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LEADING THOUGHTS

As an organization’s dedication to workplace safety matures, environmental, health and 
safety (EHS) professionals move from being perceived as administrators to subject matter 
experts, and from necessary cost centers to value-added functions enabling business success. 
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MAXIMIZING EHS POTENTIAL
From Internal Resources to Billable Professionals
By Shawn M. Galloway

With the ever-changing business landscape, 
companies are constantly seeking ways to differen-
tiate themselves, create new competitive advantages 
and maximize profitability, some by leveraging their 
internal resources. 

Some companies employ a strategy to transition 
their EHS resources into billable professionals who 
can provide services to new or existing clients. This 
option is especially suited to an organization that 
is already a service-based enterprise. While this 
approach has some significant advantages, there are 
vital consequences that organizations must consider 
and proactively address. This article explores the 
pros and cons of this approach, describes steps to 
take to mitigate the potential negative consequences, 
and provides a methodology to follow to implement 
this transition.

Exploring the Pros & Cons
Pros

There are several major reasons why an organiza-
tion would benefit from or might need to transition 
its internal EHS resources to become billable to 
external clients. The pros of this approach include 
the following.

Maximizing resource utilization. By transitioning 
EHS resources to become billable professionals, orga-
nizations can maximize the utilization of their inter-
nal resources. This allows the organization to generate 
revenue from its EHS team’s expertise and skills rath-
er than solely relying on its internal operations.

Increasing revenue streams. Organizations can 
create additional revenue streams by offering EHS 
services to external clients. This income diversifi-
cation can help the organization expand its overall 
profitability and financial stability.

Leveraging specialized expertise. EHS profes-
sionals often possess specialized knowledge and 
expertise in environmental compliance, safety and 
health regulations, and risk management. By offer-
ing these services to external clients, organizations 
can leverage their EHS team’s expertise and provide 
valuable solutions to clients that may not have the 
same level of in-house knowledge.

Meeting client demand. There is often a high 
demand for EHS services from external clients that 
may not have the resources or expertise to handle 
these matters internally. By transitioning EHS 
resources to become billable professionals, organi-
zations can meet this demand and provide valuable 
services to clients that require assistance with EHS 
compliance and management.

Gaining a competitive advantage. Offering EHS 
services to external clients can give organizations a 
competitive advantage in the market. By showcasing 
their expertise and track record in delivering EHS 
solutions, organizations can differentiate themselves 
from competitors and attract new clients.

Enhancing brand reputation. Providing EHS 
services to external clients can enhance an organi-
zation’s brand reputation. By demonstrating a com-
mitment to environmental sustainability, workplace 
safety and regulatory compliance, organizations 
can build a positive reputation in the industry and 
attract clients that value these principles.

Developing new business opportunities. En-
gaging with external clients through EHS services 
can open new business opportunities for organi-
zations. By establishing relationships with clients 
that require EHS support, organizations may have a 
chance to expand their services and offer additional 
solutions in related or even unrelated areas.

Cost Recovery: In some cases, organizations may 
have invested significant resources in developing 
their internal EHS capabilities. Organizations can 
recover some of these costs by transitioning these re-
sources to become billable professionals and ensuring 
that their EHS team’s expertise is utilized effectively.

Cons
While there are many benefits to transition-

ing internal EHS resources to become billable 
to external clients, there are also some potential 
downsides to consider. The cons of this approach 
include the following.

Internal resource constraints. Transitioning 
internal EHS resources to become billable profes-
sionals may reduce available resources for internal 
operations. This could impact the organization’s 
ability to effectively manage and address internal 
EHS needs and compliance requirements.

Competing priorities. When EHS resources are 
focused on billable client work, competing priorities 
may exist between client projects and internal EHS 
initiatives. This can lead to challenges balancing 
external client needs with the organization’s internal 
EHS requirements.

Potential conflict of interest. Transitioning in-
ternal EHS resources to become billable profession-
als may create potential conflicts of interest. EHS 
professionals may need to navigate situations where 
their obligations to external clients may conflict 
with their responsibilities to the organization, lead-
ing to ethical dilemmas.



26   PSJ PROFESSIONAL SAFETY  AUGUST 2024  assp.org

Loss of focus on core business. Depending on the 
extent of the transition, there is a risk that the organi-
zation may lose focus on core business activities. If too 
many internal resources are allocated to billable client 
work, it may detract from the organization’s ability to 
focus on its primary products or services.

