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GENERATIVE AI AND THE NEXT ERA OF 
MANAGEMENT CONSULTING1 

Executive Summary 

Generative AI (GenAI) is poised to fundamentally reshape management consulting over 

the next five years. This report explores how AI-driven tools are transforming consultants’ work, 

altering firm structures, and changing client expectations globally. Key findings include: 

• AI-Augmented Consulting: GenAI is accelerating research, data analysis, and report 

generation. Consultants using AI have been shown to complete tasks ~25% faster and 

with 40% higher quality hbs.edu, as AI quickly sifts through “oceans of data” to deliver 

insights free of human bias mckinsey.com. AI chatbots and assistants enable real-time 

client engagement, delivering personalized insights at scale corporate-

blog.global.fujitsu.com. Rather than fully automating consulting, AI is best used 

to augment human experts – handling repetitive work and suggesting ideas – while 

consultants focus on judgment and context. Indeed, when consultants relied on AI 

 
1 This is Chapter 5 of Co-Intelligence Applied, an anthology co-created in February 2025 by 

OpenAI’s Deep Research in cahoots with Robert Klitgaard of Claremont Graduate University. 
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beyond its competence, their accuracy dropped (19 percentage points lower on a task 

outside AI’s scope) hbs.edu, underscoring the need for human oversight. 

• Future of Work – Evolving Roles and Skills: The consultant’s role is shifting from 

manual analysis to AI-supported interpretation. While AI handles data crunching, 

consultants are spending more time interpreting AI outputs, providing strategic guidance, 

and navigating the human aspects of engagements corporate-blog.global.fujitsu.com. 

Firms are restructuring teams accordingly: fewer entry-level analyst roles are needed as 

GenAI performs those tasks faster and cheaperzrgpartners.com, whereas demand is rising 

for AI-savvy strategists and domain experts. Consultants must develop new skills – 

technical literacy to leverage AI, and strong soft skills (critical thinking, communication, 

ethics) to validate AI findings and maintain client trust corporate-blog.global.fujitsu.com. 

Ethical governance is paramount: consultants must guard against AI bias, ensure 

transparency in AI-generated advice, and protect sensitive data corporate-

blog.global.fujitsu.com. Clients need confidence that AI-enhanced insights are accurate 

and fair, requiring robust quality controls (e.g. mitigating “hallucinations” – AI’s 

plausible but false outputs pwc.com). 

• Changing Client Demand and Competitive Landscape: Clients are increasingly “AI-

powered” themselves and expect their consultants to be the same. 86% of consulting 

service buyers are actively seeking advisors that use AI and technology in their approach 

consultancy-me.com. In fact, 66% say they would drop consulting firms 

that don’t incorporate AI consultancy-me.com. Some organizations are even building 

internal AI-driven consulting capabilities, using self-service analytics tools for strategy 

and problem-solving. New AI-native competitors (from tech firms to data-focused 

https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=significantly%20from%20having%20AI%20augmentation%2C,Further%2C%20our%20analysis%20shows%20the
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=The%20integration%20of%20Generative%20AI,human%20aspects%20of%20consulting%20engagements
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=This%20means%20that%20fewer%20workers,needed%20to%20close%20the%20sale
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=Consultants%20are%20now%20required%20to,delivering%20actionable%20recommendations%20to%20clients
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=recommendations
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=recommendations
https://www.pwc.com/us/en/tech-effect/ai-analytics/ai-hallucinations.html#:~:text=Trust%20in%20GenAI%20requires%20all,have%20no%20basis%20in%20reality
https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=recent%20study%20by%20IBM%2C%2086,incorporate%20AI%20and%20technology%20assets
https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=66,both%20organizations%20and%20their%20clients
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consultancies) are challenging the giants by offering faster, data-driven solutions. For 

example, autonomous AI agents can now optimize business operations 24/7 without 

human input, threatening to disrupt consulting’s traditional labor-intensive model 

datadriveninvestor.com. In response, leading consultancies are investing heavily in AI 

– Accenture is pouring $3 billion into AI and doubling its AI talent to 80,000 people 

ciodive.com, while Bain & Company forged an alliance with OpenAI to embed GPT-4 

into its client work bain.com. Traditional firms are productizing services and forming 

partnerships to remain indispensable, blending AI’s efficiency with their industry 

expertise. 

Recommendations: Consulting executives should urgently integrate GenAI into their 

workflows, upskill their workforce, and develop robust AI governance (bias checks, data 

security) to meet client expectations and outperform competitors. Business and government 

leaders (as clients) should leverage AI tools for routine analysis but continue to rely on 

consultants for high-level strategy, contextualization, and change management. Both sides must 

collaborate to use AI responsibly and creatively, ensuring that human judgment amplified by AI 

delivers better outcomes than either alone. Detailed recommendations and an AI integration 

playbook are provided at the end of this report. 

 

Introduction 

The management consulting industry stands at an inflection point. Generative AI – 

algorithms capable of producing human-like analysis, text, and insights – is heralding what 

Bain’s CEO calls an “industrial revolution for knowledge work” bain.com. Just as past 

https://www.datadriveninvestor.com/2024/11/28/while-consulting-sleeps-ai-becomes-their-nightmare/#:~:text=No%20wage%20negotiations
https://www.ciodive.com/news/Accenture-AI-investment-double-workforce-layoffs/652867/#:~:text=,of%20its%20workforce
https://www.bain.com/about/media-center/press-releases/2023/bain--company-announces-services-alliance-with-openai-to-help-enterprise-clients-identify-and-realize-the-full-potential-and-maximum-value-of-ai/#:~:text=The%20alliance%20builds%20on%20Bain%E2%80%99s,and%20processes%20to%20improve%20efficiency
https://www.bain.com/about/media-center/press-releases/2023/bain--company-announces-services-alliance-with-openai-to-help-enterprise-clients-identify-and-realize-the-full-potential-and-maximum-value-of-ai/#:~:text=first%20company%20to%20engage%20with,alliance%2C%20Bain%20also%20announced%20today
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technology waves (from spreadsheets to big data) changed how consultants operate, GenAI 

promises to automate tedious tasks, surface deeper insights, and even challenge the traditional 

consulting business model itself. 

This report provides a high-level but thorough analysis of how GenAI is reshaping 

consulting worldwide, looking ahead five years. We examine three key dimensions: (1) the 

advent of AI-powered consulting tools and their impact on research, analytics, and client 

interactions; (2) the future of work within consulting firms – how roles, skills, and ethics are 

evolving in an AI-centric era; and (3) shifts in client demand and competitive dynamics, as both 

clients and new entrants leverage AI (raising the question “Will AI eat consulting’s lunch?”). 

Throughout, we cite real-world examples – successes and failures – of AI adoption in consulting, 

and we offer practical guidance. 

While GenAI offers transformative potential, its adoption comes with challenges. 

Consulting is a “people business” built on trust, expertise, and bespoke advice. How can 

algorithmic assistance enhance, rather than diminish, these qualities? Which aspects of 

consulting can be automated, and which demand the nuanced understanding of humans? How 

will consulting firms maintain their relevance when clients have AI at their fingertips? We 

address these questions, drawing on the latest data and case studies. Finally, we outline a five-

year vision for AI-driven consulting and provide an action playbook for consulting leaders and 

their clients to thrive in this new landscape. 

AI-Powered Consulting Tools: Augment or Automate? 

Generative AI is rapidly becoming an everyday tool in the consultant’s toolkit. From 

gathering research to crunching numbers to drafting reports, AI-powered tools are transforming 
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how consultants deliver value. This section explores how GenAI is augmenting (and in some 

cases automating) core consulting activities, including client engagement and strategic decision 

support. 

Transforming Research, Analysis, and Report Generation 

Consultants traditionally spend significant time on research – collecting market data, 

poring over financials, interviewing experts – and then analyzing and summarizing findings. 

GenAI dramatically accelerates these steps. Large language models (like GPT-4) can swiftly 

synthesize vast datasets and generate coherent summaries or insights. In a groundbreaking 

experiment at Boston Consulting Group (BCG), 758 consultants were given access to GPT-4 for 

realistic client tasks. The results were striking: consultants using GenAI completed 12% more 

tasks on average, finished them 25% faster, and produced outputs judged 40% higher in 

quality than a control group without AI hbs.edu. In other words, an AI assistant can boost 

productivity and thoroughness, freeing consultants from grunt work to focus on higher-level 

analysis. BCG’s study noted that both high-performing and average consultants benefited from 

AI augmentation – those who initially lagged in performance improved the most (a 43% 

improvement), suggesting AI can help raise the floor for junior staff hbs.edu. 

AI isn’t just making work faster; it’s tackling tasks once considered too time 

intensive. Strategy development often requires analyzing “oceans of data” for patterns and 

trends – something AI excels at. EY consultants report that generative AI can parse massive data 

sets and formulate strategic recommendations in minutes, work that used to take large teams 

months zrgpartners.com. As one EY partner noted, AI now provides real-time insights from 

data, enabling consultants to make informed decisions on the fly zrgpartners.com. For example, 

a GenAI system can ingest a client’s financial reports, market research, and consumer feedback, 

https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=consultants%20using%20AI%20were%20significantly,across%20the%20skills%20distribution%20benefited
https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=consultants%20using%20AI%20were%20significantly,those%20above%20increasing%20by%2017
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Generative%20AI%20is%20revolutionizing%20the,consultants%20to%20make%20informed%20decisions
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Historically%2C%20this%20type%20of%20work,consultants%20to%20make%20informed%20decisions
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and then instantly highlight growth opportunities or inefficiencies that a human might take 

weeks to identify. This data crunching prowess helps overcome human limitations like selective 

attention or bias, ensuring decisions consider a broader fact base. McKinsey observes that AI 

tools can “pull insights out of oceans of data” and thereby help executives avoid cognitive biases 

in decision-making mckinsey.com. Rather than relying on gut feel or limited sample analyses, 

consultants armed with AI can base strategies on comprehensive evidence, reducing errors from 

confirmation bias or flawed assumptions. 

Report generation – turning analysis into polished presentations – is another area being 

turbocharged by GenAI. Today, AI-driven tools can draft well-structured reports, complete with 

charts and narrative, based on a consultant’s inputs or raw data. This has the potential to save 

significant time in producing client-ready documents. For instance, AI can automatically create 

an executive summary or slide deck outline from a detailed research document, ensuring key 

points aren’t missed. According to industry experts, “AI-driven tools can create summaries, 

executive overviews, and detailed analysis based on raw data, freeing up consultants to focus on 

higher-value tasks.” lmsportals.com. BCG has developed an internal “Enterprise GPT” system 

that synthesizes information across the firm’s knowledge base and client data, enabling 

consultants to generate first-draft reports or insights in days instead of weeks zrgpartners.com. 

By automating rote documentation tasks, GenAI lets consultants devote more time to 

interpreting results and tailoring recommendations – the aspects clients value most. 

However, experience shows that GenAI works best as a partner to consultants, not a 

replacement. The BCG experiment described earlier also revealed a cautionary tale: when 

consultants attempted a task that was beyond the current capability of AI (requiring complex 

judgment), those with AI assistance actually performed worse – they were 19 percentage points 

https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/artificial-intelligence-in-strategy#:~:text=Yuval%20Atsmon
https://www.lmsportals.com/post/ten-generative-ai-use-cases-for-consulting-firms#:~:text=Ten%20Generative%20AI%20Use%20Cases,
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Boston%20Consulting%20Group%20has%20developed,summaries%20and%20perform%20administrative%20tasks
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less likely to produce a correct solution compared to those without AI hbs.edu. The AI had 

confidently led them down a wrong path. This underscores that GenAI, while powerful, has 

limits and can sometimes produce “plausible but wrong” analyses (known as hallucinations). 

Successful consultants treat AI output as a draft or suggestion – something to be double-checked 

against expertise and reality. As Harvard researchers put it, humans and AI working together can 

form a “centaur” (part human, part machine) that outperforms either alone hbs.edu. But if 

humans abdicate too much thinking to AI, they risk error. In practice, leading firms encourage 

consultants to use AI for idea generation and number-crunching, then apply human critical 

thinking to validate results. This balance ensures quality and builds trust in the AI’s 

contributions. 

AI-Powered Client Engagement and Real-Time Listening 

Beyond back-office analysis, GenAI is changing how consultants interact with clients 

and understand their needs. “AI-powered listening” tools can analyze client communications 

(emails, surveys, meeting transcripts) in real time to detect pain points or shifts in sentiment. 

Instead of relying solely on periodic interviews or workshops, consultants can deploy AI to 

continuously monitor client feedback and data streams, alerting them to issues as they emerge. 

For example, a consulting team can use natural language processing to comb through a client’s 

internal chat or helpdesk logs, instantly summarizing common complaints or frequently asked 

questions, which then inform the consulting recommendations. This kind of real-time insight 

enables a more responsive and adaptive consulting approach, adjusting recommendations on the 

fly as new information comes in. 

https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=significantly%20from%20having%20AI%20augmentation%2C,Further%2C%20our%20analysis%20shows%20the
https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=correct%20solutions%20compared%20to%20those,continually%20interacting%20with%20the%20technology
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Consulting firms are also experimenting with AI-driven engagement platforms – 

essentially, chatbots or virtual advisors that interface with clients. These AI agents can handle 

routine queries, provide on-demand updates, and even gather requirements from client 

stakeholders at scale. A GenAI-powered chatbot, for instance, might be available 24/7 for a 

client’s employees to ask questions during an implementation project (“How will the new 

process work for my team?”) and provide instant answers drawn from the project knowledge 

base, something consultants would normally have to address in person. Fujitsu reports that 

generative AI is “enhancing client engagement by enabling more personalized and tailored 

consulting services.” AI models can analyze a client’s data and preferences to generate 

customized recommendations unique to that client corporate-blog.global.fujitsu.com. This level 

of personalization was previously hard to achieve at scale. Now, an AI assistant can recall a 

client’s exact context (industry, past decisions, even individual personalities) and adjust the style 

and content of communication appropriately. 

