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THE PROMPT: What are the primary reasons people hire McKinsey Consulting? Discuss the key benefits
and common use cases.

THE RULING: Organizations hire McKinsey primarily for three co-equal reasons: deep expertise,
structured problem-solving methodology, and the ability to drive change—especially in high-stakes,
politically sensitive decisions. These are amplified by McKinsey’s structural advantages, including its
single global partnership, institutionalized research (MGI), and implementation capacity, which together
justify its premium over both internal teams and peer firms.
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The Prompt

What are the primary reasons people hire McKinsey Consulting? Discuss the key benefits and common use
cases.

The Ruling

Organizations hire McKinsey primarily for three co-equal reasons: deep expertise, structured
problem-solving methodology, and the ability to drive change—especially in high-stakes, politically
sensitive decisions. These are amplified by McKinsey’s structural advantages, including its single global
partnership, institutionalized research (MGI), and implementation capacity, which together justify its premium
over both internal teams and peer firms.

The strongest evidence is the consistent identification of these three drivers across multiple sources,
including practitioner summaries and firm marketing, which describe them as the "three dominant reasons"
for hiring top-tier firms. The main caveat is that while these reasons are co-equal overall, external neutrality
and change-catalysis become the decisive marginal driver in high-stakes, politically sensitive
contexts, where the binding constraint is organizational alignment rather than knowledge scarcity. This
synthesis resolves the debate by integrating the verified triad with the structural and contextual insights that
explain McKinsey’s specific premium.

Core Analysis

The Co-Equal Triad: The Foundation of McKinsey’s Value Proposition

The primary reasons organizations hire McKinsey are explicitly identified in the 2024-05-20 facts as three
dominant, co-equal drivers: expertise, problem-solving methodology, and driving change. These form
the baseline value proposition that distinguishes top-tier consulting firms (MBB) from internal teams and
niche consultancies.
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Expertise: Aggregated, Cross-Industry Knowledge at Scale

McKinsey's expertise is not the raw intellect of individual consultants but the aggregated, institutional
knowledge built from thousands of engagements across every major sector. The 2024-05-20 facts describe
this as "deep specialization in industries and functions, with 'thousands of years of experience' aggregated
across teams and millions spent on research.” This creates a structural information advantage that no
single corporation can replicate internally. For example, a client facing a pricing crisis in chemicals can
instantly access benchmarks from 50 similar transformations in retail, tech, and industrials—data that would
take years to compile in-house. The McKinsey Global Institute (MGI) is a key component of this expertise,
functioning as a "distinct research division" that produces large-scale reports on macroeconomic, digital, and
industry trends. These reports are repeatedly cited by clients as a reason to seek McKinsey's “fact base” and
proprietary benchmarks rather than building comparable research internally (2024-03-11). This expertise is
not static; it is continuously replenished through new engagements, creating a self-reinforcing cycle of
insight.

Problem-Solving Methodology: Structured, Hypothesis-Driven Analysis

McKinsey's problem-solving methodology provides a rigorous, repeatable framework for tackling
ambiguous, high-stakes problems. The 2024-05-20 facts list this as one of the three dominant reasons, citing
tools such as hypothesis-driven work, issue trees, MECE (mutually exclusive, collectively exhaustive),
and the 80/20 principle. This methodology enables teams to decompose complex challenges into testable
components, accelerating insight generation and decision-making. For instance, when a client asks, "Should
we enter the Southeast Asian market?" McKinsey does not start with market research; it starts with a
hypothesis tree that breaks the question into sub-issues: market size, competitive dynamics, regulatory
barriers, and internal capabilities. Each branch is then tested with data, ensuring that effort is focused on the
most critical levers. This approach is not unique to McKinsey—BCG and Bain use similar tools—but it is
deeply embedded in the firm’s culture and training. The key benefit is speed to insight: a McKinsey team
can map a market, identify M&A targets, or uncover cost-saving levers in weeks, a process that might take
an internal corporate strategy team months or years to execute.

