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ABSTRACT

INFLUENCES ON AN EXTERNAL CONSULTANT'S
EFFECTIVENESS IN ASSISTING
ORGANIZATIONAL CHANGE

By

Neil G. Davey

While organizations make considerable use of the
assistance of external consultants in their efforts to
effect necessary changes and improvements there is evidence
that many of such collaborative efforts are less than com-
pletely successful., There is, however, an almost complete
absence of empirical evidence on which prescriptions for
effective relationships can be based. It was the primary
purpose of this study to select one aspect of organization-
consultant associations and develop empirical evidence as
a basis for prescribing at least some conditions for an
effective helping style.

It was hypothesized that the nature of the relation-
ship which is developed between an organization and its
retained consultant influences the effectiveness of the
ensuing consulting assignment, and this study was developed
in order to test this hypothesis. The hypothesis was
operationalized by developing differentiating descriptions

both for assignment effectiveness, and for the nature of




e organization-




Neil G. Davey

the organization-consultant relationship. Assignment
effectiveness was described in terms of the subjective
perceptions of the organization's chief executive, or
other member who sponsored a consulting assignment. The
organization-consultant relationship was differentiated by
considering the various conditions under which the need
for consulting help, the organization's discussions and
decisions concerning consultant selection, assignment
objectives, scope, and conduct, were determined, and it
was inferred that differences in these situations would
lead to differences in the organization-consultant
relationship.

A research questionnaire was developed and mailed to
a randomly selected sample of 1580 business organizations,
and 120 departments and agencies of the federal govern-
ment, Completed responses were received from 133 of these
organizations and were analyzed with respect to the pre-
viously identified "relationship" and "effectiveness"
variables,

Although the quantity of empirical evidence so
developed was inadequate to permit the unqualified con-
firmation of the several underlying hypotheses, it was
considered sufficient to support the tentative confirma-
tion of many. From these were developed recommendations
for the arrangements an organization should adopt in
order that any consulting assignment in which it partici-

pates will more likely be completely effective,
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These recommendations are that in considering, or
proceeding with, a consulting assignment an organization
should:

- allow that some organizational changes may be necessary.

- regard the consultant as a collaborating equal who
represents an expert resource.

- identify the particular needs for which external
assistance might be sought.

- ensure subordinate managers participate in the dis-
cussions and decision to engage a consultant, and that
there is a concensus of agreement.

- provide for the participation of organization members
in the selection of a particular consultant.

- ldentify its particular objectives and expectations
and make these explicit to the consultant.

- not closely direct the consultant's work, nor unreasonably
limit his access to people or information.

- specify the duties to be undertaken by all participants
and ensure these are understood.

- establish a specific point of contact and liaison
within the organization with and through whom the
consultant should work.

- select a consultant from two or three who have been
invited for preliminary discussions prior to a final

appointment being made.
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A second major purpose of this study was to test the
hypothesis that an organization's frequency of use of con-
sultants and acceptance of their advice is related to a
personality characteristic of the organization's chief
executive. The chosen characteristic was the Dogmatism
construct and measure developed by Rokeach in his work
on individual belief systems. The same organizational
addresses were requested to complete the short-form of
the Dogmatism Scale which accompanied the consultant
research questionnaire. From the responses, Dogmatism
Scores were determined and shown to relate in a pre-
dictable manner to an organization's frequency of use of
consultants, the organization level at which the decision
to engage a consultant was made, the criteria for consult-
ant selection, and the incidence of imposed constraints
and limitations.

Finally, the study was able to develop and present
some potentially valuable relationships between certain
organization characteristics and the use and acceptance

of consultant advice.
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CHAPTER I

INTRODUCTION

The purpose of this study is to identify factors
that influence the effectiveness of the efforts made by
external (management) consultants to assist business
organizations.

The underlying orientation is not one which posits
that organization-consultant collaborative efforts are
necessarily, or even generally, ineffective. At the
same time there is some evidence that the business clients
of such relationships are less than completely satisfied
with the effectiveness of the help they receive in at
least some instances. Seney1 reported that eight per
cent of his survey respondents indicated "unfavorable
experiences" with consultants, whereas fifty-three per
cent of Quittmeyer's2 sample were less than completely

satisfied with their consultant experiences. A study by

lWilson Seney, Effective Use ofABusiness Con-
sultants (New York: Financial Executives Research

Foundation Inc., 1963).

20. L. Quittmeyer, "Management Looks at gon—
sultants," The Management Review, L, March, 1961,
pp. L4-1h4+.
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Amon- revealed that thirty per cent of the businesses
responding to that survey regarded as unsatisfactory or
inadequate, the recommendations they had received from
the external consultant which they had retained to
provide assistance.

Consistent with these earlier findings, it would
seem that there is less than optimum benefit from
organization-consultant efforts. Of even greater import,
however, is that there is little or no evidence which
can explain the different levels of consultant effective-
ness or organizational satisfaction which are referenced
in those surveys. The purpose of this study, then, is to
identify factors or characteristics of organization-
consultant relationships which are significantly asso-
ciated with different measures, or descriptions, of the
degree of consultant effectiveness. By so doing the
results of this study will provide a base of empirical
evidence on which prescriptions for developing effective
organization consultant relatlonships can be designed.
Such prescriptions can then provide a basis for the
development of styles of helping relationships which
should be clearly superior to the frequent homilies
and "home-spun" philoscphies that represent the nature of

much of the existing literature in the reference area.

3 E t Consulting
R, F. Amon, et al., Managemen ng _
(Cambridge: Harvérd University Graduate School of
Business Administration, 1958).







It has been estimated that American organizations
spent approximately $650 million in 1962 for assistance
with management, operating, and technical problems,u and
in the absence of any more recently published estimates
it can only be assumed that the current rate of spending
is not less. Thus, there is a dollar dimension that
Justifies research which might lead to any improvement in
the effectiveness with which consulting assistance is pro-
vided to operating organizations.

