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EXECUTIVE SUMMARY

As the business world goes digital,
business models are fundamentally
changing to focus more on customers.
Consulting is one of the last industries
to go digital, but customer expectations
are quickly pushing it in that direction.
Digital consulting will involve more than
using tools to supplement the work the
consultant can accomplish manually.
Instead, firms will need to rethink their
entire workflow to ensure the client
remains at the center.
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DIGITAL
TRANSFORMATION
DEFINED

It's hard to avoid the conversation around
the digitization of the business world. Ma-

jor business publications such as Forbes

and the Harvard Business Review are cov-
ering it extensively, and industry leaders
are heralding their efforts towards digital
transformation. Yet according to Forbes,
there still remains significant confusion
around what exactly digital transforma-
tion entails. Digital is not an appendage to
an organization; it is something that drives
the way the entire business operates, even
if that business relies primarily on human
capital. For some companies, digital trans-
formation may mean the creation of an
entirely new business model. That sort of
change may be intimidating, but evidence

shows us that the payoff is astronomical.

For a comprehensive definition of digital
transformation, we turn to the Altimeter

group: “the realignment of, or new invest-
ment in, technology and business models

to more effectively engage digital custom-
ers at every touchpointin the customer ex-
perience lifecycle.” Digital transformation
can thus boil down to two major focuses:
1) Transformation of business models in
order to 2) better meet the needs and ex-
pectations of digital customers.
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1. Business Model
Transformation

Successful digital transformation involves
far more than solving a problem with a dig-
ital solution, tacking a digital branch onto a
company, or investing more in technology
without really changing the way things are
done. lIt involves a fundamental change
in what a company does - based on new
digital capabilities - in relation to how it
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serves its clients or customers. The new
way the company functions is an improve-
ment over the old way because it more
closely conforms to customers’ needs at
every step of the customer lifecycle, and it
meets the expectations of a digitally-trans-
formed consumer base. There needs to be
a purpose behind the transformation that
goes beyond adopting technology simply
because it's available or even because it
makes things go faster than before. That
purpose is the digital customer.

2. The Digital Customer

Digital customers are different than their
predecessors because digital capabilities
give them more control over their own
customer experience. Whereas before

businesses would dictate the parameters
of the customer experience - how and
when the customer would be involved
in the production and buying process,
etc. - digital devices have handed those

reins over to the customer. According to

a study by Accenture, this change in cus-
tomer control affects the entire organiza-
tion: “Attracting, winning, and retaining
customers requires a concerted effort
across the entire organization, with prof-
itability, ROI, and customer satisfaction
as key measurements of their progress.”

Moreover, Harvard Business Review
points out that customers no longer base
their expectations on the bounds that in-
dividual industries put in place. Instead,
they hold all companies to the same high
standards that allow them to customize
their experiences, based on their unique
needs, at every stage of the buyer journey.
For example, no longer are customers will-
ing to choose between complex and com-
prehensive functionality and a simple user
interface - digital customers expect both,
even from industries that have historically
offered only one of those options.

9LENSES
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WHY CONSULTING
IS NO EXCEPTION

Due to their unique stance in the business
world, many consulting firms, particularly

the top firms, have thus far largely evad-
ed the move towards digital transforma-

tion. Part of the reason for this reluctance
is due to the fact that a large portion of
the traditional consulting model relies on
relationships and the expertise or human
thought that consultants bring to a client
site. Consultants are often unwilling to
adopt technology because they believe it
will shift that focus.

Additionally, consultants have history on
their side: the consulting industry has
changed very little in the last century. It's
unsurprising, therefore, that consultants
feel somewhat immune to the disruption
that has affected virtually every other in-
dustry. Many become comfortable work-
ing in spreadsheets and storing client data
on hard drives, even though these meth-
ods are often slow and undependable.
Moreover, the need for consultants has
not diminished: as long as businesses ex-
ist, they will have problems that need fix-
ing. And as with any professional service,

human interaction will always have an im-
portant part to play.