Moreover, real-time support via AI is improving client service responsiveness. 

Generative AI–powered virtual assistants can be “present” in meetings or calls, transcribing 

discussions and highlighting key points or action items in seconds. Some advanced systems can 

even analyze tone and sentiment – for example, flagging if a stakeholder seems unconvinced by 

a proposal so the team can address it promptly. These tools function as an ever-alert co-

facilitator. According to Fujitsu, “AI-powered chatbots and virtual assistants can provide clients 

with real-time support and information, improving responsiveness and satisfaction. These AI-

driven tools can handle routine inquiries, freeing up consultants to focus on more complex and 

strategic tasks.” corporate-blog.global.fujitsu.com. In essence, AI is taking over the “always-on” 

customer service role, answering FAQs and providing data on demand, while human consultants 

https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=Generative%20AI%20is%20also%20enhancing,perceived%20value%20of%20consulting%20services
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=Additionally%2C%20Generative%20AI,more%20complex%20and%20strategic%20tasks
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spend their time on high-value discussions and problem-solving. This augmentation of client 

engagement means consulting teams can scale their support to many more client stakeholders 

without proportional increases in headcount. 

A notable development in client interaction is the concept of AI “coaches” or co-

facilitators. For example, BCG has experimented with an AI called “Gene” that serves as an 

automated co-host in client workshops and even on the firm’s podcastszrgpartners.com. Gene 

can surface relevant case studies or data points in real-time as the human presenters speak, 

enriching the conversation. It can also interact with guests or clients by posing clarifying 

questions, effectively participating as a junior facilitator. Early use of such AI co-hosts has 

shown that they can inject timely facts and keep discussions data-driven, although they must be 

carefully managed to avoid derailing the human connection of meetings. Over the coming years, 

we expect AI to become a silent (or sometimes not-so-silent) participant in many consulting 

engagements – listening, analyzing, and occasionally speaking up with a useful insight or 

reminder. This “real-time listening” and instant analysis can help overcome human consultants’ 

cognitive overload, ensuring no client concern slips through the cracks. 

AI’s Role in Strategy Development and Overcoming Biases 

Strategic planning has traditionally been as much an art as a science, relying on 

experienced executives to make sense of complex, uncertain environments. AI is adding more 

science to the mix. While strategy development cannot be fully automated (an AI cannot yet 

replace the nuanced judgment of a CEO or experienced partner), GenAI-based tools are 

increasingly used to support strategists in exploring options free from human blind spots. 

McKinsey’s Strategy Innovation Center notes that many companies underutilize AI in strategy, 

https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Boston%20Consulting%20Group%20has%20developed,summaries%20and%20perform%20administrative%20tasks
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focusing too much on the idea of an AI deciding the strategy, instead of using it for the building 

blocks of strategy formation mckinsey.com. In those building blocks, AI can have a big impact. 

One critical area is overcoming cognitive biases and expanding creativity. Human 

strategists, no matter how experienced, are prone to biases like anchoring on past performance, 

favoring familiar ideas, or groupthink. GenAI can act as an unbiased brainstorming partner. It 

can simulate hundreds of scenarios that humans might never consider or generate out-of-the-box 

ideas unconstrained by “how we’ve always done things.” For example, if a team is developing a 

growth strategy, an AI model can be prompted to suggest market opportunities or business 

models given the company’s strengths. It might propose a niche customer segment or partnership 

model the team hadn’t discussed, prompting fresh thinking. Fujitsu highlights this 

benefit: “Generative AI has become a powerful tool in brainstorming, enabling consultants to 

quickly generate and explore a wide range of alternative ideas that only the most skilled and 

experienced consultants could previously have explored. This expands the creative potential of 

consulting teams and leads to more robust solutions.” corporate-blog.global.fujitsu.com. In 

practice, consultants can use AI to challenge their assumptions – for instance, asking the AI to 

assume a certain market trend will accelerate or to take an unconventional perspective, just to see 

what strategies emerge. This helps counteract confirmation bias and encourages a fact-based 

approach, since the AI can be instructed to back every suggestion with data. 

AI can also mitigate biases in decision-making by providing objective analysis. For 

instance, in portfolio strategy, executives might have pet projects they subconsciously favor. An 

AI-driven valuation tool can evaluate each project against uniform criteria (market size, ROI, 

risk) and flag any inconsistencies in how options are being weighed. According to McKinsey, AI 

decision-support tools “help executives avoid biases in decisions” by grounding choices in data 

https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/artificial-intelligence-in-strategy#:~:text=Apple%20PodcastsSpotify
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=Generative%20AI%20has%20become%20a,more%20robust%20and%20effective%20solutions
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and comprehensive analysis mckinsey.com. Of course, AI itself can carry biases from the data 

it’s trained on, so consultants must be vigilant – a GenAI model might, for example, undervalue 

emerging markets if its training data skews toward developed economies. The key is 

transparency. By examining why the AI recommended a certain strategy (e.g. highlighting the 

data points it considered most important), consultants can detect potential bias and adjust 

accordingly. 

Finally, GenAI contributes to faster strategic iteration. Strategy development often 

involves debating alternatives and iterating scenarios. AI can speed this up by instantaneously 

recalculating scenarios when assumptions change. For example, if a government client is 

planning infrastructure investments, a consulting team can use AI simulation to see outcomes 

under different GDP growth rates or policy changes in real time, rather than manually rebuilding 

models over weeks. This agility allows decision-makers to test more possibilities and be more 

confident that the chosen strategy is resilient across conditions. In summary, AI’s role in strategy 

is that of an accelerator and unbiased advisor: it broadens the solution space, grounds discussions 

in data, and helps teams move from intuition-driven planning to evidence-driven strategy – all 

while leaving the final judgment to seasoned humans who can factor in intangible elements like 

culture, values, and risk appetite that AI may not fully grasp. 

The Future of Work in Consulting: Who Wins, Who Loses? 

The influx of AI is not only changing how consulting work is done – it’s changing who 

does the work and what skills are needed. This section examines how the consultant’s role is 

evolving, what this means for staffing and firm structures, and the ethical and trust 

considerations that come with AI-generated insights. We also consider the “winners and losers” 

https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/artificial-intelligence-in-strategy#:~:text=Yuval%20Atsmon
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in the consulting workforce: which roles are likely to thrive alongside AI, and which may be 

diminished or replaced. 

The traditional pyramid model of consulting – a large base of junior analysts supporting a 

smaller number of senior advisors – is being rethought. With AI handling many analytical and 

administrative tasks, firms can operate with leaner teams. Routine work that a first-year 

associate or research assistant might have done (data gathering, basic analysis, initial slide 

drafting) can increasingly be done by a GenAI tool in a fraction of the time. Consequently, fewer 

junior workers will be needed. Industry observers note that generative AI can perform 

“analyst-level” work faster and cheaper, and top firms are already scaling back hiring at the entry 

level zrgpartners.com. By 2027, consulting firms are expected to hire significantly fewer entry-

level associates, instead seeking more specialized talent strategycase.com. This doesn’t mean 

juniors disappear entirely – but their role will likely shift from doing manual analysis to 

overseeing AI outputs and focusing on creative problem elements. The classic career path may 

also change; rather than spending years doing repetitive modeling to “pay one’s dues,” young 

consultants might take on more client-facing and conceptual responsibilities sooner, with AI as 

their support. 

Meanwhile, demand is rising for consultants who are adept at working with AI. As 

generative AI becomes a core part of consulting workflows, the ability to harness these tools is a 

key competency. Consultants must learn to be effective “AI orchestrators” – knowing how to 

frame the right questions or prompts for AI, how to interpret and stress-test the answers, and how 

to integrate those answers into the broader project. Fujitsu describes this as a blend of technical 

and soft skills: “Consultants are now required to possess a blend of technical and soft skills… 

Technical skills to leverage AI effectively, and soft skills like communication, empathy, and 

https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=This%20means%20that%20fewer%20workers,needed%20to%20close%20the%20sale
https://strategycase.com/the-impact-of-ai-on-consulting-hiring/#:~:text=The%20Impact%20of%20AI%20on,traditional%20consulting%20with%20AI%20expertise
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critical thinking to interpret AI outputs and deliver actionable recommendations.” corporate-

blog.global.fujitsu.com. In practice, a consultant might need to understand enough about how an 

AI model works to trust its output (or detect flaws), requiring some data science or at least 

analytics knowledge. They also need to communicate to clients how an AI-derived insight was 

obtained in clear, non-technical terms, maintaining trust. 

Crucially, the consultant’s role is not disappearing – it’s being refined. As GenAI 

takes over data analysis and content generation tasks, consultants are doubling down on what 

humans do best: judgment, contextualization, and relationship-building. One consulting CTO 

put it this way: “While AI handles data analysis and generation tasks, consultants are 

increasingly focusing on interpreting AI-generated insights, providing strategic guidance, and 

addressing the human aspects of consulting engagements.” corporate-blog.global.fujitsu.com. 

This suggests a future where a consultant’s day might involve less time cleaning spreadsheets or 

crafting slides from scratch, and more time thinking through implications, stress-testing AI 

findings against real-world nuance, and coaching client leaders through change. In essence, 

consultants become translators and validators of AI – bridging the gap between raw 

algorithmic output and the client’s complex reality. 

“Winners” in this new environment will be those consultants and firms who reskill and 

adapt. Many firms are already investing heavily in training their people to be AI-proficient. 

Global CEOs estimate that ~35% of their workforce needs to be reskilled due to AI in the near 

term consultancy-me.com. In consulting, this could mean upskilling a strategy consultant to do 

basic data science or training a financial analyst to use AI tools for forecasting. IBM’s consulting 

arm, for example, launched a massive internal program to train its 160,000 consultants on its AI 

platform (IBM Consulting Advantage) and methods consultancy-me.com. Early evidence 

https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=Consultants%20are%20now%20required%20to,delivering%20actionable%20recommendations%20to%20clients
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=Consultants%20are%20now%20required%20to,delivering%20actionable%20recommendations%20to%20clients
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=The%20integration%20of%20Generative%20AI,human%20aspects%20of%20consulting%20engagements
https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=However%2C%20AI%20is%20only%20valuable,than%20a%20billion%20workers%20worldwide
https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=At%20IBM%2C%20we%20have%20supercharged,to%20leverage%20the%20technology%20effectively
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suggests those who embrace these tools enjoy enhanced performance and career opportunities. A 

Harvard-BCG study found that even previously underperforming consultants significantly 

improved output quality when using AIhbs.edu, indicating AI can be a leveling force for talent. 

Senior consultants who marry their deep experience with AI’s capabilities will be especially 

valuable – they can deliver insights with unprecedented speed while avoiding the pitfalls that a 

less experienced person or a standalone AI might fall into. 

On the flip side, “losers” (or rather, those at risk) are individuals and organizations that 

resist the change. A consultant who relies solely on traditional methods and doesn’t leverage AI 

may find themselves outpaced by colleagues who do. There’s concern about skill atrophy: 

interestingly, in the BCG trial, 75% of participants voiced worry that using ChatGPT might 

cause their own creative problem-solving muscles to weaken over time bcg.com. This is a valid 

concern – over-reliance on AI could erode one’s ability to think independently. The firms that 

win will proactively manage this, ensuring their teams use AI as a tool to amplify, not replace, 

their thinking. Continuous learning will be part of the job description. Consultants will likely 

need periodic “tech refresh” training to stay current with the latest AI advancements, much like 

IT professionals do. Those unwilling to continually learn might struggle. 

Firm structure is also evolving towards “AI-first” organizations. Some consultancies 

are creating new roles such as AI strategists, prompt engineers, AI ethicists, and product 

managers for AI tools – roles that scarcely existed a few years ago. Others are embedding data 

scientists and machine learning engineers directly into client engagement teams, creating multi-

disciplinary squads. The hierarchy is flattening in some respects: when a junior consultant can 

generate a detailed market analysis in an hour using AI, the value of having multiple layers of 

review diminishes – instead, the review might be focused on checking the AI’s work and adding 

https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=consultants%20using%20AI%20were%20significantly,those%20above%20increasing%20by%2017
https://www.bcg.com/28december2023-chatgpt-helps-yet-worries-business-consultants#:~:text=experiment%20that%20measured%20how%20ChatGPT,their%20creative%20muscles%20to%20atrophy
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insight. We may see consulting firms with smaller project teams that accomplish the same 

amount of work as larger teams did pre-AI. 

In summary, the future consulting workforce will be smaller, more skilled, and more 

tech-savvy. The archetype of the Excel-and-PowerPoint grunt worker is fading. The consultant 

of tomorrow is an AI-empowered advisor – someone who knows how to derive the best from 

machines while bringing unique human judgment to the table. Those who adapt to this model 

will thrive; those who do not risk obsolescence as clients gravitate to the added value that AI-

augmented consultants provide. 

Ethical and Trust Implications of AI-Generated Insights 

As consulting firms integrate AI deeper into their workflows, they face critical questions 

of ethics and trust. Clients entrust consultants with sensitive data and high-stakes decisions – 

introducing AI into that equation demands careful oversight to avoid breaches of trust. Here, we 

discuss key ethical challenges: bias in AI outputs, the need for transparency, and protecting 

confidentiality, as well as how these factors influence trust between consultants and clients. 

