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SUMMARY 

Purpose - The purpose of this master thesis is to identify critical factors and create 

guidelines for traditional consultant brokerage firms to stay competitive in a digital 

economy. 

Methodology - This qualitative study with an abductive approach, gathered data 

primary from semi-structured interviews. A total 18 interviews were conducted with 

travel agency executives as well as buyers, sellers, and matchmakers of consultant 

services. Collected data were analyzed using thematic coding. 

Findings - The main findings of this show that traditional matchmakers can take actions 

to stay competitive if a digital platform enters the market. In addition, the study suggests 

proactive and reactive measures that organizations can take to address these disruptive 

forces. 

Theoretical implications - The study will provide an understanding of consultant 

brokerage and their function as a matchmaker in the marketplace. Besides, it will 

provide an insight into how some traditional matchmakers can survive in a digital 

economy. 

Practical implications - This thesis will provide managers with concrete guidelines on 

how to react in the event of disintermediation of a matchmaker market.  
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1. INTRODUCTION 

This chapter will give an introduction to the research topic and provide a background of 

the identified problems. Also, the chapter will present the research purpose and research 

questions. 

1.1 Background 

Digitalization speeds up the competitive landscape and requires organizations, more 

than ever, to be prepared for the next significant shift in their industry and adjust their 

business strategies to remain competitive (Teece & Linden, 2017). There are numerous 

examples of industries that have got the rug pulled from under their feet by the 

introduction of digitalized business models. One of the more prominent examples is the 

travel agent business, a matchmaker between travelers, accommodation, and 

transportation. Being a matchmaker means that they do not own the assets they are 

selling, but instead tries to match buyers and sellers with each other. In the consumer 

traveling industry, the function of the travel agent is more or less, in whole, replaced by 

online platforms like Expedia.com and Agoda.com, where travelers, by themselves, can 

perform the job that previously was the sole province of the travel agent (Law & Lau, 

2005). Another example is the music industry, where digital platforms such as iTunes, 

Spotify, and Tidal filled the role of conventional brick-and-mortar music stores 

(Maharg, 2016). These are just two examples of the disintermediation of industries, a 

term that Maharg (2016) defines as when the role of the intermediate is absorbed, 

eliminated entirely, or taken over by digital technologies. 

A study by Law & Lau (2005) examined hotel managers view on the potential 

disintermediation of travel agencies, and the result was that they, overall, were 

optimistic about the outlook for travel agencies. Still, they saw that internet-based 

marketing and distribution channels could do the same job, even though, they thought 

that travel agencies still would be needed to plan and reserve hotel rooms in the future 

(Law & Lau, 2005). Fast forward ten years, it is known today that most of the hotel 

managers were wrong and that consumers, by themselves, make a majority of the 

bookings. Grossman (2016) presented in a 2016 survey of more than 2,000 executives 
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across 15 different industries that consumer-oriented industries had the most 

anticipation that their industry would see moderate to massive digital disruption in the 

near future. However, the survey showed that only 51% of executives within business 

and professional services thought that such a change would happen. Even though 

managers know that digital disruption can happen to their industry and that they need to 

react to stay relevant, many managers have little guidance to react to the potential 

disruption or disintermediation of their industry (Bughin & Van Zeebroeck, 2017). 

Conversely, 90% of the surveyed executives claim that they have a digital strategy in 

place but lack the skill set needed to move more quickly (Grossman, 2016). 

Even though disintermediation has happened to a vast variety of industries, there are 

still a few that have been, more or less, untouched and have not seen the digital 

transformation that has disrupted so many others. One of these industries is the 

consultant brokerage industry, a traditional matchmaker that quite recently is starting to 

see new digital entrants trying to gain market shares. Consultant brokers are the 

intermediate between sellers and buyers of consultant services. As stated by industry 

experts, the consultant brokerage industry is considered to be very traditional, and much 

of the sales are the result of personal relationships (Goldberg, 2015). According to Evans 

& Schmalensee (2016), traditional matchmakers are the businesses that are most likely 

to be disrupted by a digital platform. Due to consultant brokers traditional nature and 

the fact that digital platforms are starting to take form in the marketplace, the industry 

may face a high exposure towards new tech-savvy entrants in the marketplace. 

1.2 Problem discussion and research purpose 

According to Grossman (2016), the most disrupted industries often have low barriers to 

entry which leads to an agiler competitive landscape that increases the pace of 

disruption. The barriers to entry for consultant brokers is relatively low as a broker more 

or less only need a phone and a computer to get started. Moreover, Chircu & Kauffman 

(2000) have identified that once disintermediation occurs, traditional intermediates can 

only stay relevant in the marketplace by changing their business strategy. If not, Bughin 

& Van Zeebroeck (2017) warns that traditional intermediaries are likely to take a 

significant hit in their revenue and profits. 
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An industry that shares many similarities with the consultant brokerages is travel 

agencies, as they both qualify as so-called matchmaker intermediates (Nyberg, 2017; 

Gollan, 2017). There is currently no academic study conducted on the consultant 

brokerage industry. However, as digital platforms and marketplaces are starting to pick 

up steam, the consultant brokerage industry is starting to see the same change that was 

happening to the travel agencies in the start of the millennium (Djurberg, 2013). Also, 

this is further emphasized by Brundin (2016) that questions the value that consultant 

brokers bring to the marketplace and some buyers seem to hesitate to use brokers as they 

seemingly impose increasingly higher prices and administration costs. Thus, it implies 

that the competitive landscape might be about to change, and if so, raises the question if 

traditional matchmaking firms have the right tools to stay competitive against these new 

digital initiatives. With that in mind, this thesis aims to: 

 “Identify critical factors and create guidelines for traditional consultant brokerage 

firms to stay competitive in a digital economy.” 

The purpose of this master thesis is twofold. First, to get a theoretical understanding of 

reintermediation strategies matchmakers can utilize to stay afloat in the event of 

disintermediation of their industry. Second, to provide managers with concrete 

guidelines on how to tackle potential industry disintermediation. Hence, this study 

strived to elucidate the following research questions (RQ): 

RQ1: What value does traditional consultant brokerage firms bring to the market? 

RQ2: How has the internet affected intermediated markets? 

RQ3: What reintermediation strategies are relevant for traditional consultant 

brokerage firms? 

Although, the challenges facing consultant brokers are not only limited to their market 

but rather any business whose value comes from serving as an intermediary will be a 

subject of market disruption (Evans & Schmalensee, 2016). 
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2. THEORETICAL BACKGROUND 

In this section, current literature and theories will be presented and provide a foundation 

for answering the research purpose. Moreover, the information presented in this chapter 

will be used to create the questions used in the primary data collection. At first, this 

chapter introduces the reader to intermediation and matchmakers, then the transaction 

costs that affects intermediates. Following is an overview of digital disruption and 

disintermediation, and the chapter finishes with reintermediation strategies to manage a 

potential disintermediation. 

2.1 Intermediation 

Bessy & Chauvin (2013) define intermediates as third parties which intervene between 

the supply and demand, and whose actions have some effects on the economic or 

symbolic value of a product or an organization. Moreover, Biglaiser (1993) consider 

intermediates as a market specialist who is better than other buyers to differentiate the 

quality of goods. Furthermore, the author highlights that intermediates are more likely 

to be present in markets where it is either hard to determine the quality of a good (or 

service) or costly to become an expert in determining that value. With that in mind, 

intermediates principal role and contribution to the market is to reduce search and 

information costs (Chae & Song, 2017; Bessy & Chauvin, 2013). Acknowledging that, 

Spulber (1996) concludes that intermediates provide the underlying mechanism of the 

exchange of goods and services in most markets. Bessy & Chauvin further emphasize 

this and concludes that intermediates generally improve the functioning of markets. 

However, Chae & Song (2017) discusses that the role and function of an intermediate 

are highly dependent on the inherent features of the specific market the intermediate 

operates within. For instance, a wholesaler most likely creates more value by providing 

liquidity and immediacy to a buyer while an executive search agent provides more value 

by matching and searching of qualified professionals (Chae & Song, 2017). With that 

said, Bessy & Chauvin identifies four different types of intermediates and provides some 

examples of those; 
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- Distributors: Retail industry, producers of textile, and specific art dealers 

- Matchmakers: Talent, model, and recruitment agencies 

- Consultants: Technology, winemaking, and salary consultants 

- Evaluators: Financial raters and influential wine critics 

The function of consultant brokerages, as well as travel agencies, is to match buyers and 

sellers of consulting services. To better understand matchmakers’ role in the 

marketplace, their function will be discussed more in-depth in the section that follows. 

2.1.1 Intermediates as matchmakers 

Bessy & Chauvin (2013) defines matchmakers as a type of intermediate that is paid to 

put several parties in contact. They provide value to a market by identifying the 

characteristics of market participants and providing a matching mechanism (Chae & 

Song, 2017). Furthermore, Chae & Song, (2017) also identifies their value by having an 

extensive network of potential matches as well as sorting these so the best match can 

occur. Usually, when the number of buyers and sellers in a market is high, the 

matchmaker has a more substantial network and an increased matching efficiency 

(Baritaux, Aubert, Montaigne & Remaud, 2006). Also, matchmakers do not own the 

product or service transacted, but rather help buyers and sellers conduct the transaction, 

and for that, they are usually paid a commission (Baritaux et al., 2006). In many 

industries, suppliers are entirely dependent on matchmakers to provide them with 

business opportunities (Bielby & Bielby, 1999). For instance, talent agents put 

screenwriters in front of opportunities that the writer otherwise could not be able to do 

by themselves. In whole, matchmakers such as travel agents provide considerable value 

to the market they act in, and one of the most prominent function is that they reduce 

transaction costs (Chae & Song, 2017). 

2.2 Transaction costs 

Spulber (2003) defines transaction costs as all the costs associated with completing a 

transaction in the marketplace. Moreover, Spulber (2003) and Dahlman (1979) classifies 

transaction costs into three main categories; search and information costs, bargaining 

and decision costs, and policing and enforcement costs. Conversely, Dahlman also 
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deduces that all the aforementioned types of transaction costs can be boiled down to the 

lack of information. However, in most situations, buyers and sellers usually have 

asymmetric information, i.e., that one party in the transaction have more information 

than the other (Spulber, 1996). Indeed, it can be of value to make a distinction between 

the different types of costs to make a more thorough analysis. As pointed out by (Chae 

& Song, 2017; Bessy & Chauvin, 2013), search and information costs are in all 

likelihood the function where the broker provides the most substantial value. Then 

again, the fact that the different types of brokers provide a different function in their 

respective market, an understanding of the other two mentioned costs will be of the 

essence.   

Search and information costs exist due to imperfect information in reference to trading 

opportunities and items available for trade (Dahlman, 1979). According to Spulber 

(2003), the internet has opened up for many business opportunities to lower search costs 

compared to traditional companies. For instance, eBay has lowered search costs for 

buyers and sellers relative to traditional marketplaces and search engines have 

centralized information (Spulber, 2003). 

Bargaining and decision costs refer to the costs of making a trade take place by 

negotiation and establishing its price and conditions (Dahlman, 1979). According to 

Zhang & He (2017), these costs can be measured by the average time it takes for a buyer 

to search at the first supplier (for example a consultant brokerage firm) to make the final 

decision. In addition, the authors mean that the internet has increased the bargaining 

power of the buyer since they nowadays have access to an increasing amount of 

information 

Policing and enforcement costs are costs derived from opportunistic behavior and the 

notion that one (or several) parties involved in a trade would violate his or her part of 

the agreement (Dahlman, 1979). These costs can be measured by the average time and 

other expenses associated with the contract. Moreover, Doornik (2010) stresses that 

enforcing contracts is expensive and how the contract is drafted affect the probability of 

enforcement in court. 
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Digital platforms can reduce all three types of transaction costs (Zhang & He, 2017). By 

doing so, buyers often prefer to use a platform in favor of traditional actors. 

Consequently, this has caused that a vast number of industries have had a hard time to 

keep up with digital platforms. It would, therefore, be of the essence to have an 

understanding of how digitalization has affected industries. 

2.3 Digital disruption 

Leavy (2017) stresses that digitalization and how to adequately respond to it is probably 

one of the most challenging tasks organizations face in today's rapidly shifting markets. 

