiar. This required some “just in time learning” on occasion, but I found I liked the challenge and enjoyed the
ongoing education the projects provided. For example, one project required client observation, which I’d not done before. Another
project entailed a two-day retreat, which meant planning for and facilitating a more varied set of group activities than I had
previously used. The work also cemented my decision about a planning and evaluation career and confirmed my sense that I was
not destined for management or supervisory positions, preferring hands-on work with clients.

A move back West gave me my first chance to try independent consulting. I made arrangements to bring a couple of projects along
with me, synthesizing a few boxes of data into a coherent community needs assessment and designing a grantee evaluation
approach for my previous employer. Although the content of the work was satisfying, I discovered that toiling alone in my tiny
home office (read that as a spare bedroom), was lonely and limiting. Not just no one to talk to, but no colleagues to bounce ideas
off or puzzle through a knotty problem. More difficult still was finding new clients in a new community.

It quickly became clear that it would take considerable time to build a sustainable practice, and it would take more time than I had
savings. So, back to a full-time planning and evaluation job I went. Having a resume with both employment and consulting
experience likely helped me land a job in local government. According to my new employer, the breadth of my experience and the
variety of skills gained from consulting gave me a competitive edge over other candidates for the position. It proved to be a
fantastic opportunity — mentally stimulating and hugely challenging. Our office was a focal point of human services policy and
planning for the region. The level of effort this job required, however, left no time or energy for outside consulting work. It would
be another five years before I re-entered that world. But the contacts I made in this position served me well when I went back to
consulting.

Another change to a new employer gave me the chance to take the next steps on the consulting path. Although the new position
was full-time, it did not require the overtime or level of effort the previous one had demanded. I again had the time, and the mental
energy, to take on consulting projects. The contacts I’d made provided the work. I created a marketing packet, basically a nice
looking letter and list of past projects to let people know I was available, provide examples of the types of projects I had worked
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on, and give them a description of the tasks I could help them with. I sent it to individuals I had worked with, and soon had a
number of contracts, small pieces of work but enough to keep me busy. But it was back to that sense of isolation when working
solo on projects. It became clearer than ever that ‘independent’ consulting was not where I wanted to be or to go in the future. That,
and the fact that a good friend had started her own consulting firm.

So for a few years, I took on one project at a time with my friend, allowing me to balance the consulting with the full-time job. As
the firm began to count on my knowledge and experience, however, I found myself over-booked and over-worked. Some of the
new projects also involved travel out of state, requiring time off from the job and some negotiation with my employer. In the end,
my employer and I agreed that I could move to a % - time position, allowing me to maintain the safety net of a salaried position and
full benefits while taking on more consulting work. Over the next few years, this shifted to 4 - time employment and ¥ - time
consulting. There were times when I worked many hours a week to handle this combination, and occasionally, the balance between
the job and the consulting was out of whack. It seemed to even out over the course of any given year, so neither my employer nor
my friend was displeased, and mostly, this period was fun and generally manageable.

I pondered the possibility of working full-time for my friend’s firm, but had the perception that a consulting business was an
uncertain enterprise. As I was the primary wage-earner in my family at this point, that raised anxieties. I also was cautious about
working full-time with her, not wanting to jeopardize our friendship in any way. Over time, and through conversations with my
friend, both of these concerns disappeared. The fact that the firm had been in business for 18 years, making a profit for most of
them, was important information. And my friend reassured me that we could maintain the friendship as well as do business
together. It was an economic downturn, however, that precipitated my eventual move to a full-time consulting position. My
employer was facing major budget cutbacks and almost half of my 18-person unit was on the lay-off list. Making the move was
easier for me than for many of my peers who did not have a ready-made path to follow. I had built enough credibility and enough
of my own client base to make the transition into the consulting firm a smooth one.