Bias and Fairness: AI models learn from historical data, which may contain societal or 

institutional biases. If a generative AI is used to recommend hiring strategies or community 

investment, for instance, and its training data had biases, its suggestions could inadvertently 

perpetuate inequality. In consulting contexts, this is especially concerning in projects for 

government or when decisions impact diverse stakeholders. As Fujitsu cautions, “Generative AI 

models may inadvertently perpetuate biases present in training data. Ensuring fairness and 

equity in AI-generated recommendations is essential, and consultants must be vigilant in 

identifying and mitigating bias.” corporate-blog.global.fujitsu.com. Practically, this means firms 

https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=The%20rise%20of%20Generative%20AI,in%20identifying%20and%20mitigating%20bias
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need processes to audit AI outputs for bias – e.g. checking that a workforce optimization AI isn’t 

suggesting layoffs biased against certain ages or demographics. It also means sometimes 

deliberately constraining or tuning the AI. For example, an AI that helps screen merger & 

acquisition targets should be tuned to consider diversity factors or long-term societal impact, not 

just short-term profit, if those align with the client’s ethics. Consultants have a responsibility 

to question AI results: if an AI-generated analysis consistently favors a certain outcome that 

seems skewed, the team must investigate why. Addressing bias may involve retraining models 

on more diverse data or applying bias correction algorithms. In essence, consultants become 

guardians of ethical AI use, ensuring that the powerful tools they wield do not produce 

recommendations counter to clients’ values or the public interest. 

Transparency and Explainability: Trust in consulting relationships is built on clients 

understanding and believing in the advice given. With AI in the mix, a potential trust gap arises 

– clients might ask, “Where did this recommendation really come from? Can we trust the 

algorithm?” It’s no longer just a human partner’s expertise on display, but an opaque model’s 

reasoning. Therefore, consultants must lift the hood on AI. They need to provide clear 

explanations of how an AI analysis was conducted and what data it used. If an AI finds that a 

company should, say, enter a new market because of certain trends, the consultant should be able 

to trace that insight to source data (e.g., market growth rates, consumer survey results) and 

articulate it. As one expert noted, Trust in GenAI requires all the traditional drivers of tech trust 

– governance, security, compliance, privacy – plus mitigating new risks like “hallucinations” 

(outputs with no basis in reality) pwc.com. This means firms should implement AI governance 

frameworks: documented procedures for how models are selected, tested, and monitored; 

guidelines on validating AI outputs against known benchmarks; and clarity on human 

https://www.pwc.com/us/en/tech-effect/ai-analytics/ai-hallucinations.html#:~:text=Trust%20in%20GenAI%20requires%20all,have%20no%20basis%20in%20reality
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accountability (i.e., a partner still signs off on the final recommendations). Consultants might use 

tools that make AI more explainable, such as software that highlights which factors influenced 

an AI decision most. For example, if an AI recommends a pricing change, an explainability tool 

might show that it was most influenced by recent competitor price drops and a dip in the client’s 

sales volumes – information the consultant can then convey to the client to justify the suggestion. 

Clients, especially in the public sector or regulated industries, may even require this level 

of transparency. There is a growing expectation that if AI contributed to an analysis, the 

consulting firm should disclose that and provide the rationale. To maintain trust, many firms are 

taking a “glass box” approach rather than a “black box” approach with AI – meaning they avoid 

proprietary AI that no one understands and instead favor AI whose logic can be interpreted. 

The ultimate accountability still lies with the consulting firm. If an AI-based analysis turns out 

to be flawed, the client will hold the firm responsible, not the algorithm. Acknowledging this, 

consultancies are being cautious about how they implement AI. Some have initially limited the 

use of tools like ChatGPT on live projects until they can ensure outputs meet their quality 

standards and don’t inadvertently leak information. (In fact, companies like JPMorgan, Amazon 

– and at one point Accenture – barred employees from using ChatGPT for work until data 

security controls were in placeaibusiness.com.) Earning and keeping trust in AI-assisted 

consulting will be an ongoing effort, but it is absolutely essential. 

Data Privacy and Confidentiality: Consulting often involves highly sensitive data – 

from corporate financials and trade secrets to government policy plans. Feeding such data into 

AI systems raises red flags if not managed properly. Many GenAI tools, especially cloud-based 

ones, could pose a risk of data leakage (as they learn from inputs, there’s a chance sensitive 

information could be reproduced or accessed by unauthorized parties if using open models). 

https://aibusiness.com/verticals/some-big-companies-banning-staff-use-of-chatgpt#:~:text=JPMorgan%20Joins%20Other%20Companies%20in,are%20concerned%20sensitive%20information
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Consultants must implement strict data handling protocols for AI. This might include using 

only approved, secure AI platforms (some firms are building private, encrypted LLMs that run 

behind their firewall), anonymizing or tokenizing client data before analysis, and never inputting 

personal identifiable information into third-party AI without consent. We saw very public 

cautionary tales, like Samsung engineers unintentionally leaking proprietary code by pasting it 

into ChatGPT, which led Samsung to ban such useforbes.com. A consulting equivalent could be 

a well-meaning analyst who asks ChatGPT to summarize a confidential client report – a big no-

no if that ChatGPT isn’t ringfenced. Consulting firms know their reputation rests on 

confidentiality; thus, AI usage must align with the same standards as human consultants with 

NDAs. Many firms have developed internal AI “sandboxes” where they can use client data with 

AI tools in a controlled environment that doesn’t share data externally. 

Clients, especially government officials, will be acutely concerned about this aspect. In 

government consulting, data privacy and compliance with regulations (like GDPR in Europe) is 

non-negotiable. Consultants will have to ensure any AI models they use comply with these laws 

– for instance, not retaining data longer than necessary, allowing opt-outs, etc. We can expect 

consulting proposals and contracts in the near future to explicitly address AI: detailing how AI 

will be used on the project, what data will be fed into it, and the steps to secure that data. 

In sum, ethical use of AI is now a core competency for consulting firms. The best 

technical insight means little if the client can’t trust the process that produced it. The consulting 

industry appears to recognize this: firms are setting up AI ethics committees, publishing 

responsible AI principles, and educating both their staff and clients on the do’s and don’ts. Those 

that get it right will differentiate themselves as trusted advisors in an AI-enabled world, offering 

the benefits of GenAI with none of the horror stories. Those that are careless could face serious 

https://www.forbes.com/sites/siladityaray/2023/05/02/samsung-bans-chatgpt-and-other-chatbots-for-employees-after-sensitive-code-leak/#:~:text=Samsung%20Bans%20ChatGPT%20Among%20Employees,ChatGPT%2C%20after%20the%20company
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reputational damage or even legal consequences. As one analysis succinctly put it, the consulting 

value proposition could “collapse under the weight of relentless innovation” if firms don’t adapt 

their trust and quality safeguards alongside adopting AI datadriveninvestor.com. Thus, 

navigating the ethical dimension is not just good practice – it’s existential for consultants’ 

credibility. 

Client Demand: Will AI Eat Consulting’s Lunch? 

Perhaps the most provocative question facing the industry is whether generative AI will 

reduce the need for external consultants by empowering clients to do more themselves – or by 

enabling new competitors to do it for them. In this section, we examine how client demand is 

shifting in the age of AI, the rise of self-service consulting tools and “AI-native” firms, and how 

traditional consultancies can remain relevant and indispensable. 

Clients of consulting firms – be they corporations or government agencies – are not 

standing still. Many are aggressively adopting AI within their own organizations, creating a new 

breed of AI-savvy clients. These clients come to the table with sophisticated tools and data 

capabilities that didn’t exist a few years ago. For example, a Fortune 500 company’s strategy 

team might now have access to an enterprise AI platform that can generate market analyses or 

even draft strategy documents internally. The availability of tools like ChatGPT, Bing Chat, and 

AI-driven analytics platforms means clients can get quick answers to many questions without 

calling consultants. Need a quick competitive landscape summary? An internal analyst can 

prompt a GenAI to produce a decent first pass. Need to brainstorm product ideas? A product 

manager might use an AI ideation tool to generate concepts before any consultant is involved. 

https://www.datadriveninvestor.com/2024/11/28/while-consulting-sleeps-ai-becomes-their-nightmare/#:~:text=No%20wage%20negotiations
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This trend raises the question: will clients rely less on consultants because they can do 

more in-house with AI? In some respects, yes. We are already seeing companies build internal 

“consulting-like” capabilities. For instance, several large firms have set up internal consulting or 

analytics centers of excellence that use AI to provide advice to business units, reducing the need 

to hire outside consultants except for the most complex problemsconsultingquest.com. 

Additionally, an array of self-service consulting tools is emerging on the market. These are 

software platforms – often powered by GenAI – that promise to guide businesses through tasks 

that traditionally might involve consultants. Imagine an AI tool that can walk a management 

team through a strategic planning process: analyzing their company’s data, benchmarking 

against peers, identifying strategic gaps, and even suggesting initiatives. Such tools are in early 

stages but evolving fast. 

One clear example is the concept of AI-driven strategy platforms. Companies like IBM 

and Microsoft are developing AI systems that can act as a virtual consultant for specific 

domains. Microsoft’s Dynamics 365 “Copilots” and autonomous agents, for example, can 

optimize supply chain operations or customer service processes automatically 

datadriveninvestor.com  datadriveninvestor.com. These AI agents work tirelessly without human 

oversight, coordinating actions that previously might have required a consulting engagement to 

diagnose and fix. If a supply chain AI can continuously tune inventory levels and reroute 

shipments in real time, the company might not need a logistics consulting project to achieve 

efficiency gains – the AI is doing it continuously. As one analysis dramatically put it, “They (AI 

agents) deliver faster, scalable solutions that operate around the clock. The traditional 

consulting model – relying on human capital and outdated playbooks – is becoming obsolete.” 

datadriveninvestor.com. While that may be an extreme view, it reflects a genuine fear: some 

https://consultingquest.com/podcasts_smcs/is-consulting-being-disrupted/#:~:text=,integrating%20AI%2C%20focusing%20on%20strategic
https://www.datadriveninvestor.com/2024/11/28/while-consulting-sleeps-ai-becomes-their-nightmare/#:~:text=This%20isn%E2%80%99t%20a%20distant%20future,for%20unprecedented%20collaboration%20and%20efficiency
https://www.datadriveninvestor.com/2024/11/28/while-consulting-sleeps-ai-becomes-their-nightmare/#:~:text=For%20years%2C%20consulting%20firms%20thrived,agents%20are%20revolutionizing%20this%20approach
https://www.datadriveninvestor.com/2024/11/28/while-consulting-sleeps-ai-becomes-their-nightmare/#:~:text=No%20wage%20negotiations
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aspects of consulting are automatable, and clients will certainly take advantage of that to cut 

costs. 

Another angle is the democratization of expertise. Generative AI can encapsulate 

knowledge from thousands of consulting engagements (if trained on such data) and make it 

accessible. We might soon see consulting advice-on-demand services. For example, a platform 

where a mid-size business owner can ask, “How do I improve my customer retention?” and the 

AI, drawing on best practices, provides a tailored action plan – essentially giving advice that a 

consultant might, but at a far lower cost (perhaps via a subscription fee). Fujitsu anticipates “AI-

powered platforms that offer real-time consulting advice and automated solution generation… 

democratizing access to high-quality consulting services.” corporate-blog.global.fujitsu.com. 

This means smaller organizations or those in emerging markets, who previously couldn’t afford 

top-tier consulting, might get credible strategic advice from an AI. In turn, this could expand the 

overall market for guidance but also put pressure on consulting firms to justify their premium 

fees. If the AI’s answer is 80% correct, will a client pay 10x more for a human consultant to fine-

tune that extra 20%? The answer will depend on the context – in mission-critical or highly 

nuanced situations, likely yes; in more routine decisions, perhaps not. 

However, it’s not a zero-sum game. Many clients are using AI internally and still 

engaging consultants, but the nature of projects is shifting. Clients might handle initial analysis 

internally and then hire consultants to validate findings and implement changes. Or they might 

expect consultants to bring AI tools to the engagement to collaborate with the client’s AI. In fact, 

clients are now explicitly looking for consultants who will partner with their internal teams 

using AI. According to a recent IBM survey, 86% of consulting buyers are actively seeking 

services that incorporate AI and technology assets, showing that clients want the best of both 

https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=clients
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worlds – their own and the consultant’s AI capabilities combined consultancy-me.com. 

Conversely, two-thirds of clients said they would drop consulting providers that don’t use 

AI consultancy-me.com, implying that firms which ignore client’s AI expectations will lose 

business. So rather than AI eating consulting’s lunch outright, we’re seeing clients invite to 

lunch only those consultants who can cook with AI (so to speak). The message is clear: to stay 

relevant, consulting firms must align with their clients’ AI-enabled approach. 

AI-Native Competitors vs. Traditional Consulting Giants 

The competitive landscape in consulting is heating up as AI lowers barriers to entry for 

new players. Traditionally, the “big three” strategy firms and Big Four accounting/consulting 

firms dominated, partly due to their vast repositories of knowledge and armies of trained 

analysts. GenAI is, in a sense, leveling the playing field – a smaller consultancy or even a tech 

startup can leverage AI to access knowledge and capabilities that once required thousands of 

human hours. This has led to the rise of AI-native consulting firms – new consultancies or tech 

firms that build their services primarily around AI and advanced analytics. 