Moreover, Bughin & Van Zeebroeck (2017) thinks that digital disruption is more or less 

unavoidable and it requires organizations to be highly responsive in order not to see their 

revenue and profits decline. To do that, Lucas & Goh (2009) identified that 

organizations have to recognize the threats and opportunities of new digital 

technologies. Even so, many organizations seem to struggle to implement a digital 

business strategy and have difficulties in linking their digital business to their physical 

(Bharadwaj, El Sawy, Pavlou & Venkatraman, 2013). Something that is further 

emphasized by Bughin & Van Zeebroeck, that even among organizations that are 

engaging in a digital strategy, few are doing it in alignment with their broader business 

strategy. 

In general, successful companies are those who are good at responding to evolutionary 

changes in their markets (Christensen & Overdorf, 2000). However, the disruption of an 

industry does usually not happen overnight, for instance, the newspaper industry long 

anticipated that online news would grow, but their transformation was slow. Besides, 

during the early 2000s, when the internet started to reach the general public, newspaper 

executives were not convinced that the internet would replace traditional newspapers 

(Weber & Monge, 2014). Even so, traditional newspapers started to face fierce 

competition from blogs, online news sites, and social networking sites (Weber & 

Monge, 2014). It is apparent that new entrants in a marketplace are usually a lot better 

than incumbents in commercializing disruptive technology (Christensen & Bower, 

1996). Markedly in the news industry, online-only new sites were growing at a much 

faster pace than a majority of the newspaper websites (Weber & Monge, 2014). With 
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that in mind, it is of the essence of having a good strategy for organizational 

transformation to stay competitive in a digital landscape (Maharg, 2016; Weber & 

Monge, 2014). 

In the early 2000s, much of the competitive landscape changed due to the general 

adoption of the internet. Today, many industries face fierce competition from digital 

platforms and new companies that have fundamentally change the game of their 

respective industries (van Alstyne, Parker & Choudary, 2016). 

2.3.1 Digital platforms and disintermediation 

Digital platforms provide the infrastructure and rules for a marketplace that brings 

together groups of users in two-sided networks (Eisenmann, Parker & Alstyne, 2006; 

van Alstyne et al., 2016). Digital platforms have disrupted many markets, some of the 

most notorious are probably Airbnb and Uber, two platforms where consumers can book 

accommodation and transportation respectively (van Alstyne et al., 2016). Digital 

platforms have changed the competitive landscape in their respective industry and Van 

Alstyne et al. (2016) points out that in many industries where a platform has entered the 

market, it usually becomes the dominating player in that market. Furthermore, Hosasain, 

Minor & Morgan (2011) describes that in many of those markets, a single digital 

platform has amassed a more or less monopolistic position.  

According to van Alstyne et al. (2016), the critical component that makes platforms so 

successful is that they utilize the power of network effects. In essence, the platforms that 

manage to attract most participants will offer overall higher value to the network, which 

in turn, will attract even more participants to the platform (van Alstyne et al., 2016). By 

having an extensive network, the platform will be able to perform more and better 

matches between the supply and demand side (van Alstyne et al., 2016). Companies like 

Airbnb and Uber have created new ways of facilitating matches and have grown into 

billion-dollar companies within a few years and created a headache for the hotel and taxi 

industry (Martin, 2016; Kenney & Zysman, 2016). Even though Airbnb and Uber are 

targeted mainly at the consumer market, there are many platforms focused on business 

and professional services. For instance, Angellist is matching startups to venture capital 
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and UpWork are matching freelancers to businesses (Kenney & Zysman, 2016). In a 

study by Alexandrov, Deltas & Spulber (2011), the authors discussed the problems with 

platforms and that many industries are at risk of ending up with a single platform, i.e., 

it ends up having a monopolistic position. Since the fundamental purpose of a platform 

is to facilitate the exchange of services (Korhonen et al., 2017), traditional matchmakers 

may be at high risk of being disrupted. After all, their function in the marketplace is, in 

essence, the same as a platform. 

The phenomena of a digital platform entering and absorbing market intermediates are 

by scholars called disintermediation. Maharg (2016) defines disintermediation as when 

the role of the intermediate is absorbed, eliminated entirely, or taken over by digital 

technologies. However, disintermediation is not only happening due to the technical 

change of a market but is, in essence, a change in habits amongst buyers (Maharg, 2016). 

Some notorious examples of these are travel agents and bank clerks, as well as 

occupations where the process of buying and selling online is fundamentally different 

from buying from conventional stores, such as the move from brick-and-mortar music 

stores to online streaming services (Maharg, 2016). Moreover, as the internet enables 

the same services as has previously been provided by traditional intermediates, to stay 

competitive, they need to take advantage of the internet and treat it as an opportunity 

instead of a threat (Law, Leung, Lo, Leung & Fong, 2015). Correspondingly, Law, 

Leung, Lo, Leung & Fong concludes that “only those businesses that use such 

technologies correctly and establish the right e-business strategy will remain 

competitive.” By adapting to new market conditions, intermediates can reenter the 

value-added chain, namely reintermediate. A phenomenon explained in the following 

section. 

2.4 Reintermediation strategies 

Chircu & Kauffman (2000) defines reintermediation as the fight of traditional 

intermediates against disintermediation e-commerce technologies. This situation occurs 

when the disintermediated incumbent can adopt new innovative ways to conduct 

transactions (Chircu & Kauffman, 2000). Although reintermediation is not the only 

possible outcome of a disintermediation process; some traditional intermediates may 
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never be able to recover and change their organizational capabilities to re-enter the 

marketplace (Chircu & Kauffman, 2000).  

In a general study by Quintana, Gil, & Peral (2016) on how traditional travel agencies 

in Spain could improve their competitiveness and survive in a digital economy. The 

authors identified several factors that are valued by corporate customers. For instance, 

corporate customers are more calculating, objective, and rational and therefore seek a 

service that is risk-averse and they are generally not interested in changing to a new 

agency. Emphasizing that, corporate customers make purchase decisions that originated 

from established relationships, first with the person and then with the agency. 

Correspondingly, good relationships where higher valued than unique offerings and 

prices. At the same time, something essential for corporate customers was the notion of 

specialization of the service offerings. Additionally, Almunawar & Anshari (2014) 

points out that governments and some corporate organizations have policies in place to 

continue using travel agents to book tickets and accommodations. Something that helps 

traditional travel agents to stay alive. However, these policies can change, and traditional 

travel agents cannot be sure that organizations keep the same policies in place forever.  

In a literature review by Viljoen, Roberts-Lombard & Jooste (2015), they identified 

three factors that can be relevant as value-adding opportunities for intermediates. 

Namely, personal interaction, coexisting with technology, and low service fees. By 

providing personal interaction, intermediates can provide more trust and building and 

reinforcing customer relationships. Together with personal interaction, the authors point 

out that being able to keep up with technological changes in the marketplace and keeping 

up with customer technology can be of the essence to stay competitive. Also, many 

buyers are likely to search less if they can find a price that is lower than they expected. 

Consultant brokerages can achieve this in numerous ways, for example by getting better 

at negotiating prices or decreasing administration costs. 

A study by Denning (2014) identified five general strategies for success when it comes 

to disintermediation from the new sharing economy, three of which can be relevant for 

matchmakers in the long run: 
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1. If it is hard to beat them, it can be better to join them. Either by innovating a new 

platform and compete directly with the others or by partner up with or acquire 

companies and technology providers. Additionally, Denning suggests the 

possibility to imitate another successful platform. 

2. Cherry-pick the horizontal market opportunities and find a niche market and gain 

substantial expertise in that specialization. 

3. Offer premium solutions and find new ways to delight customers.  

In conclusion, there appear to be many different options organizations can take in their 

quest to tackle the potential disruptors of their industry. Then again, a pivotal component 

to stay competitive for intermediates seems to be personal relationships, something that 

is hard for a platform to achieve. Also, the fact of keeping up with the technological 

advancements and being able to offer similar services as a digital platform is essential 

for incumbents to take into consideration. 

2.5 Theoretical summary 

Traditional consultant brokerage firms are, according to the literature, valuable to the 

marketplace. They reduce transaction costs, especially concerning search and 

information costs, but they also have a potential impact on bargaining and decision costs 

as well as policing and enforcement costs. Consultant brokers are experts in searching 

and matching qualified contractors, which categorizes them as so-called matchmaker 

intermediates. Matchmakers utilize their extensive networks to increase the efficiency 

of the market, and many sellers are utterly dependent on matchmakers to find 

opportunities. 

The internet has had a profound impact on numerous markets. Many traditional 

companies struggle to adapt to all the changes that the internet brings. Although, those 

companies who manage and respond to change have in general been able to stay 

competitive. One of the most challenging phenomena on the internet is the rise of digital 

platforms. Traditional companies, and especially matchmakers, need to be careful not 

to have their industry dominated by a platform. Platforms, like matchmakers, are using 

the power of network effects to reduce transaction costs and provide excellent matching 
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opportunities for buyers and sellers in the market. As platforms provide more or less the 

same market function as the incumbents, it places traditional matchmakers at risk.  

The entrance of a platform in a market put the traditional matchmakers at significant 

risk of forcing them out of business. Nonetheless, it has been evident that traditional 

intermediates have been able to bounce back, or so to speak reintermediate. It is 

attainable by taking on new ways to conduct transactions and find new ways to create 

value for their customers. Viljoen, Roberts-Lombard & Jooste (2015) summarized these 

opportunities for creating value as; Personal interaction, low service fees, and 

coexistence with technology. In addition to that, there are many strategic opportunities 

that incumbents can take in order to tackle new digital entrants. However, what 

strategies consultant brokers can utilize have not been described in former studies. Also, 

there is no study focused on strategies business travel agencies can utilize to remain 

competitive, which is something that needs to be addressed in the empirical study. 

The findings in the theoretical background will provide and act as a roadmap to answer 

the three research questions defined in section 1.2. Table 1 visualizes how each section 

of the theoretical background corresponds to answer the particular research question. 

Table 1: The theoretical relationship between each section and research question. 
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3. METHODOLOGY 

This chapter will guide the reader through the methodology used in this study. This will 

be done in a manner so that the potential to replicate the study increases. 

3.1 Research approach and strategy 

This study has had a qualitative research design and been using an abductive approach, 

which is a combination of the inductive and deductive approach (Saunders, Lewis & 

Thornhill, 2012). The reason for having an abductive research approach was that this 

study aimed to generate theory which can be practically tested in the future (Saunders 

et al., 2012).  

As there has been no study of the consultant brokerage industry, the business travel 

agent has been used as a point of reference as they share similar features to consultant 

brokers. In addition, much academic research has been done on travel agencies which 

formed a good theoretical foundation for the study. However, current studies have not 

had a clear focus on business travel agents, but rather focused on both the consumer and 

business segments without making a clear distinction between them. Due to the lack of 

information within the area of disintermediation and consultant brokers, this study is 

regarded as exploratory. An exploratory approach is advantageous since it gives room 

for some flexibility and changes during the research (Saunders et al., 2012). For 

instance, changing and improving interview questions as new information is discovered. 

A common proven strategy to use for exploratory research is by using a case study to 

get a deeper and thorough understanding of the context of intermediates and consultant 

brokerages. The advantage of using that approach was that one could get a rich 

understanding of the research context and how the processes look like in practice 

(Saunders et al., 2012). However, the results from a case study like this might not be 

applicable for all types of intermediates as they differ in nature. Though, to get a deeper 

understanding of intermediates, business travel agencies were investigated and then 

compared to the consultant brokerage situation. Therefore, the strategy chosen for this 

thesis was to do an embedded case study. In addition to that, triangulation was used to 

confirm the findings of the different data collection methods, i.e., the results from the 
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different data collection methods were confirmed and validated between each other to 

see if any correlations occurred. 

Theoretical information was collected from peer-reviewed articles found using the Luleå 

University Library article database and Google Scholar using various combinations of, 

primarily, the following keywords: intermediation, intermediates, middleman, broker, 

transaction theory, search costs, bargaining costs, policing costs, contractual costs, 

digital disruption, digital platforms, disintermediation. The articles were chosen by first 

looking if the title of the article seemed relevant. If so, the article was skimmed through 

to see if the assumed relevance was correct. If that was the case, the article was read 

more in-depth. Besides, more articles were found by looking through the reference lists 

found in the aforementioned articles. 