A further consideration is the increasing rate of
change that is observed as a characteristic of the contem-
porary organization scene. In meeting the challenges and
demands of change, organizations may rely on their own
internal resources to identify needs, and plan and imple-
ment the appropriate organizational adaptations. A not
infrequently adopted alternative to this course of self-
sufficiency is for an organization to seek assistance from
external agents, or sources--herein described as con-
sultants--to play some role in the process of need identi-
fication (diagnosis), program evaluation and planning, and
the introduction or implementation of change programs,

This situation, where changes 1n an organization's
external and internal environments are demanding changes

in the organization itself if it is to retain, or possibly

AN e A

uPhilip W. Shay, How The President Can th ?Z?t
Results from Management Consultants, The Presi en_al
Professional Association Inc., New York, PPA Speci
Study No, 14, September-October, 1963, p. 1.
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regain, its viability--coupled with the frequency with
which consultant assistance for the introduction of
appropriately adaptive modifications is sought--provides
additional justification at this time for research into

the factors which influence the effectiveness of the change

process. Thus, while this research is specifically con-

cerned with the effectiveness of external consultants,
it is also concerned in a more general way with some
aspects of the problems of change.

Even more specifically, the research focusses on the
relationship which develops between an organization and
any consultant it retains, as it is considered that the
nature of this relationship influences the effectiveness
of the entire organization-consultant collaborative effort,
The fundamental hypothesis which underlies this research,
and which will be tested, is that the effectiveness of
consultant-assisted change efforts is a function of the
nature of the relationship between an organization and its
retained consultant. Accordingly, the research project
was designed to:

(1)  identify situations where an organization has
utilized the services of an external consultant

for the purpose of assisting with the accomplish-

ment of change.

(i1) provide definition and description of the nature

of the organization-consultant relationship.
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(iii) develop measures or descriptions of change, or
of meaningful consequences of change, which can
be considered with respect to the differing nature
of the organization-consultant relationship.
Hollander's introduction to his annotated bibliog-

raphy of the published literature relevant to the con-
5

sulting area” emphasizes the importance of the consultant's
role as a catalytic agent to induce change and progress.
His perception of the differing roles that consultants are
epxected to play--covering a range from technical con-
tractor to clinical psychotherapist--is shared by the
current research, as is his conclusion that there is no
useful information on which particular (consultant) posture
is typically associated with successful consulting assign-
ments. Hollander's call for investigation into the causes
of the differences in effectiveness of consulting assign-
ments6 could well be taken as the starting point of this
research project.

The theoretical model around which the research
hypotheses and hence, the research design, are built
follows directly from Lewin's work on the effectiveness

of behavioral changes deriving from group decision

—_—

5S. C. Hollander, Business Consultants and Clients,
Bureau of Business and Economic Research, Graduate School
of Business Administration, Michigan State University,
East Lansing, 1963, pp. 1-7.

6Ibida, Pre T
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processes.7 The importance of personal commitment as a
necessary characteristic of effective behavioral change
leads directly to the notion that consultant-assisted
change efforts which secure the affective involvement of
organization members through ensuring their meaningful
participation in the several phases of the change process,
will be more effective than demands for change which are
imposed on organization members, or in which they had
inadequate opportunity to participate. Lewin also places
strong emphasis on the importance of social support for
new or intended modes of behavior with its consequence
that resultant changes will be more likely effective when
they have won social approval.

The concepts of "participation" and "consensus"
derived from this source are used as a basis for opera-
tionalizing the general statement of the fundamental
research hypothesis into more specific and testable state-
ments. Thus, it is hypothesized that consultant-
assisted change programs will be more effective, and the
required changes more efficiently accomplished, where:

(1) organization members ascribe expertise to, and
demonstrate trust in the consultant for his
ability to develop and implement effective

change programs.
e e e O L C ey

7K. Lewin. Forces Behind Food Habits and Methods

of Change, Bulletin CVIII (Washington, D. C.: National
Research Council, 1943).
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(iii)

(iv)

(v)

(vi)

(vii)

(viii

the consultant develops a change program on the
basis of his diagnosis of organization problems
and needs, rather than where he supplies the
organization with a "packaged program," or standard
prescription.

organization members are advised of the nature of
the consultant's intended activities and the
reasons for his intervention.

the consultant works closely and directly with
organization members within a co-operative rather
than a co-ercive framework.

explicit provision is made for the consultant to
report to the organization on his progress and
findings throughout the course of the assignment,
rather than at its completion only.

the organization establishes a specific point

of contact and liaison with whom and through

whom the consultant can operate.

the consultant actively involves organization
members--and particularly key managers--in the
diagnosis of problems and the development and
implementation of appropriate change programs,
the scope of the assignment permits (or requires)
the consultant to assist with the implementation

of recommended programs.
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(ix) the organization initiates the original request
for help, or other form of contact with the
consultant.

(x) the organization does not closely direct the con-
sultant's work or unreasonably constrain him by
embargo or withheld information, from investigating
what he perceives as relevant areas of the organi-
zation's affairs.

(x1) organization members are in general agreement as
to the need for, and desirability of obtaining
consultant assistance.

(xii) organization members are in general agreement as
to the particular consultant selected.

(xiii) organization members have participated in the
discussions and decisions leading to the reten-
tion of the consultant.

(xiv) the organization considers some changes may be
necessary, rather than where a consultant is
retained to merely audit the status quo.

The question which is being posed by the funda-
mental research hypothesis, and its component parts

which are approached through the more specific opera-

tionalized statements deriving therefrom, is really asking

whether an organization-consultant relationship which
possesses some particular characteristics is typically

associated with successful consultant-assisted change
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efforts, and whether a relationship with discernibly dif-
ferent characteristics is typically associated with
unsuccessful or ineffective change efforts. (Rather than
consider only the extremes of "effective-ineffective," it
may be more realistic to relate identifiable character-
istics to degrees of effectiveness, such as "more
effective-less effective.")

In addition to attempting to identify factors or
characteristics of the organization-consultant relation-
ship which influence the effectiveness of consultant-
assisted change efforts, the research will also investigate
the influence of a selected personal characteristic of
organization members' on the effectiveness of consultant-
assisted change efforts.

The particular characteristic selected is the organi-
zation members' open-mindedness or closed-mindedness as
conceived by Rokeach and measured by his Dogmatism Scale.8
As conceived by Rokeach the Dogmatism Scale supplies a
measure of the structure of an individual's belief system,
rather than its content, and has been shown to measure
general authoritarianism. Its relevance in the present
context is that it provides a basis for hypotheses con-
cerning an organization member's usage of external con-

sultants, and his subsequent acceptance of their advice.

—_—

8M. Rokeach, The Open and Closed Mind (New York:

Basic Books, 1960).
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Specifically, the research project will additionally
test the hypotheses that:

(W) the frequency of use of consultants by an organiza-
tion is inversely related to the Dogmatism measure
(closed-mindedness) of the organization's chief
executive.

