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Managing Your Consultants

By Andrew Leach, MBA

During the last ten years, I have done contract work for hundreds of organizations across Canada and the 
United States. During this time, I’ve come across a lot of consultants: a few good ones, most decent, and 
ŸŅĵå�ƋåųųĜÆĬå�ŅĹåŸţ��ĘĜŸ�±ųƋĜÏĬå�ŅýåųŸ�ƋĘųåå�ƋĜŞŸ�ƋŅ�ĵ±Ĺ±čå�ƼŅƚų�ÏŅĹŸƚĬƋ±ĹƋŸ�±ĹÚ�čåƋ�ƴ±Ĭƚå�üŅų�ƋĘå�ĵŅĹåƼ�ƼŅƚ�
ŸŞåĹÚ�ŅĹ�ƋĘåĵţ�

Get ‘em In, Get ‘em Out

First, determine if you really need a consultant. Generally, organizations need to hire a consultant for one of 
three reasons: 

1. �Ęå�Ę±Ÿ�ƋĘå�åƻŞåųƋĜŸå�ƼŅƚ�ĹååÚ

2. He has the time and you don’t 

3. �Ęå�ĜŸ�ĜĹÚåŞåĹÚåĹƋ�±ĹÚ�Ï±Ĺ�ŅÆģåÏƋĜƴåĬƼ�åƴ±Ĭƚ±Ƌå�±�ŸåĹŸĜƋĜƴåØ�ĜĹƋåųĹ±Ĭ�ĜŸŸƚå

If you think you need a consultant, getting one is fairly easy. Getting someone out can be a bit trickier. One 
Ƶ±Ƽ�ĜŸ�ƋŅ�åŸƋ±ÆĬĜŸĘ�åƻŞåÏƋåÚ�ÚåĬĜƴåų±ÆĬåŸ�ƵĜƋĘ�±ĬĬ�Ņü�ƼŅƚų�ÏŅĹŸƚĬƋ±ĹƋŸ�ĜĹ�±�ŸĜčĹåÚ�ÏŅĹƋų±ÏƋţ

eĹÚ�ÆåƵ±ųå�Ņü�ƋĘå�ÏŅĹŸƚĬƋ±ĹƋ�ƵĘŅ�ÆåÏŅĵåŸ�±�Ůģ±Ïĩ�Ņü�±ĬĬ�Ƌų±ÚåŸŰ�üŅų�ƼŅƚų�Ņųč±ĹĜǄ±ƋĜŅĹţ�BåűŸ�ƋĘå�ŞĬ±ĹĹåųØ�
Ņųč±ĹĜǄåųØ�ŞųŅŞŅŸ±Ĭ�ƵųĜƋåųØ�ĵ±Ĺ±čåĵåĹƋ�čƚųƚØ�±ĹÚ�Ƌų±ĜĹåųţ��ĘåŸå�ÏŅĹŸƚĬƋ±ĹƋŸ�åĹÚ�ƚŞ�ÆåÏŅĵĜĹč�ƋŅŅ�
ÚåŞåĹÚåĹƋ�ƚŞŅĹ�ƼŅƚ�±ĹÚ�ƴĜÏå�ƴåųŸ±Ø�ƵĘĜÏĘ�ĜŸ�ĹŅƋ�±Ĺ�åýåÏƋĜƴå�Ƶ±Ƽ�ƋŅ�ųƚĹ�ÆƚŸĜĹåŸŸţ�

�Ņ�ųåĵåĵÆåų�:F:k×�Ů:åƋ�űåĵ�FĹØ�:åƋ�űåĵ�kƚƋţŰ

Establish Clear Policies

�Ęå�ĵ±ĜĹ�ųå±ŸŅĹ�üŅų�åŸƋ±ÆĬĜŸĘĜĹč�ŞŅĬĜÏĜåŸ�ĜŸ�ƋŅ�ŞųŅƴĜÚå�ÏŅĹŸĜŸƋåĹÏƼ�üŅų�ųŅƚƋĜĹå�±ÏƋĜƴĜƋĜåŸ�ĬĜĩå�ĘĜųĜĹč�ÏŅĹŸƚĬƋ±ĹƋŸţ�
�ƵŅ�ƋĘĜĹčŸ�Ï±Ĺ�čŅ�ƵųŅĹč�ƵĜƋĘ�ƵųĜƋƋåĹ�ŞŅĬĜÏĜåŸ×

