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PREFACE

Why this book now?

You may be asking yourself questions like:


	“Another book on business analysis?”

	“In a world of ever-increasing change and mounds of information, is this book worth my time?”



Here is what makes this book different from other books on business analysis:


	Addresses the expansion of business analysis:

	Levels of business analysis—many organizations are establishing business analysis as a recognized profession that can be utilized to enhance the organization’s success. In order to provide an environment that supports retention of business analysis practitioners, organizations are providing a multi-level business analysis career path. This book will address work done at both tactical and strategic levels.

	Expansion of problem/opportunity perspectives—because of the wicked (more than complex) problems or the novelty of opportunities that organizations encounter in today’s market, business analysis practitioners are expected to broaden their perspective of the initiative space. This book will help fill this gap that the business analysis practitioner is seeking.




	Addresses collaboration points with project management—this book provides a guide to doing business analysis, not a guide to doing project management. Certainly, there are other books about each of these subjects; however, this book will note the intersection points between the business analysis practitioner and the project management practitioner. Successful solutions result when these two roles work together.

	Addresses collaboration points with solution providers—we find the support that business analysis practitioners provide to solution providers is lacking in most business analysis books.

	Provides a structured approach in the form of a process—there is no silver bullet or any one way to perform business analysis; however, this book provides a step-by-step approach that any business analysis practitioner could follow, rather than having to piece the process together for themselves. Granted, this book provides more breadth than depth into some topics, but your appetite can be quenched with further exploration on individual topics.

	Provides a way to cement your learning and provide you with the confidence to put the process into action. The supplemental Mastering Business Analysis Standard Practices Workbook is available for purchase, complete with exercises for a case study project in which you can practice what you read.



SCOPE OF THE BOOK

This book is designed to represent good standard practices for performing business analysis work across seven steps, five perspectives, and 74 techniques. However, on any project there is never enough time to do everything related to business analysis so it is beneficial to know common accepted practices. The intent is to deliver the breadth of business analysis. The depth or deep dives of business analysis knowledge areas, domains, techniques, perspectives, tasks, processes, etc., are out of scope for this book. The primary focus is on the intricacies for the role and work that the business analysis practitioner contributes on initiatives. It will help the relatively new or junior business analyst develop and master the next or intermediate level of capability and competency in business analysis. For those looking for deeper dives on business analysis, this book serves as an appetizer to entice the reader to learn more, thereby advancing their career and role to a more senior level.

FOUR KINDS OF READERS

This book appeals to people who perform business analysis work, use business analysis deliverables, review or approve business analysis deliverables, and manage or mentor business analysis practitioners.


	Perform business analysis: whether you are new to business analysis, a seasoned business analysis practitioner, or somewhere in between the two, this book will provide a roadmap journey to guide you in your work. If you’re relatively new to business analysis, it will familiarize you with effective business analysis practices and if you’re on the seasoned end of the business analysis experience spectrum, it will refresh your knowledge and layer your learning.

	Use business analysis deliverables: when you are a consumer of business analysis work and deliverables, it is extremely beneficial to know what to expect. If you are a solution provider, this book will help you comprehend business analysis deliverables to create meaningful dialogue with the business analysis practitioner.

	Review or approve business analysis deliverables: whether you are the person who reviews, verifies, or validates the business analysis deliverables or you’re the person who ultimately makes the final decision about business analysis deliverables, it’s critical that you have complete information to make effective decisions. These business analysis deliverables will make or break the initiative as they drive progress, financial decisions, and ensure integrity. This book will help you confirm that the business analysis deliverables match the needs for the initiative.

	Manage or mentor business analysis practitioners: many managers of business analysis practitioners are unsure of how to measure or evaluate the work and deliverables that a business analysis practitioner produces. Mentors of business analysis practitioners may be unsure of how to guide new or developing business analysis practitioners. Part of this is due to misunderstandings of the role of the business analysis practitioner and part of it is due to the expansion of the role. This book will help you comprehend the role, responsibilities, and deliverables that ensure business analysis success.



STRUCTURE OF THE BOOK

This book is divided into the following chapters:


	Introduction
This chapter sets the stage for business analysis terminology, roles and responsibilities, the perspectives of business analysis, and business analysis competencies. Before embarking on the business analysis process journey, a depiction of the roadmap for the business analysis process will guide you through the rest of the book.


	Step 1: Understand Your Stakeholders
This chapter provides guidance on stakeholder identification and then goes deeper into stakeholder analysis to ensure a thorough understanding before planning or engaging stakeholder involvement.


	Step 2: Understand the Business Context
This chapter provides guidance for understanding the organization as a whole, performing situational needs analysis, and preparing situational justification for decision makers.


	Step 3: Plan the Business Analysis Work
This chapter provides guidance on the areas to be planned for, not only the business analysis work effort, but also developing a business analysis communication plan and a business analysis information management plan.


	Step 4: Set Initiative Scope
This chapter provides guidance on setting the initiative up for success by developing a clear and concise scope definition boundary.


	Step 5: Develop Solution Requirements and Design Definition
This chapter provides guidance on developing the business analysis information that directs the building of the solution to meet stakeholder needs.


	Step 6: Scope Management
This chapter provides guidance on maintaining agreement on scope and controlling scope in an ever-changing environment.


	Step 7: Evaluate the Solution
This chapter provides guidance on the business analysis practitioner’s role as the solution is being built and throughout the solution’s existence to ensure solution value continues to be met.


	Glossary
This book provides a glossary of terms that were likely defined in a chapter; however, this provides the reader a quick reference.




HOW TO USE THIS BOOK

Some chefs prefer to follow a recipe in sequential order exactly as it is written. Others may need to begin in the middle because some of the recipe was prepared and handed off to the chef by a sous chef. Additional chefs may realize that they need to adapt the recipe to the changing circumstances and tastes of their clientele. Using this book is much like a recipe. You can read through it sequentially from cover to cover. You can pick it up in the middle of a step because a strategic business analysis practitioner hands off business analysis information for you to use tactically. Or, you can use the book to enhance your existing business analysis processes—what we like to call the spice! To enhance your reading experience, the book includes downloads for you to use for your business analysis work. See the Web Added Value (WAV™) information on page xix for details.

SEVEN SUGGESTIONS FOR GETTING THE MOST FROM THIS BOOK

We have seven suggestions to help you make the most of your reading experience:


	Perform your own gap analysis: begin with your current state of business analysis processes and identify what you want the future state to look like. Honestly assess your business analysis work and determine where there are gaps and opportunities.

	Plan where to start: begin with the introduction and then review the chapter overviews in the preface to determine which step is the logical starting point based on your gap analysis.

	Read appropriate steps: once you have planned which steps are applicable to you, read each chapter to comprehend the information.

	Purchase the supplemental Mastering Business Analysis Standard Practices Workbook: for business analysis practitioners, the best way to digest the seven steps is to use the accompanying Mastering Business Analysis Standard Practices Workbook. This workbook will help you practice key business analysis concepts as you read.

	Put together an action plan: for each step that you read, put together an action plan on how you will implement applicable tools, techniques, or competencies by planning:
a. What actions will you take?

b. When will you take action?

c. How will you take action?

d. Whose support will you need to take action?


	Implement appropriate steps: after completing your plan, it is time to execute. A plan with no action is just a dream. This is where the rubber meets the road. If you want to improve, you need to act on what you will do differently.

	Evaluate your progress: after you implement your action plan, determine what worked well, what didn’t work well, and what could be done differently. Perform your own lessons learned or retrospective on your performance. Involving your manager, project managers or Scrum Masters, solution providers, and sponsors in this step will help your career soar.




ACKNOWLEDGMENTS

We are very thankful to those who have contributed to our discipline, so that we could have this opportunity to continue evolving the business analysis profession by writing this book. These practitioners, authors, coaches, and mentors inspired us to provide our experiences and knowledge. We are thankful to assist in continuing to advance our profession.

KELLEY BRUNS

I am grateful that Billie Johnson—my coauthor and friend—was willing to jump headfirst into this project when I first called her with the idea of writing a book. We went through a roller coaster of emotions on this initiative. Her strength and wisdom helped keep me going—even when I felt like stopping.

Thank you to my husband, Chad, who helped me to have more time to write by removing barriers. He was even supportive when this endeavor took away from our adventure time. He made sacrifices to be quiet so I could concentrate and he motivated me to persevere. I know it wasn’t easy for him. I greatly appreciate the encouragement he provided along the way and I love him for that.

I also want to acknowledge Jan Scharingson, my high school English teacher, for creating a spark in me to read and write. I enjoyed the novels she had me read, but I often struggled to write effectively, and Jan patiently helped me to steadily improve.

I am grateful to the workplaces that helped frame me into the practitioner I have become and continue evolving into throughout my business analysis journey. Many of my greatest struggles became the moments when I learned the most. I cherish the experiences and the people I worked with.

Finally, I want to thank my family. My mom, Betty Griffith, and Jack Lint provided me with love and much-needed support that I greatly appreciate. I would like to dedicate my work on this book to my mom and my dad, Carson Griffith. When I was a little girl, my mom suggested that I should write a book someday—and she persisted through the years. My dad’s lifelong encouragement and positive enthusiasm to follow my dreams (even when he didn’t agree) inspired me to fulfill this goal and many others in my life. For everything, thank you!

BILLIE JOHNSON

I am passionate about business analysis—the doing and the facilitation of eager business analysis professionals to further their toolkits and ultimately save the world with better requirements—but, write a book? My response to my coauthor, Kelley Bruns, when she approached me with this opportunity was, “I’m not sure, let me think about it.” This venture involved flexibility in order to keep up with our day jobs, travel for our writing summit, and remote collaboration. Now that our journey is complete, I truly thank you, Kelley, for the inclusion and encouragement to share these business analysis journey steps, tools, and techniques with our readers.

My business analysis career path began at ACS in the early ’90s and I want to recognize my band of brothers who supported the on-the-job type of business analysis work. This group included our leader, Lee Harper, programmers (as we called them then), Charley Walter (gone too soon) and Ricky George, and my fellow accountant (we did not realize we were performing business analysis), ByAnn Forte’. Thanks for sparking the realization that we could not just make bad processes faster, but first analyze processes for improvement. We were ahead of our time with the use of personas and use cases to achieve user-centric solutions.

Sapient Consulting afforded me the opportunity to hone my business analysis skills on multi-year projects at Harvard University and Freddie Mac that foundationally changed the way the organizations conducted themselves. Thanks to Shannon Mukundan for recognizing my potential and encouraging support as the dream project manager for all of us on that Harvard team. On the Freddie Mac project and as I transitioned to another five years as a business architect employed by Freddie Mac, there were so many influencers, but I would especially like to recognize a few of them. Sue Ritchey—thanks for the structure and support of the business analysis work to help ensure that we had viable solutions. Roger Belveal, Experience Design Strategist Extraordinaire—I thank you for your continued support and feedback through the years for my course development and this book. Bill Farmer—thanks for being supportive of the business analysis activities and time that is required to reach that good enough point as you balanced the project management side of the coin.

Over the last ten years, I have had the pleasure of developing and facilitating business analysis seminars and training sessions. I want to thank the participants who shared their experiences that I could learn from, and for the pats on the back as well—which we all need—assuring me of a job well done. I have been lucky to work with some great organizations, of which there are too many to mention. I do want to recognize Carrie Harris at Walmart for her undying support through the years at her organization to offer courses and certificates to the hundreds of business analysts in her organization. Through Todd Britton’s leadership and support at New York State and the International Institute of Business Analysis (IIBA®) Albany Chapter, I have been trusted to provide business analysis guidance for the business analysts there, and I thank him. With over 6,000 students, there are certainly too many to mention, but know that it warms my heart to hear from you when you have reached out with questions or share your successes.

Recently, I was afforded the opportunity to work on a global multi-year project for strategic scope alignment. Thanks go out to Mary Jensen for providing support of the global workshops conducted in order to understand the users’ needs and expectations. Getting my hands in the sausage-making invigorates my business analysis passion. I highly recommend instructors occasionally getting out of the classroom for an on-the-ground perspective.

Personally, I want to dedicate this book to my husband, Craig, since he listened for hours to content for which he does not share my passion, yet still supports my crazy endeavors. My family who asked, “How’s the book coming?” spurred me to the finish line. I appreciate all of my friends from the gym whose support I rely on to keep me sane. Thanks to all for providing me the canvas to paint the difference that business analysis can make for developing solutions that make life better.


ABOUT THE AUTHORS

KELLEY BRUNS

[image: Image]

Kelley Bruns is a veteran corporate trainer, coach, mentor, training manager, course developer, and author with more than 25 years of experience helping enterprise project teams solve problems. She holds a master’s degree in adult education with a concentration in training and development from Drake University. Kelley has facilitated and consulted with participants and clients throughout the world including corporations, government, and nonprofit entities. She is a former vice president of business analyst training at ASPE, and is a leading expert in business analysis and various approaches to project management and product development. Kelley is an International Institute of Business Analysis (IIBA®) Certified Business Analysis Professional (CBAP®), Project Management Institute certified Professional in Business Analysis (PMI-PBA)®, Project Management Professional (PMP)®, and Agile Certified Practitioner (PMI-ACP)®. She is also a Scrum Alliance accredited Certified Scrum Master (CSM) and International Consortium for Agile accredited ICP, ICP-BVA, and ICP-APM.

Kelley has dedicated her career to helping people transfer knowledge, skills, and abilities in both professional and personal settings in order to provide a strong return on their investment. Ms. Bruns was actively involved in the IIBA Enhanced Certification Redesign and the Endorsed Education Provider Advisory Group. She is uniquely talented at helping others learn best practices without having to learn the hard way. In her spare time, Kelley can be found hiking, whitewater kayaking, camping, and snowshoeing with her husband and dogs in the mountains near her home.

BILLIE JOHNSON

[image: Image]

Billie Johnson is a leading project management and business analysis expert and practicing professional who has been involved in establishing business analysis direction, processes, and modeling for almost 30 years—spanning financial, manufacturing, consulting, education, government, retail, and mining industries. She was an early adopter of the Certified Business Analysis Professional (CBAP®) certification, receiving her certification in May 2007; as well as achieving the Project Management Institute Professional in Business Analysis (PMI-PBA)® certification as soon as it was offered in July 2014. She is also a Certified Scrum Master accredited by the Scrum Alliance. Billie was a reviewer team lead for the IIBA Business Analysis Body of Knowledge (BABOK® Guide) Version 3. She periodically speaks at IIBA events, PMI events, and other professional conferences. For the last ten years, she has been teaching and consulting with large organizations and Fortune 500 companies. As a business analysis instructor, course developer, author, coach, and mentor, she enjoys furthering the field of business analysis by touching those in the field with tools to face their unique problems and opportunities. In her spare time, Billie and her husband, Craig, enjoy building memories with family and friends at their home on Lake Buchanan in Texas. Very special memories are the Grandmere and Papa camps in the summer with the grandkids.


[image: Image]

At J. Ross Publishing we are committed to providing today’s professional with practical, hands-on tools that enhance the learning experience and give readers an opportunity to apply what they have learned. That is why we offer free ancillary materials available for download on this book and all participating Web Added Value™ publications. These online resources may include interactive versions of material that appears in the book or supplemental templates, worksheets, models, plans, case studies, proposals, spreadsheets and assessment tools, among other things. Whenever you see the WAV™ symbol in any of our publications, it means bonus materials accompany the book and are available from the Web Added Value Download Resource Center at www.jrosspub.com.

Downloads for Mastering Business Analysis Standard Practices include numerous templates and checklists for better performing business analysis work.


1

INTRODUCTION

The purpose of this book is to provide guidance on mastering business analysis. First, as with any profession, there is a foundational understanding required prior to digesting guidelines for performing the work of business analysis. This chapter is dedicated to providing that foundational information from the two leading organizations on business analysis—the International Institute of Business Analysis (IIBA®) and the Project Management Institute (PMI)—as well as some additional practical resources that are identified throughout this book. The intent of this chapter is to help guide readers to understand the differences and similarities between the IIBA and PMI that are related to understanding the profession of business analysis.

WHAT IS BUSINESS ANALYSIS?

Even though the business analysis profession has only recently been recognized, the problems and opportunities surrounding it have been analyzed since the beginning of time. Consider the creation of the wheel; it came about because there was a need to move materials that were too heavy to carry quickly. Wheels on an axle allowed materials to be loaded on open containers and trucked to the needed location more efficiently. This is the result of a business analysis effort.

Business analysis is defined by both the IIBA and PMI as a set of activities to enable change in an enterprise by defining needs and recommending solutions that deliver continuous value to stakeholders. This short definition is packed with exciting and rewarding opportunities for both the business analyst (BA) and the enterprise. There is a natural gut reaction to identify an obstacle and immediately go into solution mode rather than trying to identify the underlying problem. Most folks have no trouble seeing the solution—it’s the problem that eludes them.

The value that enterprises reap by investing in business analysis can be summarized as:


	Solutions that meet stakeholder needs and provide business value due to more reliable, higher quality requirements;

	Higher buy-in for the change by ensuring stakeholder engagement in the process;

	Much higher probability of projects being delivered on time, within scope, and within budget; and

	A reusable pattern on future change initiatives by building business analysis competency.



Research clearly indicates that enterprise projects are failing to deliver their intended business value. From 2012 through 2016, project success indicators have remained fairly constant. Research conducted by PMI summarizes these results in Table 1.1. How much does this mean in dollars and cents? An estimated 12% of the money invested on projects is wasted due to poor project performance. According to a whitepaper by PMI called Business Analysis: Leading Organizations to Better Outcomes, the second leading cause of project failure is inaccurate requirements (39%), preceded only by changes in an organization’s priorities (41%). Enterprises that have matured their business analysis practices are dramatically improving their probability of project success.

Table 1.1 Project outcomes




	Project Outcomes

	2012

	2016




	Met original goals/business intent

	64%

	62%




	Experienced scope creep

	44%

	45%




	Deemed a failure

	15%

	16%




	Completed within original budget

	55%

	53%




	Completed on time

	51%

	49%




	Failed project’s budget lost

	34%

	32%






The necessary enterprise solutions are increasingly more complex and interrelated, providing business analysis professionals with an opportunity to engage stakeholders with multiple viewpoints in order to drive solutions. These solutions likely require changes in process, technology, and organizational structure. The need for these business analysis professionals has been predicted to grow by double digits, specifically 13–30% over the coming decade (see the Business Analysis Perspectives section of this chapter for more on this trend). Specifically, business intelligence (BI) skills are predicted as the highest need. According to a recent PwC report that was supported by data from Burning Glass Technologies, the 2020 estimate calls for 2.7 million job postings in the analysis space that require professionals with deep analytical (BI) skills. Also, business analysis is a profession that has been defined by Harvard Business Review as the sexiest job of the 21st century.

To keep current, the BA has the following sources:


	Business analysis professional organizations, guides to business analysis practices, and certifications:

	IIBA

	Guides to business analysis practices

	A Guide to the Business Analysis Body of Knowledge (BABOK® Guide), v3

	Agile Extension to the BABOK® Guide

	IIBA Global Business Analysis Core Standard



	Certifications

	Entry Certificate in Business Analysis™—recognizes individuals entering the field of business analysis

	Entry Certificate in Business Analysis Plus™ (ECBA™+)—provides hands-on experience to grow knowledge into application for targeted skills

	Certification of Capability in Business Analysis™ (CCBA®)—recognizes BA professionals who have 2–3 years of experience

	Certified Business Analysis Professional™ (CBAP®)—recognizes BA professionals who lead and have over 5 years of BA experience






	PMI

	Guides to business analysis practices

	The PMI Guide to Business Analysis

	Business Analysis for Practitioners—A Practice Guide




	Certification

	PMI Professional in Business Analysis (PMI-PBA)®—recognizes professionals who have business analysis and project experience






	Association of Business Process Management (BPM) Professionals International

	Guides to business analysis practices

	Guide to the Business Process Management Body of Knowledge®




	Certifications

	Certified Business Process Associate®—recognizes broad-based BPM foundation-level skills and understanding

	Certified Business Process Professional®—recognizes BPM professionals who have at least 4 years of BPM experience

	Certified Business Process Leader™—recognizes a BPM mastery level competency






	Business Architecture Guild

	Guides to business analysis practices

	A Guide to the Business Architecture Body of Knowledge®




	Certification

	Certified Business Architect ®—recognizes proficiency in the field of business architecture










As of the end of 2018, approximately 84% of the over 12,000 individuals holding the previously mentioned business analysis-related certifications are IIBA certifications. All of these certifications require re-certification, which provides BAs with a chance to update their skills by earning development units that are recognized by certifying bodies. The IIBA conducts annual salary surveys for business analysis professionals, and most business analysis professionals with a minimum of one certification typically receive between 7–31% more in earnings than those without certification. Business analysis professionals with the CBAP certification receive 16–38% more in salary. Of note, in India business analysis professionals with a minimum of one certification receive 52% more in earnings. These statistics remind us that there is value in certifications. Other ways BAs can keep their skills sharp include:


	Networking opportunities

	Professional organization chapter events

	Online professional networking sites with opportunities to join business analysis groups




	Business analysis training

	Live instructor-led training sessions (virtual or face-to-face)

	Webinars




	Reference material

	Blog posts

	Whitepapers

	Business analysis books (like this one)






WHO DOES BUSINESS ANALYSIS?

The profession of business analysis has been experiencing an evolution in recent history. Not all enterprises define the business analysis role exactly the same way in their job descriptions due to differences in size, orientation, organizational structure, departments, and culture.

Consideration and care must be exerted by enterprises to be clear about the roles, responsibilities, job descriptions, and hiring practices of business analysis professionals to ensure the right fit. Business analysis professionals may be referred to by many different titles as noted in Table 1.2. This table is not intended to be an all-inclusive list of job titles and is meant to show the diversity of titles that perform business analysis work. According to the 2017 Global Business Analysis Salary Survey, 83% of business analysis professionals have the following titles: BA, Data Analyst, Product Analyst, Business Process Analyst, Business Systems Analyst, or Systems Analyst. The exciting news—business analysis is not just for IT anymore due to broadening perspectives and different solution outcomes that are not always technologically based. Going forward in this book, all those conducting business analysis work regardless of title will be identified as BAs.

Support from all levels of an enterprise is essential in order for BAs to successfully perform their responsibilities. This support must include senior level personnel of an organization, as well as project teams. BAs need the support of project managers and sponsors to remove roadblocks that will impede the BA from communicating effectively with stakeholders since most BAs do not possess any formal authority within the organizational hierarchy. According to the whitepaper by PMI called Business Analysis: Leading Organizations to Better Outcomes, 91% of respondents from highly mature business analysis practices reported that the role of the BA is valued by management, sponsors, and stakeholders, as compared to 53% of respondents working for less mature organizations. However, according to a recent survey by PMI, only 18% of respondents rated their business analysis practice as highly mature.

Table 1.2 Titles for business analysis professionals
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WHAT QUALITIES DO BAs POSSESS?

There are some key developments that are helping the business analysis profession to evolve, including:


	Finding value in having business analysis performed before a project is initiated in order to help properly define the problem or strategic opportunity

	Expanding the business analysis profession into specialized roles to cover the entire initiative

	Discovering that business analysis work delivers value beyond software solutions

	Tailoring of business analysis services based on unique project characteristics to provide more value to the organization

	Using a hybrid role for practitioners who are performing both project management and business analysis activities



While many roles in organizations are static, the BA role is one that will be continuously evolving. As this happens, knowing what qualities are essential will help a BA to become more effective. The following qualities are critical for success in business analysis:


	Big picture view versus detailed information: this involves the ability to be a strategic thinker in order to provide the big picture for an initiative, while at the same time being able to pinpoint details. On the spectrum of these two qualities, most people are gifted at one, but not both. Both strategic thinking and detail-oriented thinking can be learned. In business analysis, start with the strategy—the business requirements—and decompose to the stakeholder requirements, solution requirements, and transition requirements.

	Change advocates: this includes people who will help the stakeholders and the organization transition from the current reality to the desired future state by minimizing negative impacts and increasing positive outcomes in terms of value to the organization. Effective BAs assess the culture of the enterprise to accept change and the readiness of the enterprise to adapt to the cultural changes that will occur.

	Forward thinking: this type of person needs to look at not only the here and now (current state), but also examine what needs will be required in the future, including potential growth opportunities. This quality includes being able to differentiate between potential solutions that appear to meet current stakeholder needs and one solution that has the potential to meet future needs.

	Inquisitiveness: This would include someone who is curious and will investigate both strategic opportunities and the root causes of problems. Being interested, asking the right questions, and digging deeper to solve problems are some of the inquisitive and investigative qualities that help a BA to be effective.

	Multi-dimensionality: this would include people who exhibit knowledge of the particular perspective or domain that is being analyzed. The business analysis profession has expanded beyond IT. This multi-dimensional quality also includes paying attention to scope regarding impacts, change, risks, and stakeholder engagement.

	Open-mindedness: this would require a person to have an impartial approach when engaging stakeholders and is a critical quality for business analysis. The way BAs ask questions can reveal biases and close-mindedness. The best way to alleviate close-mindedness is to ask a variety of questions.

	Solution and answer seeker: this type of person will pursue answers to root causes, perform what-if analysis, challenge assumptions, and recommend viable solutions to address business needs.



The qualities identified here are intended to be used in combination with the competencies, knowledge, and skills that are discussed later in this chapter. When hiring BAs, each enterprise needs to determine which of the qualities, competencies, knowledge, and skills to consider for interview questions. Due to the continuous evolution of the BA role, organizations must also provide training, mentoring, and coaching on techniques and skills to enhance successful outcomes for the business.

ORGANIZATIONAL STRUCTURES AND THE BA

Just as there are differences in roles and responsibilities for BAs, there are also unique organizational structures related to business analysis. By 2020, employers in the U.S. will need 876,000 business analysis professionals according to the U.S. Bureau of Labor Statistics Employment Projections Program. Appropriate organizational structures to support those BAs and their career progression opportunities will become critical in order for enterprises to retain the most effective BAs.

One of the more tricky questions in workplaces is determining where to put the BA on an organizational chart. Part of this conundrum is due to differing job specifications for BAs and hybrid roles. For organizations that have functional BAs and technical BAs, it makes sense to have the business BAs report to functional managers in their respective business units and have the technical BAs report to IT managers; however, not every workplace is this straightforward.

When organizations view the BA as a project role, they tend to place the BA in IT. One of the disadvantages of placing the BA in IT is that the BA doesn’t become involved in the project until after the business case is developed and the project is recognized. More mature workplaces are realizing the value of having the BA involved in the creation of the business case because of the analysis skills that are needed to examine the problem or opportunity. Oftentimes, when a business unit has subject matter experts (SMEs) perform strategy analysis or needs analysis, that person does not have the analysis skills necessary to adequately determine the best solution. It is in these situations where the BA serves a balancing role with the business SMEs—the BA provides an unbiased viewpoint to the situation the business is experiencing.

Having BAs report to a functional area is beneficial in ensuring early involvement of BAs in initiatives and projects. Less mature organizations have not yet recognized the value of early involvement of the BA role in understanding business needs and helping drive toward a feasible solution. Organizations that do realize this value are reaping the benefits of cost savings, efficiencies, and increased stakeholder satisfaction.

Understanding different perspectives can also influence reporting structures for BAs. For example, BAs in BI, agile, or IT often report to IT or information systems (IS) leadership; while BAs in enterprise architecture and BPM report to functional leadership or the IT/IS department.

In the 2017 Global Business Analysis Salary Survey, 46% of business analysis professionals report to the solution space (IT/project management), 34% report to a functional business area/product, and 20% report to the center of excellence/expertise/project management office (PMO).

Regardless of where the BA resides on an organizational chart, it is critical that BAs:


	Have access to key stakeholders

	Build relationships with stakeholders

	Engage stakeholders throughout each project, program, portfolio, or initiative

	Lead stakeholders without formal authority

	Become a trusted advisor



Each organization needs to examine the overall strategy, vision, goals, business drivers, job descriptions, and perspectives to determine the best fit for placement of the BA role in the organizational structure.

BA CAREER PROGRESSION

When selecting a career, many practitioners are not familiar with the BA role and where it comes from. Surveys show that most BAs do not consciously seek out the role. In fact, we (the authors of this book) just kind of fell into it. One of us came from an education and accounting background and the other came from a strategic and process improvement background. It’s not important where you come from; it’s critical that you have the appropriate skills to effectively perform business analysis work. BAs can be formed through any of the following backgrounds or combinations:


	Formal degree programs: example programs include business administration, business analysis, business analytics, BI, computer science, data analytics, etc.

	IT or technical background: knowledge of specific systems and solutions

	Department, functional areas, or lines of business experience in the business domain: knowledge of processes and systems used in specific areas

	Industry or specific trade experience: knowledge of history, trends, and competitive advantages



There are many paths that a practitioner can take to become a BA. BAs typically begin in either the business domain or the technical domain. The type of perspective a BA will engage for an initiative also needs to drive your career progression. Perspectives include the types of tasks and techniques that a BA needs to use in order to successfully complete an initiative.

The size of an organization and the number of BAs employed at an enterprise also have a direct influence on career progression. There are enterprises that do not recognize any levels of business analysis (especially smaller enterprises) while others acknowledge three levels: entry-level, mid-level, and senior-level (see Figure 1.1). Larger enterprises often recognize five levels: entry-level, junior, intermediate, senior, and advanced (see Figure 1.2). The factors distinguishing the levels and types of BAs include competencies, knowledge, standard of work, autonomy, complexity/scope of work, and perception of context. In the 2017 Global Business Analysis Salary Survey, 52–69% of respondents shared that their workplace supports multiple business analysis levels for career path progression. The number of business analysis career levels varies: one to three levels (52–61%), four to five levels (17–39%), and even more than six levels (8–22%). The percentage variations are based on country breakdowns.

Larger organizations have the benefit of having peer BAs provide coaching and mentoring to rising BA professionals. This guidance helps to shorten the learning curve to becoming an effective BA. When working at a smaller organization, the BA can get help from local chapters or networks of BAs. The Internet, training organizations, and books also provide resources that support career progression.
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Figure 1.1 Business analyst career progression—three levels
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Figure 1.2 Business analyst career progression—five levels

The IIBA Business Analysis Competency Model version 4.0 includes five levels of proficiency for BAs, including:


	General awareness: having basic awareness, skills, and knowledge of business analysis

	Practical knowledge: following rules, guidelines, and prescribed ways of performing business analysis work

	Skilled: owning and completing small initiatives and business analysis tasks

	Expert: retaining skills, knowledge, and abilities to complete any type of business analysis effort, coaching and mentoring others, becoming a value manager, and sharing proficiency throughout the organization

	Strategist: influencing and expanding business analysis practices, advancing business analysis, and creating innovative solutions



When a BA lacks essential business analysis skill sets, the business analysis effort and the initiative will suffer. When this occurs, it’s important to identify the root cause of the variance in BA skill sets. Once the root cause is identified, then appropriate responses can be taken to assist in career alignment, career development, coaching, mentoring, etc.

The IIBA Business Analysis Competency Model version 3.0 also recognizes three types of business analysis job profiles:


	Generalist: a practitioner who may or may not have domain expertise and uses a variety of techniques to complete various initiatives

	Specialist: a practitioner who has greater expertise and is able to solve complex business problems using more focused techniques for an initiative

	Hybrid: a practitioner who has varying business analysis competency, as well as expertise in another discipline



Many enterprises are incorporating the following hybrid roles:


	BA/project manager: reasons for this type of role are due to the overlap of requirements (product and project), risks (product and project), stakeholder identification and analysis, communication with stakeholders, and quality (product and project)

	BA/user experience: reasons for this type of role are due to the overlap of stakeholder requirements with specific user interface requirements

	BA/product owner: reasons for this type of role are due to the overlap of identification of requirements via user stories and prioritizing the value of the user stories based on the needs of the stakeholders—both the BA and the product owner roles serve as a liaison to the stakeholders

	BA/Scrum Master: reasons for this type of role are due to the overlap of facilitating, negotiating, solving problems, and coaching of all the stakeholders

	BA/tester: reasons for this type of role are due to the overlap of requirements engineering leading to the creation of test plans and test scripts

	BA/developer: reasons for this type of role are due to the overlap of the same person translating the why and what of requirements into how



In the 2017 Global Business Analysis Salary Survey, business analysis professionals reported that they spend 46% of their time on core business analysis work with the remaining time spent on product owner, data analytics, Scrum Master, or project management responsibilities. These statistics support the increasing need for hybrid roles.

There are several more reasons for having hybrid practitioners in organizations today. Some of the additional motives include:


	Generalist roles: organizations that are striving to be more agile often require practitioners to be able to perform multiple roles to avoid bottlenecks on projects and initiatives.

	Lack of BAs: in many situations, BAs are assigned to multiple projects and operational responsibilities. When this occurs, there can be a shortage of BAs in the workplace, which can result in employees performing hybrid responsibilities to get projects and initiatives completed.

	No BA roles: there are organizations that do not recognize or even know that the role of a BA exists. While the title might not exist in an organization, the business analysis work still needs to be completed. When an organization doesn’t acknowledge the BA role, needs assessment is very easy to overlook.

	Revolving BAs: for organizations that hire contract BAs or use offshore BA resources, there is the risk of losing the BA. This risk is due to projects and initiatives getting completed, budget cuts, or even situations where BAs use the organization to gain knowledge and acquire better paying positions elsewhere. Organizations that follow this strategy need to consider the loss of knowledge that exits the door when these BAs leave.

	Role misalignment: very few organizations have pure BA roles that support what the IIBA and PMI describe in its literature. This isn’t necessarily bad; this is a reality. There are practitioners with the title of BA who do not perform any business analysis responsibilities, and there are practitioners who do not have the title of BA and yet they perform multiple business analysis tasks.



There are unique advantages to hybrid roles, including:


	Better refined project scope and product scope

	Capability to help when resources are scarce

	Easy access to the roles being fulfilled (both for the practitioner and for the stakeholders), thus saving time trying to find the person

	Enhanced change control processes

	Improved quality due to ownership of the product, service, or result



Utilizing hybrid roles for enterprises makes sense on small, less complex, and low-risk projects or initiatives. Smaller enterprises often capitalize on hybrid roles out of necessity. These organizations might not have enough staff to fulfill an individual role for the initiative or project.