(ii) there is a relationship between an organization
member's open-mindedness (Dogmatism score) and his
acceptance of advice from an external consultant,
but that such relationship depends on the
organization member's concept of the consultant.
Thus, the consultant may be perceived as an authority

figure whose advice is to be '"obeyed." 1In these cases it

is hypothesized that there will be a direct relationship
between the measure of the organization member's Dogmatism
and the extent of his acceptance of the consultant's
advice. Where the organization member (and most partic-
ularly--the sponsor of the consulting assignment within
the organization) has a low Dogmatism score, i.e., is
open-minded, it is hypothesized that he will not regard
the consultant as an authority figure, and that his
acceptance of the consultant's advice will be related to
the perceived value of the advice itself, rather than to
its source.

A third objective of this research project is to

identify characteristics of the organization itself which







P
are differentially associated with the frequency of con-
sultant use, and with the effectiveness of consultant-
assisted change programs.

This latter aspect of the study is of a survey nature
rather than being based on specific hypotheses. It is
included in the project because of its intrinsic interest,
and also because the envisaged research design will furnish
the data required to show any differential associations.
The organizational characteristics to be associated with
frequency and effectiveness of consultant use in this
phase of the research: include such factors as organization
"size," location, type of business, profitability, and the
proportion of management or staff personnel in relation
to the total number of employees. An earlier survey pre-
sented data relating an organization's frequency of use
of consultants to its size (annual dollar sales volume)
and to type of business,9 and the present research will

provide comparative data.

Arrangement of Dissertation

This introductory chapter has attempted to provide
clear statements of the purposes and nature of the
research project. Additionally, a brief overview of the

research area and focus has been presented.

—_—

9W. Seney, op. cit., p. 6 (Table 1).
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Chapter II will present and discuss the conceptual
bases underlying the development-of this study, as well
as reviewing the relevant, published literature. It will
be the purpose of this review to identify the sources of
the conceptual ideas underlying the research and its design,
and to summarize prior research contributions.

The design of the research study is developed in
detaill in Chapter III. This chapter traces the design
of the research methodology and instruments, and also the
selection and make-up of the sample population among which
the research is to be conducted. An outline of the
intended use of the research data, including the analyses
to be developed, is also presented.

Chapter IV will present the findings of this study.
The relevant research data will be presented and analyzed
with respect to the research hypotheses so that these
latter can be confirmed or rejected.

As a concluding statement, Chapter V will review
and evaluate the research project. Where the data permit,
operational prescriptions for future collaborative
efforts between organizations and consultants will be
developed. Any weaknesses in, or omissions from, the
research design and methodology which may have been
disclosed through its conduct will be identified, and
used as the bases of proposals for further research

efforts and directions in this vitally important area.
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Summary

This research is primarily concerned with the
influence of the relationship between an organization and
an external consultant it retains on the effectiveness of
their collaborative efforts. This relationship is
operationalized into testable hypotheses through the
Lewinian concept of the influence of affective involve-
ment on behavioral change.

A second thrust is to test Rokeach's open-mindedness
construct through researching the relationship between
an individual's Dogmatism and hls organization's use of
external consultants and acceptance of their advice.

Thirdly, the research will look for differential
relationships between an organization's characteristics
and its use and acceptance of consultant advice.

For each of these objectives the research will
attempt to secure empirical evidence by seeking historical
information from organizations on their recent consultant

experiences.







CHAPTER II

CONCEPTUAL FRAMEWORK INCLUDING AN
EXAMINATION OF THE LITERATURE

While this research is concerned specifically with
the effectiveness of consultant activity, it is set in
the broader context of organizational change. Organiza-
tional change is a description frequently applied to
changes in the formal structure, internal relationships,
and/or task assignments in an organization.

Guest portrayed the organization as a socio-

10

technical system with close and complex inter-

relationships between its components, elsewhere identi-
ried,*t of:

- structure

- technology

- tasks

- people

lOR. H. Guest, Organizational Change: The Effect
of Successful Leadership (Homewood, Illinois: Irwin-
Dorsey, 1962).

llH. J. Leavitt, "Applied Organization Change in
Industry: Structural, Technical, and Human Approaches,"
in New Perspectives in Organization Research, ed. by
Cooper, Leavitt, and shelly (New York: John Wiley,
1964), p. 55.

14
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where :

Structure refers to systems of communication, author-
ity, and superior-subordinate relationships.

Technology embraces technical tools, facilities,
work processes and procedures.

Tasks are the role behaviors of organization members
as assigned to maintain the organization and achieve its
goals.

People are the organization's members (employees),
their social behaviors in the work situation, and their
attitudes, values, beliefs, and personal goals which
influence their organization behavior.

The underlying interrelationship among these com-
ponents means that a change initiated in any one com-
ponent may lead to consequent changes in others. Thus, a
change in technology may influence, and lead to, changes
in tasks, structure, and/or people. However the sequence
of change through the various organization components is
not inevitable, but rather it is a possible consequence
of change in one or other component. In the same way
that organization components are interrelated so, too,
is there inter-relatedness and interdependence among
the sub-parts of an organization. Thus, a change in
technology in one sub-part may demand, or lead to,
changes in technology in other sub-parts, in addition to
changes in other organization components. A change pro-

gram which seeks to modify technology only in one
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organization sub-part, say, may do just that, and no
more. On the other hand, while no consequent changes may
be intended, it may be that a technological change may
lead to changes in organization members' attitudes and
behavior. In an extreme situation, as an example,
organization members may refuse to work with new equip-
ment or processes because of threats they percelve to
their security, job satisfaction, or personal goal
achievemen‘c.12 Through such an instance it may be seen
how a technological change which would seemingly lead to
organizational improvement, may produce just the reverse
effect through the unanticipated, and unintended,
dysfunctional change it gives rise to in the "people"
component .

The organization components, or variables, can be
differentiated, but with regard to change the differentia-
tion is in respect to the point of origin of change,
rather than with the exclusion of change in the other
components.

The relevance of this concern with the inter-
relatedness of organization components and sub-parts to
the present research is that consultant assisted change
efforts are not infrequently restricted in scope. Thus,

the total organization response to an attempted change
S s
12 . 5
F. C, Mann and F. W. Neff, Managing Major Change

in Organizations (Ann Arbor: Foundation for Research on
Human Behavior, 1961).
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program may come to be regarded as ineffective because of
the resistance provided by organizational sub-parts with
which the consultant's activities were largely unrelated,13

The Organization-Consultant
Relationship

While it appears to have been little researched,

the idea that the organization-consultant relationship is
a vital factor in the effectiveness of consultant
assisted change efforts has appealed--either intuitively,
logically, or experientially--to other authors.