3.2 Data collection 

Due to the lack of studies conducted on consultant brokerages and digital disruption. 

This study has to most extent relied on primary data collection using interviews. At first, 

executives of business travel agencies were interviewed to get a foundation of dis- and 

reintermediation. After that, to get a full perspective of the consultant brokerage 

situation, managers of brokerages, as well as buyers and sellers, were interviewed.  

3.2.1 Interviews 

The selected interview methodology for this study was semi-structured interviews. This 

methodology was chosen since it gives the respondent the freedom to express their views 

more freely and the interviews can more easily provide comparable qualitative data. 

Also, the interviewees were informed that their answers would be anonymized with the 

hope that this would get them to speak more openly. According to Saunders, Lewis & 

Thornhill (2012), there are some disadvantages of using this methodology. For instance, 

the results acquired from the interviews can be hard to replicate since they describe the 

time of when the interviews were conducted. Also, interviewer, interviewee, and 

participation bias were addressed by gaining an extensive level of knowledge about the 

topic of the interview, in this case, consultant brokerage. Furthermore, information in 
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advance was supplied to the interviewee so they were able to prepare their answers 

(Saunders, Lewis & Thornhill, 2012). 

The interviews were conducted in two phases. During the first phase, executives and 

managers from growing traditional business-oriented travel agencies were interviewed 

to get their perspective on how they managed to survive in a highly competitive digital 

business environment. By doing this, it provided a foundation for understanding how 

disintermediated companies can reintermediate in a market, as well as provided an 

opportunity to create questions for forthcoming interviews. The second phase consisted 

of interviews with experts, managers, and executives from consultant brokerage firms, 

purchasers of consulting services, and consultants. The goal of these interviews was to 

find out how the reintermediation strategies used by travel agencies could be connected 

to consultant brokers. In total, 18 phone interviews were conducted during an average 

of 46 minutes as listed in Table 2 below. Original quotes and their respective translations 

can be found in Appendix 1 – Original quotes and translations. In addition, the final 

interview guides are found in Appendix 2 – interview protocols.  

Table 2: List and details of interviewees. 
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3.3 Data analysis 

This study used thematic analysis, a methodology used for identifying, analyzing and 

reporting patterns within data (Braun & Clarke, 2006). Due to the flexibility that a 

thematic approach offers, it can be used for qualitative research in many different fields. 

The main advantages of using this approach are that it generates unanticipated insights 

and highlights similarities as well as differences between research participants (Nowell, 

Norris, White & Moules, 2017). However, as with most things, there are some 

disadvantages of using this approach as well. In comparison to other qualitative research 

methods, such as grounded theory, the flexible nature of thematic analysis can lead to 

inconsistency and incoherence when developing patterns derived from the collected data 

(Nowell et al., 2017).  

This approach was conducted using six phases (Braun & Clarke, 2006): 

1. Familiarizing yourself with your data: Transcription of interviews, reading and 

rereading the transcriptions, and noting down initial ideas 

2. Generating initial codes: Systematically coding interesting data features 

3. Searching for themes: Appointed codes into potential themes as well as other 

relevant data 

4. Reviewing themes: Ensured theme compatibility with the rest of the previously 

generated data and coding of extracts. 

5. Defining and naming themes: Continuous analysis and refinement of the themes 

as well as generating definitions of each theme. 

6. Producing the report: Final analysis and relating back to research question and 

literature  

The six phases provided a good systematic approach to the data analysis. In addition to 

these phases, this research followed guidelines of Nowell et al. (2017) and Shento (2004) 

to ensure quality and trustworthiness. 
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3.4 Quality improvement measures 

In aspiration to ensure high quality, this study has followed the quality criteria of 

credibility, transferability, dependability, and confirmability which are criteria proposed 

by Shento (2004). The credibility, dependability, and confirmability are to a great extent 

achievable through the practice of triangulation. In this study data collected from the 

interviews and other secondary data sources were compared and cross-validated in to 

ensure the legitimacy of collected data. Furthermore, to increase the quality and 

reliability of collected, interviewees had the chance to opt-out of being interviewed. This 

approach ensured that the study only included participants that were willing to share 

information freely. Besides, the author had gained about six months of familiarization 

with the industry before starting this research. Moreover, to ensure transferability, this 

study has the most significant extent tried to give detailed information on the studied 

phenomena as possible. Also, Nowell et al. (2017) discuss the importance of having a 

so-called audit trail, this was ensured by giving the readers of the precise motive for the 

choice of theory and methodology throughout the study. Furthermore, the gathered data 

was documented, stored, and backed up in structured folders using local and cloud 

storage (Shento, 2004). 

3.5 Delimitations 

This study has been limited to matchmakers within consulting and travel agencies. 

Therefore, the results of this study might not apply to all types of matchmakers due to 

the varying nature of their respective industry. Besides, only the markets of consultant 

brokers and travel agencies in Sweden has been investigated, and the results may differ 

in other parts of the world due to cultural factors as well as digital maturity. Furthermore, 

this study has only examined already established disruptors and not investigated the 

impact of up and coming technological innovations such as the blockchain. This choice 

was made since researchers are still examining the potential applications of these 

technologies and there is still a lot of ongoing speculations. 
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4. FINDINGS AND ANALYSIS 

This section presents findings and analysis which aims to fulfill the research purpose of 

this study. First, to get a better understanding of the results of this study, chapter 4.1 and 

4.2 describe the role and function of the travel agent as well as the consultant broker. 

After that, chapter 4.3 How the Internet and digital platforms have affected 

matchmakers focuses on RQ2, chapter 4.4 The value of consultant brokers on RQ1, 

while chapter 4.5 How to navigate in a digital economy? targets RQ3. The findings of 

each research question are summarized in a table before each central chapter and 

highlighted in-text in bold. 

4.1 The role and function of the business travel agent 

To understand how business travel agencies have been able to stay competitive in a 

digital economy, it is of the essence to understand how they are operating and what value 

they provide to the organizations that are still using their services. Business travel 

agencies provide organizations with travel related services and consultation. Usually, 

when organizations first contact a business travel agency, they agree on the cost, then 

they make some simple agreements and the travel agency put the customer into the 

system. After that, the customer's travel policy is stored, so the travel agency knows how 

to work towards the travelers. Then the agency figures out how the communication 

should be, which depends on how the customer travels. If it is many complex trips, then 

it is recommended to have a personal service account. Otherwise, if it is mostly simple 

trips, the customer will get a combination of personal services and a self-service online 

booking system. 

"If they have a lot of domestic trips and often travel between point A and B. Then, in 

principle, all trips can be booked through an online booking system." (R4) 

In the self-service system, customers can book their trips without the assistance of a 

travel agent. If a booking is made via a travel agent, the process can usually be divided 

into four steps: 
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1. Requirement Specification: A customer sends an enquiry and specifies his or her 

needs 

2. Inquiry to the network: The travel agent searches the market according to 

customer needs 

3. Decisions and quotation: The travel agent presents a few travel alternatives for 

the customer 

4. Selection of alternatives and customer payment 

Over time, the role of the travel agency has changed dramatically. In the heydays, a 

travel agency spent most of its time providing travelers with tickets. Back then, they 

were gaining most of their revenue from a revenue share commission, which is the most 

common revenue source for matchmakers. In the mid-1990s airlines and other ticket 

providers wanted to increase their margins by cutting out the middleman and letting the 

customers pay for the service of the travel agents instead. By doing that, it has led to 

that travel agents today operate on the fee-based model with a lot lower margins 

compared to before. 

"There is a price list that tells what customers pay for our services. It is where the 

industry has doomed itself, by entering this business model." (R3) 

4.2 The role of the consultant broker 

Consultant broking is a somewhat new phenomenon that started to take off in the 

mid1990s. Respondents pointed out that there exist several types of brokers in the 

market, but in essence, the consultant broker acts as a middleman between consultants 

and buyers of consultant services. The services they provide are paid for by the buyer 

on a commission basis, and the price includes the hourly or daily price of the consultant. 

Therefore, the more hours the consultant manages to bill the end customer, the more 

commission the broker gets.  

In general, the consultant brokerage process divides into five steps: 

1. Requirement Specification: A customer sends an inquiry and helps to specify the 

project 
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2. Inquiry into the network: A request is sent out to the consultant network  

3. Quality assurance: Interview and price negotiation with the consultant 

4. Decisions and quotation: Relevant consultant are presented to the customer 

5. Selection of consultant / price / contract negotiation with customer and consultant 

Brokers have two types of customers, one is the direct end-customers, the other is so-

called partners, which in fact are other brokerage firms that need assistance in finding a 

specific consultant.  

“When they [partners] cannot find a consultant, they contact us and we deliver to 

them.”  (R17) 

Generally, consultant brokers offer their services free of charge, unless the customer 

chose to hire the consultant. In essence, consultant brokers work as a sales organization 

and provide a way for their customers to access an extensive network of consultants and 

vice versa.  

"What we do is to meet a lot of customers and capture their needs. Then we match their 

needs with consultants we have in our portfolio." (R12) 

Consultant brokerage services are usually aimed towards larger organizations, as they 

are often the ones that can afford to hire consultants. Most often, larger organizations 

have framework agreements put in place with the consultant broker which makes the 

broker one of few actors that can deliver consultants to that organization. Even though 

smaller organizations usually do not use framework agreements, most of the consultants 

in Sweden get into organizations that way. Figure 1 on the following page presents a 

simple visualization of the consultant brokerage process. 
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Figure 1: The consultant buying process. 

 

4.3 How the Internet and digital platforms have affected matchmakers 

Scholars such as Evans & Schmalensee (2016) have pointed out that when a digital 

platform enters the market, traditional companies are at significant risk of being 

disrupted. Nevertheless, this study shows that some industries have had little effect. For 

instance, business travel agencies are doing quite good even if digital platforms are 

present in the market, something discussed in the following chapters. Table 3 presents 

an overview of the findings on how the internet has affected matchmakers. 

Table 3: How the internet has affected business travel agencies and consultant brokers. 

 

4.3.1 Business travel agencies 

A problem for traditional travel agencies is that they sell a product with a fixed price 

and they receive market prices for the products they are selling with little room for 
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negotiation. They get the same prices as online-only travel agencies, and therefore it 

makes it harder for traditional agencies to compete in price. Thus, traditional companies 

are increasingly getting lower margins. While it may be true that it is common to use 

online-only travel agencies in the consumer market, corporate travelers are still reliant 

on the traditional travel agency, and self-serving online platforms have not caught on as 

fast as the industry first thought. Nonetheless, it has been growing steadily during the 

last few years 

"... It has risen sharply in recent years, but not as much as we thought from the 

beginning, if you would have asked me in 2005, I would have said that in 2010, there 

are no travel agencies anymore. But apparently there is a need for both." (R3) 

Even though, business travel agencies have lost some customers segments. Namely, 

sole proprietorships and small companies, where the owner or employees find it easier 

to book by themselves using digital platforms. These kinds of customers will probably 

never return or need traditional travel services again as they do not have requirement of 

coordination and standardization that larger organizations need. 

"We will never get these one person companies or small businesses since they do not 

have the need for coordination." (R2) 

However, at most times it is a question of generation and age and how used people are 

at using the internet and online booking systems. In general, it is older customers that 

are using the traditional booking channels to a more considerable extent. Besides, it is 

also a matter what travel booking policy the organization has.  

"The consulting firms and IT companies that we have as customers have a higher level 

of usage of our online system, that is the reality. They are used to working digitally. " 

(R4) 

Something that makes it complicated for traditional travel agencies to stay relevant in 

the future as the people who are using their personal services will eventually stop 

working, and the new generation has other requirements. 
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As new digital entrants are more software companies than travel agencies, traditional 

companies have limited capability to compete from a technological standpoint. Today, 

many organizations need the self-service booking systems to integrate with their 

systems, which is something that many traditional agencies have limited capacity to 

provide. 

"It's a software company that has taken market share of our industry ... They have 

technical solutions we have not had the capacity or money to develop." (R3) 

Yet, as of today, the technology provided by the online booking platforms cannot yet 

fulfill all the requirements of the business traveler. For complex bookings, it is still more 

efficient to use a travel agent. For instance, a digital platform is not able to handle visa 

requirements and ground transportations, which is something that business travelers 

often do not have the time or knowledge to handle by themselves. Moreover, due to the 

entrance of online-only travel agencies, traditional companies have needed to develop 

their services and become better at developing their service offerings to compete with 

the online-only competitors. 

