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Executive Summary

Any organization that operates in an environment of increasing regulatory complexity, across
financial services, trade compliance, cross-border operations, and data governance, should
consider how to strengthen its risk and compliance capabilities, the question often becomes: Do we
hire, or do we bring in a specialist consultant? This case study provides a clear, evidence-based
solution: with scope, speed, and cost-efficiency, why organization requires consultant services to
consistently outperform full-time hiring, delivering better outcomes at 40—60% of the cost and in a
fraction of the time.

1. The Challenge

Organizations operating across international markets, managing complex trade and financial flows,
and subject to overlapping regulatory frameworks, face a specific and growing risk: the gap
between what regulators expect and what internal teams are equipped to deliver.

This gap is typically filled in one of two ways:

» Hiring a full-time compliance or risk professional
* Engaging a specialist consulting firm with sector expertise

On the surface, hiring seems like the logical, long-term investment. In practice, it is often the slower,
costlier, and riskier path, especially for SMBs and mid-sized organizations that cannot afford the
luxury of a 6-month ramp-up or the hidden costs of a misaligned hire.

2. The Hidden Cost of Hiring

Most organizations underestimate the true cost of a full-time compliance or governance hire. When
they account for the complete picture, the numbers tell a different story:

Cost Category Full-Time Hire (Annual) Consultant Equivalent

Base Salary / Fees CAD $110,000 CAD $65,000
Benefits & Payroll Taxes CAD $22,000 Included

Recruitment & Onboarding CAD $15,000 Nil



Training & Certification CAD $8,000 Included

Tools, Licenses & Overhead CAD $10,000 Included
Compliance Gap / Error Risk CAD $25,000 est. Minimized
TOTAL ANNUAL COST CAD $190,000 * CAD $65,000-85,000 *

The calculated cost is based on market information and cannot be used as benchmark

Key Insight

The true annual cost of a full-time senior compliance hire in Canada often exceeds CAD
$190,000 when recruitment, training, overhead, and compliance gap risk are factored in. A
consultant delivering equivalent output typically costs CAD $65,000-$85,000, a saving of
over $100,000 annually.

Beyond the numbers, there are structural costs that don't show up on a payroll report:

If the hire leaves within 18 months, a common occurrence in compliance roles, you restart the
entire process and absorb the cost again

Regulatory knowledge in an employee degrades if continuous training isn't funded and
enforced

A single compliance failure caused by a knowledge gap can result in regulatory fines that
dwarf the cost of consulting

3. Time Is a Risk, The Speed Advantage of Consultants

In governance and compliance, time is not neutral. Every week your organization operates without
the right controls in place is a week of exposure, to regulatory penalties, audit findings, and
reputational risk.

m Full-Time Hire Consultant Services

Weeks 1-2 Job posting, sourcing, agency Scope defined, work begins
fees

Weeks 3-6 Interviews, assessments, Risk framework delivered
selection

Weeks 7-10 Offer, background checks, notice Compliance gaps identified &
period prioritized

Months 3—4 Onboarding, system access, Remediation underway
orientation

Months 5-6 Training, ramping, first Full compliance posture achieved
deliverables

Month 7+ Finally operating independently Ongoing advisory support active



The Time Cost of Hiring

On average, any organization would wait 5—7 months before seeing meaningful compliance
output from a new full-time hire. During that window, operations are exposed. A consultant
begins delivering value in Week 1, not Month 5.

4. Head-to-Head: Hiring vs. Consulting

The following comparison evaluates both approaches across the dimensions that matter most:

m Full-Time Hiring Consultant Services

Time to Productivity

Total Annual Cost

Regulatory Knowledge

Scalability

Risk of Knowledge Gap

Compliance Currency

Accountability

Overhead

3—6 months (recruit +
onboard + train)

CAD $120K-$180K (salary +
benefits + overhead)

Must be developed over time;
varies by hire

Fixed headcount; slow to
scale up or down

High if employee exits

Requires ongoing training
investment

Internal, harder to enforce
SLAs

HR, payroll, benefits, space,
tools

Immediate, expertise
deployed from Day 1

CAD $60K-$100K for
equivalent output

Pre-built, current, cross-
sector expertise

Flexible, scale by project or
phase

Low, team continuity built in

Continuously updated, part of
the service

Contractual, performance-
based

None, fully absorbed by
consultant

The consulting model wins across nearly every dimension, not because hiring is inherently wrong,
but because for compliance and governance functions specifically, the requirements favor
specialized, scalable expertise over permanent headcount.