There are some unique disadvantages to hybrid roles, which include:


	Conflicting interests and biases related to the triple constraints of time, cost, and scope: a constraint is a factor that will limit or restrict a solution, solution option, process, project, initiative, program, or portfolio.

	Conflicting roles and responsibilities: projects and initiatives benefit from the healthy collaboration and friction that exists between the different people performing the roles

	Confusion regarding responsibility and accountability

	Ineffective knowledge transfer of lessons learned

	Lack of career development opportunities for employees on projects that want to learn how to perform portions of the hybrid roles

	Transitioning the project or initiative into an operation—often the hybrid person becomes responsible for maintaining the solution and cannot move on to new work



Hybrid roles are challenging during large, complicated, and high-risk projects or initiatives. When enterprises violate the previously listed guidelines, the hybrid role becomes the bottleneck of the project. Two of the most challenging aspects of the hybrid role are that only a portion of the practitioner’s experience will qualify him/her for a higher level of certification in business analysis and that the business analysis responsibilities can be misaligned with the practitioner’s career goals and experience.

A practitioner who is in a hybrid role has the opportunity to progress in more than one discipline. This can be both an advantage and a disadvantage regarding your career development. Each practitioner needs to look at their individual career goals to determine which job profiles will help determine the best career pathway.

If you are considering a potential hybrid position, consider these factors in your decision:


	The business analysis tasks and techniques you like to do or don’t like to do

	The business analysis tasks and techniques you perform effectively or ineffectively

	The type of roles and responsibilities you want to fulfill in the future and align this hybrid role with your career progression

	The experiences and opportunities you will gain with hybrid responsibilities

	The type of business analysis certification you want to acquire



In addition to a BA progressing within the business analysis profession, there are also opportunities to advance into other roles, including business architect, enterprise architect, manager of BAs, director, vice president, and the C-suite. In years past, the only opportunity for most BAs to progress was to become a project manager (PM). Now there are vast opportunities for BAs seeking growth within the profession itself.


In Real Life …

While analyzing the current state of a healthcare IT platform provider, I learned that they had four tiers of BAs. Two of the greatest challenges they faced were: (1) ensuring consistency as to the responsibilities for the different levels across the multiple lines of business, and (2) safeguarding how BA promotions happened across the varied lines of business. Enterprises that are considering the creation of different levels/tiers of BAs need to keep those factors in mind, as well as ensuring appropriate progression documentation, transparent communication, advancement work potential, and eliminating as much bureaucracy as possible in the process.



BECOMING A TRUSTED ADVISOR

Basically, there are two functions of trust—character and competence. Keep in mind that trust levels vary based on the situation. For example, someone might ask, “Do you trust your husband?” and I would respond, “Implicitly.” Their response then might be, “So you would trust him to perform your dental work?” I would respond, “Of course not, dental work is not his core competency.” Trusting someone does not mean they can perform work competently.

Figure 1.3 helps in understanding the two functions of trust regarding character and competence:


	Low character and low competence results in distrust

	Low character and high competence establishes respect

	High character and low competence produces affection

	High character and high competence creates prevailing trust
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Figure 1.3 Functions of trust

The BA needs to consider the perceptions that stakeholders have of the BA—namely, how would they map you on the character/competence matrix? When the perception is not in the trust quadrant, it is critical for the BA to work to raise the character and/or competence level in the stakeholders’ eyes.

Building trust in business analysis cannot be taken lightly. Consider these factors when trying to build trust with stakeholders to become a trusted advisor:


	Focus on the needs and requirements of stakeholders: always look out for their best interests on projects and be careful with information—this helps a BA to build trust with stakeholders.

	Become attentive to others’ needs: the majority of trust breakdowns occur when a person pays more attention to themselves than to others. Becoming a trusted advisor involves constructing relationships.

	Master interaction and interpersonal skills: these skills are described in the Underlying Competencies section of this chapter. Trust is created through communication, conversation, and active listening.

	Be willing to take risks in order to build trust: relationships begin when one or both parties take a risk. According to authors Charles H. Green and Andrea P. Howe, trust is positively tied to risk; by taking appropriate risks you can create trust in the relationship with a stakeholder.

	Rise above your natural instincts to build trust: it’s important to stop the following behaviors:

	Trying to influence people

	Being self-preserving

	Responding via fight or flight

	Trying to always win



One of the best ways to gain credibility with stakeholders is to admit it when we don’t know the answer.


	Listen to others in order to build mutual benefits: a BA who listens to others is more likely to be listened to, which is the best way to begin to influence others. According to Green and Howe, mutual benefit means, “If you listen to me, I will listen to you. If you do not listen to me, I will not listen to you.” It is of great benefit for the BA to be genuinely interested in stakeholders.

	Make a good first impression: stakeholders will make trust judgments very quickly and consider both rational and emotional factors during their first interaction with a BA.

	Own any and all mistakes: the occasional mistake made by a BA will be forgiven provided there is deep trust with a stakeholder. Consistent patterns of mistrust in a relationship are the factors that destroy trust. In a deep trusting relationship, owning up to mistakes actually increases trust.

	Trust the stakeholders: when a BA trusts a stakeholder, odds are that the stakeholder will behave in a much more trustworthy way than if the BA was suspicious of that stakeholder. You get what you give.

	Be a dependable advisor to the stakeholders: consistency in thoughts, words, and actions creates credibility in the stakeholders’ mind.




In Real Life …

While working as a hybrid BA on a succession planning initiative at a large manufacturer, I had the opportunity to work closely with both internal employees and contracted resources from our IT department. At the end of the project, I provided feedback to the director of IT regarding the contributions that each team member made to the project. I copied each team member on what I included in my feedback. I wasn’t aware of the impact that gesture made until the next phase of the succession planning effort where I needed the expertise and work of the same team members. The director of IT told me that he would be happy to provide as much as he could because I took good care of his resources. The team members contributed even better on the succeeding phase than the previous one because they knew that I trusted and appreciated them.



The preceding factors focused on how to build trust, while the following elements are known as trust crushers:


	Disclosing confidential information

	Creating a competitive environment

	Communicating within a hierarchy (rather than team-based communications)

	Not doing what you say

	Micromanaging

	Not making decisions

	Being incompetent



When trust is absent, the requirements elicitation process will take longer, be incomplete, and lead to lower morale.

Becoming a trusted advisor means being more proactive than reactive in identifying areas of improvement before being asked by stakeholders, but also validating that improvement is necessary with them. Being proactive raises the value of the BA and increases the chances of retaining the role in the enterprise. As the business domain sees the business value realized from solutions, they begin to trust the BA more and more to help them be more effective in their work. When a BA is requested by stakeholders to work on a project or initiative or when he/she is sought out by a stakeholder for advice, that is a sign that the BA is progressing toward becoming a trusted advisor.

BUSINESS ANALYSIS COMPETENCIES

At first glance, it appears that the BA role involves mainly technical competencies. Upon further review, it becomes evident that BAs need to possess an abundance of interpersonal skills in addition to the technical skills. For most BAs, the technical skills can be acquired and learned with practice. The interpersonal skills, which some people refer to as soft skills, are more difficult and need to be refined throughout a BA’s career. This section includes the critical competencies for BAs to acquire and possess.

Core Concept Model

The BABOK® Guide v3 includes the Business Analysis Core Concept Model™ as a visual framework for BAs to perform business analysis. The model represents six core concepts:


	Change: going through a transformation in response to a need

	Need: problem or opportunity that requires being addressed

	Solution: specific way to satisfy one or more needs

	Stakeholder: group or individual—has a relationship to the change, need, or solution

	Value: worth, importance, or usefulness to a stakeholder, considering the context

	Context: circumstances that influence, are influenced by, and provide understanding regarding the change



Due to the relationships between the six core concepts, each has a dependency on one another regarding change. The six core concepts also help BAs determine the quality of their work and the ability to identify the definition of completeness.

There are multiple performance competencies within this model: 1) knowledge areas include the knowledge and groups of tasks that are necessary for BAs to perform; 2) techniques are the different ways that BAs perform the tasks or the format of a task output; and 3) underlying competencies include the skills, abilities, and personal characteristics that BAs use to perform the tasks and techniques. The underlying competencies are included in the next section of this chapter.

Underlying BA Competencies and Skills

The BABOK® Guide v3 recognizes 29 underlying competencies that are divided into six categories. Underlying competencies are the skills, knowledge, behaviors, and personal qualities that help a BA perform their tasks and techniques effectively.

The PMI Guide to Business Analysis recognizes 35 processes and six business analysis process groups that are essential for BAs to perform across these six knowledge areas:


	Needs Assessment

	Stakeholder Engagement

	Elicitation

	Analysis

	Traceability and Monitoring

	Solution Evaluation



PMI also identifies 40 skills that are necessary for the business analysis role. Table 1.3 includes the skills deemed necessary for the BA by the IIBA and PMI and where they overlap.

Table 1.3 Competencies business analysts use
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In Real Life …

In a recent mortgage industry redesign project, the stakeholders expressed that a new platform was needed for the agreement application because their current platform was no longer supported. The contract life-cycle process was perfect; hence, just build a new platform. This was seen as a technology-only project. In eliciting more information about the expectations of the new agreement application, a stakeholder mentioned that this new application should help reduce the customer contracting life-cycle timeline—a major factor for cost and time savings. This realization created a new, explicit goal to reduce the contract life cycle. This technology-only project now became a process improvement and organizational redesign project as well; something that could only have happened once more questions were asked.



BUSINESS ANALYSIS PERSPECTIVES

The BA professional skill set is not just for IT projects any longer. These analytical skills are required for working in different initiative contexts such as process improvement, strategic initiatives, reporting needs, automated solutions, etc.

The BABOK® Guide v3 defines these business analysis opportunities as business analysis perspectives. The BA can expect an initiative to include multiple perspectives. Depending on the perspectives, the BA will vary techniques and tasks. To guide practitioners in mastering business analysis, the steps that are defined in subsequent chapters are applicable to all perspectives. The variation of tasks and techniques will be outlined based on the following five perspectives.

The BI Perspective

This perspective recognizes the need to focus on the data that provides value-added information. The impact of information can be seen everywhere. Every mention of the cloud, which is frequently the topic of conversation, is seeking to understand the best way to make information accessible. The BA who is working in this BI perspective seeks to understand the impacts related to how data is sourced, transformed, integrated, and enhanced in order to support business decision making. This decision-making support can be strategic, tactical, or operational. Typically, executive-level staff are seeking strategic information, management is seeking tactical information, and process personnel are seeking operational information. The BA working on any change initiative should be aware of these needs. The astute BA will ensure that these information needs are properly elicited to avoid gaps in the information that is available upon implementation.

The key objectives are to have reliable, consistent, and accurate information. With data being sourced from multiple internal and external places, this objective is hard to accomplish without a single point of truth for this diverse business data. Approaching data from this BI perspective promotes an enterprise-wide view of information management. Figure 1.4 depicts a conceptual framework for this single point of truth and indicates the need for information governance of data integration and information delivery that must be maintained.

The BPM Perspective

This perspective seeks to ensure that delivery of value is optimized across end-to-end processes. The processes may be manual, automated, or a combination of both. Enterprises that hold a process-centric view treat BPM as an ongoing effort and an integral part of the ongoing management and operation of the enterprise. There are many BPM frameworks and methodologies that the BA may employ, but all of them involve the steps depicted in Figure 1.5 and are explained in the following list:


	Designing: understanding current and future processes to develop a gap analysis. BAs often examine activities for these factors before considering automation of the business process:

	Bureaucracy

	Value-added versus non-value-added

	Redundancy

	Simplify

	Process time

	Cycle time



Automating an ineffective and inefficient business process will not fix the business process. Finding and fixing areas of improvement is something that needs to be performed before even considering automation of the business process. Throughout this gap analysis, BAs are also investigating how to prepare business stakeholders for the transition from the current state to the future state.


	Modeling: graphical representation of current and future states to analyze the potential value. Modeling helps BAs and business stakeholders see potential bottlenecks, inefficiencies, and problems.

	Execution: actual execution of the processes to identify bottlenecks, defects, and/or errors.

	Monitoring: collection of analytical data to ensure value and recommend improvement opportunities. This involves an ongoing effort to improve a business process and making adjustments as necessary so the business process gets better over time.

	Optimizing: ongoing repetition of the designing, modeling, execution, and monitoring. BAs follow a structured problem-solving approach to perform optimization and seek to make the business processes adaptable to changing business needs.
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Figure 1.4 Single point of truth

BPM helps enterprises enhance business processes in order to accomplish more efficient and effective outcomes. Performing this perspective allows BAs the opportunity to exceed stakeholders’ expectations. While performing BPM, BAs focus intently on the process to identify improvement and involve the business process stakeholders.
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Figure 1.5 BPM cycle


In Real Life …

A manufacturing facility used a structured problem-solving approach to decrease both the process time and the cycle time days for new orders. The process model took up all four walls of a 400-square-foot conference room. Involving the business stakeholders in defining, measuring, analyzing, implementing, and controlling helped them realize how big the problem truly was—as well as gained their support and buy-in for the changes that would be necessary to decrease the cycle time from 25 days to five days.



BPTrends reported in The State of the BPM Market 2016 that the business drivers causing organizations to focus on business process change are:


	The need to save money

	To improve an existing process or create a new process

	To improve customer satisfaction

	To improve organizational responsiveness

	To improve business coordination and control

	Compliance with new regulations and IT upgrades

	One-time events such as mergers and acquisitions



Of course, process improvement is nothing new since there are processes evident in just about everything we do. Consider the processes at play from waking up in the morning to getting ready for the day. These processes vary based on the day of the week and the calendar tasks involved. One typically is analyzing ways to reduce the amount of time it takes to get ready in the morning. The difference in using a structured BPM approach is the diligence for continual improvement. Table 1.4 provides a timeline for the evolution of BPM. As this table is reviewed, the tools used to manage processes have evolved as well. Table 1.5 depicts the BPM methodologies and short descriptions of each that are being used today. These methodologies lend themselves to being more appropriate based on the focus. The percentages in this table reflect organizations that use multiple methodologies, thus the total percentage is greater than 100. These areas of BPM focus are depicted in Figure 1.6. These tables and figures are certainly not meant to intimidate. A savvy BA is aware of the BPM level of engagement, tools, and methodologies that are available when assigned a project. As stated previously, multiple business analysis perspectives are likely involved on any one project.

Table 1.4 BPM evolution
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Table 1.5 BPM methodologies




	Methodology

	% Used

	Description




	Lean

	34%

	Lean is a systematic method for the elimination of waste ( muda) within a manufacturing system. Lean also takes into account waste created through overburden ( muri ) and waste created through unevenness in workloads ( mura). Working from the perspective of the client who consumes a product or service, “value” is any action or process that a customer would be willing to pay for. Essentially, lean is centered on making obvious what adds value by reducing everything else.




	Six Sigma

	20%

	Six Sigma seeks to improve the quality of the process output by identifying and removing the causes of defects and minimizing variability in manufacturing and business processes. It uses a set of quality management methods, mainly empirical, statistical methods, and creates a special infrastructure of people within the organization who are experts in these methods. Each Six Sigma project carried out within an organization follows a defined sequence of steps and has specific value targets.




	Combined Lean Six Sigma

	40%

	Lean Six Sigma is a methodology that relies on a collaborative team effort to improve performance by systematically removing waste by combining lean manufacturing/lean enterprise and Six Sigma to eliminate the eight kinds of waste ( muda): transportation, inventory, motion, waiting, overproduction, overprocessing, defects, and skills (abbreviated as TIMWOODS).




	Rational Unified Process (RUP)

	9%

	The Rational Unified Process (RUP) is an iterative software development process framework created by the Rational Software Corporation, a division of IBM since 2003. RUP is not a single concrete prescriptive process, but rather an adaptable process framework, intended to be tailored by the development organizations and software project teams that will select the elements of the process that are appropriate for their needs.




	Business Rules Approach

	12%

	Business rules are abstractions of the policies and practices of a business organization. In computer software development, the business rules approach is a development methodology where rules are in a form that is used by, but does not have to be embedded in, BPM systems. The Business Rules Approach formalizes an enterprise’s critical business rules in a language that managers and technologists understand.




	BP Trends Associates Methodologies

	18%

	A best practices methodology synthesizes the best of various approaches into a coordinated whole. Burlton-Harmon divide process work between an enterprise methodology and a process redesign methodology. At the enterprise level the goal is to create or organize the tools and resources that senior managers and a business process center of excellence will need to manage and coordinate process work throughout the entire organization. Thus, phases in the enterprise effort include organizing strategy and processes, creating a business process architecture, organizing a process measurement system, establishing a process governance system, and aligning processes with other resources from IT, HR, etc.




	Rummler Brache/PDL Methodology

	7%

	Rummler Brache™ methodology defines 6 phases for BPM to include: Phase 0: Performance Improvement Planning, Phase 1: Project Definition, Phase 2: Process Analysis and Design, Phase 3: Managing Implementation and Change, Phase 4: Process Management, and Phase 5: Managing the Organization as an Adaptive System. PDL Methodology focuses on bridging the requirements gap between business needs and IT solutions, including definition of the business and the drivers for technology.




	Process and Enterprise Maturity Model (PEMM™)

	6%

	The Process and Enterprise Maturity Model (PEMM™) is a corporate roadmap and benchmarking tool for organizations seeking to become process driven organizations. Dr. Michael Hammer introduced PEMM™ in The Process Audit for the Harvard Business Review in April 2007. This provided guidance for immediate application by corporations at any level of process design/redesign.




	Case Management Methodology

	5%

	Case management solutions unite information, documents, process, systems, and people to provide a 360-degree view of case details—often called an electronic case file.




	Framework Methodology (eTOM, SCOR)

	10%

	eTom—Enhanced Telecom Operations Map is a business process framework for telecom service providers in the telecommunications and entertainment industries. The model describes the required business processes of service providers and defines key elements and how they should interact.

SCOR—The Supply Chain Operations Reference model is a supply chain framework, linking business processes, performance metrics, practices, and people skills into a unified structure.




	Consulting Company Methodology (CSC’s Catalyst)

	6%

	Catalyst is a set of repeatable processes and techniques for analyzing a business situation and developing and implementing the best solution. It is based on industry best practices and reflects the thinking and experience of CSC employees globally.




	CMMI Methodology

	17%

	The Capability Maturity Model Integration (CMMI) is a process model that provides a clear definition of what an organization should do to promote behaviors that lead to improved performance. With five maturity levels and three capability levels, CMMI defines the most important elements that are required to build great products or deliver great services and wraps them all up in a comprehensive model.




	In-House Methodology

	34%

	Custom in-house developed standards, tools, and practices for managing business processes.






% Used based on BPTrends’ The State of the BPM Market—2016
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Figure 1.6 BPM levels

The IT Perspective

This perspective is where the BA has traditionally been utilized. In fact, most references that were produced regarding business analysis refer to the work done to describe the needs of an automated solution. When the BA is working from this IT perspective, there is likely a high degree of complexity and scope of activities. The initiatives may vary from being very small, in the case of a defect resolution or minor enhancement, to large re-engineering projects. The BA may be working alone on the IT business analysis activities or as part of a team of BAs to help decompose the problem, define goals, and finally define requirements to provide the most appropriate IT solution.

On IT initiatives, there is typically a solution approach that is identified prior to project funding and then defined in the business case. This solution approach is influenced by the enterprise direction for IT endeavors and may be defined in the enterprise architecture. The IT solution approach defines whether this initiative will be a packaged solution (commercial off-the-shelf—COTS), a custom application built in-house (homegrown), a custom outsourced application (organization specific), an outsourced industry standard solution, or some combination of any of these approaches. The impact to the business analysis effort is whether the system is intended to be user-centric or whether it forces the user to conform their practices to the solution. Typically for a COTS solution, the enterprise has selected this approach to employ a best-in-class tool that has proven functionality that will meet the needs of like enterprises rather than reinvent the wheel. The BA should validate this assumption with the sponsor and the PM and ensure that business stakeholders understand that their processes may change, but their needs will be met. The BA will ensure the solution is able to fulfill the needs of the business, but without dictating the exact steps in the process—otherwise, the BA could be sabotaging the expected gains of purchasing a solution. The detail requirements will be in the configuration of the COTS solution. For custom solutions, the BA will take a user-centric approach, elaborating detailed, concise solution-level requirements.

There is a lot of discussion regarding the technical expertise that the BA should have in order to work in the IT perspective. Generally, if the BA has a technical background, it is easier to communicate with the IT development group, but the downside is to move into solution mode before understanding the problem. Successful BAs in the IT perspective could possess any of the following backgrounds:


	Only worked with business users in the past on an IT system

	Designated liaison between the business group and the technical team

	SME who has experience on the current application

	Software user who is aware of the daily activities and focuses on usability

	Business process owner who understands business capabilities and processes but has no technical or IT experience

	Technical person with in-depth technical experience

	COTS representative who will allow customization of the packaged solution while leveraging their knowledge of the vendor’s package and past implementation experience



IT initiatives are typically triggered by identifying a new capability to transform the enterprise, achieve objectives (regulatory or policy) that require technology, improve operations, maintain existing IT systems, or repair defective IT systems. These initiatives will likely require focus on multiple IT systems that interact with one another for multiple user groups. This requires high collaboration among the stakeholder groups with the BA being the facilitator to define solution requirements.

Consider the impact of an IT change initiative on other perspectives at play within the organization. Has the process impact been considered? Will the business intelligence be enabled with this change? Is the organization mature enough to utilize the solution to achieve the anticipated value? The BA working in the IT perspective must ensure these considerations are addressed. In some cases, there may be separate BAs working on other perspectives, but usually the BA must address all perspectives.

These perspectives, coupled with an ever-changing IT environment, have a huge impact on the business. This impact is driving an increase in demand for BAs who are in tune with an environment that is evolving at a rapid pace. The major contributing innovations in this decade include:


	The cloud computing platform, which provides large, mid-size, or small organizations a seemingly level playing field. Traditionally, organizations were faced with large investments for information systems that could retrieve, collect, store, and distribute information. Cloud computing offers a flexible platform for those mid-size and small organizations to scale their needs and pay only for what they use. Cloud computing could make or break an organization, depending on how they implement the solution. If implemented correctly, cloud computing may boost the organization to greater success than what was thought possible with the old technology. The BA must understand the risks of improper execution as well as the benefits for this solution approach to define the business analysis information.

	Risks include network dependency, data security, and integration of systems (internal and external to the organization)

	Benefits include cost reduction, increased efficiency, platform flexibility without investment, security gains, and reliability




	On the coattails of cloud computing, the distribution of software has undergone a change. The traditional model provided boxed software or custom applications implemented on-site. Software distribution is moving toward Internet accessibility, known as software as a service (SaaS). The SaaS focus has been on maintaining business applications such as accounting, database management systems, messaging software, etc. Similarly, the BA must understand the risks of improper execution as well as the benefits for this solution approach to define the business analysis information.

	Risks include availability of hosted application, data security and privacy, a stringent regulatory environment, and vendor stability

	Benefits include cost reduction in personnel and hardware, increased efficiency in deployment, lower initial acquisition cost, no maintenance releases or patches to install, scalability, security gains, and reliability




	The global community is changing the way the Internet is accessed, moving from desktop and laptop access to adding mobile digital platforms, such as smartphones, tablets, smart TVs, watches, etc. There is now a mobile workforce that can work from home, office, restaurants, or while traveling—just about anywhere. This speeds up the information flow, velocity and quality of decision making, exchange of data between systems, collaboration, communication, and location services. It provides the BA with new elicitation, communication, and collaboration vehicles, as well as opportunities for solution design considerations.



Typically, IT projects are designed, constructed, tested, and delivered in a defined life-cycle framework. This framework is known as a systems (or software) development life cycle (SDLC). The BA’s approach to elicitation and analysis may or may not follow the SDLC of the solution development team; however, the BA is influenced by the project’s SDLC because the BA will support the implementation of a successful solution. There are a number of different SDLC approaches; however, most fall into one of the three categories that are shown in Figure 1.7 and explained here:


	Predictive approach: this is typically known as the waterfall approach. The predictive approach is a sequential (non-iterative) process in which progress is seen as flowing steadily downward (like a waterfall)—through the phases of conception, initiation, analysis, design, construction, testing, implementation, and maintenance. The predictive approach dictates that one phase is complete, reviewed, and verified before moving to the next phase. Figure 1.8 depicts the phases of the waterfall approach. The predictive approach is a useful approach when the variables and outcomes of a project are well known. This approach may be an appropriate choice for an organization if:

	The problem, requirements, and solution approach are familiar to the team

	The parameters of the project are stable

	The project team is large

	The project development process is thoroughly documented

	The organization prefers predictability to change

	The PM is inexperienced in other project methodologies



The predictive approach places a great deal of responsibility on the project team to understand and implement requirements. If the BA fails to provide the team with complete and accurate information, the final product will not meet the needs of the organization. Subsequent changes are always more time consuming and costly. Until recently, waterfall was the dominant approach in software development. However, Hewlett Packard (HP) conducted a survey in 2015 and found that this was no longer the case (see Figure 1.9).


	Iterative approach: this hybrid of predictive and adaptive approaches is sometimes referred to as an iterative or incremental approach. Due to the hybrid nature of this category, there are many variations in what aspects of predictive and adaptive organizations will choose to utilize. Figure 1.10 depicts this incremental delivery approach, which is also characterized by the following:

	Overall solution scope is defined up front at a high level

	Solution scope is split into iterations

	Iterations are defined in detail requirements, design definition is just-in-time, and documentation typically needs formality and approval

	Each iteration’s work is performed sequentially with some overlap

	Product is developed iteratively, adding features incrementally




	Adaptive approach: this is typically known as the agile approach. The adaptive approach allows for prioritization of features (sometimes referred to as user stories or technical debt) to be pulled through an abbreviated SDLC. Figure 1.11 takes the traditional predictive SDLC and turns those phases on their side in an adaptive approach. This allows high-priority features to be delivered in small iterations, and this process is repeated until the solution is complete (or good enough). This approach is detailed in the Agile Perspective section of this chapter. The adaptive approach may appeal to an organization if:

	The parameters of the project are evolving or undetermined

	The organization adapts easily to change

	The team and/or project is somewhat small

	The timeline is flexible

	The organization represents an industry that is rapidly changing

	There is an experienced PM in this approach
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Figure 1.7 SDLC spectrum
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Figure 1.8 SDLC waterfall
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Figure 1.9 HP survey showing predominant SDLC approach

These SDLC approaches provide a framework for IT projects; however, other solution-driven efforts have adopted some of the practices. After all, project management roots are firmly planted in construction and manufacturing arenas, so it is common to encounter these approaches even when IT is not involved. Insight into the selected SDLC approach will help the BA be aware of the influence this may have on the selected business analysis approach, which will be defined in Chapter 4. Table 1.6 provides some insight into which project characteristics might lead organizations to select the predictive or adaptive SDLC approaches for their projects. To summarize this section on SDLC approaches, Table 1.7 depicts a comparison of advantages and disadvantages of predictive versus adaptive SDLC approaches.
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Figure 1.10 SDLC iterative
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Figure 1.11 SDLC adaptive

Table 1.6 Project characteristics impacting SDLC approach
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The Business Architecture Perspective

This perspective takes us out of the project-based or change initiative-based business analysis work and defines the enterprise, organization, single-functional division, or line-of-business direction. Business architecture is not a solution, but rather a tool. Through this business architecture definition (known as a blueprint), executives and management are provided a common understanding of the enterprise for the purpose of aligning strategic objectives with tactical demands. When considering this purpose of strategic alignment with day-to-day activities and change initiatives at play, the BA (or the business architect) is challenged to identify: (1) where to start, (2) how long this effort will take, and (3) how to continually show business architecture value to the enterprise—especially when times are lean. So, let’s examine these three aspects of this perspective.

First of all, the business architect should answer the questions in Table 1.8 to drive components of the business architecture. Next, decide on how to capture the information—or as the business architecture community would put it—what blueprint is being used? If the BA is working in an enterprise architecture group, it may make sense to weave the business architecture blueprint into the chosen enterprise architectural framework. Table 1.9 depicts the three leading enterprise architecture frameworks and an explanation for parsing out the business architecture component. There is a plethora of other frameworks developed through the following categories:


	Consortium-developed frameworks: developed by an association of two or more individuals, companies, organizations, or governments (or any combination of these entities) with the objective of developing common enterprise architecture

	Defense industry frameworks: developed by the U.S. Department of Defense

	Government frameworks: developed by the U.S. government

	Open-source frameworks: developed at no cost to the licensed user in which the copyright holder provides the rights to study, change, and distribute the software to anyone and for any purpose; may allow for development to occur in a collaborative public manner

	Proprietary frameworks: enterprise architecture frameworks defined as a company’s intellectual property and protected through legal devices such as patents, trademarks, or copyrights.



Table 1.7 Pros and cons of predictive and adaptive SDLC approaches




	Predictive Approach




	Advantages

	Disadvantages




	Time spent early in the software production cycle can reduce costs at later stages.

	Business stakeholders may not know their requirements before they see the solution, hence requirements change which requires revisiting design, constructed solution, deployed solution, and testing which equals increased solution cost.




	Clearly defined procedures and controls that allow for regulating every aspect of the project.

	Designers may not be familiar with new software or a feature that may reveal future constraints, requirements, or other problems. This may require revision of the design.




	Emphasizes documentation (requirements specification, design specification, and source code) which provides for knowledge transfer as needed.

	 




	This structured approach progresses in a linear fashion through understandable phases with identifiable milestones.

	 




	Adaptive Approach




	Advantages

	Disadvantages




	Provides for scope flexibility to accommodate business needs. As functionality is created, the business is able to see the costs and remove any non-essential features or add new features.

	Crucial documentation may not be kept up-to-date based on decisions made in team discussions.




	Product owner continuous feedback is provided as iterations (typically 1–3 weeks) are being developed and tested. This approach provides end users visibility to the solution quicker, which allows for course correction with less expense.

	Due to the immediate feedback, scope can easily be increased beyond the funded vision.




	Fewer defects exist in the final product due to the iterative cycles of develop, build, and test, increasing the test coverage. This increases the level of quality in organizations’ solutions.

	Pricing is not fixed, thus the business is only provided estimates.




	Greater communication as the business stakeholder involvement is required for this approach.

	Business stakeholder resource availability may be scarce and put a strain on the business community. Poor stakeholder engagement directly affects product quality.




	Project transparency provides all stakeholders with an understanding of work being done.

	The agile flavors, lingo, or processes may be challenging to all stakeholders. The learning curve is steep and constant.




	Increased collaboration between teams that typically do not work together.

	 




	Increases customer satisfaction.

	 




	Shortens time to market.

	 






Business architecture is not developed overnight. Assess the enterprise’s experience and key stakeholders’ experience with developing an enterprise architecture or a business architecture. In many organizations an architecture stigma exists. The traditional view is that business architects sit in their ivory towers and define theoretical views that are so far removed from the business that the architecture definition is perceived as a waste. To combat this perception, communication and demonstration of value will be key for this extended effort. A business plan and business case should be developed with realistic time frames. At a large financial institution, an effort for the enterprise business architecture development team was funded with the expectation that the full rollout and value realization would take two years. Executive support was obtained and through frequent communication and small wins along the way, the effort was completed. Developing business architecture at the organization, single functional division, or line of business levels could take considerably less time.

Table 1.8 Questions targeting business architecture component discovery
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Table 1.9 Top enterprise architecture frameworks




	EA Framework/Approach

	Description

	Business Architecture Component




	Zachman Framework (1987)

	The framework provides ontology of fundamental enterprise concepts that are defined from the intersection of six probing categories (what, how, where, who, when, and why) and six viewpoints (executive, business management, architect, engineer, technician, and enterprise).

	The business architecture component defines the concepts associated with the top two viewpoints:


	Executive viewpoint is concerned with the scope and context of the business

	Business management viewpoint is concerned with business definition models





	The Open Group Architectural Framework (TOGAF–2003)

	TOGAF divides the enterprise architecture into 4 categories:


	Business architecture

	Application architecture: describes how applications are designed and interact with applications

	Data architecture: describes how the enterprise data stores are organized and accessed

	Technical architecture: describes the hardware and software infrastructure that supports their interactions



	The business architecture category defines business processes used to meet organizational goals. This business architecture drives the applications used, data needed for business decisions, as well as the technical infrastructure required to support data stores and applications.




	Gartner Enterprise Architecture Practice (2005)

	This practice is heavily weighted toward defining a future state and everything working toward that outcome. Gartner believes that enterprise architecture is about bringing together three constituents: business owners, information specialists, and the technology implementers. If you can bring these three groups together and unify them behind a common vision that drives business value, you have succeeded; if not, you have failed.

	The business architecture portion of this practice focuses on representing the business owner constituents’ future state definition.






The BA working from the business architecture perspective should be ready to justify his/her existence at all times. Hence, an elevator pitch is helpful to have rehearsed. To craft this elevator pitch (or value statement), focus on understanding the enterprise and stakeholder motivations along with these general business architecture values:


	Providing the enterprise with a view that will help identify opportunities for rationalization, optimization, and leveraging existing competencies of the enterprise

	Exposing root cause problems by providing transparency of dynamics and interdependencies within the organization

	Demonstrating strategic alignment through traceability with implemented capabilities

	Providing a better way to balance risk and opportunity more effectively

	Providing a better way to conduct impact analysis of a change, thus unearthing hidden costs sooner

	Formalizing institutional knowledge



The Agile Perspective

This perspective provides insight into how business analysis is performed where change is enabled in a nimbler environment than traditional frameworks. The term agile is used generically to include many approaches that have developed over time. Some examples of approaches that are currently in use as identified by practitioners are depicted in Figure 1.12. The BA can expect to encounter any of these approaches on change initiatives.

