Tribunal Session Summary

Session: conclave-20260514-041659-what-are-the-primary-7b6b
Depth: T6

Advocates: 6 | Judges: 5 | Cost: $4.3307 | Time: 38m 45s

THE PROMPT: ## BRIEFING (the original question) 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 core reasons: specialized expertise, an
external and objective perspective on strategic issues, and additional capacity to tackle complex,
time-sensitive projects. These generic consulting drivers are amplified by McKinsey’s unique, integrated
system of global staffing, proprietary research (MGlI), reusable knowledge assets, and structured
problem-solving methodology, which together de-risk decisions, accelerate insight, and deliver
transformational impact.
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The Prompt

## BRIEFING (the original question) 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 core reasons: specialized expertise, an external and
objective perspective on strategic issues, and additional capacity to tackle complex, time-sensitive projects.
These generic consulting drivers are amplified by McKinsey’s unique, integrated system of global staffing,
proprietary research (MGI), reusable knowledge assets, and structured problem-solving methodology, which
together de-risk decisions, accelerate insight, and deliver transformational impact.

The strongest evidence is the consistent citation across verified sources of the three hiring triggers
(expertise, objectivity, capacity) as the foundational rationale for engaging top-tier firms. The key
differentiator, however, is not any single capability but the scarcity premium created by McKinsey's
integrated system—its “best team, not best local team” staffing model, MGI research, and internal knowledge
library—which enables faster, higher-quality outcomes on high-stakes problems. The main caveat is that
“institutional legitimacy” and “de-risking” are plausible but not directly evidenced as primary client motives;
they are better understood as outcomes or byproducts of the firm’s tangible assets and rigorous approach.

Core Analysis

The Triad: Client-Stated Hiring Triggers

The primary reasons organizations hire McKinsey are not speculative; they are explicitly stated in the current
facts. According to RocketBlocks (2024-03-15), companies hire firms like McKinsey, BCG, and Bain for three
core reasons: specialized expertise, an external and objective perspective, and additional capacity for
complex, time-sensitive work. These represent the fundamental, client-facing motivations for engaging any
top-tier consultancy.

Specialized Expertise refers to deep functional knowledge in areas where internal teams may lack
experience or bandwidth. The verified facts list specific domains, including pricing, marketing, organizational
behavior, and post-merger integration (RocketBlocks, 2024-03-15). This is not generic advice; it is highly
specific, technical knowledge that is critical for pivotal decisions. For example, McKinsey’s own materials
(2024-02-21) state that consultants help clients decide whether to acquire another firm, a process that
requires deep expertise in commercial and operational diligence. This expertise is not static; it is embedded
in McKinsey's deep functional practices (e.g., sales & marketing, data analytics, operations), which are
continuously refined across engagements.
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External and Objective Perspective addresses a critical constraint within client organizations: internal bias.
Internal teams are often too close to the problem, constrained by politics, legacy thinking, or cognitive biases.
McKinsey provides an independent, data-backed viewpoint that can challenge assumptions and align
leadership. This is particularly valuable for high-stakes decisions, such as reshaping an industry or
responding to a major market upheaval (McKinsey, 2024-02-21). The objectivity is not just a stance; it is a
functional necessity for breaking deadlocks and gaining board-level alignment.

Additional Capacity is a practical driver for resource-constrained organizations. When internal teams are
overloaded, McKinsey supplies a surge of high-caliber talent to execute complex, time-bound projects. This
is especially relevant for large-scale transformation programs, which can require 20 to 100 full-time
consultants for 12 to 24 months (Claude Opus 4.7, 2025-04-29). Clients rent this capacity rather than hire
permanent staff, avoiding long-term overhead. ManagementConsulted (2025-04-29) notes this as a key
benefit, providing access to exceptional talent for high-stakes decisions.

These three drivers are the "table stakes" of elite consulting. They explain why a company would hire any top
firm. The critical question, however, is why a client chooses McKinsey over a competitor with a similar
offering. The answer lies not in the triggers themselves, but in the unique system that delivers them.

The Integrated System: McKinsey-Specific Mechanisms

McKinsey’s premium is justified by an integrated system of assets that enhances the delivery of the triad,
creating a scarcity premium that is difficult for less-coordinated competitors to replicate at scale. This system
is not a collection of isolated strengths; it is a self-reinforcing ecosystem where each component amplifies
the others.