Bennis suggests that:

acceptance (of change) also depends on the relation-
ship between the change agent and client system:
the more profound and anxiety-producing the change,
the more a collaborative and closer relationship

is required. In addition, we can predict that an
anticipated change will be resisted to the degree
that the client system possesses little or incor-
rect knowledge about the change, has relatively
little trust in the source of change, and has
relatively low influence in controlling the nature
and direction of the change.l4

A subsequent extract indicates:

. . the quality of the relationship is pivotal
to the success of the change program.l5

Bennis then asks:

. . . What social processes inhibit implementation
of valid ideas and what social processes facilitate
implementation? For example, the relationship

13R4 Lippitt, J. Watson and B, Westley, The
Dynamics of Planned Change (New York: Harcourt Brace and
World, Inc., 1958). Chapter One contains a well argued
exposition of this aspect.

14 . G. Bennis, Changing Organizations (New York:
MeGraw-Hill, 1966), p. 175.

15

Ibid., p. 176.
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between staff and line is probably significant

in understanding the process of knowledge utiliza-
tion within the firm. Similarly, the relation-
ships between external consultants and members of
the firm are equally crucial. Can we identify

and understand the qualities of an effective
"nelping relationship"? What modes of collabora-
tion have been developed which lead to achievement
of goals?16

Lippit et al. considered that the success of the change
effort rests heavily on the quality and workability of
the relationship between the change agent (consultant)
and client system (organization)--and that many vital
aspects of this relationship are established very early
in the association. For example, a crucial feature is
ow the client system begins to think about the change
agent.17 A similar notion was employed by Tilles in sug-
gesting that the determinants of the ultimate outcome of
a client-consultant relationship are probably manifested

: i b A
much before the final stages of the relationship.

Differentiating the Relationship

That there exists concensus as to the importance of
the organization-consultant relationship can remain only

as an interesting concept until some descriptions or

16Ibid,, pp. 204-205.
IYR. Lippit, J. Watson, and B. Westley, Op. citicy,
Chapter 6.

185, Tilles, "An Exploratory Study of the'Relatlon—
ship Between The Executives of Small Manufacturing s
Companies and Consultants" (unpublished Ph.D. dlgser a-
tion, Harvard University, Graduate School of Business
Administration, 1960).
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measures which can distinguish between different types,

or calibers, or orders, of relationships can be developed.
This task will be approached through a consideration of
the organizational change process and the initiation of
the organization-consultant relationship.

In gross terms, organization change will be
attempted in order to achieve any, or all, of:

(1) improvement in productivity

(G ) improvement in the perceived satisfaction

of organization members or owners
(iii) enhancement of personal goal attainment
of organization members or owners.
("Productivity" is here used in a global sense with both
quantitative and qualitative denotations, to describe a
relationship between the "value" of organization outputs
and the "cost" of inputs.)

In most change situations, it is likely that
improvement in productivity will be a primary purpose,
yet it must be allowed that some changes which attempt
an improvement in member satisfaction may also be
encountered. Such attempts to improve worker satisfac-
tion may be made to achieve ultimate productivity improve-
ments--perhaps over the course of a longer time horizon--
but may also reflect the social conscience of the
organization with regard to its felt obligation to the

"people" component.
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Organization change programs may be initiated for
a wide variety of reasons, each having more or less
validity. External (environmental) pressures for change
may derive from:
(1) perceived changes in market needs, conditions,
structure, or other market parameters.
(i1) perceived changes in technology.
(ii1) perceived changes in scientific (including the
behavioral sciences) knowledge.
(iv) perceived changes in the availability of resources.
(v) perceived changes in culture and cultural values
(including legislative and legal sanctions).
(vi) perceived changes in the: requirements or objectives
of the organization's owners.
Likewise, it may be that pressure for change stems

from internal forces such as:

(1) changes in the values or goals of organization
members .
(11) perceived inadequacies in present performance,

(i1ii) the awareness of change programs in other
(reference) organizations.
(iv) internally developed technological improvements,
The mere (or assumed) existence of any of these
external or internal forces is not considered a suffi-
clent condition for any attempt to initiate change,

however the presence of one or more of these forces would
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appear to be a necessary condition for change. The excep-
tions to this may be the changed availability or unavail-
ability of resources, the demands of organization owners,
and changes in legislative or legal sanctions--any of
which could represent a sufficient condition for initiating
a change program. The recognition, or assumption, of the
existence of any of the previously listed conditions may,
however, prompt the organization to initiate action which
1s intended to lead to organization change, and might
reasonably be considered as the first phase of the change
process.

From this point, an organization may seek to identify
more precisely the nature of changed conditions or per-
celved inadequacies through some process of investigation
or diagnosis; or otherwise assume their nature and extent.

Whether through investigation, or assumption, the
establishment of the precise nature of changes in the
external and/or internal environments, or the identifica-
tion and definition of perceived inadequacies, permits
the organization to consider the adaptive responses which
could establish congruency between the organization's
goals, resources, and behavior, and its environments,

From the array of possible action programs which it is
able to develop, the organization will then select those
it considers most capable and probable of leading to the

accomplishment of its re-defined goals.
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The required organization changes, along with
others which may neither be required nor intended, are
then attempted through the implementation of the selected
action programs.

The assistance of an external consultant may be
enlisted for any, all, or none of these phases of the
organization change process. The reasons why an organi-
zation may or may not seek consultant help in its con-
frontation with the change process, are not properly the
concern of this research, even though they would appear
to constitute an important question, and one deserving
of investigation. Similarly, it is not the intent of
the present research to attempt to determine why an
organization may elect neither to develop nor implement
programs of adaptation when facing environmental forces
which would seem to sponsor action rather than inaction.
With the focus on the organization-consultant relation-
ship, this research will be concerned with those organi-
zations which plan some adaptive response, and of these,
only those which seek the assistance of an external change-
agent or consultant.

The use of the term "organization-consultant rela-
tionship" provides, per se, little meaning as it is broad
and lacks specificity. It is clear that it is not the
organization, an inanimate entity of itself, which does

or does not initiate action. Rather, action decisions
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and implementation are the behavior of individual members--
proprietors (who may or may not be considered as organiza-
tion members) and employees--of the organization. Par-
ticularly, that behavior leading to the securing of con-
sultant assistance is the result of decisions taken by
organization members, and while the bases for such pro-
consultant decisions are not the primary focus of this
research, it is nevertheless felt that this research
project can, and should attempt to, shed some useful light
on this aspect.