These AI-native firms differentiate themselves by offering solutions that are faster, more 

data-driven, and often cheaper than traditional consulting. For example, an “analytics-first” 

consultancy might offer a service where they plug into a client’s databases, run AI models to 

diagnose issues, and deliver recommendations in a matter of days – a stark contrast to a 

traditional consulting project that might take months of interviews and analysis. There are also 

productized services emerging: think of a software-as-a-service that effectively packages a 

consulting process. One area we see this is in organizational diagnostics – startups offer AI tools 

that scan a company’s HR data, conduct sentiment analysis on employee surveys, and output an 

https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=recent%20study%20by%20IBM%2C%2086,incorporate%20AI%20and%20technology%20assets
https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=66,both%20organizations%20and%20their%20clients
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actionable report on organizational health without a team of consultants on-site. Another area is 

in marketing strategy, where AI tools can automatically analyze campaign data and recommend 

budget reallocations across channels, something marketing consultants used to be hired for. 

Even big tech companies are encroaching on consulting territory. Microsoft, Google, 

Amazon – all have professional services divisions that help clients implement AI solutions. As 

these tech giants’ AI offerings become more powerful, they may increasingly provide strategic 

advice bundled with their software implementation, effectively doing consulting as an adjunct to 

product sales. Microsoft’s launch of its autonomous agents and copilots, for instance, comes with 

best-practice setups and advisory from Microsoft experts on business process optimization 

datadriveninvestor.com. In scenarios where a client’s primary need is to roll out an AI-driven 

process improvement, they might favor engaging the technology vendor (with its embedded AI 

expertise) over a traditional consulting firm that would then subcontract a tech solution. 

Traditional consulting firms are not sitting idle – many are reinventing themselves 

as “AI-first” consultancies. Firms like McKinsey, BCG, Bain, Deloitte, and Accenture have all 

made major moves to integrate AI into their offerings. For instance, BCG created internal AI 

tools (like its “Enterprise GPT” and “Gene” co-pilot mentioned earlier) and reportedly over 

3,000 custom AI “knowledge assistants” built by their staff to assist with various tasks 

zrgpartners.com. McKinsey acquired AI and data analytics firms (like QuantumBlack) to bolster 

its tech capabilities. Bain & Company’s high-profile partnership with OpenAI in 2023 signaled 

to the market that Bain would be at the forefront of applying GPT-4 and DALL-E for clients 

bain.com marketingdive.com. In that alliance’s first big case, Coca-Cola worked with Bain to 

use GPT-4 and image generation to create personalized marketing contentmarketingdive.com, 

https://www.datadriveninvestor.com/2024/11/28/while-consulting-sleeps-ai-becomes-their-nightmare/#:~:text=Why%20Executives%20Should%20Pay%20Attention
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Boston%20Consulting%20Group%20has%20developed,summaries%20and%20perform%20administrative%20tasks
https://www.bain.com/about/media-center/press-releases/2023/bain--company-announces-services-alliance-with-openai-to-help-enterprise-clients-identify-and-realize-the-full-potential-and-maximum-value-of-ai/#:~:text=The%20alliance%20builds%20on%20Bain%E2%80%99s,and%20processes%20to%20improve%20efficiency
https://www.marketingdive.com/news/coca-cola-OpenAI-Bain-ChatGPT-AI-marketing/643381/#:~:text=%2A%20Coca,products%2C%C2%A0said%20in%20a%20statement%20that
https://www.marketingdive.com/news/coca-cola-OpenAI-Bain-ChatGPT-AI-marketing/643381/#:~:text=%2A%20Coca,products%2C%C2%A0said%20in%20a%20statement%20that
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illustrating how a traditional consultancy can deliver cutting-edge AI solutions. These moves 

show that incumbents aim to lead the disruption rather than be victims of it. 

Moreover, the big firms are productizing their knowledge. McKinsey, BCG, and Bain 

have begun offering software or data solutions as standalone products (e.g., McKinsey’s Wave 

tool for program management, or BCG’s Lighthouse for benchmarking), moving beyond pure 

hourly consulting zrgpartners.com. By turning some of their expertise into digital products, they 

cater to clients who want self-service options, while maintaining a foot in those engagements. 

This hybrid model – part consulting, part software – is likely to grow. 

Who will lead the AI race in consulting? Early indications point to some front 

runners: Accenture is notable, with its $3B investment and goal to double its AI-skilled staff, 

positioning it as a go-to provider for large-scale AI implementation consulting

ciodive.com. Deloitte and PwC are also heavily investing (PwC announced a $1B investment 

focusing on GenAI, partnering with Microsoft’s Azure OpenAI service) ciodive.com. These 

large firms combine deep industry knowledge with global delivery and now tech muscle, making 

them formidable. Among strategy specialists, BCG and Bain have been particularly aggressive 

in AI adoption; Bain’s OpenAI alliance and BCG’s Harvard-partnered research on AI adoption 

give them credibility in this space bain.com hbs.edu. McKinsey, while a bit quieter publicly, has 

a strong AI/analytics practice and is certainly in the mix (their published insights and AI tools 

indicate significant internal investment). IBM Consulting (the erstwhile Global Business 

Services) leverages IBM’s legacy in AI (Watson etc.) and claims to have equipped tens of 

thousands of its consultants with an AI-powered delivery platform consultancy-me.com. We can 

also expect emerging boutiques (like Element AI before it was acquired, or Fractal Analytics) 

and specialized firms focusing on AI ethics or AI for sustainability to carve out niches. 

https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Consulting%20companies%20like%20McKinsey%2C%20BCG%2C,is%20still%20to%20be%20realized
https://www.ciodive.com/news/Accenture-AI-investment-double-workforce-layoffs/652867/#:~:text=,of%20its%20workforce
https://www.ciodive.com/news/Accenture-AI-investment-double-workforce-layoffs/652867/#:~:text=Accenture%E2%80%99s%20investment%20in%20AI%20is,money%20where%20their%20mouth%20is
https://www.bain.com/about/media-center/press-releases/2023/bain--company-announces-services-alliance-with-openai-to-help-enterprise-clients-identify-and-realize-the-full-potential-and-maximum-value-of-ai/#:~:text=Given%20the%20early%20successes%20of,alliance%2C%20Bain%20also%20announced%20today
https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=consultants%20using%20AI%20were%20significantly,across%20the%20skills%20distribution%20benefited
https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=creating%20value%20for%20their%20clients
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On the other hand, firms at risk are those that fail to incorporate AI into their service 

model. This could include smaller regional consultancies or sector-specific firms that lack 

resources to invest in technology. If they continue to rely on manual methods and staff-heavy 

models, they may find themselves too slow and expensive in a world where AI-augmented 

competitors deliver faster and cheaper. The risk isn’t just losing clients – it’s losing talent. Bright 

consultants may prefer to join organizations on the cutting edge of AI rather than those stuck in 

legacy modes, potentially creating a talent drain from laggard firms. Additionally, as mentioned, 

clients have signaled they would drop firms not using AIconsultancy-me.com, which is a stark 

warning. Those consulting organizations clinging to “old school” approaches could see 

an extinction event of sorts, as one tech analyst warneddatadriveninvestor.com. 

However, it’s worth noting that despite all the change, the consulting industry in 2025 

still features the familiar top players. A recent analysis of consulting disruption found that the 

industry is evolving but not in total upheaval – major firms like McKinsey and BCG still lead, 

and new entrants often complement rather than replace traditional consulting

consultingquest.com. Many clients still seek the assurance of established brands, especially for 

complex, high-stakes projects. Human qualities – like a consultant’s experience navigating a 

delicate organizational politics situation – cannot be coded into AI easily. In other words, AI is a 

new competitive dimension, but not the only one. The core dynamics of understanding client 

needs, building trust, and delivering impact remain. Firms that combine those timeless 

consulting skills with AI prowess will solidify their leadership. Those that ignore either side 

(human or AI) do so at their peril. 

https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=66,both%20organizations%20and%20their%20clients
https://www.datadriveninvestor.com/2024/11/28/while-consulting-sleeps-ai-becomes-their-nightmare/#:~:text=traditional%20consulting%20model%20%E2%80%94%20relying,the%20weight%20of%20relentless%20innovation
https://consultingquest.com/podcasts_smcs/is-consulting-being-disrupted/#:~:text=,reasoning%20in%20consulting%20are%20still
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Strategies for Traditional Firms to Stay Relevant 

Given the twin challenges of empowered clients and new competitors, how can 

incumbent consulting firms maintain their relevance and even leadership in an AI-driven world? 

The answer lies in adaptation and innovation. First and foremost, traditional firms 

must embrace AI wholeheartedly – not as a buzzword but as an integral part of how they 

operate and what they offer. This means investing in AI capabilities (as we’ve seen with 

Accenture, PwC, etc.), partnering with technology providers, and even developing proprietary 

AI solutions. For example, Deloitte has developed a suite of AI tools (like an internal GenAI 

chatbot for its auditors to get instant guidance zrgpartners.com) that enhance its service delivery. 

By building such tools, a firm not only improves efficiency but also signals to clients that they 

are on the cutting edge. Bain’s partnership with OpenAI is another blueprint – by allying with a 

leading AI innovator, Bain could rapidly infuse state-of-the-art AI into its projects, and in turn, 

clients see that they can get the benefit of OpenAI’s tech and Bain’s consulting expertise in one 

package bain.com. We may see more alliances: e.g., a strategy firm partnering with a cloud AI 

provider, or a human capital consultancy partnering with an AI HR analytics startup. 

Another strategy is differentiating on the human element. As more basic analysis 

becomes commoditized, firms will highlight their ability to tackle complex, ambiguous problems 

where human judgment is paramount. For instance, a consulting firm might emphasize its track 

record in helping companies navigate cultural change during a transformation – something no AI 

tool can replicate because it involves emotions, trust-building, and influence. They might 

develop proprietary methodologies for combining AI insight with human workshop facilitation, 

ensuring that clients get not just recommendations but buy-in across their organization. Firms 

should also stress their role as integrators: an AI might tell you what to do, but consultants 

https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Auditing,and%20answering%20complex%20accounting%20questions
https://www.bain.com/about/media-center/press-releases/2023/bain--company-announces-services-alliance-with-openai-to-help-enterprise-clients-identify-and-realize-the-full-potential-and-maximum-value-of-ai/#:~:text=Given%20the%20early%20successes%20of,alliance%2C%20Bain%20also%20announced%20today
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ensure it actually gets done and yields results. This end-to-end accountability (from analysis to 

implementation to lasting change) can be a key value proposition that pure tech solutions lack. 

Traditional firms are also exploring new business models to stay ahead. We mentioned 

productizing services – this could evolve into offering subscription-based advisory, where a 

client gets continuous access to a consulting team + AI toolkit. This “always-on consulting” 

model would fit the era of real-time data and insights. Some firms are creating venture arms to 

invest in AI startups (both to keep pulse on innovation and to potentially own unique tech they 

can use). Others might adopt outcome-based pricing more frequently – charging for results 

delivered rather than man-hours – leveraging confidence that their AI-boosted teams can deliver 

faster and more predictably. This aligns interests with clients and counters any notion that 

consultants will bill unnecessary hours (a common client gripe). 

Critically, traditional firms must educate and collaborate with their clients on AI. 

Many business leaders and government officials are eager to use AI but unsure how. Consultants 

can step in not just as service providers but as AI mentors and implementation partners. For 

example, a consulting project might expand from pure strategy to also helping the client set up 

their own AI center of excellence, training client staff on new AI tools, and establishing 

governance for AI in the client’s organization. By helping clients build internal capabilities, 

consultants paradoxically ensure their own long-term relevance because they become seen as 

trusted partners in the AI journey rather than just external advisors. This is especially true in the 

public sector: government officials may need guidance to adopt AI responsibly (ensuring 

fairness, transparency, public acceptance), and consulting firms that bring that expertise can 

form deep partnerships. BCG’s public sector practice, for instance, has published guides on how 
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governments can harness GenAI for better citizen servicesbcg.com, positioning themselves as 

thought leaders in that domain. 

In short, to avoid being disrupted, traditional consulting firms need to do what they’ve 

always told their clients to do: innovate and adapt. Those leading the pack are already doing so, 

combining technology with human insight to create a new consulting paradigm. They are 

showing that rather than AI eating their lunch, they can cook up a bigger, better meal – 

expanding what consulting can do and delivering new kinds of value. The next five years will 

likely separate the leaders from laggards based on these strategies. The following section 

provides illustrative case studies of how some consulting firms have embraced AI (and the 

lessons learned), followed by a practical playbook for integrating AI into consulting workflows 

and a forecast of the competitive outlook. 

Case Studies of AI Adoption in Consulting – Successes and Setbacks 

Real-world examples illustrate how generative AI is being implemented in consulting 

today – what’s working well and where challenges have emerged. Below, we highlight several 

case studies across different firms and contexts: 

1. Bain & Company and OpenAI Alliance (Success) – “AI in Marketing Strategy at 

Coca-Cola” 

In February 2023, Bain & Company announced a groundbreaking partnership with OpenAI, 

integrating OpenAI’s GenAI models (like GPT-4 and DALL·E) into Bain’s consulting services

bain.com. The first major client to pilot this was The Coca-Cola Company. Bain helped Coke 

become the first company to combine GPT-4 and DALL-E for marketing content creation 

marketingdive.com. In practice, Bain consultants worked with Coke’s marketing team to use 

https://www.bcg.com/publications/2024/gen-ai-journey-to-scale-in-government#:~:text=Generative%20AI%20,and%20activities%2C%20driving%20impactful%20improvements
https://www.bain.com/about/media-center/press-releases/2023/bain--company-announces-services-alliance-with-openai-to-help-enterprise-clients-identify-and-realize-the-full-potential-and-maximum-value-of-ai/#:~:text=The%20alliance%20builds%20on%20Bain%E2%80%99s,and%20processes%20to%20improve%20efficiency
https://www.marketingdive.com/news/coca-cola-OpenAI-Bain-ChatGPT-AI-marketing/643381/#:~:text=%2A%20Coca,products%2C%C2%A0said%20in%20a%20statement%20that
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GPT-4 for generating ad copy ideas and DALL-E 2 for producing new imagery incorporating 

Coca-Cola’s iconic brand assets marketingdive.com. This allowed Coca-Cola to rapidly 

prototype personalized advertising messages targeted to different consumer segments – 

something that would have taken a large creative team much longer. According to Bain, early 

results were promising, and Coke’s leadership called the AI strategy the “most ambitious” they’d 

seen in the industry marketingdive.com. This case is viewed as a success: Bain demonstrated that 

combining consulting expertise with state-of-the-art AI can deliver innovative solutions (here, 

next-gen marketing capabilities). It also showcased a new consulting engagement model where 

delivering AI tools and training is as important as delivering slides. Bain has since scaled this 

approach to other clients, signaling that such alliances (consulting firm + AI tech provider) can 

be win-win. 

