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BOA WORKING WITH 
CONSULTANTS

Purpose
 This seminar will help the steering committee and 
municipal staff to understand the different ways of working 
with consultants and the different types of relationships that 
they might consider.  The relationship of the community with 
professional consultants will contribute to the quality of the 
project and its implementation.  These sessions will guide 
the community through the processes of soliciting consultant 
proposals and interviewing, selecting and employing a 
consultant.
 
Goals
1. Understand the range of consultant expertise available

2. Appreciate the different types of working relationships that 
can be established with consultants

3. Understand the consultant procurement process and how to 
tailor it to your community

4. Understand the consultant procurement procedures and 
requirements of the BOA programs
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The New York State Community Seminar Series was developed with fi nancial assistance provided 
by the Coastal Zone Management Act of 1972, as amended, administered by the Offi ce of 
Ocean and Coastal Resources Management, National Oceanic and Atmospheric Administration; 
seminar delivery and educational materials were prepared for New York State municipalities 
with funds provided under Title 11 of the Environmental Protection Fund and the New York State 
Departments of  State and Environmental Conservation with state funds provided through the 
Brownfi eld Opportunity Areas Program.
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PRESENTATION 1:  
Defi ning the Need for Consultants

Different Ways to Complete Project Work
There are a variety of ways to accomplish project work based on the needs and 
resources of your community. 

• In-house – Some municipalities have qualifi ed staff or community 
volunteers to accomplish portions of the project resulting in cost savings 
and local understanding.

• Primarily consultant – Hiring a consultant to perform most of the work can 
provide necessary expertise and the benefi t of an independent perspective, 
but still requires communication and oversight.

• Part in-house/part consultant – Even with in-house talent and expertise, a 
community may need consultant assistance for specifi c components of a 
project.

Most projects require consultant assistance, although in-house staff and local 
volunteers can typically accomplish some portion of the project work.

Wide Variety of Consultants Available
Consultants that may be involved in community design and planning projects 
related to BOA funded programs include community planners, landscape 
architects, architects, engineers (civil, structural, traffi c, etc.), economic and 
market specialists, and technical and research specialists. 

To select the right consultant you will need to know the skills and expertise 
required to complete the project work and which types of consultants typically 
do that work.   Criteria for selection include technical expertise, experience with 
public work, and experience with the program and type of work involved.

Match Consultant Expertise to Community Needs
To select a consultant appropriate to your project be very familiar with the Work 
Plan.  For BOA Step 1 and 2, you may need expertise in:
 •  Community participation, organization, and facilitation
 •  Vision Planning
 •  Inventory and analysis including historic research
 •  Community design and planning
 •  Project management and/or grant administration
 •  Economic and market expertise
 •  Civil engineering and remediation (especially in Step 2 and 3)
You might also consider the value of consultants knowledge of local and regional 
conditions, and whether it is important for them to have local experience.
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For BOA projects it is likely that you will have a consultant team that is under the 
direction of a lead consultant.  Consultants best suited to lead a BOA project team 
are experienced in community planning.  In addition to community planning, 
specialists might include civil, environmental, and transportation engineers, 
historic preservation planners, archeologists, hydrologists, wildlife biologists, and 
others depending on project location and attributes.
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BOA Tasks

What skills and information 
are needed to accomplish this 
task?

Who has these skills?  
(consultant, staff, committee, 
other?)   

Component 4, Task 1:
Description of Project and 
Boundary
 A. Lead Project Sponsors

 B. Project Overview &   
 Description

 C. Community Vision & 
 Goals

 D. BOA Boundary &  
 Justifi cation

Component 4, Task 2:
Description of Project and 
Boundary
 A. Community 
 Participation Plan

Take Home Worksheet 1:
DETERMINING WHAT SKILLS ARE NEEDED TO ACCOMPLISH YOUR BOA 

WORK PLAN
This worksheet is based on the generic BOA Step 2 Work Plan. Use this (or a similar worksheet that 
you develop) with your Advisory Committee and/or staff to determine the skills and information 
needed to complete the tasks of your BOA Work Plan.
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BOA Tasks cont’d

What skills and information 
are needed to accomplish this 
task?

Who has these skills?  
(consultant, staff, committee, 
other?)   

