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A delegate 
   situation 
Pam Underdown from Aesthetic Business Transformations 
on outsourcing and how to maximise results from what you 
spend by finding the right service providers 
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I
n order to run a profitable medical aesthetic business 
today, all business owners must have a wealth of 
knowledge in all areas: marketing, social media, 
customer service, business development, branding, 
astute financial skills, fundamental business skills and, 

of course, exceptional clinical skills. What a tall order!
As a small business owner, I understand that growing your 

business can often feel like an isolating up-hill battle – there 
is too much to do and not enough time to do everything and, 
if you are a new business, then you don’t always have the 
finances to do everything. Whether you are brand new to 
business, or you have been established for some time, the 
chances are you have had to outsource some of the essential 

parts of your business to an expert – someone who will build 
you a website, design you a logo, take care of your phone calls, 
or be responsible for your finances. 

The first thing to get off your own desk is usually your 
bookkeeping. So when you hand over your receipts and 
bank statements to an expert, it is understandable that 
you feel a certain amount of relief and freedom. If you find 
yourself spending hours in front of your computer, sending 
out tweets, posting blogs and tweaking your Facebook ads, 
then at some point, you may also feel the need to outsource 
this area, to free up your time. 

After talking to many medical aesthetic practitioners 
just like you, I’ve learned this: nearly all of them wish they 
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Unfortunately, there  
are many marketers, agencies, 
consultants, advertising sales 

people and other “experts” all very 
willing to convince you to spend 
hundreds or even thousands of 
pounds a month to “get your 
name out there” to “get you 

more patients”

never had to do any marketing, let alone any selling! Let’s 
be honest, you are a medical practitioner, not a sales and 
marketing expert, so if you feel completely out of your 
comfort zone when trying to promote yourself, you are 
not alone. The truth is that the “lucky” medical aesthetic 
practitioners who find themselves in fortunate and 
profitable positions probably didn’t get there by accident 
– they had the right help along the way.

Unfortunately, there are many marketers, agencies, 
consultants, advertising sales people and other 
“experts” all very willing to convince you to spend 
hundreds or even thousands of pounds a month to “get 
your name out there” to “get you more patients”. The 
supplier selection process can be a very complicated 
and emotional undertaking if you don’t know how to 
approach it from the very start. Choosing the wrong 
“expert” could cause you frustration, lost time and 
misunderstandings and, at times, you could feel like you 
are throwing money down the drain. Get it really wrong 
and it could end up in a messy legal battle, which can 
have dire consequences, both to you and to the provider.

FAILURE TO DELIVER
So, if you are not getting the results you want 

from your chosen provider – why is this? One 
of the biggest mistakes I see is business owners not 

taking the time to learn the basics of what they are 
outsourcing and why. A great example of this is 

marketing. Whether you are looking for a new 
website, or someone to do your Google Ad 

Words or social media, the chances are you do 
not have the time or the inclination to learn this 
skill (after all that’s what the experts are for). In 
addition, you may not want to carry out the day-

to-day tasks, so why should you learn about it? 
Regrettably ignorance isn’t bliss. I have seen on 

too many occasions, business owners handing over 
their project with a sigh of relief, only to find that a 

few weeks or months later – they can’t understand  
why it didn’t work when they didn’t get the results and 

return they expected. 
To help combat this, the key fundamental business skills 

I teach my clients are marketing and financial knowledge. 
The overall objective being that if you understand exactly 
what you are outsourcing, then you will be in a better 
position to explain your requirements, objectives, brand, 
values and expectations and be in a better position to 
track and measure the results knowledgeably, without 
relying on someone else’s explanation. 

I am not saying everyone needs to be an expert at 
absolutely everything, let’s face it you probably won’t 

want to design and build your own website,  
but what I am saying is that by under- 

standing the basic fundamentals of 
business (marketing and finance) 

– then you can ensure you are 
outsourcing and delegating 

your project to someone 
you can talk the same 

language to and not 
have the wool pulled 

over your eyes.  > 
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Outsourcing is no longer 
about cutting costs and saving 

money. It is about how to do things 
more quickly and efficiently, getting 

to the market faster than your 
competitors, maximising workforce 

flexibility and gaining access to 
highly qualified employees

CLEAR VISION
If you know that you need help, what can you 
do to ensure you have the best possible outcome? 
The simple fact is this: no one is going to understand 
your vision unless you tell them explicitly what it is. If you 
just say: “Make it kind of look like this” without providing 
specifics, you are likely to be disappointed with the results. 
So, in order to avoid this, you need to figure out exactly what 
it is that you want done. If you want a website designed in a 
certain way – do your own wireframe (i.e. literally draw it out 
on a piece of paper, scan it, and e-mail it to your designer). 
For logos, provide examples of what you’re looking for with 
specific instructions.

When I talk to business owners who have mastered the 
art of effectively managing external service providers, 
the same themes emerge over and over. I’ve condensed 
their advice into the following “Top 12 Best Practices” for  
working with external service providers. Following this 
advice can help you get the most out of your relationships 
with external suppliers, freelancers or contractors – 
whether you use the web to find service providers, are 
requesting and evaluating quotes from suppliers the “old 
fashioned” way or are using word of mouth recommendation, 
the following tips will help you.