2. BCG’s Internal GenAI Tools (Success) – “Enterprise GPT and the 3,000 Mini-

Bots” 

Boston Consulting Group invested early in developing internal generative AI applications to 

improve its consultants’ productivity. Two notable tools are Enterprise GPT – a custom large 

language model interface that BCG consultants use to synthesize information – and “Gene” – an 

AI assistant that can participate in content creation and even client interactions (for example, co-

hosting BCG’s podcast with insights) zrgpartners.com. BCG reports that Enterprise GPT has 

enabled consultants to produce research summaries and documentation in days instead of weeks 

zrgpartners.com. On a firm-wide level, BCG consultants created over 3,000 individual “GPTs” 

(mini AI assistants) tailored to specific tasks like generating client meeting agendas, 

summarizing survey results, or drafting proposal sections zrgpartners.com. This bottom-up 

innovation suggests strong adoption – consultants on the ground found these AI helpers valuable 

https://www.marketingdive.com/news/coca-cola-OpenAI-Bain-ChatGPT-AI-marketing/643381/#:~:text=%2A%20Coca,products%2C%C2%A0said%20in%20a%20statement%20that
https://www.marketingdive.com/news/coca-cola-OpenAI-Bain-ChatGPT-AI-marketing/643381/#:~:text=Potential%20use%20cases%20for%20brand,ethical%20and%20implementation%20questions%20remain
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Boston%20Consulting%20Group%20has%20developed,summaries%20and%20perform%20administrative%20tasks
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Boston%20Consulting%20Group%20has%20developed,summaries%20and%20perform%20administrative%20tasks
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Boston%20Consulting%20Group%20has%20developed,summaries%20and%20perform%20administrative%20tasks
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enough to build and refine them for everyday use. The impact was confirmed by the Harvard 

study across 750+ BCG consultants: using GPT-4 consistently improved speed and quality on 

knowledge taskshbs.edu. However, BCG also learned to manage pitfalls: they found that for 

more complex problems, AI could mislead, so they train staff to recognize when to rely on AI 

and when to be cautious hbs.edu. BCG’s case shows the payoff of empowering employees with 

AI and fostering a culture of experimentation. It also underscores the importance of large-scale 

training – BCG had to educate its consultants on prompt engineering and AI oversight to fully 

realize these benefits. 

3. Deloitte’s “AI Auditor” (Success) – “Cognitive Support in Audit & Assurance” 

While not classic management consulting, Deloitte’s use of GenAI in its Audit & Assurance 

business provides a transferable example. Deloitte developed a generative AI chatbot assistant 

for its auditors, integrated with its internal knowledge bases zrgpartners.com. This AI assistant 

can answer complex accounting questions in real time and help prepare audit documents. For 

instance, if an auditor wonders how a new accounting standard applies to a client, the chatbot 

can pull the relevant guidance and even draft a memo. The result: auditors spend less time on 

manual research and more on analyzing implications. A study noted that firms using generative 

AI for audit saw reduced manpower needs for administrative prep work zrgpartners.com. By 

2023, Deloitte had deployed this internally, improving efficiency and consistency in audit teams. 

The success factor here was choosing a well-bounded use case (technical Q&A and document 

drafting in a specific domain) where AI’s current capabilities shine. Deloitte’s confidence in the 

tool is such that it’s exploring expanding similar AI assistants to consulting teams for things like 

compliance checks, risk factor identification in strategy projects, and so forth. The key lesson: 

https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=consultants%20using%20AI%20were%20significantly,across%20the%20skills%20distribution%20benefited
https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=significantly%20from%20having%20AI%20augmentation%2C,creature%2C%20dividing%20and%20delegating%20their
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Auditing,and%20answering%20complex%20accounting%20questions
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Auditing,and%20answering%20complex%20accounting%20questions
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starting with internal process improvements via AI can both demonstrate value and fine-tune the 

technology before client-facing deployment. 

4. EY’s Payroll Chatbot (Success) – “AI Advisory in Tax – Speed and Accuracy” 

Ernst & Young (EY) tested a generative AI system to handle specialized client questions – 

specifically, international payroll queries for its tax practice zrgpartners.com. Global payroll 

compliance is complex, with different laws in each country. EY’s AI system was designed to tap 

into a vast database of tax laws and regulations and provide answers to employee questions (e.g., 

“How will my income be taxed if I transfer from Brazil to Germany for 6 months?”). The GenAI 

provided answers faster and with greater accuracy than human experts alone in EY’s tests 

zrgpartners.com. EY’s global chief innovation officer, Jeff Wong, stated this has “amazing 

opportunity to automate a lot of tasks… and we plan to use it to the fullest extent” 

zrgpartners.com. This case is a successful example of domain-specific AI consulting service: EY 

can now offer clients a kind of AI-powered helpdesk for certain advisory queries, augmenting its 

human consultants. The win here is twofold – enhanced client service speed, and freeing EY’s 

human experts to focus on more nuanced advisory instead of lookup tasks. It’s a template for 

how consulting firms can embed AI directly into their client offerings to add value (in this case, 

selling an AI-enabled service as part of their tax advisory). 

5. Cautionary Tale – Data Confidentiality Breach (Setback) – “The ChatGPT Ban” 

Not all experiments have gone smoothly. A sobering incident occurred when employees at a 

large corporation (Samsung) inadvertently leaked sensitive code by using ChatGPT as a helper

forbes.com. In consulting, a parallel concern arose: some consultants began using public AI tools 

to draft content, potentially feeding proprietary client information into those tools. This raised 

alarms about confidentiality. In early 2023, several major firms (including JP Morgan and 

https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Here%20are%20several%20accounting%20functions,AI%20is%20primed%20to%20address
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Here%20are%20several%20accounting%20functions,AI%20is%20primed%20to%20address
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Tax%20preparation,fullest%20extent%20of%20the%20technology
https://www.forbes.com/sites/siladityaray/2023/05/02/samsung-bans-chatgpt-and-other-chatbots-for-employees-after-sensitive-code-leak/#:~:text=Samsung%20Bans%20ChatGPT%20Among%20Employees,ChatGPT%2C%20after%20the%20company
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Accenture) banned or restricted the use of ChatGPT for company work until they could 

establish secure usage policies aibusiness.com. One mid-sized consultancy reported an instance 

where a draft report generated by an AI tool accidentally included details from another client’s 

project – likely a result of the AI model retaining prompts, a serious breach of trust. This led to 

an immediate tightening of protocols and accelerated efforts to create internal AI systems where 

data could be contained. The lesson from these setbacks is clear: without proper controls, AI 

usage can backfire by violating client trust or legal agreements. Many firms responded by 

developing AI usage guidelines (e.g., never input client-identifiable data into unapproved AI 

apps, always validate AI outputs against source data, etc.). They also invested in private LLMs. 

This “fail fast” scenario ultimately pushed consulting firms to better solutions, but it underscores 

that technology must be deployed with caution in a client service context. 

6. Public Sector AI Advisory (Emerging Example) – “Uptake and Hesitation in 

Government” 

Governments around the world are exploring AI, and consulting firms are often their partners. 

One example is the UK government’s use of an AI tool (with a consulting partner’s support) to 

analyze public feedback on policy changes. The tool could read thousands of citizen comments 

and classify sentiments (pro, con, key concerns) in minutes, a task that would take civil servants 

weeks. The consulting team overseeing this had to validate the AI’s categorizations and ensure 

transparency in methodology, especially when presenting to policymakers who were wary of 

“black box” analysis. The project delivered valuable insights faster than traditional means, 

helping shape policy adjustments. However, it also highlighted public trust issues – when news 

leaked that AI was involved, some stakeholders questioned the legitimacy of the consultation 

process. The consulting firm had to help the government communicate how AI was used 

https://aibusiness.com/verticals/some-big-companies-banning-staff-use-of-chatgpt#:~:text=JPMorgan%20Joins%20Other%20Companies%20in,are%20concerned%20sensitive%20information


 33 

responsibly as a supplement to human analysis, not a replacement. This emerging case shows 

both the promise and the careful change management required when introducing AI in public 

decision-making. It’s a space where consulting advice is crucial not just on tech, but on ethics 

and communication. 

These case studies underscore a few overarching points: AI can deliver tangible 

benefits in consulting – speeding up work, unlocking new services, cutting costs – but it 

must be implemented thoughtfully. Success seems to come when firms start with clear use 

cases (like marketing content, internal research, Q&A assistance) and pair experts with AI in a 

complementary way. Failures or setbacks tend to occur when due diligence on data security or 

quality control is lacking. The experiences of leading firms suggest a roadmap for adoption: 

experiment internally, codify learnings into policies, then scale to client offerings. 

Next, we synthesize these lessons into an “AI-readiness playbook” – a step-by-step 

guide for consulting firms to integrate AI effectively into their workflows, while avoiding 

common pitfalls. This serves as a practical manual for consulting executives looking to 

accelerate their AI journey. 

AI-Readiness Playbook: Integrating AI into Consulting Workflows 

For consulting leaders, successfully adopting generative AI requires more than just 

buying the latest software – it demands thoughtful changes to processes, training, and culture. 

Below is an AI-readiness playbook with key steps for consulting firms to integrate AI into their 

workflows effectively: 
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1. Assess Current Processes and Opportunities 

Begin with a frank audit of your consulting value chain. Map out which tasks in research, 

analysis, and delivery are repetitive, data-intensive, or format-driven – these are prime 

candidates for AI augmentation. Also identify areas where insights are limited by human 

capacity (e.g. reviewing thousands of documents in due diligence). Evaluate your existing 

capabilities too: What data do you have? What tools are consultants already using? This 

assessment reveals gaps and quick-win opportunities for AI. insight7.io. For example, you might 

find that consultants spend 30% of time on preparing PowerPoint decks – something AI could 

help generate – or that proposal writing is a bottleneck that AI text generation could speed up. 

Prioritize a list of AI use cases (both internal efficiency and client-facing opportunities) from this 

analysis. 

2. Define an AI Strategy and Vision 

Treat AI adoption as a strategic initiative, not an IT project. Articulate clear 

objectives for what you want to achieve with AI – e.g., “reduce project cycle time by 20%,” 

“enhance solution creativity,” or “offer new AI-based services to clients.” Align these with your 

firm’s overall strategy. For instance, if your firm prides itself on thought leadership, your AI 

strategy might emphasize knowledge management AI that keeps consultants on the cutting edge. 

Secure executive sponsorship (ideally C-suite or managing partner level) to drive the AI agenda. 

Set metrics to track progress (such as productivity gains, error reduction, client satisfaction 

scores on AI-enabled projects)insight7.io. A documented strategy helps communicate to the 

whole organization why you’re investing in AI and what success looks like. It also guides 

resource allocation – making it clear which areas will get AI tools first and how investments will 

https://insight7.io/generative-ai-for-consulting-how-to-get-started/#:~:text=Preparing%20for%20Consulting%20AI%20Transformation,mindset%20shifts%20necessary%20for%20implementation
https://insight7.io/generative-ai-for-consulting-how-to-get-started/#:~:text=skills%20and%20mindset%20shifts%20necessary,for%20implementation
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be recouped (many executives expect AI investments to start self-funding via efficiency gains by 

2026 consultancy-me.com). 

3. Start with Pilot Projects 

Rather than a big bang rollout, launch controlled pilot programs in a few practice areas or 

internal functions. Choose pilots that have high potential impact and supportive leadership. For 

example, you might pilot an AI research assistant in your healthcare consulting team or an 

automated data visualization tool in the finance analytics team. Ensure each pilot has a cross-

functional team (consultants who do the work, IT/data experts, and an AI specialist) to configure 

the tool and capture feedback. The goal is to generate quick wins and learn implementation 

lessons. Measure outcomes rigorously – did the healthcare team produce their reports faster? 

Was the quality equal or better? What issues arose (e.g., did the AI need a lot of re-training)? 

Use these insights to refine both the technology and your approach to change management. 

Successful pilots also create internal champions – those involved can evangelize AI to their peers 

with real examples, easing broader adoption. 

4. Invest in Data Infrastructure and Tools 

AI is only as good as the data and tech infrastructure behind it. Ensure your firm has the 

capability to store, process, and secure the data that AI will use – possibly including a cloud 

environment or on-premises solution for sensitive data. Curate training data for your AI tools, 

such as past project reports, knowledge repositories, etc., taking care to anonymize client 

specifics if needed. Many consulting firms are creating internal “data lakes” of project 

knowledge and then layering AI over them to draw insights. Select the right AI platforms: some 

may opt for off-the-shelf solutions (like Microsoft’s Copilots, OpenAI APIs, etc.), while others 

https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=investment%20%28ROI%29,funded%20by%202026
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might build custom models for specific needs. In either case, work closely with vendors to 

configure models for consulting contexts. For example, tune a language model to understand 

consulting jargon and key frameworks so it integrates more naturally into your work. Don’t 

overlook integration – the AI tools should connect with your existing systems (email, document 

management, etc.) to fit seamlessly into workflows. 