It’s been five years since I joined Clegg & Associates. Five fun, prosperous, interesting years, for me and for the firm. We work in
health, housing, and human services with nonprofit organizations and their funders. That’s where our hearts are — we feel we’re
contributing to the communities we work with, making a difference in people’s lives. I think my circuitous path in independent
consulting gives me something unique to offer my clients. My work for different nonprofits, government, and philanthropic
organizations gives me a multi-faceted perspective — I’ve been on different sides of the table and understand the agendas, issues,
and constraints each group faces. The work was generally the same in these organizations, but the context and culture varied.
Working for government can give you a sense of the big picture and what drives public sector planning and policy decisions. The
choices they’re faced with. The trade-offs and compromises they make. Working in the philanthropic world lets you see another
approach to planning and decision-making, with different philosophical underpinnings and criteria for allocations and project
selection. The cultures and value systems across philanthropic organizations are as varied as can be imagined, but all of them strive
to fulfill a vision for some greater good. It is this vision that often keeps staff and volunteers engaged and invested in the effort.
Working for nonprofits is also about following a vision, but nonprofit work provides a clearer understanding of the realities of the
community and the organization’s clients. Working in a nonprofit helps you see what it takes to pull together a program, staff it,
implement it, trouble-shoot and problem-solve, and keep the program on budget. Each of these environments gave me a different
perspective on the health and human service field, serving me well as a consultant who works in all of these venues.

Looking back I see a number of lessons along my path into consulting. The first is knowing yourself and the type of work for
which you’re best suited. My initial sense that the diversity of tasks and topics I would encounter in consulting would be a good fit
with my nature was wholly on target. The choice about what to pursue and what to avoid almost always exists. My generally short
attention span and my efficient work style make me a good candidate for multiple, short-term projects rather than long-term ones.
My early recognition that working alone was not the best venue also helped me seek a situation that gave me the collegiality I
wanted and needed. I came to appreciate the benefits of working in a small firm rather than a larger setting. There are five staff in
our firm and we generally have between 15 and 20 projects of varying sizes active at any one time. In this kind of firm you perform
a variety of functions as it is often the case that “all hands are needed” when we take on large projects. I enjoy that aspect of the
work. The small staff size also means there must be real teamwork, something we value and pay close attention to. We need people
who can design a project approach, do research, facilitate small group discussions, organize information, and write clearly and
succinctly. But mostly we seek people who can work well with others. A small consulting office cannot function without this. The
teamwork and versatility required also make a small firm the kind of place where people can grow professionally. We’re always
looking for opportunities that allow less experienced staff to take on additional responsibilities with coaching from a more senior
member of the team.
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A second lesson is the importance of a firm sense of ethics and an awareness of potential problems that may arise if a person is
employed and doing consulting “on the side.” When are conflicts of interest an issue if a consulting project comes to you through
contacts made through your place of employment? What are the rules and the boundaries related to bringing a consulting task into
the office, like taking a client phone call or sending or receiving a fax or email? How do you negotiate when project deadlines
conflict with work requirements? I faced all of these, and fortunately, had a good internal compass as well as reasonable and patient
employers and wise colleagues to guide me. In some of the places I was employed, personnel handbooks laid out policies or
regulations to address my questions about these kinds of issues, but that was not always the case. Talking with my supervisors and
colleagues, however, gave me the confidence that I was handling the situation appropriately.

A third lesson is recognizing when things aren’t working. This is particularly important when you are trying to balance
employment and consulting. Being clear about my limitations when deciding what projects to take on and which I should avoid
because of their size, travel requirements, or short deadlines helped me manage, but that lesson was learned only after some
stressful mistakes. There were times when I was overwhelmed and not doing as good a job as I should have in either my consulting
or my employed position. My tendency to put down my head and slog through it did not always work. Asking for help, negotiating
an extension, and finding ways to be kind to myself did.

The last lesson is to take a risk when you can. With the freedom of consulting work comes some uncertainty. There are times when
you can live with that uncertainty and times when it feels too scary for any number of reasons. Acknowledging the reality of your
situation will make it easier to distinguish between the two. My reality meant I needed to ease into full-time consulting rather than
jump in at the beginning. But now, I can’t imagine any other life.
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