First, a little background on this agile framework. Since the late 1950s, there has been a recognition in software development practices that incremental development is valuable. In the 1970s, evolutionary gains were made in project management and adaptive software development practices. However, as the 1990s emerged, projects were laden with methods and documentation, highly regimented, and micro-managed. During this time, the dot-com era emerged with a race for Internet presence and to be first to market, which allowed these new business drivers to become prominent. In 2001, a group of software developers (recognized leaders in the field) met to discuss “light-weight” software development methods. They coined the term that these approaches would be referred to as agile and created the Agile Manifesto, in which they said that by uncovering better ways of developing software and helping others do it, they have come to value “individuals and interactions over processes and tools, working software over comprehensive documentation, customer collaboration over contract negotiation, and responding to change over following a plan.” The Agile Manifesto is based on 12 principles:


	Customer satisfaction by early and continuous delivery of valuable software

	Welcoming changing requirements, even in late development

	Working software is delivered frequently (weeks rather than months)

	Close, daily cooperation between business people and developers

	Projects are built around motivated individuals who should be trusted

	Face-to-face conversation is the best form of communication (colocation)

	Working software is the principal measure of progress

	Sustainable development; able to maintain a constant pace

	Continuous attention to technical excellence and good design

	Simplicity—the art of maximizing the amount of work not done—is essential

	Best architectures, requirements, and designs emerge from self-organizing teams

	Regularly, the team reflects on how to become more effective, and adjusts accordingly
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Figure 1.12 Agile approaches being used

Over the years, agile methodologies have progressed with time (see Table 1.10).

Table 1.10 Evolution of agile approaches
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Figure 1.13 Agile adoption over time

The BA today will likely be assigned a change initiative in which agile methods are being employed in combination with any of the previous perspectives. The agile movement has progressed from infancy to teenager and is now that young adult going about day-to-day involvement in contributing to society. Figure 1.13 represents the timeline of agile adopters in an HP survey conducted among 475 IT professionals. Between 2010 and 2014, there was a sharp acceleration in the adoption of agile methods.

Agile could be considered disruptive to many traditional IT roles. Consider the following traditional role shifts as software development engages agile approaches (see Table 1.11). BAs have an opportunity to be effective members of agile teams because they clearly have value to add, but they need to be prepared to rethink their approach to business analysis. This agile approach includes a greater focus on collaboration, knowledge sharing, and skills transfer. The agile perspective requires BAs with greater flexibility, greater discipline, and the willingness to work in an evolutionary manner.

The Agile Extension to the BABOK® Guide provides a summarization of the following business analysis principles to employ on agile initiatives:


	When engaged in discovery:

	See the whole

	Think as a customer

	Analyze to determine what is valuable




	When engaged in delivery:

	Get real using examples

	Understand what is doable

	Stimulate collaboration and continuous improvement

	Avoid waste







In Real Life …

I had the opportunity to deliver an agile business analysis course to 25 university employees and consultants who were involved in implementing a suite of applications to support their core business processes (a.k.a. enterprise resource planning—ERP). Regretfully, I was unable to engage leadership prior to the delivery; thus, I went in cold regarding the participants’ goals, agile experience, and backgrounds. The room was configured in pods in order to facilitate hands-on group activity. As we went through the introductions and individual goals at the first table, it became painfully obvious that their agile experience had ended in chaos, wasted effort, and finger pointing, which was of no value to the university. Before the class, I had written on flip charts the 12 Principles of Agile and the 7 Business Analysis Principles on Agile Projects. We stopped at that point and discussed which of the principles were followed on their project. They identified that none of the principles were followed on their project. The lesson learned here is that even agile requires structure and value management.



Table 1.11 Role changes within agile
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These five perspectives do not presume to represent all of the possible perspectives from which business analysis is practiced. These perspectives are further discussed in the BABOK® Guide and represent some of the most common contexts of business analysis.

KEY BUSINESS ANALYSIS TERMS, CONCEPTS, AND DEFINITIONS

As in any profession, there is jargon used by those working in the field. In some cases, these words will vary across industries and organizations and other times the same word will be used to mean different things. This complicates the writing of a book like this while trying to ensure that the meaning is clear. In this section, the goal is to provide some clarity to key business analysis jargon.

What Is a Requirement Versus Design Versus Business Analysis Information?

The BA is expected to communicate solution needs and direction. What is this output called? Traditionally, we have described these as requirements because customarily, the BA worked in the IT perspective. A requirement is defined as a condition or capability that is necessary and is a usable representation. A requirement represents what is needed for a product, service, or result. In reviewing business analysis literature, you will discover that there isn’t any direction regarding how to format a requirement for every business analysis effort. The BA is free to use any format that will convey the need, condition, or capability in such a way as to promote understanding for all stakeholders. Some examples of the formats used to express requirements include:


	A sentence (as in “The system shall …)

	A structured sentence (as in a business rule)

	A table or spreadsheet (as in a decision matrix)

	A diagram (as in a workflow)

	A prototype or simulation (as in a screen mock-up)

	A graph (as in acceptance criteria)



Most seasoned BAs have lived by the mantra that “My job is to define the what not the how—the how is the design.” As the business analysis perspectives grow beyond just the IT perspective, the line begins to blur between requirement and design, but a few things hold true:


	Requirements are independent of the design

	There may be (and likely are) multiple designs that could realize the requirements

	There is (and always has been) a difference between the conceptual design and technical design



While a requirement is focused more heavily on the needs of the stakeholders, design is more focused on the solution and examining the value of building a solution. The design focuses on understanding how the solution may realize intended value. The design representation may be a document (or set of documents) or whiteboard capture and can vary widely depending on the circumstances. It could be argued that the BAs working in the IT perspective over the years have performed conceptual design since they produced prototypes, report mock-ups, data mapping, and process modeling—all of which do dictate design, but not the actual technical implementation design. Prerequisites when it comes to elaborating this conceptual design are: (1) a clear understanding of the need, (2) actors’ motivations, (3) some level of functionality involved, and (4) some level of understanding of the information received, transformed, and provided. So, there is some level of requirement understanding prior to developing the design.

With these definitions of requirements and design, it is easy to see that one person’s design may be considered another person’s requirement. Both requirements and design may be high level or low level depending on the purpose for consuming the information. Let’s face it, most folks discuss the why and the what in the context of the how, so this elicitation and collaboration is an iterative and recursive discussion of requirements and design. The BA must consider what formats and level of detail will be most appropriate based on the audience, context, and purpose for communicating the information. Table 1.12 provides some examples to differentiate requirements and design.

This leveling of requirements and design provides BAs an opportunity to express the decomposition of requirements and design definition. In the subsequent paragraphs, we provide BA standards for naming these levels and types of business analysis information. Based on the industry and organizations, these labels may vary—just ensure that the aspects of level and type are captured in your variation. The important aspect of creating the levels and types is that it forces decomposition (high to low levels) and reminds the BA to elicit and elaborate the different types of requirements. Without these levels and types, the BA is less confident that a thorough analysis is complete.


In Real Life …

I was working as a business strategist on a multi-year initiative to reinvent the way the organization did business. In the initial discovery workshop, we reached a consensus on a functional decomposition of their business. To accomplish this, we had the business define their important aspects of mortgage processing on 4×5 inch yellow sticky notes. These sticky notes were arranged in a hierarchical fashion, which provided four major domains (chunks) that were further defined beneath each domain to elaborate the mid-level elements. This provided us a big picture perspective of functionality and dependencies, and then allowed us to iteratively attack this large-scale initiative. We called it the Yellow Box diagram with our stakeholders.

Two years into the project, one of the stakeholders came by my desk and asked if I still had the Yellow Box diagram because he needed to come out of the weeds and see where this piece he was working on fit into the whole. Luckily, I still had it so he could make the connection. This project was following an iterative methodology, but decomposition is valuable for all frameworks.



Decomposition of requirements (sometimes referred to as levels, types, classifications, or categories of requirements) includes:


	Business requirements: describe why the business wants/needs the solution. Some stakeholders may consider these to be goals or objectives. These business requirements are the justification for engaging in these change initiatives—not the solution.

	Stakeholder requirements: describe what the stakeholders (particularly the users) will need to do. These stakeholder requirements are likely a functional decomposition of the solution into defined goals that the users would expect to have fulfilled through the solution. The stakeholder requirements should trace to the business requirements in order to ensure that there is fulfillment of the goals as well as to reduce the risk of over-building a solution that was not funded or intended.

	Solution requirements: describe the functions and features that are required of the solution at a level that allows for the development of the solution. These solution requirements trace to the stakeholder requirements. These solution requirements are typically categorized further into:

	Functional requirements: describe actor behavior and the information (data) being managed. When we consider actor behavior, there is likely some aspect of information involved whether that is creating new data, reading/reviewing data, updating data, or deleting data (referred to as CRUD functions). This category is likely further divided between process, data, and rules.

	Nonfunctional, quality of service, or product quality requirements: describe the conditions that the system must maintain along with the system qualities. There are many categorization schemes of these nonfunctional or quality of service requirements. The categorization scheme will vary based on a number of conditions such as the methodology being used, business analysis perspective, enterprise industry, enterprise environmental factors, organizational process assets, organizational systems, project type, etc. The categorization scheme should be flexible enough to meet the enterprise needs; however, some categorization is important in order to ensure the BA has not missed any requirements. For instance, if the BA has this classification scheme, it becomes a reminder that during elicitation and analysis, these types of requirements must be considered. A common scheme depicted in the BABOK® Guide includes:

	Availability: measures the operability and accessibility required for users—often expressed in terms of percent of uptime or downtime

	Compatibility: measures the operational effectiveness of the solution with other components in the environment

	Functionality: measures the degree of meeting the user’s needs, including suitability, accuracy, and interoperability

	Maintainability: designates how easy it is to correct a defect or to modify the software and is necessary for software that will undergo frequent revisions or is being built quickly

	Performance efficiency: measures how well a solution or component performs its designated functions with minimum consumption of resources and is often expressed as response time

	Portability: includes the effort required to migrate a piece of software from one platform to another and internationalizing and localizing the software

	Reliability: measures the probability of the software executing without failure as a percentage of operations that should complete correctly or the average length of time the system should run before failing

	Scalability: measure of a system’s ability to grow over time in order to accommodate more data, processing capacity, handle increased amounts of work, etc.

	Security: includes ways to protect solution content or solution components from accidental or malicious access, user authentication and access, modification, destruction, protection, or disclosure

	Usability: includes the ease with which a user can learn to use the solution, organizational user interface design standards, and consistency with other systems in use

	Certification: includes limitations on the solutions that are required in order to meet standards or industry conventions

	Compliance: includes constraints and limitations associated with regulatory, financial, or legalities based on the context or jurisdiction

	Localization: includes local languages, laws, currencies, cultures, spellings, and other contextual characteristics of users based on the context of the initiative

	Service level agreements: formally agreed-upon constraints of the solution by both the provider and the solution user

	Extensibility: measures the ability of a solution to integrate new functionality







These types of requirements should trace to the functional or stakeholder requirement in which they should be realized. If no trace exists, this requirement is an orphan, so to speak, and will never be initiated.


	Transition requirements: define the temporary capabilities that are essential to migrate from the current state to a future state environment. Requirements that fall into this category include conversion of data from the current system, ongoing work of parallel systems, business continuity, process changes, and training needed to address skill gaps.



Table 1.12 Examples of requirements and design




	Requirement

	Design




	The system will provide payroll processing for employees.

	The solution approach is to outsource the payroll processing with a specialized vendor.




	If the required submitted company information is complete, then update information, or else provide error.

	Screen mock-up of incomplete submitted company information with error depicted.




	The system will provide a view of aged accounts receivable.

	Dashboard sketch of aged accounts receivable.




	The organization must provide a strategic view of its enterprise.

	Defined enterprise architecture framework.




	The system will streamline the accounts receivable process by automating the payment receipt steps in the process.

	Update to accounts receivable clerk’s standard operating procedures.




	The system will ensure all contract negotiations are progressing through the contracting life cycle.

	Creation of the contract champion role and responsibilities within the organizational structure.






Other types of requirements that the PM is responsible for managing include:


	Project requirements: define the actions, processes, and other conditions that the project needs to satisfy. These requirements focus on the execution of the work required to deliver the solution.

	Quality requirements: define the criteria needed to ensure completion of project deliverables and demonstrate compliance with identified standards and quality metrics. A deliverable is a unique and verifiable work product or outcome that is required to be provided to stakeholders upon completing a process, phase, iteration, project, or initiative. Quality requirements are associated with project quality, while nonfunctional requirements are associated with product quality.

	Program requirements: define the specifications and outcomes for successful implementation and delivery of the program benefits.



Decomposition of design to satisfy requirements:


	Solution approach: defines the design direction that the enterprise will use to realize the solution to the problem needing to be solved or preventing the opportunity to be exploited. Through this solution approach selection, the business case is better informed to estimate the cost of the solution; hence, this is not a detailed analysis of vendors if the solution approach is a COTS packaged solution—rather a rough order of magnitude (ROM) may be derived for financial analysis. Certainly, a custom IT build is estimated at a higher cost than a COTS solution. The analysis of the solution approach requires definition, verification, and validation of business and stakeholder requirements to ensure the selected solution approach(es) are the best fit to meet stakeholder needs. Typical solution approaches include:

	Build: this approach seeks to create a custom solution to meet the need. An expert (in-house or contracted) will assemble, construct, and develop the solution. This approach includes modifying an existing solution and seeks out the most user-centric approach to the solution.

	Buy: this approach seeks to purchase a product or service that is owned by and maintained by a third party (vendor). The solution components are selected from a set of offerings that most closely fulfill stakeholder needs. This approach assumes that a best-in-class solution is being procured; hence, the users will adjust their processes to accommodate the solution.

	Combination of build and buy: this approach recognizes that some components are bought while some aspects will need to be created.

	Process improvement: this approach allows for actor (human and non-human) processes to be changed in order to reach a more efficient solution.

	Organizational structure redesign: this approach is identified due to recognition that the existing organizational structure is preventing its ability to adopt and adapt to change. The organizational structure may be too complex or too simple to allow a solution to perform effectively. BAs must consider informal relationships in addition to the formal structure. In addition, the chosen organizational structure was likely created to ensure that interactions with external parties (customers, vendors, and regulators) are supported. In an organizational redesign, it is easy to keep the focus internal to the organization, so the BA should ensure that these external interactions will be supported.




	Design options: provide guidance for how the requirements are realized by the solution or solution components. Design options are typically more tactical and multiple options may be explored to meet the requirements. This exploration will likely promote additional questions and encourage the iteration through requirements analysis. Through these design option communications, there are likely trade-offs and negotiations that the BA will facilitate. Figure 1.14 depicts this iteration of requirements and design. Some examples of design options elaboration include:

	Solution visualization (low fidelity)

	Report mock-up

	Screen flow (storyboard)

	Screen mock-up




	Solution visualization (high fidelity)

	Screen design




	Non-human actor interface

	Data mapping

	Sequence diagrams









Business analysis information comprises all of the information BAs elicit, create, compile, and disseminate—any kind of information at any level of detail that is used as an input or output to business analysis work. Going forward in this book—as well as the IIBA and PMI definition—the term business analysis information will refer to any information that is used by or produced by the BA. Examples of business analysis information include elicitation results, requirements, assumptions, constraints, dependencies, risks, issues, designs, solution scope, collaboration decisions, and change strategy. In cases where specific types of business analysis information should be referenced, that specific type will be identified.

Before moving to the next concepts, it seems appropriate to discuss some generic risks that would affect the business analysis information effort. The BA and project leaders (the sponsor and the PM) should review these risks and assess the likelihood of an impact to the initiative. Those risks in which the likelihood and/or impact is high must have an agreed-upon course of action should these emerge during the business analysis effort. Some risks to review include (but are not limited to):


	Insufficient stakeholder involvement: consider communicating the level of engagement required for a successful solution with stakeholders, along with an escalation plan due to unavailability. This engagement-level agreement is likely more valuable than the business analysis information sign-off to the initiative.

	Creeping user requirements: ensure the scope definition (to include business and stakeholder requirements and solution approach) is clearly defined. Change will occur; however, when it does, the BA will identify the new user request as scope creep and follow the change control process to either update scope or remove the new request. Scope creep occurs when features and functionality are added without addressing the effects on the timeline, costs, and resources; or adding scope without the customer’s approval. Scope creep can include product scope or project scope.

	Ambiguous business analysis information: ambiguity reveals itself when multiple readers have a different understanding of the same information. The BA should engage stakeholders in iterative, informal reviews of the requirements. Of course, the BA is not intentionally writing the requirements to be ambiguous. Only during these discussions will ambiguous requirements reveal themselves.

	Gold-plating: gold-plating is akin to creeping user requirements; however, gold-plating could come from the business stakeholders or solution stakeholders. Gold-plating is the act of adding features that do not add value or that add value but are not part of the scope definition. An appropriate analogy might be purchasing a designer dress when an off-the-rack dress will serve the same purpose. The BA must ensure that scope is clearly defined and a change control process is in place to combat this risk.

	Minimal specification: as discussed previously in the Business Analysis Perspectives section of this chapter, the business analysis information specification level and timing will vary greatly. It is key that all stakeholders are aware of and agree with the specification level and timing. Without enough information, the solution team’s work will likely be stalled or require rework.

	Overlooked user groups: the BA ensures that thorough stakeholder analysis is performed. When user groups are overlooked, the following are likely missed:

	Interfaces: must discover these early due to impact on scope

	Requirements: these impacted users will have requirements that must be met and will likely impact scope and rework

	Design definition considerations: these impacted users may have special considerations that influence the design and will likely impact scope and rework

	Stakeholder engagement opportunities: these users feel overlooked, hence insignificant to the project; they are not as likely to support the project or the BA on future initiatives




	Inaccurate planning: planning for the business analysis effort is a critical step toward ensuring efficient and thorough business analysis is performed. Without this plan, the BA has no ammunition for unrealistic time frames, and typically, this results in incomplete business analysis information being passed on to the solution team. The cost of rework grows exponentially as the solution development moves through the phases of the SDLC.

	Impact on reputation: the ability of the BA to elicit, analyze, collaborate, and gain ongoing consensus of the business analysis information is critical to performing business analysis. If this output does not meet the needs of all stakeholders given the consideration of project type, perspective, and SDLC approach, the BA’s reputation will likely take a hit. The BA must reinforce with project leaders the importance of business analysis information—the right level at the right time.
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Figure 1.14 Requirements and design iteration

What Is a Project Versus Program Versus Initiative Versus Operation?

PMI defines a project as a temporary endeavor undertaken to create a unique product, service, or result. As practitioners, that means a project has a beginning and an end and that it creates something distinctive. Some projects will last longer than others, but if there is not an end, it’s possible the practitioner is working on an operation or a program. An operation is oftentimes a transition as the result of a project ending or an ongoing effort to sustain the business. Operations management is running and controlling constant production of products and/or services.

A program is different than a project. A program includes projects that are associated, including initiatives and activities that are controlled in a synchronized way to achieve coordinated benefits that are greater than individual benefits. A program can last for a very long time. Consider NASA’s space program—it has been in existence since October 1, 1958. While the space program has been around for decades, the projects that support the space program have evolved over this same time. Just like projects, programs can end at an enterprise when they are no longer in support of the vision, mission, and goals of the business. According to the whitepaper by PMI, Business Analysis: Leading Organizations to Better Outcomes, business analysis professionals spend roughly 73% of their efforts working and applying business analysis to projects and programs. This increases to 83% for business analysis professionals who are working in highly mature organizations. The remaining time that business analysis professionals have available is spent on overhead tasks and activities for projects and programs.

An initiative is defined by the IIBA as a specific project, program, or action taken to solve some business problem(s) or achieve some specific change objective(s). Initiatives can be:


	Strategic

	Tactical

	Operational



This definition reinforces the broadness of the business analysis profession. Multiple perspectives (defined earlier in this chapter) can be used throughout an initiative.

Portfolios are at the top of the hierarchy of these definitions. A portfolio includes projects, programs, subsidiary portfolios, initiatives, and operations. Managing all of these elements within a portfolio helps an enterprise to accomplish its strategic goals and objectives. Figure 1.15 is designed to show the interactions between portfolios, programs, initiatives, and projects.

As shown in these definitions, not every request that a BA receives is a project and not all business analysis endeavors are equal. First, the BA needs to determine whether the request is for a project, program, initiative, or operation. Next, the BA needs to consider the factors contained in this book to determine how to best approach the business analysis effort.

Going forward, the term initiative will refer to any portfolio, program, initiative, or project worked on by the BA. In cases that specific types of initiatives should be referenced, that specific type will be identified.
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Figure 1.15 Portfolio, program, initiative, and project interactions

What Is a System Versus a Solution Versus a Process Versus an Application Versus a Software System?

The terms system, solution, process, and application are generally used in business interchangeably. But, there are times that the differentiation allows for more concise discussion; hence, in this text and according to other experts, here are the definitions.

Systems are at play in all aspects of our lives. A system is simply a set of components (manual, automated, or a combination of both) that work together to accomplish a goal. An example of a system is paying bills. Individuals, as well as organizations, need a system to pay their bills. The enterprise environmental factors that are described later in this section determine many of the characteristics of a system.

Now there may be many solutions for a system, and typically a change initiative will provide a new solution for a system. Solution is defined as a specific way of satisfying one or more needs in a context. It is not very often that the BA is assigned a project that is an entirely new functionality. But thinking back to the example of paying bills, the system has certainly evolved over the years to provide many solutions for doing so:


	Bartering goods

	Paying with cash

	Writing a check and delivering to the vendor

	Vendor initiated draft from financial institution

	Online bill pay

	Wire transfers



All of these represent different solutions that could be part of a system that is used to pay bills.

A process is most similar in definition to a system; however, a system may be made up of many processes in order to accomplish the desired outcome. A process is defined as a set of activities that are designed to accomplish a specific objective by taking one or more defined inputs and turning them into defined outputs. Typically, stakeholders will talk in terms of process when manual steps are involved, but discuss the system when there are automated components involved. Within the business analysis perspective of BPM, we will use the term process.

An application is a software program that runs on your computer. Web browsers, e-mail programs, word processors, games, and utilities are all applications. The word application is used because each program has a specific application for the user. For example, a word processor can help an author write a book, while a video game can prevent that author from getting the book completed.

On the other hand, a software system consists of programs that run in the background, enabling applications to run. These programs include assemblers, compilers, file management tools, and the operating system itself. Applications are said to run on top of the system software, since the system software is made of low-level programs.

What Are Stakeholders Versus Actors Versus Users?

These terms are also used interchangeably, but as the BA, there are important differences to note.

A stakeholder is a group or individual with a relationship to the change, the need, or the solution. A stakeholder is any person, group, or organization that may impact, be impacted by, or perceive itself to be impacted by a project, program, initiative, operation, or portfolio. The biggest risks to the business analysis effort revolve around stakeholders—which could be missed stakeholders or lack of stakeholder involvement. The first step in mastering business analysis is understanding your stakeholders, which will be elaborated on in the upcoming chapter, including stakeholder categorization.

An actor is a person, device, or system that fulfills a specific role in interacting with a solution. So, when applying this definition in combination with the definition of a stakeholder, a human actor always has a relationship to the change; hence, there is always a stakeholder. Even though the non-human actor is not a stakeholder, it is likely that the BA will identify an owner of that non-human actor and uncover a stakeholder that otherwise could have been overlooked.

A user or end user is defined as a stakeholder who interacts with the system and will use the product. With this definition, a human actor is a user—making all users stakeholders. Some texts will differentiate between the user and end user. The end user is considered to be the person for whom the solution was ultimately created and the user is the community that is required to maintain the solution. Examples include:


	End user:

	Internal business worker who is a payroll processor for the payroll system

	Retail customer who will purchase products online

	Automobile assembler to install dashboards




	User:

	System administrator

	Database administrator

	Operational support






The complexion of the end user has undergone many changes in the last few decades. Consider this short summary end user evolution:


	1950s: end users did not interact with the mainframe; computer experts programmed and ran the mainframe.

	1960s–1970s: end users were generally programming experts and computer scientists.

	1980s–1990s: the general public began using computer devices and software for personal and work use. Some of these end users had high technical expertise and some did not. The challenge to develop solutions to meet the needs of the technically savvy users while saving the low technical expertise users from themselves presented some difficulties. This required some user-centric considerations.

	2000s: user-centric design considerations became mainstream.

	2010s: users now want to have more control over the systems they operate so they solve their own problems and want to be able to change, customize, and tweak the systems to suit their needs. The drawback would be the risk of corruption of the systems and data that the user has control of due to his/her lack of knowledge as to how to properly operate the computer or software at an advanced level.



BAs and solution providers are challenged to consider a good end user experience, while ever-increasing high levels of security are required.

What Are Enterprise Environmental Factors Versus Organizational Process Assets?

An enterprise environmental factor (EEF) includes conditions that the BA does not have control over. EEFs influence, constrain, and direct the initiative. An EEF can be external or internal to an organization and serves as a necessary input to all business analysis activities. An organizational process asset (OPA) includes plans, processes, policies, procedures, and knowledge bases that are specific to an organization. An OPA is internal to the enterprise and serves as a necessary input to all business analysis activities. To perform effective business analysis work, you need both EEFs and OPAs (see Table 1.13).

Table 1.13 EEFs and OPAs
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BUSINESS ANALYSIS CENTER OF EXCELLENCE AND BUSINESS ANALYSIS COMMUNITY OF PRACTICE

A Business Analysis Center of Excellence (BACOE) includes a team of employees or group of people who join together to collaborate and create best practices to use for business analysis work. Business Analysis Forum or Center of Business Analysis Practice are additional names that are preferred by some organizations. Creation of a BACOE is a strategic advantage for enterprises who want to mature, continuously improve, and create consistencies within their business analysis efforts. The BACOE can also benefit organizations that want to provide career development, lunch and learns, mentoring, and growth opportunities for BAs by being centrally managed. A BACOE primarily focuses on business analysis and is an organizational process asset.

A Business Analysis Community of Practice (BA CoP) includes practitioners who create shared practices and is also an organizational process asset. A Business Analysis Competency Center is an additional name that is preferred by some organizations. A BA CoP starts with a champion and core group, then extends to other stakeholders, which is different than a BACOE. A BA CoP is also concerned with maturing, continuously improving, identifying specific processes, using specific OPAs, conformance, and creating consistencies within the entire project community—including all stakeholders. Support from the entire project community could include a PMO and/or enterprise PMOs.

The BACOE or BA CoP can provide you with an excellent opportunity to network, learn from other BAs, and help you with career development.

HONE YOUR BUSINESS ANALYSIS INFORMATION ELABORATION TECHNIQUES

The BA should be equipped with techniques to manage business analysis information. As depicted in Figure 1.16, the cycle for elaborating business analysis information is an iterative process. As business analysis information is acquired, the BA is seeking collaboration on the information. With that collaboration, more questions surface and more information is elicited. As the business analysis information gained is analyzed, the BA is looking for validity, corroboration, efficiencies, existing patterns, gaps, and conflicts. However, this analysis is likely to require further collaboration and elicitation—at some point, driving to stakeholder consensus. This consensus may require iteration back through the elicitation, collaboration, and analysis. The techniques the BA employs for each of these aspects may vary based on many factors such as business analysis perspective, stakeholder preferences, the specific point in the life cycle of the initiative, or project type; but these aspects will be required of any business analysis effort. Table 1.14 provides a map of commonly used techniques, as referenced by the IIBA and PMI for business analysis efforts. Table 1.14 is not intended to dictate use of the techniques, but rather to provide guidance as needed. Business analysis perspectives are indicated on the table. You will notice that some techniques are not referenced in a particular perspective—however, given the BA’s own expert judgment, one should not feel prohibited from using the table. As this book elaborates the steps to mastering business analysis in the following chapters, more detail will be provided on how to perform the steps and build on these techniques.
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Figure 1.16 Elaborating business analysis information

Table 1.14 Techniques generally used in these contexts
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BUSINESS ANALYSIS JOURNEY MAP

The business analysis journey is an iterative process; hence a simple process model fails to do the job. Instead, Figure 1.17 provides a business analysis map to guide you through the steps on the journey. We suggest using this as a reference for any business analysis perspective and to vary the techniques that you employ based on the initiative factors that you are presented.
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Figure 1.17 Business analysis journey map

SUMMARY OF KEY POINTS

Working as a BA is not just a job that we go to each day, but rather a profession that is supported by specific tools, techniques, and processes that help organizations meet their goals. The BA may choose a generalized path or specialize in business analysis perspectives. We identified the five most common perspectives, but know that as the business analysis space evolves in our ever-changing world, there will be additional depths of these perspectives defined and new perspectives added. This chapter provided insights into key terms that will be used going forward in subsequent chapters as we proceed through the steps to mastering business analysis.
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STEP 1: UNDERSTAND YOUR STAKEHOLDERS

Creating a successful business analysis outcome is dependent on your collaboration with stakeholders. Most practitioners agree to first identify the stakeholders and then analyze them. The process of understanding stakeholders needs to be a collaborative effort between both the business analyst (BA) and the project manager (PM) since both roles have a vested interest in stakeholder identification, stakeholder analysis, stakeholder engagement, and stakeholder management.

Finding stakeholders can be tricky because stakeholders do not always magically appear to provide you with information and requirements. The purpose for this first step is to provide a foundation of where to begin understanding stakeholders. Table 2.1 will help you accomplish this.

Table 2.1 Five perspectives to understanding your stakeholders
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TYPES OF STAKEHOLDERS

Based on enterprise preferences and organizational process assets, there are numerous definitions for the types of stakeholders and a multitude of templates you can use to analyze the stakeholders. This book divides stakeholders into two major types—domain stakeholders and solution stakeholders—with definitions of their specific needs below. As defined in Chapter 1, stakeholders have a relationship to the change, need, or solution and can be identified as an organization, group, or person. Stakeholders also could affect, be affected by, or perceive themselves to be affected by a decision or any part of the initiative.

Categorizing stakeholders help BAs and PMs find a starting point with stakeholder identification. Ways to find stakeholders include:


	Asking the sponsor for stakeholders who are impacted or stakeholders who could affect the outcome—either positively or negatively.

	Studying any of the following documents as available:

	Business needs

	Business case

	Feasibility studies

	Organizational models

	Procurement documentation

	Project charter

	Project request form

	Vision documentation




	Examining the current state and identifying people who are directly involved or could be indirectly affected by the change. This could include investigating:

	Processes

	Reports

	Data

	Interfaces

	Key performance indicators (KPIs)




	Brainstorming with stakeholders or interviewing stakeholders to see if anyone is missing from the stakeholder list:

	Who else could affect the outcome?

	Who else could be impacted?

	Who else is a key decision maker?

	Who else cares how the team executes the project or initiative?




	Consulting with other organizations or business analysis chapters to see if they have completed similar work.

	Using internal or external media:

	Blogs

	Online chat forums

	Newsletters

	Social media

	Targeted e-mails

	Wikis




	Researching government, academic, or industry reports—including organizations such as:

	Aberdeen Group

	Forrester Research

	Gartner

	Hoovers






Domain Stakeholders

Domain stakeholders have a vested interest in the work processes that are performed in their area of the enterprise. Many business analysis practitioners refer to this domain as the business domain. Domain stakeholders validate that the requirements are correct for the product scope, which will be further elaborated on in Chapter 7. We will refer to these stakeholder representatives as domain stakeholders:


	Sponsor: a person or group who commits resources and provides support to the initiative, project, program, or portfolio. The sponsors are often the ultimate decision makers and enable successful outcomes. Sponsors authorize the work necessary to develop a solution and also have input into scope, deadlines, and budgets. Having more than one sponsor does create some risk due to the amount of time it takes for multiple sponsors to achieve consensus and make decisions. These stakeholder risks need to be identified when you are planning the business analysis work. You will elicit business requirements and high-level information from the sponsor(s). An agile BA elicits information related to the product vision and product roadmap from the sponsor(s).

	Users: the people who use a solution: system, software product, product, or service. Users can be combined into a user class of stakeholders who have similar requirements and comparable use of the solution. Users are often typically identified as end users who directly interact with a solution. There are two types of end users:

	Internal end user: a person who is directly in the sponsor’s domain of influence. These stakeholders are typically easier to identify.

	External end user: a person who is not directly in the sponsor’s domain of influence. These stakeholders are more difficult to identify and are also challenging to satisfy.






You will elicit stakeholder requirements and/or solution requirements from users. An agile BA defines users’ needs via user stories or work items.


	Special interest group (SIG): a group of people who share mutual benefits and shared characteristics for the common good of that community. SIG participants often possess specialized knowledge, learning, or technology. These members also have the potential to place limits as to the capabilities that the solution will or will not have to perform. Examples of SIGs could include:

	Community groups

	Competitors

	Compliance

	Finance

	Government

	Industry trade groups

	Investors

	Labor unions

	Legal

	Professional associations

	Project management office

	Regulatory agencies

	Shareholders






You will elicit stakeholder requirements and/or solution requirements from SIGs. An agile BA considers the nonfunctional requirements of SIGs when decomposing work items for an upcoming sprint or iteration.


	Subject matter experts (SMEs): people who are the authorities in a particular area or domain on topics associated with the business need or the scope of the solution. SMEs can explain how and in what order a process is performed. SMEs provide context, content, and information that you will translate into the characteristics of effective requirements. SMEs also help to identify jargon, definitions, and terminology from their domain that are necessary for the domain(s) in use. You will be eliciting stakeholder requirements and/or solution requirements from SMEs. An agile BA translates the functional requirements of SMEs into work items and the nonfunctional requirements of SMEs when decomposing work items for an upcoming sprint or iteration.

	Operational support: a person who provides daily maintenance and management of a product, system, or result. Operational support roles could include:

	Operations analyst

	Product analyst

	Help desk support/service support

	Release manager






You will elicit transition requirements and verify other types of requirements with operational support stakeholders. An agile BA verifies that the operational support stakeholders have received transitional information when the project or initiative becomes an operation.


	Supplier: a person or group who is not directly in the sponsor’s domain of influence because they reside externally to the enterprise. Suppliers provide products, services, and results to the enterprise through agreements or contracts. Suppliers are also known as:

	Consultants

	Contractors

	Providers

	Sellers

	Vendors






You will need to ensure that any proposed solution(s) from the suppliers:


	Addresses the business needs

	Aligns with the vision, mission, and goals of the enterprise

	Fulfills the product scope



Involving the domain stakeholders in the work effort helps to get the buy-in, commitment, and support for the initiative or project. Stakeholders who are actively engaged in the planning, analysis, development, implementation, and evaluation of an effort are more likely to embrace change.

Solution Stakeholders

Solution stakeholders have a vested interest in solving problems to support the needs of the domain stakeholders. Many business analysis practitioners refer to this domain as the solution domain or IT domain. Solution stakeholders verify the requirements are fit for purpose, which will be further elaborated on in Chapter 7. The following is a list of stakeholder representatives as solution stakeholders since not all solutions are technology or technology-based.