Nonetheless, consultants are facing the
same challenge that similar industries are:
customer expectations that do not align
to the traditional boundaries of the con-
sulting industry. As a result, customers
are finding alternate solutions with great-
er speed and transparency and clearer
ROI. Some of these include the continued
rise of internal consulting, new delivery
or service models such as HourlyNerd or
Business Talent Group, and the develop-
ment of analytical tools that enable orga-
nizations to better diagnose and navigate
their complex business problems - or that
at least reduce the ongoing need for exter-
nal expertise.

To date, many top-tier consulting firms
have relied on their brand names and re-
lationships to attract and retain clients. As
prospective clients begin to demand fast-
er results and more measurable ROI, how-
ever, these firms may find themselves in a
tight corner. This digital customer disrup-
tion is escalated by the fact that strategy
consulting nowadays often involves help-
ing an organization to go digital. With the
global move towards digitization, strategy
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and technology now go hand in hand. As a
result, clients that would normally turn to
the top consulting firms in order to update
their business strategies are often looking
to technology firms, or firms that focus on
IT strategy, instead. That means that even
the top firms are now having to compete
with smaller, technology-focused firms,

yet they are still behind when it comes to
going digital.

The firms that are going digital the most
quickly are those that face the most pres-
sure from clients who demand low cost

and immediate value. Indian firms, there-
fore, are leading the movement because

demand for improvements in cost and val-
ue in India is especially high. These firms
have found that reusable software allows
them to deploy their services with many
clients at once at little additional cost per
client, and clients are given a consistent
result with a much shorter time to value.

The good news for consultants is that due
to digital transformation, the need for
consulting is on the rise. The key for con-
sultants is to determine how to harness
this increase before clients adopt alter-
native solutions. In order to meet the ex-
pectations of digital customers, they must
transform their own workflows and busi-
ness models to become digital.

A\

&

WHAT DIGITAL
CONSULTING
LOOKS LIKE

Because consulting relies so much on hu-
man capital, it may not be immediately
clear what digital consulting would look
like, so we'll take an in-depth look at digital

consulting here. McKinsey recently pub-

lished an article that divides digital trans-
formation into three categories: creating
value at the new frontiers of the business
world, creating value in the processes that
execute a vision of customer experiences,
and building foundational capabilities that
support the entire structure. In order to
better understand what digital consulting
entails, let's examine each of these catego-
ries in relation to consulting.
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1. Creating Value at New
Frontiers

Creating value at new frontiers means
either going after new business sectors
or finding new value in existing sectors.
It requires a deep understanding of the
market and how it is changing. In the con-
sulting world, creating value would mean
understanding new client expectations
and adapting to them. For example, cli-
ents today expect greater speed from
consultants. They are no longer willing to
pay hundreds of thousands of dollars for
consultants to come in and spend weeks

learning their businesses - that market

is dwindling. Instead, they expect to re-
ceive value from the first billable hour.
Consulting firms stuck to the old business
model, therefore, will find themselves
starting to lose business. Those that find
ways to overcome the time to value barri-
er through digital capabilities will be set for
long-term success.

Another way consultants can find value in
existing business sectors is by making bet-
ter use of their data. Without a connected
way to collaborate and share IP, consul-
tants fail to build on their internal knowl-
edge by leveraging the most successful
elements of their engagements and frame-

works. As a result, consultants never get
smarter about the questions they ask, nor
do they substantially build on their client
knowledge or the issues they tackle. The
value of big data to the business world has
been widely expounded, and the consult-
ing industry is no exception. Consultants
gather huge amounts of data from their
clients, and they should be using it to build
their expertise around how to ask the best
questions and build the best frameworks.

S &

2. Creating Value in Core
Businesses

Creating value in core businesses involves
using digital capabilities to improve or
even rehaul the way things are currently
done in serving customers or clients. It is
not simply a one-time upgrade, but a sys-
tem of ongoing improvement that centers
around serving the client. Key to creating
value in core businesses are automation
and real-time analytics, as these will en-
able companies to identify problem areas
quickly and adjust to meet client needs.
Businesses also have the opportunity here
to use the information they gather from
customer interactions to further expand
business with that customer.

