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Abstract:	  
	  
As	  a	  field,	  Management	  Consulting	  is	  mostly	  unknown	  to	  students	  of	  public	  

universities.	  This	  unfortunate	  circumstance	  is	  a	  product	  of	  favoritism	  of	  elite,	  

private	  colleges	  in	  the	  hiring	  processes	  of	  most	  consulting	  firms.	  Regardless	  of	  the	  

presence	  or	  lack	  of	  intention	  of	  pursuing	  management	  consulting	  as	  a	  career	  path,	  

undergraduates	  can	  benefit	  from	  the	  application	  of	  management	  consulting	  

principles,	  especially	  in	  terms	  of	  business	  problem	  solving.	  Undergraduate	  

consulting	  field	  projects	  help	  to	  hone	  analytical	  skills,	  apply	  course	  material,	  and	  

serve	  the	  community.	  In	  order	  to	  more	  easily	  facilitate	  undergraduates	  participating	  

in	  such	  projects,	  this	  thesis	  first	  outlines	  best	  practices	  by	  top	  firms	  in	  the	  

management	  consulting	  industry.	  It	  then	  adapts	  these	  best	  practices	  to	  provide	  a	  

broad	  methodology	  for	  undergraduate	  use	  in	  pursuing	  consulting	  projects,	  as	  well	  

as	  a	  specific	  methodology	  for	  one	  of	  the	  more	  common	  undergraduate-‐level	  

consulting	  tasks:	  marketing	  analysis	  and	  design.	  The	  thesis	  then	  applies	  these	  

methodologies	  through	  a	  case	  study,	  a	  consulting	  engagement	  performed	  by	  Eller	  

Consulting	  Club	  for	  a	  local	  entrepreneur.	  Finally,	  the	  thesis	  provides	  guidelines	  for	  

securing	  employment	  in	  the	  management	  consulting	  industry,	  focusing	  on	  the	  

interview	  process.	  True	  to	  consulting	  form,	  the	  thesis	  is	  presented	  in	  a	  

straightforward,	  easily	  accessible	  slide	  deck.	  



David Ware- Honors Thesis 

Introduction 1 

Topics Addressed 
!  Introduction to Consulting 
! Best Practices of Top Consulting Firms 
! Adaptation of Best Practices to 

Undergraduate Environment 
" General Methodology 
" Marketing-specific Methodology 

! Case Study in Application of 
Undergraduate Methodology 

!  Landing a Job in the Consulting Industry 
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Table of Contents 
!  Introduction 
!  Consulting Best Practices 

"  Team Structure 
"  Scope Creep 
"  Problem-Solving Overview 
"  Specific Problem-Solving Techniques 

!  Undergraduate Methodology 
"  Pre-Engagement 
"  Engagement 
"  Post-Engagement 
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Table of Contents 
!  Undergraduate Methodology- Marketing Structure 

"  Identifying Business Goals 
"  Creating a Central Marketing Plan 
"  Creating Marketing Materials 
"  Thoughts on Websites 

!  Case Study 
"  Project Structuring 
"  Partnership Structuring Component 
"  Marketing Component 

!  Getting a Job In Consulting 
"  Application Process 
"  Networking 
"  Résumé Submission 
"  Case Interviews 

○  Blue Sky 
○  Business Case 
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What is Consulting? 

! Broadly, we could define “consulting” as 
“the sale of expertise or problem-solving 
ability.” 
"  Allows businesses to focus on their core 

competencies or to get help on problems 
which are beyond their depth. 

"  Allows for exchange of “best practices” 
between multiple players in an industry. 

Introduction 5 

What is Consulting? 
!  Two general types of consulting firms: 

"  Strategy 
○  Usually answer C-Suite level questions. 
○  How should we enter a market? How can I 

decrease my IT costs by half? 
"  Services/Outsourcing 
○  Usually involve more technical expertise; longer-

term engagements which many times produce a 
product. 

○  IT implementation or software project. 
!  Division by industry, client size, 

specialization. 
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What is Consulting? 
!  Some vocabulary: 

"  Engagement- a specific project done for a client. 
"  Engagement Manager- the person in charge of 

the engagement day-to-day (usually has higher-
level partners over them.) 

"  MECE- “mutually exclusive and collectively 
exhaustive.” When we divide data or ideas, have 
we covered the entire scope of the problem, and 
are our parts independent of each other? 

"  Intellectual Property (IP)- ideas, knowledge, or 
inventions which a person “owns” and therefore 
can sell or license. 
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Why Consulting for Undergrads? 

! Potential of helping small businesses. 
! Enhances undergraduate application of 

business problem-solving skills. 
! Projects can produce real results for 

businesses– résumé builder for 
students. 

! Consulting is a tough industry to get 
into; experience might help. 
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Beset Practices 9 

Best Practices of Top Firms 
!  We examine: 

"  Team structure, role 
definition,  and 
communication habits. 

"  Scope Creep. 
"  Specific problem-solving 

techniques. 
!  Sampled firms known for 

being at the top of their 
respective segments 
"  Fortune 500 strategy. 
"  Financial Services strategy. 
"  Midsize strategy. 
"  Mid-to-Large Size Services. 
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Team Structure- Introduction 
!  Team structure is essential to project 

success, and includes elements of both 
expertise and personality. 

!  Several important functions that must be 
filled: 
"  Problem structuring. 
"  Analytics (problem-solving.) 
"  Client handling. 
"  Specific content knowledge if necessary. 

Best Practices 

Team Structure Scope Creep Problem 
Solving 

11 

Team Structure- Project Concerns 

!  Engagement Manager is essential- must be 
able to understand and manage everything. 

!  Variability within projects will change the team 
size and structure.  
"  How many consultants are needed?  
"  How will the team be organized? 

!  Consultants overall are generalists–  
"  Are all of the important skill sets represented? 

!  The partners who sign contracts are not the 
people on the ground doing the work. 
"  Initial communication inside the team to make sure 

people are on the same page is essential. 

Best Practices 

Team Structure Scope Creep Problem 
Solving 
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Team Structure- Team Dynamics 

!  McKinsey uses Myers-Briggs to categorize 
everyone in the process to ensure 
personality balance. 