	Implementation subject matter expert: a person who has expertise related to deploying one or more solution components. Implementation SMEs could have expertise in some or all of the following areas:

	Functions

	Machines

	Materials

	Processes

	Technology






There are many titles for implementation SMEs, including the following stakeholder types:


	Change manager/organizational change manager

	Configuration manager

	Database administrator

	Developer/programmer

	Information architect

	Organizational change consultant

	Project librarian

	Solution architect

	Trainer/instructor

	Usability analyst



It is critical for you to consider this entire list of implementation SMEs for eliciting transition requirements for the change from current state to future state.


	Testers: a person who performs the verification process of the requirements. Testers ensure the solution meets the requirements that are defined and documented by the business analyst. Testers provide expertise related to quality standards and ensure the solution achieves pertinent quality standards of the enterprise. Testers specify important information related to defect risks and failure risks that need to be included in risk analysis or a risk register. Both BAs and agile BAs need to include testers early in the requirements management life cycle.

	User experience (UX): a person who improves user satisfaction by enhancing accessibility, usability, technical design, and preferences for a user’s interaction with the product. According to UX Magazine, the role is expanding beyond designing web experiences to designs that can adapt and respond to multiple types of devices that have different input methods. In addition, the designs need to be able to adapt to changing user goals and shifting expectations. Effective UX designers need to have a broad understanding of their industry disciplines and a deep knowledge of design.



Business Analysts and Project Managers

The following definitions of BAs and PMs apply whether there are two distinct individuals performing each unique role or one person performing dual roles (a.k.a. hybrid role):


	BA: a person who performs business analysis tasks and techniques—regardless of their job title or role in the organization.

	PM: a person who is assigned by an enterprise to lead a team of responsible individuals who will achieve the objectives of the project.



There are many common skill sets and competencies between the two roles and there are also key differences. Table 2.2 identifies the uniqueness by comparing the BA and PM roles.

The BA and the PM need to achieve a healthy collaboration on business analysis efforts. According to the whitepaper by the Project Management Institute (PMI), Business Analysis: Leading Organizations to Better Outcomes, 56% of the organizations surveyed reported high collaboration between the BA and PM occurring on initiatives. Success depends on this. The goals for each role are different, which can create friction between the two roles or call for the hybrid BA/PM. However, this friction between the roles is healthy for the project or initiative because it helps the BA and PM focus on ensuring the needs of the stakeholders are satisfied. When an initiative or project has a separate PM and BA, the PM can concentrate on managing the schedule, budget, and team members while the BA can focus on identifying the business analysis information and managing the requirements. In these instances, the PM is responsible for the project scope and the BA is responsible for the product scope. The focus of a BA is much broader than that of a PM because of all that goes into pre-project work through successfully delivering a product.

A BA is often referred to as a stakeholder proxy. A stakeholder proxy represents a stakeholder or group of stakeholders, including domain and solution stakeholders, by taking on their unique needs. In this respect, the BA becomes the voice of the stakeholder. This role is not unique to the BA; it is also representative of the product owner role as described in the next section.

Table 2.2 Business analyst and project manager role comparison




	Differences and Similarities




	Business Analyst

	Project Manager




	Works closely with the sponsor to create the business case

	Collaborates with the BA to create a strong business case when the PM is assigned early in the project or initiative




	Has input that the product or service is created according to the requirements

	Delivers the project or initiative on time and manages the schedule




	Has input that the product or service is developed correctly

	Delivers the project or initiative on budget and manages the budget




	Identifies and analyzes stakeholders for the requirements and project scope

	Identifies and analyzes stakeholders beyond the project scope




	Manages and coordinates business stakeholders

	Manages and coordinates project team members




	Creates business analysis communication

	Responsible for project communication




	Responsible for planning the business analysis work effort (reviewed and agreed upon by key stakeholders)

Responsible for the requirements management plan

	Responsible for planning the project or initiative (with team member input) and ensuring the team follows the plan




	Determines the number of SMEs to engage during the business analysis work effort

	Finalizes the overall human resource management plan




	Defines the traceability approach based on the needs of the project or initiative

	Ensures the traceability approach is in alignment with the project plan




	Has input into the change control process to ensure the domain and solution stakeholders’ needs are met

	Defines the change control process to ensure the domain and solution stakeholders’ needs are met




	Identifies the business analysis deliverables for the project or initiative

	Reviews the business analysis deliverables to ensure alignment with the project or initiative




	Estimates the business analysis work effort

	Coordinates the activity estimates with help from the project team




	Identifies the sequencing of business analysis activities

	Determines how resource availability will impact the business analysis activities




	Performs liaison work between the domain and solution stakeholders to bridge the gap

	Coordinates the project management plan to achieve the project objectives




	Responsible for stakeholder engagement and involvement throughout the business analysis work effort

	Responsible for stakeholder engagement and involvement across the project or initiative




	Responsible for product requirements:


	Business requirements

	Stakeholder requirements

	Solution requirements

	Functional requirements

	Nonfunctional requirements or quality of service requirements




	Transition requirements




	Responsible for:


	Project requirements

	Quality requirements

	Program requirements





	Identifies and prioritizes which product metrics will be measured during solution evaluation (with input from the stakeholders)

	Identifies and prioritizes which project metrics will be measured during solution evaluation (with input from the stakeholders)




	Works with the solution domain to design a solution

	Facilitates the progress of the solution domain and adjusts the project plan as needed




	Assesses the impacts of a proposed change to stakeholders

	Assesses the impacts of a proposed change to project scope or product scope




	Provides input to signoff practices for the solution (with input from audit and project stakeholders)

	Determines signoff practices for the solution (with input from audit and project stakeholders)




	Ensures the end product or service meets the stakeholders’ needs

	Ensures the scope is acceptable and understood




	Responsible for managing product scope

	Responsible for managing project scope




	Identifies product assumptions, product constraints, and product risks

	Manages project assumptions, project constraints, and project risks




	Elaborates the business analysis information through:


	Elicitation

	Collaboration

	Analysis

	Consensus


	Reviews the requirements and makes any necessary adjustments to the project plan




	Conceptually designs the solution

	Reviews the conceptual design decisions made by the BA and solution stakeholders




	Reviews these project deliverables:


	Requirements

	Solution design

	Testing


	Reviews all project deliverables in order to make any necessary adjustments




	Leads the effort to ensure the solution meets the business need and is in alignment with the business and project objectives

	Leads the team and delivers the solution




	Ensures business needs are met and any solutions satisfy those needs

	Accountable for the success or failure of the project or initiative




	Responsible for lessons learned or retrospectives on the completed business analysis work effort

	Leads the lessons learned or retrospectives for the entire project or initiative




	Role is required for project or initiative success

	Role is required for project or initiative success






Product Owners and Scrum Masters/Agile Project Managers

The product owner and Scrum Master roles are used primarily within the agile perspective. As noted in Chapter 1, there are multiple agile approaches used by practitioners. Some agile approaches use other names for the Scrum Master, including agile PM, agile coach, agile project leader, etc. Going forward in this book, the title Scrum Master will be used for any person who is a servant leader for the agile team. An abbreviated definition of the two positions would be:


	Product owner: a person who exemplifies the business or user group by helping the user group identify features for the product release.

	Scrum Master: a person who serves as a buffer or servant leader between the agile team members and any distractions that could impede the team’s progress.



Just as BAs and PMs complement each other, product owners and Scrum Masters also balance each other’s responsibilities. The product owner is responsible for ensuring product success while the Scrum Master is responsible for safeguarding process success. Product owners and Scrum Masters also share the healthy friction that BAs and PMs experience due to the differing goals based on responsibilities. Product owners may not possess business analysis skills and expertise. In these instances, the product owner needs to work closely with a BA to elicit and elaborate the backlog. Table 2.3 identifies the uniqueness by comparing the product owner and Scrum Master roles.

Some enterprises have multiple approaches occurring on the same project (e.g., agile teams and solution domain teams working simultaneously). When this occurs, it is critical to create a transparent responsibility matrix (or RACI matrix: responsible, accountable, consulted, informed) described in the Techniques section later on in this chapter.

Develop Stakeholder Profiles

A stakeholder profile includes a detailed description of a stakeholder group. The stakeholder profile is beneficial for helping you and the project team plan for communicating with stakeholders as well as keeping stakeholders engaged throughout the initiative. Due to the dynamic nature of enterprises, the stakeholder profile needs to be periodically reviewed and updated.

The type of information included in a stakeholder profile will vary based on the perspective used, the dynamics of the enterprise, and any organizational process assets. Possible characteristics could include:


	Demographic stakeholder information

	Area represented

	Roles and responsibilities

	Key issues or concerns

	Work associations with the stakeholder

	Amount of influence, power, interest, and/or authority

	Barriers for change



There are a variety of ways to capture stakeholder profile information. Here are some possibilities:


	Personas: this type of stakeholder profile uses a fictitious person to represent a user group and is created for stakeholders with similar needs. Some practitioners refer to a persona as a user class. Personas are most commonly used for the agile and IT perspectives and for product development. A persona provides more detail than the other types of stakeholder profiles regarding how the fictitious character interacts with the problem or solution.

	RACI matrix: this type of stakeholder profile clarifies stakeholder roles based on tasks and deliverables essential to the initiative or project. The letters in the RACI matrix determine which stakeholders are responsible, accountable, consulted, or informed.

	Stakeholder list: this type of stakeholder profile includes a directory of all impacted and vested stakeholders. The stakeholder list is used to summarize facts and contact information for the stakeholders.

	Stakeholder mapping: this type of stakeholder profile involves visuals or diagrams showing stakeholder relationships to the solution, as well as stakeholder relationships with each other.

	Stakeholder matrix: this type of stakeholder profile uses mapping to classify the priority of stakeholders into a grid.



Table 2.3 Product owner and Scrum Master role comparison




	Differences and Similarities




	Product Owner

	Scrum Master/Agile Project Manager




	Represents the voice of the domain stakeholders

	Acts as a servant leader for the team




	Accountable for describing the product vision and product scope so the team understands the direction of the product

	Manages the product owner’s expectations of the team




	Manages stakeholder expectations by making tough decisions

	Helps the product owner and the team use the right process to create the product




	Maintains stakeholder relationships and communication with the stakeholders

	Responsible for establishing and facilitating the agile process




	Proactively manages and prioritizes the product backlog

	Inspires the team to work with the product owner on the product backlog




	Communicates value proposition and business goals of the product

	Coaches the agile team by ensuring the team is functional and improving quality




	Listens and considers the team’s input on backlog dependencies

	Responsible for helping the team produce work for the product owner




	Spends time with the team and answers their questions

	Removes impediments and obstacles faced by the team, including distractions from the product owner




	Creates, determines, and updates the release plan

	Supports the team in collaboratively working together and to make realistic commitments for the product




	Defines key product features

	Ensures the team has a reliable, productive work environment




	Defines success criteria for the product

	Teaches stakeholders the agile process and their role in the process




	Serves as the single point of contact regarding new requirements and backlog prioritization

	Generates commitment and support from the stakeholders for the agile process




	Continuously refines the requirements

	Supports the product owner with product decisions




	Attends the sprint meetings

	Responsible for facilitating organizational change




	Accepts and rejects work during the sprint reviews

	Works with the domain stakeholders to implement organizational change




	Determines release date, release content, and the product budget

	Responsible for reporting the team’s progress and information radiators




	Responsible for product success and ensuring the product meets the business goals

	Responsible for the process success




	Accountable for project success

	Helps the team to continuously improve themselves, the agile process, and the product






The Techniques section of this chapter includes more information on each of these different ways to capture stakeholder information.

The approach you use to profile stakeholders is dependent on the business analysis effort needed to support the perspective. You will also need to be sensitive as to what information is shared regarding the stakeholder profiles.


In Real Life …

While facilitating business analysis classes, we often hear lessons learned regarding stakeholder profiles. BAs need to be especially careful to avoid sharing information regarding a stakeholder’s power, influence, impact, or interest within a public domain. A participant in one of our classes revealed that a BA at their organization included all the documentation on stakeholder analysis in SharePoint. Many of the stakeholders became upset because they did not see themselves in the same way that they had been profiled by the BA and chose not to contribute business analysis information to the BA to retaliate. An important lesson learned from this story: only include the stakeholder list (general stakeholder information) in a public domain.



The next section of this chapter will provide additional details about the characteristics and information that are included in a stakeholder profile, as well as examples.

UNDERSTAND STAKEHOLDER MOTIVATIONS

The previous section of this chapter revealed there are numerous types of stakeholders. After identifying stakeholders, you will shift into analyzing them. Depending on the perspective used for business analysis work, you can create a specific type of stakeholder profile.

Understand Stakeholder Differences

Stakeholders can affect the tasks and deliverables as well as be affected by the tasks and deliverables. As a result, understanding stakeholder differences can guide you to increased stakeholder satisfaction. The following are key differences for BA to keep in mind:


	Cultural: includes factors such as age, department, gender, group, and nationality. Culture can impact the following business analysis efforts:

	Approvals and consensus building

	Communication

	Collaboration

	Elicitation

	Managing change

	Managing conflict

	Prioritization






Building trust, demonstrating respect, and effectively communicating are important competencies to apply when stakeholders are comprised of different backgrounds.


	Experience: industry, organization, and solution knowledge each stakeholder provides during the initiative.

	Language: oral or written communication differences among stakeholders can create misunderstandings. Different notations and modeling languages used to represent requirements can also lead to misinterpretations. As the liaison and translator between the domain stakeholders and the solution stakeholders, you need to be able to decipher and communicate these differences.




In Real Life …

While instructing a business analysis class for a large retailer, we centered our discussion around the words that BAs use for functional requirements (i.e., shall, will, must, etc.). The word shall often causes animated discussions among BAs in the class; however, this time the discussion was different. One of the participants mentioned that the translation of the word shall in Spanish is should. In analysis terms, should means probably won’t. Most BAs would cringe if a requirement identified as: the employee shall be able to request time off was interpreted to mean the employee probably won’t be able to request time off. With globalization becoming more the norm for enterprises, the choice of words has a significant impact.



Stakeholders are often geographically dispersed across multiple time zones. The advantage of having stakeholders in multiple time zones is the work that can oftentimes get done around the clock. Disadvantages come into play regarding communication and the timing of the communication when stakeholders are not in the same time zone. It’s important to be fair to all stakeholders when scheduling any business analysis information sessions.

Physical location is an important aspect to take into consideration. Stakeholders could be in different buildings, different regions, or even be telecommuters. Stakeholder differences in physical location can reveal office politics, preferences, biases, policies, rules, and even conflict over territory. You need to filter through these differences and facilitate beneficial outcomes for all stakeholders. Every stakeholder deserves an opportunity to have their requirements listened to and to be considered, regardless of where a stakeholder is located.

Understand Stakeholder Attitudes

Attitudes are contagious is a wise old saying that should cause BAs to stop and think about the process of exposing stakeholder’s attitudes. If an influential stakeholder has a negative attitude about a proposed change, can the BA risk other stakeholders catching that person’s negative attitude? Absolutely not. There are two key areas you need to consider when dealing with stakeholder attitudes:


	Stakeholder attitudes toward business analysis: the way a person conducts themselves around other stakeholders can have a positive or negative effect on the initiative. BAs plan for how to identify the attitudes of stakeholders, examine the perceptions that each stakeholder has toward business analysis, and intentionally plan how to maintain stakeholder engagement and collaboration throughout the life cycle. Building relationships with stakeholders and maintaining relationships with them are critical to becoming a trusted advisor.

	Stakeholder attitudes toward the initiative or project: BA perform impact analysis on the stakeholders to determine the degree of impact the change will have. The degree of impact is determined by examining the gaps between current and future state. Some stakeholders will be affected positively by the initiative, while others will be affected negatively. Remember, stakeholders’ perceptions are their reality. Stakeholders could be for, against, or neutral toward the initiative.



The BA also needs to consider these factors related to attitudes:


	Feasibility: the goal of performing feasibility studies is to objectively analyze the potential positive or negative outcomes for a proposed project or initiative. When performing stakeholder analysis, you will factor feasibility in helping to determine each stakeholder’s attitude toward the change.

	Sponsor: each stakeholder must be aware of the sponsor because of the amount of power, influence, and interest the sponsor has for the project or initiative. The sponsor has the ultimate decision-making authority and, therefore, you need to factor this into the stakeholder analysis.

	WIIFM (what’s in it for me?): As a result of any project or initiative creating some degree of change, each stakeholder is unconsciously or consciously asking that question as to why they need to change and what’s in it for me.

	Team members’ capability: stakeholders will have varying attitudes about the skills and knowledge of team members. Examine the attitudes that the domain stakeholders have toward the solution stakeholders and suppliers and vice versa.



When a BA is dealing with stakeholders who have positive attitudes, you can have them help influence both the neutral and negative stakeholders to see the benefits of the change. Focusing early on the neutral stakeholders by providing these stakeholders with the benefits of the initiative is advantageous; otherwise the negative stakeholders may begin to sway the neutral ones. When you are working with stakeholders who have negative attitudes, you need to focus on creating collaborative approaches that get the stakeholders involved and moving toward some common ground.


In Real Life …

We were getting ready to deploy a new system at a large manufacturing facility and the supervisors were not happy about this change. Knowing how much resistance our team was going to face, I scheduled focus groups with the supervisors to listen to their needs and concerns. I met with the supervisors five times to capture all their information. During the sixth meeting, I began to reveal the common ground between the supervisors’ needs and the capabilities of the system. I slowly began to win over the ringleader of the supervisors. His influence was beneficial toward helping to persuade the other supervisors. This support was invaluable in the success of the project.



Understand Stakeholder Influence

The amount of active involvement a stakeholder has in a project or initiative reveals that stakeholder’s volume of influence. As described earlier in this chapter, you can analyze a stakeholder’s influence by creating a stakeholder matrix.

BAs need to have cultural and political awareness when investigating stakeholder influence. Observing the nuances of how stakeholders perform their work, how they engage one another, and how they use non-verbal communication will provide you with clues in this area. These clues help you to ascertain a strategy for how to get buy-in, commitment, and collaboration to the level where the initiative can be achieved.

Upon noticing a divergence between the amount of influence needed by a stakeholder and the amount of influence the stakeholder truly has, you will identify risks that need to be captured in the project risk register. This risk identification includes plans and responses to achieve the necessary level of stakeholder support. Dealing with stakeholder risks is another opportunity where the BA and PM need to collaborate.

Understand Stakeholder Success Criteria

Success means the achievement of something desired, planned, or attempted. To reveal the criteria for a successful project or initiative, the needs from each stakeholder are elicited and elaborated. The tricky part of identifying success criteria is that success is very subjective—it means different things to different people. Many enterprises define a successful project or initiative as being done on time, being on budget, and completing all the project scope. Just because a project or initiative hits those criteria does not guarantee success. Success is defined by more than just the triple constraints of time, cost, and scope. Success can also include the factors of quality, resource management, effective prioritization, and integration. To ultimately provide stakeholder satisfaction, you will work with the PM and the team to identify the success criteria before any work begins on the project or initiative.

Identifying the success criteria up front will help the entire project team to build in those characteristics during the creation of the product, service, or result. Success criteria provide goals for the team to strive for as well as KPIs or acceptance and evaluation criteria to measure upon completion of the project. To specify success criteria, consider these factors:


	State terms or conditions that must be met: this includes the ability to measure the specifically stated success criteria.

	Align the success criteria with the vision, business case, and/or project charter: this helps to capture priorities, risks, constraints, capabilities, and benefits to be accomplished.

	Represent the inclusiveness of all stakeholders: this involves a collaborative effort from the key decision makers that will allow for input, discussion, negotiation, and acceptance of the success criteria. Depending on the size of the initiative, it can be beneficial to have a subset of the entire stakeholder list form a working group to specify the success criteria. When using a subset of the entire stakeholder list, ensure the working group represents the various stakeholder groups and is given a deadline for determining success criteria.



Understand How Stakeholders Can Be Engaged

Keeping stakeholders engaged throughout the entire project can be very challenging to BAs, product owners, Scrum Masters, and PMs. Stakeholder engagement is the process you use to maintain stakeholder involvement throughout this journey. Before planning how to engage stakeholders, you must perform the work of identifying and analyzing them. Besides identifying and analyzing stakeholders, two additional aspects of stakeholder engagement include:

1. Communication: involves two or more parties and consists of a sender expressing information to a receiver who interprets the message and the intent of the sender. The best communication is bi-directional and involves active listening skills. When engaging stakeholders for communication purposes, you need to consider the 5Ws (who, what, where, when, why) and 1H (how):


	Who needs to have information communicated? Which part of the stakeholder audience?

	Who will communicate the information?

	What information needs to be communicated?

	What level of detail is required?

	What is the best method for communicating with this stakeholder(s)?

	Where are the stakeholder(s) located geographically?

	When should the communication take place?

	Why is it important to communicate this information?

	How frequently should communication happen?

	How formal does the communication need to be?



Communication is a leading cause of problems and issues for BAs, product owners, Scrum Masters, and PMs. Considering the best way to use communication to engage stakeholders helps drive the team toward successful outcomes. When planning the business analysis work, you will determine the formality or informality for both communicating and engaging with stakeholders.

2. Collaboration: encompasses establishing good working relationships between the stakeholders involved in the initiative and the BA. The environment created by the BA in working with the stakeholders is dependent on effective communication to ensure stakeholder satisfaction. Stakeholder engagement of the business analysis effort needs collaboration. Most of the business analysis effort involves planned collaboration; however, spur-of-the-moment collaboration can still occur. When planning domain and solution stakeholder collaboration for the business analysis effort, you need to consider:


	Stakeholders to include

	Stakeholder traits and characteristics

	Scheduling

	Frequency

	Geographic locations

	Collaboration software or technology

	Best delivery method for colocated or geographically dispersed stakeholders

	Stakeholder preferences



Table 2.4 includes traits and characteristics for you to contemplate regarding stakeholder engagement and collaboration. To effectively understand the stakeholders, you will collaboratively plan with the PM:


	Identification of the stakeholders

	Analyzation of the stakeholders

	Communication with the stakeholders

	Collaboration with the stakeholders



Table 2.4 Collaboration traits
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Names of these plans could include BA Work Plan, Stakeholder Management Plan, Communications Management Plan, Stakeholder Engagement Approach, or Stakeholder Register. The name of the plan is important for an enterprise to use consistently, but the important factor is to conduct this step. Chapter 4 of this book contains more information on how to accomplish stakeholder planning.

After you have defined how to engage and communicate with stakeholders, you move into managing stakeholder engagement and communication. Due to progressive elaboration of the initiative, periodically you will need to get assistance from stakeholders that can help you remove roadblocks in engaging certain stakeholders. These stakeholders oftentimes have power and authority that a BA does not retain. You will also be assessing each stakeholder’s engagement level for embracing the changes required for the future state.

Everett Rogers, in researching for his book Diffusion of Innovations, identified the following stakeholder engagement statistics regarding change:


	2.5% of stakeholders are innovators

	13.5% of stakeholders are early adopters

	34% of stakeholders are the early majority

	34% of stakeholders are the late majority

	16% of stakeholders are laggards



Figure 2.1 illustrates stakeholders’ initial reactions to change. Note that the 68% in the middle of this figure could be swayed either positively or negatively by other influential stakeholders.
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Figure 2.1 Engagement statistics

Another way to look at how change is affecting stakeholders is to consider their roles in the change. Author Melanie Franklin identifies the following possibilities:


	Opposer: a stakeholder who is resistant to the change and isn’t concerned with implementing the change. An opposer has important requirements associated with potential risks that you will need to elicit.

	Conductor: a stakeholder who provides advice and direction regarding the requirements for the change. A conductor also has important requirements associated with potential issues and risks.

	Advocate: a stakeholder who is an active promoter of specific requirements associated with the change. An advocate often has technical advice and specific knowledge that will help you throughout the change life cycle.

	Change Agent: a stakeholder who is completely integrated in the change. A change agent is ultimately responsible for ensuring that the delivery of the change activities results in success.



Figure 2.2 is an adaptation of the levels of stakeholder support that are necessary for change.

PMI has also identified five classification levels of change associated with stakeholders:


	Unaware: stakeholders who are uninformed of the project and any potential impacts

	Resistant: stakeholders who are aware and unsupportive of the change

	Neutral: stakeholders who are aware yet are neither supportive nor resistant to the change

	Supportive: stakeholders who are aware and supportive of the change

	Leading: stakeholders who are aware and actively engaged in the change that can lead to project success



Since not all stakeholders may be excited about change, an important strategy to help stakeholders evolve throughout the change process is to discover their WIIFM. You will need to investigate and find both the advantages and disadvantages that each stakeholder may receive. Sometimes being able to overcome or manage a perceived stakeholder disadvantage can be more important than showing the positives of an initiative to a stakeholder.

Communication and collaboration are the keys to stakeholder engagement. Proactive communication and working closely with the domain and solution stakeholders will help you to keep people engaged throughout the initiative. Consistent involvement of the stakeholders can help to decrease resistance and enhance support of your work.
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Figure 2.2 Levels of stakeholder support

Balance Your Stakeholders’ Needs

When you create stakeholder profiles, it is immediately clear that not all stakeholders have the same needs and the needs of any one stakeholder may often be in conflict with others. It is the role of the BA to work through the competing needs using tasks, tools, and techniques. Stakeholder needs must be in alignment with the mission, vision, values, goals, and objectives of an enterprise. If there is a disconnect in alignment, you must identify the root cause of that disconnection.

BAs strive to achieve consensus with stakeholders in order to balance their needs. Consensus involves a group decision-making process that provides stakeholders the opportunity to develop a decision, find common ground, and agree to support the decision that is in the best interest of everyone involved. Consensus consists of:


	Blending of ideas

	All stakeholders understanding the decision

	Everyone participating in the decision

	Being able to live with the decision

	Determining the best decision for everyone

	Being able to explain why the decision is the best one



Consensus does not consist of:


	Unanimous agreement of the stakeholders

	Each stakeholder getting all their needs

	All stakeholders conceding to a correct decision

	All stakeholders being completely satisfied

	Compromising



Consensus decision making is difficult because it takes time to hear all of the stakeholders’ sides regarding their needs and everyone needs to be an active participant in the process. To facilitate consensus decision making, you and the involved stakeholders will use active listening, conflict resolution, creative thinking, and open-mindedness.

You might find it easier to use verbiage associated with convergence for stakeholder decisions. Convergence means that while not everyone agrees, everyone has participated in the decision and everyone will support the final decision.

There are circumstances where consensus decision making may not be appropriate with a group of stakeholders. In those instances, it’s nice to have alternative decision-making techniques available to keep stakeholders engaged. The following decision-making techniques should be considered when you plan the business analysis work:


	Autocratic: one person makes the decision for the group of stakeholders, sometimes referred to as a dictatorship decision.

	Delphi: a facilitator compiles anonymous votes by stakeholders to achieve a decision. This process can involve several rounds of voting.

	Force-field analysis: brainstorming the forces for and against a change to reach a decision. This technique is further described in Chapter 3.

	Majority: more than 50% of the stakeholder group supports the decision.

	Plurality: the largest block of stakeholders in a group makes the decision even if they are not the majority.

	Unanimity: all of the stakeholders agree on a decision.



Another factor to consider when balancing stakeholders’ needs is risk. Not all stakeholders will have the same acceptance level for risk. Risk appetite is the amount of uncertainty a stakeholder or organization is willing to accept in order to attain a reward. Balancing risk appetite among the stakeholders and organization is essential for successful outcomes.

Understand the Political Environment

Balancing stakeholder needs also involves recognizing that all enterprises have internal politics that need to be considered. According to PMI’s Pulse of the Profession® in-depth report, Navigating Complexity, 35% of respondents stated significant political/authority influences as the third most defining characteristic regarding project complexity. The leading cause of project complexity is multiple stakeholders, which was reported by 57% of respondents.

Development of stakeholder profiles is very complex and can be politically risky when assessing a stakeholder’s authority, influence, interest, and/or power. Politics are part of the enterprise environmental factors. To effectively manage stakeholders, the three most important enterprise environmental factors are organizational culture, organizational structure, and the political environment. A BA can conduct networking to help understand the political and cultural factors that can impact the initiative. You will also need to possess strong political acumen. This involves recognizing the political dynamics created by the organizational structure and using that knowledge to perform business analysis within the environment. Where you reside in the organizational structure has a political impact.

Developing political acumen involves building influence through relationships with stakeholders and by obtaining results. To continue trusting relationships, you need to use and manage politics in an ethical manner. Skillfully using political acumen will lead to success. Hoping that politics in the workplace will go away leads to difficulty in the initiative.

Define Strategy for Navigating the Organizational Environment

To navigate effectively in this environment, you need to create objective criteria when identifying stakeholders and prioritizing stakeholder groups. To balance the needs of stakeholders, you must communicate directly with them, develop and maintain political acumen, and sustain stakeholder trust. As a result of stakeholder analysis, you will develop separate strategies to communicate with and engage each stakeholder or stakeholder group for purposes of creating meaningful conversations. (Remember that the business analysis journey map shown in Figure 1.17 is designed to help you navigate the organizational environment.)

TRUST: IT’S THE GAME CHANGER

Chapter 1 explored the importance of you becoming a trusted advisor with both the domain and solution stakeholders. Without trust, collaboration and communication between you and the stakeholders involved in the business analysis effort will break down.

Detecting Mistrust or Distrust

Many people use the words mistrust and distrust interchangeably and according to Grammarist, both words are close to meaning the same thing since they both refer to (1) lack of trust or (2) to regard without trust.

The difference between the two words is that distrust is based upon a stakeholder’s experience or information from a reliable source. For example, a key stakeholder might distrust the recommendations from the BA because of poor business analysis information on a previous project. Mistrust is based on a general feeling or unease toward something or toward a stakeholder. For example, a stakeholder that has never worked with a particular BA before could perceive the BA as a stranger and therefore mistrust the BA.

There are specific verbal clues that a BA can pick up on in the work environment to identify a potential lack of trust, including:


	“That will never work here.”

	“Oh, I’m so sorry, but I forgot to tell you …”

	“We’ve always done it this way.”

	“Boy, I sure don’t remember telling you that.”

	“I’m busy right now, please go away.”

	“There is no way I ever said that.”

	“If it ain’t broke, don’t fix it.”

	“Did I tell you that last week? I’m terribly sorry, but that was wrong.”

	“The tool/technique that I am using works just fine, thank you.”



“Our distrust is very expensive,” according to poet Ralph Waldo Emerson. The causes for the lack of trust can often be identified by reflecting on experiences where there were trust breakdowns:


	Change: projects, initiatives, programs, and portfolios spark change. Not all stakeholders are in favor of change, especially if it could potentially impact them negatively.

	Iterative business analysis effort: the iterative nature of elicitation, collaboration, analysis, and consensus can cause stakeholders to believe their efforts have been wasted on another round of work and they don’t trust the business analysis information will ever be completed.

	Triple constraints: many stakeholders have experienced projects where the needs and goals are not accomplished before the project runs out of funding and/or time.



In project environments, some of the more common causes for lack of trust include:


	Fear of job elimination or dramatic change: improvements to business processes could result in reducing the number of employees who support the business process, which in turn reduces labor costs. Dramatic changes to business processes create resistance in stakeholders who prefer to do things the way they always have.

	Fear that the solution will impede/slow down their process (in the name of improvement): any time a business process improves, it takes a period of time for the stakeholders to become accustomed to the new way of performing work—a time period referred to as a learning curve. Stakeholders are resistant when they believe they will not be able to perform the future state as quickly as the current state.

	Fear that familiar software will become incomplete or inaccurate: technology and software are continuously improving and evolving. As a result, software can become outdated and obsolete. Stakeholders fear losing their favorite software programs.

	Fear that the solution will be hard to learn: there is comfort with familiarity and experience. Business processes become automatic for stakeholders to the point that they often do not have to think about what to do next in the process. Having to learn a new or improved way to perform work can be scary to stakeholders. Each change requires transitioning from a comfortable state to an uncomfortable state and then driving toward making the uncomfortable state become a comfortable state.

	Fear of loss of value/stature in the organization: A person’s status or rank in the organization is likely the most important aspect of a stakeholder’s work life. This tops title, pay rate, etc. For example, when a solution to improve data integrity and streamline efficiencies is going to replace a stakeholder’s favorite spreadsheet, this could be perceived by the spreadsheet king/queen as a loss of stature in his/her organization.

	History of bad cooperation and missed expectations: some departments or business units have the reputation of not being able to see eye to eye; hence the infighting cycle continues much like the Hatfields and McCoys. In some instances, stakeholders have the tendency to prolong the inability to collaborate.



When there is a lack of trust and trust cannot be established, the following repercussions can occur:


	Miscommunication

	Unhappy domain and solution stakeholders

	Additional scope

	Schedule delays

	Budget overruns

	Decreased quality

	Team issues and problems

	Lower productivity

	Decreased morale

	Verbal or physical conflict

	Infighting

	Intensified risks



When collaborating with stakeholders, also be careful of these trust concerns:


	Providing one-word answers to questions

	Leaving out or avoiding saying “I”

	Continuously repeating questions which makes it sound like you’re buying time to make something up

	Using phrases like: “To be honest with you …” “Believe me …” “To tell you the truth …” “Trust me …” “How could you doubt me?”



Understand the Impact of Trust on Your Business Analysis Work

The economics of trust really boil down to time and money. In the simplest of terms, trust is the game changer in a straightforward but powerful formula. According to John Whitney, a professor at Columbia Business School, when trust is low, speed slows down and costs go up. Conversely, when trust is high, speed accelerates, and costs go down. Figure 2.3 reveals how to understand this simple formula for the economics of trust.

It’s important for you to consider these trust factors that will increase your work:


	Low trust: including all the repercussions identified for distrust and mistrust

	Inheritance of distrust: departments and business units that have never agreed and likely have forgotten why they do not agree, but do not want to readily listen to each other



If trust is high, you can expect to raise your work performance as well as improve communication, collaboration, execution, innovation, strategy, and relationships. BAs should determine if they are helping to build or erode trust in the organization.

