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1. Introduction – Welcome address from EFCA‘s President and the Chair of 
the Future Trends Committee

Jeffrey Seeck

EFCA Chair of 
Future Trends Committee and
MD Spiekermann Ingenieure / 

Dorsch Group

Benoît Clocheret

President EFCA and
CEO ARTELIA



Industry environments are becoming increasingly uncertain; this is also 
reflected in the challenges that consulting engineers face
Uncertainty drivers

• The lack of COVID-19 vaccination in developing countries 
triggers new variants that are potentially more contagious 
and lethal

• Russia attacks Ukraine
• As China peaks, its economy sputters—sparking global 

disruptions
• Oil tops $100 per barrel
• The world fails to meet its climate goals from 

the inconclusive Glasgow summit
• A bifurcated world emerges, but it’s not a repeat of the Cold 

War with the Soviets
• Food insecurity worsens, propelled by COVID-19, climate 

change, and conflict
• More countries slip from their current fragile state into 

failure
• Western efforts to revive the Iran nuclear agreement fail
• US democracy further decays

Top 10 uncertainties for 2022
Key Challenges for Consulting 

Engineers

• Regulation: Extensive 
standards, complex regulations 
and limited benefits of scale

• Economy: Lockdowns, travel 
restrictions, and health and 
safety protocols as a disruption 
for construction activities, 
leading to strong output 
declines, supply chain 
bottlenecks and price 
increases

• Technology: Fast adoption of 
digital technologies (BIM, 3D, 
smart building, drones etc.)

• Sustainability: Reducing 
waste and introduction of 
circular business models

Source: atlanticcouncil.org, EFCA



2. Presentation of the scenario report

Prof. Dr. Torsten Wulf

Academic Director at the HHL Center for 
Strategy and Scenario Planning, Leipzig, and

Professor at Philipps-University Marburg 



The project was guided by the HHL-Roland Berger Approach to scenario-
based strategic planning
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Project Scope
Process and project scope

Objective

 Development of four distinct scenarios
 Identification of key trends and cause and 

effect relationships
 Providing guidance for the members of the 

EFCA

 Holistic perspective on an industry level
 Focus on the key European regions (Central, 

Eastern, Southern Europe and Scandinavia, 
~90% of European construction market)

Strategic 
level of 
analysis

Time 
horizon

Partici-
pants

 2025 (four years)

 EFCA Future Trends Committee
 HHL Center for Strategy 

and Scenario Planning

1 Definition
of Scope

Perception
Analysis Trend and 

Uncertainty
Analysis

Scenario
Building

Strategy
Definition

Moni-
toring

2
3

5

6
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Source: HHL Center for Strategy and Scenario Planning, EFCA



Regions

Stakeholder Groups

Procedure

 Central Europe (France, Germany, Netherlands, 
Belgium, Austria)

 Southern Europe (Italy, Spain)
 Eastern Europe (Poland, Serbia, Czechia)
 Scandinavia 

 Engineering consultants
 Construction firms
 Digital construction/software suppliers
 Financial investors
 Customers from private & communal sectors
 Regulatory bodies

 Survey round 1: Open questions regarding influence 
factors with an impact on the industry until 2025

 Survey round 2: Evaluation of consolidated factors 
(45 factors) regarding impact and uncertainty

• 69 experts
addressed

• 46 respondents
from all regions
and stakeholder
groups

• 1100 single
influence factors

• 45 consolidated
influence
factors

We analyzed important trends and uncertainties on the basis of two 
comprehensive surveys that involved relevant industry experts
Design of 360° Stakeholder Feedback

Source: HHL Center for Strategy and Scenario Planning, EFCA



Industry experts have identified eight important uncertainties, reflecting 
the harmonization of the industry as well as the economic prospects

Impact-Uncertainty Grid for the Engineering Consulting Industry

Source: HHL Center for Strategy and Scenario Planning, EFCA

Critical uncertain-
ties addressed by
experts reflect:

• Harmonization of 
industry regulation
in Europe

• Economic
development/ 
project demand

• Sustainability and
• Digitization

are trends, not 
uncertainties

Rising environ-
mental awareness

Faster adoption of BIM, Big Data etc.

Increased usage of 
sustainable materials, 
processes,
and machinery

Investment and subsidies for
green energy

Increased public investm.