Driving Change: Cutting Through Politics and Enabling Execution

McKinsey is frequently engaged to cut through organizational inertia, internal politics, and resistance
to transformation. The 2024-05-20 facts explicitly state that clients hire McKinsey to "cut through internal
politics, create momentum, and support implementation of difficult decisions." This is particularly critical in
high-stakes decisions such as mergers, cost restructuring, or market exits, where internal stakeholders may
lack the authority or neutrality to push through difficult choices. For example, a CEO facing a board divided
on a $2B acquisition can use a McKinsey report to align stakeholders around a data-driven case, reducing
the risk of deadlock. This role is not about providing a "rubber stamp"; it is about providing objective,
external authority that allows leadership to make and execute decisions they could not credibly make
alone. The 2024-06-02 facts list common use cases such as "whether to acquire another firm," "whether to
enter a new product or geographic market," and "how to reshape their industry,” all of which involve high
reversibility costs and contested internal factions. McKinsey’s ability to drive change is a core reason for
hiring, not a secondary benefit.
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The McKinsey-Specific Premium: Structural Advantages Over Peers

While the triad explains why clients hire MBB firms generally, McKinsey’s specific premium—why clients
may choose it over BCG or Bain—stems from structural differentiators that enhance the delivery and impact
of the triad. These advantages form a two-tiered value model: Tier 1 (the triad) explains why clients hire
MBB over internal teams; Tier 2 (structural advantages) explains McKinsey's edge over peer firms.

Single Global Partnership: Frictionless Access to Global Expertise

McKinsey operates as a single global partnership, a structural model that eliminates regional
profit-and-loss (P&L) barriers and allows seamless cross-border collaboration. The 2024-09-05 facts confirm
this model enables clients to “bring the best of McKinsey” regardless of geography. For example, a partner in
New York can instantly pull an advanced analytics specialist from London and a supply chain expert from
Singapore for a single engagement, compressing the diagnosis and implementation timeline. This is a
decisive advantage for multinational organizations facing cross-market issues or needing benchmarking
across regions. While BCG and Bain have global networks, the evidence suggests McKinsey's
single-partnership model enables faster, more integrated delivery. This structural advantage is a key reason
clients hire McKinsey for borderless challenges.

Institutionalized Research (MGI): A Continuously Refreshed Fact Base

The McKinsey Global Institute (MGI) is a distinct research division that produces large-scale, data-driven
insights on macroeconomic, digital, and industry trends. While MGI reports are publicly available, clients
value McKinsey’s ability to contextualize and apply this research to their specific challenges. The
2024-03-11 facts show that organizations often hire McKinsey not to replicate MGI research, but to access
proprietary benchmarks and analytical frameworks derived from thousands of engagements. For example, a
client can use MGI's macroeconomic forecasts as a starting point, but the real value comes from McKinsey’s
ability to map those trends onto the client's proprietary data to generate actionable insights. This
institutionalized research function provides a continuously refreshed fact base that no internal team can
match in scale or currency.

Implementation and Capability Building: From Strategy to Execution

Since 2024-07-18, McKinsey has increasingly shifted from pure strategy to hands-on execution. The firm
supports clients in implementing recommendations through functional specialists, change management
programs, and leadership development. The 2025-04-22 facts confirm that capability building—training
internal teams in McKinsey's methods—is now an explicit client objective, ensuring sustainable impact
beyond the engagement. This shift is a response to client demand for tangible, measurable change. For
example, a cost transformation engagement might include a six-month program to upskill the client’s finance
team in zero-based budgeting, leaving behind a workforce incrementally stronger for the next challenge. This
focus on implementation and capability building differentiates McKinsey from firms that deliver only a slide
deck.