!  Key point of balance is the engagement 
manager (balance with partners, lower 
analysts, and client.) 

!  Due diligence on resources is necessary, 
since team will usually consist of people 
who have not worked together before. 

!  PwC has implemented an internal social 
network to help ease interactional concerns. 

Best Practices 

Team Structure Scope Creep Problem 
Solving 
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Team Structure- Selecting Resources 

! Staffing is based on availability of 
resources, so many times it’s difficult to 
get exactly who you want. 

! Want to make sure that project fits each 
consultant’s development needs. 

! Resources must be able to 
communicate well with each other. 
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Team Structure- RACI/RASCI Matrix 
Attempts to divide project roles into four categories for greater 
clarity: 
1.  R- Responsible 

"  The person who is assigned to do the work or to be in charge of it day-
to-day. 

2.  A- Accountable 
"  The person ultimately in charge, who is accountable for the results of 

the work. 
3.  S- Supportive (Optional) 

"  The people who support the Responsible person in executing the task. 
4.  C- Consulted 

"  People who might help out on a project; subject-matter experts, for 
instance. 

5.  I- Informed 
"  People who don’t do any of the work, but are kept up-to-date on the 

progress (usually higher-ups.) 

Best Practices 
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Team Structure- RACI/RASCI Matrix 

Best Practices 
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Scope Creep 
!  Scope often shifts during consulting project; it 

shifts almost always in the direction of making 
the project larger or changing the focus 
slightly. Very rarely does the scope decrease. 

!  The basic scope is usually defined by the 
client (i.e. “we need you to help us with ___.” 

!  Communication and Formal Streamlined 
Change Request Process is key– when 
changes occur, the client must be told up front 
what this means for deadlines and cost. 

!  Partners sometimes deal with scope creep, 
ensuring the happiness of their consultants. 

Best Practices 

Team Structure Scope Creep Problem 
Solving 
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Scope Creep 
!  Scope Creep can be either positive or negative. 

"  If the change in scope and, thus, the necessary change in 
resources are documented and agreed to formally, scope 
creep is positive, as it means more billable hours and, 
thus, more revenue. 

"  Many times, though, scope creep is informal and simply 
“occurs,” which means that the consultant may be doing 
more work for the same amount of money. This is 
obviously a negative from the consultant’s perspective. 

!  These facts make it critical to clearly document the 
project scope beforehand, so that resources can be 
adjusted and revenue can increase when the scope 
of the project expands. 

Best Practices 

Team Structure Scope Creep Problem 
Solving 
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Problem Solving: Outline 
!  This section includes overviews of many different 

problem-solving/analysis tools used by consulting 
firms. The following tools are covered: 
"  McKinsey 7-step Problem Solving and McKinsey 7S. 
"  SWOT Analysis. 
"  Porter’s 5 Forces. 
"  Ansoff Matrix. 
"  BCG Growth Matrix. 
"  The Pyramid Principle. 

!  For more detailed information on these tools, see Dr. 
David Ward’s “An Overview of Strategy Development 
Methods and the Ward-Rivani Model,” found at:
http://129.3.20.41/eps/get/papers/0506/0506002.pdf 

Best Practices 

Team Structure Scope Creep Problem 
Solving 
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Problem-Solving- General Advice 
!  Usually start with baseline of organization. 

"  Client interviews- help gauge problems and culture. 
!  Firms have high-level frameworks for certain 

problems pre-determined to guide in the problem-
solving process. 

!  Process is hypothesis-driven rather than research-
based, but is always based on hard data. 

!  Each engagement is different, so problem-solving 
changes with each situation. 

!  A balance of strategic value and ability to implement 
must be found. 

!  Don’t boil the ocean. 

Best Practices 
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Problem-Solving: McKinsey Process 

! McKinsey follows a 7-step process for 
problem-solving: 
1.  Define- What problem are we trying to 

solve? 
2.  Structure- Divide the problem. McKinsey 

divides problems into “mutually exclusive 
and collectively exhaustive” (MECE) parts. 

3.  Prioritize- Decide which problems are most 
important (Pareto Rule.) 

Best Practices 

Team Structure Scope Creep Problem 
Solving 
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Problem-Solving: McKinsey Process 

! McKinsey follows a 7-step process for 
problem-solving: 
4.  Plan to Attack- more planning. 
5.  Analysis- analyze all aspects of problem 

and determine how to solve. 
6.  Conclusions- final solutions, projections, 

future advice. 
7.  Recommendations- deliver to client. 

Best Practices 

Team Structure Scope Creep Problem 
Solving 
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Problem-Solving: McKinsey 7S 
!  McKinsey also developed the 7S framework to help improve 

organizational components. 
!  “Hard” Elements- (concrete) 

"  Strategy- where the company is going long-term. 
"  Structure- organization. 
"  Systems- procedures and mechanisms; MIS and otherwise. 

!  “Soft” Elements- (more intangible) 
"  Shared Values- values/beliefs of company; govern employees’ 

behavior. 
"  Skills- capabilities of the workforce. 
"  Style- management style and operating approach. 
"  Staff- the people. 

!  Soft Elements are most critical and most difficult to modify. 
!  For more information, please visit: 

"  http://www.mckinseyquarterly.com/Enduring_ideas_The_7-S_Framework_2123 

 

Best Practices 
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Problem-Solving: McKinsey 7S 

Best Practices 
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SWOT Analysis 
!  Very simplistic framework; perhaps more of 

a background analysis technique which is 
second nature and allows us to think of the 
big picture. 

!  SWOT 
"  Strengths. 
"  Weaknesses. 
"  Opportunities. 
"  Threats. 

!  For more information, see: 
"  http://www.isu.edu/acadaff/swot/index.shtml 
"  http://pdto.miami.edu/PDTO_SERVER/Managers_resources/toolkits/DPBC_TK/

SWOTAnalysisWorksheet.pdf 

Best Practices 
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Porter’s 5 Forces 
!  Useful in understanding the conditions of a certain 

market, particularly if you’re trying to decide 
whether to enter the market. 

