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Agenda

ØDigital Transformation overview;

ØKnowledge Management in a MC firm;

ØDisruption in Management Consulting;

Ø Emerging digital business models;

ØAI impact on Management Consulting.



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).



Assessing the Management Consulting industry

Source: FEACO-

Tor Vergata 

“Management 

Consulting in 

Europe” January 

2023

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



M. T. Hansen, N. Nohria, T. Tierney. “What is your strategy for managing knowledge?” – Harvard Business Review, March-April 1999
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Leveraging people and relationships

Knowledge Mgmt strategies in a MC firm

M. T. Hansen, N. Nohria, T. Tierney. “What is your strategy for managing knowledge?” – Harvard Business Review, March-April 1999



Other support functions outsourced 

HRM (excluding recruitment): in-house

Knowledge  management: in-house   

Recruitment: in-house

Sales: 
in-
house

Marke-
ting: in-
house

Imple-
mentation 
assistance 
(optional): 
outsourced

Client relationship 
management: in-
house

Advice 
gene-
ration: 
solution 
for client: 
out-
sourced

Project 
design: 
in-
house

Data
Analysis: 
out-
sourced

Data 
collec-
tion: 
out-
sour-ced  

Primary activities

Support
activities

Margin

Margin

Firm leadership in-house
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Because of some drivers (e.g. Client sophistication; Development in ICT) it is possible
to build partial value chain by outsourcing and by offshoring. The main consequences
are: growth of competition and transparency in consulting offerings and fees.

Disaggregation of the value chain

Alternative approaches to leverage 
on new digital technologies

Source: Volker (Eds.) (2018) Digital Transformation of the Consulting Industry



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

Source: Christensen et al., Consulting on the cusp of disruption, Harvard Business Review, Oct. 2013
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Solutions featuring greater predictive technology and automation will only get better
with time. What’s more, data analytics and big data radically level the playing field of any
industry in which opacity is high.

The big data company can automatically evaluate vast amounts of data, identify 
stastically relevant insights, and present them through an animated briefing, rendering 
the junior analyst role obsolete. These companies, most of them are startups, lack the 

brand reputation of the incumbents and are as partners to them.  

This disruption is creating new business models,
challenging the incumbents, especially those who
are not willing or capable to change!

Disruption in the Consulting industry



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



Alternative approaches to 
new digital business models for MC firms
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The management consultancy cycle
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Project design
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Implementation 
assistance

This is the 
starting point 

of contract 
execution
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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