The organization-consultant relationship is composed
of a number of relationships between the consultant and
each of possibly several individual organization members.
It is further complicated by the relationships and inter-
actions among the organization members themselves. It is
entirely reasonable to allow that the several relationships
between individual members and the consultant could be
markedly different, and that the already frequently
referenced "organization-consultant relationship" can be
perceived as a single conglomerate relationship only by
the consultant, and only after he has integrated the,
perhaps several, different individual relationships he
perceives. Inevitably, this situation becomes much more
complex, and much less tractable where:

(1) several, rather than few, organization members are

significantly involved with the consultant.
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(EED) there is less, rather than more, consensus among
members as to the course which the organization
is pursuing vis-a-vis consultant assistance.

(1ii) <there are several, rather than one, individual
consultants assigned to the project.

A further consideration is the concept of relation-
ship itself. While it may be envisaged as the style or
manner of interaction between the organization-member(s)
and consultant, it is difficult to measure or describe
in a manner which allows differentiation. However,
factors which influence the conditions under which the
relationship occurs, and the feelings and attitudes of
inter-acting individuals can be identified and classified.
Beyond this, it is by inference and assumption that dif-
ferences in these conditions and influencing factors are
considered to result in differences in the nature of the
organization-consultant relationship. There are many
phases of the organization-consultant association where
differences in conditions and influencing factors can
occur. These include:

23 the nature of the organizatlonal situation leading
to the consideration of consultant assistance.

(11 the reason(s) for electing to use a consultant.

(111) the nature of discussions and decisions taken
within the organization prior to the retention

of the consultant.
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(iv) the establishment of the consultant association

including the scope and limiting constraints of

the consulting assignment, the explication of

objectives and duties, and the extent of partici-

pation by organization members in the determina-

tion of these conditions.

(v) the arrangements for the working phase of the

consulting assignment including reporting arrange-

ments,

ferent

bases for evaluation, involvement of dif-

parties in the development of recommenda-

tions and in their implementation.

Thus the research will infer a different relationship

in the situation where the assignment decision was made by

the Board of Directors and imposed on the organization,

than in the situation where the decision was made by

unanimous concensus of, say, the chief operating executive

and all members of his immediately subordinate management

team. Similarly, significant differences in other

aspects of consultant selection, engagement, scope, and

conduct of assignment will be bases for inferring dif-

ferences in the nature of the organization-consultant

relationship.
Tilles!
the structure

preople in the

researchlg highlighted the importance of
of the client system and the fact that the

system--the management members and

e N T SRR

19Ibid.
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particularly the chief executive--form personal relation-
ships which have a strong influence on the organization's
behavior. The chief executive, and the type of person

he is, was found to be a key factor in the client-
consultant relationship which Tilles examined in his study
of small (fewer than five hundred employees) manufacturing
companies. Consistent with this, it was shown that the
client is the more important party in determining the
client-consultant relationship, and that within the client
system it was the sponsor, generally the chief executive,
of the consultant's intervention who provided the origin,
focus, and dimensions of the consulting assignment.

Tilles' work suggests a number of factors which would

appear to have relevance to the present research project.
These are:

the client system 1s a group of people who are rarely
neutral with respect to the situation which a con-
sultant has been asked to examine.

the personality of the chief executive is a key
factor and may, of itself, preclude the organization
from accepting advice from an external source even
where this has been requested.

relationships are more difficult to identify and
determine where the organization has no structure.
the personality and competence of the individual
consultant is of far greater importance than the

consulting firm he represents,.
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- the relative emphasis on problem diagnosis with
respect to the development, evaluation and implementa-
tion of recommended change programs.

- the willingness of the consultant to adopt the role
allocated to him by the client.

- the nature of the initial contact between the con-
sultant and organization members.

- the ways in which organization members perceive, or
interpret, the consultant's assignment.

- the division of responsibility between organization
members and the consultant.

- the nature of the organization's request for help.

- differences in the functional orientations of the
consultant and the several organization members
involved in the relationship as the bases for mis-
understandings concerning the consulting assignment.

- the nature of the expected working relationship

between organization members and the consultant.

- the definition and explication of the assignment's
objectives.

- the sharing of client information with the con-
sultant and the feeding back of information from
consultant to client.

- the intended bases for evaluation of the assignment.

While the emergence of such factors from a small

number of case studies can only be of interest, rather
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than of significance; it would appear worthwhile to
direct the present research toward providing the
empirical bases which could establish their significance.

The Personality of the Chief
Executive

The personality of the chief executive was one area
to receive attention in Tilles' study,20 and was con-
sidered an important element in the organization-
consultant relationship, regardless of whether the chief
executive was involved as sponsor of the consulting
assignment. Tilles recognized that the chief executive's
personality may preclude the organization being helped at
all by an outside source, either because it may not allow
him to initiate a request for help, or because it may
prompt him to reject or ignore any advice offered.

Tilles associated an inability to delegate in the
superior-subordinate relationship with an inability to
make effective use of an external consultant. A person-
ality which is highly independent and self-sufficient was
considered likely to have greater difficulty in recog-~
nizing the need for help, and in accepting it, if and
when offered. Further, this same independence of per-
sonality was likely to cause the chief executive to view
the consultant as an expediency, and prompt him to

Question, modify, or reject any recommendations which may

201bid., Chapter II.
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be made. The question which arises from this concern

with the personality of the chief executive is whether
there is a particular, identifiable personality type which
can make most effective use of consultant help and, if

so, just what characteristic does this personality possess.
Rokeach's theory of belief systems21 is considered to be
of relevance to this aspect and has an associated measur-
ing instrument--the Dogmatism Scale--available for dif-
ferentiating the related personality characteristic of
research subjects. Rokeach, whose work derives from the
much-studied authoritarian personality, proposes that
human personality is a cognitive system made up of belief
systems and disbelief systems--representing the beliefs,
sets, expectancies, hypotheses, and the organization or
arrangement of these cognitions into systems. At any given
time those cognitions which a person accepts as being
true for the world he lives in comprise his belief
systems, and those he rejects as false represent his
disbelief systems. Rokeach's theory recognizes four dif-
ferent types, or orders, of beliefs, and describes the
organization of the cognitive system as consisting of
inter-dependent belief and disbelief systems arranged on
a continuum of which the extremities are open (open-
mindedness) and closed (closed-mindedness or dogmatic).