!  Attempts to help companies decide how to go 
about competing. 

!  For more information, see:  
http://research3.bus.wisc.edu/pluginfile.php/1196/
mod_page/content/1/Toolkit/Content/
Porter_forces_1.pdf 
 

Best Practices 
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Porter’s 5 Forces 

Best Practices 

http://www.soopertutorials.com/wp-content/uploads/2009/07/porters-five-forces-model.jpg 
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Ansoff Matrix 
!  Helps describe the relationship of products and markets. 
!  Market Penetration- we market a pre-existing product to a pre-

existing market. 
!  Market Development- we market a pre-existing product to new 

people. 
!  Product Development- we market a new product to the same 

people . 
!  Diversification- we market a new product to new consumers. 
!  It is also helpful to determine what the business’s value proposition 

is:  
"  Are they a niche vendor that sells to a specific population?  
"  If they sell to everyone in general, do they have a differentiated product, 

or are they attempting to differentiate by price? 
!  For more information, see: 

"  http://www.ansoffmatrix.com/ 

Best Practices 

Team Structure Scope Creep Problem 
Solving 

28 



Ansoff Matrix 

Best Practices 

Team Structure Scope Creep Problem 
Solving 
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Problem-Solving- BCG Growth Matrix 

!  What should a company do with product lines? Four parts: 
"  Dog- low market growth and low market share. Neither product 

nor market moving. Kill it. 
"  Cash Cow- low market growth and high market share. We’re 

winning.  
"  Star- high market growth and high market share. These are 

expensive, but we try to remain on top until the market growth 
slows, producing a cow. 

"  Question marks- high market growth and low market share. 
Eating up resources without making money. If we don’t capture 
market share and become a star, kill it.  

!  For more information, see:  
"  http://www.bcgmatrix.org/ 

Best Practices 
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Problem-Solving- BCG Growth Matrix 

Best Practices 

http://www.maxi-pedia.com/web_files/images/BCG_Matrix.png 
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Problem-Solving- Pyramid Principle 

!  People will fundamentally attempt to impose a logic or 
order on what you say; this might change their 
understanding of what you said. 

!  Use the Pyramid Principle to structure communication 
so that your argument’s parts are assembled in the 
same way that the brain would assemble them, 
increasing clarity. 

!  Goal: when they’re thinking “why?” or “how?”, you’re 
answering that question immediately. 

!  For more information, see: 
http://www.dbai.tuwien.ac.at/staff/gatter/work/051104_The_Minto_Pyramid_Principle.pdf 

Best Practices 
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Problem-Solving- Pyramid Principle 

!  Summary of Principle ideas: 
"  Within a level of the pyramid, each idea must be logically 

ordered and be the same type/level of information. 
"  Each higher level of the pyramid summarizes results of 

the level below it. 
"  We communicate information in the following order: 
○  Situation- Here’s what’s going on. 
○  Complication- Here’s what’s wrong. 
○  Question- Based on the complication, here’s the 

question. 
○  Answer- Here’s what we should do. 

Best Practices 
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Problem-Solving- Pyramid Principle 

Best Practices 

http://blogs.ischool.berkeley.edu/i202f08/files/2008/12/pyramid_principle.jpg 
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Problem-Solving- Pyramid Principle 

!  Example: Company A calls in consultants 
"  Situation: Company A says profits are decreasing. 
"  Complication: Decreased profits make stockholders unhappy 
"  Question: Why are profits decreasing, and what can we do about it? 
"  Answer: Profit is revenue minus costs. Since this is all information that 

goes into a “profit” calculation and since we have fully segmented 
revenues and costs, we are MECE. In order for profit to decrease, one of 
three things must have happened. 
○  Revenue Decreased. 
○  Costs Increased. 
○  Revenue Decreased and Costs Increased. 

"  We must find out more specific information! 

Best Practices 
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Problem-Solving- Pyramid Principle 
!  Next Level: 

"  Situation: Revenues have decreased; costs have stayed 
the same. 

"  Complication: Decreased revenues cause decreased 
profits when cost stays the same. 

"  Question: Why are revenues decreasing, and what can 
we do about it? 

"  Answer: Revenue is the sum of the price of each product 
or service times the quantity that each product or service 
was sold at. Thus, if revenue decreased, either price or 
quantity decreased. Again, we are MECE.  

"  Again, we must find out more specific information! 
○  Next steps: did price decrease or quantity, or both? Why 

did they decrease? How can we remedy this decrease? 

Best Practices 
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Problem-Solving- Pyramid Principle 
Example 
“We were experiencing decreased profits due to lower revenues, which 
were caused by a decrease in the quantity of goods sold. People were 
buying fewer products from us because a new competitor entered the 
market. We plan to compete better by increasing R&D to create a more 
differentiated product which is more desirable to consumers. We 
anticipate that such a new product could be sold in higher quantities at 
a higher price, which would increase revenue. The increased revenue 
will be substantial enough to offset our increased R&D costs and to 
increase our overall profits.” 

"  Notice, we went from the broad problem (decreased profits) down to the 
specific problem (new competitor.) Then, we went from a specific 
solution to this specific problem (differentiate product to compete better) 
back up to how this solution solves our broad problem of decreased 
profits. We also anticipated the client’s concern (but even if revenue 
rises, won’t costs rise, too?) and answered it right when it arose. 

Best Practices 
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Modifying Best Practices 

! Some lessons from top firms are directly 
applicable, while some need to be 
modified based on the facts that: 
" Undergrads will most likely be consulting for 

smaller businesses in smaller markets. 
" Undergrads have a lower understanding of 

business and consulting than actual 
consultants. 

"  Time and resource constraints are different 
for undergrads. 
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Overview 
!  We divide the “engagement” into three broad 

sections: 
"  Pre-engagement. 
"  Engagement. 
"  Post-engagement. 

!  During the Engagement Phase, we will use 
McKinsey’s 7-step problem-solving approach, 
since it seems to be a concrete version of what 
is used at most top firms and is broad enough 
to be applied directly to undergraduates. 

