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PREFAGE

Dear Reader,

The global management consulting market is estimated to

be worth over a trillion dollars in 2025. That’s an immense
amount of problem-solving power seeking tangible results on
a worldwide scale.

Consulting Is not magic. It is curiosity with a method plus
structured action. The same habits that power a top-tier
consulting tfeam can transform an internal project, a startup
pivot, or a turnaround effort. You do not need a giant budget
to think clearly, ask better questions, or run a ftighter plan.

This book Is for anyone who wants to succeed in the
consulting world. It’s for owners and operators who
want expert advice without the huge price tag, working
consultants looking to sharpen their skills and increase
their fees, and career-switchers and students who need a
straightforward guide to break into the field.



WHAT’S INSIDE

This edition Is intentionally tight, built to be read on a
weekend and used on Monday morning. No theory without
application. You will learn a practical way to break down
complex problems, structure your thinking, and move from
Insight to action:

Foundations give you the mindset and the six-step flow.

Environment analysis tools help you see markets and
competitors clearly.

Inside-the-business diagnostics reveal the root causes
that matter.

Solution design and testing convert ideas into de-risked
options.

Strategy and growth tools support pricing, scaling, and
Innovation.

Implementation turns recommendations into
accountable action.

Everyday toolkit - simple checklists, templates, and real-
world examples to help you master the core habits of a
consultant.

WHAT MAKES THIS BOOK DIFFERENT

Plain English and light tone, easy to understand and
apply the ideas.

Actionable frameworks with examples you can copy.
Balanced view of strategy and execution.



HOW TO USE THIS BOOK

« Skim the frameworks first, then come back to the
deeper examples.

» Apply as you read - pick one active problem and run it
through each step.

* Save the templates - they're designed to be reused.

* Share the checklists with your team - a shared language
speeds up decisions.

By the end, you will be able to frame problems crisply,
structure your analysis, and communicate a recommendation
that leaders can act on. You'll also know how to make change
stick, because good slides do not move KPIs, good execution
does.

Let’s dive in and turn consulting thinking into your everyday
superpower!

Business Explained Team




FOUNDATIONS OF
MANAGEMENT GONSULTING

WHAT MANAGEMENT GONSULTING REALLY MEANS:
BEYOND THE JOB TITLE

Myth vs. Reality

Q) Myth: Consultants know everything.

.4 Reality: Consultants don’t know everything - they know
how to ask the right questions, analyze problems, and
structure solutions so businesses can find the best path
forward.

The art and science of management consulting

Mastering management consulting means blending analytical
precision with human insight to tackle complex challenges.
The science comes from structured tools, data-driven
decisions, and proven methodologies that cut through chaos
and reveal clarity. The art emerges in the ability to read
people, influence stakeholders, craft compelling stories,

and build trust while leading organizations through change.
When these two forces meet, consulting rises beyond a job

- It becomes a craft. True mastery lies not only in having
answers, but in asking sharper questions, uncovering hidden
opportunities, and creating impact that endures long after
the consultant has left the room.



Beyond the title

Management consulting is often misunderstood as a career
of sulits, slides, and high fees. In reality, It Is a disciplined
approach to solving complex business problems. Consultants
combine structured thinking, methodical analysis, and
practical insight to guide leaders toward solutions that can be
Implemented and measured. The title matters less than the
mindset, the ability to break down complexity, prioritize what
matters, and turn analysis into action.

Consulting as a way of thinking

You do not need to be a paid consultant to use these
methods. Every business leader applies consulting skills when
diagnosing operational bottlenecks, deciding where to invest,
or assessing new markets. Thinking like a consultant means
framing problems clearly, testing assumptions, and making
decisions based on structured evidence rather than intuition
alone. It Is about being systematic without losing sight of
real-world constraints.

Clarity, confidence, and results

The most effective consultants deliver three things: clarity
about the true problem, confidence in the chosen approach,
and measurable results. They combine analysis with judgment,
structure with flexibility, and strategy with execution. Success
comes from solving the right problems in a way that sticks,
not from impressing with complex frameworks.

Some of the simplest frameworks used by top consulting
firms, like issue trees, MECE thinking (Mutually Exclusive,
Collectively Exhaustive), or value chain analysis, can be
applied immediately in your own business without hiring a
consultant, yet they produce insights worth thousands of
dollars.



Example

A mid-size company sees stagnant sales. The CEO assumes
marketing is failing. A consultant builds a short issue tree:
awareness, conversion, retention. Data shows leads are
strong, but repeat business is low. The real problem is
customer retention. By focusing efforts here, the CEO
Implements loyalty programs and customer success
Initiatives, driving measurable growth without increasing
marketing spend.

Expert Tip

When approaching any business challenge, start by asking,
“What does success look like, and how will I know when

I achieve 11?” Defining clear outcomes first anchors your
analysis and prevents wasted effort chasing irrelevant issues.

10



THE GONSULTANT'S MINDSET:
STRUGTURED, ANALYTIGAL, GLIENT-GENTERED

Think like a consultant

At the heart of consulting Is a mindset, not a title. Successful
consultants approach problems systematically, break them
INfo manageable pieces, and always focus on outcomes that
matter. This mindset combines analytical rigor with curiosity,
and a relentless focus on the client or organization’s goals. It
IS not about having all the answers, but about asking the right
questions and structuring your work so insights can be acted
upon.

Structured thinking in practice

Consultants rely on frameworks and tools not for decoration,
but to organize complexity. Using clear issue trees, MECE
principles, and hypothesis-driven approaches allows you 1o
prioritize what to investigate first, avoid wasted effort, and
focus on high-impact areas. Structured thinking is a skill you
can develop over time, and It pays off by reducing confusion,
accelerating decisions, and making recommendations easier
to Implement.

Analytical rigor

Being analytical means combining qualitative observations
with quantitative evidence. It Is about gathering the right
data, validating assumptions, and testing hypotheses before
making recommendations. Consultants are comfortable with
ambiguity but disciplined in separating fact from opinion,
spotting patterns, and weighing trade-offs. This rigor ensures
solutions are realistic, defensible, and measurable.

11



Client-centered approach

Everything a consultant does Is oriented around the client’s
success. It requires empathy, communication, and the

ability to build trust. Understanding the client’s priorities,
constraints, and culture Is just as Important as the analysis
Itself. By aligning your recommendations with what the client
can realistically execute, you increase adoption and impact.

Start every engagement by clarifying the client’s objectives In
a single sentence. This grounds all your analysis and ensures
that every recommendation addresses the most important
outcome.

Targeting the true bottlenecks

A company is struggling with internal inefficiencies. Instead
of iImmediately redesigning processes, a consultant first
maps the workflow, talks to key stakeholders, and identifies
bottlenecks. The solution targets the areas that actually
create delays, rather than areas that “look inefficient.” The
result Is faster implementation, better buy-in, and tangible
Improvement in operations.

12



The 6-Step
Problem-Solving Process

1. Clarify
the Problem

2. Structure
the Problem

3. Prioritize
RS
of Focus

4.
Analyze
Drivers

5. Synthesize
and Generate
Solutions

6. Implement
and Follow up

13



THE 6-STEP PROBLEM-SOLVING PROGESS

A roadmap for clarity

Every consulting engagement, no matter the size or industry,
follows a similar rnythm: define the problem, analyze i,
generate options, select the best one, implement the
solution, and evaluate the outcome. It Is your roadmap for
turning complexity into actionable outcomes.

Step 1: Clarify the problem

Start by defining the situation and identifying the real

Issue. What Is the gap between current performance and
the desired outcome? Avoid assumptions and surface-level
observations. Frame the question so that solving it will drive
meaningful results.

Step 2: Structure the problem

Break the problem into smaller, mutually exclusive and
collectively exhaustive components. Using issue trees or logic
frameworks helps you see all dimensions of the challenge
without overlap. This step prevents wasted effort and ensures
you cover everything that matters.

Step 3: Prioritize areas of focus

Not every piece of the problem carries equal weight. Apply
principles like the 80/20 rule or simple scoring methods

to 1dentify which areas will deliver the highest impact for
the least effort. Prioritization keeps your work efficient and
outcome-focused.

14



Step 4: Analyze drivers

Gather data and insights to understand why the problem
exists. Use tools such as SWOT, PESTLE, KPI trees, or value
chain analysis depending on the situation. The goal Is to
uncover root causes, not just symptoms.

Step 5: Synthesize and generate solutions

Translate your analysis into actionable options. Evaluate trade-
offs, test hypotheses, and ensure each recommendation

IS realistic, measurable, and aligned with the organization’s
goals. This step bridges insight with decision-making.

Step 6: Implement and follow up

A solution Is only valuable If It Is executed effectively. Define
owners, milestones, and metrics. Track progress and Iterate
where needed. Implementation transforms insight into
tangible results and builds credibility for future problem-
solving.

Expert Tip

Document your process visually in a one-page diagram. This
forces clarity, keeps your team aligned, and provides a simple
reference for communicating your approach to stakeholders.

15



Real Case Example - Retail Clothing Chain
The situation

A regional clothing retailer with 50 stores saw profits fall
by 25% In one year. Management assumed the problem
was “poor salespeople” and wanted to invest in more sales
training.

Step 1: Define the core problem

Consultants challenged the assumption: Is it really the sales
team? They looked deeper.

Step 2: Gather key data

* Revenue dropped 10%, but not across the board.

»  Gross margin fell from 55% to 47%.

» Store traffic was stable (about 1.2 million visits per year).
- Customer satisfaction surveys stayed high (4.2/5).

Step 3: Break it down with a KPI tree

»  Profits = Revenue - Costs.
-  Revenue fell slightly, but costs (especially product costs)
rose sharply.

Step 4: Spot the root cause
Deeper analysis revealed:

*  Supplier costs increased 15% due to poor renegotiation.

« Markdowns doubled (from 6% to 12% of sales) because
fashion inventory wasn’t selling.

« Tralning sales staff would only fix 2% of the problem at
best.

16



Step 5: Apply the 80/20 rule

Consultants showed that 80% of the profit decline came from
two factors:

*  Supplier contract mismanagement.
* Bad buying decisions leading to high markdowns.

Step 6: Recommend targeted solutions
Instead of spending $500K on sales training, the retailer:

» Hired a procurement specialist to renegotiate contracts.
+ Introduced data-driven inventory management
software.

The Result
Within 12 months:

*  Gross margin recovered to 53%.
« Markdowns dropped to 7%.
»  Net profit bounced back by $3.5M.

17



CRITIGAL THINKING AND THE MEGE PRINGIPLE
(MUTUALLY EXGLUSIVE, GOLLEGTIVELY EXHRUSTIVE)

Clear thinking in consulting

At the heart of consulting lies critical thinking - the abillity
to cut through noise and focus on what really matters.
Critical thinking means questioning assumptions, looking
for evidence, and weighing alternatives before jJumping

to conclusions. Instead of accepting problems at face
value, consultants pause and ask, “What is really happening
here?” This habit avoids costly mistakes and makes
recommendations stronger and more credible.

The MECE principle explained

One of the most powerful tools for clear thinking is MECE -
Mutually Exclusive, Collectively Exhaustive. Mutually exclusive
means no overlaps between categories, while collectively
exhaustive means no gaps. Together, they form a logical way
of breaking down any problem into clear, non-overlapping
parts that fully cover the issue. This Is how consultants create
structure around complex problems and ensure nothing
Important Is missed.

Using MECE in practice

Imagine a company wants to grow revenue. A MECE
breakdown could be: increase the number of customers,
INCrease average transaction value, or increase purchase
frequency. These categories do not overlap and together
cover all possible growth levers. With this structure, the
consultant can then prioritize and test solutions for each
path. MECE prevents confusion, avoids double counting, and
makes communication with clients much clearer.