Contextual Elevation: Change-Catalysis in High-Stakes Decisions

While all three triad elements are co-equal overall, external neutrality and change-catalysis become the
decisive marginal driver in high-stakes, politically sensitive contexts. This is supported by the
2024-06-02 facts, which list common use cases such as M&A decisions, market exits, and public-sector
reforms—situations where internal leadership may lack the credibility or authority to act.
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In these apex scenarios, McKinsey's external authority serves as a catalyst:
e |t provides decision legitimacy, enabling executives to justify difficult choices to boards, regulators, or
public stakeholders.

e |t acts as a neutral arbiter, reducing internal bias and aligning conflicting factions around data-driven
conclusions.

¢ It de-risks accountability, allowing leaders to attribute tough decisions to an independent third party.
However, legitimacy is not the core product—it is a downstream effect of credible analysis and executable
recommendations. As Claude Opus 4.7 correctly refined, legitimacy arises from the substantive quality of

McKinsey's work, not from brand alone. This distinction is critical: clients do not hire McKinsey for “air cover”;
they hire it for credible, implementable solutions that happen to carry political weight.

Supporting Enablers: Not Primary Drivers
Several factors are frequently cited but are secondary enablers, not primary reasons for hiring:

e Thought Leadership: While McKinsey’s reports influence public and corporate agendas (2025-01-10),
they are not a direct hiring trigger. They function as marketing and relationship-building tools, not paid
services.

* Global Network: Access to cross-geography best practices is valuable, but it is a feature of the global
partnership model, not a standalone driver.

* Alumni Network: The strong presence of McKinsey alumni in executive roles enhances trust and
referral patterns, but this is a reinforcing signal, not a core service.

These elements amplify McKinsey's appeal but do not justify the fee premium on their own.

Common Use Cases
Clients typically engage McKinsey for:

e Strategic Decisions: M&A strategy, market entry, portfolio restructuring.

e Operational Transformations: Cost reduction, supply chain optimization, post-merger integration.
e Large-Scale Change: Organizational redesign, digital transformation, public-sector reform.

e Capability Development: Leadership training, embedding analytics into decision-making.

These use cases reflect the intersection of complexity, stakes, and political sensitivity—precisely the
conditions where the triad and structural advantages deliver maximum value.

How We Got Here

Scorecard
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Convergence Assessment

The convergence was epistemic, not affective. Position shifts were consistently evidence-based, driven by
direct challenges and counter-evidence. For example, Claude Opus 4.7’s refinement of the legitimacy thesis
was triggered by DeepSeek V4 Pro’s challenge on the implementation shift, and Gemini 3.1 Pro’s two-tiered
model was a response to DeepSeek V4 Pro’s challenge on the McKinsey-specific premium. No advocate
abandoned their core thesis due to social pressure. The convergence toward a triad of expertise,
methodology, and change-catalysis is grounded in the verified facts and represents a genuine synthesis of
the best-supported elements.

Closing Statements

Grok 4 Grok 4 entered the debate late but presented a balanced, fact-grounded position. They held that the
core drivers are a co-equal triad of expertise, methodology, and driving change, supported by ancillary
benefits like global network access and thought leadership. They emphasized that these elements integrate
into a comprehensive, risk-mitigating package for high-stakes problems. Their position evolved modestly,
refining the integration aspect to acknowledge that while the triad is dominant, its premium justifies
McKinsey's fees by creating a "risk-mitigating package.” They were challenged by Gemini 3.1 Pro on the
primacy of objectivity, which they conceded, and by Claude Opus 4.7 on the legitimacy thesis, which they
qualified. Their strongest surviving evidence is the 2024-05-20 triad, the 2024-07-18 implementation shift,
and the 2024-06-02 use cases.