Component 4, Task 3:
Analysis of the Proposed 
BOA
 A. Community & Regional  
 Setting

 B. Inventory & Analysis

 C. Economic & Market 
 Trends Analysis

 D. Summary

Component 4, Task 2:
Description of Project and 
Boundary (cont’d)
 B. Techniques to Enlist 
 Partners

 Additional Studies/      
 Analysis specifi c to your   
 BOA:
 •
 •
 •
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PRESENTATION 2:    
Finding the Right Consultant
This presentation provides information on the proper procurement procedures 
to fi nd a consultant that has the skills and experience to help you successfully 
complete your project requirements.

The Steps of the Procurement Process
Each community must follow their local procurement policy which must be 
consistent with General Municipal Law.  In general, there are four steps in the 
procurement process for consultants hired through BOA grants:

1. Finalize grant agreement with DOS and DEC. 
2. Determine consultant needs and solicit for consultant services.
3. Review consultant proposals, develop shortlist, conduct interviews and 

select consultant.
4. Contract with selected consultant.

The detailed procurement requirements are described in the BOA Program Record 
Keeping and Payment Guide included in the Supplemental Materials.

Determining Your Consultant Needs 
Although you should have a good idea of consultant services required through 
preparation of your grant application, you should review your Work Plan tasks 
to confi rm the work, the outcomes, the skills and expertise required, and the time 
frame required and available.

Methods to Procure Consultant Services
Two methods of procurement are typical:

1.   Single source procurement - if allowable within your procurement process, 
and subject to DOS/DEC approval, you can retain a consultant that you 
have a previous relationship with and is qualifi ed to do the work. 

2.   Competitive process or ‘best value’ – typically involves preparation of 
a Request for Proposal (RFP), sometimes preceded by a Request for 
Qualifi cations (RFQ).

Choosing a Consultant through Single Source Procurement
If your community or organization chooses to retain a consultant through single 
source procurement, you must demonstrate a rational basis for that selection. This 
may include:
 1.   Past experience with the issue or similar projects
 2.   Familiarity with the operations of the municipality or organization
 3.   Demonstrated experience
 4.   Willingness to respond
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The State must approve justifi cation for single source procurement prior to your 
execution of the subcontract.

Choosing a Consultant through a ‘Best Value’ or 
Competitive Process
Issuing an RFP is the most common method to solicit for consultant services.  An 
RFP is a two-way process in which the contractor provides necessary and accurate 
information about the project so that prospective consultants can in turn prepare 
a responsive and reasonable proposal.  Through the RFP the contractor requests 
detailed information about the prospective consultant, how they would approach 
the project, and the cost of those services.  

Contents of an RFP
The DOS has prepared a handout title “General Guidance for Procuring 
Consultant Services” that is included in the notebook.  This document provides 
a good overview of what should be included in an RFP.  Also included in this 
notebook are sample RFPs from other communities.  Keep in mind that while the 
contents may be somewhat standard, how information is organized and presented 
varies based on the type of project and the municipality standards.

Combining RFQ’s and RFP’s
A Request for Qualifi cation (RFQ) seeks general capabilities and qualifi cations of 
prospective consultants and information requested is less in-depth and detailed.  
Issuing an RFQ prior to issuing an RFP allows communities and CBO’s to gather 
information about the fi eld of qualifi ed and interested consultants. With this 
information RFP’s can be sent to qualifi ed consultants. In general this combined 
process is only applicable to large projects or for projects in which the qualifi ed 
consultant pool is unknown.

Preparing an Effective RFP or RFQ
• Be able to clearly defi ne the types of services and products required.
• Review examples and seek assistance in developing the RFQ or RFP if 

inexperienced.
• Advertise and distribute the RFQ or RFP to meet procurement 

requirements and to get the attention of qualifi ed consultants.
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PRESENTATION 3:      
Selecting a Consultant

Selecting the right consultant requires an objective review 
process
While there is always a certain degree of intuition, gut feeling, and even a little 
“luck” involved in selecting consultants, the primary goal of the review and 
ranking process is to make the process as rational and objective as possible. 

There are common steps in the review process:
1. Review proposals - The review process should begin with confi rming a clear 

set of criteria for review of qualifi cation packages and/or proposals submitted 
by prospective consultants.  These criteria should have been included in the 
RFP.  General criteria include:

a. Experience
b. Familiarity with community
c. Project approach and objectives
d. Schedule and fee
e. References

2. Develop Preliminary Ranking - The process each community or 
organization develops, beyond suggesting which proposals may be minimally 
“acceptable,” and those which clearly leave something to be desired, should 
provide a means for ranking the consultant proposals in order of desirability, 
leading to a “short list” of fi rms for interviewing. 

