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PROCUREMENT GUIDANCE NOTE
Selection, Appointment and Appropriate Use of Consultancy Services
1. PURPOSE
This guidance has been prepared to assist officers, budget holders, project managers and senior managers in selecting the appropriate level of consultancy support when procuring consultancy services.
The objective is to ensure that consultancy resources are commissioned in a manner that is proportionate to the complexity, risk and strategic importance of the requirement whilst demonstrating Best Value, transparency and effective use of public funds.
The consultant grade selected should reflect the expertise, experience, responsibility and level of organisational influence required to successfully deliver the assignment.
Failure to select an appropriate consultant level can result in:
· Unnecessary expenditure through the use of over-qualified resources.
· Increased delivery risk through the appointment of insufficiently experienced personnel.
· Reduced value for money.
· Delays in achieving project outcomes.
· Inappropriate use of consultancy budgets.



2. WHAT IS A CONSULTANT?
2.1 Definition
A consultant is an independent professional or specialist organisation engaged to provide expert advice, analysis, guidance, project delivery support, training, or specialist knowledge that is not available internally, or where additional independent expertise is required to achieve a specific outcome.
Consultants are typically commissioned to address a defined business need, deliver specialist expertise, provide independent challenge, support organisational change, or supplement existing resources on a temporary basis.
Consultancy services may include, but are not limited to:
· Strategic reviews and option appraisals.
· Business transformation and organisational design.
· Programme and project management.
· Service reviews and benchmarking.
· Specialist technical advice.
· Policy development.
· Research and analysis.
· Facilitation, training and stakeholder engagement.
· Independent assurance or expert opinion.
· Commercial and procurement advice.
Consultants are generally engaged to deliver a specific outcome, recommendation, piece of work or capability rather than to undertake routine operational duties.



2.2 What a Consultant Is Not
It is important to distinguish consultancy services from other forms of external resource as this may impact procurement routes, contractual arrangements, taxation considerations and approval requirements.
A consultant is not:
An Agency Worker
Agency workers are typically supplied to fill a temporary vacancy or undertake routine operational duties under the direction and supervision of the Council. Their role is generally resource-based rather than outcomes-based.
An Interim Manager
An interim manager is appointed to undertake an operational management role within the organisation and assumes direct responsibility for managing staff, budgets or services.
A Contractor
A contractor is normally engaged to undertake specified tasks or provide additional capacity. Contractors are often directed by the client regarding how work should be performed. Consultants, by contrast, are engaged to provide professional expertise, independent judgement and specialist advice.
Additional Staffing Resource
Consultancy should not be used simply to provide additional capacity to perform business-as-usual activities where the requirement is effectively for temporary labour, agency staffing or fixed-term employment.
A Decision Maker
Consultants may provide recommendations and expert advice. However, responsibility for decisions remains with the Council. Consultants must not be delegated authority to make decisions reserved to officers, directors, committees or elected members.
A Permanent Replacement for Internal Capability
Consultancy engagements should normally be time limited and focused on delivering specific outcomes. Knowledge transfer should be considered as part of every engagement to minimise long-term dependency on external providers.

2.3 When Should a Consultant Be Used?
The use of consultancy services may be justified where one or more of the following circumstances apply:
· Specialist expertise does not exist within the Council.
· Independent external advice is required.
· Internal capacity is insufficient to deliver a time-critical project.
· An objective review of services or organisational arrangements is required.
· A significant transformation programme requires specialist support.
· Specialist technical, commercial, digital, legal or programme expertise is required for a limited period.
· Expert challenge, assurance or validation is required.
Before procuring consultancy services, officers should consider whether:
· The expertise exists elsewhere within the Council.
· Opportunities exist through collaboration with neighbouring authorities or partners.
· Existing framework agreements can be utilised.
· Internal staff can be trained or upskilled.
· The requirement represents consultancy support or temporary staffing.



3. TYPICAL CONSULTANT GRADES
Consultants are generally categorised according to their level of knowledge, experience, professional responsibility and strategic influence.

3.1 Junior or Graduate Consultant
A Junior or Graduate Consultant is typically at the beginning of their professional career and will generally possess less than two years' relevant consultancy experience.
Individuals at this level normally work under the supervision of more experienced consultants and are developing practical and technical expertise across a range of assignments.
Typical Activities
· Research and data gathering.
· Information analysis.
· Document preparation.
· Stakeholder coordination.
· Administrative project support.
Suitable For
· Low complexity work.
· Well-defined tasks.
· Discrete work packages requiring supervision.
Experience Level
Relevant exposure and early-stage consultancy experience.



3.2 Consultant
A Consultant possesses recognised experience within their specialist discipline and has demonstrated the ability to deliver consultancy assignments independently.
Typical Activities
· Delivery of specialist advice.
· Workshop facilitation.
· Business analysis.
· Service improvement reviews.
· Organisational design activities.
Suitable For
· Routine consultancy assignments.
· Operational improvement projects.
· Specialist advisory requirements.
· Service reviews.
Experience Level
Proven relevant consultancy experience.


3.3 Senior Consultant
A Senior Consultant possesses substantial consultancy and subject matter expertise and has experience leading projects and consultancy engagements.
Typical Activities
· Project and programme leadership.
· Service transformation initiatives.
· Senior stakeholder engagement.
· Business case development.
· Change management support.
Suitable For
· Complex projects.
· Transformation activities.
· Strategic reviews.
· Multi-disciplinary workstreams.
Experience Level
Considerable and demonstrable consultancy experience.