1. ¥Ņƚų�ŞŅĬĜÏĜåŸ�±ųå�ĹŅƋ�±ÚĘåųåÚ�ƋŅ

2. ¥Ņƚų�ŞŅĬĜÏĜåŸ�Ę±ƴå�ĬŅŅŞĘŅĬåŸ��
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Problem #1:�Fü�ƼŅƚų�ŞųåŸåĹƋ�ŞŅĬĜÏĜåŸ�±ųå�ĹŅƋ�ÆåĜĹč�±ÚĘåųåÚ�ƋŅØ�ŞŅĬĜƋĜÏ±Ĭ�ƵĜĬĬ�ĜŸ�ųåŧƚĜųåÚ�ƋŅ�ÏŅųųåÏƋ�ƋĘĜŸ�ŸĜƋƚ±ƋĜŅĹţ�
�ĜƋĘŅƚƋ�ƋĘå�ŞŅĬĜƋĜÏ±Ĭ�ƵĜĬĬ�ƋŅ�åĹüŅųÏå�ŞŅĬĜÏĜåŸØ�ƼŅƚų�ŞŅĬĜÏĜåŸ�±ųå�ƵŅųƋĘĬåŸŸţ�

�Ęå�ÆĜččåŸƋ�ŞųŅÆĬåĵ�ŅÏÏƚųŸ�ƵĘåĹ�±�ĘĜčĘěų±ĹĩĜĹč�Ĭå±Úåų�ÚĜŸųåč±ųÚŸ�ƋĘå�ÏŅĹƋų±ÏƋĜĹč�ŅƚƋ�ŞŅĬĜÏƼţ�8Ņų�åƻ±ĵŞĬåØ�
±�ŸåĹĜŅų�ĵ±Ĺ±čåų�ĘĜųåŸ�Ęåų�ŞųåüåųųåÚ�ÏŅĹŸƚĬƋ±ĹƋ�üŅų�±�Ĭ±ųčå�ÏŅĹƋų±ÏƋ�ƵĜƋĘŅƚƋ�ŞƚƋƋĜĹč�ƋĘå�ƵŅųĩ�ŅƚƋ�ƋŅ�ƋåĹÚåųØ�
±Ĺ�±ÏƋ�ƋĘ±Ƌ�ĵ±Ƽ�Æųå±ÏĘ�ƋĘå�Ņųč±ĹĜǄ±ƋĜŅĹűŸ�ƋåĹÚåųĜĹč�ŞŅĬĜÏƼţ��ĘĜŸ�ĜŸ�±�ÚåĬĜÏ±Ƌå�ŸĜƋƚ±ƋĜŅĹ�ƋĘ±Ƌ�ųåŧƚĜųåŸ�Ƌ±ÏƋ�±ĹÚ�
ŞåųŸåƴåų±ĹÏåţ�FĹ�±�ĹƚƋŸĘåĬĬØ�ƼŅƚ�ĹååÚ�åƴåųƼŅĹå�ƋŅ�±čųåå�ƋŅ�ƋĘå�Ÿ±ĵå�ŸåƋ�Ņü�ųƚĬåŸţ

Problem #2:�Fü�ƼŅƚų�ŞŅĬĜÏĜåŸ�±ųå�ƴ±čƚå�±ĹÚ�ĀĬĬåÚ�ƵĜƋĘ�ĬŅŅŞĘŅĬåŸØ�ƼŅƚ�ĹååÚ�ƋŅ�ƚŞÚ±Ƌå�ƋĘåĵţ�XŅŅĩ�±Ƌ�ƼŅƚų�
ĘĜŸƋŅųƼ�ƵĜƋĘ�ÏŅĹŸƚĬƋ±ĹƋŸ�ƵĘåĹ�ƚŞÚ±ƋĜĹč�ƋĘå�ÏŅĹƋų±ÏƋĜĹč�ŞŅĬĜÏƼţ�eŸĩ�ƼŅƚųŸåĬüØ�Ů�Ę±Ƌ�Ę±ƴå�Ƶå�ÚŅĹå�ĜĹ�Ş±ŸƋ�ƵĜƋĘ�
ÏŅĹŸƚĬƋ±ĹƋŸ�ƋĘ±Ƌ�Ę±ŸĹűƋ�ƵŅųĩåÚ�ƵåĬĬ�üŅų�ƚŸũŰ��ųå±Ƌå�ĹåƵ�ŞŅĬĜÏĜåŸ�ƋŅ�±ÚÚųåŸŸ�ƋĘåŸå�ŸŞåÏĜĀÏ�ĜŸŸƚåŸţ