3. Interview Consultants - When a “short list” is developed, the candidate fi rms 
can be invited to formal interviews.  These interviews are typically composed 
of two parts: an opportunity for each consultant fi rm to make a presentation, 
and then a substantial question and answer period.  A good deal of thought 
and planning needs to go into the interview process, from selecting a time and 
location for the interviews to take place, including scheduling each consultant, 
to the types of questions that will be asked during the interview process.  The 
interview process, like the proposal evaluation process, should also be as open 
and transparent as possible, including the development of specifi c decision 
criteria and use of a written evaluation form.   

4. Evaluate Candidates – In addition to the criteria that you develop and 
the questions that will be asked at the interview, developing an objective 
evaluation mechanism to “tally up” the fi nal results will be extremely useful.  
This might be in the form of a matrix with a numerical scoring system that 
reviewers fi ll out individually.  The scores might not be the fi nal determinant 
for selection, but can help in the discussion.
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5. Select Consultant – The selection committee will discuss the rankings and 
will need to ask a series of questions based on what comes out of the rankings 
and scores.  Is there general consensus on the ranking and evaluation of 
consultants or are there noticeable differences in evaluation of criteria for 
individual consultants?  Is the selection clear or do other factors need to be 
considered?  It may come down to qualities that you may think are subjective, 
such as being comfortable with the people on the project team but you may 
consider listing and assigning a numerical value to them.  Discuss questions 
or concerns with your DOS/DEC project manager and obtain approval of your 
fi nal consultant selection before proceeding with contract execution.

The overall selection process should also be as open and transparent as possible.  
Deliberations and discussion of the qualifi cations and proposals submitted to 
the local steering committee may be held in private, but some type of written 
documentation of the process (to be maintained as a public record), using written 
evaluation forms to compare qualifi cations and proposals, will both aid in making 
the discussion more rational and objective and contribute toward the defensibility 
of the fi nal decision. 
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Take Home Worksheet 2:
DEVELOPING EVALUATION CRITERIA

1. Starting with the general list of selection criteria discussed in the presentation, create a list 
of more detailed criteria to help focus the review of consultant proposals, based on the sample 
RFP provided.   Once you have this list prepared, rank the criteria in order of importance for 
evaluating the proposals. 

General Criteria        Detailed Criteria             Ranking  
Experience    (Example- Experience with planning in 
      inner city neighborhoods)

Familiarity with Community

Project Approach & Objectives

Schedule & Fee

References

Use the worksheet (or a similar one that you prepare) to help structure the process of determining 
evaluation criteria and preparing for prospective consultant interviews and selection.  Coordinate 
the criteria described in your RFP with those that you will use in your review of the proposals and 
interview questions.
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2. Based on the list of criteria developed above, develop a preliminary list of interview questions.

3. Based on the interview questions you have developed, begin to to structure the consultant 
interviews.

 a. Location:            

 b. Time per interview:           

 c.  Attendees:            
 
                                                                                                                                                       

                                                                                                                                                       
 
                                                                                                                                                       

                                                                                                                                                       

                                                                                                                                                       

 d. Interview evaluation criteria:  (these may be additional characteristics evident during   
      presentaion)
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PRESENTATION 4:      
Executing Consultant Contracts
This presentation outlines the basic steps of contract execution once a community 
or organization has selected a consultant. 

Basic Steps in Contract Execution

1. Notify consultant of intent to retain

2. Prepare Subcontract - Contracts contain both boilerplate (grantee’s standard 
contract sections) as well as project specifi c sections.  The municipality or 
project sponsor as contractor is bound by the original scope defi ned in the 
“prime contract” with the state and these terms and requirements should 
be refl ected in your subcontracts with consultants.  Incorporate into the 
subcontract the applicable Work Plan tasks from your contract with the state, 
include local contract requirements, and have the subcontract reviewed by 
legal counsel.

3. Submit Subcontract to DOS/DEC for review – The DOS/DEC project 
manager will review the draft subcontract for coverage of the required Work 
Plan and for its adherence to the prime contract.

4. Execute Subcontract – Upon approval of the DOS/DEC and community 
legal counsel, have subcontracts signed by appropriate representatives of 
parties to the agreement.  Provide a copy of the executed subcontract to DOS.
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PRESENTATION 5:
Establishing Good Working Relationships
This presentation describes characteristics of productive working relationships 
between municipalities or a community based organization and their consultants, 
and how these effective relationships can be established and maintained.

BOA community/consultant relationships are collaborative 
and participatory
Establishing and maintaining productive and effective working relationships with 
your consultant is essential to the success of your BOA project.  They should be 
collaborative and participatory, which will help build the support and ownership 
of the project by community leadership and stakeholders.  The ways of working 
and communicating should recognize the value of local and expert knowledge.

