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“In consulting, as in every other industry, the unlocked entryway is 
in the basement of the established firms,” Christensen says, “While 
consulting’s core apparatus is focused on bigger and bigger client 
engagements, small customers are unguarded.”

A new CPG brand trying to figure out how to price its products has 
a fairly routinized problem on its hands. That’s not a problem that 
necessitates a McKinsey-level of involvement — and the company 
can probably get similar results by working with a pricing expert 
sourced through somewhere like BTG.

HOW MANAGEMENT CONSULTING IS FIGHTING BACK

This new focus on execution is why Bain, in 2019, launched NPS 
Prism in collaboration with the SaaS business Qualtrics. The point 
of NPS Prism is to take the idea of Net Promoter Score (NPS), 
which Bain themselves invented, and help companies better 
understand how to improve the customer experience.

Companies can use NPS Prism to compare internal divisional NPS 
to the NPS of other teams, as well as to other companies in their 
industry. Most crucially, they can do all of this independently with a 
SaaS dashboard, without waiting for a team of analysts from Bain 
to deliver the results.

That’s also why McKinsey launched McKinsey Solutions, a suite of 
analytics software products that are sold to and embedded within a 
client. Solutions is a proprietary analytics tool that lets companies 
access some kinds of insights on their own, with McKinsey there 
as an outlet for actually putting those learnings into practice. This 
effectively flips the conventional consulting model on its head.



42Killing Strategy: The Disruption Of Management Consulting

Rather than going to McKinsey for advice, and having them crunch 
the numbers to develop insights, this model allows a company to 
look at data to form its own hypotheses. After that, it can go to 
McKinsey for help making further sense of the data and for how 
best to respond.

If the proliferation of data, expertise, and insight are going to 
threaten Bain and McKinsey’s core value proposition of helping 
businesses get results, it only makes sense for them to hedge 
against this threat.

In this way, with Solutions and NPS Prism, McKinsey and Bain are 
both using their expertise to offer companies better tools instead of 
selling their expertise directly, and charging by the hour.
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One model for the disruption of management consulting could be 
the “inside counsel” revolution that began sweeping the legal world 
in the 1970s.

Corporate legal departments were once regarded as backwaters for 
lawyers. The real clout, and money, lay in outside corporate law firms.

Over time, as outside law firm fees rose higher and higher, 
companies started to look for alternatives. Globalization was 
driving new transnational legal issues, and this increased 
complexity made it beneficial for business leaders to have legal 
support close and on-call at any time. Moreover, with an explosion 
in the general amount of litigation and activism across the world, 
corporations realized they needed to “make” expertise “inside the 
organization,” as attorney Ben Heineman puts it, rather than “buy” it 
outside the organization.

Forty years later, it is usually the corporate GC (general counsel) 
who most closely advises a company’s CEO on legal matters — not 
some senior partner at a corporate law firm. While corporate law 
firms have their purpose, corporations now mostly prefer to keep 
their legal work in-house.

Similarly, consulting and strategy teams could be increasingly 
brought in-house, rather than hired externally.

As Clayton Christensen points out in the Harvard Business Review, 
the inside counsel model is made possible by the fact that general 
counsels and their staff today have access to powerful legal 
workflow and on-demand staffing tools like Axiom. They can get 
customized support from networks like AdvanceLaw. And they can 
outsource more basic tasks like “large-scale document and data 
review” to firms like LeClairRyan, which run leaner and cheaper than 
a conventional law firm.

Disrupting the disruptors
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A lot of the value that traditional management consultants have 
offered their clients has been similarly disrupted by technology. But 
as we’ve seen, consulting firms are nimble. It may help that they 
themselves invented the concept of “disruption.”

Of course, there’s no guarantee that consulting firms will survive 
forever in their current state. Every day, there are more ex-
consultants ready to share their expertise. Every day, the tools 
that companies can use to form their strategy get better and more 
advanced. And every day, consulting firms need to prove that they 
can be relevant in this new world — and not simply the prestige 
name Fortune 500 CEOs hire to get the board off their back.


