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42E01200: 
CEMS Special Topics in Global Management, Lecture

Consultancy
Session 03

Hiroshi KANNO, Visiting Professor
Dina MYLLYMÄKI, Teaching assistant

January 22, 2024

• Guest speaker: Reaktor
• Problem solving (cont.)



- 1 -HK 240122 / aalto/ consultancy / session 02
Ⓒ 2024 Hiroshi Kanno, School of Business, Aalto Univ. All Rights Reserved.

SESSION 3

Session WHEN WHERE WHAT

Assignments

Pre-session Post-session

Read: Submit: Submit

1
Mon Jan 15   
14:00-17:00

Y346 
Undergraduate 

Center

1) Introduction: what is consulting
Laffitte

Student 
Profile Form

Reflection From 
(online)2) Core consulting skill:         

Problem solving

2
Wed Jan 17   
14:00-17:00

BCG        
Helsinki Office

Learning from a consulting firm:              
Boston Consulting Group

Nikolova,      
et al.

Reflection From 
(online)

3
Mon Jan 22   
14:00-17:00

Y346 
Undergraduate 

Center

1) Learning from a consulting firm: 
Reaktor Wright,        

et al.
Reflection From 
(online)2) Core consulting skill:         

Problem solving

4
Wed Jan 24   
14:00-17:00

T003          
Väre

1) Learning from a company using 
consultants: Bayer O'Mahoney,  

et al.
Reflection From 
(online)2) Core consulting skill:          

Project management

5
Mon Jan 29   
14:00-17:00

Y346 
Undergraduate 

Center

Student presentation
(none)

Presentation 
material

(PowerPoint)

1) Reflection From 
(online)
2)  Key learnings 
from the entire 
course
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SUGGESTED TIME TO BE SPENT 
FOR THE GROUP ASSIGNMENT
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AGENDA

Guest speaker: Mari Piirainen, Reaktor

Your feedback and my response

Problem solving (cont.): Structuring issues

Frameworks: pros and cons

Quantification (if we have time)
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THANK YOU FOR SUBMITTING STUDENT PROFILE FORM (1)

1. Skills

“I expect that the course challenges my 
thinking and is able to improve  my skills 
in how to approach and solve problems
effectively.”

“I wish to further sharpen my problem-
solving skills and analytical thinking.”

“Effective problem solving and efficient 
project management techniques.”

I will continue to discuss 
the core skills for 
consulting

l More focus on 
“problem solving”

l A little bit about 
“project management”

What is your expectation to the course?
What would you like to learn from the course?
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THANK YOU FOR SUBMITTING STUDENT PROFILE FROM (2)

2. Real life of a consultant

“Gain some sense of working in a 
consultancy setting. I would like to know 
if I want to enter into the area of 
consulting.”

“Gain more practical insight into the 

industry. For instance, how is the work 
divided and how does the collaboration 
work with clients.”

What is your expectation to the course?
What would you like to learn from the course?

l How to work with clients?
l How to work as a team?
l Work-life-balance?
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THANK YOU FOR SUBMITTING STUDENT PROFILE FROM (3)

3. Hiring process, especially interviews

“Gain tips and knowledge all the way 
from the application process (i.e. case 
exercises) to the actual work life. ”

“Would like to learn as much as possible 
about application processes and 
interview expectations.”

“Want to know what the "case interview" 
of many consulting firms is like.”

What is your expectation to the course?
What would you like to learn from the course?

I did not expect this…

à I will do some mini-
exercises in the style 
of “mock interview” 
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THANK YOU FOR YOU FEEDBACK (1)

Class participation

“I raised my hand a couple of 
times but I was not called.”

Usually this is not going to be a 
problem with the class size of 19 
students…

But write down in your feedback 
form what you wanted to say 

“At BCG, we did not have 
much time for discussion/
question…”

For the BCG session, I will 
automatically gave everyone at 
least 3.5/5 even if you did not 
speak up.
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THANK YOU FOR YOU FEEDBACK (2)

Evolution of consulting

“From WHAT to HOW.” (BCG)

“Outside expert à consultant à partner.” (BCG)

“Recommendation à results” (BCG)

“The expert model à the critical model à the social learning model.”
(N. Nilolova, M. Reihlen and J. F.Schlanpfer)
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OLD DEFINITION OF 
CONSULTING OUTDATED?