18



Did You Know

McKinsey & Company, the firm where MECE became famous,
trains all new consultants to think this way from day one. The
method has since spread into business schools, startups, and
even government policy-making because of its simple power
to create clarity out of complexity:.

MECE Framework

Maturity
Each category is separate
and distinct, with no overlaps.

Exclusive
An item can belong to only one
category, avoiding duplication.

Collectivity

All categories together should
cover the whole scope of

the problem.

Exhaustive

Nothing is left out, the
breakdown is complete
and comprehensive.

T

0 0" 0
[N

%

All categories
combined includes
all individuals.

No one individual
can appear in more
than one category.

19



FRAMING PROBLEMS WITH SGQR - SITUATION,
GOMPLICATION, QUESTION, ANSWER

Why SCQA works

Great consultants know that how you frame a problem often
matters more than how you solve it. The SCQA method
(Situation, Complication, Question, Answer) Is a simple
storytelling tool that brings order to messy Issues. It helps
you explain context, highlight tension, focus the right
question, and present a crisp recommendation. Clients and
teams remember stories better than abstract analysis, which
IS why SCQA has become a core consulting habit.

How it looks in action:

* Situation: Lay out the facts. “Sales have grown steadily
for five years.”

* Complication: Show what disrupted the status quo.
“Growth has now plateaued as new competitors enter.”

*  Question: Define the problem to solve. “How can we
restart growth in a crowded market?”

* Answer: Deliver your core message. “The company
should focus on e-commerce expansion supported by
digital marketing.”

Why it matters

SCQA keeps communication sharp and avoids drowning
leaders In data without direction. Instead of long reports,
you give them a logical flow they can follow in seconds.
The method also keeps your own thinking disciplined - you
must link analysis to the real question and move toward an
actionable answer.

20



Expert Tip .

When you prepare a presentation, draft your SCQA In plain
sentences before opening PowerPoint. This will force clarity
before slides add decoration.

1. Situation

Describe the current state,
context, or background.

2. Complication
Introduce the challenge,
tension, or change that

disrupts the situation.

3. Question \

Pose the key question or
\problem that needs solving.

4. Anhswer
Provide the recommendation,
solution, or way forward.

21
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ANALYZING THE

BUSINESS ENVIRONMENT

SWOT ANALYSIS FOR INTERNAL
STRENGTHS AND WERKNESSES

Conduct a SWOT analysis

What unique consulting
expertise or methodologies
give us a competitive edge?

Which client relationships or
industries are our strongest
sources of recurring revenue?

What internal resources (talent,
brand reputation, intellectual
property) set us apart from
competitors? |

Opportunities

Which industries or
geographies are experiencing
growth where consulting
demand is rising?

What new consulting trends
(digital transformation, ESG,
Al strategy) could we
capitalize on?

Are there strategic partnerships
or acquisitions that could open
doors to new markets or
service lines?

IS IS S I IS IS IS EEE IS IS s s O Eam
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Weaknesses

Where are we lacking skKills,
tools, or capacity compared
to top-tier consulting firms?

Are there inefficiencies in our
project delivery model that limit
scalability or margins?

What feedback from clients
highlights areas where we
consistently underperform?

Threats

How vulnerable are we to
competition from larger
global firms or agile boutique
consultancies? ?

What regulatory, economic,
or technological shifts could
reduce client demand for
our services?

Are client expectations for
pricing, speed, or digital
capabilities outpacing our
current offerings?

_—_—_—_—_—_—_’



Myth vs. Reality

Q) Myth: Internal teams already know everything consultants
would say.

.4 Reality: External consultants bring fresh eyes, objectivity,
and cross-industry lessons that insiders might miss.

Why start with S and W

SWOT Is a classic that has been around for decades. Don’t
confuse Its simplicity with weakness. Done right, It gives a
sharp X-ray of where a business stands. Start with Strengths
and Weaknesses to map what you control (internal reality),
while Opportunities and Threats put that reality into the
bigger market context (external factors). You will handle
external factors in the next sections with PESTLE and Five
Forces.

This separation keeps your thinking clean, prevents confusion,
and makes later strategy choices faster and sharper
(Sharma, 2024).

What counts as internal

Internal items live inside your four walls, or inside your direct
control: capabilities, assets, processes, brand equity, cost
structure, unit economics, talent, culture, technology stack,
data quality, distribution reach. If you can change it without
the market’s permission, It belongs here.

23



Five steps to run a focused strengths
and weaknesses analysis

Most SWOT sessions fail because they are too broad. Teams
ist everything under the sun and end up with a wall of sticky
notes that never turns into action. The cure Is focus. Start
with a clear goal, then filter your Strengths and Weaknesses
through that lens. Here Is a five-step process you can use:

2. Gather evidence

Work with hard data, not gut
feelings. Pull the numbers that
matter: customer acquisition cost
(CAC), lifetime value (LTV), churn,
defect rates, on-time delivery, cash
flow trends. Opinions spark debate,
but metrics drive clarity.

4. List weaknesses

that block the goal

What slows you down or adds risk?
Maybe it’s long cycle times, high
returns, dependence on one
supplier, or lack of specialized
talent. These are the hidden
brakes on progress.

O,
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1. Define the goal

Anchor the exercise with one crisp
sentence, such as “increase gross
margin by 5 percentage points” or
“expand into one new market by
next year.” Without a goal, SWOT

is just brainstorming. With a specific
goal, it becomes a strategy.

3. List strengths that

support the goal

What gives you an edge?

Examples: low churn, high NPS,
proprietary data, strong brand
equity, or cash reserves. Keep it
specific and connected to the target.

5. Rank by impact and control
Not every point matters equally. Use
a simple grid: High Impact vs Low
Impact, High Control vs Low Control.
High-Impact, High-Control items are
your immediate levers. For example,
reducing defect rates might deliver
fast savings, while “global economic
uncertainty” may be real but out of
your hands.



A focused S and W exercise takes less than 60 minutes If you
keep the group small (3-5 people), set a timer, and push for
evidence-based answers. The clarity it creates Is often better
than weeks of unfocused debate.

Example

A mid size SaaS firm wants to lift margins. Strengths include
92 percent logo retention, strong upsell to enterprise, and

a modular codebase that speeds releases. Weaknesses
Include high support ticket volume per customer, inconsistent
onboarding, and discounts that erode price integrity. Ranking
by impact and control points to two quick wins, redesign
onboarding to cut early tickets, and tighten discount policy
with guardrails. Both sit inside management’s control and
move margin faster than a broad market push.

25



Quick Win Action Plan for Margin Lift

Reduces

Redesign and standardize . ; Customer 3-6
Onboarding onboarding journey to cut SUPPOTL COSLS, Success months
early support tickets IMPTOVes Lead
retention
: Tighten discounting with Protects price .
glsrcount clear guardrails and integrity, lifts Leasdaelfihi Imgﬁgﬁte
olicy approval steps gross margin P
. Expand structured upsell Increases A t 6-9
Enterprise laybooks for enterprise revenue per i
Upsell piay P account, raises ~ Management months
P accounts L
lifetime value
_ - Cuts support
Support toSc;[Irsegﬂghfanstseerlfresseorlvuﬁgn workload, Support & 6 months
Efficiency improves Product

processes : :
satisfaction

Why these matter:
* They sit squarely within management’s control.

- They deliver faster, more measurable margin improvement
than chasing broad market growth.

- They build a stronger foundation for scaling into new
opportunities later.

Write each strength and weakness as a fact plus proof, not
a slogan, for example: Strong brand, 48 NPS (Net Promoter
Score) over 4 quarters, not just Strong brand. This keeps
debates short and decisions fast.

26



PESTLE FOR EXTERNAL FORGES

Why PESTLE matters

If SWOT tells you what Is inside your house, PESTLE tells
you what Is happening outside the windows. It forces you

to look at six external forces - Political, Economic, Social,
Technological, Legal, and Environmental. These are the winds
that move markets, sometimes gently, sometimes like a
storm. Smart consultants scan these regularly because even
the best product or process can sink If the external context
shifts.

How to scan without drowning

The trap with PESTLE Is turning it into a laundry list of
headlines. That Is useless. The goal Is not to collect random
news but to spot patterns that shape opportunities and risks.
To keep It practical:

1 Pick the two or three most relevant factors in each
category.

2 Link them directly to your business model or project.
3 Rank them by urgency and influence.

This way, PESTLE becomes a radar, not a scrapbook.

27



Example
Imagine a food delivery startup in a growing city:

*  Political: new labor regulations around gig workers could
ralse costs.

.  Economic: inflation pushes restaurant partners to cut
margins.

» Social: younger consumers demand faster, greener
options.

» Technological: drones and autonomous vehicles are
becoming pilot-ready.

» Legal: stricter data privacy rules affect customer tracking.

*  Environmental: pressure mounts to reduce plastic
packaging.

Mapping this out shows where to adapt: automate logistics,
design eco packaging, and prepare for new labor compliance.
Suddenly, the future feels less like guesswork and more like a
plan.

Economic

Political @ PESTLE ANALYSIS Enviromental
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Top 3 Must-Act Priorities
for Food Delivery Startup

Redesign workforce

Labor , New gig worker laws model: blend gig + Immediate
Compliance can raise costs and part-time staff, optimize (0-6
(Political) disrupt operations routing and shifts months)

Younger consumers

(SSUSt?irgb“ity expect greener Launch eco-packaging Immediate
ocla solutions, regulators program, h!ghllght Jreen (0-6
Environmental) delivery in branding months)

push eco standards

Create tiered fee options

Partner . Inflation squeezes 4 add val dded Short-term
Economics restaurants, risking and add va ue—kat. © (612
(Economic) attrition services (marketing, months)

analytics, loyalty tools)

The fastest path to resilience comes from three moves:

*  Protect margins by managing labor and fees effectively
*  Win loyalty with consumers through sustainability efforts
- Strengthen partnerships with restaurants to secure long-

term collaboration

This approach keeps the focus clear while still leaving room
to test future tech solutions like drones and autonomous

vehicles.

Many executives admit that external disruptions, rather than
iInternal mistakes, are often the main reason strategies fall
short. Yet only a portion of them have a structured approach
to Identify and prepare for these forces.

29



PORTER'S FIVE FORGES FOR GOMPETITIVE DYNAMICS

Why Five Forces still matter

Michael Porter created the Five Forces model in 1979, yet it’s
still one of the best ways to understand competitive pressure.
Markets are not shaped by one rival, but by five forces pulling
on profitability: industry rivalry, supplier power, buyer
power, new entrants, and substitutes. The genius of the
framework Is that It shows you where profits leak and where
they can grow.

8

e
W

Supplier power

Buyer power

Threat of
new entrants

v

Threat of
substitutes

v
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Breaking down the forces

1 Rivalry among competitors - Price wars, feature battles,
and marketing spend all eat into margins.

2 Supplier power - Few suppliers with unique inputs can
squeeze you, like chipmakers in tech.

3 Buyer power - Customers with many alternatives push
down price or demand extras.

4 Threat of new entrants - Low barriers to entry invite
challengers. High barriers protect incumbents.

S Threat of substitutes - Alternatives outside your industry
can steal demand (think Neftflix vs cinema).

Example
Imagine a coffee chain:
* Rivalry is high with local cafés and global brands.

*  Supplier power is medium since beans are widely
avallable but quality sources are limited.

»  Buyer power Is rising as customers can easily switch to
other cafés or home brewing.