"Customers are not satisfied just being able to call us." (R4) 

Even if the online booking solutions are taking some market share from traditional 

travel agencies, the travel agencies are also using the platforms to some extent when 

booking for their customers. As a whole, travel agencies have become more effective 

due to the existence of those services.  

"Our employees are using Hotels.com and Expedia.com and are booking in those 

systems ... it is a competitor in a way, but at the same time it is a supplier to us." (R3) 

The industry is well aware that what they are doing most likely is in a declining need as 

the digital booking systems get better. However, as for now, they have a hard time seeing 

a business traveler that can go by without the need for some amount of personal service 

from time to time. Therefore, traditional travel agencies will probably keep its place in 

the market, at least in the near future. 
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"We complement personal service with self-booking products, the mix will be here to 

stay for quite some time... But then I'm not naive, and I think we eventually will be 

extinct. But then it's for us to prove that someone is willing to pay for our services." (R3) 

4.3.2 Consultant brokers 

The consultant brokerage industry, as a whole, is quite traditional, and the processes 

have not changed much since the 1990s. Even today, much of the services are provided 

by telephone and email, with a lot of personal contacts and little digitalization. 

"Even today we are working very traditionally with consultants calling us, and we put 

them in our database." (R12) 

However, as with most industries, the internet has improved communication between 

brokers, buyers, and consultants. Besides, the internet has made it easier to find the right 

consultants, this, as people are much less reliant on personal networks. However, the 

internet has had little impact on consultant brokers and it has not changed their business 

model. 

4.4 The value of consultant brokers 

Overall, scholars like Bessy & Chauvin (2013) and Spulber (1996) are in general 

positive about the matchmaker function in the marketplace, and indeed, the findings in 

this study in part confirm that they make the marketplace more efficient. Also, as Chae 

& Song (2017), points out, in conjunction with respondents, that brokers indeed reduce 

transaction costs. Although this may be true, the findings suggest that matchmakers 

create some challenges for the market as well, especially for the consultants' side, at 

least when it comes to the consultant market. Table 4 on the following page presents an 

overview of the results regarding the value of the consultant broker.  
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Table 4: Values and challenges of consultant brokers. 

 

4.4.1 Value for consultants 

Consultants are in consensus that the most significant value of the consultant broker is 

the sales network they provide, since it gives access to clients that they would not have 

been able to get by themselves. Besides, consultants generally think that brokers help 

them keep up with a broader customer base that would have been extremely difficult to 

keep up with themselves. 
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"If you are a small player, then you team up with a consultant broker to get clients that 

otherwise would be hard to get" (R9) 

Overall, consultants think that small consultant brokerages are more helpful than the 

larger brokerages. The larger, who also tends to be less personal with more standardized 

processes. 

"If you look at many smaller consultant brokers I have worked with, they focus on 

creating personal relationships. Also, they care about both the customer and the 

consultant and have a more long-term focus. I think that is much better and much nicer." 

(R11) 

Many consultants think that brokers have much potential, but as they are working today, 

many of them think that they bring little value to their side of the market. 

4.4.2 Value for buyers 

The function most emphasized by buyers of consultant services are the time and 

administration costs they save their organization. The significant point is that buyers 

do not have to write contracts with every new consultant they are hiring as the broker 

handles all the contracts and with consultants. Brokers are also helping buyers by 

making legal and contracts easier. By having a contract with a broker, consultants have 

little power in changing that, as the contractual terms are the same for all consultants via 

the broker. Thus, buyers do not have to spend time and negotiate terms with every 

consultant. 

"Let's say that we have 500 consultants who are self-employed or have their own 

company; then it will be a bit hard for us to manage 500 different contracts ... If we did 

not have an agreement with the broker, it would be difficult for us to motivate why we 

cannot make changes to a contract. (R15) 

Moreover, brokers make buyers more efficient since they also handle all time reporting, 

invoicing and similar administrative tasks, and often act as the point of contact for 

practical and administrative questions that consultants might have.  
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"The advantage of using brokers is to reduce your billing. You are also reducing the 

number of relationships, which is also a cost." (R16) 

In general, buyers think brokers are good at matching and fulfilling the consultant 

requirements what they need. However, if some consultant is harder to find, there is a 

reason to believe that buyers are overestimating the searching and matching skills of 

brokers. 

"Perhaps it may not always be the best competence or the most senior consultant that 

we need. In some projects, a junior or medior consultant may be good enough." (R15) 

It is valuable for buyers that brokers have an extensive network and give buyers access 

to consultants that otherwise could be hard to reach. Brokers are making sure to keep 

the costs down by sourcing and matching the consultants according to the buyers' 

specifications. 

"They make the selection for us and maybe send those [consultants] who are not very 

expensive.” (R15) 

Due to the vast number of consultants that a broker is in contact with, they have a good 

knowledge about prices and supply in different markets. Therefore, brokers can act as 

an advisor before entering a new market. 

"If you want to enter a new market, brokers might be useful if you, for example, want to 

buy from China, Ukraine or India, then they can go in and screen prices before you 

enter.“ (R14) 

Overall, an organization using consultant brokers are in general satisfied with the 

services they are providing, and it is hard for buyers to pinpoint service offerings that 

they can improve. 

4.4.3 How consultant brokers value their services 

Consultant brokers are serving both sides of the market. However, the respondents agree 

that their primary customer is the buyer and that the consultants comes second. 
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Nevertheless, the value brokers perceive that they provide to each of them is presented 

in the following sections. 

4.4.3.1 For consultants 

Brokers respond that their most meaningful value for consultants is their sales network.  

Since brokers give consultants access to the enterprise customers with long-term 

projects that are hard for consultants to get access to by themselves. 

"They are not really open to talking to a lot of consultants, the only way to get in is to 

have a personal relationship with the customers. You need to do a sales push that the 

normal consultant is not able to make." (R17) 

Other than that, brokers are providing consultants with minor additional services such 

as legal and administrative tasks. 

"... we have some standard contracts that we help them with and some administrative 

stuff, for example." (R13) 

Some brokers are also trying to coach and prepare consultants for the interviews with 

the customer, by giving tips and share their knowledge about the customer and what 

they are looking for more in detail. 

"We also help them prepare for interviews, which, in the end, increases their chances of 

getting the assignment." (R18) 

Furthermore, there is also some brokers that are trying to attract more consultants to 

their network by acting more like a traditional consulting company and invite 

consultants to events and ski-trips. 

4.4.3.2 For buyers 

For the other side of the market, buyers are getting access to an extensive network of 

consultants. Brokers are able to maintain a network and find the skills buyers are looking 

for at the time that they need it. 
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"It is our full-time job, and it is more or less impossible to manage such a network by 

yourself.” (R13) 

Brokers argue that they are neutral in the consultant selection process, as they are not 

committed to selling a specific consultant as they can usually present another consultant 

to the customer. Because of this, brokers can provide buyers with better quality per 

price of their consultants compared to consultants from a traditional consulting firm. 

"If Kalle does not get the job on Spotify, he does not cost us any money. But a consulting 

company must have Kalle "on the bench" which cost them quite large sums each month." 

(R13) 

Brokers are in consensus that they are good at delivering consultants fast. Also, they are 

lowering administration costs for buyers since they are reducing invoices and 

standardize documents. However, brokers disagree if they, in general, are good at 

matching. 

"The value we should provide is to be very good at the matching, that is the point. We 

should be able to say ‘this is a good guy.'" (R12) 

A few brokers are revealing that many in the industry lack the knowledge and interest 

to learn about the skills of the consultants. Therefore, it is hard for many brokers to 

assess the skills of consultants which is the reason that brokers are mostly doing so-

called keyword matching. 

4.4.4 Challenges for consultants 

Even if consultants tend to agree that consultant brokerages bring some value to the 

market, they disagree about how much total value they actually bring. Many consultants 

blame brokers for price dumping and that they are getting lower prices when using 

brokers. 

"The reason why brokers like Ework have become popular is in part since they are 

lowering prices but also since companies do not have to put energy into seeking 

consultants." (R5) 
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Moreover, several of the more senior consultants have felt that the year over year prices 

have stagnated or gotten lower since consultant brokers captured a major presence in the 

market. 

"A broker would probably rather sell quickly … rather than working with the price." 

(R6) 

Since many brokers are quite inflexible with the prices, some consultants believe buyers 

are missing the opportunity to hire the most skilled and qualified consultants since they 

get filtered out by brokers early in the process. This since the most skilled consultants 

choose not to take an assignment if the price is too low. According to consultants, it 

leads to that clients in some cases get less qualified consultants than buyers potentially 

can get. Furthermore, many consultants are dissatisfied with the price model that brokers 

use. Some think that their margin is too high for the value that they create. 

"The brokers have an extremely favorable position and make a lot of money! ... They 

have no risk at all and not many costs, and they do not take any risk of paying salaries." 

(R6) 

On the other hand, there are also several consultants that are fine with the margins that 

brokers have. That is since they are doing a sales job and in one way creates the 

assignment for the consultant. Something that many consultants may forget. 

"It is a bit of give-and-take.  They have a selling function, which should be rewarded. If 

there were no brokers, I might not have found out that a specific assignment existed." 

(R7) 

Consultants feel that brokers have made it harder to access larger clients. Many times, 

due to the existence of the framework agreements, which force consultants to sign a 

contract with a broker before starting working with a specific client. Despite if the 

consultant had created the initial contact with the end customer themselves, due to the 

framework agreement, the consultant still has to sign with the consultant broker.  

"The large customers, such as banks and insurance companies ... To start working for 

those customers without having an intermediary, I do not know how to do that." (R6) 
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According to several consultants, brokers are generally not that good at matching their 

competences to a specific assignment. Their experience is that brokers often do keyword 

matching and have a limited understanding of what the role implies. 

"I understand that they cannot have all the detailed knowledge ... Often when I speak 

with brokers, they only go through a list of keywords that I can confirm if I can or not. 

Sometimes it is just about filling out an excel sheet. " (R8) 

Often brokers will have a short phone call with the consultant to check practical details 

about the assignment and see if the competences of the consultant fit with the 

assignment. 

"Some of them do not even know the subject, they have a few keywords that they match, 

and they check that you are not a strange person." (R10) 

A problem that many consultants stress is that brokers often do not take personality into 

account during the assessment. However, this is not the case in all assignments, but it is 

usually not until the consultant meet the initiator of the buying process that the real 

assessment can begin and confirm if the consultants' competence and personality match 

the buyers' expectations.  

"They take care of the initial sorting process, and then they may get five relevant 

keywords that may fit me. After that, you may meet the project manager or team, and 

that is when you can start talking some technology." (R5) 

After a broker has presented a consultant to a buyer, consultants often feel the absence 

of communication from the broker, and they are often only hearing back from them if 

the customer wants to have an interview with them. 

"It seems to be entirely on an individual basis. Some are giving no feedback at all. It 

may be because they have too much to do, or that they do not think that it is part of the 

job." (R10) 

If consultants get placed on an assignment, they often feel abandoned by the brokers. 

The reason for this is that brokers, in general, are a sales organization for consultants 
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and the consultants are not hired or associated with the brokerage, and they have no 

responsibility towards the consultant. 

Consultants generally think that brokers, first and foremost, work for the buyer. For 

instance, if a legal or contractual dispute arises, the broker will most likely take the 

customer's side rather than the consultant. As a customer is something that generally is 

harder for the broker to acquire, the broker has a higher incentive of taking their position. 

"If there is any conflict, then brokers would rather take the customer side than mine. I 

am only one, but the customer is a bigger share." (R6) 

Also, the lack of accountability from the brokers' side is something that is stressed by 

several consultants. 

"It will be easier for the customer to blame the broker if something goes wrong, while 

the broker can blame the consultant. Nobody is responsible, and it is easy for everyone. 

" (R8) 

Even though consultants seem to be divided about the actual value brokers provide to 

their side of the market, the brokerage market is growing fast and consultants have to 

get used to that brokers will be a part of the market for many years to come.  