The way a person's belief-disbelief systems are

e S U SRS S e P

21M. Rokeach, op. cit.
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organized is asserted to determine how he would assess
other persons, ideas, or events. That is, whether he
will behave in an open-minded or closed-minded way in
ordering his view of reality.

Dogmatism (closed-mindedness) is defined as: (a)
a relatively closed cognitive organization of beliefs
and disbeliefs about reality, (b) organized around a
central set of beliefs about absolute authority which in
turn, (c¢) provides a framework for patterns of intolerance
and qualified tolerance of others.22 High dogmatism is
further characterized by a high magnitude of rejection
of all disbelief systems, an isolation of beliefs, a
high discrepancy in degree of differentiation between
belief and disbelief systems, and little differentiation
within the disbelief system. It is assumed that the more
closed the system, the more the world is perceived as
threatening, and the greater the belief in absolute
authority. Absolute reliance on authority by the closed-
minded person has a concomitant effect in the utilization
of irrational rather than rational modes of decision-
making, or in evaluating persons, ideas, or events.

A consequence of this concept is that persons dif-
fering in belief system structures will differ in the
manner by which they obtain information, and also differ

in their assessment of the information they obtain. The

nadododls INGH N iR

M. Rokeach, "The Nature and Meaning of Dogmatism,"

Psychological Rev1ew, 61 (1954}, pp. 195-004,
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more closed a person's cognitive structure, the more
other persons or ideas will be evaluated in terms of the
authority sources from which they derive, where such
authority sources can be groups or institutions, as well
as other individuals perceived as authority figures.

An individual with a relatively closed system may
sometimes accept change and sometimes show resistance--
for the same reason. Change and resistance in open
systems may result equally from a correct, rational
appraisal of reality, that is, from independence of,
rather than subservience to, conformity pressures.
Further, it 1s not the case that an open-minded person
does not at all rely on authority figures and sources--
rather, he will evaluate these rationally. Thus, open-
minded persons are more concerned with the content of
information than with its source.

With regard to information-seeking behavior the
open-minded, or low dogmatism, person will have a ten-
dency to become acquainted with disbeliefs. That is, he
will want to learn about ideas and practices which differ
from those he now follows and has accepted as desirable
or appropriate.

The dogmatism concept has relevance to this
research with respect to the individual's information-

seeking behavior and adoption of new ideas or practices
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which may be proposed by an external source, such as a
consultant.

High dogmatism, or closed-minded, persons will
tend to restrict their access to, and acquisition of,
new information, whereas open-minded persons will be
more exposed to new information and thus have more
opportunities for adopting new practices. Further, the
closed-minded person will tend to reject, or not adopt,
a new practice if it does not conform with his accepted
ways of doing things, or with the recommendations of his
authority figures. However, it would be incorrect to
posit an inverse relationship between dogmatism and adop-
tion, as adoption could be high if recommended by the high

dogmatism's authority figures. The conforming nature of

closed-minded persons with those they perceive positively
will tend to produce such a result.

The current research will attempt to relate the
dogmatism measure of executives with their information-
seeking behavior (use of external consultants) and their
adoption of innovations (acceptance and implementation
of the proposals recommended by external consultants),

Previous research, however, does not provide strong
support for the hypothesis that adoption and innovative-
ness is related to openmindedness. In his research into

the adoption of new practices by farmers, Jamais did

establish a weak, negative correlation between dogmatism
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and innovativeness. Similarly, in an earlier rural
study, Rogers showed a weak, negative correlation between

dogmatism and the adoption of recommended farm pract:il.ces.z‘4

Measures of Effectiveness

The difficulty in identifying and measuring the
effectiveness of organization change has been recognized
by many authors. While changes in organizational vari-
ables such as sales, profits, employee turnover, can be
measured it is not possible to link such changes causa-
tively with other changes which may have been made in any
of the organization's components of tasks, structure,
technology, or people. It is clear that in the field
setting of the organization-consultant relationship there
will have been too many uncontrolled and unmeasured
factors outside of the organization-consultant relation-
ship, but acting contemporaneously, which could have
glven rise to historically described and/or measured
changes in any objective organization variables.

Carlson furnishes evidence that clients, and
researchers undertaking market investigations on their

behalf, employ different criteria for evaluating such

B f e T

23J. F. Jamais, "The Effects of_Belief System
Styles on the Communication and Adoption of Farm
Practices" (unpublished Ph.D. dissertation, Michigan
State University, 1964).

2“E. M. Rogers, "Personality Correlates of ;he
Adoption of Technological Practices," Rural Sociology,
22 (1957), pp. 267-268.
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studies, and that such criteria are seldom communicated
between client and external consultant.25 Most fre-
quently, the criterion of effectiveness is a subjective
notion of a client as to whether he likes, or feels
satisfied with, the consultant's Job.
Lippit and his colleagues recognize that the change
agent can rarely tell, or be told, how much influence
he has had on his client system's course of change.z6
Accordingly, it is considered necessary to rely
on essentially subjective evaluations, made by key
organization members, of the percelved effectiveness of
the consultant assisted change efforts, including the
identification of organizational characteristics in which
they perceive improvements, and the identification of
factors and conditions which led to misunderstandings,
or incomplete implementation of the consultant's recom-—

mendations,

Summary
The literature provides support for the hypothesis
that the relationship between an organization and its
retained consultant will influence the effectiveness of

their collaborative efforts. Some evidence is available
e ot - R DS e
25R 0. Carlson, "High Noon in the Research Market

Place," The Public Opinion Quarterly, Vol. 25, No. 3
(Fall, 1961), p. 331.

26R. Lippit, J. Watson, and B. Westley, op. eitas
Chapter VII.
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from the observations of one researcher in his case
studies of a few small manufacturing companies, but
empirical evidence is lacking.

These same case studies directed attention to the
importance of the personality of the chief executive in
influencing his organization's use and acceptance of
consultant advice, and the theory developed on the
nature of individual belief systems provides a means for

operationalizing and testing this concept.







CHAPTER III

RESEARCH DESIGN AND METHODOLOGY

This research was undertaken to test the hypotheses
that:

(1) the effectiveness of consultant assisted organiza-
tional change programs is a function of the
organization-consultant relationship.

