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INTRODUCTION

Entry and contracting is the first and beginning phase of the OD process, which sets the stage for the following diagnosis, intervention, evaluation and termination phases.  This chapter describes the entry and contracting phase of the Organization Development (OD) process.  

The outcomes of the entry and contracting phase are a:


Solid working relationship between the client and the OD practitioner,


Joint decision about whether to go forward with the consultation,


Written contract for the consultation,


Foundation for the remaining phases of the OD process.

The entry and contracting phase is based in the following assumptions:

1) There is a direct relationship between how well the OD practitioner completes the tasks of this phase of the OD process and the effectiveness of the overall consultation.  This phase is the keystone to a successful and rewarding engagement.

2) Clients, on some level, know what they need and how to go about getting it.  The practitioner’s job is to help them to discover that, and to liberate and transform energy in order to support the wisdom that resides with the client.

3) Energy is a critical element in creating the fuel needed for change. Think of it as the oxygen that combines with the heat and combustible materials to produce the fire.  Concretely, energy can be seen as awareness, development, conflict, deflecting, holding back, taking initiative, accountability, and simplified decision making.

4) The process of entry and contracting is the same for internal practitioners and external practitioners.  What vary are specific strategies and tactical tasks based on the situation. 

Creating an environment where honesty, inventiveness, inspired intellect and decisiveness are honored and practiced will facilitate discovery, purposeful action, and healthy relationships – all that is needed for a successful consulting engagement. 

OVERVIEW

The entry and contracting phase of the consulting process contains four stages – pre-entry, entry, contracting, and transition – as shown in Figure 1.  Like the overall OD process, the entry and contracting phase is an iterative process of inquiry and action. At each stage, the OD practitioner decides whether to proceed, re-cycle through the previous stage(s), or say no to the work.  The tasks of each stage must be sufficiently completed in order to move to the next stage. As new information emerges, there can be a cycling back to ensure that adjustments are made, highlighting the reality that contracting and re-contracting is a process, not an event.  

The work of the entry and contracting process takes place in one or more meetings with the client(s) -- meetings that can be face-to-face, by telephone, and by internet. The entry and contracting process can happen in a thirty-minute meeting, and it can take several meetings over several days.  The tasks for the entry and contracting meeting(s) and process are discussed in the following sections.  They are also outlined in Tables 1 and 2. 


FIGURE 1

The four levels of systems shown in Figure 1 – intrapersonal, interpersonal, group,  system/community -- can be thought of as lenses that either increase or decrease peripheral vision. All four levels can be operating in each stage. The intrapersonal level includes beliefs, values, principles, attitudes, feelings, preconceptions, perceptions, and assumptions of organization members and the practitioner. The interpersonal level relates to organization members and the practitioner and who they are in relation to each other and the practitioner and to the dynamics among them.  The group level is both about who organization members and the practitioner are as members of multiple groups, as well as about the dynamics within and between various groups. The system/community level is concerned with the organization as a whole and its culture. It can be the entire community or some sub-group within a larger organizational culture. 

PRE-ENTRY

At pre-entry, the practitioner and the client are at a threshold, getting ready to step toward each other. The goal at pre-entry for OD practitioners is to prepare for the practitioner/client meeting(s) by:


Conducting a practitioner self-assessment of such areas as skill sets, philosophical approach, mission, values, guiding principles, expertise, experience, strengths, style, energy, biases, fears, interests, focus of OD practice, consultant role, competence, traits, and development (Dillon, 2003),....and assumptions, projections, feelings about the work, the client, and the client organization. 


Gathering and reviewing available information about the client organization --  for example, mission, values, philosophy, history, size, character, structure, products/services, market position, and reputation. 

Thoughtful consideration of these areas by the practitioner will influence the form and nature of entry.  If the practitioner does not systematically think through them, unnecessary confusion and ambiguity may result, in tandem with a less than effective consultative relationship (Cherniss, 1976). 
The practitioner is ready to move from pre-entry to entry when

There is a clear, strong rationale for providing consultation.

The self-assessment has been completed.

Adequate  information about the client organization has been gathered and reviewed and that information indicates a likelihood that the consulting work identified by the client will match the practitioner’s skill sets, philosophical approach, and value system. 