Provide leadership to guide and respond to the consultants 
work
An advisory committee can work closely with the consultants throughout the 
project but they must understand the planning process and the work involved.  
They should have a clear understanding of their role and responsibilities on the 
project and in working with the consultant(s).
The relationship between the advisory committee and consultants should be based 
on:
 •  Trust that each group is being open with their contributions and respectful in                   
 their responses
 •  Dialogue that is open and ongoing
 •  Clarity of purpose that is evident in the advisory committee knowing and    
 being able to clearly articulate what they want to achieve.

Clearly defi ne roles and expectations for products
The grantee is ultimately responsible for ensuring that high-quality, project-
appropriate products are prepared, whether by consultants, volunteers or grantee 
staff.  It will help if everyone working on the project understands roles and 
expectations, especially with regards to:
 •  DOS/DEC Requirements including those for products, review and    
 recordkeeping, which are defi ned in the Work Plan of your state contract and   
 in the BOA Payment and Record Keeping Guide.
 •  Scheduling that is realistic and coordinated among those involved and       
 details the completion of project tasks, deliverables, and stages of the project.
 •  Deliverables that are required as part of the project, including expectations   
 for quality, content, format, communication and media method, reproduction   
 and copying responsibilities, etc. 
 •  Communication methods, frequency and protocol 
 •  Oversight and review of products, including responsibility for and    
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 frequency of in-progress reviews. 

Clearly defi ne administrative and management 
responsibilities
Everyone on the project team should know who is responsible for certain 
administrative and management tasks to avoid misunderstandings and incomplete 
work.  This should include the consultant responsibilities and scope of work, 
the advisory committee responsibilities, and expectations for fi nal products and 
deliverables.

Financial and administrative procedures and responsibilities must also be clearly 
defi ned.  Many are defi ned in your contract with the state, which should be 
attached to your subconsultant agreement.  Review the requirements with your 
consultants to avoid misunderstandings, including:
 •  Record keeping procedures
 •  Payment procedures
 •  Coordination and communication with the DOS/DEC

You should also be careful to work within your budget and work closely with your 
consultants to ensure that consistent high-quality work is being produced over 
the course of all project components.  It is not uncommon for a disproportionate 
amount of project funds to be spent in early project tasks, not leaving enough 
funds to appropriately address and complete later stages. 
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ADDITIONAL INFORMATION:  
Conducting the Project Scoping Meeting with 
Consultants
This presentation explains the signifi cance of the scoping session with consultants 
on board, who should attend, topics that should be covered, and introduces ideas 
about how it should be conducted.

Conducting Project Meetings
The scoping meeting with consultants on board will set the tone for the entire 
project.  For this and all meetings consider the following guidelines:
 • Schedule meetings with enough lead time and at a time when people   
       critical to the project can attend.
 •    Choose a location that is accessible and with enough space and support to   
       accommodate desired activities (e.g. projectors, wall space, table space).  
      •     Invite participants fi rst by e-mail or phone to set best meeting time; 
            confi rm in writing.
 •     Provide materials as needed to support the function of the meeting.

Attendance at the Scoping Meeting
All those who will have signifi cant role in the project should be invited, including: 
 •     Advisory Committee Members
 •     Consultants – principals and key staff
 •     Municipal or CBO leaders and staff
 •     DOS/DEC project managers

Prepare Meeting Agenda in Advance
The purpose of the scoping meeting is to establish a clear and comfortable 
working relationship among the Municipality or CBO, the Advisory Committee 
and the Consultants.  Plan, facilitate and manage the meeting to ensure that this 
occurs.
 •     Introductions
 •     Project contract review including scope and responsibilities, products,       
            and schedule
 •     Materials and data to be provided to consultant
 •     Future meeting dates
 •     Communication procedures
 •     Review and acceptance of work
 •     Payment procedures
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Take Home Worksheet 3:
PREPARING FOR THE ORGANIZATIONAL MEETING OR SCOPING SESSION

Use this worksheet (or a similar one that you prepare) to prepare for and conduct the organizational 
meeting or scoping session with project consultants.

1. Review the recommended agenda items in the notebook and complete the following table: 

Total Time Allotted for Meeting:     

Agenda Items    Desired Outcome     Time Allotted  
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2.  Who should be responsible for facilitating the meeting?  What knowledge and skills should this 
person possess?

3. Who should attend the organizational meeting or scoping session and why?
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