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The Expert Consultant’s Toolkit 

The Expert Consultant Toolkit Series has been designed to provide a 
repository of strategies, tools, principles and models that can be 
referenced and instantly implemented within your own personal life or 
business to accelerate your progress, enhance performance and 
deliver results which matter.  You can discover more personal and 
professional development and self improvement tools at Top Group 
Achievers 

 

 

  

James Kingham, Clarity IQ Ltd © 2017 

2 

http://topgroupachievers.com/
http://topgroupachievers.com/


 

 

The Expert Consultant’s Toolkit 

The Action Definition Tool 

 

Being able to quickly assess scenarios and problems whilst making 

accurate decisions and applying result driven improvements and solutions is the 

cornerstone of any professional's reputation.  

Getting to the root cause of a problem however is only the beginning of the 

remediation process.  Identifying and implementing the most pertinent action 

within any given scenario is as critical as defining the problem itself. And has a 

material impact upon the effectiveness, longevity and sustainability of the 

outcomes and perceived results. 

The Action definition tool is a simple but valuable method for evaluating 

differing options when resolving problems and conflicts. For example, once you 

have defined the root cause of a problem area, are you looking to implement a 

solution that prevents the problem occurring again in future (preventive)?  Or are 

you looking to implement a solution that removes the cause of a problem that’s 

already occurred (corrective)?  

 Knowing what the problem is and then identifying the various action 

options, their potential impacts and costs (time, money, effort) will allow you to 

quickly clarify potential solutions, recommendations and priorities alongside the 

pro’s and cons for each. Using the tool is also a great way of modelling, validating 

and challenging decisions that have already been made to provide a level of 

delivery assurance.  
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The Expert Consultant’s Toolkit 

Action Types 

 

There are only four standard action types that can be applied in any given 

situation, but they differ dramatically in their outcomes depending upon the 

dynamics and conditions of the problem to be solved. Looking at the cross hair 

diagram below you will see that we have two timelines.  Past and future alongside 

two possible action types assigned to each timeline condition cause and effect and 

two dimensions for each action interim or permanent.  
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Action Definition Model
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The Expert Consultant’s Toolkit 

Past Events 

 

Let’s look at how each action type is applied and in what scenarios they are most 

effective.  

 

Scenario 1 - Correcting problem causes  

Action State: Cause 

Action Type: Corrective  

Dimension: Interim or Permanent  

Outcome: Resolves the root cause 

 

If the issue you are trying to resolve has already occurred and you want to remove 

the cause you have two steps to follow. 

  

1. Define the cause of the problem or why the problem has occurred. 

2. Define the options to correct and remove the issue. (Corrective action)  

 

 

 

Scenario 2 - Adapting to problem effects 

Action State: Effect 

Action Type: Adaptive  

Dimension: Interim or Permanent  

Outcome: Mitigates the effects of the root cause but does not resolve the root 

cause itself. 
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The Expert Consultant’s Toolkit 

Some issues do not need to be resolved to apply an effective solution. If the issue 

you are trying to resolve has already occurred and you do not want to, need to or 

are unable to resolve the cause immediately due to perhaps constraints such as 

time, budget and effort investment you may want to take adaptive action to 

resolve the effects of the issue rather than addressing the root cause.  

 

 

Future Events

  

Scenario 1 - Prevention of problems occurring  

Action State: Cause 

Action Type: Preventive 

Dimension: Interim or Permanent   

Outcome: Prevents the identified root cause issue from occurring again in 

future.  

 

If the issue you are trying to resolve has already occurred and you want to remove 

the cause you have two steps to follow. 

  

3. Define potential causes of the problem. 

4. Define the options to prevent the problem occurring in future (Preventive 

action)  

 

 

Scenario 2 - Contingency for problem effects  

Action State: Effect 

Action Type: Contingent  

Outcome: Delivers contingency as protection against a future problems. 
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The Expert Consultant’s Toolkit 

 

Acceptance that a given problem may happen in future and or may be 

unavoidable. As a result its often pertinent to apply contingent action to best 

negate the outcome effects.  

Action States

 

Each of the actions mentioned above, (corrective, preventative, adaptive and 

contingent have two possible states that can be applied in any given 

circumstance.  

 

1. Interim: Short term actions are normally instigated to quickly remove the 

cause of a problem or mitigate the effects of one. Interim tactical actions 

are normally put in place as temporary “fixes” or to provide adequate 

“breathing space” whilst more permanent options and solutions are 

defined.  