A blend of the correct strategy with a high execution level typically means good results for an initiative. However, a hidden multiplier in this equation is trust—or the lack thereof—a reason as to why so many projects are in trouble, failing, or not delivering required functionality. The hidden variable of trust also needs to be multiplied along with strategy and execution in the following manner:

Results = (Strategy × Execution) × Trust

The greater the trust, the greater the results. Table 2.5 provides guidance on how to detect where organizational trust ranks. This trust level is real and should have an impact on your effort estimates for conducting business analysis work.
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Figure 2.3 Economics of trust

Table 2.5 Organizational aspects for trust
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ONGOING STAKEHOLDER ANALYSIS

In a perfect world, all stakeholders would be found during the first pass in stakeholder identification, but that simply is not the reality. You will need to revisit and update the stakeholder register or stakeholder list throughout your initiative. Stakeholder identification and analysis involves progressive elaboration to find new stakeholders or to identify stakeholders who will no longer be impacted by the initiative. Ongoing stakeholder analysis involves updating the stakeholder concerning:


	Changes regarding people movement because of hiring, firing, retiring, promotions, lateral moves, etc.

	Motivations and attitudes

	Influence

	Success criteria

	Engagement and collaboration

	Communication

	Risks



Recurring stakeholder analysis helps identify the appropriate strategies for effectively communicating with stakeholders, mitigating risk, and engaging the stakeholders throughout the initiative. At a minimum, you should revisit the stakeholder analysis at the beginning of each phase, iteration, or sprint to help guide tactical decisions for engaging the key stakeholders in order to support the goals of the project and identify any updates to the stakeholder profiles.

Identifying and analyzing stakeholders is a step that continues indefinitely until the effort ends. You need to maintain stakeholders’ interests, motivation, and engagement levels—levels that could change multiple times during the initiative. One of the main goals of Step 1 is to not miss any stakeholders. Missing a stakeholder(s) or having stakeholders who are disengaged leads to partial, inaccurate, or missed requirements. This, in turn, leads to dissatisfied stakeholders and poor outcomes.


In Real Life …

We hear many examples of stakeholders who are overlooked and the devastating impacts that those missed stakeholders create to the scope, quality, and deadlines—sometimes requiring costly rework for projects. Some of the most commonly missed stakeholders include:


	Contracted resources

	Legal

	Procurement

	Training



When a stakeholder is missed, most of the time BAs only need to learn that lesson once, but why learn things the hard way? Understanding your stakeholders by performing the exhaustive identification and analysis activities identified in this chapter will help you create successful outcomes.



TECHNIQUES

Table 2.6 lists suggested techniques you may find useful to understand your stakeholders. This table is compiled based on input from the PMI Guide to Business Analysis, PMI’s practice guides, and the IIBA’s BABOK® Guide. This table is a filtered list from Table 1.14, which provides an overview of techniques used across business analysis activities. Of course, there are techniques that could be used when performing multiple activities; hence the techniques most often used when trying to understand your stakeholders are elaborated in this section.

Table 2.6 Techniques to understand your stakeholders
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Capability Framework

A capability framework is a powerful tool for identifying the essential competencies that are necessary for high performance at an organization. This technique is sometimes referred to as an organizational maturity model. Putting together a capability framework helps an organization perform gap analysis between the current and future states. To use this template, identify which knowledge areas, processes, tasks, and techniques are important now or will be important in the future at your organization (see Table 2.7). For example, using a context diagram may be critical at your organization now, and in the future, creating entity relationship diagrams will be important. Other elements to consider incorporating in a capability framework include business knowledge, professional knowledge, personal skills, qualifications, experience, and attitudes. Using the technique in this way can help with career development, training, mentoring, and coaching. A capability framework can also be created for products, which is beneficial for understanding the business context, elaborated on in Chapter 3 of this book.

Table 2.7 Business analysis capability framework
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Organizational Modeling (Organizational Charts)

An organizational model is a framework used to define roles, responsibilities, lines of authority, communication channels, and resource allocation. The organizational model aligns this framework with the enterprise’s strategy and goals for the stakeholders who are performing the work.

The most common types of organizational models are divisional/market, functional, and matrix. There are also additional types of organizational models, including:


	Bureaucratic: standardized structure based on merit that is used for complex or larger scale organizations.

	Divisional/Market: structure based on products, customer groups, regions, processes, or projects. Figure 2.4 contains an example of a divisional/market organizational model.

	Functional: structure based on departments, work performed, shared skills, or expertise. Figure 2.5 contains an example of a functional organizational model.

	Matrix: structure based on both function and product. This type of organizational model can be further divided into weak, balanced, or strong matrices. These types of matrix structures are further defined in Chapter 3. Figure 2.6 contains an example of a matrix organizational model.

	Network: structure that contracts out business functions that can be done more effectively or economically.

	Pre-bureaucratic: a centralized structure that is lacking task standardization and is used in smaller organizations.

	Team: structure based on vertical or horizontal work groups and is used to develop and build the team.

	Virtual: structure using a network of alliances and technology.
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Figure 2.4 Divisional organizational chart

Many workplaces use a combination of these types of organizational models to help coordinate both people and work. Using a combination of organizational models also decreases risk. Most BAs begin stakeholder identification by analyzing organizational models.

Organizational models can categorize all the internal stakeholders. But, one of the disadvantages of this technique is that you must consider how up-to-date the structure is or else you may risk missing a stakeholder. You also need to realize that some organizational models are not effective at showing the dotted-line reporting relationships.

Stakeholder List, Map, or Personas

A stakeholder list helps you to create a directory of all impacted and vested stakeholders. Creation of the stakeholder list often begins with eliciting impacted stakeholders from the sponsor(s), showing the list to identified stakeholders, and then having them provide additional stakeholders. Showing only the list of people and general stakeholder information to stakeholders prevents hard feelings regarding the categorization of stakeholders. Due to the length of the stakeholder list, you will use it to create categories of stakeholders or personas. The stakeholder list is the bridge to classifying and analyzing the stakeholders. It also helps you begin planning how to communicate business analysis work information with the stakeholders. Table 2.8 is a sample stakeholder listing form.
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Figure 2.5 Functional organizational chart

Some BAs refer to a stakeholder list as a stakeholder register. A stakeholder register is a document comprising stakeholder information. Information in the stakeholder register could include:


	Stakeholder identification

	Stakeholder assessment

	Stakeholder classification

	Stakeholder engagement

	Stakeholder management strategy



[image: Image]

Figure 2.6 Matrix organizational chart

Table 2.8 Stakeholder listing form
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A stakeholder register typically contains more information than a stakeholder list because the stakeholder register also includes the stakeholder engagement and stakeholder management strategy.

A stakeholder map is used to graphically show stakeholder relationships to the solution and stakeholder relationships with each other. A map or matrix can be developed following the creation of the stakeholder list. The most common types include:


	Onion diagram: a visual showing the relationship of the stakeholders with the solution using layers. This diagram provides a succinct way to reveal stakeholder relationships. Stakeholders closest to the middle of the diagram are closer to the solution and often require significant communication throughout the initiative. Stakeholders closest to the middle of the diagram also require more stakeholder analysis to understand their needs. Figure 2.7 provides an example of an onion diagram that begins with the solution at the core. The layers of the onion diagram often include:

	Layer 1—solution: the product, service, or result being created

	Layer 2—solution delivery: the solution domain stakeholders, PM and/or Scrum Master, BA and/or product owner

	Layer 3—domain: the stakeholders in the area of the business being affected

	Layer 4—business, organization, or enterprise: the stakeholders who interact with the affected domain stakeholders

	Layer 5—external: the stakeholders who are outside the business, organization, or enterprise
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Figure 2.7 Onion diagram

A stakeholder matrix uses mapping to classify the priority of stakeholders into a grid. The following are some of the more common approaches to the creation of a stakeholder matrix:


	Influence/interest matrix: compares the stakeholder’s amount of active involvement with the stakeholder’s level of concern. Figure 2.8 shows a sample grid to compare a stakeholder’s influence and their interest for an initiative.

	Power/impact matrix: compares the stakeholder’s level of authority with the stakeholder’s ability to affect changes to the planning or executing processes. Figure 2.9 is a sample grid to compare a stakeholder’s power and their impact on an initiative.

	Power/influence matrix: compares the stakeholder’s level of authority with the stakeholder’s amount of active involvement. Figure 2.10 shows a sample grid to compare a stakeholder’s power and their influence for an initiative.

	Power/interest matrix: compares the stakeholder’s level of authority with the stakeholder’s level of concern. Figure 2.11 is a sample grid to compare a stakeholder’s power and their interest for an initiative.
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Figure 2.8 Influence/interest matrix
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Figure 2.9 Power/impact matrix
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Figure 2.10 Power/influence matrix
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Figure 2.11 Power/interest matrix

Personas are created to help represent actual users even though the persona is a fictional character. Stakeholders are real people while personas are fictional representations. To create a persona, research is conducted to understand the user group and a narrative is created as a result of the research and elicitation of user goals. Personas help the project team to identify with a person rather than a user—in other words, a person who has real needs. Possible elements to consider for a persona include background, behaviors, demographics, environment, goals, needs, scenarios, name, and a picture.

Identifying a persona for different categories of end users is beneficial because it helps the team to focus on similar needs, motivations, and scenarios. Figure 2.12 contains an example of a persona.
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Figure 2.12 Persona example

In place of or in addition to a persona, you can create a customer journey map. A customer journey map can include:


	Phases or stages of the journey that a customer encounters

	Emotional experiences of the customer

	Thoughts and feelings the customer experiences during the journey

	Touchpoints and pain points the customer experiences



Based on this information, you can use the customer journey map to identify recommendations and ideas that may improve the customer’s journey. More information on the customer journey map is included in Chapter 5.

Job analysis helps you to identify and analyze both the job requirements and competencies that are necessary for performing specific roles in an organization. It is beneficial to perform this technique when a job changes or when a new job is added to an organization. If changes are going to occur because of the initiative, be sure to include these in your transition plan. When performing job analysis, it’s best to collaborate with human resources personnel and departmental managers.

The RACI matrix is used to clarify stakeholder roles based on tasks and deliverables that are essential to the initiative. RACI stands for:


	Responsible: the stakeholder who does the work for the task or deliverable.

	Accountable: the decision maker and the stakeholder who is held answerable for completion of the task or deliverable. The aim is to have only one accountable stakeholder.

	Consulted: the stakeholder(s) who will provide input and information about the task or deliverable. Consulted stakeholders oftentimes include SMEs and involve bi-directional communication.

	Informed: the stakeholder(s) who are updated about the outcome of a task or deliverable—often on a need-to-know basis. Informed stakeholders receive one-directional communication from the BA.



A RACI matrix is sometimes referred to as a responsibility assignment matrix. The RACI matrix helps the domain and solution stakeholders clarify expectations as well as helps bridge the gap in communication planning. You can use a RACI matrix throughout the business analysis effort. Table 2.9 is a sample RACI matrix you can use to determine roles and responsibilities for an initiative or project.

SUMMARY OF KEY POINTS

To be an effective BA, the first step you will take is to understand your stakeholders. There are many types of stakeholders you can encounter, including different kinds of domain and solution stakeholders. The liaison roles between the domain and solution stakeholders include the BA, PM, product owner, and/or Scrum Master. To begin the journey of understanding the stakeholders, you will start by identifying the stakeholders for the business analysis effort.

Once you have identified your stakeholders, the journey continues with analyzing them, including differences, attitudes, influence levels, success criteria, engagement levels, needs, and the political environment. Throughout this initiative, you will be modeling trust, building trust, and striving to become a trusted advisor to both the domain and solution stakeholders.

Table 2.9 RACI matrix
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STEP 2: UNDERSTAND THE BUSINESS CONTEXT

One of the best ways to understand the business context is to first comprehend your organization. If you do not already grasp the fundamentals of your organization and your industry, then spend time job shadowing key stakeholders, ask questions, listen, and learn. Spending time on this step is a very wise investment for your career in business analysis. In some organizations, this step may be performed by practitioners who specialize in strategic business analysis. Even if you do not perform this step yourself, you need to understand the business context in order to effectively perform your business analysis effort. This step is full of tactics and techniques to enhance your effectiveness in understanding the business environment.

Table 3.1 The five perspectives and understanding the business context
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UNDERSTAND THE ENTERPRISE ARCHITECTURAL DIRECTION

The Enterprise Architecture Body of Knowledge (EABOK) defines Enterprise Architecture (EA) as analyzing areas of common activity within or between organizations, where information and other resources are exchanged to guide future states from an integrated viewpoint of strategy, business, and technology. The EABOK is a body of knowledge created by the EA community.

EA describes an enterprise’s business processes, information, IT, initiatives, people, operations, and projects, as well as the relationships between these factors. An enterprise is comprised of one or more organizations and the solutions they use to pursue a shared strategy encompassing common goals. Architecture describes the design, structure, and behavior of both the current state and future state of a structure. Architecture also includes components and the interaction between those components that are necessary for operating an enterprise.

The EA within a workplace is a conceptual blueprint that helps to identify solution environment requirements. The structure and operation comprise the EA of an organization. EA also defines a required platform or attribute of the environment by looking at the current state to achieve future state objectives. Business architecture, defined in Chapter 1, is an integral component of EA. To succeed, organizations need to integrate business architecture and EA, helping the organization use information and technology together to create innovative business solutions. Organizations that separate business architecture and EA fail at both disciplines. Organizations that are high on the Capability Maturity Model Integration (CMMI) maturity levels support business architecture as part of EA.

EA changes that are considered include:


	Structure or process advances

	Information system (IS) or technology innovations

	Business process integration and/or standardization

	Business information improvements concerning quality of service



These top EA frameworks were identified in Table 1.9.

EA provides value by delivering recommendations on how to adjust organizational process assets in order to achieve desired business outcomes to key domain and solution stakeholders. The advantages of EA for an organization include:


	Increased adaptability to market demands and changing conditions

	Enriched design and redesign of organizational structures—especially during enterprise change, mergers, or acquisitions

	Enhanced decision making and work prioritization

	Improved use of organizational process assets

	Decreased employee turnover

	Improved and standardized business processes

	Improved effectiveness of business processes

	Reduced duplication of effort in business processes

	Decreased bureaucracy

	Increased simplification

	Improved collaboration and communication for domain and solution stakeholders

	Enhanced project scoping

	Enriched business analysis effort, solution design, solution development, and solution quality

	Reduced implementation and operational costs

	Improved system interoperability

	Increased data access to ensure compliance with regulations

	Reduced business risk

	Added value for stakeholders and/or shareholders



There are three schools of thought that have emerged from EA, including:


	Enterprise IT design: used to obtain greater alignment between solution and business needs. For this school of thought, the purpose of EA is to guide planning and designing the IT/IS capabilities of an enterprise to meet desired business needs.

	Enterprise integrating: used to achieve greater coherency between the areas of an enterprise (different business units or departments) to link strategy and execution. For this school of thought, architecture proposals and decision making involve all areas of the enterprise.

	Enterprise ecological adaptation: used to foster innovation and maintain the enterprise’s learning capabilities for sustainability purposes. Improvement and innovation are emphasized so proposals are created by analyzing the enterprise and the environment.



Interestingly, most enterprises combine facets of each of these three schools of thought on EA. Table 3.2 is adapted from James Lapalme and includes additional information for the three ideal types of EA. These differing schools of thought on EA have an impact on the purpose, scope, accomplishment, skills, and responsibilities for performing EA. Whichever school of thought an organization uses, the business analyst (BA) contributes value to EA by creating and updating models that:


	Depict the business

	Describe the business’s operations

	Represent the business and organizational structure



Table 3.2 Three schools of thought on EA
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Some organizations value business analysis and have support in place for BAs. When these systems of EA work, they allow for business analysis to be a pleasant and enjoyable experience. When these systems fail, business analysis feels like an ongoing battle that can never be won. For struggling organizations, it can help to engage stakeholders to get buy-in for conducting business analysis through better organizational structure, culture and style, communication, and systems.

Organizational Structure

Organizational structure greatly influences how the business analysis effort is performed within the enterprise. Business structures include:


	Functional: a hierarchical organization in which each employee has one clear superior and belongs to a specialty department or business unit, (e.g., human resources, finance, marketing, accounting, quality assurance, etc.). In a functional organizational structure, each department performs project or initiative work independently of other departments. A project manager (PM) in this structure has little or no authority level over the project team members and limited resource availability. Team members’ work on the project or initiative is part-time in this structure. These aspects can present challenges to a BA.

	Matrix: an organization that blends functional and projectized characteristics to varying degrees. Similar to a functional organizational structure, employees belong to departments. In a matrix organizational structure, employees are selected from different functional areas to create a cross-functional project team that is overseen by a PM. Matrixed organizations present challenges to the hybrid BA role. There are three types of matrix organizational structures:

	Weak—an organization that blends more functional characteristics than projectized characteristics. The unique characteristic of this structure in the PM role is more of coordinating and expediting. As an expeditor, the PM has no ability to make or enforce decisions. As a project coordinator, the PM has some authority, some decision-making power, and limited resource availability. Team members’ work on the project or initiative is part-time in this structure.

	Balanced matrix—an organization that is a balanced blend of functional characteristics and projectized characteristics. The PM has low to moderate authority and low to moderate resource availability. Team members’ work on the project is part-time in this structure.

	Strong matrix—an organization that blends more projectized than functional characteristics. The PM’s authority level and resource availability are moderate to high. Team members’ work on the project is full-time in this structure.




	Projectized: an organization where most of the work is organized and accomplished in the format of an initiative or project. The PM has a great deal of authority since the team members report directly to the PM or provide support services. Team members’ work on the project or initiative is full-time in this structure.

	Composite: an organization that involves functional, matrixed, and projectized organizational structures, depending on need. For example, a functional organization may pull team members from multiple functional areas to work on a critical project and give the PM full authority over the project’s resources for that project and that project only. Or, an organization may have functional departments manage their own small projects.



Understanding the organizational structure in relationship to business analysis and project management contributes toward being a successful BA.

Organizational Culture and Style

Understanding the politics, norms, and values of the enterprise is critical to delivering successful business analysis outcomes. Each enterprise has its own culture and style. To solidly understand culture and style, you need to grasp the organization’s:


	Mission: a statement describing the purpose of an organization.

	Vision: a statement of an organization’s objectives and foresight that serve as a roadmap to transform and grow the organization strategically.

	Values: core beliefs and ideals shared by an organization. Most organizations identify five or six core values (e.g., innovation, integrity, fairness, global involvement, corporate responsibility, etc.).

	Goals: planned outcomes or desired results based on strategic assessment of the current environment and projected future state. Business goals can continue from one to many years and are measurable targets. Initiative goal length will vary from weeks to years.

	Objectives: specific ways to achieve quantified outcomes related to the goal(s). Business objectives are short term, typically lasting less than one year and are actions that drive completion of goals. Objectives for initiatives, projects, and programs are written using the acronym SMART, as shown in Table 3.3.

	Guiding principles: precepts and ideas that steer an organization throughout its life for all decisions that need to be made regardless of changes to the mission, vision, values, goals, or people.

	Expectations: strong beliefs for a future outcome.



Table 3.3 SMART goals and objectives




	S

	Specific

	Clear, concise, and observable outcomes




	M

	Measurable

	Testable and measurable outcome




	A

	Achievable
Agreed upon
Attainable Assignable

	Realistic outcome with dedicated resources




	R

	Relevant
Realistic
Reasonable

	Outcome is aligned with the mission, vision, and strategies of the organization




	T

	Time-bound
Timely

	Outcome is linked to a specific time frame aligned to the business need






According to the whitepaper by the Project Management Institute (PMI), Business Analysis: Leading Organizations to Better Outcomes, organizations that have a high alignment of business analysis work with the organization’s strategic initiatives are almost twice as likely of having successful strategy implementation outcomes as compared to less mature organizations. Success in business analysis is also dependent on being familiar with:


	Organizational policies, methods, and procedures

	Rules, policies, and regulations

	Leadership and authority perceptions

	Systems for rewarding and motivating the workforce

	Typical work hours and work ethic

	Organizational risk appetite



Risk appetite for the organization and stakeholders is important to consider for understanding the business context. As noted in Chapter 2, you need to fully understand which stakeholder(s) wield the power in the organization. These stakeholders can make or break your reputation so it’s critical to tread wisely.

Organizational Communication

Successful business analysis is also dependent upon effective organizational communication structures. As many workplaces have developed into or are in the process of global development, communication needs become more complex. Global organizations are more reliant on electronic communication modes. Organizational communication capabilities affect how business analysis work is performed. Effective communication includes verbal, nonverbal, written, and active listening skills for everyone involved in the organization. Future chapters will include in-depth information for you to perform related to communication planning and communication of business analysis information throughout the business analysis effort.

Organizational Systems

Mature organizations have processes, procedures, and systems in place that can be relied on for the business analysis effort. This helps you to avoid having to reinvent the wheel each time you perform business analysis. These assets may include business analysis templates, formal and informal plans, historical information, lessons learned, and standard processes and procedures. If your workplace does not have these processes, procedures, and systems defined, this book will help identify organizational systems for you to consider developing.

Organizational Readiness

Finally, it’s important for you to examine the readiness of your organization to make a change(s) and be able to sustain the change(s). An organizational readiness assessment is used to determine if an organization is prepared to accept a change associated with a solution and is able to use the solution effectively. This assessment also helps to determine realized value from the solution.

Part of your organizational readiness will include creating a change strategy to assist stakeholders in transitioning from the current state to the desired future state. Organizational readiness can also help find transition requirements. The desired future state will include the capabilities necessary to achieve the future state, but will not prescribe a solution. The future state at this point is defined by business goals and objectives necessary to achieve business value via the business analysis effort. Business value is the quantifiable benefit to the organization and can be tangible, intangible, or a combination of both. Business goals and objectives for the future state need to be aligned with current state organizational goals and objectives defined earlier in this chapter. This change strategy includes readiness, the business case, strategic alignment, and opportunity costs. Organizational readiness is tightly connected to organizational culture and style described earlier in this section.

A transition readiness assessment examines the ability and interest of the organization to work with the future state or to use the capabilities of the future state. This assessment includes risk analysis and risk responses that need to be included in the risk register. The transition readiness assessment also encompasses information from the organizational readiness assessment. This analysis will reveal transition requirements defined in Chapter 1.

Strategies to help transition from current to future state include:


	One-time release of the future state

	Staged releases of the future state with targeted areas

	Timeboxed coexistence of both the current state and future state, with a specific future state cutover

	Permanent coexistence of both the current state and future state



Transitions will run smoother if there are strategies and plans developed to guide stakeholders through the change(s). This plan needs to work in conjunction with your business analysis communication plan. The transition plans (and the stakeholders involved in helping in implementation) need to get underway during the needs assessment portion of the business analysis effort. In addition to eliciting transition plan information from domain stakeholders, it’s important to solution domain and special interest groups (SIGs) as well. As progressive elaboration of the initiative occurs, the transition plan will continue to be refined.

EA COMPONENTS

Most EA practitioners report directly to a chief information officer (CIO) or an IT manager; however, these practitioners must also focus on business development and business change. Many organizations refer to these practitioners as enterprise architects. The work that enterprise architects perform can be broken down into five components: business, information, application, technology, and security components.


	Business components: include the necessary processes and standards used daily by an organization. There are a variety of tools and techniques that organizations use daily that are described and defined in the Techniques section of this chapter.

	Information components: include the necessary data (e.g., databases, spreadsheets, files, images, etc.) used by an organization to operate.

	Application components: include the necessary interactions between standards and processes used by an organization.

	Technical components: include the necessary hardware, software, operating systems, networking solutions, and programming used by an organization.

	Security components: include the necessary prevention of problems with system information. Prevention of security components could include unauthorized access, breaches, disruptions, modifications, etc.



Despite criticism about EA and predictions prior to 2010 that it would end, EA is still in use today. Measuring the value of an organization’s EA is difficult because it can take years to measure the benefits, and an EA extends over multiple projects, programs, and initiatives. Each organization needs to create service-level agreements with the stakeholders of the EA program to determine relevant outputs, outcomes, or metrics to measure. Measurement considerations are based on measurement costs, EA purpose, EA scope, and maturity of the organization. Table 3.4 includes value measures for an organization to discuss and consider when evaluating the effectiveness of EA. These factors often coincide with the organization’s business drivers described in the next section.

Table 3.4 Value measures to consider for EA




	EA Offerings Measures

	IT Outcome Measures

	Other Outcome Measures




	Quality Measures

	IT Cost Reductions

	Flexibility and Agility




	Degree of completeness

	Implementation

	Time to market




	Level of currency

	Operations

	Alignment to strategy




	Timeliness

	Maintenance

	Architecture Governance




	Accuracy

	Enhancements

	Quantity reviewed




	Consistency

	Integration

	Level of effort for review




	Usefulness Measures

	IT Implementation Time Reduction

	Quantity of recommendations




	Validity/Effectiveness

	Functionality

	Cost avoidance




	Customer satisfaction

	Enhancements

	Opportunity exploitation




	Level of utilization

	IT Quality Improvement




	Usability

	Implementation




	Effectiveness of artifacts

	Operations




	Impact of process

	Maintenance




	Cost/Quantity Measures

	Enhancements




	Quantity produced

	Integration




	Cost of producing EA offering

	IT Risk Reduction




	Efficiency of process

	Risks




	IT Complexity Reductions




	Number of systems




	Redundant systems






Adapted from An Approach to Defining Enterprise Architecture Value Within an Agency by Stuart Lesley and Neil Efrom

UNDERSTAND THE ORGANIZATION’S BUSINESS DRIVERS

A business driver is a condition, process, or resource that is essential for an organization to continue growing in order to be successful. Each organization identifies the specific business drivers that are essential to success, as well as characterizes business drivers that are within the organization’s control. Regulations or economic conditions are examples of outside business drivers that are not within the control of an organization. Although some may not be within the control of the organization, it is still important to identify those that are risks to the organization. Risk is defined as an uncertain event or state; a risk is something that hasn’t happened yet. When a risk does occur, the outcome of risk can be positive or negative to any of the project objectives. Many cultures and organizations choose to respond to risk by enhancing the positive or opportunistic outcomes instead of reducing threats—the negative effects of risk. Maximizing key business drivers that have an impact on an organization are the input to success. When identifying key business drivers, organizations consider these factors:


	Ability to quantify or measure the business driver

	Capability to compare to standards or to benchmarks

	Conceivability to act upon

	Indicators of business performance

	Potential to exhibit business progress



Business drivers help organizations achieve business goals. Since each organization has differing goals, no two workplaces identify business drivers the same way. Some of the more frequently used business drivers are described in the next section.

FREQUENTLY IDENTIFIED BUSINESS DRIVERS

Business drivers steer organizations to determine which projects or initiatives to accomplish. According to the whitepaper, Business Analysis: Leading Organizations to Better Outcomes, organizations with high maturity realize above average performance for all key organizational success metrics as compared to low maturity organizations. Figure 3.1 highlights the differences of key organizational success metrics.

Customer Satisfaction/Customer Impact Business Driver

The customer is the most important component of success for business drivers. Every workplace from public to private and/or profit to nonprofit has customers. Focusing on the customer is a strategic differentiator. Each enterprise can ensure success by mastering the customer relationship. Managing the customer relationship means providing first-class care for the customer, domain support, and efficient services.

Providing strategic value to customers is critical. Factors that enterprises consider when providing strategic value include how to:


	Create customer loyalty

	Decrease customer acquisition costs

	Decrease marketing costs

	Increase customer responsiveness

	Increase customer satisfaction

	Increase retention

	Improve competitive advantage

	Improve image and reputation
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Figure 3.1 Key organizational success metrics

Caring for the customer means more than customer satisfaction. Caring for the customer requires customer relationship management. Customer relationship management crosses all departments and/or business units of the enterprise. To be effective at customer relationship management, enterprises focus on:


	Creating opportunities to learn from customers and from customer data

	Identifying customer relationship management trends

	Establishing all-encompassing enterprise customer management

	Understanding customer’s needs



The customer impact business driver needs to align with the mission, vision, and values of the enterprise. Elements to help support the enterprise’s mission, vision, and values for customer impact include:


	Accuracy: a customer’s issue or problem is handled with:

	Correct transaction processing

	Precise validation






These accuracy elements could be accomplished by either employees or by the customer.


	Ease: a customer’s issue or problem is managed by:

	Delivering consistent information through all communication channels

	Offering continuous customer service

	Providing multiple communication channels for customer service

	Supplying transfer of communication when handoffs are necessary in the business process model




	Flexibility: a customer’s issue or problem is managed by:

	Delivering on the perception of dedicated customer support

	Offering 24 × 7 × 365 customer service availability

	Providing service based on the customer’s segment




	Quality: a customer’s issue or problem is managed by:

	Anticipating the customer’s needs

	Delivering service based on the customer’s needs

	Modifying service to the customer based on needs

	Performing accurate transaction processing and validation via knowledge-based infrastructure (whether performed by company personnel or directly by the customer(s))

	Providing value-added actions

	Qualifying customer contacts

	Understanding the customer’s history and delivering value based on the customer’s preferences




	Speed: a customer’s issue or problem is handled with:

	Fast response times and negligible wait times for any type of customer contact

	An intuitive self-help interface for the customer

	Minimal handoffs in the business process model

	A precedence for high-priority or high-value customers






An enterprise cannot exist without customers. Each enterprise needs to determine which elements of customer impact are necessary to support the strategy of the enterprise’s initiatives. Managing customer impact is critical to the success of revenue generation opportunities.

Currency Business Driver

Currency is the basis for trade and is used to exchange goods and services. Currency is usually associated and accepted in the form of money—either coins or paper notes. Currency as a business driver could be viewed as revenue generation, data, cost reduction, time, or reputation risk. Just as each country determines its own currency, each enterprise determines what form of currency will drive its business. Revenue generation is the process an enterprise uses to market and sell their products and/or services to make an income. It is not the same as overall profits. Revenue generation includes the total amount of money an enterprise collects during a specified period. The net profit margin is calculated by subtracting all expenses from the revenue generated. If all expenses are not subtracted, the profit margins will be misrepresented.

Employees, physical assets, and supplies are expenses that affect the revenue generation of an enterprise. Revenue generation has an impact on an enterprise’s taxes, government reporting, and insurance requirements.

Revenue generation is a much faster way to build a business effectively than by conducting lead generation. The following elements can help an enterprise enhance revenue:


	Add predictable revenue through recurrence or syndication

	Align the sales and marketing teams by arranging revenue-based incentives for both

	Anticipate the direction of market trends by meeting with customers and making fast adjustments based on customer needs

	Create an inbound marketing strategy and focus on current marketing channels

	Educate and satisfy customers by concentrating on early renewals

	Identify the ideal target customer and focus efforts only on those target customers

	Offer a free or basic version of a product to create built-in sales leads and viral marketing

	Procure targeted data lists from a supplier that provides regular updates of the most current data



Revenue generation involves the entire enterprise, not just sales and marketing. Effective businesses create a revenue generation strategy that is supported at the highest level of the business. They build structure and processes to sustain the revenue generation strategy and the entire organization works together to execute the strategy. This process includes identifying best practices to implement, using metrics to measure effectiveness, and categorizing lessons learned to continuously improve in order to generate revenue.

Data, or information, is rapidly becoming the new driver of revenue. According to a report by Capgemini and cosponsored by EMC, the majority of surveyed business executives revealed that data is becoming just as valuable to organizations as current products and services.

Big data is causing major disruptions in organizations, including changing business boundaries, new industry competitors from adjacent industries, and start-up competition. Organizations that can draw together, manage, and analyze data effectively are the ones that will lead, survive, and thrive in today’s economy. Adoption of big data will involve creating an organizational change strategy and assessing enterprise readiness for the change. Big data involves looking at both internal and external data in making strategic decisions. Organizations using big data are creating strategic advantages to increase productivity, drive more revenue, and design new lines of business. The challenge is developing systems to affect events as they are happening in real time.

Other currency business drivers include:


	Cost reduction: involves a process to identify, locate, and remove unjustified business expenses in order to increase profits without harming the quality of the product or creating any negative effects. An element of the currency business driver, cost reduction is performed to improve operational efficiencies and enhance organizational profits. Strategies for performing cost reduction vary but become critical when there is increased competition and/or when price is an important market differentiator. Most organizations use industry benchmarking to identify factors for reducing costs. The benchmarking technique is described later in this chapter. The benefits of performing cost reductions include decreased waste, enhanced capability to compete, increased productivity and profits, and managing resources more effectively. Cost reduction programs used in conjunction with a revenue generation strategy are an effective way for an enterprise to maintain profits that influence the currency business driver.

	Time savings: time is a finite resource and the most precious commodity on earth. Organizations realize the value of time in the following ways:

	Cycle time—the total elapsed time it takes to complete a process from beginning to end. Cycle time can also measure completion of functions, jobs, or tasks from start to finish. Cycle time includes process time (run time), waiting time, and interruptions. Since customers feel cycle time, it has a direct correlation to customer satisfaction. Identification of non-value-added activities, redundancy, and waste can lead to reduction or elimination of those activities in order to improve the cycle time.

	Project time management—the processes necessary to manage and complete the project in a timely manner. These processes include schedule planning, activity definition, activity sequencing, activity resource estimates, activity duration estimates, schedule development, and control of the schedule. Project time management processes will be influenced by the selected business analysis perspective that was defined in Chapter 1.

	Time to market (TTM)—how long it takes from the conceiving of an idea to when it is available for purchase. TTM is very important for competitive organizations; however, this metric can also be used to evaluate product development. The agile perspective is often used to improve TTM for product development.






Improving TTM, project time management, and cycle time can help enhance profit, increase market share, and reduce costs.


	Reputation risk: currency involving damage to an enterprise’s status and character. This damage is oftentimes due to quality, ethical, security, or safety issues. The following harm can occur because of reputation risk:

	Criminal or civil charges, lawsuits, and/or recalls

	Damage of relationships (suppliers, advertisers, or business partners) and shareholder value

	Damage of stakeholder or customer trust

	Demoralized employees and negative publicity

	Increased operating, capital, or regulatory costs and lost revenue



Reputation risk occurs when an enterprise does not meet certain customer or stakeholder expectations. When an organization poorly manages expectations, or fails to execute on commitments, the result is reputation risk. Postings by customers or employees on the Internet and social media can fuel the fire for damage to an organization’s reputation. Organizations prepare for the possibility of reputation risk through a crisis management team.