ENTRY

The goals of the entry process are to begin building the client-practitioner relationship, to identify the client(s), and to explore the work to be achieved.  This is accomplished by engaging the client in a process that allows the client to fully express what really “matters,” their desired client/practitioner relationship, and the outcomes for the work.  Effectively managing the entry process and relationship issues helps create conditions for trust, credibility, and predictability that are essential to contracting and to the overall success of the engagement. During the entry stage, the practitioner’s focus is on building an effective interpersonal relationship with the client.
The overall outcome of the entry process is a joint client/practitioner decision about whether the relationship is worth pursuing.  OD practitioner tasks and actions involved in reaching this outcome are outlined in Table 1 at the end of this chapter.  They include tasks such as introductions, clarify meeting boundaries, identify who is the client, invite client to “tell their story,” inquire about client wants, expectations, and hopes, explore diversity issues in the client/practitioner relationship and in the client organization, explore values and ethics, surface resistance, and finally assess client/practitioner “fit” and decide whether to proceed, recycle, or end the consultation.  As the practitioner and client engage in these tasks of the entry process, both will begin building patterns of relationship.  
   SEQ CHAPTER \h \r 1 During entry the client will be looking for clues that the OD practitioner possesses characteristics and values that support the work to be accomplished. The client observes and senses behaviors, physical presence, energy, confidence, and sense of self. How the practitioner “shows up” will send visible and invisible messages that either assure and comfort the client or potentially disturb the client.

To have credibility with the client, the practitioner needs to be perceived as strong, fair, wise, and ready to take action. Letting go of defensiveness and the need to be right and in control is critical.  An attitude of wonder, curiosity, and openness to the magical, creative, and intuitive energies is needed. Some of the characteristics that the client will expect are strength of character and solid values and ethics.  The values of social justice, intellectual rigor, honesty and the need to put knowledge into practice are imbedded in OD. 

The practitioner’s task here is to lead by openly disclosing and consistently telling the truth -- simply, clearly, directly, with optimism, energy, and wonder.  Speaking the truth requires the practitioner to track patterns of behavior, feelings, and ideas and to risk sharing with the client what is being observed. This permits practitioners to name the patterns they are observing and share what they are feeling. Speaking the truth also means being authentic, fully expressing personal values, needs and wants, not out of a sense of selfishness but out of a desire to build relationship and enhance the work. 

When entering, the practitioner influences the client organization and in turn is influenced by the organization.  The entry process is itself an intervention into the client organization. Guided by intellect and intuition the practitioner’s role is to help illuminate what is hidden from client and practitioner awareness.  Through the process of building relationship, long held patterns and beliefs can be surfaced and explored and the client can begin to experience a budding self-awareness.  Old patterns that get in the way of the work and relationships begin to be released and there can be a conscious choice to behave in new ways. At entry the client is looking for movement, for tools and ideas to move forward quickly. Clients just want things to work!  They may think that somehow things can be rearranged and quickly fixed. They may want to initiate change by starting with what they know and what has worked for them in the past, what feels comfortable.  They have a desire for change while at the same time, experiencing some level of ambivalence and confusion about taking real action. However, the very act of preparing for a change creates an expectation and heightened self-awareness. 

Movement from entry to contracting happens when there is an emerging sense of commitment to change. There is a willingness to express and explore many different sides of oneself: wants, desires, needs, fears, hopes. There is also an emerging sense of deliberate purpose, a beginning maturity and knowledge of what really matters. During this transition, equilibrium between understanding and action begins to emerge. Confirmation of the assumption that the relationship and work that is desired by the client matches the practitioner’s skill sets, philosophical approach, and value system. There is clear intention. Clarity is found about what is really needed and wanted in order to develop clear objectives and outcomes. The practitioner and client are ready to move to contracting, when the entry tasks have been sufficiently completed and the client and practitioner conclude that there is a fit between client/practitioner needs, values, interests, time requirements, credibility, confidence, trust, readiness, and commitment to the work.  

TABLE 1
ENTRY TASKS AND ACTIONS FOR CLIENT/PRACTITIONER MEETING
	TASKS
	ACTIONS

	1. Introductions
	Share and acknowledge personal and professional information for building client/practitioner relationship.  Engage client with genuine interest and curiosity.  Track what is being said and how information is being shared; attend to process and content; observe information about the culture, morale, relationships.



	2. Clarify meeting boundaries
	Model effective meeting management:  time, pace, outcomes, who needs to be present, roles.



	3. Identify client(s)
	Identify contracting client(s), the client making use of the consultation, and the client with the authority to control the process and implement outcomes.