07

The Digitization of Consulting: Practice What You Consult

9LENSES


https://www.researchgate.net/publication/228148723_The_Changing_Balance_of_Power_in_the_Consulting_Market?
https://www.researchgate.net/publication/228148723_The_Changing_Balance_of_Power_in_the_Consulting_Market?

For consultants, creating value in core
businesses would involve digitizing and
automating manual methods to create
a better client experience. For example,
many consultants still spend weeks con-
ducting manual interviews and analyzing
data in spreadsheets, and the results of
an engagement are often simply compiled
and handed to the client in the form of
a deliverable. To achieve the kind of val-
ue clients seek, consultants should offer
solutions that go farther than simply mak-
ing recommendations or even following
up to see how successfully changes were
implemented. Clients need living data that
tracks performance over time and that
they can access and explore themselves.
Consultants today, therefore, must pro-
vide a service that involves tracking prog-
ress and benchmarking against the client’s
competitors. This type of service benefits
the consultant as well as the client, as it
sets the stage for a subscription-type,
long-lasting relationship with the client in-
stead of a one-time engagement.

3. Building Foundational
Capabilities

Building foundational capabilities means
transforming the organization to adopt
both the mindset and the infrastructure to
support speed and agility throughout the

organization. For consultants, this trans-
formation would involve the digitization of
IP and client data. Consulting firms today
rarely have a structured means of storing
IP, relying instead on spreadsheets on indi-
vidual hard drives. As a result, IP frequent-
ly leaves the company when an employee
does, and the firm is not able to build on
and improve that IP over time. Firms may
find themselves duplicating work, since IP
is scattered. Moreover, IP and client data
stored on hard drives is highly suscepti-
ble to data breaches. In order to build the
necessary foundational capabilities, con-
sulting firms must acquire the capability to
digitize their IP and client data so that they
can store it securely, share it throughout
the organization, and build on it over time.

Consultants are helping their clients to be
successful in the digital world; it's time for
them to do the same. We recently inter-
viewed one of our customers, a senior man-
ager at a top-tier consultancy. In his words,
“we need to practice what we consult.”

“Businesses need to understand that
digital disruption is not a choice - it is
now an integral part of doing business.
Companies must be data driven to out-
innovate their respective industries.”

-Peter Russo,
Global VP |Head of S/4HANA
Product Marketing, SAP
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CLIENT
DISCOVERY

5 WAYS
CONSULTANTS
CAN START GOING
DIGITAL

Because going digital involves embracing
a new mindset that permeates every part
of an organization, consultants need to
start thinking of their business models as
services that are repeatable, scalable, and
that give clients lasting value. That means
ensuring that every stage of the engage-
ment is enhanced with digital capabilities,
from the creation of IP before an engage-
ment kicks off to creating follow-up busi-
ness opportunities at an engagement'’s
close. It helps to think about the digitiza-
tion of consulting in five different categories.

1. Digitize Intellectual
Property

The first step towards digital consulting
is the digitization of intellectual property.
A firm’'s intellectual property usually con-
sists of the frameworks that the consul-
tants use to approach different problems
and build solutions for client issues. Some
firms, particularly the larger, more estab-
lished firms, have standard frameworks
that they use repeatedly. For these firms,
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digitization will mean loading their stan-
dard frameworks into a digital platform
that allows them to be deployed over and
over with little additional effort. Digitized
frameworks can be shared easily across
practices, and consistent deployment of
standardized frameworks will ensure a
consistent output.

Other firms may not use standardized
frameworks, but will approach each client
with a different framework, depending
on the client's specific problem. Digitiza-
tion will give these firms an easy means
of standardizing the questions and frame-
works that work best so that they need not
recreate the wheel for every engagement.

For either type of firm, digitization of
frameworks offers consultants clear ben-
efits. Creating a library of frameworks will
give consultants a powerful tool that al-
lows them to improve their own internal
knowledge. By comparing data filtered
through the frameworks over time, con-
sultants can easily discover what ques-
tions and frameworks are returning the
best information and which have room for
improvement. Thus consultants can use
the data they collect from clients to con-
tinuously improve their own offerings.

