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Management Consulting …

Harvard Business Review, 1938 
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Management Consulting …

Harvard Business Review, 1982 
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Definition

Management consulting is defined as:
• an independent professional advisory service assisting managers and 

organizations 
• to achieve organizational purposes and objectives 
• by solving management and business problems, identifying and seizing 

new opportunities, enhancing learning and implementing changes 
(Kubr, 2002: 10) 

Management consulting includes a mix of:
- Advisory
- Support to implementation

A Management consulting firm/consultant qualifies with respect to:
- specific topics/tools
- specific industries 



Role Description

Expert Provide knowledge to solve problem defined by client 

Doctor Identify and solve problem for client

Facilitator Provide process which client can use to identify and solve  a 
problem

Hired hand Provide temporary capacity for client, not related to specific client 
problem

Legitimator Provide legitimacy to a client’s solution which other stakeholders 
oppose

Political
weapon

Provide arguments for client’s position in a political fight

Scapegoat Take blame for a client’s solution that is not in the interest of other 
stakeholders 

Roles of MC in client perspective

Course of Management Consulting Prof. Corrado Cerruti

Industrial goods & services

Private equity* 

Airlines & transportation

Stra
tegy  

Organizatio
n

Inform
atio

n 

technology

Corporate renewal

Perfo
rm

ance 

improvement

Mergers & 

acquisitio
ns

Customer stra
tegy 

& marketin
g

Results delivery**

Financial services

Metals & mining

Private equity

Social & public sector

Telecommunications

Consumer products

Healthcare

Media

Oil & gas

Retail

Technology

Social & public sector

Telecommunications

Client sectors

Service lines and client industries

Matrix of service lines 
and client sectors

Clients interact with the
MC based on the
expertise of the
company (its partners)
in each box of the
matrix.

The young consultant
after a few projects
specializes in a few box
of the matrix to build up
his/her expertise.
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Service lines - Definitions
Strategy
• Corporate and business planning, business modelling, market analysis and strategy
• Valuation, M&A planning, advisory in major financial transactions M&A,IPO, Restructuring, etc.
• Governance of major company wide transformation/restructuring programs.

Operations: 
• Consulting on organizational development.
• Consulting on company supply chain, including manufacturing, R&D, product development, procurement and logistics.
• Business process reengineering of major operational processes.

Sales and Marketing: 
• Customer insight and relationship management
• Sales and channel management
• Product portfolio management and branding
• Digital marketing

Finance and Risk Management: 
• Development of planning, budgeting and performance management models
• Optimization of finance and administration departments
• Analysis, measurement and optimisation of enterprise risks (credit, market, operational, environmental, quality, etc.)
• Support in addressing regulatory requirements and in developing compliance management

People and Change:
• Consult to HR department
• Support in change management program

Technology
• IT strategy and organization; Technology and application architecture
• Data Centre technology and operations; IT Network and security
• Use of new technologies for business

Assessing the Management Consulting industry

Source: FEACO-
Tor Vergata 

“Management 
Consulting in 

Europe” January 
2023
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Client industries - Definitions 
Consumer and Industrial Products:
• Consumer goods: food and beverage, automobiles, personal & household goods;
• Industrial goods: construction and materials, general industrials, aerospace and defence, 
• Pharmaceutical & biotech 
• Technology hardware and equipment

Financial Services:
• Banks, insurance, real estate
• Other investment and finance services

Telecoms and Media:
• Telecommunications
• Broadcasting, entertainment, publishing

Energy and Utilities:
Oil & gas, utilities
Chemical and basic resources

Other Services:
• Retail, travel & leisure
• Private health care services
• Software and computer services, business services

Public Sector:
• Central government
• Local/ regional government
• Supranational institutions (EU, WB, EIB, etc.)
• Public health care 

Assessing the Management Consulting industry

Source: FEACO-
Tor Vergata 

“Management 
Consulting in 

Europe” January 
2023



Brain consultancy

Procedure consultancy
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Software based 
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4 types of MC
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1. Brain Consultancy: solving new client problems requires large effort. Consultants have to
invent the wheel. They have to be smart and creative to come up with new solutions.

2. Grey hair consultancy: Consultans may exploit their experience to solve client problems. It is
appropriate for client problems that have been solved before.

3. Procedure Consultancy: Procedures take the form of methods, tools and techniques. If
consultants can codify their knowledge in procedures, they no longer have to rely on
experienced, grey hair consultancy.

4. Software-based consultancy: MC may attempt to codify their knowldge into software (e.g.
analatycs software to diagnose client problems).

Brain consultancy

Procedure consultancy

Grey hair consultancy

Software based 
consultancy

Familiarity of client’s problem 
to consultant

Level of 
codification of a 
consultant’s 
solution

Low

Low

High

High

Where McKinsey is competing
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BCG main contributions to the foundations of
management knowledge



Digital Transformation can be described as the impact on
the society (and on the companies and their relationships
with the customers) of digitalization.

Digital Transformation

Source: Nils Urbach and Maximilian Röglinger, Digitalization cases, 2019

Digital Transformation: what & how
a. Reconfiguring the customer value proposition (what is being

offered)
b. Reshaping the operating model (how it is delivered).



