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The Strongest Partners Make Themselves Less 
Essential Over Time 

A more sustainable approach to leadership development 
Sonia Mejias | Founder & CEO, Pinnacle Paths 

The best external partners create value through expertise, objectivity, and support. But long-term value should not depend on the provider remaining at 
the center of the system forever. 
A sustainable partnership is designed so ownership grows inside the organization over time. 

 

SHIFT THE ROLE AS CAPABILITY GROWS 
Early in an engagement, an external partner may need to lead, model, 
facilitate, coach, and establish standards. As internal confidence 
increases, that role should evolve. 
The partner moves from primary operator to coach, advisor, quality 
resource, and source of specialized expertise. 
A HEALTHY TRANSFER OF OWNERSHIP 
• External partner leads 
• Internal leaders observe 
• Internal leaders practice 
• Co-facilitation begins 
• Ownership increases 
• External support becomes strategic 

 

SUSTAINABILITY DOES NOT MEAN 

DISAPPEARING 
Internal capability does not mean internal teams must do everything alone. 
New facilitators may still need coaching. Sensitive situations may need 
neutrality. Executive coaching may require independence. 
Periodic outside perspective can also help protect quality and keep the 
system fresh. 
The goal is the right partnership: internal ownership where continuity 
matters, external expertise where it adds unique value. 
DEFINE SUCCESS BY WHAT REMAINS 
A strong engagement leaves leaders and HR/L&D teams better able to 
continue meaningful conversations, adapt the approach, support future 
cohorts, and connect development to changing organizational priorities. 
Success is not only what the partner delivered. It is what the 
organization can now sustain. 

 

SHIFT THE QUESTION 

How should the role of your external leadership partner change as your organization 
becomes more capable? 

A MORE SUSTAINABLE PARTNERSHIP 
The relationship becomes more strategic as internal capability grows. External support remains available, but it is increasingly focused on areas 
where objectivity, expertise, or quality assurance create the greatest value. 

✓ Increase internal ownership ✓ Protect quality standards ✓ Keep strategic expertise available 

✓ Support facilitators as needed ✓ Adapt as priorities change ✓ Scale without permanent dependency 

Short-term support creates greater long-term value when it builds the confidence, competence, and 
infrastructure to keep development going. 

 

A QUESTION FOR 
HR & L&D LEADERS 

Is your leadership partner building a system your organization can 
increasingly own - or a service you will always have to repurchase? 
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