Moreover, digitization of intellectual prop-
erty gives consultants a huge advantage in
data security. Spreadsheets are notorious-
ly insecure - financial, HR, and legal firms,
for example, warn against storing valuable
data in spreadsheets. Insights and IP that
firms have built up over years can van-
ish in an instant from malicious attacks.
Moreover, if it is not stored centrally, IP

frequently leaves a firm for good whenev-
er key personnel does.

In addition to solving these problems,
digitization of IP allows consultants to
eliminate duplication of work. One of our
customers told us the story of how mul-
tiple industry groups within his firm were
building the same framework at the same
time, but neither group knew it because
the firm had no way of effectively sharing
that information. Digitization of IP would
allow it to be easily shared across practic-
es, therefore helping to create consistency
and better reinforce the firm’s brand.

2. Digitize Discovery

Consultants have an enormous opportu-
nity to digitize the discovery process; the
manual discovery process is one of the
primary pain points that consultants face
today. Clients are increasingly unwilling
to pay for long discovery time, causing
firms to lose business to internal consult-
ing units or other consulting alternatives.
Smaller firms that lack the resources of
the top firms may have to sacrifice the
quality of the insights they present to cli-
ents because they do not have the time
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to gather data from all the appropriate
stakeholders. Digitization of the discovery
process, therefore, can mean tremendous
gains for any firm.

The obvious solution to digitizing discov-
ery may seem to be the survey, as a sur-
vey can automate the collection of large
amounts of data from across an organi-
zation. But while surveys may be useful in
spotting high-level trends, they fall shortin
meeting a consultant’s needs. Consultants
need to know not only what is going on in
an organization, but why it is going on, and
they need to be able to slice and dice the
data in multiple different ways in order
to thoroughly understand it. Most survey
platforms are not designed to collect in-
depth, segmented, and easily understand-
able data without heavy manipulation.
Moreover, surveys do not automatically
filter data through the consultant's frame-
works, and few survey platforms have au-
tomated analytics. The time and effort it
takes to make survey data useful, there-

fore, make surveys expensive tools for
consultants.

Some consultants will argue that the
in-person, face to face interview is integral
to successfully understanding an organi-
zation’s problems, and certainly in-person
communication with at least the top lev-
el of a client organization may always be
a necessary part of the process.. But the
fact remains that quality data collection
often takes longer than a client is willing
to pay for, and so in-person interviews

must be supplemented. The ideal would
be something in between the survey and

the interview, such as 9Lenses's interview
software. By using tools such as interview
software, or software that uses survey
technology to engage large populations in
a way that simulates an interview, consul-
tants can pulse an entire organization - no
matter what the size - before an engage-
ment kicks off. Thus they can rapidly un-
derstand the state of an organization and
give clients real value from day one.

9LENSES
Interview

> Survey
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3. Digitize Analysis

Digitizing the analysis process is also crucial
to today’s consultants. In the era of big data,
clients are increasingly expecting consultants
to use large amounts of data in reaching
their conclusions. Moreover, because many
organizations are flattening, the opinions
of just the top layer of a company no longer
necessarily reflect the state of the entire or-
ganization. Analysis of such large amounts
of data will begin to constrain resources,
especially for smaller firms, unless the

process of filtering the raw data through
the frameworks and into an analytics plat-
form is digitized. Consultants should look
for tools or platforms that combine the
discovery process with an analytics plat-
form, as they will eliminate the time-con-
suming step of transferring a data set
from one platform to another. Digitization
of the analysis process will allow for great-
er speed and will enable consultants to
come to clear, data-driven conclusions.

“The only wrong move when it comes to
Digital Transformation is not to make
any move at all.”

-Didier Bonnet,
Senior VP of Capgemini
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4. Digitize Delivery

Today's clients usually receive the results
of an engagement in the form of a deliv-
erable - usually a PowerPoint accompa-
nied by a presentation that explains the
findings and recommendations. Rarely do
clients get to see the actual data that was
used to reach the conclusions, and when
they do, it is usually in the highly indigest-
ible format of an Excel document (or a
number of them).

