Contracting Process*

Contracting:  Defining the Work
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Who does what?  With whom? How will we work together?
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*Adapted from Entry and Contracting; J. A. Williams, S. M. Gallant, D. Rios, E. T. Braxton, 2000 (Developed for NTL Institute)
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Entry and Contracting Skill Practice
Objective

To practice the entry and contracting process in a safe and supportive environment that will facilitate risk taking and afford all involved a learning opportunity.

Process –

Step One:

Form a small group (4 people)

Step Two:

Each member of the small group shares a “real” Entry and Contracting consulting situation that you are currently in, have been in, or anticipate you will be in.  Of the situations discussed, select one to work on that offers the greatest challenge.

Step Three:

Choose roles.  Decide who will be the consultant, the client, and the observers.

The consultant introduces her/himself and engages the client in the consultative process.  You will have twenty minutes in which to engage with the client.  There is no need to hurry the process.  Err on the side of depth instead of breadth.  Go as far into the Entry and Contracting stage as this time permits.

Observer 1 - Tracks content (Use Entry and Contracting Observation – Form 1 as a guide)

Observer 2 - Tracks process (Use Entry and Contracting Observation – Form 2 as a guide)

At the end of the twenty minutes, the facilitator will call time.

Step Four:

In the small group:

Consultant takes 5 minutes to speak of her/his experience

Client takes 5 minutes to speak of her/his experience

Observers each take 5 minutes to share their observations on content and process (Please note that the observations are perceptions held by the individuals who are making the observations.  The observations will include helpful data for the consultant, the observer and the small group.  

Step Five:

One member from each small group reports the “lessons learned” to the entire learning community.
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Identifying the Client
An organization consultant, whether internal or external, provides services to a client.  However, there is never one individual as the client.  The consultant is always intervening with a client who is embedded in a client system that exists within the organization and its environment.  The individual client may be the immediate focus for the consultant but the other members of the system are always impacting the consultation.  Members of the client system include:
· Principal Client is the primary contact for the consultant.

· Shadow clients include superiors, peers and subordinates who surround the principal client.  They influence the client via their formal and informal power and influence and also impact the “psychological field” of the principal client.  They often have more influence on the consultation than the principal client.

· Peripheral clients are those who can directly impact the consultation.  They may be supporters, opponents or indifferent.  They include individuals and members of subgroups and can be present in the formal organization and informal organization.

· Stakeholder constellations include those who may be impacted by the consultation and can choose to intervene.  They also can include individuals and members of subgroups and can be present in the formal organization and informal organization.

· Key personal relationship include close friends, colleagues and family members who are consulted by the principal clients.

*Adapted from course text, Massarik & Pei-Carpenter, 2002.
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Entry and Contracting Observation – Form 2

Consider the following:
· To what extend did the consultant focus on process?  What did he or she say or do?
· What did the consultant say or do to establish rapport? To encourage disclosure?  To encourage risk taking?
· Was the consultant attuned to the needs of the client?  What did he or she say or do that conveyed genuine interest in the client?
· Was the dialogue during this meeting led by the client or by the consultant?  Did they each have roughly equal time, or did one or the other dominate the dialogue?  If so, what was the impact on the individuals, the process?
· Was conflict evident to you at any point in the dialogue?  If so, was it engaged?  Who raised it?  How was it managed?
· Were feelings expressed during the meeting?  If so, how would you categorize them?  And what was the impact on the individuals and on the process?
· Were ideas and concerns fully heard by the consultant?  What did the consultant or client say or do that would lead you to this conclusion?
· How did the consultant and client exert leadership and control?  What did they say and do?
· How would you describe the energy field during this meeting?  What was the quality?  Was it free flowing, exciting, energizing, stuck, dense, etc.?
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Identifying the Client Skill Practice

It is important for the consultant to identify members of the client system so their relevance to the consultation can be determined.  The following questions can be used to identify the various client system members.

1. What Principal Client(s) is directly involved in the consultation and provides the primary personal contact for the consultant?  What are their needs, power and influence in relation to this consultation?

2. What Shadow clients are involved in the consultation?  What are their needs, power and influence in relation to this consultation?

3. What Peripheral clients are involved in the consultation?  What are their needs, power and influence in relation to this consultation?
4. What Stakeholder constellations are involved in the consultation?  What are their needs, power and influence in relation to this consultation?

5. What Key personal relationships are involved in the consultation?  What are their needs, power and influence in relation to this consultation?

6. What is the level of interdependency between the parties?

7. What is the past history of interactions between the parties?  Are there strong emotions at play? Strong values?

8. Will each of the parties obtain value – added benefits (substantive terms or a positive social contract) if they support the consultations?
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Entry and Contracting Observation – Form 1
Consider the following:

· What was the client’s view of the opportunity/problem?
· How were they similar or different to the consultant’s views of the opportunity/problem?

· How did the consultant support the client in exploring the presenting issues?  What did he or she say that was helpful?
· Is there a different line of thinking or questioning that you would have pursued?  What were some questions that were left unanswered for you; areas that you were curious about?
· What do you know about the client; the organization; the stakeholders; the clients?

· What are the consultant’s skills?  What types of experience has he or she had with the presenting issues in other settings?

· What were the theories, methodologies or approaches that were clearly articulated by the consultant during this meeting?
· Did the consultant disclose enough information to help you make an informed decision about “fit” in this situation?  If not, what would you have liked to know or hear from the consultant?
· Were expectations about the outcomes, resources, costs, participation, support, boundaries, roles, confidentiality, timeframes and communication explicit and clear?
· What did the consultant say or do to check for clarity and commitment?

NEA-NTL OD III Certificate Program

Current Theory & Practice in OD

Pat Biodol-Padva, Ph.D. & Ted N. Tschudy, Ph.D.

January 2005
Creating Shared Expectations
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