Hélène Laffitte

“Provision of expert advice 
• to another person or entity (“client”) 
• in exchange for compensation for services."

Expert advice

ClientConsultant

Source: https://consultingquest.com/insights/8-stages-history-of-consulting/ , modified by the instructor

Recap:
Session 1

https://consultingquest.com/insights/8-stages-history-of-consulting/
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AGENDA

Guest speaker: Mari Piirainen, Reaktor

Your feedback and my response

Problem solving (cont.): Structuring issues

Frameworks: pros and cons

Quantification (if we have time)
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CONSULTING: A TYPICAL PROCESS

Get the result 
(Problem solved!)

Execute 
the solution

Develop 
a solution

Define 
the problem

Analyses

Interviews

Present 
your 
ideas

4.
Verify 
the 

hypo-
theses

3.
Develop 
hypo-
theses

1. 
Define 
the key 
question

5. 
Convince 
people

Quick & 
dirty 

analysis

2. 
Break 

down and 
structure 

key Q
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PROBLEM – GOAL – KEY QUESTION

How to lose weight?=

KEY QUESTION

My ideal weight 
should be 70 kg.

GOAL

I am 10 kg heavier 
than I should be.

Gap

PROBLEM

My current weight 
is 80kg.

Current situation
(Symptom)

Recap:
Session 1
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BREAK DOWN THE KEY QUESTION
AND STRUCTURE THE ISSUES

The key 
question

Sub-
question

Sub-
question

Sub-
question

Sub-
question 
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MINI-EXERCISE: HIROSHI SPORTS SHOES CO.
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MINI-EXERCISE (AND MOCK INTERVIEW): 
TOKYO RUSH HOUR

https://www.google.com/search?q=TOKYO+RUSH+HOUR&source=lmns&tbm=vid&bih=697&biw=1485&rlz=1C5CHFA_enJP857JP857&hl=ja&sa=X&ved=2ahUKEwjHtPe8yvCDAxWpFhAIHdlMCqgQ0pQJKAJ6BAgBEAY#fpstate=ive&
vld=cid:9431a450,vid:75TCAet7Vk0,st:0

https://www.google.com/search?q=TOKYO+RUSH+HOUR&source=lmns&tbm=vid&bih=697&biw=1485&rlz=1C5CHFA_enJP857JP857&hl=ja&sa=X&ved=2ahUKEwjHtPe8yvCDAxWpFhAIHdlMCqgQ0pQJKAJ6BAgBEAY
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SOME TIPS FOR STRUCTURING ISSUES (1):
TREE
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SOME TIPS FOR STRUCTURING ISSUES (2): 
MATRIX

2 x 2 M x N 3 dimensional
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SOME TIPS FOR STRUCTURING ISSUES (3): 
EQUATION

Profit = Revenue – Cost

= (# units) x (unit price) – (variable cost + fixed cost)

= (# units) x (unit price) – [(# units) x (unit cost) + fixed cost]

Sales = (# sales persons) x (# visits) x (% deal making) x (sales/deal)
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SOME TIPS FOR STRUCTURING ISSUES (4):  
CAUSAL LINK

Low-cost 
production

Lower selling 
price (to 
channel)

Lower end-
user price

More 
production 

volume
More demand

More power 
over channels

Higher market 
share

Semi-monopoly
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WHAT IS MISSING?

Cause A Consequence B  

Condition X

Condition Y

Condition Z
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THINKING STRATEGICALLY

Develop 
hypotheses

Develop a first-cut 
logic quickly
lWhy this 

business plan 
works

Positive thinking

Check the logic you 
developed
lDoes it really 

work?

Negative check

Verify the 
hypotheses Data/interviews/analyses/…

Think “micro”
lAny missing 

assumptions?
lAny better 

alternatives?

Add details

×

×○

Step back and think 
“macro”
lWhat is the core?
lWhat are the 

peripherals?