!  After detailing the general methodology, a 
specific methodology for a specific problem 
type will be given. 
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Pre-Engagement- Client Meeting 

!  Important to meet with prospective client to 
understand problem details and gauge 
interest. 

!  Consider the following questions: 
"  What is the client asking us to do? 
"  What problem are they actually trying to solve? 
"  What knowledge and resources might be 

necessary to approach the problem? 
"  Does the client have a realistic view of their own 

business? 
"  Does the client seem to be willing to accept 

negative feedback? 

Undergraduate Methodology 41 

Pre-Engagement- Project Selection 
!  Possible difficulty of finding businesses willing to 

allow undergrads to consult. 
!  Assuming there are multiple projects to choose from, 

we consider the following issues: 
"  Do we have the necessary technical/business expertise? 
"  Is the project well-defined and achievable? 
"  What level and duration of work will the project require, 

and how many team members will be necessary? 
"  Are we interested in the topic area, or will this project 

benefit us in some way? 
"  Is the chief contact someone we think we can work with? 

!  In small teams, resources are less available: choose 
teams at the same time as making project selections. 
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Pre-Engagement- Team Selection 
!  Choosing an Engagement Manager 

"  Preferably has both leadership skills and an 
understanding of the industry or business environment in 
which the project lies. 

"  Are there any natural seniority dynamics which need to be 
considered? 

!  Choosing Analysts 
"  Depending on the type of engagement, subject matter 

experts (marketing, for instance, or web design) might be 
helpful. 

"  Having analysts who have worked on similar projects 
before saves time. 

"  Having at least one less experienced analyst is helpful, as 
they bring a fresh set of eyes and tend to make fewer 
assumptions. 
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Engagement- Project Structuring 

! Once the project is determined and 
expectations are understood, we must 
structure the project. 

! Considerations in structuring a project: 
"  Is there a critical path or a natural 

sequencing of events? 
"  Are there any decisions which must be 

made first? What deadlines have been 
requested by the client? 
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Engagement- Project Structuring 
!  Barring any of the above concerns, the project can 

be segmented by: 
"  Natural components inherent to the project. 
"  Logical order. 
"  Expertise of the analysts. 

!  Due to the most likely limited scope of the project, 
prioritization and planning should be done 
concurrently with structuring. 

!  Prioritization is inherently a part of structuring, so no 
additional work needs to be done here. 

!  Plan to attack- further segment analysis and divide 
between analysts. Could be divided in terms of 
current expertise or in terms of desired growth. 
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Engagement: Analysis 
!  Keep in mind during analysis that the solution 

to any minor parts must be alligned to the 
overall strategy/goals. 

!  If the tasks are split between analysts and not 
done by the group as a whole, the 
engagement manager must have stronger 
oversight to ensure that deadlines are hit and 
that the projects correlate. 

!  Having analysts who are working on separate 
parts of the project talk through their 
respective parts with each other can lead to 
more cohesive ideas and, perhaps, innovation 
that wouldn’t have happened otherwise. 

Undergraduate Methodology 46 



Engagement: Analysis 
!  At an undergraduate level, it is likely that much of the 

information left to analyze will be qualitative rather 
than numerical. This is due to: 
"  Small companies lack large databases. 
"  Relative simplicity of financial information of small 

businesses. 
"  High likelihood of working with an entrepreneur who has 

not yet launched, and thus doesn’t have concrete figures. 
!  Qualitative information will cause a greater emphasis 

to be put on assumptions/general business sense. 
This makes it more difficult to arrive at the correct 
answer and to convince the client that the answer is 
correct. 
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Engagement: Analysis 
!  It is useful to start with a competitive analysis. 

In order to understand how to improve a firm’s 
revenue generation, marketing, plan for entry, 
etc., we must understand how they relate to 
competing firms. 

!  Whether we are currently players in a market 
or are looking to enter the market, using 
Porter’s 5 Forces to analyze the competitive 
position and the Ansoff Matrix the company’s 
relationship with the market will be helpful. 

!  The BCG matrix is most likely less helpful, as 
small businesses/markets are less conducive 
to this type of analysis. 
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Engagement: Analysis 
!  After competitive analysis and problem definition, 

solving the particular problem(s) can commence. 
!  Before you begin, make a list of all stakeholders that 

are affected by the problem in order of their 
importance. As you are doing problem-solving, check 
your solutions against this list of stakeholders to 
ensure that you fully understand the effect of your 
recommendations. 

!  As you are analyzing, whenever you make a claim, 
understand and check what assumptions you’re 
making. 

!  Each situation requires a different type of analysis, 
so providing a more detailed outline at this point 
doesn’t make sense. For a detailed outline of 
marketing analysis, see the next section. 
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Engagement: Conclusion and 
Recommendations 
!  Deliverables will usually be submitted with 

a final presentation to the client. Some 
clients may want a paper report, others 
may not. 

!  When drafting the final presentation, if 
making recommendations (rather than, for 
instance, delivering marketing materials 
which will be judged in their own right), 
using the Pyramid Principle is critical to 
clearly communicating meaning to the 
client. 
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Engagement: Conclusion and 
Recommendations 
!  Handling Client Resistance to 

Recommendations: 
"  Ultimately, the client will do what they want. 
"  Past some threshold, arguing for your 

recommendations will hurt the relationship more 
than it will help convince a reluctant client. 

"  If continuing to try to convince the client seems 
useful, ensure that you are only using facts and 
do not begin to make assumptions in order to 
prove a point. This calls all work, not just the 
portion of the recommendation being argued, 
into question. 
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Post-Engagement 

! Post-engagement follow-up is important 
in order to promote: 
" Customer satisfaction. 
"  The reputation of the consulting team. 
"  Possibility of after-work. 

! Debriefing the team, determining 
learning experiences, and cataloguing 
knowledge for future engagements is a 
must. 
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Marketing-Specific Structure 

Undergraduate Methodology- Marketing-Specific Structure 53 

Marketing-Specific Structure 

! Businesses tend to ask for marketing 
support because successful marketing 
know-how tends to be a skill set not 
possessed by many small business 
owners. 