While these types of deliverables may
have been sufficient for clients in the past,
many clients today want greater involve-
ment in understanding and dissecting
their data. Digitizing delivery, therefore,
would involve allowing clients access to
see their own data in a digital platform.
The end goal of delivery is to explain the
findings to the client in such a way that the
client clearly understands the issues at

The Digitization of Consulting: Practice What You Consult

hand and the steps necessary to resolve
them. If a consultant can accomplish this
end by showing the living data to the client,
using the actual dashboards and charts
used to reach the conclusions, the client
will undoubtedly have a far better under-
standing. Beyond allowing consultants to
skip the final step of creating a PowerPoint
(or at least reducing the necessity), consul-
tants can give clients a much clearer view
into their data.

Oy

Iy

5. Digitize Client Data

As we discussed above, digitization pro-
vides security to a firm’s intellectual prop-
erty; the same goes for client data. Many
clients would likely be alarmed to know
that their highly confidential data is stored
in non-secure spreadsheets, and digiti-
zation better ensures the security of that
data. Moreover, the storage of client data
on individual hard drives and spread-

sheets leaves its ultimate security largely

up to the person who possesses it. Con-
sultants can (and do) all too easily mis-
place client presentations or other data af-
ter an engagement’s conclusion, and data
is lost when employees leave or systems
are updated. Firms need to create a trace-
able path of client data so they can ensure

13
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its security, look credible for clients, and
identify which employees worked on the
respective projects.

But there are other advantages to digitiz-
ing client data, as well: collecting and stor-
ing client data in a digital platform will al-
low consultants to learn continually from
the data and improve their practices. Just
as consultants can use digitization to im-
prove on their own questions and frame-
works by observing how they perform
over time, they can benchmark client data
over time to better understand their cli-
ents. Thus they can build on their custom-
er knowledge, better understanding the
client as a whole by gaining an aggregate
view of the client across all engagements.
By creating these client benchmarks, con-
sultants can give clients an enterprise-lev-
el view of their performance and help

them see how they improve over time,
opening the door for opportunities to in-
crease client stickiness and create recur-
ring revenue. Consultants can also learn
more about their clients’ industries; they
can easily compare one client's data to an-
other to discover new connections in the
data and better understand the problems
facing the business world.

There are multitudes of ways that consul-
tants can digitize their processes within
these five broader categories - facilitating
communication between leadership and
employees, for example, is another way
that consultants can improve the discov-
ery process. The key to finding these op-
portunities is to look at every part of the
business model with the goal of allowing
the client to shape the experience.

9LENSES



CASE STUDY: TOP-TIER FIRM GOES DIGITAL

The best way to understand a concept is
to see a concrete example. Many of our
clients are pioneering the digital transfor-
mation of consulting, and their stories are
exceptional. The following case study de-
scribes how a top-tier consulting firm used
the 9Lenses digital consulting platform to
drive digital transformation.

A top-tier consulting firm was losing pro-
posals due to long discovery time

The senior manager of HCM strategy at a
top-tier consulting firm noticed that the
organization was losing business because
clients were reluctant to pay the firm to
spend 6-8 weeks with 3-4 consultants
gathering data just to get to know the cli-
ent before offering initial high-level solu-
tions. Instead, clients wanted the consul-
tants to come in and start providing value
and solutions from day one.

Additionally, the firm lacked an easy
means of conducting repeatable business.
Their diagnostics were trapped in excel
documents scattered throughout the or-
ganization, and they were embarrassed to

use their manual methods while advising
clients to go digital.

Challenges:
* Lost proposals due to long
discovery time

* Clients expected
immediate ROI

* IP trapped in excel
documents

Results:
* Established the firm as an
innovative differentiator

* Brought value to the client
from day one

* Able to share and improve
on IP all in one platform

The firm needed digital transformation in
order to differentiate

In order to differentiate from competition
and attract new business, the firm need-
ed a way to accelerate the client discovery
process, reduce the time to value for the

“[9Lenses] was a clear differentiator
in helping us win our work.”