(i1) the use of external consultants and the acceptance

of their recommendations by organizations is

related to the openmindedness of their chief

executives.

A collateral objective is to survey the use of external
consultants with respect to certain organization character-
istics,

While there is an abundance of sources which
emphasize the importance of the organization-ccnsultant
relationship, such references are almost exclusively
homiletic, and unsupported by significant empirical
evidence which alone can confirm their veracity. Inspec~—
tion of the literature failed to reveal any prior empiri-
cal research in the reference area (i.e., with respect
to the fundamental research hypothesis) and thus the
attempt here is in the nature of a pioneering incursion
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into an area of vital concern and significance. The work
of Tilles,27 however, was to some extent directed at the
same problem as is being addressed in this project. His
approach was to examine and report on ten separate
organization-consultant relationships through an analysis
of information obtained from interviews, observations, and
discussions with members of these organizations, and also
with their consultants. His case study type of approach
did not provide the empirical base which is the objective
of the present research, but it was based on that author's
& notion that the determinants of the outcome of a client-
consultant relationship are probably manifested much
before the final stages of the relationship.

The fundamental research hypothesis concerning the

effectiveness of consultant assisted change efforts and

the organization consultant relationship required:

(1) the identification of organizations which have
used the services of external consultants,

(445 the means for distinguishing between different
types or natures of organization-consultant
relationships.

(1ii) measures, or descriptions, of the resulting
effectiveness of the consultant assisted change

efforts.

27Seymour TE1les ;. Op« it
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In addition, the hypothesis concerning the open-
mindedness of the organizations' chief executives required
measurement of such open-mindedness. Finally, the survey
aspects of the research projects required the identifica-
tion of those organizational characteristics considered
to be relevant.

The basis for the identification of different
organization-consultant relationships is the inference,
or assumption, that differences in the initial arrange-
ments and negotiations within the client organization
itself, and then between organization and consultant,
will lead to differences in their relationships.

These factors are considered to comprise:

(1) differences in the organization problems or
situation leading to the consideration of obtain-~
ing external assistance.

(2) differences in the reasons for using an external
consultant.

(3) considerations made in the organization prior to
the decision about the assistance to be sought.

(4) considerations concerning the nature of the con-
sulting assignment.

(5) considerations of the working arrangements

between consultant and organization,







Nature of the Problem or Situation
Leading to the Decision to Obtain
External Assistance

In addition to those occasions on which an organiza-
tion may seek consultant help are those other occasions
where the consultant 1s the initlator--seeking to interest
the organization in using his services. The consultant

might initiate such a contact as a "cold-canvass,"

or on
the basis of information about the organization's diffi-
culties as reported by a related third party, or by
independent informants. In any case, where the consultant
initiated contact leads to his retention by the organiza-
tion for the purpose of providing assistance in effecting
organization changes, such instance will be the legitimate
concern of this research. It is expected, however, that
the organization will generally initiate contact with

the consultant with a request for services, or with an
invitation to the consultant to make a preliminary diag-
nostic investigation of an organizational situation as

a basis for developing and submitting a proposal and
quotation concerning the assistance that could be
supplied. The following generalized descriptions relate
to the occasions on which consultant assistance may be
sought:

(1) the organization requires an audit of some or all
of its components to confirm that their present arrange-

ment represents the "optimum" condition with respect to
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organization objectives and resources, and with respect
to the current state of knowledge and technology. This
situation may give rise to recommendations for change
programs or may simply confirm the adequacy of the
existing situation.

(ii) the organization desires to make improvements in
identifiable areas of one or more of its components.
(iii) the organization perceives a need to conduct
training activities to effect improvement of member per-
formance in areas it considers to be inadequate.

(iv) the organization requires assistance in identifying
and solving problems where it recognizes only their
consequences rather than their causes or nature.

(v) the organization requires evaluation and recommenda-
tion of various available problem solutions where con-
sensus or resolution cannot be made among organization
members.

(vi) the organization requires investigation and/or
action with respect to identified problem situations
where they have the ability to solve these, but not the
capacity--in terms of avallable organizatlon members--to
do so at the time required.

(vii) the organization requires an investigation and
analysis of external environmental conditions which can
reveal the degree of inconsistency of the present

arrangement of organization components with respect

thereto.
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(viii) the organization requires external assistance as
its own internal efforts to resolve problems or effect
improvements have been unsuccessful or only partially
successful.

(ix) the organization perceives some value in adding
to its prestige through associating with a consultant.
(x) the organization is motivated by "political"
considerations to secure the services of a consultant to
carry out programs which it would find disadvantageous

to implement itself.

Reasons for Using an External Consultant

The organization will have at least one, and possibly
several, reasons for obtaining the assistance of an
external consultant in attempting to develop and implement
appropriate organizatiocnal adaptations to perceived
environmental changes. In addition to the possibility
that this initial orientation may relate differentially
to ultimate effectiveness, such reason(s) may also
influence the ensuing organization-consultant relation-
ship. The reason(s) for enlisting consultant help are
considered to derive from the organization's perceptions
concerning:

(1) a consultant's superior ability (i.e., superior
with respect to the abilities of organization members)
to provide new ideas and a fresh approach to the organiza-

tion's problems.
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(G5S) a consultant's superior ability to diagnose and
identify the organization's problems and evaluate pos-
sible solutions.

(111) a consultant's specialized skills and experiences
gained from other organizations which may be appliled to
the present situation.

(1v) a consultant's superior ability to introduce and
implement change programs in an effective and efficient
manner.,

(v) a consultant's ability to provide independent
opinion based on unbiased judgment and comparative freedom
from organizational involvement and its consequences.
(vi) a consultant's superior ability to train organiza-
tion members in techniques and skills required to handle
existing situations or those likely to emerge.

(vii) the availability of a consultant to undertake
the necessary work at the time required where competent
organization members cannot be made available.

(viii) the confidential nature of the organization's
problem wherein the consultant can provide protection
against the disclosure of organization identity, or gain
information to which the organization would not other-

wise have access,
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Considerations Within the Organization
Prior to a Decision About the
Assistance to be Sought

The considerations of organization members which
lead to the securing of consultant assistance will
inevitably have an effect on the nature of the ensuing
organization-consultant relationship, which the funda-
mental hypothesis underlying this research posits to be
influential in determining the effectiveness of collabora-
tive efforts.

The relevant questions to be considered are:

(1) which organization member, or members, initiates
the possibility, or desirability, of considering consultant
help?