4.4.5 Challenges for buyers 

Buyers using consultant brokerages are in general pleased with the services brokers are 

providing. Even if it is cost efficient using a broker, it can tend to be more expensive if 

the initiator already knows a specific consultant that they need as they still have to pay 

the broker fees for that consultant. That is, if a framework agreement is in place. 

Moreover, communication can be less effective since all communication goes through 

the broker. 

"Things may take a bit longer. Sometimes it feels like it would have been faster if you 

had direct contact with the subcontractors. As always, when there are intermediates, 

there may be misconceptions along the communication chain." (R15) 
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There is also a worry for buyers that they lose their role as well as control when 

outsourcing the function to a broker. Two respondents argued that some parts of what 

they do are valuable to do in-house, like meeting with suppliers and therefore are 

reluctant to outsource the purchasing function to a brokerage. Also, since buyers often 

think that they can do an equally good job as a broker is doing.  

"Actually, I think in those situations, the buyer function more or less dissolves, because 

then you have a broker who will do the whole solution for you, everything from reducing 

the number of suppliers to reducing the number of invoices" (R16) 

4.4.6 Travel agencies versus consultant brokers 

Travel agencies and consultant brokers share many similarities, as they are matching 

buyers and sellers with each other. However, the type of service they provide varies in 

complexity. Travel agents match a mix between simple standard bookings as well as 

more complex bookings that are requiring more experience and expertise. Consultant 

brokers, on the other hand, are always doing complex matches, leaving them less 

exposed to a digital platform. Also, travel agencies are getting their revenue from a fee 

per match, with little room of negotiating better prices for their clients, in fact, the prices 

are almost always higher when booking through a travel agent as they are selling market 

priced tickets to their clients. At the same time, their higher prices come with add-on 

services that the travel agency provides to their customer. Consultant brokers are 

working with a margin based model where the buyer cannot see the price of the 

consultant. Besides, consultant brokers are also able to negotiate prices with the 

consultants, potentially giving them more flexibility in their pricing towards their 

customers. 

4.5 How to navigate in a digital economy? 

It is hard to find a recipe on how to combat digital entrants in the marketplace, and 

scholars and business leaders have a vast variety of ideas when it comes to this. 

However, the findings of this study confirm that some tactics and strategic choices might 

be more suitable when it comes to staying competitive, at least for matchmakers, which 

Table 5 presents on the following page. As described by Viljoen, Roberts-Lombard & 
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Jooste (2015) personal services and keeping up with technology is something that 

respondents were stressing as one of the most important aspects of staying relevant. As 

Denning (2014) describes partnering up and developing software together with other 

incumbents is a viable strategy to keep up with technology. Also, as pointed out by 

Almunawar & Anshari (2014), matchmakers such as travel agencies can survive due to 

centralize offerings and keep policies in place. 

Table 5: Reintermediation strategies used by, or can be used by matchmakers. 

 

4.5.1 How travel agencies survived in a digital economy 

In the mid-2000s organizations discovered that they could let their employees book 

online by themselves. In that way, organizations could cut out the traditional travel agent 

and potentially make tons of savings. Although, organizations quickly discovered that 

by doing that, they lost much control of their employees and costs. 

"Our employees are booking, and we have no idea what they are booking and where 

they are staying? What is the cost? ... when companies realized that, we had seen an 

influx of customers coming back to us." (R4) 

Today, it is evident that organizations value the services provided by travel agencies. 

However, there are many business travel agencies who were not able to compete when 

the digital platforms entered the market. Even though, a few did, and are still growing, 

and a key ingredient to how they managed to stay relevant is that they also provided the 
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option of a self-service solution, less advanced, but similar digital services to those 

offered by online-only agencies.  

"It is clear that it is very important that we can deliver an online service. If we had not, 

we would have been very limited, I think." (R2) 

To be able to offer competitive software solutions, that to some extent, match what is 

provided by the digital natives, many traditional travel agencies have joined forces and 

co-developed software to lower the development cost per agency.  

"We do not have the same resources at all, but I think we have managed to keep up with 

the technical development in a good way, and it shows with the growth that we have 

had." (R4) 

Also, being able to call a traditional travel agent is reducing the time employees need to 

spend to arrange a trip. By letting employees book by themselves, it steals time from the 

job that the employee was hired to do, and it would be faster and cheaper to make a call 

to a travel agent. 

"If a guy who works as an engineer is going to book for his colleagues, it will take him 

four times as long as it does for me.“ (R1) 

In addition to this, enterprise companies are also in need of administration and 

coordination costs and travel agencies are providing them with a centralized service for 

their travel and accommodation needs.  

"Our role is not as it was before, delivering an airline ticket or a travel document. It is 

a coordination role today. That is the secret to why we still exist today ... Our approach 

when we get a new customer is that we are a partner for travel-related matters." (R2) 

Besides being a coordinator, travel agencies have expanded their service offerings. For 

instance, by offering statistics and reports that help companies keep track of how they 

are travelling, as well as how large their carbon footprint is. If the companies let their 

employees book by themselves on the online booking platform of the employee's choice, 

it would be more complicated for them to compile that data.  
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"There are a lot of different payment solutions that we can offer that simplify and 

digitalize, instead of that customers should keep track of travel receipts." (R4) 

Also, travel agencies are taking accountability and providing support for the 

organization's employees. As they can keep track of employees, they can contact their 

customers in case of emergency, for instance, a terror attack. Successful travel agencies 

have gone from being a pure ticket booker to having a more of an advising or consulting 

role, this by further increasing their knowledge and expertise of the travel sector. Even 

though they have always provided these services to a more or less extent, it is more 

empathized and used as a competitive advantage towards online-only travel agencies. In 

summary, the future for the travel agent matchmaker lays in delivering more than the 

matching function, by providing and improving services and support functions around 

that. 

"We will make sure to develop the systems so that we become a player in, as I said, 

travel-related matters. Something which is a lot more than just the trip itself." (R2) 

4.5.2 The future for consultant brokers 

It is hard to speculate about the future, but what follows is what respondents believe that 

consultant brokers need to do to stay relevant in the future. Although, consultant brokers 

are in a quite good position as it is now, as their function in the marketplace seems to be 

hard to replace with a digital-only platform. Nonetheless, brokers need to improve their 

technical knowledge and expertise to become better at the matching function, 

especially for evaluating the soft skills and the personality of the consultant. That is 

something that a digital platform would have a hard time to perform. 

"Competency is one thing, but personally can be even more important. It is something 

that can only be evaluated through a dialogue." (R9) 

Additionally, consultant brokers might need to create value-adding services to retain 

consultants and buyers in their networks. Especially, to make the consultant want to 

work for them and try to attract and retain the best consultants in their network. As good 

consultants are scarce, and it is easy for them to jump-shift to a new consultant broker 
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if they want to. Therefore, consultants need to have a reason to stay loyal to a specific 

broker. 

In general, consultants believe that brokers are here to stay but not to the vast extent that 

they exist today. The market will probably consolidate to a few large brokers, as the 

number of organizations that can afford buying consultant services are limited, as well 

as there is only a limited number of consultants in the market. The best consultants will 

probably stay close to the brokers that have signed agreements with the best clients. 

Consultant brokers need to expand their networks of consultants and clients to stay 

competitive.  

"They have to continue to build their network of customers so that they have as much as 

possible to offer. However, they are relatively good at doing that today." (R11) 

Also, brokers need to be more technology driven and invest more in digital solutions to 

become more efficient organizations.  

"In the next five years, there won’t be needed a substantial change needed for the 

consultant companies to survive or to grow. But I think they will need to introduce more 

and more automatization." (R17) 

Notwithstanding, as the market is growing, many brokerages can probably stay in 

business for quite some time by keep doing, so to say, “business as usual.” 
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5. DISCUSSION AND CONCLUSION 

This study introduces readers to the nature of the consultant broker matchmaker. In 

addition, the business travel agent has been described more in-depth. First, the travel 

agent matchmaker was investigated which laid the foundation for the study and to 

understand how a matchmaker can stay relevant if a digital platform disrupts the market. 

The consultant brokerage function was subsequently explored where all sides of the 

market were investigated to identify the challenges and values the matchmaker bring to 

the market. 

Consultant brokers provide value for both sides of the market by connecting buyers of 

sellers of consultant services in a seemingly efficient way. Even if consultants disagree 

about the brokers' importance and value to the marketplace, most of them tend to agree 

that brokers create value by providing access to a network of customers. Aside from 

that, consultants are more or less dissatisfied with the services brokers provide as the 

prices and margins for consultants have declined during the last few decades. On the 

other hand, buyers of consultant services are in general satisfied with the services 

provided by the brokers as they are able to quickly get the consultants they need to a 

relatively low price. All this has made the buying organizations slimmer and lowered 

their overall administration and coordination costs. Even if one side of this two-sided 

market is dissatisfied with the middleman, they can survive since consultants have little 

choice but to use a broker to access customers.  

Evans & Schmalensee (2016) concluded that any intermediary that is not harnessing and 

keeping pace with relevant technology have a target on its back. Then again, something 

that is evident is that business travel agencies have not been as affected by digital 

platforms as consumer-oriented travel agencies have been. However, business travel 

agencies have not been unaffected, they have had to improve their service offerings and 

have been required to offer digital solutions. Also, travel agents have learned to work 

side by side with the platforms, and they also use the self-serving platform themselves 

when performing bookings. What has made traditional travel agencies successful is by 

having a hybrid approach of offering their clients the option to book via a physical travel 

agent for complex trips and a self-service online booking solution for simple, 
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standardized trips. Besides that, they also offer additional services such as financial, 

environmental, and insurances, which gave them an edge against digital-only 

competitors. 

5.1 Theoretical contributions 

Scholars such as van Alstyne, Parker & Choudary (2016) and Evans & Schmalensee 

(2016) points out that traditional matchmakers are at high risk of being replaced by 

digital platforms. However, this study suggests that it might not be the case for some 

types of traditional matchmakers. That is, matchmakers that are matching more complex 

products and services can most likely compete with a digital platform.  

In addition, Biglaiser (1993) describes intermediates as specialists that is better than 

buyers to evaluate service offerings. Although, consultant brokers are, according to 

consultants, not good at evaluating consultant services. Given that, matchmakers 

seemingly do not need to be able to provide good matches to stay relevant. For instance, 

consultant brokers can provide value for buyers by providing a large network where 

brokers are doing a basic match. Consultants and buyers are thereafter picking up the 

slack from brokers by doing the final match.  

5.2 Managerial implications 

This study found that in the near future, managers of traditional consultant brokerages 

are not that threatened by digital platforms. Managers in traditional matchmaking 

industries will need to look at the complexity of the match that they are providing to see 

if a digital platform can take business away from them. As for now, consultant 

brokerages seem not to be threatened by any digital platforms. Nevertheless, brokers 

can prepare and react to new digital competitors by following the guidelines provided 

in Figure 2 on the following page. 
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Figure 2: Proactive and reactive actions an organization can take to address disruptive forces. 

As a proactive move, consultant managers need to improve their matching process, 

gaining more technical knowledge and expertise. Furthermore, managers need to try to 

catch up and start to provide a self-serving option in combination with their original 

services to meet the potential demand for self-service solutions. An opportunity for 

doing this is to join forces with other traditional matchmakers to develop these self-

serving digital complements. Finally, managers need to develop and expand their service 

offerings beyond a pure matchmaking function and provide a more personal service 

offering. Something that might be hard for a digital platform provider to achieve. 

However, as technology evolves and digital platforms can replicate the services of 

consultant brokers, they need to compete directly with the platform by building a one 

themselves, and by doing that, become more of a software company instead of a 

traditional broker, which will require entirely new sets of competencies. 
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5.3 Limitations and further research needs 

This study has investigated what value traditional matchmakers bring to the market and 

what they can do to stay competitive when a digital platform enters their industry. 

However, the study has not investigated which strategies digital platforms have utilized 

to become so successful. Moreover, the ambition of this study was to get a full spectrum 

view of the consultant brokerage industry. However, due to limited access, data from 

the buyers of consultant services is limited, and the actual user of the consultant services 

have not been investigated. 

Future research needs to focus on the difference between business-to-business and 

business-to-consumer of two-sided markets, as digital platforms threaten them in 

different ways. Also, future studies need to focus on the complexity of the matchmaking 

and how technology limits what matches that can be performed by a digital platform. 