! Many businesses lack web skills, and 
want help designing a website, using 
Search Engine Optimization, or 
developing an online ad campaign. 
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Marketing-Specific Structure 

! We structure the marketing task as 
follows: 

Create Coordinated Marketing Materials 

Create Central Marketing Plan 

Identify Marketing “Targets” 

Identify Business Goals 
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Marketing-Specific Structure: 
Identification 
!  From the pre-assessment, you should have already identified 

the business goals. The business goal is usually to attract 
customers by informing them about the product or about special 
pricing. However, there are other potential goals including: 
"  Attracting investors or equity partners. 
"  Educating the public. 

!  Next, we identify our marketing “targets:” 
"  Who are our key customers, and how can we segment them? 
"  Which segment(s) of customers need to be marketed to? 

○  Probably don’t need to market McDonalds to people who eat there every 
day religiously, for instance. 

"  Of the segments that need to be marketed to, which are the most 
important? 

"  Disregard segments which do not provide a good return or are too 
difficult to reach. 

!  Finally, do a preliminary examination of competitive positioning 
"  How are we viewed in the market? What are our differentiators? 
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Marketing-Specific Structure:  
Central Marketing Plan 
!  For each of the key customer segments, 

attempt to understand the following: 
"  What type of people are represented in this 

group? 
"  What does this group care about? 
"  How does our company’s product/service serve 

this group’s needs? 
"  What is the best way of communicating with this 

type of customer? 
○  Special concern: is this a group that seeks out its 

own information, or a group that we have to go 
after aggressively? 
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Marketing-Specific Structure:  
Central Marketing Plan 
!  A Central Marketing Plan includes marketing 

pieces that will end up on every publication by 
the company– company name, product 
names, logos, taglines, etc. 

!  It is best to use names, logos, etc. which will 
appeal to all relevant customer segments. 
"  E.g. for medical devices, patients and doctors key 

segments. Choosing a clinical product name 
appealing to doctors may alienate patients. 

!  There is no real science to determining these 
pieces, but be conscious of the connotations of 
words, colors, shapes, etc. 
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Marketing-Specific Structure:  
Creating Materials 
! Based on the Central Marketing Plan, 

create materials which can be used in 
different situations. 

!  It is particularly important to develop 
materials that address each customer 
segment through its own favored 
medium and messaging. 

59 Undergraduate Methodology- Marketing-Specific Structure 

Marketing-Specific Structure:  
Thoughts on Websites 
!  Websites are often areas of weakness. A good website 

should be designed so that it is intuitive to the user, not to 
the developer. Companies tend to organize their websites 
in ways which are logical to someone with their level of 
expertise, rather than to an inexperienced user. 

!  The website should coordinate with the Central Marketing 
Plan. 

!  Search Engine Optimization (optimizing your page to get 
a higher place on a search engine result page) is a 
popular trend. However, unless the business plans to 
recruit the majority of its business online, SEO may be 
more hassle than it is worth. 
"  No guarantee of success; large time commitment to learning. 
"  Even successful SEO will not guarantee you a good page rank. 
"  If customers are searching for your particular company, you will 

be at the top of the page whether you use SEO or not. 
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Case Study 61 

Case Study- Overview 

! Client: Emre Toker (entrepreneur) 
! Product: BreastAware 

" Decreases need for repeat lumpectomies in 
breast cancer patients. 

! Project Goals: 
" How should business be structured in terms 

of partners/intellectual capital? 
" Reinvent product image, marketing 

materials. 
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Project Structuring 

! Marketing is partially geared toward 
finding intellectual property (IP) partners, 
so deciding the structure of IP partners 
needed to come first. 

! Structure of Marketing 
" With client, generate Central Marketing Plan. 
" Use to produce marketing materials based 

on this central plan. 
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Company Structure 
!  The client gave us three possible company structures to 

analyze: 
1.  Put the product in the market as is. 
2.  Quickly enter into partnerships with other intellectual property 

holders and release multiple products. 
3.  Wait and receive feedback from breast surgeons, and then 

enter market later. 
!  Plan to Attack- the team split into three groups; each one 

evaluated one of the above options with respect to the 
following success metrics: 
"  Low risk / High growth. 
"  Sufficient market penetration to generate decent profits. 
"  Moderate to high speed of entry. 
"  High potential for eventual sale. 
"  Maximum social good/impact. 
"  “Common Sense”. 
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Company Structure- Analysis 
!  Summary of Issues: 

"  Entry without IP partners leads to a less diverse product 
mix, more limited innovation, more individual financial risk, 
more difficult marketing, and possible lower social impact. 

"  Starting with partners leads to slower entry, a lower level 
of control, an increase in scope, and the general issues 
that come with a business partnership, especially between 
friends. 

!  Proposed Solution 
"  Client enters the market with single product as soon as 

possible. 
"  During the process of initial expansion, client takes 

feedback  and iteratively redesigns the product. 
"  After evaluating initial success and deciding to expand, 

client partners with the breast surgeon to expand the 
product line and continue to innovate. 
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Company Structure-  
Conclusion and Recommendations 
!  Issues Solved by Proposed Solution 

"  Client gains benefits and societal impact of 
immediate market entry along with the benefit of 
redesign. 

"  Client can still decide to sell company whenever 
he wants. 

"  Client is able to take on the extended scope 
marketing opportunities brought on by 
partnership at the appropriate time: when it is 
willing to expand. 

"  The partnerships will benefit from company 
already being somewhat established. 
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Company Structure-  
Conclusion and Recommendations 
!  A lesson in clarification/communication 

"  Misunderstanding about the meaning of the word 
“partnership.” 

"  Client defined “partnership” solely in terms of 
intellectual property; team assumed “partnership” 
included equity. This caused embarrassment and 
slightly inaccurate analysis. 

!  Client-adopted solution 
"  Client will not always adopt suggestions verbatim. 
"  Client decided that redesign will not be an option- 

either the product will sell as-is or will be killed. 
"  Other suggestions were taken. 
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Marketing- Structuring 
!  We use the overall “Marketing-Specific Structure” 

in the Undergraduate Methodology section: 
 

Create Coordinated Marketing Materials 

Create Central Marketing Plan 

Identify Marketing “Targets” 

Identify Business Goals 
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Marketing- Identify Business Concerns 

!  Requirements 
"  New product and company names and a logo. 
"  Complete set of marketing materials focused on 

vendor show in May. 
"  Website redesign. 