*  New entfrants are common since opening a café Is
relatively easy.

»  Substitutes are strong, from energy drinks to at-home
espresso machines.

This analysis explains why margins in coffee are tight, but also
why chains that invest in brand loyalty, unique experiences, or
tech-enabled convenience find room to win.

31



Research shows that industries with high barriers to entry and
low supplier power deliver 2-3 times higher profit margins
than industries with weak barriers and concentrated suppliers
(Porter’s own studies, Harvard).

MARKET SIZING: TAM, SAM, SOM

Why market sizing matters

If SWOT and Five Forces show you how competitive the
game Is, market sizing tells you how big the prize can be.
Before launching a product, entering a new region, or
pitching investors, you need a grounded estimate of the
opportunity. That's where TAM, SAM, and SOM come In.

TAM

Total
Addressable
Market

EVG

Earlyangelists

SOM

Serviceable
Obtainable Market

32



Breaking down the three levels

- TAM (Total Addressable Market) - the biggest possible
number: the total demand for your product or service If
you captured 100 percent of the market.

« SAM (Serviceable Available Market) - the realistic slice
of TAM you can target, given your product scope and

geography.

* SOM (Serviceable Obtainable Market) - the actual share
you can win in the short term, based on your capacity and
strateqy.

Here’s how TAM, SAM, and SOM work In practice, using a
coffee chain as an example:

Market Sizing Example for a Coffee Chain

Level Definition Calculation Exam Estimated
Value

TAM Entire coffee market U.S. coffee market >
(Total (retail + cafés + $11OI? annually (retail + $110B
Addressable at-home) out-o —h(?me combined,
Market) Statista 2024)
SAM ] Out-of-home coffee U.S. coffee shop market
(Serviceable consumption (cafés, ~ $45B annually $45B
Avallable chains, restaurants) (IBISWorld/Statista)
Market)
(SS?el\lflviceable Realistic share the Example: operating In

: chain could capture 10 metro areas with ~3% $1.5B-$2.0B
Obtainable in target regions combined share of
Market) those markets
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How this plays out for strategy
* TAM tells the “dream celling” (all coffee everywhere).
* SAM narrows It to the actual cafe/chain battlefront.

*  SOM keeps management focused on what’s realistically
winnable in their chosen geographies.

According to Statista (2024), Starbucks alone controls ~40%
of the U.S. coffee shop market, showing how brand power
and scale tilt the game even in a crowded field.

Another example of applying TAM, SAM, and SOM comes
from a digital product perspective, such as a fithess app.

Example
Consider a new fithess app:
»  TAM: Global fitness and wellness apps, $50B.

* SAM: Subscription-based fithess apps In English-speaking
countries, $10B.

*  SOM: With current marketing budget and features,
capturing 0.5 percent = $50M.

This step-down logic forces teams to stay realistic. TAM
Inspires, SAM narrows focus, SOM guides execution.
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Turning Big Markets into
Realistic Opportunities

m
ayer

Total market

lobal fit =
TAM demand if you had Globa I$%%SBS aPpS $508B
100 percent share
Portion of TAM you English-speaking
SAM can serve based on subscription fitness $10B
scope/geography apps = $10B
Realistic short-term 0.5 percent share =
SOM
share you can capture $50M $50M

Did You Know

Investors consistently rank market size among the top three
factors when deciding to fund startups. A great product in a
small market often loses to a good product in a huge market.
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VALUE GHAIN ANALYSIS TO SPOT LEVERAGE POINTS

Why the value chain matters

Every business is a chain of activities that turn raw inputs
Into customer value. Michael Porter called it the value

chain because each link either adds value or drags down
performance. Mapping the chain helps leaders see where
money Is made, where It leaks, and where small changes can
create outsized impact.

Breaking down the links
A typical value chain has two parts:

*  Primary activities: inbound logistics, operations,
outbound logistics, marketing and sales, service. These
touch the product directly.

*  Support activities: HR, technology, procurement, firm
iInfrastructure. These keep the engine running.

The magic comes when you line them up and ask:

*  Where do we excel?
«  Where do we lag?
- Which links, If fixed, would unlock the most leverage?

Example
Take an e-commerce retaller:

* Inbound logistics: strong supplier network, smooth
Imports.

»  Operations: warehouse automation cuts costs.
Outbound logistics: last-mile delivery delays frustrate
customers.

»  Marketing: data-driven ads deliver growth.

» Service: weak returns process hurts loyalty.
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Value Chain Leverage Points
for E-Commerce Retailer

Activity Current State Leverage Point

Labor Strong supplier Maintain supplier
Compliance netwo?k sfn%oth Strength relationships, negotiate
(Political) im 'orts better terms to protect
P margins
Sustainability Warehouse Scalg automation fgrther,
(Social & automation Strength reinvest savings into
Environmental) cuts costs delivery & service
improvements
Partner . Last-mile delivery Partner with more reliable
Economics delays frustrate Strength couriers, expand regional
(Economic) customers fulfillment centers

Fixing delivery and returns boosts margins and loyalty faster
than spending more on ads. Better logistics and service cut
iInefficiencies and keep customers happy, which drives profit
and retention. Ads bring people In, but If delivery and returns
are weak, the funnel leaks. That’s why optimizing these areas
IS the smarter, more sustainable path to long-term growth.

You've learned to think like a consultant, viewing a business
from the outside In.
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Here are the key frameworks you now have in your toolkit:

*  SWOT Analysis provides a quick snapshot of a company’s
iInternal strengths and weaknesses and external
opportunities and threats.

« PESTLE widens the lens to understand broader market
forces (Political, Economic, Social, Technological, Legal,
Environmental).

« Porter’s Five Forces shows how competition from rivals,
suppliers, buyers, new entrants, and substitutes influences
profitability.

* Market sizing gives you the numbers (TAM, SAM, SOM)
to determine If a market Is worth pursuing.

»  Value Chain Analysis helps you pinpoint the specific
activities where improvements will have the biggest
Impact.

Did You Know

McKinsey studies reveal that companies focusing on
optimizing just one or two key value chain activities can
Increase profitablility, even without growing revenue.

Together, these tools turn a messy market into a clear map.
They help you see where to play, where to avoid, and where
to push hardest for results. Consultants rarely use all five

INn one go, but knowing how they fit together gives you a
flexible toolkit you can adapt to any project.

[Note: We recommend reading Strategic Success - From
Vision to Victory by Success Blueprints. This book offers a
practical framework that transforms how business strateqy Is
understood and applied.]
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BREAKING DOWN
PROBLEMS INSIDE THE BUSINESS

KPI TREES AND ROOT GAUSE ANALYSIS

Myth vs. Reality

Q) Myth: Consultants rely on guesswork and PowerPoint
slides.

.4 Reality: The best consultants are data detectives - they
dig deep Into numbers, processes, and patterns before
recommending anything.

Beyond the numbers

Numbers tell stories, but only If you know how to read them.
In every business, leaders obsess over a few key performance
iIndicators (KPIs) like revenue, profit margin, or customer
churn. The problem is, these numbers are outcomes, not
causes. A revenue dip might come from fewer customers,
lower order value, or declining repeat rates. Unless you break
the KPI down, you risk treating the symptom instead of fixing
the real Issue.

A KPI tree Is the consultant’s way of unpacking a big metric
Intfo smaller, measurable drivers. Start with the headline KPI
(say, revenue), then branch into Its components (customers
x average order value). Keep drilling down - customers

split Info new and returning, returning splits into purchase
frequency x churn. By the time you are done, you can frace a
problem directly to Its root. This method also makes invisible
levers visible: you might discover that improving retention
by just 5% adds more revenue than chasing costly new

customers.
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Once you have the tree, you run root cause analysis. Tools
ike the 5 Whys or a Fishbone Diagram help dig deeper into
why a specific driver I1s underperforming.

Take on-time delivery as an example. Ask why it’s low:
supplier delays. Why? Overreliance on one vendor. Why?
Because there’s no dual-sourcing policy. By the fifth “why,”
you're no longer looking at surface symptoms, you've
uncovered a policy gap.

Alternatively, you can use a Fishbone Diagram, a visual tool
that sorts possible causes into categories such as People,
Process, or Equipment. This makes It easier 1o see patterns
and spot where the real issue lies.

Expert Tip

When building KPI trees, do not try to cover everything.
Focus on one high-stakes KPI at a time and go just deep
enough to find where action can actually move the needle.

Example

An e-commerce startup saw stagnant revenue and assumed
It needed more marketing spend. A KPI tree revealed the real
Issue: returning customers were buying less often because
delivery times slipped during peak season. Fixing logistics,
not Increasing ads, unlocked growth.
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THE 80/20 RULE IN PRAGTIGE

Myth vs. Reality
Q) Myth: Consultants make problems look overly complex.

.4 Reality: Consultants simplify problems by applying tools
like the 80/20 rule, finding the 20% of causes that solve 80%
of Issues.

Focus on high-impact inputs

If you only remember one principle from consulting, let it be
this: not all inputs are equal. The 80/20 rule, also known as
the Pareto principle, says that roughly 80 percent of results
come from 20 percent of causes. In business, this pattern
shows up everywhere - a small fraction of products drive
most of sales, a few customers generate most of profits, and
a handful of problems cause most of the pain.

The trick Is not to worship the exact numbers but to embrace
the iImbalance. Instead of treating every task, customer, or
cost as equally important, consultants zoom in on the critical
few that create the biggest impact. That is how they find
leverage points others miss. Think of it as turning a spotlight
on the places where effort pays off fastest.

Applying the rule Is straightforward. Start with data: rank
products by revenue, customers by margin, or complaints

by frequency. Look for the “long tail” where most items or
Issues contribute very little. Then focus energy on the top
drivers. For example, doubling down on your top 10 percent
of customers might be more valuable than chasing the rest of
the market. Or solving one recurring operational glitch could
eliminate dozens of smaller issues downstream.
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Did You Know

Vilfredo Pareto, an Italian economist, first noticed this
principle in his garden: 20 percent of the pea pods produced
80 percent of the peas. Over a century later, it remains one of
the most useful tools in business.

Example

A mid-sized consumer electronics company reviewed Iits
product portfolio. The 80/20 analysis showed that Product
A, its flagship smartphone, generated 80% of total revenue
($800,000). Product B, a mid-range tablet, added another
10% ($100,000). Together, these two products accounted
for 90% of the company’s revenue. The remaining three
products—headphones, smartwatches, and accessories—
contributed only 10% combined.

80/20 Analysis Example — Product Revenue

Rankc | Product | Gontrbution | of Tora

Action Priority

1 Product A 800,000 80% 80% Focus - protect
and grow
5 Product A 100,000 10% 90% Focus - optimize
margin

Maintain — low

3 Product A 50,000 5% 95% effort
4 Product A 30,000 3% 98% Consider exit
5 Product A 20,000 2% 100% Consider exit
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This revealed where management should focus: protect and
grow the smartphone line, optimize margins on the tablet,
and keep the smaller products with minimal investment.
Accessories that drain resources without meaningful
contribution should be considered for exit.

Here’s a clear visual of the 20/80 rule in action. Notice how
Product A (20% of the products) dominates revenue with
80%, while the remaining four products share just 20%.

The exploded slice highlights Product A, showing where
focus, iInvestment, and innovation should go. This kind of
chart Is perfect for presentations to quickly communicate
resource priorities.

Product B
10%

Product C
5%

Product D
3%

Product E
2%
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COST ANALYSIS AND EFFIGIENGY GAPS

Myth vs. Reality
Q) Myth: Hiring consultants is always too expensive.

L4 Reality: Good consulting often saves more money than
It costs by cutting inefficiencies, fixing problems faster, and
opening new revenue streams.