	4. Invite client to “tell their story”
	Ask questions and seek examples to understand concerns and issues, what the client system wants to change, the need behind the request to meet, other change efforts, current and previous strategies, successes and failures. Actively listen and reflect back to the client understanding of issues and concerns.  Learn, adapt to, and appropriately use the language of the organization.  



	5. Inquire about client wants, expectations, hopes 
	Engage in dialogue about wants, expectations, hopes, fears, and risks for the work and client/practitioner relationship.  Attend to feelings in client and in self -- warmth, excitement, hostility, disinterest.



	6. Explore diversity issues
	Explore client/practitioner differences and how they might impact the work and relationship.  Inquire and share about organizational patterns and impacts for different groups; what is being tracked, heard, seen, and felt; and the meaning being made of it so far.



	7. Explore values and ethics 
	Share values and ethical boundaries and inquire about those for the client.  Foresee potential value conflicts or ethical dilemmas embedded in the consultation and explore them with the client



	8. Surface resistance
	Explore the forces that will help and hinder success.  Identify, name, and explore resistance in self and the client.  Inquire about what is not being discussed.

	9. Assess client/ practitioner “fit” and decide to proceed, recycle, or tell the client no
	Assess fit between the client/practitioner needs, values, interests,  time requirements, credibility, confidence, trust, readiness, and commitment to the work.


CONTRACTING

The goal of the contracting process is to develop a clear, mutually agreed-upon contract -- either formal or informal.  This contract is fundamental to the success of any change initiative. Through contracting, the energy in the client system is harnessed and brought into focus for the purpose of delineating a plan of action that will sustain the change that is sought. The contracting process brings needed form and structure to the relationship. It sets clear expectations. It balances feelings and provides a sense of assurance that the consultation is going somewhere solid, trustworthy. 

The tasks and actions of the contracting process are outlined in Table 2 at the end of this chapter.  Contracting requires establishing and clarifying expectations, goals, and outcomes of the change effort, working relationship(s), roles, ground rules, consultant support needs, and financial arrangements; defining the scope, specifics, and success requirements of the consulting effort; establishing feedback, evaluation, and termination processes; and finally summarizing the contract and putting it into written form.
Documenting agreements in written form provides an opportunity for both parties to clarify expectations and internalize the level of commitment. The written contract creates a shared memory of the dialogue and decisions and it creates another opportunity to affirm the deliverables, roles, timetable and approach -- who, what, when, where, how, how much and how long.  Documentation can be in the form of a memo of understanding, a proposal letter, or a formal contract. At this stage the practitioner is required to tap into the knowledge and experience acquired over time while also staying open to the new and exciting possibilities inherent in every consulting relationship. The skill of discernment will help integrate methodologies and tools that have worked in the past and create new processes as needed. The full use of self will help to model the competencies needed to continue to build on the relationship(s) and formulate a solid contractual arrangement. As in entry, the clarification and vigilant management of boundaries is essential.

Entwined within the procedural aspects of contracting are associated psychological aspects, which must also be considered. During contracting, hope and fear about the work and the relationship often coexist simultaneously. Therefore, trust and mutual respect are essential to the relationship and ultimately to the success of the engagement. It is important to remember, that what occurred during pre-entry and entry has already established a complex structure for what is to follow, often predetermining certain consequences during contracting and in the ensuing consulting relationship. Keeping the important events that emerged during pre-entry and entry in mind will facilitate the tracking of patterns and resolution of issues that may emerge.

For contracting to be successful, the client must be determined, highly committed, have personal involvement, and be invested in the outcome. Contracts must be mutual, with all parties choosing to enter into them, fully informed. Without mutuality, client ownership and the success of the engagement are in jeopardy.

As an example, internal practitioners are often asked by one manager to “go fix” another manager. This is clearly a set-up for a very difficult first meeting. The practitioner’s role must still be to work through the stages of entry and contracting and find those places where the manager is determined, committed, involved, and feels ownership.   Mutuality must be achieved or there is no contract.  And if there is no contract, there is no client.

During the process of contracting there are many areas that will have to be methodically and deliberately assessed.  The client has a story that wants to be told and a problem to be solved. As the story is elicited, observing, listening, clarifying, tracking patterns, and effective questioning will help to achieve an accurate assessment. Thoroughness requires time and patience. Often the client becomes impatient and wants to move to action, to solve the problem. The practitioner must be careful not to get seduced into moving so fast that important elements are missed that are impacting the situation. 