5. Establish Governance and Ethical Guidelines 

Before scaling AI usage, put in place robust governance. Form an AI oversight 

committee or designate responsible AI officers. Develop policies on how AI can be used: what 

data can/cannot be input, requirements for human review of AI outputs, and guidance on 

avoiding bias. For instance, a policy might state that “any client deliverable content generated by 

AI must be reviewed by a human consultant for accuracy and tone before sharing with the 

client,” or “personal client data should only be used in AI systems that have been vetted by IT 

for compliance.” Incorporate client consent where needed (some clients may need to approve the 

use of AI on their projects, especially in sensitive areas). Additionally, plan for IP ownership 

questions – clarify that outputs from AI used on a client project are the client’s intellectual 

property, similar to any consulting deliverable. Address hallucination risk by requiring factual 

verification of AI-generated analysespwc.com. By having these guardrails, you reduce the 

chance of mishaps and build trust internally and with clients that AI is being used responsibly. 

6. Upskill and Reshape Your Workforce 

People are at the heart of consulting, and they need to be empowered, not alienated, by 

AI. Launch comprehensive training programs to build AI literacy across the firm insight7.io. 

This includes educating consultants on how generative AI works (at a conceptual level), training 

https://www.pwc.com/us/en/tech-effect/ai-analytics/ai-hallucinations.html#:~:text=Trust%20in%20GenAI%20requires%20all,have%20no%20basis%20in%20reality
https://insight7.io/generative-ai-for-consulting-how-to-get-started/#:~:text=skills%20and%20mindset%20shifts%20necessary,for%20implementation
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them on specific tools (prompt engineering, interpreting model output), and instructing on new 

processes (like the governance policies). BCG’s experience showed that even a brief “prompt 

engineering overview” boosted consultants’ effective use of GPT-4 hbs.edu. Consider tiered 

training: basic AI familiarity for all, advanced training for “AI champions” in each team, and 

specialist training for technical staff who will maintain the systems. Encourage a mindset that AI 

is a collaborator – for example, run workshops where teams solve a case study using a mix of AI 

outputs and their own analysis, to practice the centaur model. Also, revisit hiring and staffing 

models: you may start recruiting more data scientists or software engineers to work alongside 

consultants, or require new hires to have some data/AI comfort. Recognize that some roles will 

shift – for instance, fewer pure research analyst roles, but perhaps new roles like AI results 

verifier or AI tool product manager. Be transparent with staff about these shifts to manage fear 

of job loss. Emphasize that roles are evolving, not disappearing, and showcase internal 

“upskillers” who successfully moved from a pure consulting role into a hybrid consulting-AI 

role. 

7. Integrate AI into Workflow (Standard Operating Procedures) 

As pilots succeed and tools are vetted, gradually bake AI into the standard project 

delivery methodology. Update your consulting playbooks and templates to include AI steps – 

e.g., at the start of a project, using AI to gather baseline research, or during analysis, using AI to 

test alternative solutions. Ensure that knowledge management captures AI usage: if an AI model 

produces a key insight, document it as you would a source. Adjust timelines and budgets to 

account for AI-driven speed (this might mean shorter project phases, which could be a 

competitive advantage or allow consultants to allocate time to deeper thinking). Also integrate 

AI into client engagement processes: for example, some firms now introduce in proposals how 

https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=similar%20task%2C%20subjects%20were%20randomly,higher%20quality%20compared%20to%20a
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they plan to use AI to deliver faster or better outcomes, setting the expectation with clients 

upfront. Create feedback loops: after each project, solicit feedback on how AI contributed and 

where it fell short, and refine accordingly. Over time, the goal is that using AI becomes second 

nature to your consultants – it’s just another set of tools in their daily work, much like Excel or 

PowerPoint became ubiquitous in earlier decades. 

8. Communicate Value and Manage Change 

Throughout the integration process, keep communication flowing. Internally, celebrate 

wins – share stories of projects where AI made a difference (e.g., “We delivered a due diligence 

2 weeks faster thanks to our document analysis AI, impressing the client.”). Externally, craft a 

narrative of your firm as an AI-empowered consultancy. Marketing materials and sales pitches 

should include your AI capabilities, backed by case examples, to assure clients you’re at the 

forefront (remember, clients are looking for AI-savvy partners consultancy-me.com). Address 

concerns proactively: both employees and clients might worry about AI risks. Show what you’re 

doing on security, bias mitigation, etc. It can be useful to publish a short Responsible AI in 

Consulting whitepaper or blog to demonstrate thought leadership and commitment to ethical 

practices. Consider hosting sessions with key clients to jointly explore how AI can be used in 

their projects – this not only reassures them but often uncovers new business opportunities. 

9. Scale and Innovate 

With the foundation in place, scale AI across all suitable parts of the firm. Ensure every 

practice (strategy, operations, human capital, public sector, etc.) has identified AI tools that fit 

their needs. Foster a culture of continuous improvement: AI tech evolves quickly (new model 

versions, new tools), so set up a small team or an “AI Center of Excellence” to monitor 

https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=recent%20study%20by%20IBM%2C%2086,incorporate%20AI%20and%20technology%20assets
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developments and pilot new innovations. Encourage consultants to suggest ideas for AI 

applications – perhaps via an internal innovation contest – to keep the momentum. Also, measure 

the impact at the organizational level: are you seeing margins improve due to efficiency? Are 

win rates improving for projects where you highlight AI usage? Use those metrics to adjust 

course or invest more where the returns are highest. 

10. Partner and Ecosystem Integration 

Finally, recognize you don’t have to build everything in-house. Forge partnerships to 

accelerate your AI journey – whether with AI startups, technology giants, or academic 

institutions. For example, a partnership with a cloud provider might give you early access to 

advanced AI features and support (as PwC did with Microsoft ciodive.com). Joining an AI 

research consortium or collaborating with a university can keep you at the cutting edge and 

provide pipelines for AI talent. By positioning your firm in an ecosystem of AI innovation, you 

ensure you won’t be left behind and can leverage external ideas for your consulting context. 

By following this playbook, consulting firms can integrate AI in a structured, effective 

manner – starting from small experiments to firm-wide transformation. The key themes 

are thoughtful planning, incremental adoption, and human enablement. A well-executed AI 

integration not only improves efficiency but can also open new avenues of client value (e.g., AI-

powered products). It is essentially a change management program with technology at its core – 

something consulting leaders are ironically well-equipped to manage, given that they guide such 

transformations for clients regularly. In the next section, we examine which firms are ahead in 

this race and which are lagging, providing a competitive forecast in the age of AI-powered 

consulting. 

https://www.ciodive.com/news/Accenture-AI-investment-double-workforce-layoffs/652867/#:~:text=Accenture%E2%80%99s%20investment%20in%20AI%20is,money%20where%20their%20mouth%20is
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Competitive Forecast: AI Leaders and Firms at Risk 

As generative AI reshapes consulting, some firms are emerging as clear leaders while 

others risk falling behind. Below is a forecast of the competitive landscape over the next five 

years, highlighting firms that are leading the AI race and those vulnerable to disruption: 

Leading the Pack – “AI-Forward” Firms: 

• Accenture: With its massive $3 billion investment to expand its Data & AI practice and 

plans to double AI-skilled staff to 80,000 ciodive.com, Accenture has positioned itself as 

a global leader in AI-driven consulting. It is embedding AI across its services (strategy, 

operations, technology) and developing industry-specific AI solutions. Accenture’s early 

wins include numerous generative AI projects for clients (the firm reported $900M in AI-

related deal bookings in one quarter of 2023, reflecting strong client demand). Their scale 

and commitment to retraining their workforce give them an edge in delivering AI at 

enterprise scale. 

• Deloitte: Deloitte has invested heavily in AI through its Deloitte AI Institute and 

alliances (e.g., with NVIDIA for AI infrastructure, and with various AI startups). It 

committed $1 billion to AI expansion, focusing on generative AI solutions for the C-suite 

ciodive.com. Deloitte’s breadth – from strategy to implementation to audit – means it can 

integrate AI in multifaceted ways. For instance, it can cross-sell AI-enabled audit 

analytics to consulting clients for continuous monitoring. Deloitte’s development of 

internal tools (like the AI audit assistant zrgpartners.com) also highlights its execution. 

Expect Deloitte to lead particularly in applied AI for domains like finance, supply chain, 

and customer experience where it already has strong practices. 

https://www.ciodive.com/news/Accenture-AI-investment-double-workforce-layoffs/652867/#:~:text=,of%20its%20workforce
https://www.ciodive.com/news/Accenture-AI-investment-double-workforce-layoffs/652867/#:~:text=Accenture%E2%80%99s%20investment%20in%20AI%20is,money%20where%20their%20mouth%20is
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Auditing,and%20answering%20complex%20accounting%20questions
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• PwC and EY: Both are pushing to infuse AI into their consulting and advisory arms. 

PwC’s three-year AI roadmap includes a $1B investment and a partnership with 

Microsoft to leverage Azure OpenAI, which will likely enhance its offerings in risk 

consulting, tax, and deals advisory ciodive.com. EY, similarly, has been very active – 

from the payroll chatbot case zrgpartners.com to developing an AI platform called EY.ai 

that consolidates their AI capabilities for clients. These Big Four firms leverage their 

deep client relationships in audit/tax to drive AI consulting opportunities, e.g., auditing 

AI algorithms, AI governance consulting, etc. Their risk-focused background also 

positions them as trusted advisors on AI ethics and compliance – a growing niche. 

• McKinsey & Company: McKinsey’s status as a top strategy firm is now coupled with 

significant AI prowess. It has built a strong analytics arm (McKinsey Analytics and 

QuantumBlack) and regularly publishes leading research on AI’s business impact 

mckinsey.com mckinsey.com. McKinsey has reportedly been developing its own GenAI 

tools to support its teams and has many AI implementation projects with clients (from 

AI-driven cost reduction to digital transformation strategies). Its focus tends to be on 

integrating AI into holistic business transformations rather than just point solutions. 

McKinsey’s strength is in marrying AI recommendations with change management, 

ensuring that AI is tied to value realization. While not as publicly loud as some others (no 

big partnership announcements akin to Bain/OpenAI), McKinsey’s influence and behind-

the-scenes investments likely keep it among the leaders. 

• Boston Consulting Group (BCG): BCG’s early and transparent embrace of GenAI 

(through experiments and thought leadership) shows it aims to be an innovator. BCG’s 

creation of thousands of internal AI tools zrgpartners.com and client-facing offerings 

https://www.ciodive.com/news/Accenture-AI-investment-double-workforce-layoffs/652867/#:~:text=Accenture%E2%80%99s%20investment%20in%20AI%20is,money%20where%20their%20mouth%20is
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Here%20are%20several%20accounting%20functions,AI%20is%20primed%20to%20address
https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/artificial-intelligence-in-strategy#:~:text=Can%20machines%20automate%20strategy%20development%3F,your%20%201%20preferred%20podcast
https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/artificial-intelligence-in-strategy#:~:text=Yuval%20Atsmon%3A%20You%E2%80%99re%20right%20about,that%20could%20significantly%20improve%20outcomes
https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Boston%20Consulting%20Group%20has%20developed,summaries%20and%20perform%20administrative%20tasks


 42 

(they have a partnership with Anthropic, an AI startup, to bring AI to clients, for 

example) position it well. The firm is also productizing some AI solutions via its BCG X 

arm. BCG’s collaborative research with academia (Harvard) on AI augmentation hbs.edu 

helps bolster its credibility. We expect BCG to lead in use of AI for creative and 

innovation-related consulting tasks (given the finding that AI is great for ideation 

bcg.com) and in sectors like healthcare or climate where BCG can combine AI with deep 

expertise. 

• Bain & Company: Bain took a bold step with OpenAI, making it the poster child for AI 

partnerships in consulting. This has translated into real business – Bain is rolling out AI 

capabilities in marketing, customer experience, and operations for clients, and even 

embedding OpenAI tech into internal knowledge management bain.com. The Coca-Cola 

case marketingdive.com gave Bain a lot of publicity, and Bain continues to showcase 

new use cases (they’ve mentioned work with financial institutions on AI-enhanced 

processes, etc.). Bain’s mid-size (relative to MBB peers) might actually allow it to be 

more agile in adopting AI firm-wide. They have also started an “AI incubator” internally 

to develop tailored solutions per client needs. Bain appears poised to compete head-on by 

saying, “We bring the best of Silicon Valley AI to your problems with our consulting 

rigor” – a message resonating with many clients currently. 

• IBM Consulting: IBM’s consulting arm (formerly IBM GBS) has a legacy of 

technology integration, and with IBM’s own Watson and newer AI developments, they 

are a strong player especially in tech-heavy consulting. IBM Consulting claims to have 

an AI-powered delivery platform (IBM Consulting Advantage) with a library of AI 

agents and methods that its 160k consultants use consultancy-me.com. That, combined 

https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=consultants%20using%20AI%20were%20significantly,Further%2C%20our%20analysis%20shows%20the
https://www.bcg.com/28december2023-chatgpt-helps-yet-worries-business-consultants#:~:text=experiment%20that%20measured%20how%20ChatGPT,their%20creative%20muscles%20to%20atrophy
https://www.bain.com/about/media-center/press-releases/2023/bain--company-announces-services-alliance-with-openai-to-help-enterprise-clients-identify-and-realize-the-full-potential-and-maximum-value-of-ai/#:~:text=The%20alliance%20builds%20on%20Bain%E2%80%99s,and%20processes%20to%20improve%20efficiency
https://www.marketingdive.com/news/coca-cola-OpenAI-Bain-ChatGPT-AI-marketing/643381/#:~:text=%2A%20Coca,products%2C%C2%A0said%20in%20a%20statement%20that
https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=At%20IBM%2C%20we%20have%20supercharged,to%20leverage%20the%20technology%20effectively
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with IBM’s research bench (including a focus on trustworthy AI), means IBM can offer 

cutting-edge solutions in areas like AI in automation, AI in IT service management, etc. 

