INSIDE/OUT PODCAST
Episode 5: When Is Outside Expertise a Better Choice

	When we think of consultants, so many thoughts come to mind.  These thoughts range from very positive to very negative.  In fact, there are some really good quotes and sayings about consultants – for example, here are some funny ones:
"Consultants are people who borrow your watch and tell you what time it is and then walk off  with the watch."  
"Give a man a fish, and you'll feed him for a day. Teach a man to fish, and he'll buy a funny hat. Talk to a hungry man about fish, and you're a consultant."  

And there are also some inspirational ones such as these:
"Consulting is not giving the right answer; it’s providing the right guidance."  
"The art of consulting is to make the client think they did it themselves."  
"A consultant’s job is to understand the problem before suggesting a solution."  
"The best consultants are not just experts; they’re also great listeners."  
"Management is doing things right; leadership is doing the right things."

And here are 3 that I particularly find inspiring:
“A consultant to be worth his salt, must give honest judgments, not necessarily those which he thinks the clients would like to hear.”
“The most important thing in communication is hearing what isn’t said.”
“There are two primary choices in life: to accept conditions as they exist or accept the responsibility for changing them.”

Hopefully, those make you think a little bit.  Today’s episode is titled: When Is Outside Expertise a Better Choice?  I decided to focus on this topic, because the decision to engage an outside consultant is one that many leaders struggle with, for whatever reason.  Maybe it’s a concern for cost, maybe it’s not wanting to look like you can’t solve your own problems, or maybe it’s a slew of other reasons – but whatever the reason, it’s often a tough decision.  Do we fix it ourselves or do we bring in an outside expert.

I have personally been on both sides of this fence.  Having served as the CEO of many organizations, including a state vocational rehabilitation agency, I too struggled with this decision.  I’ve also been a consultant for the past decade, and I have made mistakes and felt the frustrations on both sides of the coin. In today’s episode, to the extent possible, I’m going to share some information that I’ve found along the way that may help you make the right decision when you find yourself in such a situation.

Let’s start here, when deciding between using external expertise or internal teams, consider the following overall factors:

Cost: External consultants typically have higher costs, but they can provide specialized knowledge and best practices.
Cultural Alignment: Internal teams are more aligned with the organization's culture and processes, which can lead to faster adaptation and implementation of solutions.
Expertise: External consultants bring a broader base of experience and can provide objective   insights and innovative solutions.
Decision Quality: External consultants can improve decision quality while internal teams retain ownership and governance control.
Budget: Budget constraints may influence the choice between internal and external consulting, with internal teams often being less expensive
Ultimately, the decision should be based on the specific needs of the organization and the       desired outcomes of the consulting engagement.

Now let’s go a little deeper.  In today’s fast-changing landscape, organizations often face complex challenges that demand smart, timely decisions.  One crucial question that arises is: “Should we rely on our internal teams or bring in external expertise?” Understanding the difference between internal capabilities and external expertise is key to making cost-effective, high-impact choices. 

First, here’s a deeper dive into Internal Teams…
Internal Teams: Your Built-In Knowledge Powerhouse 
What Are Internal Teams? Internal teams are composed of employees who are embedded within the organization. They understand the company’s culture, workflows, and industry dynamics.  

Advantages of Internal Teams
Institutional Knowledge: They know company history, internal politics, and industry nuances.
Cost-Efficiency: No additional consulting fees; salaried team members often come at a lower cost.
Long-Term Alignment: Focused on the organization’s long-term goals and culture.
Immediate Availability: Ready access and quicker onboarding on projects.

Limitations of Internal Teams
Skill Gaps: May lack specialized skills for new challenges.
Bias & Blind Spots: Familiarity can lead to conventional thinking or internal politics.
Capacity Issues: Teams already stretched with ongoing tasks may lack bandwidth for strategic initiatives.

Next, let’s take a deeper dive at External Expertise/Consultants…
Consultants: External Expertise on Demand  
What Are Consultants? Consultants are external professionals or firms that offer expert advice, strategic planning, and implementation support across industries. 

Advantages of Consultants
Specialized Expertise: Deep knowledge in areas like program transformation, restructuring, financial improvements, etc.
Objective Viewpoint: Provide unbiased insights and challenge internal assumptions.
Proven Frameworks: Use data-driven methodologies and industry best practices.
Fast Execution: Deliver solutions efficiently without internal distractions.

Limitations of Consultants
Cost: Consulting engagements can be expensive.
Onboarding Time: Need initial briefings to understand company context.
Cultural Fit: May struggle with internal dynamics if not properly integrated.





So based on that, here are some examples of why you may choose an internal team or external expertise:

When to Rely on Internal Teams Best for:
· Routine operations and day-to-day problem-solving.
· Projects requiring deep internal knowledge.
· Cost-sensitive initiatives.
· Long-term strategic planning within existing capabilities.

Examples:
· Upgrading internal systems.
· Launching an internal communications plan.
· Improving existing workflows or employee engagement.

When to Bring in Management Consultants Best for:
· Navigating major transformations (program improvements, innovation, or restructuring).
· Entering new markets or launching new business models.
· Crisis management or turnaround strategies.
· Filling urgent skill or knowledge gaps.

Examples:
· Rolling out organization-wide change management.
· Designing go-to-market strategies.
· Conducting competitor or market analysis.

Expert Tips: Finding the Right Balance
· Evaluate the Stakes: High-impact decisions benefit from external validation.
· Audit Internal Skills: Use consultants to fill gaps, not duplicate effort.
· Time Sensitivity Matters: Choose consultants for tight timelines or rapid pivots.
· Blend Teams: A hybrid approach—consultants collaborating with internal teams—often delivers the best results.
· Define Success Metrics: Set clear KPIs before starting any external engagement.
Conclusion: Deciding between internal teams and consultants doesn’t have to be an either/or choice. It’s about knowing when to leverage internal strengths and when to augment your strategy with expert external help. 

Before I sign off though, I also want to introduce you to a new concept that seems to be growing within organizations, namely, an internal consultant.  
An internal consultant is like a permanent employee who provides specialized advice and support to improve processes, etc.
Internal consultants play a crucial role in organizations by acting as strategic problem-solvers. Their primary responsibilities include:
· Analyzing organizational needs
· Developing solutions
· Implementing changes, and\
· Facilitating communication.

We have reached the end of today’s episode.  I hope you found some value in it, and as always – stay healthy and do good.
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