Besides, more research needs to be done on the different types of matchmakers in 

different markets. Finally, future research needs to focus on the difference between 

markets serving both business and consumers. 

5.4 Conclusion 

For traditional consultant brokers to stay competitive in a digital economy, they need to 

further expand their service offerings towards both sides of the market. They also need 

to become better at matching the personality of the consultant to the buying 

organization. However, for them to do that, buyers need to communicate more about 

what personality they are needing. In other words, focus more on the soft skills rather 

than the hard skills that the consultant should bring their organization. Besides, brokers 

need to utilize digital platforms or tools and improve their technical knowledge so that 

they can take on a more advisory role and guide buyers on what consultant they need. If 

a digital platform starts to accumulate market shares, brokers need to create a minimum 

viable platform by themselves to retain customers that might otherwise leave for a digital 

platform.  



42 

REFERENCES 

Alexandrov, A., Deltas, G., & Spulber, D. F. (2011). Antitrust and Competition in Two-Sided Markets. 

Journal Of Competition Law & Economics, 7(4), 775-812. 

Almunawar, M. N., & Anshari, M. (2014). Applying Transaction Cost Economy to Construct a Strategy 

for Travel Agents in Facing Disintermediation Threats. Journal Of Internet Commerce, 

13(3/4), 211-232. doi:10.1080/15332861.2014.961331 

Baritaux, V., Aubert, M., Montaigne, E., & Remaud, H. (2006). Matchmakers in wine marketing 

channels: The case of French wine brokers. Agribusiness, 22(3), 375-390. 

doi:10.1002/agr.20092 

Bharadwaj, A., El Sawy, O. A., Pavlou, P. A., & Venkatraman, N. (2013). Digital Business Strategy: 

Toward A Next Generation Of Insights. MIS Quarterly, 37(2), 471-482. 

Bielby, W. T., & Bielby, D. D. (1999). Organizational Mediation of Project-Based Labor Markets: 

Talent Agencies and the Careers of Screenwriters. American Sociological Review, (1), 

64. 

Braun, V., & Clarke, V. (2006). Using thematic analysis in psychology. Qualitative Research In 

Psychology, 3(2), 77-101. doi:10.1191/1478088706qp063oa 

Brundin, S. (2016, May 25). Han vill utmana konsultmäklarna. Ny Teknik. Retrieved from 

https://www.nyteknik.se/digitalisering/han-vill-utmana-konsultmaklarna-6576074  

Bughin, J., & Van Zeebroeck, N. (2017). The best response to digital disruption. MIT Sloan 

Management Review, 58(4), 80-86. 

Carl J. Dahlman, a. (1979). The Problem of Externality. The Journal Of Law & Economics, (1), 141.  

Chae, S., & Song, J. (2017). Price competition between random and assortive matchmakers. 

Mathematical Social Sciences, 9063-72. 

Chircu, A. M. & Kauffman, R. J., (2000). Reintermediation Strategies in Business-to-Business 

Electronic Commerce. International Journal Of Electronic Commerce, (4), 7. 

Christensen, C. M., & Bower, J. L. (1996). Customer Power, Strategic Investment, And The Failure Of 

Leading Firms. Strategic Management Journal, 17(3), 197. 

Christensen, C.M. & Overdorf, M. (2000). Meeting the challenge of disruptive change. Harvard 

Business Review, 78(5), 193-194. 



43 

Christian, B., & Pierre-Marie, C. (2013). The Power of Market Intermediaries: From Information to 

Valuation Processes. Valuation Studies, Vol 1, Iss 1, Pp 83-117 (2013), (1), 83. 

doi:10.3384/vs.2001-5992.131183 

Daniel F. Spulber, a. (1996). Market Microstructure and Intermediation. The Journal Of Economic 

Perspectives, (3), 135. 

Daniel F., S. (2003). The Intermediation Theory of the Firm: Integrating Economic and Management 

Approaches to Strategy. Managerial And Decision Economics, (4), 253. 

doi:10.1002/mde.1120 

Denning, S. (2014). An economy of access is opening for business: five strategies for success. Strategy 

& Leadership, 42(4), 14-21. doi:10.1108/SL-05-2014-0037 

Djurberg, J. A. (2013, June 26). De vill skapa ett Hemnet för konsulter. Computer Sweden. Retrieved 

from https://it24.idg.se/2.2275/1.514285/de-vill-skapa-ett-hemnet-for-konsulter  

Eisenmann, T., Parker, G., & Alstyne, M. V. (2006). Strategies For Two-Sided Markets. Harvard 

Business Review, 84(10), 92-101. 

Evans, D. S., & Schmalensee, R. (2016). The Businesses That Platforms Are Actually Disrupting. 

Harvard Business School Cases, 1. 

Gary Biglaiser, (1993). Middlemen as Experts. The RAND Journal Of Economics, (2), 212.  

Goldberg. D. (2015, November 7). “Blocket för konsulter” förmedlar jobb för miljarder. DI Digital. 

Retrieved from https://digital.di.se/artikel/blocket-for-konsulter-formedlar-jobb-for-

miljarder  

Gollan. D. (2017, September 9). How Can I Find A Good Travel Agent?. Forbes. Retrieved from 

https://www.forbes.com/sites/douggollan/2017/09/09/how-can-i-find-a-good-travel-

agent/ 

Grossman, R. (2016). The Industries That Are Being Disrupted the Most by Digital. Harvard Business 

Review Digital Articles, 2-5. 

Heidi M. E., K., Kaisa, S., Marko, S., Miika, K., Arho, S., & Katri, V. (2017). The Core Interaction of 

Platforms: How Startups Connect Users and Producers. Technology Innovation 

Management Review, Vol 7, Iss 9, Pp 17-29 (2017), (9), 17. 

doi:10.22215/timreview/1103 



44 

Katherine, D. (2010). Incentive Contracts with Enforcement Costs. Journal Of Law, Economics, & 

Organization, (1), 115. doi:10.1093/jleo/ewn017 

Kenney, M., & Zysman, J. (2016). The rise of the platform economy. Issues In Science And Technology, 

32(3), 61-69. 

Viljoen, K., Roberts-Lombard, M., Jooste, C. J. (2015). Reintermediation Strategies For 

Disintermediated Travel Agencies: A Strategic Marketing Perspective. International 

Business & Economics Research Journal, Vol 14, Iss 3, Pp 561-574 (2015), (3), 561. 

doi:10.19030/iber.v14i3.9216 

Law, B., & Lau, B. (2005). A study of the perceptions of hong kong hotel managers on the potential 

disintermediation of travel agencies. Journal Of Travel And Tourism Marketing, 17(2-

3), 117-131. doi:10.1300/J073v17n02_10 

Law, R., Leung, R., Lo, A., Leung, D., & Fong, L. N. (2015). Distribution channel in hospitality and 

tourism Revisiting disintermediation from the perspectives of hotels and travel agencies. 

International Journal Of Contemporary Hospitality Management, 27(3), 431-452. 

Leavy, B. (2017). Two strategies for innovating in the face of market disruption. Strategy & Leadership, 

45(4), 9-18. doi:10.1108/SL-05-2017-0051 

Lucas, H. J., & Goh, J. M. (2009). Disruptive technology: How Kodak missed the digital photography 

revolution. Journal Of Strategic Information Systems, 18(1), 46-55. 

Maharg, P. (2016). Disintermediation. Law Teacher, 50(1), 114. doi:10.1080/03069400.2016.1146473 

Martin, C. (2016). The sharing economy: A pathway to sustainability or a nightmarish form of neoliberal 

capitalism?. Ecological Economics, 121149-159. doi:10.1016/j.ecolecon.2015.11.027 

Novak, J., & Schwabe, G. (2009). Designing for reintermediation in the brick-and-mortar world: 

Towards the travel agency of the future. Electronic Markets, 19(1), 15-29. 

Nowell, L., Norris, J., White, D., & Moules, N. (2017). Thematic Analysis: Striving to Meet the 

Trustworthiness Criteria. International Journal Of Qualitative Methods, 16(1), 

doi:10.1177/1609406917733847 

Nyberg. L. (2017, May 17). Konsultmäklare - Varför finns vi?. Tingent Blog. Retrieved from 

http://www.tingent.se/updates/konsultmaklare-varfor-finns-vi 



45 

Quintana, T., Gil, S., & Peral, P. (2016). How could traditional travel agencies improve their 

competitiveness and survive? A qualitative study in Spain. Tourism Management 

Perspectives, 2098-108. doi:10.1016/j.tmp.2016.07.011 

Saunders, M., Lewis, P. & Thornhill, A. (2012). Research methods for business students [Electronic 

resource]. (6th ed.) Harlow: Pearson.  

Shento, A. K. (2004). Strategies for ensuring trustworthiness in qualitative research projects. Education 

For Information, 22(2), 63-75. 

Tanjim, H., Dylan, M., & John, M. (2011). Competing Matchmakers: An Experimental Analysis. 

Management Science, (11), 1913. doi:10.1287/mnsc.1110.1407  

Teece, D., & Linden, G. (2017). Business models, value capture, and the digital enterprise. Journal Of 

Organization Design, 6(1), 1-14. doi:10.1186/s41469-017-0018-x 

van Alstyne, M.W., Parker, G.G., & Choudary, S.P., (2016). Pipelines, Platforms, and the New Rules 

of Strategy. Harvard Business Review, 94(4), 54. 

Weber, M. S., & Monge, P. R. (2014). Industries in Turmoil: Driving Transformation During Periods 

of Disruption. Communication Research, 44(2), 147-176. 

Zhang, S., & He, P. (2017). Platform investment strategy on reducing transaction costs. Kybernetes, 

46(5), 893-911. 

  



I 

APPENDIX 

Appendix 1 - Original quotes and translations  

Original quote in italic. 

Translation in plain text. 

Quote 1 

"Har de mycket inrikesresor som går mellan A och B? Då kan ju i princip alla resor 

bokas via ett onlineboknignssystem." (R4) 

"If they have a lot of domestic trips and often travel between point A and B. Then, in 

principle, all trips can be booked through an online booking system." (R4) 

Quote 2 

"Det finns en prislista som talar om vad vi tar i arvode... Det här är någonstans som 

branschen har förbannat sig själv genom att gå in i den här affärsmodellen." (R3) 

"There is a price list that tells what customers pay for our services. It is where the 

industry has doomed itself, by entering this business model." (R3) 

Quote 3 

“When they [partners] cannot find a consultant, they contact us and we deliver to 

them.”  (R17) 

Quote 4 

"Så vad vi gör att träffa en jävla massa kunder och fångar behov. Sen matchar vi mot 

de konsulter vi har i vårt stall." (R12) 

"What we do is to meet a lot of customers and capture their needs. Then we match their 

needs with consultants we have in our portfolio." (R12) 

Quote 5 



II 

"...Det har ökat kraftigt de senaste åren egentligen kan man säga. Men inte så mycket 

som vi trodde från början, så hade du frågat mig 2005 så hade jag sagt att 2010 så finns 

det inte resebyråer mer. Men det finns behov av båda." (R3) 

"... It has risen sharply in recent years, but not as much as we thought from the beginning, 

if you would have asked me in 2005, I would have said that in 2010, there are no travel 

agencies anymore. But apparently there is a need for both." (R3) 

Quote 6 

"Vi kommer ju aldrig att få de här enmansbolagen eller fåmansbolagen, de har ju inte 

det behovet på samordning." (R2) 

"We will never get these one person companies or small businesses since they do not 

have the need for coordination." (R2) 

Quote 7 

“Konsultbolag och IT-bolag som vi har som kunder har en högre användandegrad av 

vårt onlinesystem, så är det ju. De är vana att jobba digitalt.“ (R4) 

"The consulting firms and IT companies that we have as customers have a higher level 

of usage of our online system, that is the reality. They are used to working digitally. " 

(R4) 

Quote 8 

"Det är ett dataföretag som har tagit en del av våran bransch... De har tekniska 

lösningar som vi inte har haft möjlighet eller pengarna att utveckla." (R3) 

"It's a software company that has taken market share of our industry ... They have 

technical solutions we have not had the capacity or money to develop." (R3) 

Quote 9 

“De har gjort så att traditionella resebyråer har varit tvungna att skärpa till sig och 

titta på vad vi erbjuder till våra kunder och följa med i den här utvecklingen för det är 

ju inte så att kunderna bara nöjer sig med att ringa till oss.” (R4) 



III 

"They have forced traditional travel agencies to get their act together and look at what 

we offer our customers and to follow the development of the industry because customers 

are not satisfied just being able to call us." (R4) 

Quote 10 

"Våra medarbetare sitter ju med Hotels.com och Expedia.com och tittar och bokar i de 

systemen … det är en konkurrent på ett sätt men samtidigt är det en leverantör för oss." 