Finding the hidden leaks

Every business leaks money somewhere. The trick Is not just
finding where, but figuring out whether fixing it is worth the
effort. Cost analysis Is not about penny-pinching across the
board. It is about shining a spotlight on the few areas where
iInefficiencies quietly eat margins and stall growth.

The anatomy of a cost breakdown

Start by mapping your costs into clear buckets: direct costs
(materials, labor, shipping), indirect costs (admin, utilities,
overhead), and hidden costs (returns, delays, churn). When
you put these side by side with your revenue drivers, the
gaps reveal themselves. Sometimes It is obvious like freight
costs rising faster than sales. Other times it takes detective
work like noticing a high churn rate masked inside “marketing
spend.”

Expert Tip

Pair costs with a KPI, not just an invoice. For example: don’t
just track overtime costs, track overtime hours per unit
produced. This ratio shows whether the problem is cost
Inflation or a deeper productivity gap.
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Efficiency gaps in practice

They often hide in processes rather than line items.

For example, a manufacturing firm found that defective parts
were only 2% of total output. Sounds small. But the rework
and delays doubled the real cost. In services, wasted time

Is the silent killer. A consulting team that spends 40% of

Its week chasing client feedback isn’t just inefficient - It Is
draining billable hours that could boost the bottom line.

A simple cost gap scan
Run this three-step test to spot the biggest leaks:

1 High spend, low value - Costs that consume budget
without driving revenue (e.q., software tools nobody
uses).

2 Low spend, high risk - Small costs that create big
problems when they fall (e.qg., outdated servers causing
downtime).

3 Growing faster than sales - Any cost line that rises faster
than your top line.
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Example

Imagine a mid-sized e-commerce company reviewing Its
quarterly expenses:

* Direct Costs (Materials, Labor): Labor cost per unit is
$5, but overtime hours have risen 20%, causing higher
expenses and production delays. By redesigning shifts
and adding automation, the company can reduce these
extra labor costs.

* Logistics / Shipping: Cost per delivery is $18, but routes
are Inefficient and fuel I1s wasted. Optimizing delivery
routes and renegotiating shipping rates can significantly
reduce expenses.

« Overhead (Admin, Utilities): Utility cost per square foot
Is $4, which is above the industry average. Conducting
an energy audit and installing sensors can lower energy
consumption and reduce overhead costs.

* Marketing & Sales: Customer acquisition cost (CAC)
Is $450, driven by overspending on paid ads and high
customer churn. Rebalancing the budget toward organic
channels can improve marketing efficiency and lower
CAC.

« Technology & Tools: Active usage of software tools
IS only 45%, Indicating unused SaaS subscriptions.
Canceling or consolidating licenses can eliminate wasteful
spending.

«  Other: Low-volume suppliers have poor terms, adding
extra costs. Negotiating bulk discounts or better supplier
agreements can improve cost efficiency.
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Cost Analysis and Efficiency Gaps Example

Cost Category sgg:::r(‘é) m

Direct Costs
(Materials,
Labor)

Logistics /
Shipping

Overhead
(Admin,
Utilities)

Marketing
& Sales

Technology
& Tools

Other

500,000

150,000

90,000

200,000

/5,000

30,000

Labor cost
per unit = $5

Cost per
delivery = $18

Utility cost per
sqg. ft. = $4

CAC = $450

Active usage
= 45%

VAL Suggested
8roken) Action

Overtime
hours up 20%

Routes
inefficient,
fuel waste

Energy use
above industry
average

Paid ads
overspending,
high churn

Unused SaaS
subscriptions

Low-volume
suppliers,
poor terms

High

High

Medium

High

Medium

Low

Redesign
shifts, add
automation

Optimize routes,

renegotiate
rates

Energy audit,
Install sensors

Rebalance to
organic
channels

Cancel or
consolidate
licenses

Negotiate
bulk discounts

Insight: The biggest leaks here are in labor (overtime) and
logistics. Fixing just these two could free up more than
$100,000 annually without cutting headcount or slashing

budgets.

According to McKinsey, companies that actively analyze
efficiency gaps across all cost categories can cut operational
expenses by 10-30% annually without affecting output.

It shows that many businesses have substantial hidden
Inefficiencies. Proactively analyzing costs isn’t just about
saving money; it’s about optimizing the entire operation to be
leaner and more effective.
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PROGESS MAPPING AND BOTTLENECK IDENTIFIGATION

Making processes visible

Every business runs on processes, whether it is fulfilling an
order, onboarding a client, or closing the books. The problem
IS tThat most processes live In people’s heads. That makes
them invisible - and what you can’t see, you can’t improve.
Process mapping makes the invisible visible. It lays out every
step, handoff, and decision point so you can spot where
things slow down or break.

Why map a process

When you draw a process step by step, you shift from
assumptions to facts. A sales manager might swear that
contracts are slow because of legal review. But once mapped,
It becomes clear that contracts sit idle for five days in the
rep’s Inbox before even reaching legal status. The simple act
of visualization cuts through blame and reveals reality.

Tips for effective mapping:

*  Start simple: Focus on your core processes first,
then expand.

+  Highlight critical dependencies: Use bold or color
to mark steps where delays or errors have the biggest
Impact.

* Look for feedback loops: Note where outputs circle back
to affect the same process (e.q., customer complaints
driving product improvements).

* Update regularly: Business systems evolve, so revisit the
map to maintain accuracy and relevancy.
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Expert Tip

Always map the “as-i1s” process before the “ideal” one. Teams
love to jump ahead to how things should work, but the gold
lies In understanding how things really work today.

Spotting bottlenecks

A bottleneck Is the step where work piles up, time is lost,

or costs explode. They often appear where there’s limited
capacity (one overworked specialist), excessive handoffs
(four approvals for one invoice), or unclear ownership
(nobody knows who should act next). Bottlenecks are
expensive not just because they delay one task, but because
they ripple across the entire system. One late approval can
hold up dozens of orders.

From map to action

Once bottlenecks are visible, fixing them can be surprisingly
straightforward: automate approvals, standardize forms, or
redistribute workload. The key Is to focus on leverage points
- changes that free up flow across the whole process, not
just In one corner. According to the Theory of Constraints,
Improving the slowest step In a process can increase overall
system throughput by 20-50%, even If nothing else changes.

Bottleneck scan worksheet

Purpose: Identify where delays, inefficiencies, or overloads
occur In your workflow so you can optimize processes and
INncrease efficiency.
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Example

Imagine a marketing team notices that approvals take
twice as long whenever multiple managers are involved. By
streamlining decision-making to a single point of approval,
they cut the average campaign start time from 5 days to 2
days - a 60% improvement in workflow speed.

Instructions:

1 List each step of your workflow in the Process Step
column.

2 Record the Time Taken for each step (average or typical
duration).

3 Assign a Responsible Owner for accountability.

4 Note any Bottleneck Notes / Observations - what slows
down the process or causes rework.

S5 Optionally, review the table to see patterns and identify
the steps with the biggest impact on delays.
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Process Mapping and Bottleneck
Identification Example

Process Step Time Taken u

Step 1-Example: 5 h Waiting on additional
ours Jane D. . )
Approve client request details from client

Bottleneck Notes /

Observations

Step 2 - Example: Multiple reworks due
Prepare internal briefing 4 hours Mark's. to unclear specs

Step 3 - Example:
Send materials T hour Production Team
to production

Equipment unavailable
at peak times

Tips for effective bottleneck scanning:

« Track for a week or more to capture variations in
process timing.

» Highlight steps with frequent delays - these are your
main bottlenecks.

+ Collaborate with your team - sometimes bottlenecks
aren’t obvious without input from everyone involved.

»  Focus on high-impact fixes first - small changes in a
major bottleneck can create outsized improvements.

- Reassess periodically - processes evolve, so regular
scans keep workflows optimized.

On average, over 70% of business inefficiencies can be
traced to just 20% of a company’s process steps. This Is why
bottleneck scanning Is so powerful - It pinpoints the high-
Impact areas first, allowing you to focus your efforts where
they will have the greatest effect.
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SYSTEMS THINKING: SEEING INTERCONNECTIONS

Understanding how different parts of a business interact

It Is key to spot hidden opportunities and prevent small
Issues from becoming major problems. Systems thinking is
about seeing the bigger picture, recognizing patterns, and
understanding the ripple effects of decisions across your
organization (Wilkinson, 2024).

The web of business operations

From sales to production to customer support, every

process In a company Is interconnected. A change in one

area can trigger effects elsewhere, often in unexpected

ways. For example, cutting production costs might improve
short-term profitability but could reduce quality, leading

to more customer complaints and returns. Seeing these
Interconnections helps managers make decisions that balance
efficiency, quality, and long-term sustainability:.

Example

A software company noticed that rushed feature releases
were causing customer support overload. By mapping the
connections between development, QA, and support, they
iIntfroduced automated testing and phased rollouts, reducing
support tickets by 40% in three months.

Feedback loops and patterns

Systems thinking emphasizes feedback loops, both positive
and negative. Positive loops amplify changes (like viral
marketing campaigns boosting sales quickly), while negative
loops stablilize a system (like inventory limits preventing
overproduction). Identifying these loops allows businesses 1o
predict outcomes and intervene before small iIssues escalate.
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Practical steps for seeing interconnections

1 Map your processes: Draw a visual flow of your
operations, showing inputs, outputs, and interactions.

2 Identify dependencies: Note where delays, errors, or
resource constraints affect multiple areas.

3 Analyze ripple effects: Consider how changes in one
department might influence others, including hidden
costs or benefits.

4 Use scenario thinking: Test decisions mentally or via
simulations to anticipate consequences across the
system.

Some companies use “system archetypes,” like the “Limits
to Growth”™ pattern, to predict where growth will naturally

stall without intervention, helping leaders proactively plan

solutions.

Systems interconnection mapping worksheet

Purpose: Understand how different processes, teams, or
departments affect one another to spot risks, opportunities,
and potential iImprovements.
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Instructions:

1 List your main Processes / Teams / Departments in the
first column.

2 Identify Inputs (what this process needs to operate
effectively).

5 Identify Outputs (what this process produces that
Impacts other areas).

4 Note Connected Processes (who depends on these
outputs or provides inputs).

5 Add Observations / Ripple Effects - unexpected
Impacts, risks, or opportunities that arise from this
Inferconnection.

Example

In a mid-size SaaS company, the Product Development
team relies on market research and feature requests as
INnputs to produce new product features and prototypes.
These outputs connect directly with Marketing, Sales, and
Customer Support. If feedback is incorporated late, product
launches are delayed, which in turn affects Sales’ ability to
meet targets and Customer Support’s readiness to assist
clients effectively.

Similarly, the Finance team uses budget approvals and
expense reports to produce forecasts and financial reports.
Inaccurate or delayed forecasts can restrict marketing
campaigns and postpone hiring decisions, showing how one
team’s output ripples across the organization.

