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Building Your Internal Advisory Team
Let's explore what it takes to build a successful internal advisory team: from �nding
your why to identifying the roles ripe for becoming internal advisors.
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Many �rms we work with these days are well on the way to building out their
advisory and consulting service lines. They’re upskilling their team members to
become advisors and consultants to clients. That’s excellent for client-facing roles,
but what about your internal team members? Your admin and operations team? Are
you building internal thinkers and strategists and helping them move up the
continuum of value?

Let’s explore what it takes to build a successful internal advisory team: from �nding
your why to identifying the roles ripe for becoming internal advisors.

Building an internal advisory team
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If you’ve created your external advisors and consultants and are ready to take the
next step in building a thriving CPA �rm, the answer may be building an internal
advisory team. An internal advisory team gives your business greater clarity and
growth potential by bringing together experts across disciplines who can provide
advice tailored to your unique needs, goals, and �nancial objectives.

With the right support system in place, you can unlock exciting strategic
opportunities for development. And with the right people on your side, that journey
will be far easier than navigating it alone.

Internal advisory roles
Your internal advisory team doesn’t have to understand accounting, tax or other
areas related to the �rm’s practice. But like external advisors and consultants, they
should clearly understand their client’s needs and objectives to appropriately tailor
advice based on those goals—the client being your �rm.

For example, you may have an admin team member in charge of your �rm’s
work�ow management system. If you keep them in the technician role, their value to
the �rm is limited to knowing what’s happening with your work�ow. However, if
you help them elevate their position, they can start gathering insight from the data
provided by your work�ow management system. Then they can begin advising the
�rm on what it can do to run the business better.

Other team members that can elevate their roles include:

Marketing
Business development
HR
Billing
IT
Process
Internal budgeting
Internal accounting and �nance
Purchasing
Bene�ts
Learning and development

How to elevate roles
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Today, there is a growing gap between the automation of work and workers’
readiness to adopt new technology. As a result, the hardest challenge for many is to
change from technician (executing the work) to innovator and from compliance to
consulting.

Upskilling and reskilling are essential components of elevating internal roles. These
training methods can help internal team members become more strategic thinkers,
providing greater value to the �rm and giving them a competitive edge.

Upskilling refers to enhancing your current position with new skills or knowledge
to advance your career. For example, your marketing team may get training in AI
or sophisticated approaches to marketing automation. Training and certi�cations
can make a huge difference in the value they deliver to the �rm and their future
career path.
Reskilling involves learning new tools and approaches for a whole new
profession. This can be a tough transition. It requires excellent training and
supportive managers willing to invest in someone from a different area of the �rm.
For example, an admin person might have the right personality and perspective to
take on a business development role. Still, the language, systems, technologies, and
de�nitions of success will vary dramatically.

Regardless of your approach, the key is �nding the right personnel to �ll each role.
This requires careful consideration, understanding the positions and their objectives
and sometimes a trial period to ensure it’s a good �t.

Once you have identi�ed the ideal personnel for each role, the next step is providing
training and guidance. This could include formal education programs, internal
learning and development curriculums, mentorship programs, apprenticeships,
certi�cate programs, and specialized training.

By helping employees upskill and reskill, you can ensure they have the skills and
knowledge to provide the best advice tailored to the �rm’s unique needs, goals and
�nancial objectives.

As the accounting profession and the business world continues to evolve, it’s
essential to elevate internal support roles alongside external advisors and
consultants. Your �rm’s culture should emphasize effective collaboration and
alignment between external and internal team members, recognizing everyone’s
contributions. Working together, they can create a stronger, more sustainable
business.
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As a Shareholder and Chief Operating Of�cer for Boomer Consulting, Inc., Arianna
Campbell helps accounting �rms challenge the status quo by leading process
improvement initiatives that result in increased pro�tability and client satisfaction.
She also facilitates the development and cultivation of future �rm leaders in the
Boomer Leadership Academy.
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