Client dependency. Relying heavily on billable 
EHS services to external clients can create a depen-
dency on a limited number of clients. If these clients 
reduce their demand for EHS services or terminate 
their contracts, it can significantly impact the orga-
nization’s revenue and financial stability.

Increased competition. Transitioning internal 
EHS resources to become billable professionals may 
lead to increased competition in the market. Organi-
zations may compete with specialized EHS consulting 
firms or other organizations offering similar services, 
potentially impacting pricing and market share.

Skill set and training requirements. Transi-
tioning internal EHS resources to become billable 
professionals may require additional skill sets and 
training. EHS professionals may need to develop 
business development, client management and proj-
ect management skills to effectively deliver billable 
services, which can require additional investment in 
training and development.

Client Relationship Management: Managing 
client relationships and expectations can be chal-
lenging, especially if the organization is new to 
providing billable EHS services. Building and main-
taining strong client relationships requires effective 

communication and responsiveness and consistently 
meeting client expectations.

Regulatory Compliance Risks: Organizations 
may face additional regulatory compliance risks 
when providing EHS services to external clients. 
Ensuring that the organization and its billable EHS 
professionals are up to date with relevant regula-
tions and have the necessary expertise to navigate 
compliance requirements is essential.

Impact on company culture. Transitioning inter-
nal EHS resources to become billable professionals 
can impact the company culture. Employees may 
need to adapt to a more client-focused mindset, 
which can change the dynamics and values within 
the organization.

Ethical dilemmas for the EHS professionals. The 
ethical dilemmas of this approach for EHS profes-
sionals contain multifaceted points to consider.

•Conflict of interest. EHS professionals are pri-
marily responsible for protecting the safety and 
health of their organization’s employees and en-
suring compliance with environmental and safety 
regulations. If they are also serving external clients, 
there may be situations where the interests of the 
client conflict with the interests of the employer. 
This could lead to ethical dilemmas where EHS pro-
fessionals must choose between serving the interests 
of their clients or employer.

•Confidentiality. EHS professionals often have 
access to sensitive information about their organi-
zation’s operations such as proprietary processes, 
safety data and risk assessments. If they are serving 
external clients, there may be concerns about main-
taining the confidentiality of this information, espe-
cially if the clients are competitors.

•Professional integrity. EHS professionals have 
an ethical duty to provide competent and objective 
services. Suppose they are under pressure to gener-
ate revenue from external clients. In that case, they 
may feel tempted to compromise their professional 
standards, such as overcharging for services, exag-
gerating the need for certain services, or providing 
services outside their area of expertise.

•Independence. EHS professionals must main-
tain independence to effectively assess risks, rec-
ommend controls and ensure compliance. If their 
performance is evaluated based on the revenue 
they generate from external clients, their indepen-
dence could be compromised, and they may feel 
pressured to make decisions that favor the client’s 
or organization’s financial interests over safety 
and compliance.

It is essential for organizations to carefully con-
sider these potential downsides before making the 
executive decision to pursue transitioning internal 
EHS resources to become billable to external clients 
as part of growth strategy. 

Mitigating the Cons
To mitigate the risks associated with transitioning 

internal EHS resources to being billable to external 
clients, organizations can take several steps.
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FIGURE 1
TRANSITION METHODOLOGY
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Addressing ethical dilemmas. EHS professionals 
should be supported and encouraged to adhere to their 
professional code of ethics, which typically includes 
principles such as integrity, competence, respect for 
confidentiality, and commitment to safety and health. 
They should also be encouraged to communicate 
openly with their employer about potential conflicts of 
interest and to seek guidance from internal or external 
resources when faced with ethical dilemmas. 

Resource planning. Develop a comprehensive 
resource planning strategy that considers internal 
EHS needs and billable client work. This ensures a 
balance between the two and that internal opera-
tions are not compromised.

Clear communication and expectations. Clearly 
communicate the expectations and responsibilities 
of EHS professionals involved in billable client work. 
Ensure that EHS professionals understand the po-
tential conflicts of interest and the importance of 
prioritizing internal EHS needs when necessary.

Training and development. Provide training and 
development opportunities to EHS professionals 
to enhance their skills in areas such as business 
development, client management and project man-
agement. This equips them with necessary skills and 
significantly increases confidence to deliver billable 
services while managing potential risks effectively.