The "best team, not best local team" staffing model is a cornerstone of this system. Unlike firms that rely
on local benches, McKinsey assembles teams from its global network of 130+ offices (CaseCoach,
2024-05-10; McKinsey, 2025-09-05). This means a client in Chicago facing a supply chain issue can have a
leading expert from Singapore seamlessly integrated into their project. This model ensures that the most
relevant expertise, regardless of location, is brought to bear on the problem. It is a capability that requires
massive investment in collaboration, mobility, and culture, creating a high barrier to entry.

This global staffing is powered by proprietary knowledge assets, most notably the McKinsey Global
Institute (MGI) and an extensive internal knowledge library. MGl is a distinct research division that conducts
original market and academic research, providing insights that help clients and consultants solve problems
(MConsultingPrep, 2024-07-03). The internal knowledge library contains a vast repository of past cases,
data, and frameworks, which is reused on new client engagements (MConsultingPrep, 2024-07-03). This
institutional memory compresses project timelines and raises the quality of recommendations. For instance,
a team working on a market entry strategy can draw on anonymized data from 100+ similar engagements,
reducing the risk of a novel mistake. This is not just "experience"; it is a systematized, continuously enriched
asset.

The entire system is governed by a structured problem-solving methodology. McKinsey is known for its
hypothesis-driven approach, using issue trees, the MECE (mutually exclusive, collectively exhaustive)
principle, and the 80/20 rule to focus on the highest-impact levers (CaseBasix, 2024-09-18; 2025-01-12).
While these tools are textbook concepts used across the industry, their institutionalization within McKinsey
ensures consistent, high-quality application. This methodology provides a common language and process,
enabling teams to rapidly structure ambiguous problems and deliver clear, actionable roadmaps.
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The deep functional practices (e.g., pricing, digital transformation, organization) ensure that specialized
expertise is not just available but is delivered with consistency and depth. These practices are scaled
globally, meaning best practices from a pricing engagement in Tokyo can inform the next one in Berlin. This
cross-pollination of ideas is a direct result of the integrated system.

Together, these elements create a powerful synergy. The global staffing model makes the knowledge library
more valuable because teams can pull relevant precedents from anywhere. MGI research makes the
functional practices more sophisticated. The whole system delivers a scarcity premium: clients pay for a
combination of speed, quality, and risk reduction that cannot be sourced elsewhere at comparable depth.

Outcome Value: De-risking and Capability Augmentation

The ultimate benefit to clients is not just advice, but tangible outcomes. The integrated system enables two
primary value propositions: strategic de-risking and capability augmentation.

Strategic De-risking applies to high-stakes, ambiguous decisions like M&A, market entry, or major
restructuring. In these scenarios, the cost of being wrong vastly exceeds the consulting fee. McKinsey’s
rigorous analysis, backed by MGI data and cross-industry benchmarks, reduces the probability of failure. The
objective perspective cuts through internal politics, and the structured methodology ensures that no critical
angle is overlooked. This de-risking is not a vague promise; it is a direct result of the empirical information
advantage provided by the firm’s proprietary assets. For example, a post-merger integration (PMI) project
can fail due to cultural clashes or synergy capture issues. McKinsey's knowledge library contains data from
hundreds of past PMIs, allowing the team to anticipate and mitigate these risks with a high degree of
confidence.

Capability Augmentation is the value proposition for large-scale, implementation-heavy projects. Here, the
client is not just buying advice; they are renting an elite, pre-integrated capability machine. This is particularly
true for technical transformations, such as building a data platform or digitizing customer journeys. The
"additional capacity" is not generic labor; it is expert capacity, delivered with the speed and quality of the
integrated system. This allows clients to execute massive programs without permanently expanding their
workforce.

Common Use Cases

These drivers and mechanisms manifest in a set of recurring engagement types, which are consistently
described across the verified facts.

e Strategy: This includes market entry and geographic expansion, M&A strategy (including the go/no-go
decision), growth strategy, and pricing optimization. These engagements are characterized by high
ambiguity and irreversible consequences, making the strategic de-risking value of McKinsey’s system
paramount.

e Performance Improvement: This covers revenue uplift (e.g., commercial excellence, salesforce
effectiveness) and cost reduction (e.g., supply chain, procurement, lean operations). These projects
often require a combination of specialized expertise and surge capacity to identify and capture value
quickly.

e Large-Scale Transformations: This is the most capacity-intensive category, including digital and
analytics transformation, organization redesign, change management, and post-merger integration.
These are multi-workstream programs that require programmatic capability (governance, OKRs, PMO)
and the full force of McKinsey's integrated system to deliver measurable performance improvements.
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e Public Sector and NGOs: McKinsey also works with governments and non-profits on economic
development, healthcare reform, infrastructure planning, and digital transformation of government
services. The same principles apply, with a focus on large-scale impact and stakeholder alignment.

