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Guide to Effective Consultant 
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Planning & Selection Strategy

The planning and selection process should prepare the organization to choose the best fit candidate and allow that candidate to get started quickly and achieve high performance within the shortest learning curve possible. The following areas must be addressed: needs of organization, selection criteria, performance measures of consultant and incentives to perform. Part of successful planning in this stage is to determine objective measures of consultant performance based on selection criteria and organizational needs.

1. Establish a well-balanced, cross-functional Selection Team.  

· Include someone who is experienced with outsourcing/consultant selection, perhaps a recruiter with special expertise.  

· Involve several levels in the organization as appropriate.
2. Clearly describe the actual advantage to be gained by utilizing the consultant, the expected results.  This information will be used to generate performance measures and selection criteria. It will also be used in negotiations. Consider the following:

· Cost of establishing the expertise in-house vs. hiring a consultant (Note: Allocate 3 to 5% of cost to consultant administration if there is no corporate standard.
· Scarce or inadequate resources, processes, information, etc. 

· Experience and specialization of potential consultant.
· Growth rates of organization, project work.
· Changing role of the department/organization over the contract period.
3. Clearly describe scope of consultant's work, including what is out of scope, and refer to this documentation when creating a contract and especially during negotiation.

4. Work to get plenty of candidates in the process, which maximizes opportunity and effectiveness of decision-making.
5. Create contingency plan for consultant leaving, or threatening to leave. This will help pin down negotiations and contracting.
6. Determine good measures of consultant success based on selection criteria.
7. Design an incentive system that rewards for identifying and resolving the underlying causes of problems, rather than simply for resolving problems. This is related to innovation and experience in area of expertise. Make sure there is no reward for inadequate performance.

8. Confirm information with peers in the organization (who the consultant will be working with), if not involved directly on selection team.
Criteria for Consultant

The selection criteria used for the consultant are based on the needs analysis developed by the selection team. These will be used to communicate and select a short list of candidates to be interviewed, and eventually the best fit candidate.  Finally, the criteria will be used to gauge the performance of the best fit candidate.  The following criteria have been found important in choosing successful outsourced resources. The criteria can be evaluated by written qualifications documentation, candidate interviews and reference checking.

9. Has necessary experience with similar assignments (this is a critical success factor). 

10. Tools and methodology are ready to go.
11. Has proven ability to innovate.
12. Knows organizational change issues (if appropriate for project).
13. Possesses ability to fill gap caused by scarce or inadequate resources, processes, information, etc., determined previously.
14. Can show evidence of previously meeting objective metrics and measures determined by selection team.
15. Exhibits necessary interaction/communication skills.
16. Exhibits emotional stability, maturity.
17. Has shown dedication to day to-day work, conscientiousness, commitment to successful outcome and business benefits.

See also the Competency-Based Skills Assessment 
Contracting & SLAs

Contracts and service level agreements (SLAs) are forms used to formalize and document the relationship between the consultant and the client.  Contracts are standard legal documents, while SLAs are separate documents that describe in more detail the expectations, measures and responsibilities of both parties.  SLAs are used in more complex situations, where risk is higher.  Contracts are typically part of the risk management of an organization, closely monitored by any legal or compliance department. Here are tips for working in the contracting process to maximize success:

18. Don't use a vendor's standard contract, or sign an incomplete contract.
19. Include:
· Payment schedule 

· Cancellation provisions 

· Special clauses that cover arbitration, risk sharing, confidentiality and renegotiations

20. Base agreement on outcomes, not process.
21. Describe expected performance.
22. Describe hiring organization responsibilities.
23. Encourage innovation.
24. Include incentives along with penalties for going beyond requirements.
25. Include annual reviews to add flexibility for business changes.  Allow the consultant to renegotiate the price when these changes occur.

26. If working with a consulting group, require highest-level representatives appropriate to the project.
27. Keep the contract term less than five years, but build a long-term relationship.

28. Specify procedures for unanticipated problems.
29. Describe probationary period, and how contract will be terminated immediately without penalty to hiring organization if consultant fails to live up to expectations and performance levels.

30. Create a relationship where hiring organization and consultant share risks. Consultant should accept risk when consultant is responsible for selecting solution.

31. Move quickly on contract before events overtake the project, such as changes in management.
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