Senior Manager of HR Strategy
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client, and adopt a digital approach to cre-
ating and using content.

The firm turned to 9Lenses as a solution
because it allowed them to use a differ-
entiated, digital approach to creating, de-
ploying, reusing, and improving on their
IP, increasing efficiency and reducing the
time needed for discovery. Client stake-
holders were interviewed digitally on their
own time, and IP was stored on a digital
platform. The firm built a proposal around
the 9Lenses solution while bidding at a net
new client.

9Lenses was the key differentiator in win-
ning a competitive bid with a new client

The client embraced the idea of digital
engagement through 9Lenses, and the
firm won the bid. The firm then built their
diagnostic on the 9Lenses platform and
ran it on the client, targeting 140 people
across the globe in order to gain a thor-
ough understanding of the client before
the kick-off. In two weeks, they received a
76% response rate and collected detailed
quantitative and qualitative data that iden-
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tified pain points and immediate focus ar-
eas for the client. Using 9Lenses, the firm
was able to deliver value to the client from
the first day.

Additionally, the firm was positioned to
continue business with the client. When
the client saw the results, they wanted to
run the interview on an additional popula-
tion of 400 stakeholders, and the firm was
able to do so immediately with no addi-
tional effort. Because their IP was housed
in the platform, the firm was set to run the
same engagement over again in order to
capture additional insight or benchmark
progress for the client. As a result of the
value the firm brought to the client, the
initial win turned into a $3M follow-on en-
gagement.

With 9Lenses, the firm improved margins
by accomplishing more work in less time

Because the 9Lenses platform enabled
the firm to accelerate client discovery, the
time needed to learn the client’s business
was reduced from eight to three weeks,
and fewer analysts were required. As a re-
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sult, the firm was able to be more profit-
able, doing more work with fewer resourc-
es and raising its margins by 10%.

The firm used 9Lenses to house IP and cre-
ate a reusable asset to reinforce their brand

Given the client’s reaction and the differ-
entiation that the 9Lenses platform pro-
vided, the firm decided to invest further.
They set up a Center of Excellence to be-
gin housing all IP on the 9Lenses platform
instead of in individual spreadsheets and
hard drives, rendering it secure and eas-
ily available to anyone in the firm so that
IP was never duplicated or lost. Moreover,
the firm gained the ability to improve
on their IP over time, identifying the
best questions and diagnostics to address
client problems.

With 9Lenses, the firm made their IP a re-
usable asset that reinforced the brand. Af-
ter the firstengagement, they ran the same
diagnostic on two other clients and began
expanding into other practices. The 9Lens-
es platform allowed them to have a whole
new conversation with clients, introducing
a subscription model that allowed the firm
to return to the client to measure progress
and create recurring revenue streams.

With 9Lenses, the firm was able to achieve
a new business model based on digital
functionality that created a distinct point
of differentiation, grew margins, brought
huge value to the client, and promoted ef-
ficiency and security of data management
throughout the firm.

“Let’s expand that digital boundary
so that we start doing our work in a
digital way, just like we're telling our

clients to do work in a digital way.

We need to practice what we consult.

”

Senior Manager of HR Strategy
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Conclusion

Digital consultingisanemerging con-
cept, but that doesn’'t mean consul-
tants should hesitate to adoptit. The
market is driving the consulting in-
dustry toward digitization, and firms
that fail to go digital will soon find
themselves behind the competition.
That's why we created the 9Lenses
digital consulting platform: to enable
consultants to embrace digitization
and stay ahead of the game.
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Thanks for Reading!

Want to see how the 9Lenses Digital Consulting Platform
can help you take your practice digital?
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REQUEST A DEMO

Find ¥

To Learn More: www.9LENSES.com



http://www.9lenses.com/
https://twitter.com/9lenses
https://www.youtube.com/user/9Lensesmedia
https://www.linkedin.com/company/9lenses
https://www.facebook.com/9Lenses/
http://offers.9lenses.com/request-demo