!  Larger Business Goals 
"  Successfully enter market by attracting 

surgeons to purchase product. 
"  Sell enough product at vendor show to ensure 

future viability (no free trials.) 
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Marketing- Identify Marketing “Targets” 

!  Marketing needs to please multiple stakeholders: 
"  Pathologist- checks tumor visually. 
"  Radiologist- x-rays of tumors. 
"  Surgeon- actually excises the tumor. 
"  Patients- want to lower chance of repeat surgery. 

!  Structure- two main sets of materials: doctors and 
patients. 
"  Doctors- needs to make each of the three sub-sets of doctors 

see the product’s benefit to their part of the process. 
"  Patients- needs to make patient want to ask their doctor to use 

product. 
!  Disincentive- 

"  Decreased repeat lumpectomies mean fewer surgeries, which 
mean that hospitals makes less profit. Doctors know this, and, 
since they are often evaluated by how much money they make 
the hospital, doctors may be reluctant to use the product. 
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Marketing- Central Marketing Plan 

! Brainstorming sessions over several 
weeks led to multiple options for the 
Central Marketing Plan. The client 
ultimately selected the following: 
"  Product Name: BreastAware Tumor 

Positioning System. 
"  Logo with Company Name and Tagline: 
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Marketing- Create Materials 

! Divided task based on expertise. 
"  Business Cars / Brochures. 
"  Trade Show Related Marketing: 
○  Banners. 
○  Booth design. 
○  Customer Surveys. 

" Web Design. 
! Banners on next slide! 
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Marketing- Create Materials 

73 Case Study 
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The Consulting Application Process 

!  The application process is difficult, time-
consuming, and carries a relatively low 
probability of success. 

!  Benefits 
"  Very high salary. 
"  Excellent network. 
"  Industry prestige creates great exit opportunities. 
"  Amazing “crash course in business.” 

!  We will discuss the following parts of the 
process: 
"  Networking. 
"  Résumé Submission. 
"  Case Interviews. 
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General Thoughts 
!  The majority of consultants will be hired from top private schools 

(the Harvards and Stanfords of the world) because this is 
statistically the best bet for firms in terms of finding talent and 
because consultants like to hire other consultants from their 
alma maters.  

!  As a state school applicant, this means you have to be 
aggressive! 

!  Consulting firms often hire people who have strong quantitative 
backgrounds (as their analysis is heavily numerical.) 

!  Firms see people as trainable resources– they want to see that 
you are excellent at and passionate about something. Larger, 
broader firms such as McKinsey and Bain often hire people with 
little business background who are successful in their chosen 
fields because they assume that they can teach a person 
business skills, while intellectual power and logical thought 
processes tend to be set. 
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Networking 
!  Start networking early– meeting people in the field a year out is 

desirable so that you can build relationships gradually. 
!  The eventual goal is for someone respected within each firm to 

submit your resume for you. This is because: 
"  Résumés submitted internally will actually be read, as opposed to being 

rejected by computer based on random criteria. 
"  Someone in the firm is now vouching for you! 

!  During networking conversations, it is important never to ask 
someone whether they will submit your résumé. If you express 
interest in them, in their company, and in the industry, and if you 
strike them as someone who is intelligent, qualified, and a good fit 
with the firm, they will offer to submit your résumé. 
"  The closest to “asking” you can go is to ask for advice for getting 

recognized by recruiters. This is believable especially at state schools 
because firms do not usually recruit from these schools. 

!  Be flexible, respectful, inquisitive, and non-demanding. 
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Résumé Submission 
!  Make sure the jobs/internships/activities you’re doing 

in your undergrad career do one of two things: 
"  Make you look smart and experienced in the type of 

analysis consultants in your chosen niche do. 
"  Make you look like a total rockstar in whatever your “thing” 

is. 
!  Ask friends/contacts in the industry to help proof-

read your résumé and cover letter. Many times, if 
your résumé is being submitted internally, a cover 
letter is not required! 

!  If you are applying for a niche firm (one with tech 
emphasis, for instance) make sure that your resume 
leads the reviewer to believe that you are passionate 
about the niche area. 

78 Landing a Job in Consulting 



Case Interviews- Introduction 
!  If you are granted an interview, it will nearly always 

be a case interview. Case interviews present a short 
business problem which the applicant must structure 
and analyze. 

!  In the case interview, you want to show: 
"  That you break problems down into Mutually Exclusive 

and Collectively Exhaustive parts. 
"  That you can use the Pyramid Principle to outline your 

analysis at multiple levels before you start analyzing. 
"  That you have a good command of general business 

knowledge and principles. 
"  That you can work with and interpret the reasonableness 

of numbers. 
!  Some companies also include case interviews in the 

form of timed case problem solving tests! 

79 Landing a Job in Consulting 

Case Interviews- Introduction 
!  If you are granted an interview, it will nearly always be a 

case interview. Case interviews present a short business 
or estimation problem which the applicant must structure 
and analyze. 

!  In the case interview, you want to show: 
"  That you break problems down into Mutually Exclusive and 

Collectively Exhaustive parts. 
"  That you can use the Pyramid Principle to structure your 

analysis at multiple levels before you start analyzing. 
"  That you have a good command of general business knowledge 

and principles. 
"  That you know what questions to ask. 
"  That you can work with and interpret the reasonableness of 

numbers. 
"  That you can interpret the meaning of business-related graphs. 
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Case Interviews- Blue Sky 
!  A “blue sky” question asks the consultant to 

make an estimation of a quantity (may be 
related to business or not.) 

!  The goal is to see how the consultant will 
break the problem down and whether they 
can do math on paper. 