The client and OD practitioner have a good, solid contract when: 

· There are shared expectations of each other, the relationship, and the work to include: outcomes/deliverables, resources, participation, access/support, communication.

· A structure is negotiated – who, what, when, where, how, how much and for how long.

· Roles are clarified: Who does what?  With whom? How will the client and practitioner work together?
· There is mutual agreement on the proposed approach: how the objectives will be achieved; how the process for data collection and feedback will be determined; how the work will be measured and evaluated; how aspects of the contract can be renegotiated or terminated.

· There is an explicit discussion regarding confidentiality.

· There are clear expectations and both the client and practitioner know how to act and what to do.
· The decision making process has been outlined and agreed to.
· There is clarity of purpose, confidence, and commitment.
If the practitioner and client have different understandings, or if an area has not been addressed, they will need to go back and clarify and review gaps before proceeding to the transition stage. This review process helps guarantee that there is mutual understanding. There may be times when this review will highlight areas where there are differences. In these cases, it is important to determine how to bridge the differences or to decide to terminate the consulting relationship.

TABLE 2

CONTRACTING TASKS AND ACTIONS FOR CLIENT/PRACTITIONER MEETING

	TASKS
	ACTIONS

	1. Clarify client goals and outcomes


	Collaboratively develop clear statement of consultation goals and outcomes.

	2. Describe consultation and requirements for success 
	Collaboratively develop description of the consultation/change process, possibilities and dilemmas embedded in it, implications for individual, interpersonal, group, and organization levels of the system, and what is needed from the client, organization, and practitioner for a successful consultation.



	3.  Clarify wants, needs, wishes 


	Explore and share client/practitioner wants,  needs, wishes..... for contact, control, information, and involvement in the consultation.  Make affirming statements and demonstrate understanding and empathy.  Provide reassurance.



	4.  Clarify roles, responsibilities, commitment
	Clarify and define client/practitioner roles, responsibilities, and levels of commitment.  Agree about joint client/practitioner responsibility for consultation outcomes.



	5. Define project/consultation scope 
	Collaboratively define the scope of the project, including initial strategies, objectives, steps, critical success factors, stakeholders, participants, products (if any) and delivery time lines, external factors that can impact the consultation, and who else needs to be involved in defining the details of the project.



	6. Negotiate consultation resources 
	Negotiate time, money, support services, and involvement of personnel required for successful project completion.  Discuss costs openly, including practitioner fee structure, expenses, and payment schedule.



	7.  Establish process for feedback, evaluation, and termination
	Establish ongoing process for evaluating all aspects of the consultation, including outcomes, deliverables, client/practitioner relationship, time lines.  Provide for re-contracting at appropriate intervals.  Establish ground rules for terminating the consultation.



	8. Summarize contract and put it in written form
	Collaboratively develop a written agreement summarizing the consultation, including: client/practitioner expectations, process and scope, outcomes, deliverables, client/practitioner relationship, time lines, nature and frequency of client/practitioner communication, practitioner fee structure, expenses, and payment schedule. Determine next steps – who, what, when, where, how, how much, how long.




TRANSITION

Through the contracting process, many boundaries are clarified and agreed to, giving form, stability and order to the client-practitioner relationship. Transitioning provides an opportunity to summarize, reflect, analyze, document, and outline next steps while at the same time staying open to the creative energy that sometimes bursts forth within the safety of the “container” that has been created.

The purpose of summarizing and reflecting is to be sure that communication has been clear, assumptions are explicit, expectations are shared, and all relevant information has been surfaced and explored. Most failures in OD change efforts  SEQ CHAPTER \h \r 1occur in the detailed follow-through of the implementation phase. Therefore, it is crucial that the practitioner engages as a partner with the client in outlining and making decisions about each step in the agreement, as well as, placing mechanisms in place to support follow-through and successful implementation. These agreements should be part of the contract. 
It takes acceptance, willingness, courage, caring, and honesty to engage in a change effort. Acknowledgement for the courage it takes and genuine appreciation for the risk the client is taking is another way to demonstrate empathy and continue to build the client-practitioner relationship during the transition stage. Both the OD practitioner and client have an opportunity to become transformed by the potential joy of creating trust and safety in the relationship, being truly authentic with one another, while learning and achieving mutually satisfying goals and celebrating successes.