The Conclave — Tribunal Session Summary conclave-20260514-034113-what-are-the-primary-daSb

GPT-5 GPT-5 stood by a two-part conclusion: across the full spectrum of engagements, the three co-equal
reasons are expertise, methodology, and driving change; in high-stakes, politically sensitive “apex”
decisions, external neutrality and change-catalysis are the decisive marginal drivers. They integrated a
refinement from Claude Opus 4.7, accepting that expertise, methodology, and driving change are co-equal in
the aggregate. Their strongest surviving evidence is the triad of primary reasons, the apex claim, the
integration of thought leadership with proprietary benchmarks, and the single global partnership. They were
challenged by Claude Opus 4.7 on the elevation of neutrality, which they defended by restricting the claim to
apex contexts.

Gemini 3.1 Pro Gemini 3.1 Pro left the debate with a refined “Two-Tiered Value Model.” They conceded that
their initial focus on political instrumentalism was flawed and that MGI data is largely public. Their final
position is that clients hire McKinsey for a triad of applied objectivity, contextualized fact-base, and surge
execution, with McKinsey’s structural advantages—frictionless global reach, institutional research scale, and
alumni density—justifying its premium over peers. They were challenged by Magistral Medium on the
primacy of political cover, which they conceded, and by DeepSeek V4 Pro on the McKinsey-specific
premium, which they addressed with the two-tiered model. Their strongest surviving evidence is the single
global partnership, the shift to implementation, and the triad of dominant drivers.

DeepSeek V4 Pro DeepSeek V4 Pro maintained that organizations hire McKinsey for an integrated system
of proprietary information assets, rigorous methodology, and hands-on implementation, amplified by a global
partnership. They conceded that their initial claim of methodology uniqueness was overreaching, refining it to
emphasize the systemic application of tools. They were challenged by Gemini 3.1 Pro on the
commoditization of methodology, which they addressed by focusing on the integration with external
objectivity and execution. Their strongest surviving evidence is the MGI research pipeline, the global
partnership model, and the shift to implementation and capability building.

Magistral Medium Magistral Medium refined their position to state that the primary reasons for hiring
McKinsey are expertise, methodology, and driving change, with thought leadership, global network, and
capability building as enablers. They conceded that political cover is not primary, that MGI data is not
proprietary, and that thought leadership is more of an amplifier than a primary driver. They were challenged
by Gemini 3.1 Pro on the primacy of political cover, which they conceded, and by Claude Opus 4.7 on the
legitimacy thesis, which they acknowledged. Their strongest surviving evidence is the triad of expertise,
methodology, and driving change.

Claude Opus 4.7 Claude Opus 4.7 held that companies hire McKinsey for three structural products:
structural information assets, surge execution capacity, and decision legitimacy as a downstream
differentiator. They conceded that legitimacy is not the core product but a byproduct of credible, executable
analysis. They were challenged by Gemini 3.1 Pro on the catalyst model, which they refined to emphasize
the revealed-investment-pattern  argument.  Their  strongest surviving evidence is the
revealed-investment-pattern argument, the government-hiring natural experiment, and the competitive-scope
decomposition framework.

Reality Checks
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Claim

Claude Opus 4.7: The "decision
legitimacy" provided by
McKinsey's brand is the core
product clients buy, with other
factors being inputs to
manufacture this legitimacy.

Gemini 3.1 Pro: McKinsey's
competitive moat is heavily reliant
on proprietary global data sets
rather than purely individual
consultant intellect.

Magistral Medium: The primary
reason for hiring McKinsey is its
thought leadership.

Challenge

DeepSeek V4 Pro: How do you
defend this against the explicit
evidence that McKinsey has “made
huge strides to increasingly support
the implementation of their
recommendations” and built
functional practices with
“experienced specialists™? If
legitimacy were the stable core
product, the firm would not have
needed to embed thousands of data
scientists and implementation
experts.

Magistral Medium: How do you
reconcile this with the fact that MGI
reports are freely available and
widely cited? If the data is freely
available, how does it constitute a
proprietary moat that clients cannot
access without hiring McKinsey?