Diversify client base. Avoid relying too heavily 
on a limited number of clients for billable work. 
Diversify the client base to reduce the risk of depen-
dency on a single or small group of clients. This can 
be achieved through targeted marketing and busi-
ness development efforts.

Continuous monitoring and evaluation. Regu-
larly monitor and evaluate the performance of bill-
able EHS services to ensure that they align with the 
organization’s goals and objectives. This includes 
monitoring client satisfaction, billable hours and fi-
nancial performance. Use this information to make 
informed decisions and adjustments as needed.

Compliance management. Stay current with 
relevant regulations and ensure that billable EHS 
services comply with all applicable laws and regula-
tions. Develop robust compliance management sys-
tems and processes to mitigate regulatory risks.

Client relationship management. Build strong 
client relationships based on trust, open communica-
tion and responsiveness. Regularly engage with cli-
ents to understand their needs and expectations and 
address any concerns promptly. This helps mitigate 
the risk of client dissatisfaction or loss of business.

Internal controls and governance. Implement 
internal controls and governance mechanisms to 
manage potential conflicts of interest and ensure that 
billable EHS services are delivered ethically and in 
line with the organization’s values. This includes es-
tablishing clear guidelines for managing conflicts and 
ensuring transparency in decision-making processes.

Continuous improvement. Foster a culture of 
continuous improvement by soliciting feedback 
from clients, internal stakeholders and billable EHS 
professionals. Use this feedback to identify areas for 

improvement and implement necessary changes to en-
hance the quality and effectiveness of billable services.

Risk management. Develop a comprehensive risk 
management strategy that identifies and addresses 
potential risks associated with transitioning internal 
EHS resources to become billable professionals. This 
includes conducting risk assessments, implementing 
risk mitigation measures, and regularly reviewing 
and updating the risk management plan.

By implementing these steps, organizations can 
effectively mitigate the risks associated with transi-
tioning internal EHS resources to become billable to 
external clients. This allows organizations to max-
imize the benefits of offering billable EHS services 
while minimizing potential drawbacks.

Methodology for Making the Transition
This section outlines the steps recommended to 

pursue transitioning to billable EHS professionals 
once an organization has recognized the benefits, re-
viewed the disadvantages and successfully developed 
a plan to mitigate the challenges ahead (Figure 1). 

Client needs assessment. The first step in opti-
mizing the transition of EHS resources to billable 
professionals is to thoroughly assess client needs. 
This involves identifying opportunities for EHS bill-
able services that can provide a marketable compet-
itive advantage for the company. By understanding 
clients’ specific needs and demands, organizations 
can tailor their services to meet those requirements 
and generate interest in their offerings.

Skills assessment. Next, it is crucial to evaluate 
the skills and capabilities of the EHS staff to identify 
areas where they can provide billable services. This 
assessment will help determine the match between 
the staff ’s skill sets and client needs. By leveraging 
the existing expertise within the EHS team, orga-
nizations can maximize the value they offer clients 
and increase their billable hours.

Training and development to align with client 
needs. Once the skills assessment is complete, orga-
nizations should provide training and development 
opportunities to address any gaps and enhance 
the skills of the EHS staff. This training should be 
aligned with client-specific needs to ensure that the 
staff can effectively deliver billable services. By in-
vesting in the professional development of the EHS 
team, organizations can enhance their capabilities 
and deliver high-quality services to clients.

Clear role definition. To optimize the transition, it 
is essential to clearly define roles and expectations for 
the EHS staff in billable projects. This includes ensuring 
that they understand their responsibilities and how their 
contributions directly impact client deliverables and 
satisfaction. Clear role definition helps create a sense of 
purpose and accountability among the team, leading to 
improved performance and client satisfaction.

Marketing. To generate market interest in the 
EHS billable services, organizations should work 
with internal or external resources to reposition the 
company’s brand. This involves effectively commu-
nicating the value proposition of the EHS services 
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and highlighting the expertise and capabilities of 
the team. Organizations can attract potential clients 
and increase their billable projects by implementing 
targeted marketing strategies.

Effective utilization planning. Optimizing EHS 
utilization is crucial for maximizing billable hours. 
Organizations should implement effective resource 
planning to balance workloads and allocate resourc-
es efficiently. This ensures that the EHS staff is fully 
utilized and can deliver billable services without 
compromising quality or client satisfaction.