CLIENT-PRACTITIONER DYNAMICS


FIGURE 2

The trail through the entry and contracting phase is replete with opportunities or clutter depending on how the terrain is defined and experienced. Areas that must be considered are highlighted in Figure 2. These are the factors that impact client-practitioner dynamics. They are at play and underfoot with the potential to trip up the process. The factors carry energy and need to be understood within the context of the environment in which they are situated. The practitioner’s job is to transform the energy by knowing whether to engage it, quiet it, illuminate it, or give it fire, all in service to the goals (work) and the relationship. This takes wisdom and skill.

CONSULTANT COMPETENCIES

Managing the dynamics of the entry and contracting phase requires awareness of some basic theoretical principles and specific practitioner competencies. Some of these competencies are highlighted below; some are treated in more depth in other chapters. 

( Boundaries

Entry and contracting (or re-entry and re-contracting) requires engagement across a boundary; the place people meet each other. It is an invisible threshold that allows the consultant to enter the life space of the client and client system, while opening up to be of service.  Entering with grace requires mindful, careful, responsible, and intentional behaviors.

To effectively manage entry and contracting, the practitioner must maintain both a sense of separateness and a sense of connectedness. Doing this well necessitates vigilant attention to the concept of boundaries, the physical and psychological entities that establish beginning and ending points between persons, tasks, time, and territory (adapted from Braxton, 1991). The ability to effectively identify, name, negotiate, influence, and hold boundaries is at the core of entry and contracting.

When a practitioner’s own boundaries are too tight or rigid, others can experience them as too separate, or aloof. This impacts their ability to influence and may create difficulty in building one-on-one relationships. Boundaries that are too loose tend to invite being too personal or too involved, thereby creating loss of objectivity.

( Resistance

Resistance is a healthy response to change. As such it is unavoidable. Resistance can be understood as feedback or the expression of a differing point of view. Individuals and systems that resist do so for very good and varying reasons. All of which are legitimate and necessary as a precursor for change. The OD practitioner’s job is to actively invite, allow space and time, and support the open expression of resistance that will be present in any OD change initiative and any client-practitioner relationship. 

Resistance does not always announce itself.  While some aspects of resistance may be communicated directly, other aspects are sometimes unconscious and expressed indirectly.  Resistance may show up in the form of direct confrontation and disagreement or denial, questioning, lack of trust, lack of commitment, lack of follow through, incompetence, helplessness, surface treatment of issues, excuses, and blaming. 

If a practitioner often experiences resistance as negative, something to be dreaded, avoided or suppressed, it is time to reframe how to think about and support this energy, without which there is no change. The skills that are required include a genuine curiosity and openness to the resistance in whatever form it emerges, a willingness to explore and hang in through emerging conflict and misunderstanding in a respectful manner, communication of genuine interest in understanding; validation of the other’s experience; and a willingness to problem solve and negotiate.  This is all in an effort to build trust, alignment, and commitment while using the energy of resistance to create heat, connections, and positive actions.

( Polarities

Throughout the entry and contracting process, there is a constant tension between many polarities. Polarities are places where the energy and conceptual frameworks that the client and the practitioner bring are initially not connected; where there seems to be points of disagreement and potential challenge.  Polarities when explored can be harmonized or unified and serve as a launch pad for creative and expansive thinking.  One of the skills required is the ability to explore and bring polarities into harmony. The client will benefit by learning how to hold opposing polarities, not to resolve, but simply to hold them in right relationship. 

Some polarities may initially become evident in the approach to the work.  The client may want to focus on action.  They want something fixed now.  The practitioner, on the other hand, knows that the situation needs to be diagnosed and understood before taking action. As a consequence, both the client and the practitioner may feel impatient and perhaps at odds with each other, rather than aligned and connected in purpose.  Both may begin to wonder if the relationship will benefit either party.  It is important to note that both energies (polarities) are required.  What is needed is the ability of the OD practitioner to be aware of and name the dynamic and to be inventive about how to harmonize the polarities as they emerge.

Other polarities include content and process; control and vulnerability; fear and hope; intuition and logic; thought and emotion; dependency and counter-dependency; inner experience and outer world; feelings of competency and incompetence; self-focus and other-focus; focus on different levels of system. 