3.4 Principal Consultant
A Principal Consultant is recognised as a leading expert within their field and is responsible for delivering highly complex consultancy assignments and managing significant client portfolios.
Typical Activities
· Strategic advisory services.
· Organisational redesign.
· Complex policy development.
· Portfolio management.
· Major transformation programmes.
Suitable For
· High-risk projects.
· Specialist advisory assignments.
· Organisational change programmes.
· Complex strategic reviews.
Experience Level
Significant proven consultancy experience and recognised expertise.



3.5 Managing Consultant
A Managing Consultant possesses extensive industry knowledge and significant experience advising senior management teams and directors.
Typical Activities
· Strategic programme leadership.
· Corporate transformation.
· Executive-level advice.
· Governance and assurance activities.
· Senior stakeholder management.
Suitable For
· Corporate-wide initiatives.
· High-profile transformation programmes.
· Significant organisational change.
Experience Level
Extensive industry-recognised expertise and experience.



3.6 Director-Level Consultant
A Director-Level Consultant represents the highest level of consultancy expertise and will often be part of the consultancy organisation's leadership team.
Typical Activities
· Executive advisory services.
· Strategic transformation leadership.
· Board-level engagement.
· Political and stakeholder management.
· Corporate strategy development.
Suitable For
· Business-critical assignments.
· Executive advisory roles.
· National or regional strategic programmes.
· Highly sensitive projects.
Experience Level
Extensive industry-recognised expertise with a significant track record of strategic leadership.



4. INDICATIVE CONSULTANCY RATE MATRIX
Different grades of consultant attract different charging rates reflecting the level of expertise, experience, accountability and market demand associated with the role.
The table below provides indicative market ranges for benchmarking purposes only. Actual rates will depend upon sector specialism, framework agreements, geographical location, market demand and the complexity of the assignment.
These rates should not be treated as fixed pricing and should always be tested through appropriate procurement processes.
	Consultant Grade
	Typical Experience Level
	Indicative Daily Rate
	Indicative Weekly Rate (5 Days)

	Junior / Graduate Consultant
	< 2 Years
	£250 - £450
	£1,250 - £2,250

	Consultant
	2 - 5 Years
	£450 - £750
	£2,250 - £3,750

	Senior Consultant
	5 - 10+ Years
	£750 - £1,200
	£3,750 - £6,000

	Principal Consultant
	10+ Years
	£1,200 - £1,800
	£6,000 - £9,000

	Managing Consultant
	Extensive Senior Experience
	£1,800 - £2,500
	£9,000 - £12,500

	Director-Level Consultant
	Executive/Industry Leader
	£2,500 - £4,000+
	£12,500 - £20,000+


Important Note
Certain specialist disciplines may command higher rates than those shown above, including:
· Cyber Security.
· Digital Transformation.
· Enterprise Architecture.
· Commercial and Procurement Transformation.
· Major Infrastructure Programmes.
· Legal and Regulatory Advisory Services.
· Data and Artificial Intelligence Services.
· Strategic Finance and Treasury Management.



5. PROCUREMENT CONSIDERATIONS
Before engaging a consultant, officers should consider:
Complexity
What level of expertise is genuinely required?
Strategic Importance
Will the project influence strategic priorities, governance arrangements or organisational transformation?
Stakeholder Engagement
At what level will the consultant be expected to engage?
Examples
	Stakeholder Level
	Typical Consultant Grade

	Operational Staff
	Consultant

	Service Managers
	Consultant / Senior Consultant

	Heads of Service
	Senior Consultant

	Executive Management Team
	Principal Consultant / Managing Consultant

	Directors and Chief Officers
	Managing Consultant / Director-Level Consultant


Risk Profile
Does the assignment involve significant financial, reputational, operational or political risk?
Value for Money
Could the requirement be delivered effectively using a lower-grade consultant supported by periodic senior oversight?
Resource Mix
Would a blended team offer a more cost-effective solution than appointing a single senior resource throughout the project?

6. CONSULTANCY BUSINESS CASE REQUIREMENTS
A business case for consultancy support should clearly demonstrate:
1. Why external consultancy support is required.
2. Why the expertise cannot be sourced internally.
3. The expected outcomes and deliverables.
4. The anticipated duration of the assignment.
5. The proposed consultant grade and justification.
6. The estimated cost and available budget.
7. The arrangements for knowledge transfer and exit.
Officers should be able to demonstrate that the proposed level of consultant represents the most proportionate and cost-effective solution.

7. RECOMMENDED PROCUREMENT APPROACH
As a matter of good procurement practice officers should:
1. Define outcomes before selecting the consultant grade.
2. Specify the minimum expertise required.
3. Challenge requests for overly senior resources.
4. Consider blended consultancy teams.
5. Benchmark consultancy rates against market and framework pricing.
6. Utilise existing framework agreements where appropriate.
7. Document the rationale for selecting a particular consultant grade.
8. Ensure consultancy engagements include measurable deliverables and exit arrangements.
9. Capture and retain knowledge from consultants to minimise future dependency.



8. KEY PROCUREMENT PRINCIPLE
Consultancy should be commissioned to deliver expertise, insight, challenge, independent advice or specialist outcomes. It should not be used as a substitute for routine staffing requirements, operational management functions or permanent organisational capability.
The consultant grade commissioned should be the lowest level capable of competently delivering the required outcomes, while ensuring appropriate management of project risk, quality and stakeholder expectations.
A proportionate approach to consultant selection supports compliance with the principles of Best Value, transparency, accountability, equal treatment and effective stewardship of public funds, whilst ensuring that projects receive the expertise necessary for successful delivery.
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