	
Compliance Business Driver

Compliance is conforming to and being in accordance with a rule, guideline, specification, policy, standard, or law. The goal of regulatory compliance is to ensure the firm abides by relevant government legislation and industry regulations. The compliance business driver for selecting projects is often mandatory for organizations; whereas other business drivers can be optional.

There are international organizations and regulatory bodies that impose compliance requirements. There are also specific compliance demands for different countries—especially in Australia, Canada, India, the United Kingdom, and the United States of America.

SIGs include compliance stakeholders, as defined in Chapter 2. These stakeholders help identify requirements that are critical for conforming to compliance requirements. Involvement of SIGs is essential prior to initiation, as well as throughout the life cycle. SIGs help to identify relevant compliance regulations related to business rules, policies, procedures, and role responsibilities related to the current state. SIGs also reveal new laws and regulations for the future state. These compliance requirements oftentimes outweigh other stakeholder needs.

As organizations grow larger or expand internationally, new compliance demands will surface that were not applicable before that growth occurred. Meeting additional compliance demands could prove to be too costly or too risky for an organization to undertake. As organizations expand their product line offerings, this can also expose extra compliance demands that may not be worth the cost. Care also needs to be given when evaluating and selecting suppliers to ensure they conform to all relevant standards associated with the initiative.

PESTLE (political, economic, social, technological, legal, and environmental) analysis used in conjunction with SWOT (strengths, weaknesses, opportunities, and threats) analysis (both described later in this chapter) can be beneficial for identifying the relevant compliance demands and risks. Benchmarking against compliance standards and performing capability analysis are also effective techniques to use for ensuring regulatory compliance. To demonstrate compliance for projects, organizations use requirements documentation and quality management plans. The intensity of this documentation is based upon the selected perspective. To prove overall compliance, organizations conduct audits and track compliance data for reporting purposes. There can be severe penalties or fines for noncompliance with relevant government legislation and industry regulations. Organizations who are noncompliant can feel the effects of reputation risk and damage to its market position.

Market Position Business Driver

The goal of market position is to capture an advantageous standing that is well-defined and different in the customer’s opinion. Competitive organizations work diligently to influence the consumer’s perception of their products, services, or brand. This business driver category involves the following positioning:


	Benefits: describe what the product or service will do for the customer. This category is stronger than features because of communicating why the product or service will help the consumer instead of what the features will do for the consumer.

	Class disassociation: introduce a new product that is different than older, existing products. This category is not used as commonly as the others and has the risk that the consumer will tire of the product and move on to the next new product or brand.

	Competitive: perform implicit or explicit comparisons to a rival organization. An implicit comparison is unspoken or embedded in the communication. Explicit comparisons include:

	Targeting direct competitors to entice customers from the compared product that is often the market leader.

	Portraying the smaller organization as the underdog to the larger organization to lure customers into believing the smaller organization is trying harder.



Differentiation and creating value are the keys to competitive positioning. An organization that ignores differentiation ends up spending more marketing dollars to attract consumers because they end up competing on price.


	Features: unique qualities or characteristics that provide value to the consumer. Organizations that provide products and/or services often use this category.

	Hybrid approach: combining portions of any of these market position categories. Smaller organizations and entrepreneurs use hybrid approaches to minimize separate marketing expenses.

	Use: explain how to use the product or demonstrate how to use the product. Organizations that can include mood positioning with use will help to sway consumers.

	User category: expose prototypical or famous people to show the product being used. This category only works if consumers can identify with the user category.



Market position strategies are affected by:


	Customer divisions: segments of prospective customers who have similar needs. Communication with consumers is imperative; the organization can understand problems and grasp opportunities by listening to consumer’s needs. Segmenting prospects by group, category, or personas helps in targeting customer divisions and how to market to each segment.

	Life-cycle stage: introductory, growth, maturity, or declining phase of the product.

	Profile: the organization’s size, competitors, position, and growth. To determine profile, an organization benchmarks the size of the market, major competitors, and position of the competitors.

	SWOT analysis: evaluation of strengths, weaknesses, opportunities, and threats

	Value delivery: how an organization produces benefits and worth.



The strategy that an organization has the most control over is value delivery. The triple constraints for delivering value can be remembered by the acronym COP:


	Customer intimacy: the best solution and service; quality

	Operational excellence: the lowest price; cheap

	Product leadership: the best product; greatest



Figure 3.2 shows the pick-two concept of the triple constraints delivering value. An organization can provide the best products and services, the cheapest products and services, or the most comprehensive products and services, but it is extremely difficult to provide all three to the consumer.
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Figure 3.2 Triple constraints of delivering value

After performing benchmarking and market analysis, an organization can find weaknesses in the competition and then focus on exploiting them with targeted long-term strategic goals. Organizations with high levels of business analysis maturity experience a competitive advantage over organizations with low levels of business analysis maturity.

Needs Analysis/Needs Assessment Business Driver

Needs analysis, also known as needs assessment, is performed in order to help understand the organization’s goals and objectives, problems, and opportunities. This business driver includes evaluation of the current state as well as analyzing internal and external organizational environments to realize the desired future state. The purpose of performing needs analysis is to identify business needs through gap analysis to ensure stakeholder satisfaction. Needs analysis work typically precedes any work for an initiative, project, or program. Its completion serves as an input to a business case described later in this chapter. The information from the needs analysis and the business case are inputs to developing a project charter, scope definition, and the requirement analysis process. Needs analysis can be utilized for any domain and all perspectives. According to Business Analysis: Leading Organizations to Better Outcomes, 31% of a BA’s time is spent performing needs assessment work.

Skipping needs analysis can result in failure because the eventual solution may not address the business need, but instead address a symptom of a problem or what a stakeholder wants. There is a difference between a business need and a want. A business need is required and necessary to strategically address a problem or an opportunity. A want is something optional and is desired either right now or in the future. Business needs are the drivers of change.

To analyze needs, focus on understanding the needs of the customer. There are numerous ways to identify needs. Many organizations use focus groups, social media, advisory boards, customer panels, market research, low fidelity prototyping, or workshops. The opinions of key customers or prospects help identify current trends and useful insights. You need to consider the following stakeholders for needs analysis:


	The initiator or responsible party (i.e., sponsor)

	People who benefit from any improvements

	Supporters of financial solution benefits

	Users of the solution

	Stakeholders whose work or role will change

	Regulators or others who may constrain the solution

	Implementers of the solution

	Supporters of the solution



Projects become authorized to move forward as a result of these strategic needs:


	Customer request: a client specifically asks for a product, service, or result. For example, a cruise ship company authorizes a project to create a new home port to allow for more cruises in the Caribbean.

	Environmental consideration: examining positive and negative consequences on nature and ecosystems. For example, a government organization authorizes a project to grow native grass species in city parks to minimize weeding, mowing, and watering.

	Legal requirement: conditions put in place to perform lawfully or act rightfully. For example, a pharmaceutical company authorizes a project to establish guidelines for proper monitoring and dosing of a new medicine.

	Market demand: aggregated demand of a product or service in the market. For example, in response to legal requirements, a car company authorizes a project that fixes car seats that were unsafe during rear-end car crashes.

	Strategic opportunity/business need: an intentional prospective move based upon its importance to stakeholders. An example is a retailer authorizing a project to allow customers to make purchases online to increase revenue.

	Social need: a problem or opportunity related to specific social groups or their activities and customs. For example, a nonprofit organization authorizes a project to protect the nesting beaches of hawksbill sea turtles so the turtles can fully develop and live.

	Technological advance: improvements or development to further engineering, machinery, mechanics, or automation. For example, an IT organization authorizes a project to integrate artificial intelligence into existing architecture and applications.



Results of the needs analysis will help:


	Detect whether there is a problem that needs to be solved or a strategic opportunity that needs to be addressed

	Learn just enough information to understand the situation

	Perform high-level elicitation and analysis to comprehend the context of the situation



Needs analysis can also unearth (potentially severe) problems that require action, results, and an outcome. Problem resolution initiatives or projects are often mandatory (e.g., cost-cutting actions, potential loss of knowledge/expertise).

An opportunity is a favorable circumstance that provides the possibility for progress or advancement. An opportunity creates openings and prospects that didn’t exist before. Opportunities can be discovered by an existing customer or by the organization. Should an opportunity be found during needs analysis, every action should be taken to further enhance positive results. These can be in the area of improving customer service, increasing quality and/or efficiency, or new product design. Strategic opportunity initiatives or projects are organizational decisions and are not mandatory.

When performing needs analysis, you will mine data and information to evaluate the problem or strategic opportunity. To ensure the situation is well understood, you will:


	Conduct benchmarking when lacking internal data

	Evaluate internal data, if applicable

	Perform Pareto analysis and trend analysis to assess and structure the data

	Size up the data to determine the magnitude of the situation



During needs analysis you will also need to conduct elicitation techniques at a high level. The elicitation techniques of document analysis and interviews are in the Techniques section of this chapter, while the rest of the elicitation techniques are described in Chapter 5. Documentation of needs analysis will depend on the perspective or project life cycle you select.

Situation Statement

Information related to the business problem or the strategic opportunity can be put into a brief, high-level document. Depending on the organization and perspective, this document could be referred to as a problem statement, problem position statement, situation statement, or vision. The format for this documentation includes:


	The problem or opportunity of ____________,

	Has the effect of ____________,

	With the impact of ____________,

	A successful solution would ____________.



It is risky to skip over informal or formal approval of a situation statement and you may need to refine the situation statement if it isn’t adequate. You will leverage facilitation, negotiation, and decision-making skills in creating the situation statement. Creation of the situation statement can be included in a formal business case. Situation statements and the business case are inputs to the project charter. Situation statements are helpful in identifying the big, hairy, audacious goals (BHAGs) of the organization—the BHAGs that will need to be decomposed into requirements and designs. This work is done pre-project.


In Real Life …

While working in a manufacturing organization, we foresaw a problem related to the number of senior leaders retiring with no one to fill their shoes once they left the organization. The situation statement looked like this:

The problem of 30–50% of our organization’s senior management being eligible to retire in the next 3–5 years has the effect of leader deficiency for our plant with the impact of lost productivity, increased errors and defects, increased turnover, and decreased morale. A successful solution would include identifying and developing successors for the retirees.

I obtained approval from stakeholders for this problem statement so I could ensure that the statement correctly defined the situation. I then began analyzing the high-level current state of the organization. My gap analysis between the current and future states revealed the need for a succession planning program. I also performed external benchmarking of other industries and internal benchmarking of other plants owned by our parent company to identify best practices and ways to measure performance of this initiative. This then led to a feasibility analysis (discussed next).



Feasibility Analysis

Analyzing the feasibility of a solution option to solve a problem or seize an opportunity includes:


	Constraints: identifying limitations or restrictions on the solution(s). These constraints could be business or technical related.

	Assumptions: finding influences considered to be true, real, or certain but are not confirmed because of unknowns in the future. When assumptions are proven to be incorrect, additional analysis of the business needs is necessary.

	Dependencies: recognizing reliance on other systems or other projects. Constraints, assumptions, and dependencies are risks that need to be identified at a high level.

	Operations: determining how well the proposed solution fits the business need.

	Technology/systems: detecting whether technology and technical skills are present or if they can be obtained to support the solution.

	Cost-effectiveness: ascertaining initial and high-level estimates for costs and value of the benefits in affording the solution.

	Time: recognizing whether the solution can be delivered within time constraints for the initiative.

	Product risks: analyzing uncertain events or conditions that can have a positive or negative effect on successfully delivering the solution.

	Culture: identifying the readiness of the organization to embrace the changes necessary to successfully deliver the solution.

	Supportability: evaluating ongoing maintenance and operational costs for the solution.

	Value: assessing the business value and changes in business value over periods of time.

	Validation: evaluating the difficulty and costs to validate whether the solution will meet the business need.



It is beneficial to collaborate with architects and/or designers when determining the feasibility of a solution. As a result of performing feasibility analysis, you will recommend the best possible solution. To help analyze which solution is the best option, a weighted-ranking system or decision tables can aid you in this process. A BA may recommend that nothing be done when there are not any viable options to address the business need. Rank ordering can be used in conjunction with cost-benefit analysis (CBA) to help you be objective in recommending a solution to address the business need. The formality of your recommendation will depend on the organizational culture and may need to be documented in a feasibility package. Typically, your recommendation will be reviewed by executives or stakeholders with decision-making authority.

Cost-Benefit Analysis

A CBA is a systematic approach to assess the predicted value that a project will provide compared to the expenses associated with it. The benefits and costs are expressed in greater detail during the CBA than during feasibility analysis. Benefit and cost estimates at this point become rough order of magnitude (ROM) estimates. The range of accuracy for an ROM estimate is the potential of being from 25% under budget up to 75% over budget (which is a variance of up to 100%) as shown in Table 3.5. A budgetary estimate is typically used during the early stages of planning the work to be done, which is why there is still a fairly wide variance of estimating accuracy. A definitive estimate can be provided when team members are planning how long activities or tasks will take, but still includes a variance due to uncertainty. When a business case is approved and the project is initiated, the ROM estimates are used.

Table 3.5 Estimating accuracy




	Estimate

	Variance




	Order-of-magnitude

	−25% to 75%




	Budgetary

	−10% to 25%




	Definitive

	−5% to 10%






Each organization determines which financial valuation standards to use for performing the CBA. You should confer with a financial analyst or finance representative to work on the CBA and consult with the PM for his/her expertise in preparing ROM estimates.

There are several choices for financial valuation methods. The four methods listed here are most commonly used in organizations:


	Payback period (PBP): the amount of time needed to recapture the project investment, typically expressed in months or years

	Return on investment (ROI): the amount of percentage return from an initial project investment

	Internal rate of return (IRR): the projected annual yield of a project investment, including both initial and ongoing costs

	Net present value (NPV): the future value of expected project benefits that are conveyed in the value these benefits have at the time of investment



One or more of the above financial valuation methods should be used to make an effective recommended decision. The expected benefits identified during the CBA are a valuable input to solution evaluation at the end of the initiative, project, or program. More information on financial analysis is described in the Techniques section of this chapter. When determining the expected value of a project, program, or initiative, the strategic planning and business drivers described in this section often lead to a business case as described in the next section.

UNDERSTAND THE BUSINESS CASE

A business case is used to identify why a problem or opportunity is being considered as a business analysis effort. Highly mature organizations experience business analysis effort success by developing a business case. A business case can be captured through a written document, a presentation, or a verbal line of reasoning. It identifies the root causes or contributors to success and encapsulates both quantifiable and unquantifiable characteristics of the project to determine if it is worth the required investment.

The BA works closely with the sponsor, portfolio manager, or program manager to create the business case while considering the needs of other stakeholders who are involved at this point. If the PM has been identified, the BA collaborates with the PM to create a stronger business case. If the work effort gets approval, the BA and PM work collaboratively to make sure the business case is accurately converted into a project charter or other type of documentation. The process for building a business case involves these steps:


	Identify and understand the problem or opportunity

	Research the cause of the problem or reason for the opportunity

	Brainstorm potential solutions and methods of implementation and identify the strengths and weaknesses of each solution

	Determine alignment with business drivers

	Write the business case (documentation will vary depending on the project life cycle or perspective used)

	Present the business case to the key stakeholder



When the benefits outweigh costs, the work effort is often approved. This approval means that the key stakeholders believe the business case justifies a recommended course of action and are willing to move forward.

The formality of a business case is dependent upon the culture of the organization because not all problems or opportunities require a formal, documented business case. Adaptive approaches or those using the agile perspective often create just enough business case documentation to begin a business analysis effort and use progressive elaboration to fulfill a business case.

Formal business cases provide the necessary information and components needed for a complete recommendation and include these template elements:


	Background: business driver(s) pushing this need.

	Problem/opportunity (needs assessment): description of the business need(s) to act upon.

	Benefits/desired outcomes: identified positive effects for the organization and stakeholders.

	Analysis of the situation: assessment of goals and objectives, root cause(s) of the problem or main contributors of an opportunity, relevant data, needed capabilities versus existing capabilities, gap analysis, and risks.

	Costs: ROM estimates of the expected expenditures.

	Recommendation: results of the feasibility analysis for each viable solution considered with rationale for rejecting or recommending an option. The recommendation also includes rank order of alternatives and the CBA for the recommended option.

	Evaluation: the plan to measure benefits realization for the initiative, project, or program. This plan includes the metrics or key performance indicators (KPIs) that represent value to the stakeholders.

	Executive summary: condensed synopsis of the most important points in the business case.

	Appendix: supporting information such as the feasibility analysis, CBA, valuations, tables, and/or charts.



A well-structured business case provides the following benefits:


	A well-understood business need and an approved solution for it

	Value and priority of the recommended option

	Well-informed decision making

	Proactive benefits realization measures

	Helps the team begin an initiative, project, or program successfully and serves as a reference point for the team

	Leads to clear and well-defined project scope

	Supports the team in preventing scope creep, rework, quality problems, cost overruns, time overruns, and delays

	Identifies transition requirements if the business case is approved



The challenges to overcome with business cases include:


	Failing to provide an adequate level of detail or enough information

	Discounting relevant data

	Creating incorrect inferences

	Being subjectively written

	Forsaking updates of the business case after the work effort is funded

	Neglecting to revisit assumptions associated with costs and benefits



Revisiting the business case throughout the life cycle of the work effort is recommended to ensure the solution will deliver on the business need and that the work effort is still justified. During this revisiting, it may be determined that the work effort should be postponed or terminated. A formally documented business case may need to be updated if business needs change.

Formally documented business cases and project charters are not required for all projects, especially for smaller organizations or those using an adaptive approach. Formal business cases are commonly used in highly regulated or large organizations. The thought process that goes into a business case applies to all organizations and the components can also be represented in an informal manner through presentations or verbal conversation.

Understanding the business context of the problem or opportunity will help you to determine how to plan your business analysis effort with the appropriate life cycle by examining the high-level risks, level of complexity, and regulations that will affect the outcome of the solution. Table 3.6 includes complexity factor elements that you should consider for scaling your business analysis effort appropriately. This technique helps to provide initial product scope for the business analysis effort described in Chapter 5.

Table 3.6 Complexity factors




	Less Structure

	Complexity Factors

	More Structure




	Few impacts

	Number of stakeholders affected

	Numerous impacts




	Small

	Amount of change

	Large




	Small

	Size of product scope (requirements)

	Large




	Short

	Schedule

	Long




	Small

	Budget

	Large




	Low

	Quality

	High




	Small (less than 5 team members)

	Number of team resources

	Large (more than 10 team members)




	Colocated

	Team structure

	Geographically distributed




	Simple, straightforward

	Communication

	Complicated, difficult




	Low

	Risk level

	High




	None or limited

	Procurement

	Many or significant




	Simple

	Stakeholder engagement

	Complicated




	Low

	Tolerance of business analysis

	High




	Flexible

	Triple constraints of time, cost, and scope

	Fixed




	Low

	Estimation certainty

	High




	Few

	Regulations

	Many






TECHNIQUES

Table 3.7 lists suggested techniques that you may find useful when trying to understand the business context. This table is compiled based on input from the PMI Guide to Business Analysis, PMI’s practice guides, and the IIBA’s BABOK® Guide. This cross-referenced table is a filtered list from Table 1.14, which provides an overview of techniques used across business analysis activities. The techniques most often used during business strategy tasks are elaborated on in this section.

Table 3.7 Business context techniques to use
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Balanced Scorecard (BSC)

A BSC is used strategically for performance management of business models, organizational structures, or business processes. Dr. Robert Kaplan and Dr. David Norton are attributed with devising the name of this technique, although the concept has existed since the early part of the 20th century. The editors of the Harvard Business Review consider this technique to be one of the most influential business ideas during the past 75 years because over 50% of major companies are using this approach. The BSC compares financial metrics by adding in strategic nonfinancial performance measures to achieve a balanced view of the enterprise. The BSC creates this equalized view of the enterprise by considering four perspectives:


	Learning and growth perspective: focuses on individual and corporate self-improvement through employee training, continuous learning, and corporate culture. Learning and growth are the key fundamentals for a knowledge-worker organization to succeed. Learning includes having mentors, tutors, communication, and technological tools. Metrics used to measure learning and growth help guide decisions on where to use training funds.

	Business process perspective: focuses on internal business processes that support the organizational mission. Metrics used to measure internal business processes include effectiveness, efficiency, and adaptability of business operations, along with how well the organization’s products and services meet the customers’ needs.

	Customer perspective: focuses on the satisfaction or dissatisfaction of customers. Metrics used to measure customer perspective include the types of customers (by profitability), customer satisfaction for products or services, quality expectations, and the entire customer experience.

	Financial perspective: focuses on the monetary factors required to improve performance and achieve the organization’s strategy. Metrics used to measure financials include revenue, profitability, performance, growth, and value.



Once defined, all four metrics are analyzed regularly so management can focus on continuous improvement and make adjustments to increase the organization’s performance. Figure 3.3 includes an adapted version of the BSC. Table 3.8 is a template you can use to analyze the four metrics for the BSC technique.

Benchmarking and Market Analysis

Benchmarking is the process of comparing an organization or its operations against leading peer organizations. Comparison measurements could include cost, time, quality, process, service, decision, effectiveness, satisfaction, or other metrics important to an organization. The goals of benchmarking are to determine how other organizations achieve performance, identify which areas of the organization need improvement, and use these results to actually improve performance.

The process to perform benchmarking includes:


	Identify the area to be studied—the process or attribute

	Select and define measures

	Pinpoint organizations that are leaders in the sector

	Gather internal/external benchmark data and KPIs on the area to be studied

	Develop questions focused on the critical success factors and KPIs of the business process

	Arrange for visits to best-in-class organizations

	Assess the data and perform gap analysis

	Analyze the root causes for the gaps

	Define improvement target(s)

	Develop a proposal to implement the best practices

	Communicate the goals

	Implement the improvement target(s) and measure results

	Report improvement results

	Repeat the process
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Figure 3.3 Balanced scorecard

Table 3.8 Balanced scorecard template
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The following tips are also beneficial to consider when using the benchmarking technique:


	Research competitors performing the same type of work

	Study non-direct competitors

	Examine world-class companies

	Review industry trade association benchmark studies

	Research firms that specialize in your industry

	Study public documents, including Consumer Reports

	Create a list of questions for visits to best-in-class companies




In Real Life …

In the late 1990s when I was working at a manufacturer, we made the determination to benchmark Motorola for Six Sigma best practices. We arranged for a one-day visit to their facility and prepared our list of questions in advance. During that visit we were able to see and learn some of Motorola’s best practices for Six Sigma because we were not a direct competitor. We brought several of those best practices back to our plant and created a business case of recommended improvements. As a result, our plant had a dramatic improvement in manufacturing processes.

At another manufacturer, we were in the process of purchasing a software program. We asked the vendor for a list of customers who would provide references and recommendations. One of the customers on the list was located two hours from our plant. We arranged to visit their facility and see their use of the proposed system in real time. The experience was invaluable because we saw more than just a PowerPoint demo from a sales representative. That organization provided us with a list of features that needed to be updated in the software program in order to meet our plant’s operational needs. As a result, the vendor added those features for us at no additional cost beyond the original quote.



Market analysis is the study of the attractiveness and dynamics of a specific market by evaluating the current and future states of the market. Organizations often use market segmentation to divide a broad target market into subsets of customers, businesses, or geography when conducting market analysis. The goal of market analysis is to gain competitive advantage. Table 3.9 identifies the requirements for you to consider when performing market analysis.

Table 3.9 Market analysis factors




	Requirements to Evaluate for Market Analysis




	Cost structure of the industry




	Distribution channels




	Growth rate of the market




	Key success factors and details




	Market profitability




	Metrics and KPIs




	Size of the market




	Trends






Market analysis is often used in conjunction with SWOT analysis to pinpoint opportunities and threats in the market. The SWOT analysis technique is described later in this section. Market analysis provides you valuable needs assessment information for analyzing problems or opportunities. The process for performing market analysis is included in Table 3.10.

Table 3.10 The tasks and purpose behind market analysis




	Task

	Purpose




	1. Identify customers

	Understand customer preferences




	2. Identify opportunities

	Increase value to stakeholders




	3. Identify and examine competitors

	Understand the competitor’s operations




	4. Identify market trends

5. Anticipate organizational growth

6. Estimate potential profitability

	Understand the current and future states of the market

 




	7. Define business strategies

	Understand organizational goals and objectives




	8. Collect market data

	Identify current state realities in the market




	9. Use existing organizational data and information

	Identify current state of the organization




	10. Review data for trends and next steps

	Determine market strategy






Benchmarking can be performed internally when departments or lines of business are accomplishing similar work in different ways. However, performing benchmarking externally helps prevent a myopic perspective. External benchmarking and market analysis helps an organization to promote continuous improvement, expose weaknesses, and find new ways of working. This technique can be time-consuming and expensive. Take care to define the analysis carefully or your results could be misleading.

Competitive (Competitor) Analysis

Competitive analysis involves analyzing the strengths and weaknesses of your organization’s competitors and then evaluating how your organization compares to the competition. The competitor’s strengths often reveal threats or weaknesses for your organization. Comparing the gaps between your organization and the competition can also reveal opportunities to fulfill customer needs that have been ignored or overlooked, thus providing your organization with a competitive advantage. Competitive analysis is beneficial for performing offensive and defensive strategic planning and is a component of market analysis.

Business Capability Analysis

Business capability analysis depicts what the enterprise or a portion of the enterprise can accomplish. At the core of business architecture are business capabilities that describe exactly what an enterprise does. Business capability analysis is not focused on how work is done, who does the work, or where the work is performed. Business capability analysis is focused on what is being done at the enterprise.

It can be difficult to identify business capabilities; these recommendations will help you to transition toward developing a capability map:


	Ensure a capability describes what is being done and not how, who, or where: Performance management is a capability because it describes what is being done. E-mailing an employee that it’s time to fill out their performance management form is not a capability because it describes how a capability is fulfilled.

	Verify that a capability has a defined outcome: Communication with a stakeholder does not have a clearly defined outcome; hence communication is not a capability. A requirements communication capability would ensure that a stakeholder receives sufficient requirements information continuously throughout the business analysis effort. This parent capability would have specific lower level capabilities.

	Check that a capability is not a process: A process describes what work is being done in a sequence of activities by defining who does the activity and when the activity is performed.

	Confirm each capability is clearly defined: For the performance management capability, both performance and management need to be defined so there is a consistent view across the enterprise.

	Verify each capability has unique intent: Requirements elicitation is a different capability than requirements management because elicitation is different than management and each demands a different set of requirement capabilities.

	Confirm each capability is a business perspective: Capabilities do not have to be automated. It is best to keep system discussions shelved until the capability map has matured to consider value stream mapping or IT asset mapping.



The process for performing business capability analysis includes:


	Discover and identify the business capabilities within business activities: Begin with high-level capability groups and decompose the groups into activities creating parent-child relationships.

	Discover and identify the business capabilities essential for enterprise success: These business capabilities could include business drivers critical to the enterprise strategy and are prioritized according to business needs.

	Evaluate the condition of the business capabilities concerning cost, performance, and limitations: To determine which conditions need to improve, score and prioritize the conditions based upon value.

	Evaluate risks associated with the business capabilities: This evaluation includes the risks related to changing or not changing business capabilities.

	Rank and prioritize business capabilities based on the smallest subset needed to deliver value to the enterprise: The following priorities need to be considered for business capability analysis:

	High business value/high performance gap/low risk = operate

	High business value/low performance gap and/or high risk = invest

	Low business value/high performance gap/low risk = optimize

	Low business value/low performance gap/high risk = eliminate






You can also create a capability map that uses a heat map to graphically represent strategic value, performance gaps, and risk (see Figure 3.4). In this heat map example, the border represents strategic value, the dot represents risk, and the shading in the rectangle represents the performance gap. For example, the Display Advertising capability is strategically valuable, performs suitably, and has some degree of risk.

Business capability analysis is one of many techniques that helps to set the scope for the initiative. Another way to analyze capabilities is to create a solution capability matrix that allows you to show capabilities and solution components together. This matrix specifies whether each feature is supported by a solution component (see Table 3.11). The following steps will help you create a solution capability matrix:


	Identify the capabilities (left column)

	Identify the components of the solution in the top row of the table

	Place an X in the intersection point between the capabilities and the solution components
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Figure 3.4 Business capability map

You can also add timing to show which iteration, version, release, or phase a solution component will be delivered.

The benefits of business capability analysis include:


	Clear correlation between business value and development work

	Stable understanding and communication throughout the lines of business

	Alignment of business initiatives and enterprise strategy

	Clarity and testability of requirements

	Balancing technical risk with business risk

	Progressive elaboration



Table 3.11 Solution capability matrix
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Business Model Canvas

A business model canvas is a strategic tool used to develop new business models or to document existing ones. This visual model helps enterprises align business activities by illuminating possible trade-offs. The business model canvas includes these nine building blocks:


	Key partners: forming business alliances and relationships with buyers-suppliers to support the enterprise in areas of weaknesses or threats. Key partners are part of the infrastructure of the enterprise and allow an organization to reduce risks by focusing on their core business activities. Establishing joint ventures or strategic alliances (either between competitors or non-competitors) are examples of key partnerships.

	Key activities: the most important activities an enterprise executes for its value proposition. Key activities are part of the infrastructure of the enterprise.

	Key resources: the assets necessary for creating the value proposition for the customer. Key resources are part of the infrastructure of the enterprise and are required to sustain and support the organization. Key resources could include people, finances, physical property, or intellectual property. Key resources service the customer segment and can also deliver the enterprise’s products, services, or results to the customer.

	Value proposition: the collection of products, services, and results the enterprise offers to meet the needs of the customers. It can include the differentiators an enterprise has compared to its competition. A value proposition can be represented via:

	Quantitative means—price and efficiency

	Qualitative means—customer experience and results



Examples of elements for value proposition include accessibility, brand, convenience, cost reduction, customization, design, performance, price, newness, risk reduction, status, and usability.


	Customer relationships: affiliations and rapport with clients developed through establishing associations. For an enterprise to thrive, a determination must be made as to the types of associations to establish with the customers:

	Automated services—an association where there is indirect interaction between the enterprise and the customer that is more personalized to the individual customer based on his/her preferences. Many enterprises are providing this type of service by making recommendations for additional upsell items based on an item the customer purchases.

	Co-creation—an association created by direct customer input to the final outcomes of the enterprise’s products, services, or results.

	Communities—an association with a group of different customers that allows for direct interactions between the customers and the enterprise. Creating a community platform allows for sharing of knowledge and problem solving between different customers.

	Personal assistance—an association where there is direct interaction between an employee of the enterprise and the customer. This type of service may be provided before the sale, during the sale, after the sale, or a combination of the three.

	Dedicated personal assistance—an association where a sales representative is assigned to manage the questions and needs of a select segment of customers. This type of service is the most intimate, thorough, and hands-on type of personal assistance.

	Self-service—an association where there is indirect interaction between the enterprise and the customer. In this relationship, the customer uses enterprise provided tools to help themselves easily and effectively.




	Channels: the means an enterprise uses to deliver its value proposition to targeted customers. The goal for the enterprise is to deliver value cost-effectively, efficiently, and fast. Examples of channels could include:

	Brick and mortar store (storefront)

	Major distributors

	Partner channels

	Technology (websites, social media, etc.)

	Combinations of the above channels




	Customer segments: identification by the enterprise as to which customer sectors to serve. A business model canvas is dependent upon pinpointing customer segments based on their attributes and needs. Performing this classification helps ensure delivery of the enterprise’s strategy to select types of customer groups. Customer segments could include:

	Divergence—serving multiple customer segments who have diversified characteristics and needs.

	Mass market—serving all types of potential customers with no regard to customer segmentation.

	Multi-sided platform—serving mutually dependent customer segments. An example of these types of customer segments would be a financial services company that provides technology to the bank while simultaneously servicing the bank’s customers who use that technology.

	Niche market—serving customers who have specialized needs and characteristics.

	Segmented—serving a subset of a customer segment based on age, gender, income, location, etc.




	Cost structure: the costs to the enterprise of the most important key resources and activities. These costs could include:

	Fixed costs—unchanging costs (e.g., rent, insurance premiums, salaries, loan payments, etc.).

	Variable costs—fluctuating costs based upon activity levels (e.g., commissions, piece rate labor, materials, etc.).

	Economies of scale—decreasing the costs as the number of goods are produced or ordered (e.g., assembly line manufacturing, purchasing materials in bulk, borrowing funds at lower interest rates than the competition, etc.).

	Economies of scope—decreasing the total costs of production by increasing the number of different goods produced (e.g., a single train delivering both passengers and freight instead of one train delivering passengers and another train delivering freight. The joint production of economies of scope reduces total input costs).



An enterprise will structure their costs based upon these business models:





	Cost-driven—minimizes all costs by offering no extras. Types of enterprises offering this business model include airlines, automobiles, gyms, hotels, or supermarkets.

	Value-driven—maximizes worth for products, services, or results provided to customers by being less concerned about costs. Types of enterprises offering this business model include automobile manufacturers, fashion designers, luxury watch manufacturers, etc.




	Revenue streams: the ways an enterprise makes income from its customer segments. Types of revenue streams could include advertising, asset sales, and brokerage, leasing, lending, licensing, renting, subscription, or usage fees.



Printing a large version of the business model canvas is helpful during eliciting and analyzing information from many stakeholders. You can also sketch a hard copy, add sticky notes, or create it on a dry erase board (or virtual whiteboard) for effective collaboration among the stakeholders. Figure 3.5 includes one example of a business model canvas. This technique allows for understanding, collaboration, creativity, dialogue, and discussion.
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Figure 3.5 Business model canvas

Business Motivation Model (BMM)

A BMM is used to formalize the motivation of the enterprise or business by considering these factors: goals, influencers, mission, policies, rules, strategy, tactics, and vision. In EA, the BMM is a structure and framework for establishing, communicating, and managing business plans efficiently and effectively. The BMM is used to identify motivating factors for developing business plans, recognize and define business plan elements, and specify the interrelationships between the motivating factors and elements of the business plan.