( Diversity

Differences are imbedded in all our interactions.  There is often a tendency to diminish the importance of differences, preferring instead to focus on similarities.  In building relationships, similarities facilitate our ability to move to agreement quickly and easily. However, there is a cost.  When differences get ignored, relationships are built on a shaky foundation.  Differences such as, culture, ethnicity, race, age, class, gender, religion, sexual orientation, language, education, and nationality impact relationships. Often how people see each other initially is based on past experience with others who share many of the attributes of multiple group memberships.  Depending on one’s group memberships, divergent meaning can be made out of similar experiences and events. How these differences get valued and talked about will either support or hinder communication, the client- practitioner relationship and the overall entry and contracting process.

( Parallel Process

Attending to parallel processes can help inform and enrich the contracting process.   This happens when the OD practitioner notices, observes, and selectively names what is happening in the moment between the practitioner and client (interpersonal level).   The practitioner then encourages, questions, and wonders with the client about how the same dynamic might be operating at the group and systems level.   The practitioner may also track patterns at the systems level and wonder how they may be impacting at the individual level.  Skillfully done, this rooting around can broaden and deepen the mechanics of the contracting process, thus creating a more robust assessment, contract, and relationship. 

( Dialogue and Communication Skills

Good communication and dialogue skills are the foundation to success; especially the skills of actively listening, suspending judgment, empathizing, probing, clarifying, reflecting and summarizing; and giving and receiving feedback. Using effective communication skills cannot be overemphasized at this stage.  

During entry and contracting there is an opportunity to become familiar with the client’s language – verbal and non-verbal.  Do this by reading their written materials or simply by paying attention to the patterns of verbal and non-verbal communication.  Pay attention to words, tone, metaphors and other linguistic differences that are peculiar to the client and the industry.  This is especially critical when working across cultural and national boundaries.   

Effective communication skills are at the heart of competently expressing and working with conflict. Engaging conflict by steering toward it instead of deflecting or ignoring it requires an ability to suspend judgment while actively listening.  The skill of bracketing – putting oneself aside for the moment – allows the practitioner to take in the experience of the other.  Providing empathy, seeing the world from the other’s point of view and acknowledging their experience is a critical skill.  Empathy can transform the emotional component of conflict into energy that will facilitate productive movement toward shared goals.  Providing empathy does not necessarily mean agreeing with the other person – just understanding their experience and perspective.

( Use of Self and Presence

Personal power and a strong sense of self are essential to success as an OD practitioner.  Presence includes values, behavior, attitudes, ideas, attributes, emotions and passion.  Being present in any situation is about “showing up” fully grounded in physical body, intellectual mind and spiritual being.  In this state, the practitioner is better able to access energy, intuition, and knowledge to best serve the client.  When truly present, practitioners have the ability to build relationship, make truly authentic connections, while at the same time differentiating and defining boundaries.  

Strength will come through awareness.  Awareness requires the ability to stay in a process of self-discovery in which the practitioner is consciously and continuously assessing their stance, and exploring judgments and biases about self and others.  In the absence of this focused attention to self, others, and the context, the practitioner may become unable to clearly differentiate self from the client.  The result may be a loss of perspective, clarity, and getting “hooked.” 

 SEQ CHAPTER \h \r 1Hooks are those things that influence behaviors when unaware that they are operating.  All of them have a set of assumptions that are consciously or unconsciously directing beliefs and therefore appropriate or inappropriate behaviors in response to a “hook.” As a result, practitioners may start to function from a reactive or defensive posture.  When this happens it is a sure sign that the practitioner has lost their grounding and balance.  

( Building Trust 

The practitioner must be seen as effective, dependable, and trustworthy.  The client’s perception of the consultant’s competence, sincerity, reliability, openness, and concern for others are a few of the many variables that impact trust.  The practitioner must be able to influence and negotiate while exhibiting patience, not pushing, pressuring, or manipulating.  Trust is the foundation.

CONCLUSION

The outcomes of entry and contracting are a solid working relationship between the client and the OD practitioner, a joint decision about whether to go forward with the consultation, a written contract for the consultation, and a solid foundation for the remaining phases of the OD process.  


It is relatively straightforward to describe and understand the stages of the entry and contracting process (pre-entry, entry, contracting, transition) designed to achieve these outcomes. However, completing the tasks of each stage with the many dynamics (i.e., trust, fear, dependency, vulnerability, motivation, resistance, misunderstandings, etc.) possibly at play creates a challenge for even the most experienced OD practitioner.

The dynamics each have their own energetic valence.  The practitioner needs to be aware of the dynamics at all levels (intrapersonal, interpersonal, group, systems) and then to be wise, intentional, and skillful in engaging that energy – all in service to the client’s desired outcomes.
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