(R3) 

"Our employees are using Hotels.com and Expedia.com and are booking in those 

systems ... it is a competitor in a way, but at the same time it is a supplier to us." (R3) 

Quote 11 

"Vi kompletterar personlig service med självbokningsprodukter, den mixen kommer att 

finnas ett bra tag till... Men sen är jag inte naiv och jag tror att det här är ett utdöende 

släkte. Men sen är det ju upp till bevis att vara så bra så att det är någon som är beredd 

att betala för våra tjänster." (R3) 

"We complement personal service with self-booking products, the mix will be here to 

stay for quite some time... But then I'm not naive, and I think we eventually will be 

extinct. But then it's for us to prove that someone is willing to pay for our services." (R3) 

Quote 12 

"Jag började 1999, visst internet fanns då men då var det fortfarande väldigt mycket 

telefon och besök då... Men vi kör väldigt traditionellt med att de hör av sig och vi 

intervjuar dem så har vi en databas." (R12) 

"I started in 1999, sure internet was there, but we were still doing a lot of phone calls 

and personal meetings ... But even today we are working very traditionally with 

consultants calling us, and we put them in our database." (R12) 

Quote 13 



IV 

“Om man är en liten aktör då kan man genom att teama ihop med en konsultmäklare 

komma in på kunder som man inte kunde komma in på annars” (R9) 

"If you are a small player, then you team up with a consultant broker to get clients that 

otherwise would be hard to get" (R9) 

Quote 14 

"Om man tittar på många andra konsultmäklare som jag har jobbat med, så är det 

mindre firmor med mer personlig relation som tänker både på kunden och konsulten 

och har mer långsiktighet. Det tycker jag är mycket mycket bättre och mycket 

trevligare." (R11) 

"If you look at many smaller consultant brokers I have worked with, they focus on 

creating personal relationships. Also, they care about both the customer and the 

consultant and have a more long-term focus. I think that is much better and much nicer." 

(R11) 

Quote 15 

“Låt oss säga att vi har 500 konsulter som är egenanställda eller har egna företag, då 

blir det lite meckigt för oss att sitta på 500 olika kontrakt… Skulle vi inte haft ett avtal 

med konsultmäklaren är det svårt för oss att motivera varför vi inte kan ändra [i 

kontraktet]. (R15) 

"Let's say that we have 500 consultants who are self-employed or have their own 

company; then it will be a bit hard for us to manage 500 different contracts ... If we did 

not have an agreement with the broker, it would be difficult for us to motivate why we 

cannot make changes to a contract. (R15) 

Quote 16 

"Fördelen med mäklarna är att du minska faktureringen, du minskar antalet relationer, 

vilket också är en kostnad.” (R16) 

"The advantage of using brokers is to reduce your billing. You are also reducing the 

number of relationships, which is also a cost." (R16) 



V 

Quote 17 

“Det behöver kanske inte alltid vara en bästa kompetensen eller den mest seniora 

kompetensen. I vissa projekt kanske det räcker med en junior eller medior konsult.” 

(R15) 

"Perhaps it may not always be the best competence or the most senior consultant that 

we need. In some projects, a junior or medior consultant may be good enough." (R15) 

Quote 18 

“De gör ju urvalet åt oss och rensar och skickar kanske de som inte är väldigt dyra.” 

(R15) 

"They make the selection for us and maybe send those [consultants] who are not very 

expensive.” (R15) 

Quote 19 

“Om man ska byta marknad kan det vara bra, om man ska köpa från Kina, Ukraina 

eller Indien kan de gå in och göra en screen av prisbilden innan man går in.” (R14) 

"If you want to enter a new market, brokers might be useful if you, for example, want 

to buy from China, Ukraine or India, then they can go in and screen prices before you 

enter. “ (R14) 

Quote 20 

"They are not really open to talking to a lot of consultants, the only way to get in is to 

have a personal relationship with the customers. You need to do a sales push that the 

normal consultant is not able to make." (R17) 

Quote 21 

“... vi har ju lite standardavtal som vi hjälper dem med och lite administrativa grejer, 

till exempel.” (R13) 



VI 

"... we have some standard contracts that we help them with and some administrative 

stuff, for example." (R13) 

Quote 22 

"Så hjälper vi dem också att förbereda sig inför intervjuerna och det ökar ju deras chans 

att få uppdraget i slutändan." (R18) 

"We also help them prepare for interviews, which, in the end, increases their chances of 

getting the assignment." (R18) 

Quote 23 

“Det är ju det vi jobbar heltid med, det är ju i princip omöjligt att hålla ett sånt nätverk 

själv.” (R13) 

"It is our full-time job, and it is more or less impossible to manage such a network by 

yourself.” (R13) 

Quote 24 

“Om Kalle inte får uppdraget på Spotify så kostar han inte oss några pengar. Men ett 

konsultbolag måste ha Kalle på bänken och kostar dem ganska stora summor varje 

månad.” (R13) 

"If Kalle does not get the job on Spotify, he does not cost us any money. But a consulting 

company must have Kalle "on the bench" which cost them quite large sums each month." 

(R13) 

Quote 25 

“Förädlingsvärdet är att vi ska vara väldigt duktiga på matchningen, det ska vara 

pricken i. Vi ska kunna säga att det här är en bra kille.” (R12) 

"The value we should provide is to be very good at the matching, that is the point. We 

should be able to say  'this is a good guy.'" (R12) 

Quote 26 



VII 

“Anledningen till att konsultmäklare som Ework har blivit populära är dels att de 

prispressar och dels för att företagen inte behöver lägga ner energi på att söka 

konsulterna.” (R5) 

"The reason why brokers like Ework have become popular is in part since they are 

lowering prices but also since companies do not have to put energy into seeking 

consultants." (R5) 

Quote 27 

"En mäklare vill förmodligen hellre sälja snabbt ... än att jobba med något pris." (R6) 

"A broker would probably rather sell quickly … rather than working with the price." 

(R6) 

Quote 28 

“Ibland har jag tackat nej till uppdrag för att de har pressat priset för mycket. 

Konsultmäklare är mest intresserade av att sälja till ett visst pris och har ingen 

flexibilitet.” (R8) 

"Sometimes I have turned down offers because they have pushed down the price too 

much. Brokers are mostly interested in selling at a certain price and have no flexibility." 

(R8) 

Quote 29 

"Mäklarna har det extremt gynnsamt, de skär ju guld! ... De har ingen risk alls och inte 

jättemycket kostnader och man tar ju ingen risk i att betala löner." (R6) 

"The brokers have an extremely favorable position and make a lot of money! ... They 

have no risk at all and not many costs, and they do not take any risk of paying salaries." 

(R6) 

Quote 30 



VIII 

"Det är ju lite givande och tagande. De har ju en säljande funktion och det ska ju också 

premieras, hade inte de funnits hade jag kanske inte fått reda på det att det fanns ett 

uppdrag." (R7) 

"It is a bit of give-and-take.  They have a selling function, which should be rewarded. If 

there were no brokers, I might not have found out that a specific assignment existed." 

(R7) 

Quote 31 

"De stora kunderna, till exempel bank och försäkring. … Att gå in där utan att ha en 

mellanhand det vet jag inte hur man gör." (R6) 

"The large customers, such as banks and insurance companies ... To start working for 

those customers without having an intermediary, I do not know how to do that." (R6) 

Quote 32 

“Jag kan förstå att de inte kan ha all detaljkunskap ... Ofta när jag pratar med 

konsultmäklare går de bara igenom en lista med nyckelord som jag får bekräfta om jag 

kan eller inte. Ibland är det bara att fylla i ett excelark.” (R8) 

"I understand that they can not have all the detailed knowledge ... Often when I speak 

with brokers, they only go through a list of keywords that I can confirm if I can or not. 

Sometimes it is just about filling out an excel sheet. " (R8) 

Quote 33 

“Vissa kan inte ens området, de har lite sökord som de matchar på och kollar så att du 

inte är en jättekonstig människa.“ (R10) 

"Some of them do not even know the subject, they have a few keywords that they match, 

and they check that you are not a strange person." (R10) 

Quote 34 



IX 

“Så första gallringen tar de hand om och då får de kanske fem relevanta nyckelord som 

kanske passar och sen får man kanske träffa projektledaren eller teamet och det är då 

man får börja snacka lite teknik.” (R5) 

"They take care of the initial sorting process, and then they may get five relevant 

keywords that may fit me. After that, you may meet the project manager or team, and 

that is when you can start talking some technology." (R5) 

Quote 35 

"Det verkar vara helt individberoende, vissa är det ju ingen återkoppling alls. Det kan 

ju vara för att de har för mycket att göra, eller så tycker man inte att det hör till." (R10) 

"It seems to be entirely on an individual basis. Some are giving no feedback at all. It 

may be because they have too much to do, or that they do not think that it is part of the 

job." (R10) 

Quote 36 

"Om det skulle finnas någon konflikt då håller man i kunden hellre i kunden än mig. 

Eller hur? Jag är ju bara en, men kunden är en större andel." (R6) 

"If there is any conflict, then brokers would rather take the customer side than mine. I 

am only one, but the customer is a bigger share." (R6) 

Quote 37 

“Det blir lättare för kunden att skylla på konsultmäklaren om något blir fel, medan 

konsultmäklaren kan skylla på konsulten. Ingen blir ansvarig och det blir lätt för alla.“ 

(R8) 

"It will be easier for the customer to blame the broker if something goes wrong, while 

the broker can blame the consultant. Nobody is responsible, and it is easy for everyone. 

" (R8) 

Quote 38 



X 

"Ursprungligen dåligt för branschen, pressa priser, skapar onödiga mellanled. Till, ja 

det är såhär det ser ut nu och nu gäller det att hänga med så gott som möjligt där helt 

enkelt." (R9) 

"Originally bad for the industry, lowering prices, creating unnecessary intermediaries. 

To, yes, it is like this now, and now, it is important to follow the development as good 

as you can." (R9) 

Quote 39 

“Saker och ting kan ju ta lite längre tid, ibland kanske det känns som att det hade gått 

snabbare om man hade haft direktkontakt med underleverantörer. Som alltid när det 

blir flera led så kan det bli missuppfattningar på vägen.” (R15) 

"Things may take a bit longer. Sometimes it feels like it would have been faster if you 

had direct contact with the subcontractors. As always, when there are intermediates, 

there may be misconceptions along the communication chain." (R15) 

Quote 40 

"Egentligen tycker jag i de lägena att inköparens funktion försvinner mer eller mindre 

för att då har du en mäklare som gör hela lösningen åt dig, allt från att minska antalet 

leverantörer till att minska antalet fakturor." (R16) 

"Actually, I think in those situations, the buyer function more or less dissolves, because 

then you have a broker who will do the whole solution for you, everything from reducing 

the number of suppliers to reducing the number of invoices" (R16) 

Quote 41 

“Våra medarbetare är ute och bokar och vi har ingen aning om vad de bokar för 

någonting. Var de bor någonstans? Vad är det för kostnader? ... när företagen upptäckte 

det har vi sett en tillströmning tillbaka till oss.” (R4) 

"Our employees are booking, and we have no idea what they are booking and where 

they are staying? What is the cost? ... when companies realized that, we had seen an 

influx of customers coming back to us." (R4) 



XI 

Quote 42 

"Det är klart att det är jätteviktigt att vi kan leverera en onlinetjänst… Hade vi inte haft 

det så hade det varit väldigt begränsade kan jag tycka." (R2) 

"It is clear that it is very important that we can deliver an online service. If we had not, 

we would have been very limited, I think." (R2) 

Quote 43 

“Vi har ju inte alls samma resurser bakom oss, men jag tror att vi har lyckats hänga 

med i den här utvecklingen ändå på ett fullgott sätt och det visar ju den utvecklingen 

som har skett hos oss.” (R4) 

"We do not have the same resources at all, but I think we have managed to keep up with 

the technical development in a good way, and it shows with the growth that we have 

had." (R4) 

Quote 44 

“Om en kille som är ingenjör ska sitta och boka för sina kollegor så tar det honom fyra 

gånger så lång tid som det gör för mig ... han skulle kunna använda sin tid till att göra 

ännu bättre affärer än den besparing som det eventuellt skulle vara att göra det här 

själv.” (R1) 

"If a guy who works as an engineer is going to book for his colleagues, it will take him 

four times as long as it does for me ... he could spend his time doing more valuable 

things for the company he is working for than the potential savings he could make by 

doing it himself." (R1) 

Quote 45 

"Vår roll är ju inte som den var förr, att leverera en flygbiljett eller ett resedokument. 