!  Examples of Blue Sky Questions: 
"  Estimate the number of golf balls that can fit in a 

747. 
"  Estimate the size of the US market for fast food. 
"  Estimate the number of iPhones at your 

university. 
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Case Interviews-  
Blue Sky Example 
!  Example: Estimate the size of the wedding dress 

market in the US (in dollars.) 
!  Response: 

"  To estimate the size of the wedding dress market, I am 
going to estimate the number of wedding dresses sold 
each year in the US and then multiply by my estimate of 
the average cost of a wedding dress. 

"  I know that there are about 280 million people in the US, 
which means about 140 million women. People generally 
live until they are 80, so I will further segment this 140 
million into four age groups: 0-20, 20-40, 40-60, 60-80. 
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Case Interviews-  
Blue Sky Example 
!  First, some assumptions: 

"  I will assume that number of people under 20 or over 60 who are 
getting married is negligible. 

"  I will further assume for the sake of simplicity that, between ages 
20 and 60, an equal portion of women will get married each year. 

"  I am not going to take divorces and second marriages into 
account. 

"  I am going to assume that 80% of women will get married at 
some point. 

"  Do these seem like reasonable assumptions? 
!  Since we said that women will marry only between 20 and 60 

(i.e. 40 years) at an equal rate, and that 80% of women will 
marry total, an average of 2% of women in the US will get 
married in a given year. 2% of 140 million women is 2.8 
million women. We’ll round to 3 million women for the sake 
of simplicity. 
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Case Interviews-  
Blue Sky Example 
!  I don’t know much about wedding dresses, but I know they 

range from very cheap to very expensive. Based on this fact, 
I think $2000 is a reasonable estimate. Does that seem 
reasonable? 

!  $2000 times 3 million women equals a $6 billion per year 
wedding dress market in the United States. 

!   Notice: 
"  I made the numbers easy for myself. If you get to make up your 

own numbers, try to choose ones that are easily divisible by 
each other. It makes math much simpler! 

"  I stated my assumptions outright. 
"  I continually asked whether my assumptions and my numbers 

seemed reasonable. This shows that I’m thinking about the 
results I’m getting as I’m getting them. 
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Case Interviews- Business Cases 
!  Business cases are usually more involved than 

blue sky problems, involving multiple questions 
and more business expertise. Some firms like to 
include blue sky questions as the first part of a 
business case (for instance, after estimating the 
size of the wedding dress market, we could have 
done a case about a wedding dress manufacturer.) 

!  The goals are the same in a business case. 
However, there are many pre-defined frameworks 
and a way of speaking which is important in 
business cases. While defining this in depth is out 
of the scope of this thesis, Mark P. Consentino’s 
Case in Point does an excellent job of teaching 
aspiring consultants the case interview. 
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Case Interviews-  
Business Case Example 
!  You are working for a large computer hardware 

company called ServerWare, a mostly B2B seller 
of servers and related peripherals. The CEO 
recently read an article and has realized that 
SesrverWare is significantly less profitable than its 
competitors. He has asked your firm to determine 
the cause(s) of the issue and determine how to 
improve profitability. 

!  Questions: 
1.  How would you structure this problem? 
2.  Please list some costs that would be incurred by 

the business, and tell me which, if any, you think 
could be making this company incur more costs 
than competitors. 

 

86 Landing a Job in Consulting 



Case Interviews-  
Business Case Example 
3.  The CEO gives you the following data: 

!  a.) What observations can you make about the above information? 
!  b.) Assuming all other costs have already been taken into account, 

by how much is competitor #1’s gross margin greater than 
ServerWare’s (%)?  

!   c.) Which company generates more profit per salesperson, and do 
you see any possible reasons for this? 

 

Category ServerWare Competitor #1 

Annual Revenue $40 Million $36 Million 
# Salespeople 25 20 
Annual Salary per Salesperson $130,000 $60,000 
Annual Commissions per 
Salesperson 

$70,000 $140,000 
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Case Interviews-  
Business Case Example 
4.  What do you think about the way ServerWare 

is structuring its compensation? Would you 
recommend any changes? 

5.  Assume that you’re on the management team 
of ServerWare and that you’re going to be 
implementing the changes you just proposed. 
What concerns are your salespeople likely to 
have, and how would you get them on-board 
with the plan? Would you do anything different 
around the implementation of your plan to 
address these concerns? 
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Case Interviews-  
Business Case Example Solution 
1.  How would you structure this problem? 

"  Me: “First, let me make sure I understand the case correctly. 
[Repeat the notes you took while the situation was being 
described to you.] 

"   Interviewer: “Correct.” 
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Case Interviews-  
Business Case Example Solution 
1.  How would you structure this problem? 

"  Me: “I would structure this problem by looking at things in 
increasing levels of detail and locality to the company. I would 
like to start by analyzing the general economic landscape in the 
region and figure out if this may be affecting the company. Then, 
I’d look at the market for business servers in general. My goal 
here would be to determine if there was an industry-wide 
problem going on, or if the problem was specific to my company. 
Finally, I would look at the company’s revenue and costs in 
specifics to determine if there were issues with sales volume or 
pricing, or with our fixed or variable costs. Based on what you’ve 
already told me about the company being less profitable than 
competitors, I would guess that our problems most likely lie in 
this company’s individual revenue/cost structure. Does that 
sound like a reasonable approach?”  
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Case Interviews-  
Business Case Example Solution 
2.  Please list some costs that would be incurred by the 

business, and tell me which, if any, you think could be 
making this company incur more costs than competitors. 
"  Interviewer: “Sure, that sounds reasonable. However, since this 

is only a 20-minute case, let’s cut right to the chase and start 
looking at costs. Could you list some of the possible costs that 
this business might incur? Which of these might be the issue 
here?” 
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Case Interviews-  
Business Case Example Solution 
2.  Please list some costs that would be incurred by the 

business, and tell me which, if any, you think could be 
making this company incur more costs than competitors. 
"  Me: “Sure. I’d break these up into fixed and variable costs. In 

terms of fixed costs, we have interest on loans that we’ve taken 
out or payments on large equipment, and we have general office 
expenses, and marketing expenses. Most of our costs are 
probably variable, though. Variable costs include raw materials 
for the making of servers, labor costs and sales costs and 
commissions, electricity, shipping costs, etc. If I had to guess, 
one of these that could be variable across the market and be 
causing us to make less profit than industry leaders might be our 
labor costs and or sales costs. This is also one of our most 
significant expenses.” 
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Case Interviews-  
Business Case Example Solution 
3.  What observations can you make about this information (see table 

in slide 87)? 
"  Total compensation for salespeople is the same between the two 

companies, but  Competitor #1 pays out a much smaller amount 
in salary and a much larger amount in commissions than 
ServerWare. 