The following table helps visualize these connections,
highlighting where delays, bottlenecks, or misalignments can
Impact multiple teams and overall performance.
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Team Interactions and Workflow Impact

Inputs

Product

Development

Finance

IT / Systems

Human
Resources

Marketing

Sales

Customer
Support

Operations

Legal /
Compliance

Market
research,
feature
requests

Budget
approvals,
expense
reports

Software
requirements,
user feedback

Hiring
requests,
performance
reviews

Campaign
budget,
content

assets

Leads,
CRM data

Product info,
training

Inventory
data, supplier
updates

Regulatory
updates,
contracts

Outputs

Produced

New product
features,
prototypes

Financial
forecasts,
reports

Internal
tools, system
updates

New hires,
training
programs

Leads,
promotions

Revenue,
client
feedback

Resolved
tickets,
feedback

Product
availability,
logistics
schedules

Risk
assessments,

policy
approvals
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Connected Obse
Processes [ Teams / Rippl

Marketing,
Sales, Customer
Support

All departments

All teams

All departments

Sales, Customer
Support

Marketing,
Finance

Product,
Marketing

Product,
Sales

All departments

Late incorporation of
feedback delays
launches, impacting
Sales and Customer
Support readiness

Inaccurate forecasts
can constrain
Marketing campaigns
and delay hiring
decisions

System downtime
slows workflows
across Sales and
Support, reducing
productivity

Slow recruitment
affects team capacity
and delays project
deadlines

High lead volume
overwhelms Sales if
not coordinated

Delays in CRM
updates slow
follow-ups,
affecting revenue

Feedback loops
improve product
quality over time

Stock shortages create
delays in fulfilling
orders, hurting
customer satisfaction

Delays in contract
reviews can slow
launches and
partnership deals



Key Takeaways for quick strategic insight:

» Cross-team dependencies matter - Delays or errors in
one team (e.g., Product Development or Finance) can
ripple across Sales, Marketing, and Customer Support.

Proactive coordination reduces bottlenecks -
Aligning inputs and outputs between teams prevents
overwhelmed workflows and missed deadlines.

- Data accuracy is critical - Reliable CRM, inventory, and
financial data ensures smooth operations and informed
decision-making.

-  Feedback loops improve performance - Insights
from Customer Support and Sales can guide Product
Development and Marketing for better outcomes.

.  Workflow visibility supports faster problem-solving
- Mapping processes helps management identify where
iInterventions will have the greatest impact.

Businesses that actively use systems thinking report
fewer operational surprises because they anticipate
Inferdependencies before they become problems.
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CRAFTING AND
TESTING SOLUTIONS

Why this part matters

Great analysis Is wasted without great solutions. This part
turns insights into action with a clear path from generating
options to choosing, de-risking, and testing them. You'll get
fast, structured ways to brainstorm, sensible frameworks o
decide, simple scoring to prioritize, practical risk plans, and
lean experiments to prove what works.

Myth vs. Reality

Q) Myth: Consulting is all about suits, flights, and five-star
hotels.

.4 Reality: The glamorous side fades quickly — most of

consulting is research, spreadsheets, workshops, and long
nights.
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GENERATING OPTIONS: BRAINSTORMING
WITH STRUGTURE (E.G., MORPHOLOGICAL BOX)

Why structured ideation wins

Unstructured brainstorming often produces noisy lists and
consensus bias. Structured ideation widens the search, forces
combinational thinking, and gives you traceability from idea
to choice. Start by clarifying the problem and the constraints,
then split the solution into key dimensions such as segment,
channel, offer, pricing, and capabillity. For each dimension,

ist discrete options. The goal Is volume and variety first,
judgment later. This approach prevents pet ideas from
dominating and surfaces non-obvious combinations.

The power of morphological analysis

This method was formalized by astrophysicist Fritz Zwicky
and remains a staple for exploring complex solution spaces.
Zwicky called his approach a “philosopher’s stone” for ideas
and claimed It could make the brain feel 100x more efficient
when used well.

How to build a Morphological Box

Create a table where columns are the core dimensions of the
solution and rows are the possible options for each. Pick one
option from every column to form a complete concept, then
repeat to generate many distinct concepts. Use quick rules
to prune illogical combos and keep plausible ones. Tag each
surviving concept with a short hypothesis about why 1t could
work. You now have a portfolio of testable solution concepts
Instead of a single bet.

Let’s make a concrete real-world example of a Morphological
Box so it’s easy to visualize. We'll use a practical case:
designing a new type of eco-friendly reusable water bottle.
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Step 1: Identify core dimensions

Columns of your table are the key aspects of the product that
define 1t. For our water bottle, these could be:

»  Material (what the bottle is made of)

» Shape / Size (how it looks and fits in a bag)
- Lid Type (how you open/close it)

+ Insulation (tfemperature retention)

-  Additional Feature (extra benefit for users)

Step 2: List options for each dimension

Rows under each column are the possible options:

Morphological Box Example

m Shape / Size Lid Type m.\dditional Feature

Stainless Slim 500ml Screw Cap  Double-Wall Built-in Filter
Steel

Glass Wide 750m| Flip-Top Single-Wall Collapsible for Travel
BPA-Free Phone Holder
Plastic Curvy 600ml Straw Cap None Attachment
Bamboo Pocket-Sized Push-Pull :
Fiber 350m| Cap Double-Wall Temperature Display
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Step 3: Form complete concepts

Pick one option from each column to make a complete
product concept. For example:

1 Concept A

Material: Stainless Steel

Shape / Size: Slim 500m|

Lid Type: Screw Cap

Insulation: Double-Wall
Additional Feature: Built-in Filter

Hypothesis: Users who care about durability and filtering
water will prefer this bottle for dailly commuting.

Concept B

Material: Glass

Shape / Size: Wide 750ml

Lid Type: Flip-Top

Insulation: Single-Wall

Additional Feature: Collapsible for Travel

Hypothesis: Travelers or office workers want a large,
stylish bottle that’s easy to pack when empty.

Concept C

Material: BPA-Free Plastic

Shape / Size: Curvy 600ml|

Lid Type: Straw Cap

Insulation: None

Additional Feature: Phone Holder Attachment

Hypothesis: Active users like runners and cyclists might
value convenience over insulation.
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Step 4: Prune illogical combos
Some combinations won’'t make sense, e.g.:

« Bamboo Fiber + Push-Pull Cap + No Insulation
+ Temperature Display
- Hard to implement technically.

You remove these to focus on plausible ideas.
Step 5: Portfolio of concepts

Now you have multiple testable product concepts instead of
one single idea. You can prototype, survey, or test-market
several to see which resonates most with users.

From wild combos to shortlists

Cluster similar concepts to avoid duplicate testing. Add a
quick screen such as must-haves, time to first signal, and
dependency count. Keep what Is feasible within your runway
and capabillities. Convert each shortlisted concept Intfo a one-
page card with problem, users, core idea, assumptions, and a
first test. You've moved from Idea chaos to a testable slate of
solutions.

Decades of research show interactive group brainstorming
typically yields fewer ideas than the same people ideating

alone and then pooling results, due to production blocking
and social loafing. Use structure to counter It.
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DECISION FRAMEWORKS: ANSOFF MATRINX,
BGG MATRIX, GROWTH-SHARE MODELS

Myth vs. Reality

) Myth: Consultants sell the same “template solution” to
everyone.

.4 Reality: While frameworks exist, every solution must
be tailored to the client’s unique industry, culture, and
challenges.

Pick your growth plays

The Ansoff Matrix was created by Igor Ansoff in his 1957
Harvard Business Review article, Strategies for Diversification.
Use it o choose the nature of growth - market penetration,
market development, product development, or
diversification. It aligns risk with how far you move from
current products and markets. Start by placing today’s
revenue by quadrant 1o see your default posture. Then map
candidate solutions from your shortlist to intended Ansoff
moves. This makes risk explicit and prevents accidental
diversification driven by shiny objects.

Market

Diversification
Development

New Markets

arket Product
Penetration Development

Existing Markets

Existing Products New Products
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Make your portfolio talk

The BCG Growth-Share Matrix was intfroduced by Bruce
Henderson In the late 1960s at Boston Consulting Group and
remains a portfolio staple. Use it to diagnose where cash iIs
generated and where It Is consumed across products or units.
Stars need fuel, cash cows fund the journey, question marks
demand ftough calls, and dogs need a strategy or a sunset.
Combine share and market growth with your internal unit
economics to avoid quadrant myths. The output is a funding
plan that matches strategy with resource reality.

Market Share

High Low

QUESTION MARKS
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Avoid common misuses

These frameworks guide thinking; they do not compute
answers. Don’t force everything into one quadrant or one
move. Revisit placements quarterly because categories
change with markets. Pair frameworks with evidence from
customers, costs, and capabilities. The win Is clarity about
why you are choosing one path over another.

Example

A consumer electronics firm mapped options and discovered
Its profitable accessories were true cash cows while a new
audio line was a question mark. They ring-fenced cow cash
to fund a focused feature sprint on the question mark, turning
IT Into a star the next cycle.
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PRIORITIZATION TOOLS: IGE SCORING,
WEIGHTED SGORING MODELS

Quick triage with ICE

The ICE model is widely credited to Sean Ellis of
GrowthHackers and remains a dominant quick-prioritization
tool for growth teams. When speed matters, score ideas

on Impact, Confidence, and Ease. Multiply the three

1-10 ratings to get an ICE score and sort descending. Use
confidence to penalize wishful thinking and ease to reward
actions you can execute now. ICE won't capture nuance, but
IT gets you moving with a rational first cut. Re-score after
Initial learning to keep momentum grounded In evidence.

When to go weighted

For bigger bets, build a weighted scoring model with
criteria like customer value, revenue potential, time to signal,
strategic fit, and risk. Assign weights that reflect strategy, not
politics, and publish them so the team sees the trade-offs.
Score each option collaboratively, then run a sensitivity check
by nudging weights +10 percent. If rankings swing wildly,
revisit your criteria or assumptions.

Bias-proofing the scores

Score Independently first, then discuss. Use ranges, not single
points, when uncertainty Is high. Cap any single criterion’s
weight to avoid “one-number decides all.” Archive inputs and
scores for auditablility. Prioritization becomes defendable,
teachable, and repeatable.
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Example

A marketplace team used ICE to shrink 42 ideas to 9, then a
welghted model (with customer value 35%, revenue 25%,
time to signal 20%, strategic fit 20%) to select 3 pilots.
Two produced clear wins within one quarter and advanced 1o
build.

Impact

Measures how much of
a difference the idea
will make if it succeeds.

Reflects how sure you
are that the idea will
work as intended.

A &

Measures how simple it is to
| implement the idea compared

to other options.
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RISK ASSESSMENT AND MITIGATION PLANNING

Myth vs. Reality
Q) Myth: Consultants eliminate all business risks.

.4 Reality: Consultants can’t remove risk but they can
iIdentify blind spots, reduce uncertainty, and prepare
companies to manage It smarter.

Map the risks clearly

List assumptions behind each shortlisted solution and turn
them into specific risks using the simple formula if X
happens, then Y impacts. Score likelihood and impact on a
1-5 scale to form a quick risk matrix. Highlight the few high-
high items that can sink the effort. Name an owner for each
risk and set early warning indicators. What gets named gets
managed.

Design mitigations upfront

For each top risk, choose one of four plays - avoid, reduce,
transfer, accept. Avoid by changing scope, reduce by adding
controls or pre-work, transfer via vendor SLAS or insurance,
and accept with explicit thresholds. Link mitigations to your
test plan so you learn while you lower exposure. This keeps
courage and caution In balance.

Create triggers and owners

Define go or no-go triggers before you start. Set check-ins
tied to leading indicators, not just lagging results. Document
contingency actions so teams react fast without escalation
paralysis. Close the loop by logging which mitigations paid
off to improve future bets. This turns risk work into a living
system rather than a checklist.
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Example

A fintech team feared KYC (Know Your Customer) delays
during onboarding. They reduced risk by piloting with a single
state, pre-verifying a subset of users, and signing an SLA
(Service Level Agreement) with their provider. On launch,
onboarding completion rose and support tickets dropped
without compliance hits.

A few key risks usually cause most project failures. Assigning
clear scores and owners for these risks greatly improves the

chances of success, especially when combined with step-by-
step funding and test checkpoints.

