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PREFACE 
 
 

Clinicians who work with human service agencies often function in a con-
sulting capacity with agency staff. Some clinicians work independently 

and provide consulting services to various agencies on an external, contract 
basis. Many others are employed within an agency and consult with agency 
staff to promote implementation of the clinicians’ treatment recommenda-
tions. Regardless of the manner in which clinicians are employed by human 
service agencies, consulting represents the means by which their clinical 
knowledge is translated into effective treatment for agency clients by front-
line staff. 

For their consulting services to be successful, clinicians must affect 
changes in the performance of staff who work with agency clients on a day-
to-day basis. Changes in staff performance are necessary for staff to imple-
ment client treatment procedures recommended by clinicians. If staff do not 
carry out recommended treatment procedures, or do not carry them out 
appropriately, clients will not benefit from the clinicians’ services regardless 
of whatever clinical knowledge the clinicians possess.  

Achieving performance change among front-line staff in the human ser-
vices poses serious challenges for clinicians. Although there are several rea-
sons for the challenges, there is one most notable reason: clinicians must 
affect changes in the performance of staff over whom the clinicians have no 
supervisory authority. It is well established that affecting performance 
change among direct support staff to promote and maintain quality work can 
be difficult for personnel who do have supervisory authority over the staff 
(i.e., staff supervisors). Without such authority the difficulty is compounded 
significantly—clinicians must be able to change staff performance even 
though they do not supervise the staff.  

This book describes how clinicians can effectively change staff perfor-
mance in the human services to promote implementation of consultative rec-
ommendations for the betterment of agency clients. The content is based on 
over five decades of behavior analytic research and application on methods 
of changing and maintaining staff performance in the human services. The 
content is also based on the experiences of clinicians who have demonstrat-
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ed consistent success in consulting with a wide variety of human service 
agencies.  

Throughout the book evidence-based strategies are described for clini-
cians to use on a systematic basis to achieve performance change when func-
tioning in a consulting capacity with human service staff. An emphasis is 
also placed on how to implement the strategies in a manner that is well 
received by staff. Detailed information is provided to illustrate how consult-
ing effectiveness and staff acceptance of a consultant’s work are closely 
linked. In short, truly successful consulting requires effectively impacting 
staff performance and doing so in a manner acceptable to staff. This book is 
designed to help clinicians perform consulting duties both effectively and 
acceptably. 

D.R.
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Chapter 1 
 

ACHIEVING PERFORMANCE CHANGE AND 
STAFF ACCEPTANCE: THE ESSENCE OF 

 SUCCESSFUL CONSULTING BY A CLINICIAN 
 
 

The work activities of many clinicians include consulting with hu -
man service agencies. Some clinicians work full time in a consult-

ing capacity whereas others supplement their primary jobs with part-
time consulting. The consultative work of these clinicians is usually 
conducted on a contractual basis with human service agencies to ad -
dress a clinical need among consumers of the agencies’ services. For 
example, behavior analysts and psychologists are often contracted as 
consultants to develop treatment plans for challenging behavior 
among people with developmental disabilities in schools and adult 
service settings. 

Clinicians fulfill other consultative roles in human service agencies 
as well. A number of agencies employ clinicians on a consulting basis 
to help resolve special concerns with service delivery that arise at cer-
tain times. Such concerns may relate to excessive use of restraint pro-
cedures in response to challenging behavior, insufficient involvement 
of agency clients in therapeutic or meaningful activities, or repeated 
failure of individuals to learn skills targeted in teaching programs con-
ducted by agency staff. In some cases, concerns with agency services 
are highlighted by external review processes or funding sources that 
result in the agencies employing clinical consultants to resolve the 
concerns. In the most serious cases, agencies are involved in litigation 
and are legally mandated to secure clinical consultation to resolve 
problem situations. 

In other cases, agencies seek consultation from clinicians not to 
resolve problematic issues but to enhance their treatment services as 
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part of quality improvement efforts. Some agencies seek consultation 
from clinicians, for example, to train their staff in new treatment pro-
cedures reported in the research literature or presented at profession-
al conferences. Similarly, some agencies contract with clinicians on a 
consultant basis to review the agencies’ treatment services to help en -
sure the agencies maintain state-of-the-art service delivery.  

There is also a way clinicians commonly function as consultants 
beyond being contracted by human service agencies to address spe-
cific needs of the agencies. Many clinicians occupy full- or part-time 
positions within an agency to provide ongoing clinical services. Most 
of these clinicians develop treatment procedures for agency clients and 
then work with agency staff to carry out the procedures. For example, 
clinicians regularly work in schools to develop treatment plans or rec-
ommendations for teachers to implement with their students who 
have challenging behavior. Other clinicians work in adult residential 
or day support settings in which they develop treatment plans for 
direct support staff to implement. As will be discussed later, because 
clinicians in these jobs must work with agency staff to carry out their 
treatment procedures they are essentially functioning as consultants 
with the staff.  

In short, clinicians work as consultants in human service agencies 
in many ways. However, across all the ways clinicians function in a 
consultative capacity, there is usually one underlying expectation de -
sired of the clinician’s consulting work. That expectation is to change 
how at least some staff within the agency perform their jobs.  

Changes in staff performance are necessary if recommendations 
provided by consulting clinicians are to be implemented by staff for 
the betterment of agency clients. To illustrate, if a clinician works with 
agency staff to reduce an individual’s challenging behavior, then staff 
must alter their work performance to allow for implementation of the 
clinician’s treatment plan to improve the behavior. If certain staff do 
not alter what they do on the job, consultative work conducted by clin-
icians will have no significant effect on an agency’s supports and ser-
vices. Consequently, for clinicians to function effectively in a consult-
ing capacity they must be able to achieve changes in staff work per-
formance. 
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