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ØDefinitions of MC;

ØRoles of MC;

ØReasons for hiring MC and effects;

Ø Internal VS External MC;

ØKey drivers of management consulting demand;

ØMC industry’s dimensions;

Ø Types of MC companies.
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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 

No assistance 
with 
implementation

Assistance with 
managerial tasks 
regarding 
implementation

Assistance with 
non-managerial 
tasks regarding 
implementation

Advice on 
management 
decision

Management 
consultancy 
(narrow 
definition)

Management 
consultancy 
(broad definition) 

Business 
consultancy

No advice on 
management 
decision

Business services Business services

Definitions of MC 
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Management 
consultant

Client 
management  

Recommends 
a solution

Accepts a 
solution

Implements a 
solution

Achieves a 
performance

Assists client 
management with 

solution 
implementation  

From advice to client performance: the chain
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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
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Offerings of 
management 
consultants

Hiring reason Primary effects sought by client

Management 
consultants’ 

knowledge and 
capabilities

Knowledge providing Improve performance (effectiveness and efficiency of client 
organization)

Problem solving Improve performance (effectiveness and efficiency of client 
organization)

Management auditing Improve economics and reduce risks for client organization

Capacity (non-
differentiated)

Relief for internal resource constraints of client organization

Decision validation Legitimacy to overcome opposition against decision
• Benefit for client organization
• Benefit for factions or individuals within client organization

Management 
consultants’ reputation

Win political fight Arguments to win political fight
• Benefit for client organization (macro-politics)
• Benefit for factions or individuals within client organization 

(micro-politics)

Scapegoat No blame for client management or individuals within client 
organization 

Reasons for hiring MC and effects
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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.



Assessing the Management Consulting industry

Source: FEACO-Tor Vergata “Management Consulting in Europe” January 2023
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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



Convergence of 
management 

consultancy  with other 
industries

Competition in the 
management 

consultancy industry

Maturation of demand 
for management 
consultancy  (in 

particular geographies) 

Globalization of  supply 
and demand for 

management 
consultancy   

Development of 
information and 
communication 

technology

4 key development impacting competition
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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

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

Area Differences Implications

Knowledge Internal consultants will 
generally focus on one 
organization. 

Internal consultants will have better client understanding, 
which may benefit in particular expert consultation on 
implementation and process consultation.

External consultants will 
generally work for a broader 
group of clients, which may 
span different sectors.

External consultants will have broader, more varied knowledge 
and skills, which may benefit expert consultation and doctor 
consultation that requires new-to-the-client knowledge and 
skills.

Relation to 
client

Internal consultants are 
subject to the client’s 
hierarchy, whereas external 
consultants operate at arms’ 
length.

External consultants are more suited to provide impartial, 
independent consultancy. However, external consultants may 
also better be used as political ally and scapegoat. 

Reputation Internal consultants may 
develop an internal 
reputation but not a public 
reputation. External 
consultants may develop a 
strong public reputation.

If external consultants have a strong public reputation, they 
may be used as legitimators. 

Cost Internal consultants
generally have lower fees 
than external consultants.

Internal consultants’ cost advantage may in particular be 
decisive if clients need hired hands and large-scale, long-term 
consultation on implementation. 

Internal VS External MC
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