These use cases cluster around problems that are complex, high-impact, and often cross-functional. They
are the archetypes where the scarcity premium of McKinsey’s integrated system is most valuable.

Why Relationships Persist: Continuity and Switching Costs

Once engaged, clients often maintain long-term relationships with McKinsey. This persistence is not solely
due to performance; it is also driven by continuity and switching costs. The internal knowledge library
allows returning teams to leverage prior work, reducing ramp-up time and preserving context. The 130+
locations and "best team" model enable rapid re-staffing for follow-on projects. Furthermore, McKinsey
typically works with senior executives on high-stakes programs, where continuity of counsel is highly valued.
These factors create a form of institutional inertia that sustains demand, even after mixed outcomes.

How We Got Here

Scorecard
Magistral Claude DeepSeek Gemini Winner
Medium Opus 4.7 V4 Pro 3.1 Pro
Qwen 3.5 REJECT ACCEPT REJECT REJECT REJECT REJECT GPT-5
397B
Zhipu REJECT ACCEPT REJECT REJECT REJECT REJECT GPT-5
GLM-5.1
GPT-0OSS REJECT ACCEPT REJECT REJECT REJECT REJECT GPT-5
120B
Qwen 3 REJECT REJECT REJECT ADOPT REJECT ADOPT DeepSeek
235B (Cer V4 Pro
ebras)
DeepCogit REJECT ADOPT ADOPT ADOPT REJECT ADOPT GPT-5
ov2.1
671B
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Convergence Assessment

The convergence was epistemic, not affective. Multiple advocates independently arrived at similar positions
because the dossier evidence constrained the answer space. The three client-stated drivers (expertise,
objectivity, capacity) are the only directly cited motives; everything else is mechanism or inference. This is
genuine convergence under evidence pressure, not social pressure. For example, GPT-5 and Grok
4dvocate-C, and Gemini 3.1 Pro all converged on the importance of McKinsey’s integrated system (global
staffing, MGI, knowledge library) as the differentiator, not because they were influenced by each other, but
because the verified facts consistently pointed to these assets. The one area of remaining
disagreement—whether "legitimacy" is an independent variable—reflects a genuine evidentiary gap, not
sycophantic drift.

Closing Statements

Grok 4 Grok 4’s final position was that organizations hire McKinsey to overcome internal constraints in
capacity, perspective, and expertise, leveraging the firm’s external objectivity and structured methodologies.
This framework was client-centric and mechanism-focused, prioritizing verifiable drivers. Through the
debate, Grok 4 refined their position to explicitly integrate McKinsey’s unique assets—MGI research, global
staffing, and the knowledge library—as the differentiators that justify the premium. They conceded that
signaling/legitimacy is a secondary factor, not a primary motivator. The most challenging arguments came
from Magistral Medium, who pushed for more detail on McKinsey’s unique strengths, and Gemini 3.1 Pro,
who argued for prestige as a dominant motivator. Grok 4’s strongest surviving evidence was the consistent
citation of specialized expertise as a gap-filler, the hypothesis-driven methodology as a core differentiator,
and the external perspective as a critical boost to overcome internal biases.

DeepSeek V4 Pro DeepSeek V4 Pro’s final position was that organizations hire McKinsey for an integrated
system of institutional assets—global best-team staffing, MGI research, the internal knowledge library, and
deep functional practices—that delivers faster, higher-quality, and lower-risk outcomes. This system creates
a scarcity premium that justifies the fee. DeepSeek V4 Pro’s journey began with an overstatement of the
methodology as a proprietary advantage, which was dismantled in Round 5. This forced a refinement to the
integrated system thesis, which became the core of their argument. The most challenging argument came
from Magistral Medium, who correctly noted that methodology is not unique to McKinsey. DeepSeek V4
Pro’s strongest surviving evidence was the "best team, not best local team" staffing model, the MGI and
knowledge library as proprietary intellectual property, the verified catalog of common use cases as a
demand-side pattern, the scarcity premium framework, and the idea that external objectivity is weaponized
by McKinsey’s data and global benchmarking.