 

2. Permanent: Long term solutions that either remove causes and effects or 

where the deployed action is satisfactory enough to meet a business's 

requirements. For example it's quite normal to agree that an adaptive or 

contingent action is good enough in the long term where removing the root 

cause of a problem would be too costly or disruptive.  

 

Conditions

 

One of the biggest mistakes made by organisations is that they select actions in 

isolation and without consideration to other key influences that may dynamically 

alter the expected results and outcomes. Condition states fall into a number 

different categories. Some of these condition states can be considered local and 
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The Expert Consultant’s Toolkit 

can be managed, controlled and influenced whilst others will be considered 

global and outside of your direct remit. The four condition states discussed here 

are those that can have a direct impact upon results of chosen actions. 

 

Stable: The causes and effects of a given problem area are not likely to change 

significantly over a defined timescale and as such will not alter the expected 

outcome.  

 

Unstable: The effects of a given cause are more than likely to change 

significantly and will have a material impact upon the business as a result. The 

business impact could be an improvement in the current condition or a 

detrimental one. 

 

Degenerative: The root cause or effect action is a degenerative condition that 

will extrapolate unwanted effects over time and in doing so will increase the 

negative impacts experienced.  

  

Unknown: unknown condition states should be considered higher risk than that 

of quantified conditions and as such a system of controls and metrics should be 

defined in order to monitor shifts in expected outcomes.  

 

Dynamics 

 

As part of the decision making process it’s also important to take dynamics 

into consideration. Whilst dynamics are in essence future states and conditions 

and cannot therefore be accurately predicted at any level. This is why 

communication and visibility across the organisation is so essential. Problems, 

bottlenecks and pain points are rarely isolated with few or no outward 

dependencies. There is also the change itself to consider. Implementing any 

remediation changes may well have unwanted knock on effects, so knowing what 
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dynamics are “in play” and which areas may be effected is also a vital element of 

problem remediation.  

 

Dynamics to be considered might include:  

 

● Future short, medium and long term business strategies, needs 

and requirements  

● Changing and adapting business priorities 

● Adjacent business units 

● Systems, processes and people 

● Effort requirements  

● Budgets and costs  

● Changes in Urgency, Significance and Importance  

● Change Control  

 

These “impact” areas were just some of the reasons why I developed FastStepTM 

as a way to to help clients build their capability to successfully lead, manage, 

support and deliver innovation, change and transformation across the enterprise. 

You can find out more about how FastStepTM is helping business to deliver the 

transformation vision at Clarity IQ Consulting.   

In Summary

 

As you can see applying different actions to dynamic problems can have 

materially different effects and impacts upon the outcome. Using the action 

definition tool is a great way to define and model differing options for a range of 

problems, resolutions and potential outcomes, based upon a business's 

requirements, priorities and attitude to risk. But conditions and shifting 

dynamics should also be considered as part of any defined solution to provide a 

level of delivery assurance regarding expected outcomes.  
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Get In Touch 

 

If you want to learn more about the experts toolkit series and gain access to 

premium tools, strategies and resources signup here to get started. 

 

About James 

 

As a successful transformation coach, consultant, trainer and 

facilitator James Kingham helps businesses across industries as 

diverse as Medical, Pharmaceutical, financial, technology, 

manufacturing, media and broadcast to build their capability to 

successfully lead, manage, support and deliver successful 

transformation and continuous business improvement projects 

across the enterprise. By guiding, advising and challenging he 

helps organisations and their people to refocus and realign on what really matters 

and delivers progressive results. James is the creator and developer of 

FastStepTM a robust proven framework and toolset designed for building 

personal and business capability, managing the transformation lifecycle and 

accelerating the delivery of continuous business improvement projects. James 

areas of expertise include, Transformation, building capability, Personal growth, 

professional development, LEAN and Project delivery. For more information 

about how james is helping leading organisations innovate more successfully visit 

jameskingham.com   
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Additional Resources  

Top Group Achievers Insights 

While you’re here why not join thousands of business leaders, professionals 

and entrepreneurs and sign up to my Top Group Achievers weekly insights 

newsletter and get my latest thought leadership, ideas and resources delivered 

direct to your inbox.  

 

Subscribe Now  

  

 

 

 

The Expert Consultants Toolkit 

 

Want to get access to the entire experts consultant’s toolkit series and gain access 

to premium tools, strategies and resources signup here to get started. 
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