"  Competitor #1 makes almost as much money with 20% fewer 
staff and similar costs per salesperson, which likely indicates 
that Competitor #1’s salespeople generate more profit per 
person than ServerWare’s. 

"  If we think about it, this increased profitability is a result of 
increased revenue generation (since costs are fairly constant) 
and this revenue generation might be higher as a result of the 
fact that salaries are commission-based, meaning that 
employees have a greater incentive to sell more. 
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Case Interviews-  
Business Case Example Solution 
3.  B.) Assuming all other costs have already been taken into account, 

by how what percentage is competitor #1’s gross margin greater 
than ServerWare’s (see table in slide 87)?  
"  In order to figure out how much competitor #1’s gross margin is 

greater than ServerWare’s, I need to determine gross margin for 
each company and find the difference int the values.  

"  Gross margin is % profit. First, we should determine net profit 
and then take this number as a percentage of revenue. To 
determine net profit, we subtract total costs from net revenue. To 
determine total costs, we will take the total cost per salesperson 
and multiply by the number of salespeople. 

"  For ServerWare, Net Costs = (130,000 + 70,000)*25 = $5 
Million. This means Net Profit = $40M - $5M = $35M. So Gross 
Margin = $35M/$40M. If we reduce this fraction, we get ⅞. I 
know ⅛ is 12.5%, but let’s round to 13% so we get whole 
numbers. So I know that the Gross Margin is 8/8 - ⅛ or 
100%-13%= 87%. 
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Case Interviews-  
Business Case Example Solution 
3.  B.) Assuming all other costs have already been taken into account, 

by how what percentage is competitor #1’s gross margin greater 
than ServerWare’s (see table in slide 87)?  
"  For Competitor #1, Net Costs = (60,000 + 140,000)*20 = $4 

Million. This means Net Profit = $36M - $4M = $32M. So Gross 
Margin = $32M/$36M. If we reduce this fraction, we get 8/9. I 
know that 1/9 is .1111111, so let’s say 11%. So I know that the 
gross margin is 9/9 - 1/9 or 100%-11% = 89%. 

"  Since Competitor #1 has an 89% gross margin and SeverWare 
has an 87% gross margin, Competitor #1’s gross margin is 
greater by 2%. 
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Case Interviews-  
Business Case Example Solution 
3.  C.) Which company generates more profit per salesperson, and do 

you see any possible reasons for this?  
"  For simplicity, w assume that each salesperson generates the 

same average amount of revenue. To calculate the net profit per 
salesperson, we divide each company’s net revenue by the 
number of salespeople and subtracting the cost per salesperson: 

"  For ServerWare, $40M / 25 salespeople = $1.6M in revenue per 
salesperson. Subtracting the $200,000 per year salary, we get 
$1.4M in profit per salesperson per year. 

"  For Competitor #1, $36M/20 salespeople = $1.8M in revenue per 
salesperson. Subtracting the $200,000 per year salary, we get 
$1.6M in profit per salesperson per year. 

"  Competitor #1 has a higher profitability per salesperson because 
each salesperson generates more revenue. This is likely a result 
of the way compensation is structured, with commission 
accounting for a greater percentage of pay. 
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Case Interviews-  
Business Case Example Solution 
4.  What do you think about the way ServerWare is 

structuring its compensation? Would you 
recommend any changes? 
"  ServerWare is not getting as much revenue out of its 

salespeople as it could due to the fact that there is less 
incentive to sell due to an already-high salary. By 
adjusting its compensation plan to be more like that of 
Competitor #1, it could likely increase revenue 
generation. While we might anticipate that this would 
create some backlash from the salespeople, they are 
unlikely to attempt to leave the company since our 
competitors are using similar salary plans and they would 
find equal terms at competing firms.  
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Case Interviews-  
Business Case Example Solution 

5.  Assume that you’re on the management team of ServerWare and 
that you’re going to be implementing the changes you just 
proposed. What concerns are your salespeople likely to have, and 
how would you get them on-board with the plan? Would you do 
anything different around the implementation of your plan to 
address these concerns? 

"  My salespeople are likely to be concerned about: 
○  the possibility that they will make less money because 

spending is down in the economy, making it more difficult for 
them to sell and, thus, more difficult for them to earn 
commissions. 

○  the extra time that they will be spending at work to generate 
more sales impacting their personal lives. 
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Case Interviews-  
Business Case Example Solution 

5.  Assume that you’re on the management team of ServerWare and that 
you’re going to be implementing the changes you just proposed. What 
concerns are your salespeople likely to have, and how would you get them 
on-board with the plan? Would you do anything different around the 
implementation of your plan to address these concerns? 
"  While implementing, I would ensure that commissions were structured 

so that they aimed at generating a bit more revenue than present 
sales, but not an unachievable amount. This should decrease anxiety 
about not being able to earn as much money. I would also make sure 
to improve on-site facilities to make the office a better place to spend 
time. For instance, including a gym or daycare area on-site could 
encourage employees to spend more time at the office since their 
personal needs are being taken care of. To explain the change to the 
employees, I would also explain that what is best for the company as 
a whole is best for each of the salespeople, and that managers would 
be increasing their efforts in the same way as salespeople.  
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Conclusions: 
!  In this presentation, we have covered: 

"  What consulting is, and what consulting firms do 
"  Best practices of top firms for problem-solving 
"  A broad methodology for undergraduates to 

adapt firm best practices for use in small 
consulting projects 

"  A more in-depth, marketing-specific 
methodology 

"  A case study showing the use of this 
methodology on a real-world business problem 

"  How to land a job in consulting, with a focus on 
consulting case interviews 
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