They often work on large digital transformations where AI is a component. Their 

challenge is shedding the old image of purely IT consultants and being seen as strategic 

advisors; however, in an AI world, technology and strategy are intertwined, which plays 

to IBM’s integrated skill set. 

• Notable Others: Smaller specialized firms like Palantir (though a software company, it 

often provides consulting-like services around its AI platforms for defense and industry) 

and OC&C/LEK (some mid-tier strategy firms exploring AI niches) deserve watching. 

Also, the rise of consulting tech platforms like Zinnov or GEP (in procurement 

consulting with AI tools) could nibble away parts of the consulting value chain. Asian 

consulting markets (e.g., in China, firms like Alibaba’s consulting division or state-

owned consultancies) might also produce AI-driven models, especially given the heavy 

AI focus in those economies. 

Firms at Risk – “AI Laggards”: 

• Mid-Sized Traditional Firms: Firms that are neither huge nor specialized – for 

example, second-tier consultancies or regional players that haven’t invested in AI – may 

find themselves outpaced. They often lack the R&D budgets of larger firms and the niche 

focus of boutiques. If their consulting model remains labor-intensive and opinion-based, 

clients might bypass them for either cheaper AI-driven solutions or pay a premium for 

the assured AI leaders. Without quick partnerships or investments, these firms risk a slow 

decline. They might start losing on proposals where clients specifically ask about AI 

capabilities and they have little to show. 
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• Boutiques in Pure Strategy: Paradoxically, some very small high-end strategy 

boutiques could be at risk if they do not incorporate AI. These firms often compete on the 

brains of a few star consultants. But if those stars are not leveraging AI, their insights 

might start to look shallow compared to bigger firms that bring data-backed, AI-

augmented analyses. Clients might perceive them as offering less value for money unless 

they pivot to a more expert, human-only advisory niche (like geopolitical advisory, etc., 

where AI is less mature). 

• Firms Resistant to Change: Any consultancy that has a culture of “this is how we’ve 

always done it” is in trouble. The industry is clearly moving towards AI-augmentation. 

Leaders at such firms might downplay AI as a fad or be slow to build digital 

infrastructure. They may also face internal revolt as younger consultants leave for firms 

that embrace innovation. The risk isn’t immediate bankruptcy; rather, these firms will 

slowly lose relevance, talent, and then clients. They may end up being acquired by more 

forward-thinking competitors or pivot to something like subcontracting for bigger firms 

(essentially being relegated to staff augmentation roles). 

• Those with Client Bases Highly Exposed to AI DIY: If a consulting firm’s key clients 

are tech-savvy companies who are quickly internalizing AI, that consulting firm faces a 

demand squeeze. For example, if you primarily serve tech startups or big tech companies, 

you may find they need less of your analytical services because they do it in-house. Firms 

need to either shift focus to clients that need more help with AI (traditional industries, 

public sector) or deepen their specialization to offer something beyond what the client’s 

AI can do. Failure to reposition could mean revenue loss. 
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In broad strokes, the consulting “arms race” in AI will likely increase consolidation at 

the top – big firms getting bigger due to their tech investments – and pressure the bottom – 

smaller firms either find a niche or partner up. Clients will still require a diverse consulting 

ecosystem, but the bar for entry will be higher. Those at risk can still change course: for instance, 

a mid-tier firm might specialize in AI ethics consulting, carving out a needed niche, even if they 

can’t compete with MBB on AI breadth. Or they might ally with a tech provider to leapfrog 

development (similar to Bain did). The next 2-3 years are critical for these decisions, as the gap 

between AI leaders and laggards is widening fast. 

Overall, we predict a market where by 2028, it’s an expected norm that any credible 

consulting firm uses AI in most engagements. Leaders will differentiate by how they use AI 

(e.g., one might be known for best-in-class AI strategy frameworks, another for AI-driven 

implementation accelerators). Lagging firms by that time will either have merged, re-specialized, 

or quietly faded. As one consultant observed, this is more of a transformation than a destruction 

– “the industry’s core dynamics remain unchanged… AI is used more for enhancing human 

work rather than replacing consultants” consultingquest.com. The competitive winners will be 

those who enhance effectively. Next, we tie these threads into a five-year outlook for the 

industry and provide final recommendations for consulting leaders and clients navigating this 

evolution. 

Five-Year Vision: The AI-Driven Consulting Landscape 

Looking ahead to the next five years (through 2030), we envision a consulting industry 

that has been profoundly transformed by generative AI – yet one where human consultants are 

https://consultingquest.com/podcasts_smcs/is-consulting-being-disrupted/#:~:text=,integrating%20AI%2C%20focusing%20on%20strategic
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more important than ever in delivering certain types of value. Here is a portrait of the likely 

landscape and how consulting firms can remain indispensable: 

1. Ubiquitous AI in Consulting Delivery 

By 2030, every major consulting project will leverage AI in some form. Just as laptops 

and PowerPoint became standard tools, AI assistants and analytics will be standard practice. 

Consultants will routinely use AI to research industries, analyze client data, generate initial 

hypotheses, and even to continuously monitor project impact. Turnaround times for analyses will 

shrink drastically – tasks that took weeks might be done in hours. This will enable a 

more iterative consulting approach: instead of one big analysis phase, teams can run many 

rapid analyses as a project evolves. The result should be more agile and responsive consulting 

engagements. Deliverables themselves may change form: rather than static reports, consultants 

might deliver interactive AI-driven dashboards or models that clients can query in real time after 

the engagement. For example, a strategy project could end with an AI tool trained on the 

project’s work, which the client can continue to consult as a “virtual advisor” (with the 

consulting firm maintaining it in a managed service model). 

2. Enhanced Value Proposition – Focus on Human Judgment and Change 

With AI handling much of the heavy analytical lifting, consulting firms will double down 

on the human elements of their value. This includes contextualizing insights (understanding the 

client’s unique culture and constraints), exercising judgment in ambiguous situations, and most 

importantly, guiding clients through implementation and change management. In five years, 

the advice (the “what”) may often come partially from an AI, but the persuasion and 

implementation (the “how”) will still depend on consultants’ interpersonal skills, creativity, and 
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experience. Leading firms will explicitly market this: for instance, “Our AI-enabled analysis 

finds the opportunities, and our seasoned experts help you realize them on the ground.” Clients 

will still want a trusted human partner to validate and pressure-test what an algorithm suggests, 

much like senior doctors supervise AI diagnostic tools in medicine. The synergy of AI + human 

consultant will be the gold standard – AI brings breadth and speed, while human brings depth 

and trust. As one industry podcast noted, “Human skills like empathy and contextual reasoning 

in consulting are still crucial and can’t be replicated by AI” consultingquest.com. This will 

remain true even with more advanced AI. 

3. New Consulting Services and Business Models 

We will likely see new kinds of consulting offerings enabled by AI. One possibility 

is “continuous consulting” – rather than discrete projects, firms might provide ongoing insight 

services, where AI systems constantly analyze a client’s data/environment and consultants give 

periodic guidance based on that. This could be delivered as a subscription or retainer with a 

platform plus human check-ins. It blurs the line between consulting and software, catering to 

clients’ desire for real-time support. Another emerging service line is AI advisory and auditing: 

helping clients govern their own AI, choose the right AI solutions, and audit algorithms for bias 

or performance. Consulting firms could also create industry-specific AI tools (for example, an 

“AI consultant” for retail inventory optimization) that they license to clients, supplementing 

traditional advice with product revenue. In terms of business model, we may see more outcome-

based contracts since AI makes it easier to measure impact quickly – if a firm is confident in 

AI-driven recommendations, they might be willing to tie fees to achieved results (shortening 

feedback loops make this less risky). Also, consulting firms might form more multi-firm 

https://consultingquest.com/podcasts_smcs/is-consulting-being-disrupted/#:~:text=,integrating%20AI%2C%20focusing%20on%20strategic
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collaborations (e.g., a strategy firm partnering with a specialist AI firm and a client’s IT 

department all together) to deliver integrated solutions. 

4. Industry Structure: Consolidation and Ecosystems 

The forecasted competitive dynamics suggest the major firms will maintain or grow share 

if they execute on AI, while smaller players either find niches or consolidate. By 2030, we might 

have a Big 4 or 5 dominating AI-enabled consulting globally (e.g., Accenture, Deloitte, 

McKinsey, BCG, Bain – each of these could be in the top tier if they sustain investment). They 

will present themselves not just as consulting companies but as “solutions partners” that 

combine consulting, technology, and perhaps managed services/platforms. There will also be a 

rich ecosystem of specialized firms: boutiques focusing on specific AI applications (e.g., supply 

chain AI experts, or AI for sustainability consulting), design-thinking firms integrating AI for 

innovation, and perhaps crowd-sourced consulting marketplaces enhanced by AI (platforms 

where independent consultants supported by AI collaborate on projects). Traditional boundaries 

between consulting, IT services, and even outsourcing may blur – if AI handles routine tasks, 

consulting firms might take over some roles traditionally done by outsourcing companies, like 

ongoing process optimization, since it becomes more knowledge-centric and less labor-centric. 

Conversely, IT firms might move into higher-level advisory as their AI does more heavy lifting. 

We might see some mergers: tech companies acquiring consulting units to bolster AI solution 

delivery (similar to how IBM bought PwC Consulting two decades ago, one could envision a 

Microsoft or Google absorbing a consulting outfit to marry software and advisory). 
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5. Geographic and Market Implications 

AI adoption in consulting will be global, but the impact may vary by region. In North 

America and Western Europe, where consulting spend is high and clients are pushing for 

innovation, AI-driven consulting will become the norm fastest. In the Asia-Pacific region, 

markets like China and India will develop their own AI consulting capabilities quickly (China’s 

tech sector could birth new consultancies that challenge Western firms locally, for example). 

Developing markets might benefit from democratization: a small African enterprise might access 

a decent strategy AI tool without needing a top consultant flown in. The top consultancies will 

also use AI to deliver more with teams based anywhere, potentially doing more work remotely or 

in distributed fashion since the knowledge can flow easily via AI systems (e.g., an expert in 

London supervises an AI analysis that a smaller team in Nairobi fine-tunes with local context). 

Governments around the world will increasingly engage consultants for AI-related projects (AI 

for public policy, smart cities, etc.), so public-sector consulting might grow, tempered by the 

need for strong ethics and transparency. Regulation might also shape things: if there are strict 

laws about AI (say requiring explainability or human oversight), consulting firms that can 

navigate those will have an edge. 

6. Consultants’ Worklife 

The daily life of consultants will be different. They’ll spend less time building slides or 

models from scratch and more time interpreting and interacting. Picture a consultant in 2030: in 

the morning, they review a dashboard where an AI has aggregated all key metrics for their client 

overnight and flagged a couple of anomalies or opportunities. They then meet with their team 

(some humans, some AI agents in the call) to decide how to investigate further. By afternoon, 
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they have potential solutions drafted by AI, which they refine using their experience and perhaps 

run a quick simulation via a digital twin environment. In a client meeting, instead of presenting 

static charts, they might use an interactive AI assistant to answer client’s “what if” questions on 

the spot (“What if we increase price by 5%?” – the AI runs the scenario live). The work is likely 

less tedious and possibly more engaging intellectually, though it requires comfort with tech. 

There may be fewer junior people per senior person, and those juniors will be more like AI 

conductors than slide monkeys. Work might be more remote-friendly, yet the high-touch 

moments with clients (workshops, board presentations) remain, as those benefit from in-person 

human connection. 

7. Indispensability of Consulting Firms 

Will consulting firms still be indispensable in 5 years? For many strategic and complex 

needs, yes – but they will be indispensable in a different way. Their role will be as integrators of 

insight and enablers of action. Clients might say: “We have data, we even have AI, but we need 

you to make sense of it all in the context of our organization and help us actually change.” 

Consultants who can do that – leveraging AI for insight and their skills for execution – will be 

highly valued. On the flip side, if a consulting offering is essentially analysis that a client’s AI 

could do, that offering will disappear or need re-imagination. Consulting firms will need to 

constantly move up the value chain. In a sense, AI will commoditize certain baseline advisory, 

but that pushes consultants to focus on higher-order advisory (like how the internet 

commoditized information retrieval, but consultants then focused more on interpretation and 

bespoke solutions). Indispensable consulting firms will be those seen not just as experts, but 

as partners in the client’s continuous learning and adaptation, often enabled by AI tools the 

consultants provide or manage. 
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In summary, by 2030 we expect an industry that has embraced AI as a core component, 

delivering faster and arguably better insights. Routine consulting tasks will be largely automated. 

The human element will concentrate on areas where human judgement, empathy, and creativity 

are irreplaceable. The competitive gap will be stark between those who mastered this hybrid 

model and those who did not. But rather than AI replacing consultants, the narrative will be AI-

empowered consultants replacing those who don’t use AI. In that sense, consulting as a 

profession isn’t going away; it’s evolving – likely becoming even more interesting, blending data 

science with classic advisory artistry. 

