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FIND SOLUTION!

HAVE A PROBLEM?
 [image: image2.wmf]
Following is a list of problems that Consultants and Managers have faced in a process of dealing with managing consultancy. But where is a problem, there is also a solution:







                                                                                                                                            





Potential problems:





Timeliness


Identifying the right consultants


Rights (if this isn’t cleared up at the outset)


Staying in role


Expense guidelines


Lack of flexibility


Lack of exposure to the context of the consultancy


Life circumstances that take consultant from the project














Ways to avoid them:





Contract in stages with new consultants


Develop clear borders up front and know where you can be flexible with time, funds, project description and communicate where there is flexibility and where there is no flexibility


Send expense guidelines (detailed) concerning:  telephone calls, daily meals etc.., gifts, materials that consultant can purchase for the project


Insist on evaluation – always independently ask client if they are satisfied in addition to consultant reports








Problems :


selecting consultants that don't know a certain country, the education system of it and the mentality of its people





selecting consultants thet don't have enough flexibility in adapting methods and procedured to the real needs of the educational system of a country





Solution:


the selection criteria should shouldn't be just professional competence but also comptence to understand and solve problems in a certain country





the selection of consultants that have a large experience in very different educational contexts








Problem:


We have been too heavily relying on external consultants. What happened was that all the work would stop when the consultant wasn’t in the country and all the activities resumed a little before/during his/her stay here. It looks like the emphasis should be placed on the need to ‘use’ the consultants and learn from them, rather than being led by them.














Solution:





It looks like the emphasis should be placed on the need to ‘use’ the consultants and learn from them, rather than being led by them.








Problem:





-  Problem of supervising the 


consultant





- Often consultants think their work finishes when they are not in a country any more 





Solution:


Clear and binding terms of references


It is important how ‘strict’ you are in terms of references


Financial payments dependent of the performance and fulfilling all the activities stated in TOR or in the contract (i.e. avans + interim + final payments)


It is crucial the contracts are agreed and prepared in time – before the consultancy takes place


It is important to require the reporting which shall include also proposals for changes





Problem can accure at writing of Terms of Reference: 





Terms of references are the key fact – a precondition to avoid all the problems that can possibly appear during the preceding process of management consultancies; problem is that a client often does not know how to write the TORs – both from technical point of view as well as from the content point of view – often they do not know what they need








Solutions:





Sometimes it is useful that the TORs are jointly prepared by a client and a consultant; however it shall be carefully checked that a consultant doe not impose his / her own agenda. Inputs from various parties into TORs are very important.





MANAGEMENT OF CONSULTANTS is a LEARNING PROCESS for all INVOLVED PARTIES (CLIENT, CONSULTANT, INTERMEDIATORY OFFICE – MEDIATOR)  





GOOD INITIAL PLANNING OF CONSULTANCIES IS A KEY FACTOR of a successful management and of a success; ‘if planning is good, half of the job is done’. It is important to think – plan ‘everything’.





Terms of references shall determine the responsibilities of all the partners involved – not only the ones of a consultant; a client shall provide to a consultant all available background information that can be useful to him / her.








MANAGERS' PROBLEMS:





Lack of knowledge 


Lack of experience


Lack of relevant literature


Lack of relevant resources


Lack of communication and sharing experience with the colleagues from other countries











Solution: 





Partially, the problem can be solved by developing Resource Pack. Additionally, specific training in Managing Consultancy could be organized. I do not know who can solve the problems, probably we


 (the network) should all work together and contribute to it. Some experts also might be invited to help us in resolving the problems. We can probably start with creating a list and providing comments and recommendations for the consultants with whom we have already worked.











