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Management consulting is an independent and objective advisory service provided by qualified persons to clients in order to help them identify and analyze management problems or opportunities.  Management consultants also recommend solutions or suggested actions with respect to these issues and help, when requested in their implementation.  In essence, management consultants help to effect constructive change in private or public sector organizations through the sound application of substantive and process skills.

THE PURPOSES OF CONSULTING
INTRODUCTION

Churches and Compassionate Ministry Centers that serve the poor are linked together through a network called Nazarene Compassionate Ministries.  Nazarene Compassionate Ministries, Inc., is an arm that provides global crisis response and long-range empowerment of the poor using resources that create self-reliance, dignity and respect.  
One solution for assisting these organizations is to provide the availability of consultants that can work with local organizations to bring about stability that would otherwise be unavailable.  In this network consultants should expect to fulfill the following expectations.
1. Facilitating Client Learning

One of the primary purposes of a consultant is training.  Often the training is one-to-one or with the client’s staff.  Traditionally, training is a process of identifying needs and then designing and developing training interventions to address those needs.  This presupposes a period of time between the development and delivery of training.  However, much of the time our training occurs with little preparation time.

A consultant should:

· Have an understanding of the learning process

· Know the appropriate use of instructional methods.

· Understand the use and application of learning activities, and

· Have adequate presentation, listening, and facilitating skills.

2. Encouragement

Leaders may not be receptive to training or information until we have addressed their discouragement.  The battle we are waging could be a spiritual one and in those cases we must be willing to use spiritual means to achieve spiritual ends.


The consultant should allow the Holy Spirit to work through him/her to provide an encouraging word to the leader.  Taking time to pray with the leader is always acceptable.  Prayerfully listening to the leader is essential.

3. Providing Information

As a provider of information to church and compassionate ministry leaders, the consultant takes on the traditional role of teacher.  Consultants have knowledge, skills, and experience that are vital to our Nazarene Compassionate Ministry partners.  A key consultant role is to provide information needed by individuals, groups, and organizations to help define problems and make decisions.  Through their knowledge of useful information and of effective program examples, APEX consultants demonstrate their value to everyone.

4. Indentifying and creating resources

Through observation and research, consultants understand the various needs of the churches, compassionate ministry centers (CMCs), and their leaders.  Once the consultant is aware of the need, he/she then has a mandate to produce or coordinate the production of resources to address the need.

The Church of the Nazarene and other denominations look to Nazarene Compassionate Ministries, Inc., to provide resources for those working among the poor.  APEX consultants become an embodiment and an extension of that commitment.

5. Conducting an Effective Diagnosis

The definition of “management consulting” presented on page 2 included the component of identifying and analyzing management problems or opportunities.  Consultants must first of all discern whether the client wants such a diagnosis.  Unwanted advice is normally unheeded!

Effective analysis can range from short superficial diagnosis – such as a series of questions, to complete organizational diagnoses.  It is important to diagnose the organizational problem correctly so that time, money, and the consultant’s credibility are not sacrificed. 
The most effective tool is the assessment tool developed by Nazarene Compassionate Ministries, Inc. and available at http://www.apexncm.org/ organizationalassessment.html.   This tool is designed for the following:

· To provide Faith-Based Organizations/Non-Government Organizations (FBOs/NGOs) with a learning and development opportunity.
· To identify areas of organizational capacity and areas that need development.

· To prioritize those needs and inform NCMI how best to support the participating organizations in the form of consulting, training, and other resources.

Also, a detailed “tool kit” based on the needs pointed out in the assessment is available at http://www.apexncm.org/toolboxresources.html. All  seven areas in the assessment:

1.  legal documentation, 

2.  mission/vision/values/strategic planning, 

3.  board development, 

4.  financial accountability, 

5.  fund development, 

6.  human resources, and 

7.  program development

are covered with many resources divided according to the subtopics under each area.  COMPASSIONATE MINISTRY START UP is also provided.

6. Recommending Solutions and Solving Problems

The definition of management consulting cited previously states that the consultant helps the client:

· Identify and analyze management problems or opportunities…
· Recommends solutions or suggested actions…
· And helps, when requested, in their implementation….
In this role, the consultant uses the synergistic approach, collaborating with the leader to solve the problem.  The consultant must decide how directive to be, taking into account the client’s acceptance of the consultant, the dispositions of both the client and the consultant, the consultant’s knowledge of the problem and the solutions, and the cross-cultural factors in the situation.
The above referenced web site of tools (http://www.apexncm.org/toolboxresources.html) will help with the following:
· Templates of forms, job descriptions, and useful manuals

· Useful books, magazine articles, and other training materials.
· Tools and training materials otherwise unavailable to the general public.