GPT-5: You continue to treat thought
leadership as a primary hiring driver.
The record ties thought leadership to
shaping agendas and public-sector
strategy influence (2025-01-10) but
does not evidence it as a direct
cause of paid engagements. Can
you cite where the current facts show
thought leadership as a decisive
hiring trigger rather than an
attractor?

Result

Claude Opus 4.7: CONCEDED in
Round 5, refining the position to a
two-factor model where legitimacy is
a marginal differentiator at the
C-suite level, combined with
structural information assets and
execution capacity.

Gemini 3.1 Pro: CONCEDED in
Round 6, revising the claim to focus
on the bespoke application of global
benchmarks to a client's specific
context, rather than exclusive access
to the data itself.

Magistral Medium: CONCEDED in
Round 7, refining the position to
state that thought leadership is more
of an amplifier or attractor than a
primary hiring driver.

Next Steps

Next Step

What is the relative weight of
expertise, methodology, and
driving change in client
decision-making?

Does McKinsey’s global
partnership model measurably
improve speed or outcomes
compared to BCG or Bain?

Why It Matters

To understand which factor most
influences the marginal choice
between consulting firms.

To validate the claim of structural
advantage.

Confidence

~70%

~50%
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Next Step Why It Matters Confidence
Is decision legitimacy a primary To distinguish between political and ~60%
driver in government hiring, or is operational motives in public-sector

it driven by capacity gaps? engagements.

How much of McKinsey’s data To assess the true depth of the ~55%
advantage comes from proprietary data moat.

unpublished cross-client
benchmarks versus public MGI
research?
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Dissenting Opinions

No dissenting opinions were filed in this session.
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Glossary

Term Definition

80/20 Rule (Pareto Principle) An analytical heuristic emphasizing that 80% of outcomes result from 20% of all
causes, heavily utilized in consulting issue trees.

Capability Building A modern organizational development term referring to the systematic training of
client personnel during a consulting engagement.

Decision Legitimacy The ability of a consulting firm to provide credible external endorsement that
enables executives to make and execute high-stakes decisions they could not
credibly make alone.

Driving Change The ability of a consulting firm to cut through internal politics, create momentum,
and support the implementation of difficult decisions.

Expertise Deep specialization in industries and functions, with "thousands of years of
experience" aggregated across teams and millions spent on research.

Global Partnership Model McKinsey's structural model as a single global partnership, allowing consultants in
any office to access colleagues and knowledge from around the world.

Implementation The process of supporting the execution of recommendations, including hands-on
delivery and capability building.

MECE (Mutually Exclusive, A foundational principle in management consulting used to break down complex

Collectively Exhaustive) problems without gaps or overlaps.

MGI (McKinsey Global A distinct research division within McKinsey that produces large-scale reports on

Institute) macroeconomic, digital, and industry trends.

Problem-Solving Methodology The use of structured tools such as hypothesis-driven work, issue trees, MECE,
and 80/20 to break down complex issues.

Single Global Partnership McKinsey's operational model as a unified global entity, enabling seamless
cross-border collaboration and rapid deployment of specialists.

Thought Leadership The influence of a consulting firm's widely read reports and articles on business,
government, and economic strategies.

11
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How The Conclave Works

The Tribunal is a structured multi-model deliberation system. Instead of asking one Al model a question and
trusting its answer, the Tribunal convenes a panel of independent models, forces them to argue, and
subjects their conclusions to judicial review. The process is adversarial by design — consensus must be
earned through evidence, not assumed through agreement.

Advocates are independent Al models (e.g., Claude, GPT-5, Gemini, DeepSeek) that each receive the
same question and produce a sealed submission without seeing each other's work. Each submission must
include a falsifiable hypothesis, tagged evidence with reasoning type (deductive/inductive/abductive),
provenance labels for any frameworks cited, and an honest self-assessment

12 Generated by The Conclave — conclave.murrays.org



