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Ev e r y t h i n g  p o i n t s  t o  c o n v e r g e n c e

Once upon a time there was a one-to-one relationship bet ween a professional ser vices firm’s t ype and the kind of work 

it  did: Strateg y was done by strateg y firms, technolog y was done by technolog y firms. But for the last 20 years,  the 

consulting world has been changing. Attrac ted by grow th markets outside their core business,  technolog y firms moved 

into change management and process improvement, even as strateg y firms moved into operational excellence. More 

recently,  massive investment in digital transformation has opened the door to even greater diversification, not just 

within management consulting, but bet ween management consulting and a wide array of other professional ser vices.

At the hear t of this is convergence: A s we argued in our previous white paper,  professional f irms of all  shapes and sizes 

are eyeing up oppor tunities to expand into new markets with the result that it ’s becoming increasingly dif ficult—and 

pointless—to say where one t ype of firm star ts and another finishes.
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Tr a d i t i o n a l  m a n a g e m e n t  c o n s u l t i n g  s e r v i c e s

And at the hear t of convergence 

is management consulting. With 

consistently higher margins and 

stronger grow th trajec tories than many 

other par ts of the professional ser vices 

market,  consulting has become a 

magnet for other t ypes of firms. But 

the process works both ways: It  also 

means that consulting firms are in an 

immensely impor tant position and—if 

they play their cards right—will  stand 

to gain far more than they lose from 

this rapidly evolving environment. 
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Innovative approach

The methodologies the firm uses

Account management process

Qualit y of thought leadership

Breadth of the firm's ser vices

Abilit y to implement

Brand and reputation

Culture

Prices

Responsiveness and flexibilit y

Abilit y to match suitably 
qualified people to projec t s

Sec tor knowledge and exper tise

Speed of deliver y

Global reach

Qualit y of the firm's subjec t 
matter exper t s

Abilit y to create stakeholder 
alignment

T h e  b r e a d t h  o f  a  f i r m ’s  s e r v i c e s  i n  p a r t  d e t e r m i n e s 

i t s  a b i l i t y  t o  i n n o v a t e

Over the last four years,  our research has 

consistently shown that a firm’s abilit y to 

be innovative is the most impor tant fac tor 

clients take into account when deciding 

which consulting firms to hire.

But innovation doesn’t happen in isolation. 

In clients’  eyes,  it ’s strongly linked to 

prac tical application (the methodologies a 

firm uses),  the abilit y to integrate dif ferent 

perspec tives (which lies at the hear t of good 

account management),  the depth of thinking 

demonstrated by a firm’s exper ts,  and the 

breadth of ser vices a firm can deploy.
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The  relative  imp or tance  of  at trib ute s  cl ie nt s  take  into  acco unt 
whe n  deciding  which  consulting  f irm  to  hire

Data: Based on over 8 , 0 0 0 resp onses from senior executives 

in a range of major consulting market s aroun d the world, 

gathered in N ovemb er/ D ecemb er 2019. Resp on dent s were 

asked to selec t the t wo mos t imp or tant at trib utes .
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C o n s u l t i n g  f i r m s  h a v e  d i v e r s i f i e d  i n s i d e  t h e 

c o n s u l t i n g  s p a c e
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Consulting firms have responded to clients’  desire 

to see dif ferent capabilities woven together into 

new, more innovative solutions by diversif ying 

within the consulting space, with technolog y 

firms moving into strateg y, strateg y firms moving 

into technolog y, and operational f irms moving in 

both direc tions at once. 

The char t to the right demonstrates the impac t 

this has had by indicating the approximate 

propor tion of chargeable staf f with dif ferent 

management consulting capabilities in three real 

f irms: a technolog y firm, a strateg y firm, and a 

Big Four firm. While the heritage of each firm is 

still  clear,  all  three do something of ever y thing. 

Frustratingly,  responding to one problem has 

created another: By adding more capabilities, 

clients are no longer sure what a firm excels in.
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B o l d l y  g o i n g  w h e r e  n o  c o n s u l t i n g  f i r m s  h a v e  g o n e  b e f o r e

But as they broaden their por t folio of 

ser vices,  consulting firms have gone fur ther.

This version of the same char t shows 

how high-grow th ser vices,  such as 

digital transformation, analy tics,  and 

c ybersecurit y,  all  of which require a 

multidisciplinar y approach to be ef fec tive, 

have changed the range of work consulting 

firms can now claim to do. All  three now 

of fer capabilities not t ypically associated 

with consulting firms. 

A gain,  the attempt to solve one problem—

of fering a more genuinely multidisciplinar y 

approach—has made another problem worse. 

Consulting firms have yet to find a clear way 

of ar ticulating what they do—do well  and do 

dif ferently—to the market. 

Clients can now reasonably claim to be 

even more bamboozled: Can a consulting 

firm be as good at marketing as a creative 

agenc y? Can it code as well  as a sof t ware 

engineering firm? 
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