
We have 
completed 

our analysis

Answer the 
question

Answer the primary 
question

Advice phase
Where we identify the organising principle / basis of our advice

Tools to help

Judgement (it probably won't be an automatically 
logical answer)
Group session with your team or colleagues
Facilitated workshop

This is the foundation or your advice and purpose of 
your paper

Does it 
meet the 
standard?

No
Standard for testing the answer

No more than 25 words
Plain English
One sentence
Makes sense against the question
Must be useful for the decision-​maker

Test with appropriate 
approver

(e.g. manager or principal)
Approved?

No

Proceed to "Plan your 
advice"

YesYes

Compulsory

We have an 
answer to 

our primary 
question

Plan your advice
Map out the narrative and 
logical flow of your advice - 

centred on the answer

Tools to help

Storyline template
Use headings as signposts for your advice
Story on a page
Facilitated workshop
Workshop with colleagues

Does the 
story 
make 

sense?

Tips to help

Provides background
Based on clear governing idea (answer)
Is logically ordered
Is as simple as possible

No

Test with appropriate 
approver

(e.g. manager or principal)
Approved?

No

Proceed to "Write your 
advice"YesYes

We have a 
plan 

(storyline)
Write your adviceWrite your advice

Test with appropriate 
approver

(e.g. manager or principal)
Approved?

No

Deliver adviceYes

Tools to help

Use your storyline / plan as a guide

Know what 
question we 
are trying to 

answer

Plan research and 
analysis

Identify which questions 
you need to answer to 
answer your primary 

question

Analysis phase
Where we do the work to answer our primary question (and underpin our advice)

Are you 
doing an 

issues 
tree?

Identify at least secondary and tertiary questions 
you need to answer
Between two and five questions at each level

Tips to help

Issues tree template
Generative AI to identify possible questions or test 
logic of questions
Group session or facilitated workshop
Question dump and theme sort

You could use

Yes

Map out research / analysis 
plan or approach

(or continue without one)

No

Test with appropriate 
approver

(e.g. manager or principal)
Approved?

No

Do research or analysis to 
answer the primary 

question

Yes

Proceed to "Answer the 
Question"

Tips to help

Answer questions in issues tree (if used)
Can delegate questions to different teams or team 
members
Generative AI could provide some assistance

Commission
ed to 

provide 
advice

Generate a solid, testable 
hypothesis to guide your 
project or research with 

precision and focus

Is it 
testable 

and 
falsifiable?

No

Testing a theory / hypothesis

Define problem to be 
addressed

Addressing a problem or issue

Test with appropriate 
approver

(e.g. manager or principal)
Yes

Tools to help
Clarify objectives of test or research (e.g. OKRs)
Gather and clarify assumptions about the issue
Can look like "if/then" (e.g. if we do x, then we 
expect y to happen)

Workshops can supplement analyst / advisor effort

Confirm hypothesis for 
testing

Tools to help
Investment Logic Mapping Standard (here)
Five why's (explainer here)
Clarify and theme barriers and issues
Problem definition workshop

Useful to frame as a cause (what's broken / fallen over) 
and impact (what this led to)

Approved?

No

Yes

Test with appropriate 
approver

(e.g. manager or principal)
Approved?

No

Proceed to "Agree Primary 
Question"

Proceed to "Agree Primary 
Question"

Know what 
problem we 
are trying to 

solve or 
hypothesis 

Identify the key / primary 
question that needs to be 
answered for the decision 

maker (or person receiving the 
advice)

Agree Primary 
Question

Define problem or clarify 
hypothesis

Tools to help
Context, Trigger, Question (CTQ)
Facilitated workshop
Judgement

Context and Trigger are helpful for testing and 
confirming the primary question

Test with appropriate 
approver

(e.g. manager or principal)
Approved?

No

Proceed to "Plan Research 
and Analysis"Yes

Yes

Scoping phase
Where we need our advice to do for decision-​makers (and how it will help them)

Note:

The primary question is the central 'hook' that shapes 
the advice - answering this question is the advice.

Does it 
meet the 
standard?

Yes

No

Standard for testing primary question

No more than 25 words
Plain English
One sentence
Makes sense against the context and trigger (if 
provided)

Compulsory

Advice Workflow

https://www.insighttoaction.co.nz/
https://www.dtf.vic.gov.au/investment-management-standard
https://www.lean.org/lexicon-terms/5-whys/