[Note: We recommend reading Risk Management Explained
by the Business Explained. Uncover various risk factors such
as strateqic risks, compliance risks, operational risks, financial
risks, and reputational risks.]

Fun Fact

In risk workshops, changing the word risk to assumption
often doubles team participation - people defend less and
share more.
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HYPOTHESIS-DRIVEN TESTING
(MVPS, PILOTS, EXPERIMENTS)

Think like a scientist

Turn each idea into a falsifiable hypothesis such as “If we
add an in-app checklist, activation will increase from 28%

to 38% within 14 days for new users.” Define the minimum
success metric and the time to first signal before you
build. Choose the smallest experiment that can disprove the
assumption. This shifts the culture from opinion to evidence
and protects time and budget.

Right-size your MVP

The term Minimum Viable Product (MVP) was coined by
Frank Robinson (2001) and later popularized by Steve Blank
and Eric Ries, particularly through Ries’s book The Lean
Startup. An MVP Is the smallest version that lets you learn
from real customers with real behavior. It can be a concierge
service, a landing page with manual fulfillment, a prototype,
or a limited rollout. The point Is validated learning with
minimal investment, not cutting quality. Pair the MVP with a
clear decision rule - scale, pivot, or stop - so results translate
Into action.
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DATA

MEASURE

MVP test checklist

Define objective of MVP test

Set clear success metrics

Assign responsible team member(s)
Launch MVP In a controlled environment
Collect feedback from users quickly
[terate or pivot based on findings
Document learnings for scall
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Measure learning not vanity

Track the single metric tied to the hypothesis and a few
guardralls like support load or churn risk. Use A/B tests or
phased pilots to compare against the current baseline. Bank
the learning In a playbook and update your scores and risks.
Iterate quickly, or kill quickly, but always deliberately.

Example

A logistics startup hypothesized that pickup window
suggestions would cut failed deliveries. A two-week pilot to
10% of routes improved on-time delivery by 11%, with neutral
support load, and graduated to a citywide rollout.

In short: guiding customers to pick realistic, convenient
delivery times cuts errors and failures in the delivery
process.

Fun Fact

Obama’s 2008 campaign famously used A/B testing
to lift sign-ups by around 40%, helping to mainstream
experimentation in non-tech organizations (Christian, 2012).

Now, you have a full pipeline from idea generation to a
validated solution.

Here are the key tools you have to move from idea to
execution:

»  Structured brainstorming generates diverse options
without chaos.

»  Decision frameworks align your choices with strategy
and portfolio realities.

*  Prioritization models focus effort where returns are
highest.
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* Risk planning keeps bold moves survivable.

» Hypothesis-driven testing turns uncertainty into
knowledge so you scale only what works.

Crafting and testing solutions worksheet

Purpose: Guide your team through generating, prioritizing,
de-risking, and testing solutions in a single structured

workflow.

Morphological Box - Generate Options

Dimension

Segment

Channel

Offer

Pricing

Capability

Option 1

New
customers

In-app
notification

Tutorial
checklist

Free trial
extension

Automated
messages

Option 2

High-value
customers

Email
campaign

Discount for
upgrade

Starter bundle
discount

Manual
outreach

CEEICER

At-risk
customers

Customer
success call

Personalized
success plan

Referral
reward

Al-powered
tips

All users

Community

forum

Loyalty
points

No pricing

change

Knowledge

base

Concept example: At-risk customers + in-app notification
+ tutorial checklist + free trial extension + automated

messages.
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ICE Scoring — Quick Prioritization

I
A:

At-risk + in-app + checklist 9 8 7 504
B: 8 / 4 224
High-value + success calls
C:
New users + loyalty points 6 6 9 324

winner: Concept A - strong impact, high confidence, and
relatively easy to implement.

Risk Matrix - Assessment and Mitigation

(1-5)
Customers ignore 3 A Product A/B test 2—-3 versions for
notifications Team clarity and timing
Wrong customers Validate churn signals
flagged “at-risk” 2 > Data Team with pilot group first
Feature delays Engineering Build lightweight version
: . 4 3 : ..
from engineering Lead with existing tools

MVP - Pilot Test Card -
Hypothesis-Driven Testing

‘ MVP / I i Next Step
Hypothesis Pilot Design E (Scale / Pivot / Stop)

If we send at-risk Launch Success = +10 If successful,
users an in-app tutorial checklist to 20% percentage scale to all users;
checklist, then 30-day of new users  points retention 4 weeks if neutral, test
retention will increase  flagged “at-risk”  improvement alternative

from 62% to 72% within 30 days checklist content
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Notice how the structured flow avoids wasted effort. Instead
of chasing random ideas, the tfeam generated multiple
options, scored them quickly, spotted risks upfront, and
tested with a small, fast MVP. Within a month, they’ll know If

they’ve cracked churn or If they need to pivot.
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STRATEGY AND
GROWTH GONSULTING TOOLS

Growth doesn’t happen by accident - It’s the result of
deliberate design, structured decision-making, and constant
adaptation. This part equips you with practical consulting
tools to help businesses evaluate, design, and scale strategies
that are sustainable and future-ready.

BUSINESS MODEL DESIGN AND EVALUATION

Building blocks of a business model

Every successful business model answers: Who are we
serving? What value do we provide? How do we capture
revenue?

Frameworks like the Business Model Canvas break this down
INTO Nnine elements:

» Customer Segments

*  Value Propositions

* Channels

* Customer Relationships
* Revenue Streams

*  Key Activities

* Key Resources

* Key Partnerships

« Cost Structure
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By mapping these, consultants can identify gaps or
misalignments that weaken growth potential.

0 \//\' N
) @q _;; —
/\\i/\ | \

Key Partnerships Key Activities Customer Customer

Which alliances or What core activities ' Segments
partnerships must we perform to Hoyvtdq v;/e bu!cld and

strengthen our deliver high-value ;nalr; alr:]I ong-term t Which client industries
consulting offerings consulting outcomes? LR il Eafzig St or organizations are we

and client reach? with consulting clients?

targeting with our
consulting services?

1t
il 0
N2
Value Channels
Key Resources B o
" roposmon Through which platforms
What critical resources or touchpoints do we
(people, knowledge, tools) What unique expertise reach, deliver, and
do we rely on to execute or solutions do we communicate with clients?
our consulting services provide that solve our
effectively? clients’ most pressing
management
challenges?

¥ o=

Cost Structure Revenue Streams

What are the main costs associated In what ways do we generate income
with delivering and scaling our from our consulting services, retainers,
consulting services? projects, or performance-based fees?

Example

A subscription-based fithess startup used the canvas

and realized its “Key Partners” (gyms) were also potential
competitors. They redesigned thelir partnerships to focus
on equipment makers instead - creating more sustainable
alliances.
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STRATEGIC RORDMAPS (SHORT-TERM V3. LONG-TERM)

Roadmaps that balance today and tomorrow

Short-term roadmaps focus on execution - what happens
this quarter or year. Long-term roadmaps stretch 3-5

years, aligning vision and capabilities. The art of strategy
consulting Is balancing the two: helping clients secure quick
wins without sacrificing long-term positioning. Tools like the
OKR framework (Objectives & Key Results) bridge the gap,
ensuring that every short-term action moves toward the
bigger picture.

Example

A SaaS firm created a 12-month roadmap to expand into
one new market, while its 5-year roadmap aimed for global
presence. The link? Building scalable infrastructure that
supports both.
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PRIGING AND REVENUE STRATEGY
(VALUE-BASED, REGURRING MODELS)

Designing revenue engines

Pricing Is not just math - it’s psychology, positioning, and
growth strategy rolled into one. Consultants help businesses
choose models that reflect customer value:

* Value-based pricing: Charging based on perceived
customer value.

*  Recurring models: Subscriptions, memberships, or
usage-based pricing that smooth revenue streams.

- Dynamic pricing: Adjusting based on demand, season, or
usage patterns.

Example

Adobe famously shifted from one-tfime software sales to a
subscription model, boosting recurring revenue from under
$1B to over $13B annually in a decade.

Did You Know

Even a 1% price increase (if demand holds) can lift profits by
up to 11%.
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SGALING CHALLENGES AND SOLUTIONS

Growing without breaking

Scaling magnifies both strengths and weaknesses.
Common issues include talent gaps, broken processes, and
culture strain. Consultants often use the “People, Process,
Technology” lens to diagnose bottlenecks before they
become growth killers.

Example

A fast-growing e-commerce startup doubled orders in 6
months but suffered delays. The solution wasn’t just more
staff - It was automating fulfillment, retraining tfeams, and
upgrading systems. The result: on-time delivery rose to 97%.

Operational inefficiencies, rather than lack of demand, are the
primary barrier to growth.
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INNOVATION AND CHANGE MANAGEMENT FRAMEWORKS

Driving innovation without chaos

True growth requires continuous innovation and smooth
change management to make It stick. Frameworks like
Kotter’s 8 Steps for Change or McKinsey’s 7-S Model guide
leaders through adoption. Meanwhile, Design Thinking and
Blue Ocean Strategy help generate bold, customer-centered
Innovations.

Example

A telecom giant applied Blue Ocean Strategy to create
prepald mobile services in emerging markets, unlocking
millions of new customers previously excluded from monthly
plans.

Most CEOs see Innovation as essential for growth, yet only a
small fraction feel satisfied with how their companies actually
perform on It.

[Note: We recommend reading Change Management
Strategies Explained by the Business Explained. This
essential guide equips you with the frameworks, tools, and
strategies to navigate and lead change In today’s dynamic
business environment.]
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Let’s bring the roadmap to life with a worked-out example:

SaaS company aiming to grow from a niche player to a global
platform.

Strategic Roadmap Template

Company Vision: Become the leading global SaaS platform
for project collaboration, serving 1M+ active users.

Strategic Priorities Overview

Short-Term Focu I Long-Term Vision (3-5 years)

Improve onboarding experience; Expand globally into

Customers reduce churn by 15% 10 new markets
Products/ Launch mobile app and Offer Al-powered
Services integrations with Slack/Teams productivity assistant
Oberation Streamline customer Build 24/7 multilingual

perations support with chatbots support centers
People & Hire 20 engineers and train Foster a culture of continuous
Culture managers in agile leadership learning and innovation
Technolo Migrate to scalable Achieve 99.99% uptime and

gy cloud infrastructure advanced data security

Finance & Introduce tiered pricing Reach $100M ARR with
Revenue and annual plans 80% recurring revenue
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Roadmap Timeline
(Quarterly Short-Term Plan)

m Key Initiatives m. Success Metrics

Q1 Redesign onboarding flow Product Lead Onboarding completion
™ 25%
Q2 Launch mobile app beta Engli_nezring 10k beta downloads
ea
Q3 Intrqo!uce tiered Fl.nance ARPU 1 12%
pricing plans Director

Deploy customer Ops Manager Support ticket response

Q4 support chatbot v 40%

Long-Term Milestones (3-5 Years)

Strategic Milestor

Year 1 50k paying users, churn ¥+ 15% Monthly churn < 3%

Success Indicator

20% revenue from the

Year 2 Expand to 3 international markets outside home market
. , Al features used by 40%
Year 3 Launch Al productivity assistant of active users
Year 4 Enter 10 global markets 500k active users
Year 5 Scale to $100M ARR and 80% recurring revenue,
1M+ active users global brand status
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Risks and Dependencies

Risk/Dependency (I-IlirSIE?I\(/:Itelﬁl‘_’g\IN) Mitigation Plan I]

Competitors launch High Differentiate with Product
similar Al tool J integrations + usability Lead

Slow adoption of Medi Pilot with select Finance
new pricing model eaidm customers before rollout Director
Cloud migration Hiah Hire external vendor for Engineering
delays J migration support | ead

Alignment With Vision and Values

Strategic Goal - How This Roadmap Supports It

Deliver world-class
collaboration tools

Al assistant, integrations, onboarding redesign

The roadmap includes stepwise

Build global presen i i '
uild global presence international expansion

Ensure sustainable Tiered pricing, focus on annual recurring
recurring revenue growth revenue, annual subscription push

Strategy and growth consulting isn’t about grand visions

on a whiteboard - it's about connecting models, roadmaps,
pricing, scaling, and innovation into a cohesive playbook. With
the right tools, businesses can chart a clear path forward,
balance short-term wins with long-term sustainabillity, and
adapt to Iinevitable change without losing momentum.
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IMPLEMENTATION
AND EXEGUTION

Even the best strategies fail without disciplined execution.
Implementation is where plans turn into progress, and
progress iInto measurable results. This section gives you

the tools to bridge the gap between strategy and action,
ensuring recommendations don’t gather dust but create real
business impact.