Performance metrics and key performance in-
dicators. Establishing performance metrics and key 
performance indicators related to billable hours is 
essential for monitoring progress and driving per-
formance. Regularly monitoring and communicat-
ing these metrics helps keep the EHS team focused 
on achieving billable targets and enables organiza-
tions to identify areas for improvement.

Incentive, reward and recognition programs. 
Creating a motivational environment among the 
EHS team is crucial for promoting billable hours and 
project success. Organizations should determine the 
best approaches to incentivize, reward and recognize 
the team’s efforts in delivering billable services. It is 
essential to strike a balance between motivating the 
team and ensuring that internal customer needs are 
addressed and served effectively.

Client engagement training. Providing training 
to the EHS team on effective client communication 
and engagement is essential for building strong cli-
ent relationships. Equipping the team with the skills 
to manage client expectations and address their 
needs effectively will enhance client satisfaction and 
increase the likelihood of repeat business.

Project management skills. Enhancing the proj-
ect management skills of the EHS staff is crucial for 
delivering internal and external projects on time 
and within scope. Organizations should invest in 
training and development programs that improve 
the team’s ability to handle client projects from ini-
tiation to completion. This includes effective plan-
ning, resource allocation and risk management.

Promote a client-centric team mindset. Instill-
ing a client-centric mindset among the EHS staff is 
vital for delivering exceptional service. Emphasizing 
the importance of client satisfaction and building 
long-term relationships with internal and external 
clients helps create a culture that prioritizes client 
needs. This mindset drives the team to go above and 
beyond in delivering billable services.

Cross-functional collaboration. Fostering col-
laboration between the EHS staff and other client 
delivery teams is crucial for seamless service deliv-
ery. Encouraging a seamless flow of information 
and resources enhances overall service delivery to 
clients. By working with other teams, the EHS staff 
can leverage their expertise and contribute to the 
organization’s overall success.

Efficient tools and systems. Learning from other 
service delivery areas, organizations should provide the 
EHS team with efficient tools, technology and systems 

that streamline their work processes and client delivery. 
By leveraging technology and automation, organiza-
tions can optimize the efficiency of the EHS team and 
increase their capacity to deliver billable services.

Feedback and improvement. Establishing a feed-
back loop is essential for continuously improving 
billable service delivery. Organizations should solicit 
feedback from external clients, other client delivery 
teams and internal teams to identify areas for en-
hancement. This feedback helps identify strengths 
and weaknesses and guides the implementation of 
improvement initiatives.

Regular performance reviews. Regular perfor-
mance reviews are crucial for assessing resource 
staff ’s effectiveness in delivering billable services. 
Weekly, and eventually monthly, performance re-
views provide an opportunity to evaluate individual 
and team performance, identify areas for improve-
ment, and provide constructive feedback. This pro-
cess ensures that the EHS team remains focused on 
delivering high-quality billable services.

Conclusion
Transitioning internal EHS resources into billable 

professionals is a strategic move that can offer signif-
icant benefits to organizations, including increased 
revenue streams, maximized resource utilization, and 
enhanced brand reputation. However, this decision 
should not be taken lightly. It requires careful consid-
eration of the potential downsides and ethical dilem-
mas and a robust plan to mitigate these challenges.

Organizations that successfully navigate this tran-
sition can unlock new opportunities for growth and 
profitability. They can leverage their EHS expertise 
to meet the growing demand for EHS services, dif-
ferentiate themselves in the market, and create new 
business opportunities. At the same time, they can 
ensure that their internal EHS needs are met and 
that they continue to uphold their commitment to 
environmental sustainability, workplace safety and 
regulatory compliance.

Becoming a billable professional is a transforma-
tive journey for EHS professionals. It requires them 
to develop new skills, adapt to new roles and respon-
sibilities, and embrace a client-focused mindset. 
EHS professionals can rise to this challenge with the 
proper support and resources and play a pivotal role 
in driving their organization’s success.

Ultimately, this transition is a strategic decision 
that can redefine the role of EHS in the organi-
zation. It can elevate EHS from a necessary cost 
center to a value-added function, contributing to 
the organization’s bottom line and business success. 
The journey requires careful planning, continuous 
learning and unwavering commitment, but the po-
tential rewards make it worthwhile.  PSJ
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