Gemini 3.1 Pro Gemini 3.1 Pro’s final position was that organizations hire McKinsey for a bundled utility of
specialized expertise, objective perspective, and elastic surge capacity, which is deployed to achieve either
execution de-risking or capability augmentation. The premium is justified by McKinsey's information
asymmetry—its proprietary MGI data and knowledge library—which gives it an empirical advantage that
internal teams cannot replicate. Gemini 3.1 Pro’s journey was the most turbulent, starting with "de-risking" as
the primary motive and evolving to a more grounded, mechanics-based view. The most pivotal challenge
came from Magistral Medium, who forced the integration of the functional triad, and Claude Opus 4.7, who
argued that "de-risking" was just "legitimacy wearing engineering clothes." Gemini 3.1 Pro’s strongest
surviving evidence was the functional triad of client demand, the proprietary information advantage of MGI
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and the internal case library, the "best team, not best local team" global staffing model, and the structured
problem-solving engine of MECE and 80/20.

Claude Opus 4.7 Claude Opus 4.7's final position was a segmented four-driver model: specialized
expertise, surge capacity, objective external perspective, and institutional legitimacy, with the weight of each
driver varying by engagement type. For board-level M&A, legitimacy and objectivity dominate; for technical
builds, expertise and capacity dominate. The two McKinsey-specific delivery mechanisms are the "best
team" staffing model and the MGl/knowledge-library infrastructure. Claude Opus 4.7’s journey was from a
single-driver thesis (“legitimacy is primary") to a more nuanced, segmented model. The most consequential
challenge came from Gemini 3.1 Pro in Round 7, who argued that legitimacy was just "epistemic de-risking
wearing engineering clothes." This forced Claude Opus 4.7 to articulate a counterfactual test: the same
analysis carries different weight depending on whose letterhead it sits on. Claude Opus 4.7's strongest
surviving evidence was the counterfactual test for legitimacy, the dossier's own separation of analysis from
influence, the senior-executive engagement pattern, the "best team" staffing model, and the decision-bound
vs. capacity-bound distinction.

Magistral Medium Magistral Medium’s final position was that organizations hire McKinsey for its specialized
expertise, external objective perspective, and additional capacity, enhanced by unique strengths like MGI
research, the internal knowledge library, and the global "best team" staffing model. These differentiators
allow McKinsey to provide superior services, justifying its premium. Magistral Medium’s position evolved from
a flat recitation of the RocketBlocks triad to a more nuanced view that incorporated McKinsey’s unique
assets. The most thought-provoking challenges came from Gemini 3.1 Pro on reconciling sustained premium
pricing with documented de-risking failures, and from Claude Opus 4.7 on the lack of ranking among the
reasons. Magistral Medium’s strongest surviving evidence was the specialized expertise, external objective
perspective, additional capacity, access to exceptional talent and best practices, and the MGI research.

GPT-5 GPT-5's final position was that organizations hire McKinsey for three client-stated
reasons—specialized expertise, external objectivity, and surge capacity—applied to high-stakes problems.
McKinsey wins at the top end because of its "best team" global staffing and reusable knowledge assets (MGI
and internal library), which accelerate insight and reduce execution risk. GPT-5's journey was one of
refinement, not fundamental change. They abandoned the "de-risking as primary motive" framing,
acknowledging it was an outcome, not a driver. The most significant challenge came from Claude Opus 4.7,
who argued that the price-gap test for legitimacy could not isolate legitimacy from quality differences.
GPT-5’s strongest surviving evidence was the three client-stated drivers, the "best team" staffing model, the
MGI and knowledge library, the hypothesis-driven methodology, and the common use cases.

Reality Checks

Claim Challenge Result

Claude Opus 4.7: The primary GPT-5: This is a novel synthesis not Full concession; Claude Opus 4.7
reason people hire McKinsey is supported by the verified facts; revised to a segmented model where
"decision legitimacy" — providing RocketBlocks lists expertise, legitimacy is one co-equal driver
defensible conviction for senior objectivity, and capacity as the core among four.

executives. reasons.
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Claim

DeepSeek V4 Pro: McKinsey’s
hypothesis-driven methodology is
a "proprietary advantage."

Gemini 3.1 Pro: Organizations hire
McKinsey primarily to "de-risk
high-stakes executive
decision-making."

Challenge

GPT-5: MECE, 80/20, and issue
trees are textbook principles used by
BCG, Bain, and the Big Four; the
advantage is in execution, not the
method itself.

DeepSeek V4 Pro: None of the
verified facts state "de-risk" as a
primary client reason; it is an
abductive overlay on the stated
triggers.