Elements of the BMM include:


	Ends: what the business wants to accomplish (not how)

	Means: how the business intends to achieve the ends

	Directives: the business rules or business policies that constrain or govern the available means

	Influencers: neutral elements that can create changes to the business by putting to use its means or achievement of its ends

	Assessment: assessing an influencer that affects the business’ ability to achieve its ends or use its means



The BMM will help you to encapsulate business requirements from a variety of stakeholders to justify their needs, identify what the enterprise is striving to achieve, determine how the enterprise plans to achieve it, and how to assess results. Figure 3.6 includes an example template of a BMM.
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Figure 3.6 Business motivation model

Business Value Definition

Business value definition is the standard measure of worth used for business valuation. It helps you to determine what is valuable through analyzing business needs and encompasses the entire worth of the business, including both tangible and intangible components. When a project or initiative is requested, identification of the value the business will receive is critical for success. Otherwise, there is the possibility that the project will not deliver a product, service, or result that is valued by the business.

The project provides value to the business when aligned with the strategy of the business. Achievement of the strategic goals could include:


	Advancing technology

	Avoiding or reducing costs

	Developing employees

	Improving service and revenue

	Improving the environment and meeting social needs

	Increasing customer satisfaction

	Meeting regulatory, compliance, or legal obligations



Business value can be expressed as a range or collection of benefits. “Our patented training process will save your company money” is a poorly written business value statement. A more effective business value statement would be: “Our patented training process has been proven to annually save each company we work with $500,000.”

If the project is initiated because it shows sufficient business value, clarification of this business value will need to be revealed throughout your business analysis effort. Expressing business value serves as a promise of ongoing collaboration with stakeholders to progressively elaborate the business value and ensure understanding.

Feature Injection

Adaptive teams find the feature injection technique to be helpful in determining valuable features. With this technique, only the features of highest value are analyzed which leads to greater stakeholder satisfaction. This technique follows a three-step process:


	Hunt for the value by creating a value model. A value model defines business value and can be used in conjunction with the purpose alignment model or business value definition techniques.

	Inject the features that will enable the business value from Step 1. Rather than start with the inputs of the system, begin with the outputs of the system that provide business value. To perform this step, use scenarios or other modeling techniques, thus creating the happy path.

	Spot the examples by identifying deviations in the models from Step 2. This step helps to model variations to the happy path and exceptions, which will provide value to the business.



Decision Analysis

Decision analysis is a formal process used to analyze an uncertain problem or opportunity for alternative outcomes that could provide value to the business. Decision analysis involves assessing choices and alternatives in order to make a judgment to produce outcomes. Once you have several possible solutions to the problem or opportunity, it’s time to select the best one. The best solution may be obvious. If it’s not, then it’s important to think through the criteria that you will use to select the best solution. Using techniques such as decision matrix, decision tree analysis, force field analysis, impact analysis, risk analysis, or tradeoffs can help you and the stakeholders to determine the best alternative. Each of these sub-techniques of decision analysis will be described in this section.

Decision Matrix

A decision matrix is a technique used for decision making by examining alternatives with or without weighted rankings. The decision matrix is particularly powerful when you have several good alternatives to choose from and many different factors to consider. It is a great technique to use in almost any important decision where there isn’t a clear and obvious preferred option. Using a decision matrix means that you can make decisions confidently and rationally when others might be struggling to decide. Examples of a completed simple decision matrix and a weighted decision matrix are included in the Techniques section of Chapter 7. Table 3.12 shows a decision matrix template.

Table 3.12 Decision matrix template
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Decision Tree Analysis

Decision tree analysis is a technique used to help choose between several possible alternatives by analyzing multiple sources of uncertainty to determine a preferred outcome. The benefits of decision tree analysis include assessing possible alternatives, investigating the possible outcomes of those alternatives, and identifying both risks and rewards associated with each possible alternative. Decision tree analysis is one of the more difficult techniques for selecting alternative approaches in solving a problem or selecting a strategic opportunity.

A decision tree consists of a small square representing the decision that needs to be made, lines drawn from the box for each possible solution, uncertain results at the end of each line represented by circles, squares that identify additional decisions, and notes on the lines and shapes to provide context. In a decision tree, squares represent decisions and circles represent uncertain outcomes. You can use the following process to evaluate the decision tree:


	Assign a cash value or score to each possible outcome

	Estimate the probability of each outcome

	Calculate the values that will help you make your decision

	Document the cost of each option along each decision line

	Subtract the cost from the outcome value that you have already calculated; this will be the value that represents the benefit of that decision.
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Figure 3.7 Decision tree analysis

Table 3.13 Decision tree analysis financial impact




	Build

	(60% × $200,000) + $450,000 = $570,000




	Buy

	(15% × $250,000) + $600,000 = $637,000






Figure 3.7 is a simple decision tree depicting an organization that is deciding whether to build or buy a product. Table 3.13 shows the calculations performed on the financial impact of each choice in Figure 3.7. By applying the decision tree analysis technique, you can see that the best option is to build the new product.

Force Field Analysis

Force field analysis is used to examine all the forces for and against making a decision. It is used to help you strengthen the forces supporting a decision, reduce the impact of opposition to a decision, weigh the importance of the force field factors, and decide whether a project is worth implementing. This technique is also used to determine the feasibility of a project. You will need to be sensitive to the fact that stakeholders can be uncooperative if change is forced on them. In those instances, you should consider using impact analysis (described next) in conjunction with force field analysis. Figure 3.8 illustrates a force field analysis of a decision on whether to upgrade a company-wide information gathering process. A scale of 1 to 5 is used to perform force field analysis, where 1 represents a low force either for or against the change, all the way to 5 representing a strong force either for or against the change. A score of 2 would be medium low, 3 would be medium, and 4 would be medium strong. In this example, the forces for the change outweigh the forces against the change and allow the organization to make an educated decision to pursue the change and acknowledge the factors to watch out for opposing the change. Table 3.14 is a force field analysis template.

Impact Analysis

Impact analysis is used to uncover the unforeseen negative effects of a change or a decision. Very few enterprises put together an impact analysis, which is one of the reasons many projects end in failure. An impact analysis table can help you visually identify negative impacts or consequences of the change or decision. This technique also helps you prepare for and manage any serious issues that may arise (see Table 3.15 for a sample template). Impact analysis can also work in conjunction with force field analysis described earlier in this section.
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Figure 3.8 Force field analysis diagram

Table 3.14 Force field analysis template
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Table 3.15 Impact analysis template
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Risk Analysis and Management

Risk analysis and management involve identifying areas of uncertainty that could negatively impact business value and evaluating these uncertainties to develop strategies for how to handle risks. It can sometimes be difficult to identify risk, let alone prepare for it. Deciding between alternatives involves risk—and risk analysis can help you make effective decisions. Risk analysis and management is described further in the Techniques section of Chapter 4.

Trade-offs

Trade-offs are comprised of identifying areas where exchanges or adjustments will become necessary due to multiple and conflicting objectives. This type of decision analysis technique is beneficial when more than one objective is important. Strategies for performing trade-offs include:


	Eliminating dominated alternatives: removing any inferior options. If an alternative is equal to or worse than another alternative when evaluated against the objectives, then the other option dominates it and the weaker one should therefore be eliminated.

	Ranking outcomes on a similar scale: using a proportional scaling method or Likert scale. An example would be where the best outcome is a rating of 5 and the worst outcome is a rating of 1. All other outcomes are given a defined rating between 1 and 5, such as 2 = medium worst; 3 = medium, and 4 = medium best. You can also assign weights to the outcomes and use this in conjunction with a decision tree or decision matrix.



Other decision analysis techniques include pros versus cons, comparison analysis, analytical hierarchy process, totally-partially-not, and computer-based simulations or algorithms such as the Monte Carlo method.

Document Analysis

Document analysis is an elicitation technique used to examine existing and available materials that are organizational process assets or are part of the enterprise. This is a beneficial technique to gain the overall big picture of the business analysis effort and to acquire credibility with the stakeholders. The research you perform during document analysis will help you to identify the appropriate questions to ask stakeholders. In addition, this technique also shows ways to create rapport and engage with stakeholders, especially related to the current state. Document analysis can be performed throughout the initiative and is important to consider for all seven steps in this book.

Document analysis involves pulling together materials to perform research and there are numerous types of documents to consider. Your selections will be dependent upon the perspective used and where you are at on the business analysis journey map in Figure 1.17. In addition to bringing together materials and performing research, document analysis will also help you to validate results of eliciting business analysis information. Table 3.16 contains different organizational process assets and types of documents for you to consider when performing document analysis. Keep in mind, some of these documents may not exist or be available in your workplace.

The process for document analysis includes:


	Prepare: identify which materials are appropriate and relevant to accumulate, research, and/or validate

	Perform: examine the materials for themes and conflicts as well as gaps between the current and future state

	Record: document your findings from researching and examining the materials

	Validate: confirm your findings with stakeholders to ensure understanding



When performing document analysis, make sure the materials are current and relevant to the business analysis effort. This technique can be time consuming and difficult to perform. Conducting document analysis in conjunction with the data mining technique described in Chapter 6 is one way to overcome the complexity of available information. Another downside of document analysis occurs when materials do not exist for you to examine—sometimes the knowledge only resides in people’s heads and is not actually documented anywhere.

Table 3.16 Types of documents to analyze




	Document Types




	Accounting, costs, and financial information

	Files, logs, and records




	Background information on key stakeholders

	Forms and reports stakeholders use in the system




	Background information from previous studies, reports, memos, and complaints

	Glossary of terms




	Benchmarking data

	Industry guidelines or standards




	Business rules

	Interview notes from observing the process




	Cheat sheets or workaround documentation

	Job and method instructions




	Company memos

	Job aids




	Current state documentation

	Job descriptions and functional duty statements




	Customer surveys

	Job titles




	Cycle time data

	Letters containing complaints or compliments from customers




	Data for employee turnover, exit interviews, and overtime including potential causes

	Mandatory procedures




	Employee lists

	Marketing studies




	Equipment used

	Metrics and key performance indicators




	Mission statements

	Reports




	Observation and visit notes

	Software, hardware, and information systems being used




	Organizational charts

	Sticky notes




	Physical layout of the working area

	Strategic and business plans




	Policy manuals

	Suggestions for improvement from employees and/or customers




	Previous requirements documentation

	Technical documentation




	Problem reports/problem logs/issue logs

	Training documentation and materials




	Procedure manuals

	User and system documentation




	Process models

	Walkthrough of the process




	Process time data

	Working conditions




	Regulations

	






Financial Analysis/Valuation Techniques

Financial analysis is used to assess the viability, stability, and profitability of a business, an investment, a solution, or how to approach a solution. An overview of financial evaluation methods was described earlier in this chapter.

You will use financial analysis to recommend a solution to address the business need. However, financial analysis needs to be performed throughout the initiative to ensure the change will deliver value. There are numerous types of financial analysis that you can perform with the help of stakeholders. These types include:


	CBA: a systematic approach to assess the predicted value an initiative will provide compared to the expenses associated with it. The predicted value and expenses of a solution often include assumptions that you will need to revisit throughout the initiative.

	Cost of the change: expected financial amount required to build or acquire the solution and to transition from the as-is state to the to-be state.

	Discount rate: the assumed interest rate used in present value calculations to evaluate a potential investment or solution. Your enterprise may use a standard discount rate for short-term investments or a larger discount rate for long-term decisions due to unforeseen risks.

	IRR: the projected annual yield of a project investment, including both initial and ongoing costs. A higher IRR is preferred to a lower IRR. This financial valuation method assumes inflows are reinvested at the IRR. For a project to be selected, a projected IRR needs to exceed a specific company-mandated level.

	NPV: a calculation that compares the amount invested today to the present value of the future cash receipts from the investment discounted by a specified rate of return (i.e., the value all future benefits have at the time of the initial investment). A positive NPV is required for a project to be selected with the exception of a government-mandated initiative. NPV is helpful for determining economic justification.

	PBP: the amount of time needed to recapture the project investment, typically expressed in months or years. A shorter PBP is preferred due to the amount of risk. PBP is beneficial for comparing projects against each other, but it is the least justifiable financial valuation method.

	ROI: the percentage return from an initial project investment. ROI is a widely used metric and is calculated by dividing projected net benefits by the initial project cost and multiplying by 100. This financial valuation method neglects ongoing costs of the project.

	Total cost of ownership: the sum of the financial amounts necessary to acquire, use, and maintain the solution.

	Value realization: the planned or cumulative worth of the business, investment, or solution.



It is critical to objectively evaluate the results of your financial analysis. If necessary, you will need to re-evaluate the financial implications of an investment or solution as the project proceeds to reduce risk. It is important when presenting financial analysis to stakeholders that assumptions and estimates are fully explained. Not all costs and benefits can be evaluated quantitatively so in some instances you will need to evaluate how to measure these via qualitative means described earlier in this chapter.

Interviews

Interviews are a systematic way to elicit requirements from stakeholders by asking them relevant questions, clarifying information, documenting responses, and validating information. An interview can be conducted with an individual or with a group of stakeholders. Interviews can also be conducted in person or remotely. In-person interviews provide you with the advantage of being able to observe the nonverbal communication a stakeholder portrays while answering questions. Interviews are an excellent technique for confirming additional information discovered with other elicitation techniques.

Interviews can also be structured or unstructured. Table 3.17 includes traits of both structured and unstructured interviews. In a structured interview, you will prepare your questions in advance of conducting the interview. Depending on the stakeholder, you should either send the topic or the questions in advance. Be aware that if you send all of your questions in advance, there is the potential of having the questions answered via e-mail. This defeats the purpose of an interview. In an unstructured interview, you do not prepare all your questions ahead of time. Instead, you identify a topic or an objective, and let the interview direction flow according to what you discover from the discussion.

Table 3.17 Structured and unstructured interview traits




	Trait

	Structured

	Unstructured




	Planning time

	High

	Low




	Amount of stakeholder’s time commitment

	Moderate

	Potentially high




	Required experience and training for the BA

	High

	Low




	Extent of spontaneous responses

	Low

	High




	Complexity and coverage of objectives

	High

	High




	Complexity and coverage of questions

	High

	Low to moderate




	Reliability and accuracy of stakeholder responses

	Moderate to high

	Low to moderate




	Comprehension of stakeholder

	High

	Low to moderate




	BA’s ability to control the interview

	High

	Low




	Analysis of interview responses and results

	Moderate

	Difficult






Interviews can be time consuming when conducted with one individual at a time, therefore, it is beneficial to be selective when identifying which stakeholders to interview. One of the first interviews you should consider for your business analysis effort is with the sponsor. Interviewing the sponsor will help you understand the business context from his/her perspective. Also, use the sponsor, PM or Scrum Master, product owner, and other stakeholders to identify additional interviewees. Interviews may be performed throughout the initiative and are important to consider for all seven steps in this book.

Project Portfolio Analysis

Project portfolio analysis is used to model the components of programs, projects, portfolios, sub-portfolios, initiatives, and operations to provide a holistic view of the strategic objectives within an enterprise. The purpose of project portfolio analysis is to ensure:


	Alignment with strategic goals

	The prioritization of the right projects and initiatives

	Optimized performance and implementation of the right projects or initiatives necessary for realizing business value

	Adequate and efficient resource allocation

	Appropriate governance management



Project portfolio analysis involves strategy analysis. You will need to ensure that the projects and initiatives you work on are in alignment with the strategic objectives of the enterprise. If there is misalignment, it is important for you to bring any issues to the surface. When strategic objectives change, this can also impact any current initiatives. The initiatives you work on are the means to achieve organizational strategy and objectives. Project portfolio analysis is important for identifying high-level risks, funding, prioritization, and other critical strategic objectives. Performing this type of analysis is vital to sustaining an enterprise and maintaining competitive advantage. Figure 1.15 depicts the connections between the portfolio, programs, initiatives, and projects.

Goal Modeling

Another option for performing project portfolio analysis is to create a goal or business objectives model that can identify and help resolve trade-offs between cost, performance, flexibility, security, and other business goals. Creating this model is beneficial when an organization is considering new programs or projects and needs to prioritize solutions within the portfolio.

Root Cause Analysis (RCA)

RCA is a popular and often-used technique that helps answer the question of why the problem happened in the first place. This technique provides a structured examination of an identified problem (defect, risk, or variance) to understand underlying causes and fix them.

Have you ever gone to the doctor with symptoms and been given a prescription—only to find out later that the prescription did not work? It might have been because the doctor treated the symptoms instead of the root cause of the problem! The same thing can happen when things get out of control on projects. If you only fix the symptoms—what you see on the surface—the problem will almost certainly happen again, which will lead you to fixing it repeatedly.

RCA helps to identify the origin of the problem and uses a specific set of steps, with associated tools, to find the primary cause. Use the following systematic approach to perform RCA:


	Identify the problem statement

	Perform data collection to determine the nature, magnitude, location, and timing of the problem

	Identify the causes contributing to the problem

	Define actions to prevent or minimize reoccurrence of the problem



These steps are typically a combination of facilitated and research events. Analysis of the root cause is typically employed in either a reactive or proactive mode. The reactive mode is used when the problem exists, and the proactive mode is used for the identification of potential (future) problems. RCA looks at the main types of causes: people (human error, lack of training), physical (equipment failure, poor facility), and organizational (faulty process design, poor structure).

When you have a serious problem, spend time exploring all the reasons that could cause it before you start to think about a solution. That way you can solve the problem completely the first time rather than just addressing part of it and having the problem resurface later.

Opportunity Analysis

Opportunity analysis involves assessing the major components of a potential opportunity and determining feasible changes to products in order to achieve those opportunities. Performing opportunity analysis may need to be done in conjunction with market analysis.

To help you further, there are many RCA and opportunity analysis tools, however the four identified in the following subsections are the most commonly used among BAs.

5 Whys

The 5 whys is a simple problem-solving technique that helps you get to the root of a problem quickly. Made popular in the 1970s by the Toyota Production System, the 5 whys technique involves looking at a problem and asking: “Why?” Simply asking the question “Why?” is one of the best tools you have in your toolbox. The root cause is usually found through asking “Why?” multiple times, which typically means five. Consider the following discussion between a BA and a business stakeholder:

Stakeholder problem statement: “The statue honoring our most significant benefactor is disintegrating.”


	First why:

	BA: “Why is the statue disintegrating?”

	Stakeholder: “Because we use coarse chemicals on the statue.”




	Second why:

	BA: “Why are you using coarse chemicals?”

	Stakeholder: “To clean the feces from pigeons.”




	3. Third why:

	BA: “Why is there so much pigeon feces?”

	Stakeholder: “There are a lot of pigeons near and around the statue. Pigeons love to eat spiders and bugs.”




	Fourth why:

	BA: “Why are there are so many spiders and bugs?”

	Stakeholder: “The spiders eat gnats and there are abundant gnats and bugs around the statue.”




	Fifth why:

	BA: “Why are there so many gnats and bugs around the statue?”

	Stakeholder: “The gnats and bugs are attracted to the lights shining on the statue at dusk.”






Bang! The root cause of this problem is the timing of the lights around the statue. Now with a clear understanding of the root cause of the disintegrating statue, a business case could be explored to validate whether turning on the lights after dusk will significantly help in solving the problem. As you can see from this example, the answer to the first why will prompt another why and the answer to the second why will prompt another—and so on. Just because the technique is called the 5 whys doesn’t mean you have to ask why five times. You may need to ask why more or less than five times. Figure 3.9 provides a sample template to help you perform the 5 whys technique. Keep in mind that if the 5 whys don’t trigger an intuitive answer, you may need to apply other RCA techniques. The 5 whys can be used in conjunction with the next RCA technique—the cause and effect diagram.
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Figure 3.9 Five whys template

Cause and Effect Diagram (Ishikawa Diagram or Fishbone Diagram)

A cause and effect diagram is also known as an Ishikawa diagram, but the most popular name is probably a fishbone diagram. It is a diagramming technique used in RCA to identify and organize the possible underlying causes of an observed problem. The cause and effect diagram was devised by professor Kaoru Ishikawa, a pioneer of quality management in the 1960s. The technique was then published in his 1990 book, Introduction to Quality Control. This diagram maps possible cause and effect relationships. The steps to develop this diagram are:


	Capture the issue or problem under discussion in a box at the top of the diagram (the head of the fish).

	Draw a line from the box across the paper or whiteboard (spine of the fish).

	Draw diagonal lines from the spine to represent categories of potential causes of the problem (fins of the fish). The categories typically include people, processes, tools, and policies.

	Draw smaller lines (tertiary lines) to represent deeper causes.

	Brainstorm categories and potential causes of the problem and capture them under the appropriate category.

	Analyze the brainstormed results through further analysis to validate the cause(s), ideally with data.

	Brainstorm potential solutions to the actual cause(s).



A useful way for you to create a cause and effect diagram with a team is to brainstorm and write all the possible causes of the problem down on sticky notes. You can then group similar ones together on the diagram. This approach is sometimes called a cause and effect diagram with additional cards—developed by Dr. Ryuji Fukuda, a Japanese expert on continuous improvement. Figure 3.10 shows a cause and effect diagram that seeks to identify the root causes for flight delays. Be careful to include all possible causes in your brainstorming; for example, adding a cause of environment to the diagram allows for bad weather and other environmental conditions to be added.

Interrelationship Diagram

An interrelationship diagram shows how different issues are related to one another. It helps identify which issues are causing problems and which are an outcome of other actions. This is a helpful approach for visualizing complex problems with many moving parts. Figure 3.11 provides an example interrelationship diagram for flight delays. The steps in the development of this process include:


	Facilitate or present the problem statement, preferably in the form of a question: write the problem statement at the top of your visual space (whiteboard, chart paper, virtual whiteboard, etc.).

	Facilitate brainstorming of any issues, ideas, reasons, causes, etc., for the problem: capture each item on the visual space. Sticky notes are preferable for moving around or rewriting when working in a physical environment.

	Facilitate connecting the items: choose any item to start with and compare it to any other. Decide if the two are related to each other in any way. If they are, identify which is a cause and which is an effect. Use an arrow pointing from cause to effect to show the relationship.

	Facilitate intensity of the connection: if one item has a particularly strong influence on another make the arrow darker. If it is a weak relationship, use a dotted line.

	Analyze by counting the number of arrows leading in and out of each item: items that have a high number of out arrows are important causes. A high number of in arrows suggests important outcomes and candidates for measures of success.
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Figure 3.10 Cause and effect diagram
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Figure 3.11 Interrelationship diagram

In Figure 3.11, note that Boarding Late Passengers and Unavailable Ground Crew both have the same number of inputs, which would seem to make these two equal for identifying the most important outcomes. However, Boarding Late Passengers has a couple of weak inputs so the team should focus on Unavailable Ground Crew first. Perhaps when a storm is brewing in the airline’s hub location, ground crew could be increased at affected airports. The letter O represents the number of outputs—which are the causes of the problem, while the letter I represents the number of inputs—which are the outcomes of the problem. The interrelationship diagram is also used in quality control to display the logical and causal relationships between the factors causing variations in desired outcomes.

Pareto Diagram

A Pareto diagram is a type of histogram that is ordered by defect occurrence frequency. The purpose of a Pareto diagram is to highlight the most significant defect among a typically large set of factors. For RCA, the Pareto diagram is often used to represent the most common sources of defects, the highest occurring type of defect, the most frequent reasons for customer complaints, or other quality problems. To overcome problems, you should first focus on the bars that have the greatest number of defects—called the significant few. Oftentimes, taking care of the significant few will eliminate many of the trivial.

The Pareto diagram is named after Vilfredo Pareto, the discoverer of Pareto’s Law. This law maintains that a small number of causes will typically produce the majority of problems. This law is commonly referred to as the 80/20 rule, where 80 percent of the problems are due to 20 percent of the causes. Listed here are the steps to create a Pareto diagram:


	Identify the categories to group occurrences.

	Determine how to measure the occurrences—for example, by frequency, quantity, cost, time, etc.

	Identify the time period for measuring—for example, work cycle/shift, day, week, etc.

	Collect the data by recording on a check sheet each time the category occurs, or you can mine data if that already exists.

	Subtotal the measurements for each category.

	Draw the horizontal axis with divisions equal to the number of different categories from Step 1.

	Determine the appropriate scale for your measurements—the maximum value is equal to the largest subtotal from Step 5. This scale is recorded on the vertical axis of the diagram. Put the tallest bar at the far left of the diagram, then the next tallest bar to its right, and continue this process of graphing the problems from largest to smallest.



Most spreadsheet programs provide the capability of creating a Pareto diagram or you can hand draw the diagram using the aforementioned steps. Figure 3.12 provides an example Pareto diagram of occurrences of delayed flights. Used with the interrelationship diagram, this view helps support addressing the problem of Ground Crew Unavailable first.
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Figure 3.12 Pareto diagram for delayed flights

Roadmap

A roadmap is a generic term for a technique that can be applied in many situations. A roadmap typically includes a long-term planning horizon that will deliver the strategic objectives and value to stakeholders. A product roadmap is used quite frequently for the agile perspective, but can be used for other perspectives as well. A product roadmap includes the high-level scope identified by themes and also shows high-level plans for releases throughout the sprints or iterations (see Figure 3.13). This information forms the basis of a product roadmap and serves as a guide for release planning. Roadmaps are developed based on the organization’s change strategy and may evolve over time. The roadmap defines transition states to help ensure value is delivered and the organization remains competitive throughout the change phases. You should consider consulting with portfolio managers and/or program managers when creating a product roadmap. After all, business owners who are funding initiatives need to be able to the see the short-term and long-term views of the initiative in this roadmap rather than sorting through a product backlog to determine remaining needs to be filled.

A product roadmap is often used in conjunction with the business capability analysis technique that was described earlier in this section. A product roadmap can also include the initial architecture and is created to help determine when the project will end. You can also use the product roadmap to help manage scope whenever new work items are discovered to ensure alignment and provide value.

A product roadmap can include the following elements:


	Strategy information: showing support of the organizational strategy

	Portfolio: defining the relationship of the product to the portfolio and other products within the portfolio

	Program: defining the relationship of the product to the program and other products within the program

	Initiatives: defining overview information of projects being considered and projects in development that are related to this product

	Product vision: stating what is being developed and why it is being developed

	Success criteria: identifying metrics to measure and show solution success

	Market forces: stating external market forces that will impact product development

	Product releases: identifying expected time frames for product releases with themes or high-level features

	Features: pinpointing capabilities the product will provide, connected to the product releases

	Timelines: establishing expected windows for delivery of feature sets
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Figure 3.13 Product roadmap

When performing vendor analysis, a roadmap could be used to develop the terms under which customizations of the product will be executed and planned feature delivery.

A strategy roadmap can be used to provide the organization’s vision for the projects and initiatives within a program or portfolio (see Figure 3.14). Strategy roadmaps help to define the enterprise’s change strategy and can be created by a business architect. They are commonly used in the business architecture perspective, but can be used for others. A strategy roadmap can include a portfolio roadmap and/or program roadmap.

Portfolio roadmaps help to reveal dependencies between the deliverables and initiatives. Program roadmaps are used to identify the high-level timeline, strategy, benefits, and milestones of the project or initiative. Requirements are monitored to ensure they address the needs of the program and/or portfolio through this traceability to the roadmaps. The program management office may utilize an investment roadmap to ensure overarching alignment to goals as well.

PMI identifies two types of roadmaps: the program roadmap (just described) and a portfolio roadmap, which provides a vision of the strategic prioritization of the portfolio and traceability of its components. This roadmap is the initial foundation upon which dependencies between initiatives and deliverables are recognized. It provides a context for defining solution requirements and design definition that is discussed in Chapter 4.

In the BPM perspective, there are two types of data-driven structured roadmaps you can use and they are discussed next.

Define, Measure, Analyze, Design, and Validate (DMADV)

DMADV is used to develop new processes or improve existing processes (see Figure 3.15). It is commonly used in Six Sigma, but can be used elsewhere. The following components are part of DMADV:


	Define: determine the customer, customer requirements for the products or services, customer expectations, project boundaries, and the process to improve by mapping process flow.

	Measure: develop the data collection plan, collect data to find defects and determine metrics, and compare results to customer needs.

	Analyze: identify gaps between current and future state, prioritize improvement opportunities, and find variation sources.

	Design: design a new process/product that meets specifications and quality levels of the customer, achieve Six Sigma quality, and consider simulations to prevent defects during design.

	Validate: verify that the developed design meets the target needs, confirm quality levels, transition product/process to permanent owner, ensure control (consider DMAIC described next), apply continuous improvement, and deploy improvements.



[image: Image]

Figure 3.14 Strategy roadmap
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Figure 3.15 DMADV roadmap

Define, Measure, Analyze, Improve, and Control (DMAIC)

DMAIC is used to continuously improve processes (see Figure 3.16). It is also commonly used in Six Sigma, but can be used elsewhere. The first three steps of DMADV are very similar to the first three steps of DMAIC. The following components are part of DMAIC:


	Define: determine project goals and customer needs, which includes defining:

	The customer

	The customer’s requirements (voice of the customer and voice of the business)

	Problem statement

	Resources, sponsor, process owner, and team members

	Initiative or project plan, scope, and key milestones

	High-level process map



The business case, project charter, and workshops can be used to help define the problem.


	Measure: identify current performance to quantify the problem, which includes:

	Defining defects and metrics

	Creating a detailed process map

	Determining the data collection plan

	Validating measurement systems

	Pulling together the data

	Establishing process capability and the Sigma baseline

	Finding quick wins



Process models and value stream mapping are techniques you can use to help measure the problem.


	Analyze: examine the defects/problems and identify root causes, which includes:

	Defining performance objectives

	Determining which steps of the process map are value-added or non-value-added

	Identifying sources of variation

	Pinpointing and prioritizing root causes



Pareto diagrams, cause and effect diagrams, and financial analysis are techniques you can use to help analyze the problem.


	Improve: enhance the process by removing defects, which includes:

	Executing design of experiments

	Developing evaluation criteria to select the best potential solution

	Specifying tolerances

	Analyzing failure modes

	Conducting pilots to validate improvements

	Making corrections for the potential solution

	Optimizing improvements



Risk analysis and decision analysis are techniques you can use to improve the process.


	Control: monitor process performance, which includes:

	Validating the monitoring and controlling system

	Implementing statistical process control

	Making adjustments as needed

	Creating procedures and standards

	Transitioning process to the process owner

	Confirming benefits and cost savings

	Closing out the project by communicating the results, completing necessary documentation, and celebrating accomplishments
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Figure 3.16 DMAIC roadmap

DMADV focuses more on creating a process to prevent problems by doing it right the first time and DMADV projects often entail long durations to support long-term business needs and strategy. DMAIC focuses more on correcting an existing process and reducing variation and DMAIC projects are typically shorter. Control charts, run charts, and process capability are tools you can use to monitor these processes.

Product Visioning

A subset of the roadmap technique is to perform product visioning for a product or product release. Product visioning is done with stakeholders in a cooperative manner—often with the collaborative games technique. The product visioning technique often produces a vision statement, product in a box, situation statement, or a section in a business case (described earlier in this chapter).

SWOT Analysis

SWOT analysis is a technique you can use to identify the strengths, weaknesses, opportunities, and threats of an organization or the wider business environment. You can use it to help you analyze the enterprise’s strategy, goals, objectives, and business needs. This information is valuable for discussions with stakeholders. When trying to understand the business context, SWOT analysis will be strategic and at a high level, but it can also be used to identify detailed information throughout your business analysis effort and mitigate problems.

When performing SWOT analysis, examine both internal strengths and internal weaknesses, as well as both external opportunities and external threats. A more detailed definition of SWOT would be:


	Strengths: current internal abilities an organization has to solve problems or seize strategic opportunities

	Weaknesses: current internal vulnerabilities an organization possesses that will need to be considered for improvement to be successful

	Opportunities: potential external prospects to solve problems or seize strategic opportunities

	Threats: current and potential external pressures that could prevent an organization from successfully delivering on business needs



The benefits of performing a SWOT analysis include:


	Classifying the best options for the organization moving forward

	Communicating discoveries with stakeholders

	Evaluating the current state of the organization

	Capitalizing on strengths to assist the organization through new strategies

	Categorizing weaknesses and identifying potential resistance to success

	Establishing plans to overcome and mitigate resistance

	Identifying opportunities for organizational improvement and success measurements

	Generating plans to overcome unresolved threats to the organization

	Performing progressive elaboration for business needs and newly identified needs

	Finding transition requirements



With SWOT analysis you will compare the four quadrants to one another. For example, you will look for gaps between:


	Strengths and weaknesses

	Weaknesses and opportunities

	Opportunities and threats

	Opportunities and strengths

	Weaknesses and threats

	Strengths and threats



SWOT analysis can be used in conjunction with several other techniques, including benchmarking, CATWOE analysis, and PESTLE analysis which are described in the two following subsections. SWOT analysis is most commonly performed for an organization or a project (see Figure 3.17). The authors have also used SWOT analysis for identifying career progression and development.

CATWOE Analysis

CATWOE analysis is a strategic planning tool used to assess internal and external factors related to problems and solutions for a system. It is especially beneficial when you encounter conflicting stakeholder needs and expectations. The six areas that make up CATWOE analysis include:


	Customers: identifying the clients or customers who will either benefit or suffer when a system changes. Business processes exist for customers.

	Actors: the process workers who interact with the system and perform specific roles. Actors involve people who are involved in the situation and effect the changes.

	Transformation: the result of a process or system change. Transformation involves examining the changes to the inputs, process, and outputs of a system.

	Weltanschauung (world view): justifying the transformation of the process or system. This step is the most critical one in CATWOE analysis because of analyzing each stakeholder’s unique world view related to relevance and consequence of the process under investigation. Weltanschauung examines both the big picture and the broader impacts.

	Owner: the person with the authority to make changes to the process or system, terminate the initiative, or approve the changes to the process or system. The owner is often referred to as the process owner or sponsor.

	Environment constraints: examining the external limitations in which the system works that could have impacts if changes are made to the process or system.
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Figure 3.17 SWOT analysis factors

The process to perform CATWOE analysis includes:


	Identify which customers will be impacted by any process or system changes and determine how each customer will be affected by any change(s)

	Identify which actors (process workers) interact with the process or system—now and in the future

	Examine the changes related to the inputs, processes, and outputs of the system

	Validate the world-view transformation of the process or system for each customer or actor

	Examine external environmental constraints that could restrict how the process or system will work if changes are made.