Consulting firms that adapt will continue to be key advisors for businesses and 

governments navigating complexity – perhaps even more so as the world becomes inundated 

with data and AI outputs (someone will need to make sense of it all!). As one consulting leader 

put it, “Collaboration between humans and AI will become the norm, with AI handling routine 

and data-intensive tasks while human consultants focus on strategic and relational aspects… 

This symbiotic relationship will enable more comprehensive and impactful solutions.” corporate-

blog.global.fujitsu.com. Firms should strive to build that symbiosis now to secure their place in 

the future. 

Recommendations for Consulting Leaders and Clients 

In light of the analysis above, we conclude with practical recommendations for both 

consulting firm executives and their clients (business leaders and government officials) to 

successfully navigate the rise of generative AI in consulting: 

https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=Collaboration%20between%20humans%20and%20AI,impactful%20solutions%20to%20their%20clients
https://corporate-blog.global.fujitsu.com/fgb/2024-09-30/01/#:~:text=Collaboration%20between%20humans%20and%20AI,impactful%20solutions%20to%20their%20clients


 52 

For Consulting Firm Executives 

• Embed AI in Your Strategy (Don’t Wait): Make AI adoption a core part of your firm’s 

strategic plan. Clients are already demanding it, and competitors are investing heavily. 

As noted, 66% of clients might drop firms that don’t use AI consultancy-me.com– a clear 

mandate to act. Develop a firm-wide AI vision (as outlined in the playbook) and secure 

leadership commitment and funding. Treat it as business transformation, not just IT 

upgrade. 

• Upskill Your Workforce and Hire Strategically: Invest in comprehensive training so 

that all your consultants can work effectively with AI tools. Encourage certification in 

data analytics or AI for consultants who show aptitude. Simultaneously, hire or partner 

for specialized talent – data scientists, machine learning engineers, prompt engineers – to 

bolster your capabilities. Create mixed teams that pair domain consultants with AI 

experts to cross-pollinate skills. A BCG study showed even high performers improved 

with AI augmentation hbs.edu, so empower your people to leverage it; the goal is “all 

consultants = AI consultants” in capability. 

• Develop Proprietary AI Assets: Differentiate by building or customizing AI tools that 

align with your consulting methodologies. This could be a knowledge retrieval AI tuned 

to your firm’s intellectual capital, a scenario planning simulator for strategy projects, or 

an AI that automates benchmarking using your databases. Owning such assets can 

increase efficiency and provide a selling point to clients (e.g., “only we have this 

diagnostic AI that makes the project faster”). Ensure these tools are designed with 

transparency so consultants trust and use them. Even small firms can create simple but 

effective AI assistants for internal use with today’s technology. 

https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=66,both%20organizations%20and%20their%20clients
https://www.hbs.edu/faculty/Pages/item.aspx?num=64700#:~:text=consultants%20using%20AI%20were%20significantly,Further%2C%20our%20analysis%20shows%20the
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• Partner and Ecosystem Leverage: Form alliances to accelerate learning and delivery. 

Partnerships with AI technology companies (like Bain & OpenAI bain.com) can give you 

early access to innovation and credibility. Join industry groups on AI ethics to help shape 

standards (which also signals to clients you are serious about responsible AI). Consider 

joint offerings: if you’re a boutique, maybe partner with a software company to deliver a 

combined product+advice solution. Use the strength of the ecosystem rather than trying 

to do everything alone, especially if resources are limited. 

• Double-Down on the Human Touch: As AI commoditizes analysis, make sure your 

teams excel at the human elements. Train consultants in advanced facilitation, change 

leadership, and industry expertise. Encourage them to spend more time in the client’s 

environment understanding unspoken issues – things AI won’t pick up. Reinforce a 

culture of client-centric problem solving, creativity, and empathy. In performance 

evaluations, value the consultant’s ability to use AI appropriately and to connect with 

clients. Your firm’s reputation should be that you bring the best tech and the best people 

skills. 

• Implement Strong AI Governance: Create clear guidelines and ethical standards for AI 

use to safeguard trust. This includes protocols to secure client data (perhaps offering on-

prem or private cloud AI options), processes to review AI outputs for quality, and 

transparency measures. For example, inform clients when significant analysis was AI-

generated and show how it was validated. By proactively addressing bias, accuracy, and 

privacy, you turn potential pitfalls into areas of trust. PwC reminds that trust in GenAI 

requires governance, security, bias mitigation, and addressing hallucinations pwc.com– 

bake these into your operations. Make ethical use of AI part of your brand promise. 

https://www.bain.com/about/media-center/press-releases/2023/bain--company-announces-services-alliance-with-openai-to-help-enterprise-clients-identify-and-realize-the-full-potential-and-maximum-value-of-ai/#:~:text=Given%20the%20early%20successes%20of,alliance%2C%20Bain%20also%20announced%20today
https://www.pwc.com/us/en/tech-effect/ai-analytics/ai-hallucinations.html#:~:text=Trust%20in%20GenAI%20requires%20all,have%20no%20basis%20in%20reality
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• Innovate Your Service Delivery Model: Rethink how you deliver value in light of AI. 

Explore new fee models (e.g., outcomes-based or subscription for continuous insights). 

Productize repeatable parts of your work into AI-powered software that can be a revenue 

stream. Consider offering lower-cost tiers of service where AI handles more and humans 

less – to capture clients who might otherwise just use a DIY tool. Conversely, develop 

premium offerings that involve sophisticated use of AI plus heavy senior expert time for 

complex problems. Essentially, be willing to disrupt your own traditional project formats 

to integrate AI. Those who do can tap new markets and fend off disruptors. 

• Monitor Competitors and Benchmark: Keep a close eye on what leading firms are 

doing with AI. If a competitor launches a successful AI platform for clients, analyze 

whether you should develop something similar or differentiating. Participate in industry 

benchmarking studies on AI adoption (or initiate one via a thought leadership piece) to 

see where you stand. Being aware helps ensure you’re not blindsided and can calibrate 

your pace – perhaps even aim to leapfrog by learning from others’ experiences. 

• Communicate Success Stories to the Market: Publicize your AI-driven successes – 

with client permission, share case studies where AI made a notable difference (e.g., “We 

helped Client X cut supply chain costs 15% in 3 months using our AI tools” 

zrgpartners.com). This helps convince skeptical clients and also reassures your own team 

of the positive impact. It positions your firm as an innovator, which is increasingly 

important for attracting both clients and talent. Many execs say AI product/service 

innovation is a top goal consultancy-me.com; if you can show you’re delivering that, you 

stay in the conversation for major engagements. 

https://www.zrgpartners.com/insights/how-will-generative-ai-affect-the-professional-services-industry#:~:text=Generative%20AI%20is%20revolutionizing%20the,consultants%20to%20make%20informed%20decisions
https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=investment%20%28ROI%29,funded%20by%202026
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For Clients (Business Leaders and Government Officials) 

• Leverage Self-Service AI, but Know Its Limits: By all means, use the AI tools at your 

disposal for analysis and ideas – this can make you more informed and save consulting 

hours. Many companies now have internal analytics that rival consultants’ capabilities. 

However, recognize when an outside perspective is needed. AI can tell you what is 

happening or even what might work, but it can’t easily navigate your organization’s 

politics, culture, or execute change – that’s where consultants add value. Use AI 

internally to handle routine queries and to challenge consultants with deeper questions, 

but use consultants to validate and implement solutions, and to provide context that AI 

might miss. 

• Choose Consulting Partners with AI Skills: When evaluating consulting proposals, 

inquire specifically about how they use AI to improve results. If a firm doesn’t mention 

AI at all, consider that a red flag regarding efficiency and innovation. Favor firms that 

demonstrate a balanced approach (AI + human expertise). Ask for examples of AI usage 

and the outcomes. Also probe their data security practices around AI. Essentially, make 

AI capability a selection criterion – this will push all firms you work with to up their 

game and ensure you’re getting state-of-the-art support. As we saw, 86% of consulting 

buyers look for AI in services consultancy-me.com– join that majority to get better value 

for money. 

• Be Open to New Engagement Models: Traditional consulting projects can be costly and 

lengthy. With AI, there may be opportunities for more flexible, targeted engagements. Be 

open if a firm proposes, for example, a shorter discovery phase heavily powered by AI, 

followed by an implementation sprint – rather than a 6-month analysis. Or if they have a 

https://www.consultancy-me.com/news/10130/how-ai-and-gen-ai-will-transform-the-consulting-industry#:~:text=recent%20study%20by%20IBM%2C%2086,incorporate%20AI%20and%20technology%20assets
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subscription model for ongoing advice, consider if it fits your needs for continuous input. 

Embrace pilots – you could engage a firm for a quick AI-assisted diagnostic at lower cost 

to decide if a larger project is warranted. By trying these new models, you could reap 

benefits faster and cheaper. 

• Co-create and Upskill with Consultants: Engage consultants not just to deliver a 

report, but to help your team learn. If they are using an AI tool on your project, request 

that they train some of your staff on it, so you can use it post-project. Treat every 

consulting project as a chance to transfer knowledge. Many leading firms are willing to 

include client team members in the process (like “digital academies” or joint AI 

hackathons during the engagement). This way, your organization becomes more self-

sufficient over time. Also, don’t hesitate to share your internal AI insights with 

consultants – a good firm will incorporate your data and build on it (rather than redoing 

work), leading to a richer outcome. Make the consulting engagement a collaboration 

between your internal AI capabilities and their external expertise. 

• Insist on Transparency and Ethics: When consultants present AI-generated insights, 

ask them to explain the source and reliability. Ensure they followed any regulatory or 

ethical guidelines your organization adheres to. For government officials, this is critical – 

you might require, for example, that any AI used has been audited for bias and that 

decisions can be explained to the public if needed. Hold consultants accountable to high 

standards on data privacy (e.g., ensure they’re not uploading your sensitive data to open 

AI tools without clearance). Basically, demand the same rigor you would from any 

internal analysis. Consulting firms that have solid AI governance (as recommended 
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above) will meet these queries confidently. This protects your interests and encourages 

responsible AI use industry wide. 

• Focus Consultants on Higher-Order Problems: Since AI can handle more basic 

analysis, direct consulting resources towards the complex challenges: organizational 

change, scenario planning under uncertainty, integrating AI into your business model, 

etc. For instance, rather than hiring consultants to crunch survey data (which your team 

or AI could do), hire them to design a strategy from those insights and chart the 

execution path. Use them to validate things where stakes are high – e.g., if your AI 

suggests a big strategic pivot, get a consulting partner to stress-test it and outline 

implementation. In essence, allocate consulting budget where human expertise multiplies 

the value of AI, not where it duplicates what AI can do. 

• Explore AI-First Consulting Offerings: New providers and tools might offer 

alternative solutions – for example, an AI-based strategy platform or an upstart 

consulting firm with a heavily automated approach that charges less. As a client, it’s in 

your interest to explore these, especially for smaller scale or experimental needs. They 

could provide quicker answers or a different perspective. However, weigh the trade-off: 

are you getting robust, actionable advice or just generic output? Perhaps use AI-first 

services for initial brainstorming or background research, then bring in traditional 

consultants to refine and implement. Over time, this multi-source approach could yield 

better outcomes. And if some AI-first services prove exceptional, you might shift more 

work to them, which is fine – it pressures the market to improve. Just remain cognizant of 

the limitations (for example, an AI platform might not know the subtleties of your 

company that a seasoned consultant would). 
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• Plan for AI in Your Consulting Budget and Projects: As you budget for consulting, 

consider setting aside funds specifically for AI-related work – whether it’s to pay for the 

consultants’ AI tool usage (some might charge for use of proprietary tools) or to invest in 

a joint AI initiative with a consultant. When scoping projects, include discussion of 

which tasks will be accelerated by AI to potentially reduce cost or redirect effort. You 

might negotiate, for instance, that because a firm is using AI and finishing analysis faster, 

they will include an extra workshop for stakeholder alignment in the same fee – thus, you 

get more value (and the firm still preserves margin by saving time on analysis). 

Essentially, ensure AI’s efficiency gains are shared between you and the consultant in 

some equitable way. 

• Stay Updated on AI Trends in Consulting: As a leader, keep yourself informed about 

what’s happening with AI in your industry and in consulting. Read thought leadership 

from firms (they often publish insightful reports on AI impacts). This will help you ask 

savvy questions and not get dazzled by buzzwords. If you know, for example, that 

generative AI can speed up coding by 50%, you might challenge your IT consultant on 

why a certain implementation timeline is still so long. Knowing capabilities also helps 

you scope projects more precisely – you might say, “We only need 2 weeks of analysis 

with AI, then more time on change management.” A knowledgeable client tends to get 

better outcomes and can hold consultants to high standards. 

In conclusion, consulting leaders should aggressively yet thoughtfully integrate AI, 

transforming their firms to be more efficient and innovative, while clients should push for and 

embrace AI-enabled consulting, but with a clear focus on ethics and value. Both parties benefit 

from this evolution: consultants can deliver greater impact in less time, and clients can achieve 
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better results and build internal capabilities. The relationship may become more collaborative – 

with AI as a shared tool – and outcome-oriented. 

Generative AI is not a threat to consulting per se; it’s a powerful new ingredient. Those 

who learn to cook with it – combining the science of AI with the art of consulting – will serve 

up far superior solutions, securing their place at the table in the years ahead. As the industry 

adapts, one thing remains constant: the ultimate goal is to help clients solve problems and 

succeed. AI is simply raising the bar on how that goal is achieved, making consulting an even 

more exciting and potentially more impactful field than ever. 

 

 