Result

Full concession; DeepSeek V4 Pro
revised to an "integrated system"
thesis, focusing on global staffing
and knowledge assets.

Full concession; Gemini 3.1 Pro
revised to state that de-risking is an
outcome of the core triad, not a
primary motive.

Next Steps

Next Step

Why do clients choose McKinsey
over BCG or Bain, given similar
global networks and research
capabilities?

To what extent does "institutional
legitimacy" independently drive
hiring, versus being a byproduct
of analytical quality and brand?

How significant is institutional
stickiness (alumni networks,
procurement habit) in sustaining
demand after failed engagements?

What is the quantitative impact of
MGI and the knowledge library on
engagement speed and success
rates compared to peers?

Why It Matters

Explains firm-specific premium within
the MBB tier.

Determines whether the premium is
based on real capability or
reputational signaling.

Reveals whether repeat business
reflects performance or inertia.

Would substantiate the "scarcity
premium" claim.

Confidence

~60%

~60%

~50%

~55%
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Dissenting Opinions

No dissenting opinions were filed in this session.

9 Generated by The Conclave — conclave.murrays.org
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Glossary

Term Definition

BCG Boston Consulting Group, one of the leading global management consulting firms,
often grouped with McKinsey and Bain as part of the "MBB" tier.

BCG Henderson Institute The research arm of the Boston Consulting Group, which produces thought
leadership and economic research, analogous to McKinsey's MGI.

Big Four The four largest professional services networks in the world: Deloitte, PwC, EY,
and KPMG, which offer audit, tax, consulting, and advisory services.

de-risking The process of reducing the probability of failure or negative outcomes in a
business decision or project, often through rigorous analysis and expert input.

hypothesis-driven A structured approach to tackling complex problems by starting with a testable

problem-solving hypothesis and using data and analysis to prove or disprove it, a core methodology
in management consulting.

implementation work Consulting engagements focused on the execution and delivery of a strategy or
transformation, as opposed to purely advisory or strategic planning work.

institutional legitimacy The concept that a recommendation or decision gains credibility and acceptance
because it is endorsed by a prestigious or authoritative external entity, such as
McKinsey.

MBB An acronym for the three leading strategy consulting firms: McKinsey & Company,
Boston Consulting Group (BCG), and Bain & Company.

MECE Mutually Exclusive, Collectively Exhaustive, a principle used in consulting to
structure problems so that categories do not overlap and cover all possibilities.

MGI McKinsey Global Institute, the firm's dedicated research division that conducts
economic and market research to inform client work and public policy.

post-merger integration (PMI) The process of combining two companies after a merger or acquisition, including
integrating operations, cultures, and systems.

proprietary knowledge assets Intellectual property owned by a firm, such as a database of past case studies,
frameworks, and research, that provides a competitive advantage.

scarcity premium An economic concept where a good or service commands a higher price due to its
limited availability or difficulty to replicate, justifying a premium fee.

surge capacity The ability to rapidly increase the number of personnel or resources dedicated to a
project, often used to describe the temporary deployment of consultants.

transformation programs Large-scale, multi-year initiatives within an organization to fundamentally change

its operations, structure, or strategy, often requiring significant external support.

10
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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.

Challenges follow submissions. Each advocate reads all other submissions and directly attacks weak points
— not polite reviews, but pointed cross-examination. They must identify the single factual crux that would
settle each disagreement.

Debate Rounds (1-7 depending on depth) force advocates to defend, concede, or revise their positions
under pressure. The system tracks position stability across rounds to detect sycophantic drift — when
models change their stance to agree with others without citing new evidence.

Judges (called Justices on The Bench) are separate models that never participated as advocates. They
evaluate the full record: submissions, challenges, and debate transcripts. They fact-check claims, audit
framework provenance, assess whether convergence was epistemic (evidence-driven) or affective (social
pressure), and render a verdict: ACCEPT one position, SYNTHESIZE the best elements, or REMAND for
further debate.

Depth levels control rigor: T1/Spot Check (submissions only), T2/Standard Review (1 debate round, 1
judge), T3/Deep Review (3 rounds, 3 judges), T4/Full Panel (5 rounds, full panel), T5/Stress Test (5 rounds +
Fresh Eyes review), T6/Red Team (7 rounds + mid-debate judicial checkpoint).

The system is deterministic code — it cannot be sycophantic. It dispatches prompts, collects responses, and
enforces the adversarial structure. The models argue; the code referees.
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