TURNING REGOMMENDATIONS INTO AGTION PLANS

From PowerPoint to Playbook

Consultants often hand clients great insights, but the key Is
converting them into actionable steps. An action plan breaks
down recommendations into tasks, owners, deadlines, and
measurable outcomes. Using a RACI matrix (Responsible,
Accountable, Consulted, Informed) clarifies who does what,
reducing finger-pointing and confusion.

Example

After advising a retailer to Improve customer experience,
the consultant created a 90-day action plan: train staff (HR),
upgrade POS systems (IT), launch new customer survey
(Marketing). Clear accountability made execution stick.
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PROJEGT MANAGEMENT METHODS

(AGILE, SGRUM, GANTT, KANBAN)

Picking the right approach

Not every project needs the same management style.
Consultants help businesses select frameworks that match
the initiative:

Agile/Scrum - Best for iterative, fast-changing projects
(e.q., software development).

[Note: We recommend reading Agile Manual and

Scrum Manual by the Business Explained. You will learn
everything you need to use these powerful frameworks
to revolutionize how your team works and ensure you are
consistently delivering high-quality results on time.]

Kanban - Visualizes workflows; perfect for continuous
processes like customer support.

Gantt Charts - Track dependencies and timelines; great
for complex rollouts.

Hybrid Models - Mix and match for different tfeams.

o000
o0
o0

Kanban Gant Chart
(Waterfall)
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Agile Methodology

Test

o)
&
Q

2

z
e
o
O

Agile

-
9
=
(S
¢
Design Launch

Scrum Methodology

Sprint

Automation .
Daily Scrum

Sprint

Execution \'

Sprint Backlog

Sprint Planning

Sprint Review meeting
Meeting
Product Sprint Usable

Kanban Methodology

Backlog Ready to do In Progress Done




Gantt Chart Methodology

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

Task 2

Task5 e —
Waterfall Methodology
¥

Requirement
Design
Implement

Development

Testing

Maintenance

Example
A bank digitizing its loan system used Agile for software

teams, but Gantt charts for regulatory compliance milestones.
This hybrid kept speed without missing legal requirements.
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Note: We recommend reading Project Management
Methodologies Explained by the Business Explained.

This book explores 27 different project management
methodologies explaining the key concepts and technologies
behind successful project management.]

STAKEHOLDER ALIGNMENT AND COMMUNICATION

Keeping everyone on the same page

Even the best execution plan can derall if stakeholders aren’t
aligned. A consultant’s role Is o map stakeholders, assess
their influence and interest, and tallor communication. Tools
like stakeholder maps and communication matrices prevent
misalignment.

Alignment creates a shared understanding and real
commitment, while traditional stakeholder management is
about handling expectations and keeping people updated
(Dwivedi, 2025).

Example

During a hospital IT upgrade, the CIO mapped stakeholders:
doctors (high influence, high interest), nurses (high interest,
medium influence), patients (low influence, high interest).
Tallored communication - training sessions for staff, FAQs for
patients - reduced resistance.

Stakeholder alignment checklist

* Identify all key stakeholders

* Assign RACI roles (Responsible, Accountable,
* Consulted, Informed)

« Schedule alignment meetings

* Share clear goals and expectations

* Track commitments and follow-up items

*  Confirm buy-in before major decisions

88


https://business-explained.com/shop/project-management-explained/
https://business-explained.com/shop/project-management-explained/

TRAGKING PERFORMANGE WITH KPIS AND OKRS

Measuring what matters

Execution must be monitored. KPIs (Key Performance
Indicators) track ongoing performance, while OKRs
(Objectives & Key Results) set ambitious, measurable goals.
Consultants help companies design dashboards that make
progress visible.

Example

A logistics company’s KPI: “On-time delivery %.” Its OKR:
“Increase on-time delivery from 92% - 98% by Q4.”
Progress was tracked weekly on a dashboard accessible to all
managers.

[Note: We recommend reading KPI Mastery - Measure
What Matters by the Success Blueprints. This blueprint is
your essential guide to understanding, selecting, and utilizing
KPIs effectively across different areas of your business to
ensure optimal performance and strategic alignment.]
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CONTINUOUS IMPROVEMENT: KRIZEN, LERN, SIX SIGMA

Never settling for good enough

Execution doesn’t end when goals are met. Continuous
Improvement ensures systems evolve with the business:

Kaizen (Japanese for “continuous improvement”): Small
daily changes that compound over time.

* Lean: Focus on eliminating waste (tfime, cost, excess
processes).

»  Six Sigma: Reducing defects and variability in processes.

3

Get employees
involved

Repeat on an

ongoing basis

‘ The Kaizen
If successful, method Encourage

adopt the solutions, then
solution choose an idea

" 4

3

Test the
solution
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Lean
Method

Six Sigma

Define

Measure

Analyze

Improve

Control
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Example

Toyota famously applies Kaizen on its factory floors, where
any employee can suggest improvements. Over decades, this
philosophy has created billions in efficiency gains.

Did You Know

Companies using Lean Six Sigma save an estimated $500,000
per project on average (1ISixSigma research).

Hybrid Kanban + RACI Execution Board

Purpose: Track tasks visually while keeping roles and
accountabillity clear.

Hybrid Kanban + RACI Execution Board

Task Name Task Name Task Name
Responsible Responsible Responsible
Accountable Accountable Accountable

Consulted Consulted Consulted

Informed Informed Informed

Instructions:

Add tasks in To Do with roles filled In.

Move tasks to In Progress when work begins,
keeping the RACI info visible.

Shift tasks to Done when completed.

Review In weekly check-ins—everyone sees
progress and responsibllities.
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Worked Example:
SaaS Company Onboarding & Support

Draft loyalty program Redesign Customer survey
rewards structure onboarding flow launched
Responsible: Responsible: Responsible:
Marketing Lead UX Designer Marketing Lead
Accountable: Accountable: Accountable:
CMO Head of Product Head of Product
Consulted: Consulted: Consulted:
Finance, Sales Product Manager, Sales Customer Success
Informed: Informed: Informed:
All Managers CEOQO, All Staff All Staff

Hybrid Kanban + RACI Execution Board 2

Draft loyalty

Marketing Finance, All
program rewards  To Do Lead CMO Sales Managers
structure
Redesign In . Head of Product CEO,
onboarding Progress WX Designer Product Manager, All Staff
flow Sales
Customer :
Marketing Head of Customer
survey Done All Staff
Lead Product Success
launched
Prepare
support To Do HR Manager COO0 Support Support
training deck Leads Team
Launch
In Ops All
chatbot Progress Manager COO IT, Product Managers
beta
POS system
upgrade Done IT Team IT Director Operations All Staff
completed

93

License d to RAI Holdings, info@raiholdings.vn, 01/22/2026



Why this format works:
1 Each task occupies one row.

2 Status (To Do / In Progress / Done)
IS a dedicated column.

3 RACI roles are separate columns, making It easier to
sort, filter, or visualize iIn Google Docs or Sheets.

4 Fully compatible with digital Kanban boards if
you want to migrate later.

This hybrid board works best in team workshops or digital
tools like Trello, Jira, or Miro - tasks move freely while
everyone always sees who owns what and who needs to be
consulted or informed.

[Note: We recommend reading the Kanban Manual by the
Business Explained. This manual covers everything from
the basics of the Kanban board and its core principles

to advanced strategies for integrating Kanban into your
workflow and measuring its efficiency.]

Myth vs. Reality
Q) Myth: Consultants will do everything for us.

.4 Reality: Consulting is a partnership — the client’s input,
people, and implementation drive success. Without client
buy-in, even the best strategies falil.

Execution Is where strategy earns its credibility. Turning
recommendations into clear action plans, supported by the
right project management method, aligned stakeholder
communication, measurable KPIs/OKRs, and a culture of
continuous Improvement, ensures ideas don’t just sound
good - they deliver results. The real secret? Execution isn’t
a one-time phase; It’'s a repeatable system of discipline,

alignment, and adaptabillity.
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THE GONSULTANT'S
TOOLKIT FOR EVERYDAY PROBLEMS

Every day, businesses face challenges - some obvious,
others hidden beneath the surface. The difference between
reactive fixes and strategic solutions is structured thinking.
Consultants excel at breaking down complex problems into
actionable steps, and this mindset can be applied by anyone.
In this chapter, we provide a complete toolkit for everyday
business problems: checklists, tfemplates, case studies,
sample engagements, and a repeatable problem-solving
framework.

PROBLEM-SOLVING GHECKLISTS

Structured thinking made simple

A checklist 1Is more than a list, It’s a roadmap for thinking
systematically. It ensures nothing is overlooked and
accelerates decision-making while reducing errors. A robust
problem-solving checklist should include:

- Define the problem clearly: Avoid vague statements;
get specific.

* Gather relevant data: Collect numbers, observations,
and feedback.

» Identify root causes: Use tools like the 5 Whys or
Fishbone Diagram.
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»  Brainstorm solutions: Generate multiple options before
evaluating.

* Evaluate options and prioritize: Consider impact, cost,
and feasibllity.

* Plan implementation and assign owners: Who does
what, and by when?

»  Track outcomes and iterate: Monitor progress and adjust
as needed.

Example

A retail chain noticed foot traffic declining. Using a checklist,
they systematically evaluated marketing, window displays,
store layout, and staff engagement. They discovered

poorly designed window displays and ineffective local ads.
By correcting both, foot traffic increased by 18% in three
months.

Did You Know

Aviation and healthcare rely heavily on checklists because
teams using them reduce errors by 30-40% In complex
operations. Business tfeams can achieve similar gains by
applying structured checklists to daily challenges.
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PRE-BUILT TEMPLATES (ISSUE TREES, GANTT, SWOT, ETG.)

Ready-made tools to accelerate analysis

Templates allow anyone to work smarter, not harder. They
save time, provide clarity, and ensure consistency across
projects.

* Issue Trees: Break large, ambiguous problems into
smaller, manageable parts. For example, If revenue
IS declining, an issue tree can separate causes Into
Marketing, Sales, Product, and Operations.

* Gantt Charts: Visualize project timelines and
dependencies. Perfect for launch projects or process
redesigns.

»  SWOT Analysis: Evaluate internal Strengths &
Weaknesses and external Opportunities & Threats.
Helps leaders plan strateqgically and spot gaps.

* RACI Matrices: Assign clear roles and responsibilities
to avoid confusion.