Source: Assoconsult Annual Report 2021/22

Digital transformation related consultancy

Important Marginal but growing

Digital transformation related consultancy presents roughly 1/3 of the overall 
Italian consulting market.
70% of the the digital transformation projects (in value) is managed by large
consulting companies

Disruption in the Consulting industry

Source: Christensen et al., Consulting on the cusp of disruption, Harvard Business Review, Oct. 2013



Disruption in the Consulting industry

Source: Christensen et al., Consulting on the cusp of disruption, Harvard Business Review, Oct. 2013

MC’s fundamental business model has not changed in more 100 years. It has always
involved sending smart outsiders into organizations for a finite period of time and asking
them to recommend solutions for the most difficult problems confronting their clients.

Now, the same forces that disrupted so many businesses are starting to reshape the
world of consulting. Early signs of this pattern in consulting industry include increasingly
sophisticated competitors with nontraditional business models that are gaining
acceptance. However, we are still early in the story of consulting’s disruption.

are being eroded 
by the market

The stability’s factors of MC industry:

OPACITY 
(it means the difficult for 

clients to judge a 
consultancy’s performance 

in advance) 

AGILITY 
(this allows MC 
firms to move 

smoothly from big 
idea to big idea) 

Disruption in the Consulting industry:
alternative business models

Source: Christensen et al., Consulting on the cusp of disruption, Harvard Business Review, Oct. 2013
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New MC business models
IT enabled

Value-added 
process 
business

Facilitated 
network

Value proposition: 
offer end-to-end 

solutions 

Value creation: 
take a coordinating 

role in the ecosystem 

Value proposition: 
integrate digital 

assets in their core 
offering 

Value creation: 
acquiring and 

retaining digital 
talents through M&A

Catalysts of 
ecosystem

Business-wise 
algorithms

Physical vs. Virtual
PARADOX

Human vs. Algorithms
PARADOX

MCFs
One-stop shop

Business model innovation in global MCFs

Source: Business model innovation and digital transformation in global management consulting firms, 2021
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AI impact on MC activities
(according to ChatGPT – May 2023 – 12 version)

AI has the potential to significantly impact MC industry in several ways:

1. Data analysis and insights

2. Automation of repetitive tasks

3. Enhanced decision-making support

4. Expertise augmentation

5. Client interaction and engagement

6. Industry-specific applications

Overall, AI has the potential to augment and transform the management 
consulting industry, enabling consultants to provide more data-driven 
insights, improve decision-making, and deliver enhanced value to their 
clients.

However, it's important to note that while AI can bring numerous benefits, 
there are also considerations and challenges. These include ethical 
implications, data privacy concerns, potential job displacement, and the 
need for human judgment and creativity in problem-solving.



The “Big Four” & AI
(not only in consulting)

All four firms have implemented AI solutions in a variety of areas, such as 
audit, tax, and advisory services, as well as other areas such as supply chain 
management, risk management, and human resources.

All four firms have reported improvements in accuracy, efficiency and 
effectiveness of their tasks, and their overall performance.

All four firms attempt to gain a clear understanding of the specific 
problems that can be solved by AI implementations.

All four firms have invested in the development of AI utility for their futures

Source: Amin Abolhassani, MScBA Thesis on Artificial Intelligence in MC - the Case of “The Big Four”

Examples of AI used by the “Big Four”

KPMG has developed several AI-based systems, such as KPMG Ignite
KPMG Ignite is a powerful blend of platform, portfolio and people designed to accelerate 
your artificial intelligence (AI) efforts.
https://advisory-marketing.us.kpmg.com/speed/ai-ignite.html

EY Has developed several AI-based systems, such as EY Canvas
Our global audit analytics platform allows analytics to be embedded into every significant 
aspect of the audit
https://www.ey.com/en_gl/audit/technology/helix

PwC has developed several AI-based systems, such as: DataRobot, PwC 
GL.ai or PwC Halo:
Reimagining your audit experience with Halo
https://www.pwc.com/mu/en/services/assurance/risk-assurance/tech-assurance/general-ledger-audit.html

Deloitte has established Deloitte AI Institute
Connecting enterprises through perspectives and analysis to the entire AI ecosystem
https://www2.deloitte.com/us/en/pages/deloitte-analytics/articles/advancing-human-ai-collaboration.html
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GLG Professional Services as consulting platform
https://glg.it/professional-services-firms/

Business Talent Group as consulting platform
https://businesstalentgroup.com

Wikistrat – (expert) crowdsourced consultancy
https://www.wikistrat.com/

McKinsey Solutions
https://www.mckinsey.com/solutions

Inspirient for Advanced Analytics/AI
https://www.inspirient.com/

Quantumblack for Advanced Analytics/AI (McKinsey)
https://www.quantumblack.com/

Examples of disruptors in MC

IBM/Myinvenio for process mining
https://www.my-invenio.com

Salesforce for CRM
https://www.salesforce.com/?ir=1

SAP Analytic Cloud 
https://www.sap.com/uk/products/cloud-analytics.html