(11) which organization members discuss this possi-
bility?

(1i1) which organization member makes the decision to
seek consultant help, or is this decision made outside

the organization? (For these considerations any non-
executive member of the organization's Board of Directors,
or corporate personnel in the case where the organization
1s a division or subsidiary of a larger corporate entity,
would be regarded as being "outside" the organization.)
(iv) at what level in the organization was the pro-
consultant decision ultimately authorized?

(v) what was the extent of concensus or disagreement
among those organization members to be affected, concerning

the decision to obtain consultant help?
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(vi) at what point in time with respect to the aware-
ness or identification of the organization's problems
or gncertainties, was consultant help sought?

(vii) how many consultants (either individuals or
consulting firms) 'were invited by the organization to
discuss the situation, or to submit proposals prior to
the selection of a consultant?

(viii) what is the nature of the procedure adopted by
an organization for the selection of a consultant, and
what selection criteria are used?

(ix) at what level in the organization, or by whom,

is the decision made concerning the particular consultant
to be hired?

Many of the preceding questions relate to organiza-
tion activity which could be expected to occur before any
consultant contact is actually made. However, the nature
of their enactment is considered likely to have an
influence on the relationship ultimately established
between the organization and its chosen consultant. Any
number of arrangements cculd be envisaged as possibly
occurring. The Board of Directors or corporate personnel
(as "non-members" of the organization) may decide on the
engagement of a consultant and "impose" him on the
organization. The organization's chief operating execu-
tive may make a decision to engage a consultant and

proceed to do so, maintaining himself as the sole point
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of contact with the consultant, or "imposing" the consul-
tant on other, subordinate, organization members. Then
again, the decision may be made at a lower management
level, or could perhaps originate as a recommendation
from a lower management level. A similar variety of
possibilities exists with respect to the selection of a
particular consultant and the process through which this
is accomplished.

Whether only one consultant is invited to assist
the organization, perhaps on the basis of a previously
established personal relationship with an organization
member, or for any reason; or whether a number of con-
sultants are invited for preliminary discussions or to
make preliminary diagnostic investigations,’could have an
influence on the nature of the organization-consultant
relationship which ultimately develops, and which is
hypothesized to have an influence on the effectiveness of
the organization's subsequent achievements. 1In like
manner, there will be variation in the timing at which
consultant help is sought, wherein an urgent appeal to
assist with a dramatically serious situation, which
may have resulted from the ineffectiveness or inappropriate-
ness of internally sponsored attempts, will likely produce
an order of relationship which will differ from one
which is developed in a situation where the request for

help is timely, and made on more of a "preventive" basis,







Considerations on the Nature of the
Consulting Assignment

In addition to those preliminary considerations
concerning the possibility of seeking consultant help and
the decisions relating to consultant engagement, there are
the questions which relate to the scope and nature of the
intended consulting assignment. Relevant features here
include:

(1) whether the selected consultant is required by

the organization to conduct preliminary diagnostic investi-
gations and submit a proposed program for the organiza-
tion's consideration and acceptance, or whether he is
commissioned to proceed immediately with tasks designated
by the organization.

(i1) the scope of the consulting assignment as regards
the phases of investigation, program development, recom-
mendations, and implementation, and the manner in which
this scope is determined.

(1i1) the extent to which the organization's expectations
with respect to the required outcomes from the consulting
assignment were identified and made explicit, and for-
malized in any agreement between the organization and
consultant.

(iv) the extent to which organization members were
formally advised of the proposed introduction of the

consultant, and of the objectives of his assignment.







(v) the constraints, or restrictions, imposed on the
consultant by the organization, with respect to areas in
which the consultant should not work, or to people or
information to which he should not have access.

(vi) the definition or shared understanding of the

respective duties to be assumed by the consultant and

organization members, and their division of responsibili-
ties.

(vii) the definition or shared understanding of the
point at which the consultant's work would be regarded

as complete.

Considerations of the Working Arrange-
ments Between the Consultant and

Organization

There are many factors relating to the nature of

the consultant's intervention, or entry, into the organi-
zation which will also influence the organization-
consultant relationship. Proceeding beyond the consult-
ant's period of entry there are other features of the
modus operandi which would appear to further influence
the nature of this developing relationship. These could
concern the selection of an organization member as a point
of contact and liaison with the consultant; the working
methods and approach the consultant will be required to
adopt; the informing of organization members as to the
intended introduction of the consultant into the organi-

zation. Whether such considerations are made prior to
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the establishment of contact with the consultant, or
whether the consultant is made a party to such considera-
tions, and in either case, the nature of the arrangements
which do eventuate will all have an influence on the
nature of the relationship which is the focus of this
research project.

More specifically, the relevant factors for this
phase of development are:
(1) the nature of the arrangements for collaboration,
contact, and liaison between the organization and con-
sultant during the working phases of the consultant's
assignment.
(6] the nature of the arrangements made for the con-
sultant to report on his activities and progress during
the conduct of the consulting assignment and also at its
completion.
(224 the manner in which the consultant attempted to
involve organization members in the assignment, and secure
their commitment to the programs he wanted recommended.
(iv) the consultant's relative emphasis on diagnosis
and identification of the organization's problems.
(v) the nature of any changes made in the scope,
extent, objectives, or timing of the consulting assign-
ment which were made during its progress on the recom-
mendation of either the consultant or organization

members.




(vi)  tt
in the imp

recommende




49

(vi) the extent to which the consultant participated
in the implementation of any of the programs he

recommended.

Operating Hypotheses

Consistent with the influencing factors enumerated

in the preceding sections, it is now possible to opera-
tionalize the fundamental research hypothesis by restate-
ment as a series of testable propositions.
The fundamental hypothesis which the research is

attempting to test is that:

the effectiveness of consultant assisted change

efforts is a function of the organization-

consultant relationship.
Specifically, it is hypothesized that consultant assisted
change programs will be more effective where:
1. the organization considers some changes may be
necessary, rather than where a consultant is
retained to audit the status quo.
the organization ascribes some expertise to, and
demonstrates trust in the consultant for his ability
to develop and implement an effective change program.
3. the organization initiates the original suggestion

to seek consultant help, rather than responding to

a suggestion initiated by the consultant.
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organization members are in general agreement as to
the need for, and desirability of obtaining con-
sultant assistance.

several organization members, and particularly
those to be affected, have participated in the
discussions and decisions leading to the retention
of a consultant.
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