Consultants estimate pre-built tfemplates save 20-50% of
analysis time versus creating frameworks from scratch.
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CASE STUDIES OF GOMMON GONSULTING CHALLENGES

Learning from real-world scenarios

Patterns repeat across industries. By studying real cases In
operations, sales, HR, marketing, and strategy, feams can
develop intuition and problem-solving muscle.

Operations example: A manufacturing plant suffered
frequent machine downtime. Using root cause analysis,
consultants found the issue was inadequate preventive
maintenance schedules. Adjusting the schedules reduced
downtime by 35%, improved delivery reliability, and increased
morale.

Sales example: A B2B software company struggled to
convert leads. Analysis revealed weak follow-up practices
and fragmented CRM usage. Implementing a structured
CRM workflow increased lead conversion by 22% within two
quarters.

HR example: Employee turnover was high at a retail chain.
Exit Intferviews and engagement surveys uncovered unclear
career paths and inconsistent fraining. A targeted retention
program lowered turnover by 15% In six months.

Marketing example: A subscription service had declining
engagement. Analysis showed poorly fimed emalils and
Irrelevant content. Applying segmentation and personalized
messaging increased open rates by 28%.

Harvard Business Review notes that organizations using
case-based learning can significantly improve their decision-
making speed.
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SAMPLE ENGRAGEMENTS:
“FROM PROBLEM T0 SOLUTION™ WALKTHROUGHS

Step-by-step consulting In action

Seeing a full engagement from problem definition to solution
Implementation demonstrates the practical application of
structured consulting.

Example
Tackling high employee turnover:

*  Problem: Retail chain experiencing high turnover in part-
time staff.

*  Analysis: Conducted exit interviews, reviewed HR data,
benchmarked industry standards.

+  Solution options: Retention bonuses, career progression
programs, improved tfraining.

* Implementation: Piloted a fraining + bonus program in 3
stores; collected feedback.

* Results: Turnover dropped by 15% In six months;
engagement survey scores improved by 20%.

Walkthroughs help readers see that consulting is not abstract
theory - It’s a repeatable, stepwise process.
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A REPEATABLE FRAMEWORK: APPLYING THE GONSULTANT'S
WAY OF THINKING TO ANY ISSUE

Think like a consultant everywhere

The final piece of the toolkit Is a repeatable framework that
can be applied in any department, industry, or challenge:

1 Define: Be precise about the problem. Avoid vague
statements like “sales are low.” Specify exact metrics,
tfimelines, and affected areas.

2 Diagnose: Break the problem into parts using issue trees,
5 Whys, or process maps. Identify root causes, not just
symptoms.

3 Ideate: Generate multiple solutions. Avoid jJumping to the
first iIdea. Use structured brainstorming techniques like
Morphological Boxes.

4 Prioritize: Score options based on impact, cost,
feasibility, and risk. Tools like ICE (Impact, Confidence,
Ease) scoring help objectively rank ideas.

5 Plan & Assign: Convert solutions into actionable tasks.
Use action plans, RACI matrices, and deadlines.

6 Execute & Track: Monitor KPIs, OKRs, or dashboards to
measure progress. Adjust as needed.

7/ Reflect & Improve: Review outcomes, document lessons
learned, and refine the approach for future challenges.
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Example

A marketing team faced declining email engagement. They
Implement the framework:

Define: Engagement dropped from 32% - 18% open
rates over 6 months.

Diagnose: Timing, subject lines, audience segmentation
ISsues.

Ideate: Tested new subject lines, personalized emalls,
optimized send times.

Prioritize: High-impact, low-effort strategies chosen first.

Plan & Assign: Assign tasks fo email marketing specialist;
tfrack with RACI.

Execute & Track: Weekly monitoring using dashboard.

Reflect & Improve: Open rates increased to 28%;
lessons applied to the next campaign.

Once mastered, this framework becomes a mental habit - a
way of approaching any problem systematically rather than
reactively.
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Consultant’s Toolkit: Ready-to-Use Templates

Problem-Solving Checklist

Define the Email open rates dropped Marketing :
Problem Clearly from 32% - 18% Lead April 10 bone
Gather Analyze email stats Marketing ..
Relevant Data Segmentlists, review Analyst P one
feedback
ldentify Root Timing, subject lines, Marketing April 13 Done
Causes audience segmentation Lead
Brainstorm New subject lines, send Marketing April 14 In Progress
Solutions times, personalization Team
Evaluate & Score options by Marketing :
Prioritize impact vs effort Lead April 15 Not Started
Plan Assign task Marketi
Implementation stsg;n de:.s > Mar =ting April 15 Not Started
& Assign Owners set deadlines anager
Track : :
Monitor open rates Marketing _
O&u;cfeorrarlees weekly, adjust strategy Lead Ongoing Not Startea

Issue Tree Template

Main Problem Category 1 Category 2 Category 3 m

Test new send times,

craft compelling
subject lines, update
segmented lists

Audience
Segmentation

Declining Email

Engagement Timing Issues

Subject Line

Update emalil
Declining Email : e A L templates, improve
Engagement Design/Layout Call-to-Action Personalization CTAs. use

personalized content
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Strengths

Strong brand
recognition

High-quality
content

SWOT Analysis Template

Weaknesses

Low email

engagement

Limited A/B

testing

Competitors

Personalized
campaigns

Automation tools
for segmentation

increasing email
frequency

Algorithm changes
in inbox placement

RACI + Kanban Hybrid Board

Task Name

Redesign
onboarding
email flow

Draft loyalty
program
structure

Launch
customer
survey

Prepare
support
training deck

Launch
chatbot
beta

POS system
upgrade
completed

StatusI Responsible | Accountable | Consulted m

In
Progress

To Do

Done

To Do

In
Progress

Done

UX Designer

Marketing
Lead

Marketing
Lead

HR Manager

Ops
Manager

IT Team
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Head of
Product

CMO

Head of
Product

COO

COO

I'T Director

Marketing CEO,
Lead All Staff
Finance, All
Sales Managers
Customer All Staff
Success
Support Support
Leads Team
IT, Product Al
Managers
Operations All Staff



Sample Engagement Walkthrough Template

Problem
Definition

Data
Gathering &
Diagnosis

Solution
Ideation

Prioritization
& Planning

Implementation

& Execution

Reflection &
Continuous

Improvement

Employee
turnover high
in retail stores

HR Lead

Exit interviews,
HR data,
benchmark
analysis

HR Analyst

Retention
bonus, career
progression,
training

HR & Store
Managers

Pilot training +
bonus program
in 3 stores

HR Lead

Launch pilot,
collect
feedback

Store
Managers

Review
outcomes,
document

lessons

HR Lead

Deadline

March 10

March 15

March 18

March 20

March 30

April 15

Outcome / Notes

Defined
turnover metrics

ldentified unclear
career paths &
poor training

Options
evaluated

Phased
pilot planned

Program implemented
successfully

Turnover reduced
15%, lessons
recorded

Quick Problem-Solving Exercise Template

Test
Poor send subject lines
Declining timing, weak 2) Optimize
email open  Subjectlines, send times
rates wrong 3) Segment
segmentation audience
better
1) Launch
retention bonus
High Poor training, 2) Improve
employee  unclear career training
turnover path 3) Career
development
program

104

License d to RAI Holdings, info@raiholdings.vn, 01/22/2026

Test .
subject Marketing
lines first Lead

Pilot
training HR Lead
+ bonus

Problem | Root Causes Top 3 Chosen n
1)

Open rate
Increase

from 18%
- 28%

April 14

Turnover
reduction
15%

March 30



How to use:

1 Copy each template into Google Docs or Sheets.

2 Update tasks, owners, and dates for your
team or project.

3 Track execution visually with Kanban + RACI board.

4 Use walkthrough and checklist templates for new
Initiatives or problem-solving workshops.

Encourage teams to combine tools:

Start with Issue Trees -
Feed tasks info RACI + Kanban -
Track execution - reflect in Walkthrough Template

This ensures full-cycle problem-solving.

The consultant’s toolkit transforms chaos into clarity. By
combining checklists, pre-built templates, case studies,
sample walkthroughs, and a repeatable framework, you
can confidently tackle everyday business problems with
structure, accountabllity, and measurable results. Adopting
the consultant’s mindset ensures problems are not just
solved but solved efficiently, effectively, and in a way that
builds long-term capabillity.
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CONGLUSION

Congratulations, you've completed this guide to mastering
the art and science of management consulting! The strategies
and tools In this e-book aren’t just ideas - they're practical,
actionable ways to resolve real business challenges and
create measurable impact.

You now think like a consultant: breaking down complex
problems, uncovering root causes, generating creative
solutions, and turning insights into action. Armed with
frameworks, checklists, tfemplates, and real-world examples,
you're ready to move confidently from analysis to execution.

The next step Is yours. Apply these tools Iin your projects, test
new Ideas, learn from every outcome, and continuously refine
your approach. Every challenge Is an opportunity to create
value, and every project carries the potential to leave a lasting
legacy.

Go with assurance, letting your curiosity and determination
Illuminate the way. You are now a catalyst for growth,
empowered to transform businesses and drive enduring
change.

Step forward, tackle the impossible, and turn every mission
INto your next victory!

106



YOUR ONGOING RESOURGES FOR BUSINESS EXGELLENGE

We appreciate you choosing our guide as your trusted

companion on your business journey. We hope our content
has been valuable to you. We go the extra mile to show you
not only what to do, but exactly how to do It, step-by-step.

Ready to dive deeper?

Our exclusive All Products Special is your golden ticket
to comprehensive business knowledge. Unlock a world of
Insights, strategies, and trends at your fingertips.

Take your learning further in a stress-free way!

Stay ahead of the curve by actively seeking new knowledge
and resources. We have a special offer designed to

support your continued growth: All Products Special.

It’s an unparalleled opportunity to gain a holistic view of
the business landscape, equipped with the easy-to-digest
latest strategies, trends, and innovations that are instantly
applicable.

Why choose the All Products Special?

* Comprehensive Knowledge: Our e-books cover essential
areas of business, ensuring you have a well-rounded
understanding of all critical aspects. From leadership
and strategic management to marketing, finance, and
technology, our resources are designed to meet the
needs of modern business professionals.

*  Practical Application: Each e-book includes actionable
INnsights and step-by-step quides to help you implement
what you learn. Our checklists and cheat sheets further
simplify complex topics, making It easier for you to apply
new strategies effectively.
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- Exceptional Value: This special offer provides over
90% In savings. It Is an investment that promises
a considerable return by expanding your skills and
knowledge.

The All Products Special is your one-stop toolkit for
mastering modern business skills.

Imagine having everything you need at your fingertips, with
clear guidance and practical tools that make learning and
applying knowledge smooth and enjoyable. We go beyond
the “what” to the “how” and guide you step-by-step.

The All Products Special is perfect for a wide range
of business-minded individuals—from hustlers and
entrepreneurs to managers and business enthusiasts—and
anyone eager to take their business to the next level.

Access exclusive resources that help the most curious minds
achieve their ambitious goals even more easily:

* Experiment and test your ideas with calculated risks.
* Develop clear strategies based on data and insights.
« Make informed decisions that drive results.

Don’t let this opportunity pass you by.

This all-in-one business package offers fremendous value at
an incredibly affordable price. It's the perfect solution for
people like you who are serious about achieving exceptional
results. Visit our site now and secure your All Products
Special at an unbeatable price.

Investing In your education is always a great idea, and we're
here to help make It fun and inspiring. We remain committed
to supporting your success and we can’t wait to see what
vou'll accomplish next!
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Ready to keep the momentum going?

Let’s unlock your full potential together. Just click here to get
started today!

Sincerely, Business Explained Team
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