Cut the details and 
extract the core

×

×○
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AGENDA

Guest speaker: Mari Piirainen, Reaktor

Your feedback and my response

Problem solving (cont.): Structuring issues

Frameworks: pros and cons

Quantification (if we have time)
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SO MANY “FRAMEWORKS” OF STRATEGY…

3Cs

Experience curve

Blue ocean

Value chain

Five forces

４Ps

Game theory
Resource-based

view

Portfolio 
management

Reengineering

Core competence

Business model

SWOT
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PROS/CONS OF FRAMEWORKS/TOOLS

Pro： You can think systematically/fast/
efficiently

Con： Your thinking becomes “contained” 
into the framework
l Your framework prevents you 

from thinking “outside the box”
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A TYPE OF FRAMEWORK (1): “DIMENSIONS”

S
Strengths

W
Weaknesses

O
Opportunities

T
Threats

Favorable

Internal

External

Unfavorable

Proposed by: Harvard Business School/Kenneth Andrews, et al. (circa 1960)
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SWOT: DOES IT WORK?

S

O

W

T

In
te

rn
al/

e
xte

rn
al

Favorable/Unfavorable

L
o
n
g/

sh
o
rt-

te
rm

Controllable/
Uncontrollable

You should choose/develop your own dimensions 
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“DIMENSION” TYPE OF FRAMEWORK (1)：

BCG’s Growth-Share Matrix

Proposed by: Boston Consulting Group

Relative market share

High

Low

M
arke

t gro
w

th

Star Question Mark

Cash cow Dog

？

￥
LowHigh
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“DIMENSION” TYPE OF FRAMEWORK (2)：

Michael Porter’s “Generic Strategy”

Proposed by: Michael E. Porter

Source(s) of competitive advantage

Low cost High value

Broad

Narrow

Scope of target
market/

Customers

Cost leadership Differentiation

“I buy it, because no 
other companies can 

provide it.”

“It’s more or less the 
same as others, But  I 
buy it, because it’s 

cheaper.”

Focus (Niche)
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“DIMENSION” TYPE OF FRAMEWORK (3)：

Philip Kotler’s “Competitive Position Strategy”

Proposed by: Philip Kotler

Quality of management resources

High Low

Large

Small

Quantity of
Management
Resources

Leader Challenger

Nicher Follower
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ANOTHER TYPE OF FRAMEWORK: “MECE LIST”

３C

4P

5F

7S

PEST

…

MECE

(Mutually Exclusive 
and Collectively 

Exhaustive)
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“MECE” TYPE OF FRAMEWORK (1): “3Cs”

Proposed by: Kenichi Ohmae (circa 1970)

Customers

Company

What customers 
want

What our company 
can provide

What competitors 
can provide

Competitors
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“MECE” TYPE OF FRAMEWORK (1): “3Cs”

Competitor

Customer

Company

Anything 
missing?

Collaborator/
Complementor

Proposed by: Kenichi Ohmae (circa 1970)
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“MECE” TYPE OF FRAMEWORK (2): “4Ps”

Proposed by: Jerome McCarthy (1961）

Products

Prices

Places

Promotion

Products/services, quality, design, brand, etc.

Price, Discount, payment terms, credit, etc.

Channels, delivery, location, inventories, etc. 

Sales promotion, advertisement, salesforce, etc.

Anything missing?

People Process
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“MECE” TYPE OF FRAMEWORK (3): 
Michael Porter’s “Five Forces”

Source: “Competitive Strategy” Michael E. Porter

Potential entrants

Industry competitors

Rivalry among 
existing firms

Substitutes

BuyersSuppliers

Threat of new entrants

Threat of substitutes 

Bargaining 
power 

of buyers

Bargaining 
power 

of suppliers

Anything
Missing?

Collaborator/
Complementor
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“MECE” TYPE OF FRAMEWORK (4): 
McKinsey’s “7Ss”

Structure

Shared 
value

Strategy

Style

Skills

Staff

System

”Hard” S’s

l Visible
l Can build in 

relatively short 
time

Soft S’s

l Invisible
l Take time to 

build

Resources

Anything
Missing?

Source: “In Search of Excellence” (1982) Tom Peters, Robert H. Waterman Jr.
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NEVER, NEVER MECHANICALLY USE FANCY 
TOOLS/FRAMEWORKS/FORMULAS

S W

O T

SWOT

Five forcesMarketing 4 Ps

3 Cs
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AGENDA

Guest speaker: Mari Piirainen, Reaktor

Your feedback and my response

Problem solving (cont.): Structuring issues

Frameworks: pros and cons

Quantification (if we have time)
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THANK YOU
SEE YOU

ON WEDNESDAY