Det är en samordningsroll idag. Där ligger lite hemligheten till varför vi finns... Vår 

ingångsvinkel när vi får en ny kund så går vi in med att vi är en samarbetspartner för 

reserelaterade frågor." (R2) 



XII 

"Our role is not as it was before, delivering an airline ticket or a travel document. It is a 

coordination role today. That is the secret to why we still exist today ... Our approach 

when we get a new customer is that we are a partner for travel-related matters." (R2) 

Quote 46 

“Det finns massa olika betallösningar som vi kan erbjuda som underlättar och 

digitaliserar istället för att man ska hålla på med reseräkningar och kvitton.” (R4) 

"There are a lot of different payment solutions that we can offer that simplify and 

digitalize, instead of that customers should keep track of travel receipts." (R4) 

Quote 47 

"Vi kommer ju se till att utveckla systemen så att vi blir en spelare i som jag sa, 

reserelaterade frågor, som är betydligt mer än bara själva resan." (R2) 

"We will make sure to develop the systems so that we become a player in, as I said, 

travel-related matters. Something which is a lot  more than just the trip itself." (R2) 

Quote 48 

"Sakkompetens en sak, men hur man är som person kan ju vara ännu viktigare. Det 

kommer man ju bara åt genom en dialog." (R9) 

"Competency is one thing, but personally can be even more important. It is something 

that can only be evaluated through a dialogue." (R9) 

Quote 49 

"De som de hela tiden måste jobba med är att bygga upp sitt nätverk av kunder så att 

de har så mycket som möjligt att erbjuda, men det är de relativt bra på. Det funkar 

liksom rätt bra idag." (R11) 

"They have to continue to build their network of customers so that they have as much 

as possible to offer. However, they are relatively good at doing that today." (R11) 

Quote 50 



XIII 

"In the next five years, there won’t be needed a substantial change needed for the 

consultant companies to survive or to grow. But I think they will need to introduce more 

and more automatization." (R17) 

  



XIV 

Appendix 2 - Interview protocols  

Categories of questions: 
 Open questions: Broad discussion points that open up for conversation regarding a subject. 

o Guiding questions: Used to guide the discussion if certain areas have been left 
unaddressed in the respondent’s answer to the open question. 

 Leading questions: Only asked if they have not been answered through the 
previous levels of questions, the goal was to not have to ask these. 

 

Travel agencies 

Personal Information: 
 Date:  
 Length:  
 Name:  
 Company:  
 Position/title:   

  
Introduction 

 Vad är din bakgrund och dina nuvarande arbetsuppgifter? 
What is your background and main responsibilities? 

 Hur länge har du jobbat i den här industrin? 
How long have you been working in the industry? 

 
Main questions 

 Hur fungerar en resebyrå? Kan du beskriva era processer? 
How does a travel agency work? Can you describe your processes? 

 Hur ser er affärsmodell ut? 
What is your business model like? 

 Vilka är era kunder? 
Who are your customers? 

o Hur ser kunden generellt sett ut? 
How does the customer generally look like? 

 Vilken Ålder och Kön? 
Age and Gender? 

 Vilket värde skapar ni för era kunder? 
What value do you create for your customers? 

 Vad skapar ni för värde gentemot en onlinetjänst? 
What value do you create compared to a online travel agency? 

o Vad skiljer er resebyrå idag från en resebyrå för 10 år sedan? 
What differs an travel agency today from a travel agent 10 years ago? 

 Vad skiljer er från en endast internetbaserad byrå? 
o Vilka värden skapar ni som en endast internetbaserad byrå inte kan skapa? 

What values do you create as an only Internet-based agency can not create? 
o Finns det något som de internetbaserade resebyråerna gör bättre? 

Is there something that the internet travel agencies do better? 
 Hur har internetbaserade resebyråer påverkat ert företag? Om inte: varför har det inte hänt? 

How have online travel agencies affected your business? If not, why has it not happened? 
 Hur har er företagsstrategi förändrats i och med att det idag går att boka resor själv via 

nätet? 
How has your business strategy changed do to the fact that it is possible to book trips yourself 
online? 



XV 

o Vilka konkreta åtgärder har du vidtagit för att hantera detta? 
o What concrete measures have you taken in order to deal with this? 

 Kommer er företagsstrategi behöva förändras ytterligare i framtiden? Hur? 
Will your corporate strategy need to change in the future? How? 

 Vad tror du kommer krävas av framtidens resebyråer? 
What do you think will be required by future travel agencies? 

 
Ending questions 

 Är det något som jag har glömt att fråga? 
Is there something I forgot to ask? 

 Vet du någon som skulle vara relevant för mig att prata med? 
Do you know someone that it would be relevant for me to talk to? 

 Om det skulle behövas. Går det bra att jag gör en uppföljningsintervju med dig? 
If needed, is it possible to do a follow-up interview with you? 

 

Consultants 

Personal Information: 
 Date:  
 Length:  
 Name:  
 Company:  
 Position/title:   

  
Introduction 

 Vad är din bakgrund och dina nuvarande arbetsuppgifter? 
What is your background and main responsibilities? 

 Hur länge har du jobbat i den här industrin? 
How long have you been working in the industry? 

 
Main questions 

 Hur gör du för att få konsultuppdrag? 
How do you do to get consultant assignments? 

o Vilka kanaler använder du för att få dina konsultuppdrag? 
What channels do you use to get your assignments? 

 Vad är din syn på konsultmäklare? 
What is your view of brokers? 

o Beskriv din tidigare erfarenhet av konsultmäklare? 

Describe your previous experience with brokers? 
 Hur kommer det sig att du använder dig av konsultmäklare? 

How is it that you use a consultant broker? 
 Vad skapar konsultmäklare för värde enligt dig? 

What value does a consultant broker create according you? 
 Vilka problem skapar konsultmäklare för dig? 

What problems create consultant broker for you? 
o Hur kan konsultmäklarna förbättras? 

How can consultancy brokers be improved? 
o Tror du att en digital plattform kan lösa dessa problem? Hur? 

Do you think a digital platform can solve these problems? How? 
 Vad måste konsultmäklare göra för att vara relevanta för konsulter i framtiden? 

What must consultant brokers do to be relevant to the consultants in the future? 



XVI 

 Ser du på lång sikt någon framtid för konsultmäklare, eller kommer plattformar ta över förr 
eller senare?  
In the long run, do you see any future for consultants, or will platforms take over sooner or 
later? 

 På vilka områden tror du att en digital plattform kan utmana traditionella konsultmäklare? 
In what areas do you think that a digital platform to challenge traditional consultant brokers? 

 
Ending questions 

 Är det något som jag har glömt att fråga? 
Is there something I forgot to ask? 

 Vet du någon som skulle vara relevant för mig att prata med? 
Do you know someone that it would be relevant for me to talk to? 

 Om det skulle behövas. Går det bra att jag gör en uppföljningsintervju med dig? 
If needed, is it possible to do a follow-up interview with you? 

 

Consultant brokerages 

Personal Information: 
 Date:  
 Length:  
 Name:  
 Company:  
 Position/title:   

  
Introduction 

 Vad är din bakgrund och dina nuvarande arbetsuppgifter? 
What is your background and main responsibilities? 

 Hur länge har du jobbat i den här industrin? 
How long have you been working in the industry? 

 
Main questions 

 Hur fungerar en konsultmäklare? Kan du beskriva era processer? 
How does a consultant broker work? Can you describe your processes? 

 Hur ser er affärsmodell ut? 
What is your business model like? 

 Vilka är era kunder? 
Who are your customers? 

o Hur ser kunden generellt sett ut? 
How does the customer generally look like? 

 Vilken Ålder och Kön? 
Age and Gender? 

 Vilket värde skapar ni för era kunder? 
What value do you create for your customers? 

 Vilket värde skapar ni för konsulter? 
What value do you create for consultants? 

 Är det svårt att matcha konsulter? 
Is it difficult to match consultants? 

 Hur har internet påverkar er verksamhet? 
How has the internet affected your business? 

 Hur digital tycker du att konsultmäklare är (jämfört med liknande industrier)? 

How digital do you think consultancy brokers are (compared to similar industries)? 



XVII 

o Vad kan man göra för att bli mer digital? 
What can you do to become more digital? 

 Ser du på lång sikt någon framtid för konsultmäklare, eller kommer plattformar ta över förr 
eller senare?  
In the long run, do you see any future for brokers, or will platforms take over sooner or later? 

 På vilka områden tror du att en digital plattform kan utmana traditionella konsultmäklare? 
In what areas do you think that a digital platform to challenge traditional consultant brokers? 

 Kommer er företagsstrategi behöva förändras ytterligare i framtiden? Hur? 
Will your corporate strategy need to change in the future? How? 

 Vad tror du kommer krävas av framtidens konsultmäklare? 
What do you think will be required by future consultant brokers? 

 
Ending questions 

 Är det något som jag har glömt att fråga? 
Is there something I forgot to ask? 

 Vet du någon som skulle vara relevant för mig att prata med? 
Do you know someone that it would be relevant for me to talk to? 

 Om det skulle behövas. Går det bra att jag gör en uppföljningsintervju med dig? 
If needed, is it possible to do a follow-up interview with you? 

 

Buyer of consulting services 

Personal Information: 
 Date:  
 Length:  
 Name:  
 Company:  
 Position/title:   

  
Introduction 

 Vad är din bakgrund och dina nuvarande arbetsuppgifter? 
What is your background and main responsibilities? 

 Hur länge har du jobbat i den här industrin? 
How long have you been working in the industry? 

 
Main questions 

 Hur går ett konsultinköp till? Kan du beskriva era processer? 
How does a consultant broker work? Can you describe your processes? 

 Vem bestämmer vad som ska köpas in? 
Who are your customers? 

 Vilken är den viktigaste aspekten när ni köper in en konsult? 
What is the most important aspect when you buy a consultant? 

o Pris, erfarenhet, personlighet? 
Price, Experience, Personality? 

 Vilka typer av konsulter jobbar ni med? 
What types of consultants do you work with? 

 Hur går ni tillväga för att hitta konsulter? 
How do you do to find consultants? 

 Hur lång tid brukar det ta att hitta en konsult? 
How long does it take to find a consultant? 

 Hur kommer det sig att ni använder er av konsultmäklare? 
Why are you using consultant brokers? 



XVIII 

o Vilka fördelar finns det med att använda sig av en konsultmäklare? 
What are the benefits of using a consultant broker? 

 Är de bra på att hitta och matcha konsulter? 
Are they good at finding and matching consultants? 

o Vilka nackdelar finns det med att använda sig av en konsultmäklare? 
What are the disadvantages of using a consultant broker? 

 Har ni använt er av någon digital plattform för konsultinköp? 
Have you used any digital platform for consulting purchases? 

o Är detta något ni planerar att göra i framtiden? 
Is this something you plan to do in the future? 

 Varför inte? 
Why not? 

 Vad tror du kommer krävas av framtidens konsultmäklare? 
What do you think will be required by future consultant brokers? 

 
Ending questions 

 Är det något som jag har glömt att fråga? 
Is there something I forgot to ask? 

 Vet du någon som skulle vara relevant för mig att prata med? 
Do you know someone that it would be relevant for me to talk to? 

 Om det skulle behövas. Går det bra att jag gör en uppföljningsintervju med dig? 
If needed, is it possible to do a follow-up interview with you? 