· Web sites that give helpful materials on the specific area of concern.
7. Networking with Other Ministries/Churches.
An important aspect of our work is introducing one organization to another.  Within the large network of Nazarene Compassionate Ministries are a host of fine leaders and a wealth of ministry materials.  This can be accomplished through the APEX website or through personal contact.  Sharing this during the consultation is essential to successfully helping the client.  Questions and needs are often similar from one location to the next.  Your greatest service to a client may be linking him/her with someone who had a similar situation or problem (of course, this should not be done if it betrays confidentiality).

8. Being a Catalyst for Organizational Change
The management consultation definition cited earlier stated, “In essence, management consultants help to effect constructive change in … organizations through the sound application of substantive and process skills.”
Consultants often take multiple roles in organizational change including:

1. Recommending change.
2. Training a leader how to manage change.  

3. Training staff how to deal with change.  Change is not easy and any assistance that consultants can offer to the client’s staff enhances the effort.

4. Building consensus and commitment to change in the organization.  Often an objective outsider can influence others in the organization regarding the need to make changes recommended by the client.

5. Providing ongoing consulting and coaching to the leader in a change effort.
THE CONSULTANT’S ATTRIBUTES
Personal Attributes

A consultant will quickly reveal their personal attributes in a consultation session.  These qualities should be examined before agreeing to be an APEX consultant:

1. Christian Maturity

2. Empathy
3. Integrity

4. Courage
5. Objectivity

6. Ambition

7. Psychological Maturity

Professional Skills


THE TOP FOUR SKILLS ARE: 
1. Communication Ability

2. Project Management

3. Teaching and Presentation Skills.

4. Cross-cultural Communication Skills.

Other Important Professional Skills

There are a few other skills that are important:
1. Problem Solving Ability

2. Judgment

3. Understanding How to Gain Permission and Protect Territory

4. Group Facilitation Skills

5. Team Leadership Skills
APEX CONSULTANT CREDENTIALING
Consultant Qualification Process


The building and maintaining of a quality consultant movement is directly tied to the ability to provide quality, competent consultants for the churches and compassionate ministry centers who wish to serve the poor.  

The APEX Project is totally committed to the training and developing a highly qualified and competent consultant movement in every discipline necessary to produce trained leaders and well developed organizations.  One of the most critical factors in achieving this objective is for APEX to require all consultants to be fully trained and qualified.  The APEX Project is willing to assume this responsibility to require all consultants they use to be APEX approved and/or certified and follow the APEX development plan and qualification process. 

The following training is required by those wishing to be APEX Consultants

Level One Requirements:

1. Recommended by District Superintendents. 
2. Complete application for level 1 consulting

3. Must have demonstrated competence and expertise in ministry skills through their previous ministry assignments (lay & clergy) 
4. Attend APEX Level One Training.  

Level Two Requirements:

1.      Must have completed Level 1 Training 

2.      Complete Application to Level 2 Training 

3.      Must work through (Book or tape series to be decided)

4.      Complete (any other books or tapes required)

After completing Level Two Training, APEX has developed a three level development process for consulting.  This includes:

a)     Consultants In Training (CIT's)

b)      Senior Consultants.

c)     Certified Consultants

Consultant In Training

1)     Must be recommended by their district superintendent or denomination

2)     Must commit to completing Level 1 & 2 Coach training at APEX.
3)     Must pass the Consultant In Training initial interview with APEX personnel.

Senior Consultant
1)     Have completed Level One and Two consulting training.

2)     Will have completed at least 2 consulting relationships. 

3)     Successfully passes the Senior Consultant Interview. 

4)  Completes at least two APEX certified credentialing training courses.   

4)     Commitment to Life Long Learning by reading and reviewing annually at least two resources from the recommended consulting resource list.

Certified Consultant
1)     Have completed Level One and Two consulting training.

2)     Will have completed at least 6 coaching relationships.

3)     Successfully passes the Certified Coach Interview.

4)  Completes ten APEX certified credentialing training courses.

5)     Commitment to Life Long Learning by reading and reviewing annually at least two resources from the recommended coaching resource list.

Consultant Contractual Relationship with APEX
1)     Qualified Consultants will be contract employees of Nazarene Compassionate Ministries, Inc.
2)
NCMI (through APEX), will be responsible for writing the consulting agreements, will continue to develop high-quality consulting resources, will provide on-going training and support for the consultants, will provide opportunities to network with those wishing consultants and will maintain quality assurance of the consulting process.

3)     The consultants will be paid on a quarterly basis by the NCM, Inc. office.  Checks will be written after the monthly consultants reports have been reviewed by the office.
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