Who is the Client??

As one plans to intervene in an institution or organization, one of the key first steps is to identify the exact client that will sponsor the intervention and system change initiative.  On the surface, it may be obvious who the chief client would be.  However, time needs to be taken to determine the client system (s) that exists so that the internal or external consultant can create the proper intervention and role clarification in the change process.  The client is never just a single individual.  There is a client system which impacts the organization.  There may be a chief sponsor of the project, but the sponsor is impacted by others.  Who are they?
	The Client
	Characteristics *
	Questions

	Principal
	The primary, personal contact for the consultant, the sponsor, the one who “pays the bill”
	What are the needs and influence to this consultation?

	Shadow
	Superiors, peers, subordinates, may be more influential on the consultant that the principal client
	Who are they, their needs for power and influence to this consultation?

	Peripheral
	Directly impacts the consultation – supporters, opposers, indifferent system participants
	What impact will the consultation have on this client group?

	Stakeholder
	May be impacted by the intervention, individuals or groups
	What are the concerns and vested interested of this client group?

	Key Personal Relations
	Close friends, colleagues, family members who are consulted by the principal client
	What concerns should the consultant have about the influence of this client group?


Further:

· What is the past history of these groups together?

· Who are the key players and their influence?

· What is the self-interest of each client group?

· What is the value system that drives the organization?

· Has there been a history of system change initiatives in the organization?

· Is there a mutual benefit for the client groups to an organizational change initiative?

*  Adapted from Massarik & Pei-Carpenter, 2002