5. The Regulatory Complexity Argument

As an example, if your organization operates in a regulatory environment that spans:

* Cross-border trade and customs compliance (Canada-US-international)

* Financial reporting and anti-money laundering (AML) obligations

» Data privacy requirements under PIPEDA, GDPR, and state-level US laws
» Sector-specific requirements depending on clients in BFSI or healthcare

* Third-party vendor and supply chain oversight requirements

No single full-time hire carries expertise across all of these domains simultaneously. The regulatory
landscape is too broad and evolving too fast. A consultant team, or a specialist consultant with the
right network, provides:



» Cross-domain expertise that a single hire cannot replicate

» Current knowledge of regulatory changes (not dependent on internal training budgets)

» Access to peer benchmarks and sector-specific best practices

» The ability to bring in specialists for specific regulatory challenges without adding headcount

The Expertise Gap

Hiring one compliance professional gives you one person's expertise, limited by their
background, their last employer, and the last course they attended. Engaging a consultant
gives you a body of current, cross-sector regulatory knowledge that is continuously updated
and battle-tested across multiple client engagements.

6. Risk Concentration vs. Risk Distribution

One of the least-discussed risks of full-time hiring is knowledge concentration, the organizational
dependency on a single person for critical compliance functions.

When compliance knowledge lives in one employee:

* Resignation creates an immediate compliance gap
+ lliness, leave, or burnout reduces your compliance capacity
+ Disagreements with leadership can compromise the integrity of risk reporting

* The organization's compliance posture is only as strong as that one person's current
knowledge

Consulting distributes this risk across a team, a firm, and a broader network. Continuity is built into
the engagement. Regulatory updates are absorbed at the firm level, not dependent on individual
initiative.

What Happens When Your Compliance Hire Resigns?

One resignation triggers months of operational vulnerability: knowledge walkout, recruitment
restart, re-onboarding, and potential audit exposure in the gap. A consulting engagement
has no single point of failure, continuity is contractual, not personal.

7. Flexibility That Scales

As the business grows, expands into new markets, acquires clients in regulated sectors, or
navigates one-time regulatory events (audits, certifications, new requirements), its compliance
needs will shift.

Consulting services flex with those needs:

* Intensive support during an audit or regulatory review - without a permanent headcount
increase

» Lighter advisory support during steady-state periods - without paying for idle capacity

» Specialist deployment for specific projects (GDPR readiness, AML framework, SOC 2
preparation)



+ Strategic counsel for leadership and board-level governance conversations

A full-time hire cannot flex this way. You pay the same salary whether it is a crisis month or a quiet
quarter. You absorb the full cost of their expertise even when you only need 20% of it.

8. The Strategic ROI Case

The return on investment for consulting services operates across three dimensions:

8.1 Direct Cost Savings

As demonstrated in Section 2, consulting delivers equivalent or superior output at 40-60% of the
total cost of a full-time hire, a saving of CAD $100,000+ annually for a senior compliance role.

8.2 Risk Avoidance Value

A single regulatory penalty for a mid-sized organization in Canada or the US can range from CAD
$50,000 to $5,000,000+, depending on the violation. The consulting model, with its current
regulatory knowledge and structured framework, materially reduces the probability of a compliance
failure that triggers enforcement.

8.3 Strategic Enablement Value
Organizations with strong, credible compliance postures:

» Win contracts with regulated-sector clients (BFSI, healthcare, government) that require
vendor compliance certifications

» Access better financing terms (lenders and investors view compliance maturity as a credit
indicator)

» Negotiate from a position of strength with regulators rather than reacting defensively
+ Attract talent that values governance-oriented leadership

The Compounding ROI of Compliance Maturity

Consulting is not just about avoiding fines, it is about enabling organization to pursue higher-
value business relationships, win trust with regulated-sector clients, and build the governance
credibility that accelerates growth. This is where compliance shifts from a cost centre to a
competitive advantage.

9. When Hiring Does Make Sense

In the interest of intellectual honesty, this case study acknowledges that full-time hiring has its
place. Organizations should consider a permanent compliance hire when:

» Compliance functions are sufficiently large to require full-time operational management
(typically >500 employees with complex, multi-jurisdictional compliance obligations)

* Regulatory requirements mandate an internal compliance officer by statute (rare, but
applicable in some banking charter or insurance contexts)

* The organization has already reached governance maturity and needs embedded execution,
not advisory expertise



10. Recommendation for JSK Overseas Inc.,

Based on this analysis, an organization should engage specialist consulting services for its
governance, risk, and compliance functions for the following reasons:

Immediate impact, expertise deployed in days, not months

Superior cost efficiency, 40—60% of the true cost of hiring

Broader expertise, cross-domain regulatory knowledge no single hire can match
Resilience, no single point of failure; continuity is contractual

Flexibility, scales with business needs without headcount consequences
Strategic ROI, enables regulated-sector growth, not just risk avoidance

A Final Thought

Hiring a full-time professional feels safe and permanent. But in compliance, safe and permanent
are often illusions. Regulatory environments change. Talent leaves. Knowledge gaps emerge.

Consulting builds a foundation that is faster, leaner, more resilient, and ultimately more effective,
giving the compliance posture it needs at the price point a growing organization can sustain.

This case study was prepared based on industry benchmarks, regulatory best practices, and governance advisory
experience across BFSI and healthcare sectors in Canada and the United States.
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