FĹ�ŸĘŅųƋØ�Ę±ƴå�čŅŅÚ�ŞŅĬĜÏĜåŸ�±ĹÚ�ĵ±ĩå�Ÿƚųå�ƼŅƚ�ŸƋĜÏĩ�ƋŅ�ƋĘåĵţ

Be Proactive with Fees

8ĜĹ±ĬĬƼØ�ĵ±ĩå�Ÿƚųå�ƼŅƚ�ĵŅĹĜƋŅų�ƼŅƚų�ÏŅĹŸƚĬƋ±ĹƋűŸ�üååŸţ��å�ÏĬå±ų�±ÆŅƚƋ�ŞųĜÏå�ŠĜĹÏĬƚÚĜĹč�åƻŞåĹŸåŸš�ÆåüŅųå�ƼŅƚ�
commit to anything. 

eĬŸŅØ�ÚŅĹűƋ�Æå�ŸĘƼ�ƋŅ�ŧƚåŸƋĜŅĹ�ŞųĜÏåŸţ�ŮBŅƵ�ÚĜÚ�ƼŅƚ�ÏŅĵå�ƚŞ�ƵĜƋĘ�ƋĘ±Ƌ�ĀčƚųåũŰ�Ů�Ę±Ƌ�Ï±Ĺ�Ƶå�ÚŅ�ƋŅ�čåƋ�ƋĘĜŸ�
ŞųŅŞŅŸ±Ĭ�ƵĜƋĘĜĹ�Ņƚų�ÆƚÚčåƋũŰ�FĹ�ŸĘŅųƋØ�ĩååŞ�ÏŅĹŸƚĬƋ±ĹƋŸ�üŅÏƚŸåÚ�ŅĹ�ÚåĬĜƴåų±ÆĬåŸØ�ŸŅ�ƋĘåƼ�ŞųŅƴĜÚå�ŸŅĬĜÚØ�ŸĘŅųƋě
Ƌåųĵ�ŸƚŞŞŅųƋţ

8ĜĹ±ĬĬƼØ�ƵĜƋĘŅƚƋ�±�ŸĜčĹåÚ�ÏŅĹƋų±ÏƋØ�ƋĘå�ÏŅĹŸƚĬƋ±ĹƋ�ŞŅƋåĹƋĜ±ĬĬƼ�Ę±Ÿ�Ï±ųƋå�ÆĬ±ĹÏĘå�ŅĹ�ƵĘ±Ƌ�Ęå�ƵĜĬĬ�ÆĜĬĬ�ƼŅƚţ��Ņ�
ĵ±ĩå�Ÿƚųå�ƼŅƚ�ÚåƴåĬŅŞ�±�ÏŅĹƋų±ÏƋ�ŸƼŸƋåĵ�üŅų�±ĬĬ�Ņü�ƼŅƚų�ÏŅĹŸƚĬƋ±ĹƋŸţ��ŅĹƋų±ÏƋ�ƋåĵŞĬ±ƋåŸ�±ųå�å±ŸƼ�ƋŅ�ÚåƴåĬŅŞ�
±ĹÚ�čŅ�±�ĬŅĹč�Ƶ±Ƽ�ƋŅ�ĩååŞĜĹč�ÏŅĹŸƚĬƋĜĹč�üååŸ�ĜĹ�ĬĜĹåţ

Summary

aŅŸƋ�ÏŅĹŸƚĬƋ±ĹƋŸ�Ï±Ĺ�ŞųŅƴĜÚå�ĹååÚåÚ�ŸƚŞŞŅųƋØ�Ĝü�ƼŅƚ�ĵ±Ĺ±čå�ƋĘåĵ�ŞųŅŞåųĬƼţ�Fü�ƼŅƚ�ÚŅĹűƋØ�åƻŞåÏƋ�ŞųŅÆĬåĵŸ�ƋŅ�
±ųĜŸåţ�FĹÚååÚØ�čŅŅÚ�ÏŅĹŸƚĬƋĜĹč�ƵŅųĩ�ĜŸ�ŅüƋåĹ�ƋĘå�ųåŸƚĬƋ�Ņü�ÆŅƋĘ�ƋĘå�ÏŅĹŸƚĬƋ±ĹƋ�±ĹÚ�ÏĬĜåĹƋ�ÚŅĜĹč�ƋĘåĜų�ģŅÆŸţ�eĹÚ�
for you, the client, that means managing your consultant.