HOW TO CHOOSE AN OUTSOURCE COMPANY, 
FREELANCER OR OTHER THIRD PARTY PROVIDER

When you hire a third party, you are essentially choosing 
a partner for your business. The provider should work 
in harmony with your business and have the same type 
of work ethic and dedication to success. The success of 
your project is dependent upon how well you manage 

the process before and after the contract is signed. 
Many companies award the contract to the lowest 

bidder without performing a thorough selection 
process. When things start to fall apart, like 

missed delivery dates, lack of results, or bad 
customer service, the blame-game starts 

and everyone runs for cover. 
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>> Pam Underdown is the founder and owner of Aesthetic Business Transformations, a business growth 
specialist working exclusively to help medical aesthetic business owners increase their profits and reduce 
their costs. Pam has more than 25 years of business development, sales and marketing experience and 
has been specialising in the aesthetics industry since 2005.

By understanding  
the basic fundamentals of 

business you can ensure you 
are outsourcing and delegating 

your project to someone you can 
talk the same language to and 

not have the wool pulled 
over your eyes

Ask for recommendations and if possible, demo the 
product or service before buying. The biggest thing you are 
looking for in this test, aside from actual skill, is reliability. 
Will they get the project done when they say they are going 
to get it done? I can tell you from personal experience that 
there are many skilled workers out there, however, only a 

small portion of them are reliable. When you find the reliable 
ones – make sure that you hold onto them, as they are an 
extremely valuable resource. 

1.  Clearly define the scope and schedule for your project. 
Be specific about what you need delivered and the way in 
which you need the work done. Be clear and realistic about 
your schedule requirements and budget. 

2.   Evaluate a service provider like you would hire a 
full-time employee. Check their references and ask 
for feedback from other clients who have used their 
services. Don’t be afraid to voice any concerns.

3.   Look for specific industry experience. Ideally, the 
service provider you select will have the 
specific experience you are looking for. 
Don’t be somebody’s “guinea pig” 
unless it is clear you are a case 
study and are getting a free or 
low cost service in return. 

4.   Don’t choose a supplier based 
solely on price. Experienced 
buyers usually recommend 
discarding the highest and 
lowest-priced quote. Look 
for a balance of good value, 
quality results, open and honest 
communication, and testimonials.

5.   Carry out your own due diligence. 
A service provider who wants to win 
your business may give you a rough 
concept so you can better understand 
their approach to solving your problem. But never cross 
the line between asking for a mock-up and insisting 
that you get finished work before you pay. No qualified 
professional expects to work for free.

6.   Start small. Start with a project that is relatively small 
and simple in scope to give you a better idea of the 
provider’s style and capabilities before you entrust a 
“mission critical” project to them.

7.   Tie payment to clearly defined project milestones. 
Having scheduled checkpoints to review the status 
of the project is an easy way to ensure that the final 
product meets your standards. 

8.   Negotiate ownership of work up front. For any type of 
outsourced project, make sure that you are clear about 
who owns the resulting work product and any important 
components of that product.

9.  Don’t forget about support after the project is 
complete. Specifying what support is included, or 
negotiating discounted prices for future support can 
save you time, money and headaches later on.

10.  Get it in writing. Make sure that you clearly 
communicate any schedule, scope or payment changes 
and get confirmation from them - in writing - that they 
understand and agree to any changes. Save copies of all 
email exchanges that you have.

11.  Keep things business. A big mistake that you can 
make working with outsourcers is becoming friends 
with them. That might sound strange, but when 
hiring external suppliers regularly, there may come 
a time when you have to fire someone because they 
are not getting the job done. 

12.  Follow up. After the newness of the outsourcing 
relationship wears off, it is human nature to sit back 
and enjoy the ride for a while. Unfortunately, this leads 

to complacency and attention to performance 
can be forgotten. In order to avoid these 

symptoms, set a timetable to review 
your supplier’s performance. 

Outsourcing is no longer about 
cutting costs and saving money. 

It is about how to do things 
more quickly and efficiently, 
getting to the market faster than 
your competitors, maximising 
workforce flexibility and gain-

ing access to highly qualified 
employees. 
When the time comes to let go of 

someone because they aren’t getting 
their work done, if you are emotionally 

attached to them (by having become their 
friend), it makes it much harder for you to fire  

them. You might give them second chance after second 
chance because you don’t want to hurt their feelings. This 
is a mistake.

This is going to sound cold hearted – but what it comes 
down to is this: you have to decide which is more important 
to you – this persons hurt feelings, or your livelihood. If they 
are not getting the work that you need them to get done on 
time, it is their fault that you are firing them, and you should 
not feel bad about it. They are taking advantage of you and 
you need to let them go.

You can access top-notch expertise any time you need 
it without the overhead of hiring full-time staff. By staying 
focused on your core competencies and hiring expert 
freelancers for your other needs, you can compete with 
the delivery capabilities of larger organisations while 
maintaining your independence. AM
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