Increased impact of climate change



From the identified uncertainties, four scenarios result for the Engineering 
Consulting Industry
Scenarios for the Engineering Consulting Industry in 2025 - overview

Valley of Tears Rise of large-scale 
construction firms

False sense 
of security

Eldorado of 
status-quo –

era of national 
specialists

Fragmented markets

Harmonised/ open markets

Lower 
project demand

Higher 
project demand

Source: HHL Center for Strategy and Scenario Planning, EFCA



Scenario A: Eldorado of the status quo – Newspaper headline 2025

Source: HHL Center for Strategy and Scenario Planning, EFCA



Scenario B: Rise of large-scale construction firms 
– Newspaper headline 2025

Source: HHL Center for Strategy and Scenario Planning, EFCA



Scenario C: Valley of tears – Newspaper headline 2025

Source: HHL Center for Strategy and Scenario Planning, EFCA



Scenario D: False sense of security – Newspaper headline 2025

Source: HHL Center for Strategy and Scenario Planning, EFCA



TrendsKey uncertainties

Economic recovery from 
Covid-19 pandemic

Degree of bureaucracy

Political stability in 
important markets

Speed of administrative 
processes

Project demand Harmonisation/ openness of markets

Time

Harmonisation of 
regulations

Speed of implemen-
tation of MEAT

Implementation speed of 
AI technologies

Shortage of skilled 
labour

Expansionary fiscal policy

Interest rates Public & private debt 
levels

Green energy 
investments/ subsidies

Nationalism and 
protectionism

Energy & raw material 
prices

Soft costs (design, 
supervision, etc.)

Construction costs

Environmental awareness
Public investments in 

infrastructure

Changes in work behaviour 
(remote work, etc.)

Sustainability 
requirements

Migration and labour 
mobility

Level of standardisation 
and modularisation

Adoption of digital 
technologies (BIM,…)

Importance of circular 
economy

The scenario narratives are based on an influence diagram that depicts the 
relationships between the main trends and uncertainties in the industry
Influence diagram for the Engineering Consulting Industry until 2025 

Source: HHL Center for Strategy and Scenario Planning, EFCA



Sustainability as key
differentiator

Digitalisation as
efficiency driver

 Increasing attention to diverse aspects of 
sustainability such as reduction of greenhouse 
gas emissions, biodiversity or circular economy is 
a trend, not an uncertainty

 Quickly integrating this trend in the company’s  
strategy provides opportunities to develop 
competitive advantages

 Digitalisation can help overcome the industry’s 
long-stagnant productivity

 Digitalisation goes beyond BIM and 3D printing to 
include also Big Data analyses, AI, or administrative 
automation

 Digitalisation provides opportunities to develop 
competitive advantages

Our analysis highlights that activities towards sustainability and digitilisation
are imperative in all four scenarios
Robust strategy implications for consulting engineers

Source: HHL Center for Strategy and Scenario Planning, EFCA



Additionally, specific recommendations can be derived for small and 
medium-sized as well as large firms in the industry
Specific strategy implications for engineering consultants

Source: HHL Center for Strategy and Scenario Planning, EFCA

Small and 
medium-sized

companies
Large

companies

• Invest particularly strongly in digital technologies and 
know-how

• Gain a competitive advantage by focussing on a niche 
market and specialising  

• Be aware of and handle the increasing costs of 
software

• Create partnerships and alliances with players in other 
industry segments

• Specialise
• Digitise
• Cooperate

• Analyze internal capabilities and the competitive 
landscape to define your playing field: Competing in 
multiple customer segments and across the 
construction value chain, offering highly integrated 
end-to-end solutions, and/or competing in specialized 
niche markets

• Make use of potential benefits of scale through M&A 
or alliances

• Perform benchmarking to identify best practices from 
elsewhere in the industry, but also performance gaps

• Diversify
• Extend the value stream
• Flexibilize



Associations such as EFCA need to extend their role to help 
strengthen EU players competitiveness
Implications for EFCA

•Subsidies for green 
technology and 
digitalization 
investments

•Faster administrative 
procedures

•Guidance for 
sustainability 
requirements

•Benchmark EU 
players against 
competitors

• Identify potential 
performance gaps

•Build best practice

• Identify 
developments in 
technological 
innovation

•Sharing market 
intelligence

•Support 
implementing new 
technologies

Create an enabling 
legislative 

environment

Develop 
competitive 

reports

Increased 
competitiveness 

of European 
players

Promote 
technological 

trends

Source: HHL Center for Strategy and Scenario Planning, EFCA



The scenario study “Which way to go?” is available on EFCA’s website

https://www.efcanet.org/news/efca-
launches-which-way-go-strategic-
scenarios-consulting-engineers

or

https://www.efcanet.org/news/efca-launches-which-way-go-strategic-scenarios-consulting-engineers
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