	Review the CATWOE analysis with the owner so they can provide you with guidance on how to proceed



The following is a brief example of a CATWOE analysis for a highway expansion initiative:


	Customers: Drivers and highway maintenance crews who will be affected by the changes.

	Actors: Transportation administrators, planners, environmentalists, designers, and highway building contractors who will effect the changes.

	Transformation: The expansion of the highway from two lanes to four.

	Weltanschauung: The property owners for right-of-way acquisition and the environmentalists who will evaluate impact. Property owners and environmentalist groups may oppose expansion of the highway system, while drivers may welcome highway expansion.

	Owners: Transportation officials and municipalities.

	Environment: The impact to noise and air quality, archaeology, architectural history, biology, land use, and sociology will influence the initiative approach.



The purpose of performing a CATWOE analysis is to provide discussion opportunities with different stakeholders regarding needs, assumptions, positions, and integrity of the system under investigation. Performing CATWOE analysis is beneficial when there are multiple perspectives that require a more holistic review of possibilities.

PESTLE Analysis (a.k.a. PESTEL)

PESTLE analysis is a strategic planning tool used to assess current environmental factors and possible changes. It takes you outside of your workplace toward what is happening in the marketplace. This type of analysis helps determine reasons why it is beneficial to spring toward the future state. The six areas that make up PESTLE analysis include:


	Political: assessing the internal factors (attitudes, beliefs, opinions, and views) and the external factors that are outside of the stakeholder’s control (instability, laws, legislation, reforms, regulations, stability, and taxes).

	Economic: assessing the internal or micro-economic events (financial methods and feasibility) and external or macro-economic events (competition, consumer confidence, cost of living, credit and financing availability, economic growth, economic policies, embargoes, exchange rates, inflation, interest rates, taxes, unemployment, wages, etc.).

	Social: assessing the advantages and disadvantages to the community, culture, demographic changes, expectations, health, income distribution, labor, lifestyle, norms, occupations, people, or population.

	Technological: assessing barriers, feasibility, and sustainability (development, international influences, mobile development, new innovations, or technology changes) as well as considering obsolescence of technology.

	Legal: assessing laws and regulations related to competition regulations, employment, exports, health and safety regulations, imports, industry regulations, quotas, resources, or taxes.

	Environmental: assessing ecological and natural areas of ground contamination, ground conditions, natural disasters, protections, regulations, temperature, and water sources. Environmental factors can impact the economic and social areas identified as part of PESTLE analysis.



The process to perform PESTLE analysis includes:


	Brainstorm with SMEs concerning the areas that will impact your project and document your findings. The results of your brainstorming can be displayed on a mind map or matrix.

	Identify the impact by time, type, and dynamic for each event in all six PESTLE areas.

	Prioritize the event impacts by criticality, importance, or value.



Table 3.18 includes a template you can use to perform the PESTLE analysis technique. In addition to strategic planning, PESTLE analysis can also be used for business planning, marketing planning, organizational planning, and product development. PESTLE analysis is an excellent complement to performing SWOT analysis.

Table 3.18 PESTLE analysis
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SOAR Analysis

In practice, some organizations view SWOT analysis to have too much emphasis on the negative aspects related to weaknesses and threats. SOAR is a technique that focuses on positive strategic planning for organizations. SOAR is an acronym for strengths, opportunities, aspirations, and results:


	Strengths: the current internal forces and assets an organization possesses

	Opportunities: desired outcomes and prospects discovered by analyzing other organizations

	Aspirations: innovative and tactical ideas to achieve the desired future strategic outcomes

	Results: measure the outcome and strive to continually improve



SOAR analysis is centered on building strengths, taking action, and achieving goals. While SWOT analysis is used to compare the four quadrants, SOAR analysis builds on each area (see Figure 3.18).
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Figure 3.18 SOAR analysis

SUMMARY OF KEY POINTS

Understanding the business context begins with first comprehending the enterprise architectural direction. The business’ EA is a conceptual blueprint that helps to identify solution environment requirements; it’s like a beacon of light in the dark of night. Analyzing the organizational structure, culture and style, communication, and systems will help guide you through EA.

Each organization has its own blueprint for business drivers, which could include customer impact, currency, compliance, market position, needs analysis, feasibility analysis, or CBA. Business drivers help organizations achieve overall strategy and business goals.

A business case identifies why a problem or opportunity is being considered as a project or initiative; is used to identify root causes or contributors to success; helps decision makers determine whether the project is worth the required investment (financial analysis); and defines business needs, business value, and how these connect to organizational strategy.
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STEP 3: PLAN THE BUSINESS ANALYSIS WORK

Business analysts (BAs) are stereotypically not known for their astute planning capabilities. After all, the goal is to drive out the solution requirements as quickly as possible so the so-called real work may begin. The BA is likely dictated a date that the magic business analysis information specification is to be completed. This specification could be a formal document such as a business requirements document (BRD), capability map, roadmap, product backlog, scope definition document, etc. The format of the business analysis information is determined based on:


	Project type

	Systems development life cycle (SDLC) approach

	Business analysis approach

	Business analysis perspective(s)

	Stakeholder preferences

	Organizational policy

	Business analyst preference



In any case, the milestone measurement for solution elaboration is the delivery of the business analysis information specification; whether formal or informal or heavy or lightweight. Many a BA has pushed the specification through knowing that there are conflicts or gaps but thinking that there will be time to correct it later. A word of caution here to BA managers: be careful incentivizing the wrong behavior (delivery over completeness). This behavior is likely observed when the BA is assigned a business analysis effort and immediately begins conducting one-on-one interviews, then packages these results up for the implementation subject matter experts (SMEs), and miraculously the business analysis—or rather order taking—work is done. Of course, this approach to initiatives is a huge part of why projects fail. The downstream stakeholders—such as change managers, configuration managers, solution architects, developers, database administrators, information architects, usability analysts, trainers, testers, and organizational change consultants to name a few—are provided with incorrect and incomplete information and will likely have to rework their output. So, how much does that cost? Figure 4.1 is based on studies done by Barry Boehm, as well as Leffingwell and Widrig, and shows a relative cost to repair. Couple this with the estimated amount of code that is reworked (see Figure 4.2), and it is simply astounding how much waste is created when business analysis work is not planned and executed appropriately. A root cause of failures of change initiatives can be attributed to a lack of planning for the business analysis work and a rush to deliver something, anything to get started.
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Figure 4.1 The cost of requirements errors at different project stages
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Figure 4.2 Estimated rework costs

The benefits to be reaped from business analysis planning include:


	Provides a clear business analysis approach and scope: with this established standard, the BA can more clearly predict, recognize, and report on their doneness.

	Establishes a business analysis stakeholder engagement agreement to include how business analysis information will be communicated and the frequency to be expected by the stakeholders.

	Establishes estimated time commitments for:

	BA(s)—when stakeholders understand the work being done by the BA, there is less resistance to allocating time for business analysis. If stakeholders are able to see work being done, they will be less likely to overload the BA engagement.

	Stakeholders—a leading cause of project failure is lack of user input. By obtaining stakeholder approval of the business analysis communication plan, the BA can be assured that the stakeholders have an understanding of the level of effort that will be required for project success, along with the intention of the business analysis work effort.




	Allows determination of business analysis status: due to the iterative nature of business analysis, many BAs throw up their hands when asked how long the effort will take or how long before requirement specification is complete. With a plan, the BA is able to track to the plan and provide impact analysis to re-plan if unforeseen events occur.

	Establishes business analysis deliverables: the BA plan will provide all stakeholders with a list of business analysis deliverables that can be expected. The BA approach may vary, and stakeholders may be unfamiliar with the new deliverables, so the BA will be required to provide training such that the new format can be understood (e.g., sessions for “waterfall” stakeholders on how to understand a use case methodology with iterative development).

	Accelerates solution development: based on the cost of requirement errors and rework, spending more time on requirements can actually quicken solution delivery should the requirements be correct at the right time the first time.

	Provides a negotiation tool: management most likely wants the business analysis work done quicker than possible. The plan will provide the ammunition to discuss the options to meet aggressive timelines. Some options may include:

	Increase resources

	Decrease scope

	Business analysis information delivered in slices—just in time






Realistic plans result in:


	Increased creditability for the BA:

	Forces organization—BAs are typically highly organized, but without the use of planning tools to set expectations of the business analysis effort, the BA may appear disorganized in his/her plight to deliver effective requirements. If one does not pause to plan the work, it is like riding a stationary bicycle. One could pedal as fast as possible but will not make any progress moving from one location to another.

	Make the most of stakeholder time—with the plan in place, every engagement with a stakeholder has a defined purpose. This should remove any unnecessary, unproductive meetings.




	Efficiencies gained in business analysis planning: business analysis is iterative in nature—stakeholders are engaged and then this information is vetted or analyzed, which results in more questions to start the cycle again. The goal is to minimize as much as possible the number of cycles required to define the business analysis information needed. The BA who plans all aspects of their business analysis work is more likely to select elicitation techniques and timing of the elicitation such that more opportunities for collaboration are provided. This will make the business analysis effort more efficient.

	More accurate estimates: in more and more organizations, the business analysis estimates are used to estimate the project’s overall rough order of magnitude (ROM). Projects have reported success when 8 to 15% of the project’s cost and time are spent on the business analysis work effort. According to the Chaos Report, as little as 3.7% of cost and time are spent on the business analysis work effort—a number that is not surprising considering the amount of failed projects. In building the business context and justification of an initiative using cost-benefit analysis discussed in Chapter 3, how much more accurate could we be?

	Increased probability of a successful change initiative: this is the most compelling benefit for developing realistic business analysis plans. With business analysis plans in place, communicated, and approved, the stakeholders are apprised of the work to be done and are less likely to make assumptions that could be costly.



Considering the value of a realistic set of business analysis plans, the project manager (PM) and BA should be a unified team to champion project success. The BA should take this opportunity to partner with the PM to ensure a shared understanding of the business drivers, stakeholder expectations, and business analysis effort required for the most efficient solution delivery. The PM will utilize the business analysis planning as just one component of the overall project plan, or the business analysis portion of the project’s work breakdown structure (WBS). Even though this is just one component of the project plan, most other components are dependent on the business analysis information delivery (see Table 4.1). Hence, it is critical that the PM and BA are in agreement with the business analysis work and timelines.

Table 4.1 The five perspectives of planning business analysis work
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ITERATIVE NATURE OF ELICITATION, COLLABORATION, AND ANALYSIS

Before embarking on the nuts and bolts of business analysis planning for a change initiative, there should be recognition of the iterative nature of business analysis work. There is a quote from Aristotle: “The more you know, the more you know you don’t know.” The quote could be reformatted for business analysis information: “The more you know, the more questions you have.” Hence, the strategy for analyzing systems is to decompose from a high level, to a mid level, and finally to a low level for both the current state (as-is) and future state (to-be). As clear consensus is reached at each level, the next level is explored and elaborated. Without this decomposition, the big picture fails to be agreed upon and much agitation and misunderstandings ensue. Of course, as lower levels are elaborated, it may be determined that assumptions were incorrect or dependencies exist which will require reiteration of a previous level. Figure 4.3 depicts the iterative nature of elicitation, collaboration, and analysis decomposed from high to mid to low levels. Within each of these levels, Figure 4.4 further elaborates the activities of collaborating, eliciting, and analyzing business analysis information.
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Figure 4.3 Elicitation, collaboration, and analysis decomposition
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Figure 4.4 Elicitation, collaboration, and analysis tasks

WHERE TO BEGIN PLANNING

In the previous two steps [Step 1: Understand Your Stakeholders (Chapter 2) and Step 2: Understand the Business Context (Chapter 3)], a clear understanding of the stakeholders and the context in which the organization operates was detailed. It is appropriate to recognize that before starting the business analysis planning effort, these two steps have been accomplished—well, at least to the point that the BA believes they have been thoroughly completed. Stakeholder analysis is revisited along the journey as the BA learns more and change occurs in the stakeholder community. Many organizational drivers are subject to alteration; hence the BA is monitoring business context to ensure the relevance of the change initiative. Consider how many change initiatives were obsolete at Kodak as photo printing diminished when digital cameras became more and more the norm.

After initial stakeholder analysis and building an understanding of the business context, the next influencer of the work effort is the business analysis approach. The approach encompasses processes, rules, guidelines, heuristics, and activities that are employed to perform business analysis in light of the specific context. The business analysis approach will prescribe a predictive approach, an adaptive approach, or in most cases some hybrid between the two (sometimes known as an iterative approach) (see Table 4.2). The business analysis approach will guide which business analysis activities should be performed, the timing of the activities, the type and formality of deliverables, the approach to prioritization, and the method for approaching requirement changes.

Table 4.2 Business analysis approach impacts


Business Analysis Approach Impacts

Predictive Approach


	Focuses on minimizing up-front uncertainty and ensuring that the solution is completely defined before implementation begins

	Maximizes control and minimizes risk

	Preferred in situations where:

	Requirements can be defined in advance of implementation

	The risk of an incorrect implementation is unacceptably high

	When managing stakeholder interactions is significantly challenging




	Places authority to approve requirements on selected stakeholders and project sponsor

	Typical of waterfall methodologies



The table below summarizes how a predictive approach can impact projects:




	Impacts

	Predictive Approach




	Timing of business analysis work

	Elicit, analyze, document, verify, and communicate requirements at the beginning of the project.




	Formality/detail of deliverable required

	Typically require significant formality and detail in comprehensive documentation.




	Change management

	Seeks to minimize change and define rigorous change control processes.




	Communication with stakeholders

	Rely on formal, written communication formats with predefined requirement communications/signoffs. Archival of project documentation/history is defined.






Iterative Approach


	The overall solution is split into separate projects initially

	Project work is performed sequentially or with some overlap of project phases

	Preferred when:

	Solution will incrementally add features

	Improvement of an existing solution




	Places approval authority on selected stakeholders and project sponsor

	Approval is typically required within strict time limits

	Typically, the solution is realized by many mini-waterfall projects deliveries



The table below summarizes how an iterative approach can impact business analysis work:




	Impacts

	Iterative Approach




	Timing of business analysis work

	High-level business analysis work is performed upfront and then solution level requirements and design are defined for each mini-waterfall.




	Formality/detail of deliverable required

	Typically requires significant formality and detail in comprehensive documentation.




	Change management

	Seeks to minimize change and define rigorous change control processes at the project level. As change occurs, the high-level solution direction is reviewed.




	Communication with stakeholders

	Rely on formal, written communication formats with predefined requirement communications/signoffs. Archival of project documentation/history is defined.






Adaptive Approach


	Focuses on rapid delivery of business value in short iterations of the solution

	Requires acceptance of a higher degree of uncertainty of the overall solution

	Preferred when:

	Taking an exploratory approach to finding the best solution

	Incremental improvement of an existing solution




	Approval authority is generally given to one individual who is an active participant in the process; others may advise or be informed

	Approval is typically required within strict time limits

	Typical of agile methodologies and continuous improvement projects



The table below summarizes how an adaptive approach can impact projects:




	Impacts

	Adaptive Approach




	Timing of business analysis work

	Develop high-level requirements at the beginning of the project. Highest priority items are first eligible for solution requirement elaboration.




	Formality/detail of deliverable required

	Favors defining requirements through team interaction and eliciting feedback on working solution. Additional documentation is determined on an as-needed basis.




	Change management

	Accept changes as normal course of action for projects and allows for identification of changes to be incorporated based on priority and release iterations.




	Communication with stakeholders

	Informal communications take precedence over more formal written communication. Documentation frequently is done after implementation.








At this point, reflect on Chapter 1 in which the SDLC spectrum is addressed. Would not the BA just follow the project life cycle chosen by the project manager and/or solution team for the business analysis approach? Well, consider the team that desires to have all the business analysis information up front, but will deliver in an agile framework using an adaptive SDLC. The BA should consider if it will be most advantageous to the organization to employ a predictive business analysis approach or suggest an iterative or adaptive business analysis approach. This scenario is typical in organizations and teams that are seeking to move from a predictive SDLC to a more iterative or adaptive one. In this scenario, the team is asking for the business analysis approach to be predictive and the solution development to be adaptive. Depending on the size and complexity of the initiative, this typically will result in restatement and revisiting of the business analysis information as iterations are built out by the team. There are likely detailed changes that occur over time, which equals a waste of effort by all.

The BA should consider the following factors to determine the best business analysis approach:


	Stakeholders: communication of the business analysis intent is key to ensuring stakeholder engagement. Hence, when selecting a business analysis approach, the following stakeholder considerations must be made:

	Key stakeholders—may have a preference of business analysis engagement activities, particularly:

	Level of stakeholder involvement

	Decision-making approach(es)

	Prioritization approach(es)

	Approval approach(es)

	Business analysis information structure—to include tools, traceability, format, maintenance, storage

	Communication vehicles, frequency, and level of detail



If the BA is deviating from key stakeholder preferences sited above, communication and education with these stakeholders is critical. The BA will be required to provide justification for the deviation. Remember that the justification is stated based on value to this key stakeholder audience.


	Geographic and cultural considerations—are important particularly for the adaptive business analysis approach. The adaptive approach relies on just-in-time communication. This is harder to accomplish when stakeholders are not readily available due to geographical dispersion and the essence of the conversation is lost in misunderstood nuances due to cultural differences.

	Number of stakeholders—the larger the number of stakeholders, the more complex the business analysis effort will be. The iterative and adaptive approaches provide for decomposition of the solution, allowing a focus on narrower slices of the solution, which will likely reduce the number of stakeholders to consider at a time.

	Level of experience stakeholders have in communicating their needs—the predictive approach relies on having the correct business analysis information initially with the expectation of minimizing any change. This requires that stakeholders have the ability to communicate their needs effectively. On the other hand, the adaptive business analysis approach relies on a single point of contact (typically the product owner) being able to communicate all of the stakeholders’ needs, which could potentially have multiple points of breakdown if all the stakeholders lack experience communicating their needs.

	Stakeholder attitudes about the change—the BA as the change agent should consider the impact of the business analysis effort to stakeholders. In many cases, projects are started and stopped and then started again. The same stakeholders are tapped to engage in yet another round of effort to enable this same change. Perhaps the business analysis approach selected may provide for a better stakeholder engagement experience.

	Amount of time allocated by stakeholders—when the business analysis activities vary based on the business analysis approach employed, stakeholder expectations and bandwidth must be considered.




	Resources—in organizations where much of the solution is outsourced, the BA should consider the level of solution understanding that will be required for the organization to maintain the solution. The same consideration of solution understanding is important when the organization experiences a high rate of turnover. Where will the solution understanding be documented? When considering the business analysis approach in these scenarios, the BA is likely to use the lightweight documentation hallmark of the adaptive approach. The documentation may resemble that of the predictive approach but be developed after the solution is built and tested. Another resource consideration is the experience level of the assigned BA. The BA experience level considers understanding of the:

	Domain

	Business analysis best practices

	Business analysis approaches




	Organizational standards: these dictate how change initiatives are approached in an organization. These directives may be mandated, presented as guidelines, or simply socialized as the way we do projects. The business analysis work direction is a subset to the overall organizational standards. When considering the business analysis approach, determine any differentiation this will mean to the accepted standards. Particular interest is given to the following:

	Level of detail or formality required for business analysis deliverables

	Formality of sign-off required on business analysis deliverables

	Any preselected framework, methodology, tools, and/or techniques imposed by organizational policies and practices

	Cultural norms of the organization

	Tolerances for uncertainty and risks

	Competitive landscape and time-to-market considerations

	Level of regulation in which the organization must comply




	Initiative or project characteristics: the BA will vary the business analysis approach depending on project characteristics. Here are some components that will influence the business analysis approach: overall size, overall complexity, business analysis perspective, risk level, aggressiveness of timelines, etc.



PLAN THE BUSINESS ANALYSIS WORK ACTIVITIES

When considering business analysis involvement for solution development, the BA leads some of the efforts while at other times supporting the work of others. All this work is accounted for in the business analysis planning. The authors have divided this work planning into the following categories:


	Elicitation and collaboration

	Scope analysis

	Solution requirements analysis and design definition

	Solution evaluation

	Scope management



When establishing the business analysis plan, the BA will determine what techniques to use and when based on the stakeholders involved, business analysis approach selected, and project characteristics.

Elicitation and Collaboration

No matter what business analysis perspective, project type, or life cycle is involved, information is needed. The BA considers the techniques to employ in order to elicit the information and allow for collaboration of the business analysis information. The BA is challenged to elicit this vast amount of information while constrained by tight timelines for the analysis work, stakeholder availability and business expertise limitations, and seasonal constraints imposed by the organization. Laser focus is required and the following bullets will assist in your planning:


	What information is needed: what is needed to answer the question, define the problem/opportunity, or perhaps address the problem/opportunity?

	Where might this information be found: could the information be derived in documentation, from what source, in whose head?

	How can the information be obtained: what techniques are appropriate?

	When would be the best time to conduct the elicitation: is there a sequential order or consideration of stakeholder activities?



Keep in mind, the BA elicits information in many ways through research and collaborative events as well as experimentation. The collaboration may grow organically and/or through informal or formal business analysis information reviews. Commonly used techniques for elicitation and collaboration are identified in Table 1.14. Planning the elicitation and collaboration activities is critical to ensure the optimal sequencing of activities are identified. Table 4.3 depicts a template for this elicitation and collaboration portion of business analysis planning. The BA is challenged to identify where to start first. The following list is a suggested guide to prioritize elicitation activities:


	Significant business value features

	Greater risk

	Project uncertainties

	Interface dependencies

	Third-party resource dependencies

	Limited key resources



With the elicitation and collaboration planning created, the BA will develop a business analysis communication plan to share with all stakeholders, establishing the engagement level required for project success. Table 4.4 depicts a template for a business analysis communication plan. This template will also encompass verification and validation activities expected of the stakeholders; however, some BAs produce a formal or informal elicitation (only) plan/approach. Again, this will be a partnership point with the PM particularly for setting expectations for stakeholder engagement. In fact, the business analysis communication plan may be a subset of the overall project communication plan. It is imperative that all stakeholders support the communication level required for success. The benefits of developing this plan include:


	A clear idea of the information that will be needed to define the problem, define what is needed, and suggest solutions

	The optimization of stakeholders’ time

	The production of high-value results from elicitation and collaboration activities

	Setting stakeholder expectations for their time commitments

	Predicting the level of effort required for obtaining information



Table 4.3 Elicitation and collaboration portion of the business analysis planning template
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Table 4.4 Business analysis communication plan template
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Of course, building out the elicitation and collaboration plan is not done without the consideration of the output of the business analysis work. As depicted in Figure 4.5, the analysis work is likely planned for by determining the tasks and techniques to employ for:


	Defining the potential solution (Step 4: Set Initiative Scope) that will result in the definition of business and stakeholder requirements, then

	Clarifying the solution (Step 5: Develop Solution Requirements and Design Definition), and last

	Ensuring the solution meets stakeholder goals (Step 7: Evaluate Solution). The BA could be planning for only one or more of these steps; referred to as the spectrums of business analysis.



Scope Analysis

The scope definition is comprised of business and stakeholder requirements for the change initiative. Through these requirements, clear definition emerges of why the change is needed along with a mid-level understanding of what the solution will be. Table 1.14 shows techniques used when performing business analysis within the seven steps, aspects of elaborating business analysis information, and business analysis perspectives. With this tool, the BA determines the most appropriate technique to use when performing Step 4: Set Initiative Scope (Chapter 5) for the aspect of analysis within the project perspective. Keep in mind that this table does not represent all possible techniques that could be used; however, it provides an excellent starting point. Note that as this part of the business analysis work plan is being elaborated, the BA may revisit the elicitation and collaboration portion of the plan for this analysis and insert elicitation, collaboration, and consensus points.

Solution Requirements Analysis and Design Definition

The planning of solution requirements analysis and design definition requires the BA to consider how the scope will be decomposed to provide the clear and concise definition of what the solution must be. The intent is that all of the stakeholders who are responsible for verifying and validating the business analysis information are provided the level of quality required to meet their needs. The solution team will verify whether the business analysis information is fit for their purpose—meaning the business analysis information is testable and can be built. The business stakeholders will validate if the business analysis information is correct. This requires a decomposition of the scope into the right level of detail. Attention is given to:


	When and how business analysis information models will be created, including templates/tools to employ along with any modifications

	When definition and elaboration will occur and the depth at each iteration of elicitation and collaboration

	Approach for when, what, and how acceptance criteria is elaborated
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Figure 4.5 Spectrums of business analysis

Table 1.14 helps the BA determine the most appropriate technique to use when performing Step 5: Develop Solution Requirements and Design Definition (Chapter 6) for the aspect of analysis within the project perspective. Table 4.5 depicts a template for planning requirements analysis at any of the three spectrums of business analysis noted above. This template combines these spectrums of business analysis information because often in Step 4 the same technique to discover business and stakeholder requirements will be used to decompose solution requirements and design definition in Step 5. For example, a group of new regulatory business rules are identified in strategy analysis and later fleshed out for the details. At both spectrums, business rules analysis would be employed as a technique. The level of effort must be adjusted based on the type of requirements being analyzed. Note that as this part of the business analysis work plan is being elaborated, the BA may revisit the elicitation and collaboration portion of the plan for this analysis and insert elicitation, collaboration, and consensus points.

Table 4.5 Planning requirements analysis and design definition template

[image: Image]

[image: Image]

Solution Evaluation

Solution evaluation tasks support the realization of benefits and may occur before a change is initiated, while current value is assessed, or after a solution has been implemented. This portion of the business analysis planning is often overlooked. The BA involvement is to provide support to the solution team, determine the impact to the business of the built solution, and develop transition requirements. In a predictive SDLC, historically, the BA involvement was not even considered since the requirement specification should remain stable and perfect. This never really happened because there were always questions to be answered and solution value to be determined. Today, the accepted approach is to plan these business analysis solution evaluation activities and meet with all stakeholders. In an adaptive SDLC, the task of facilitating the acceptance criteria is considered a solution evaluation component of the overall business analysis plan.

To understand the extent that the built solution will realize the expected benefits, the BA should determine through elicitation and analysis the questions that must be answered when, by whom, and at what costs. Knowing that adjustments may be made as more is learned, the planning will include determining the following:


	Points in time solution evaluation should occur, which is likely during the development of solution components, just before the solution is released, shortly after the solution is released, and at long-term intervals to plan for continual improvement

	Metrics to determine how the solution can be quantified and traced to the realization of benefits expected

	Techniques that will be used weighing the cost, timeliness, and quality of solution evaluation results

	Compilation of results in a meaningful manner

	Communication vehicles for the varied stakeholder community seeking to provide the appropriate depth and formality of solution evaluation results



Stakeholders will have different perspectives on solution evaluation activities and metrics. The BA must ensure stakeholder involvement during the planning of solution evaluation business analysis activities. One can imagine the varying definitions of solution success among the project team, sponsor(s), business executives, compliance/legal, and operational areas. Using the information provided in Table 1.14, the BA determines the most appropriate technique to use when performing Step 7: Evaluate Solution (Chapter 8) for the aspect of analysis within the project perspective. Table 4.6 depicts a template for the solution evaluation portion of business analysis planning. Note that as this part of the business analysis work plan is being elaborated, the BA may again revisit the elicitation and collaboration portion of the plan for this analysis and insert elicitation, collaboration, and consensus points.

Scope Management

In order to maintain stakeholder consensus of the business analysis information, the BA creates a plan for managing this information. The popular saying change is inevitable is extremely applicable to the evolution of the business analysis information. Careful management of this information will help reduce the amount of time required to revisit issues or analyze new issues, whether these be problems or opportunities. Business analysis information management does not end once a solution is implemented. Throughout the life of a solution, this information continues to provide value when managed appropriately. When planning for this management there are two key planning components to consider: (1) business analysis information management and (2) business analysis information governance. The BA and PM work together as this aspect of business analysis planning is compiled and communicated. This helps ensure support of the overall project communication and project management plans that are maintained by the PM. Business analysis information management and governance may be a subset of the overall project’s plans. Of course, the other components of business analysis planning are heavily influenced by the business analysis approach, but none are more influenced than business analysis information management and governance. Table 4.2 provides guidelines for life-cycle management in the business analysis approach.

Table 4.6 Solution evaluation portion of the business analysis planning template
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The business analysis information management component of the business analysis information management plan defines the approach to storing and accessing the business analysis information. This business analysis information management entails identifying:


	Business analysis information organization to include requirement categorization schema (see Chapter 1 for requirement decomposition and Figure 1.14).

	Level of detail and formats for business analysis information that will be required. This includes a list of characteristics of effective requirements agreed upon by the stakeholders for quality requirements. See Table 4.7 for a suggested list of these characteristics.

	An appropriately sized traceability structure among the business analysis information and solution related documentation (e.g., requirement levels and types, design definition, test cases, technical design, screen design, training documentation, help files, etc.). Often overlooked are the benefits from traceability, which include a reduced risk of missing requirements or gold-plating and more transparency in the change management process.

	Reusability expected across initiatives or enterprise-wide.

	Where the business analysis information will be stored to include the use of any specialized requirements management tools.

	Who will have access rights to the business analysis information and the access rights each user group will require?

	Characteristics of the business analysis information (commonly referred to as requirement attributes) that must be maintained. Table 4.8 depicts some commonly used business analysis information characteristics. Consideration should be given to the values used for tracking the attributes. For example, valid values for the Status requirement attribute are defined, elaborated, proposed, verified, validated, prioritized, postponed, canceled, or implemented.



The business analysis information governance component of the business analysis information management plan also defines the decision-making process—to include: review structure, prioritization, initial approvals, and change control processes. In planning the business analysis information governance approach, the BA identifies:


	Business analysis information prioritization and approval techniques (how), responsibilities (who), and frequency (when). The business analysis communication plan will incorporate the specific informal and formal collaboration and consensus points in time.

	The process for handling change to the initiative. Even though the optimistic BA would like to think that change is unlikely, the reality is that change is unavoidable. It is better to be prepared for the change when it occurs. Consider the following two components of managing change:

	Definition of a change request form in which sections will likely include, but are not limited to:

	Cost and time estimates for each affected area.

	Benefits to indicate alignment to the initiative as well as business value this change will add. Business value may be qualitative or quantitative but likely traces to financial benefits.

	Risks identified to the initiative, organization, or solution should this change be rejected.

	Priority to indicate the relative importance of the change and other factors such as organizational objectives, compliance and regulatory environment, and stakeholder needs.

	Course(s) of action based on the analysis of the previous sections. The change request is likely to have multiple courses of action to provide decision makers alternative choices for action.




	Describing stakeholder roles for the change proposal process:

	Initiating change proposal

	Involvement in the change discussion

	Analyzing the change proposal

	Approving the change proposal

	Documenting the change

	Communicating the change









With the tool provided in Table 1.14, the BA determines the most appropriate technique to use when performing Step 5: Manage Scope (Chapter 6) for the aspect of analysis within the project perspective. Again, note that as this part of the business analysis work plan is being elaborated, the BA may revisit the elicitation and collaboration portion of the plan for this scope management and insert review guidelines into the business analysis management plan.

This business analysis information management plan is an excellent candidate to be reused on future initiatives and simply tweaked for any differences based on stakeholders, project characteristics, and business analysis approach variation. Table 4.9 depicts a template for the business analysis information management portion of business analysis planning.

Table 4.7 Effective requirements and design definition characteristics


Characteristics of Effective Requirements and Design Definition


	Verifiable—Not vague or general. The requirement or design is verifiable by one of four methods: inspection, analysis, demonstration, or test. Acceptable levels of verifying fulfillment depend on the level of abstraction of the requirement or design.

	Unambiguous—Has only one interpretation. Language used in the statement does not leave any doubt in the reader’s mind as to the intended descriptive or numeric value.

	Consistent—Does not contradict or duplicate other requirements. The same term is used for the same item in all requirements. Also, business analysis information is aligned with stakeholder needs.

	Concise—Stated simply and clearly.

	Necessary—An essential capability, physical characteristic, or quality factor of the product or process. If removed or deleted, a deficiency will exist which cannot be fulfilled by other capabilities of the product or process. Free of any extraneous or unnecessary information.

	Feasible (attainable)—Can be achieved by one or more developed system concepts at a reasonable cost, schedule, and agreed-upon risk. Minimally considered feasible enough to investigate further through experiments or prototypes.

	Abstract (free of implementation)—States what is required, not how the requirement should be met. Requirement statement does not reflect a design or implementation approach.

	Standalone (complete)—Does not need further amplification.

	Clear—Terms that are vague or general are avoided.

	Atomic—Capable of being understood autonomously of other requirements or designs. The business analysis information is self-contained.

	Complete—Contains enough information to guide further work based on the business analysis approach, perspective, and point in the life cycle.

	Prioritized—Is ordered or grouped by importance and value against all other requirements.

	Traced—Business analysis information is traced among requirements (including goals, objectives, business requirements, stakeholder requirements, solution requirements, and transition requirements), solution components, visuals, business rules, and other work products and design definition are traced to other requirements, solution components, and other work products.





Table 4.8 Business analysis information characteristics


Business Analysis Information Characteristics


	Unique Identifier—Ideally, system generated identification of requirement that is never reused.

	Author—This attribute may be tracked by the tool, however, if not, this attribute provides reference for clarification if the requirement is later found to be ambiguous.

	Ownership—Indicates the business owner after release to the target environment. Provides guidance on who to consult if trade-offs or negotiation is required as well.

	Source—Provides who has the authority to define the requirement. Subsequently, this source must be consulted of requirement changes and provide more information regarding the requirement if necessary or to justify the need.

	Cost—Associated monetary amount for implementation, maintenance, and/or those borne by others.

	Stability—Indicates the maturity of the requirement signaling the implementation SMEs if the requirement is firm enough to begin work. This provides an indicator of requirements’ doneness.

	Urgency—Indicates when the requirement will be needed.

	Priority—Indicates relative importance which aids in analysis focus, solution selection, and allocation.

	Resource Assignment—Aids in determining the resources required for elaboration of the requirement. This may include BAs, domain SMEs, implementation SMEs, etc.

	Revision Number—Aids in tracking the requirement changes.

	Complexity—Indicates the difficulty of implementation (you may use a measure such as number of interfaces, complexity of processes, or number of resources).

	Status—Indicates the completion status of the requirement. Consider using values such as defined, elaborated, proposed, verified, validated, prioritized, postponed, canceled, or implemented.

	Notes—Provides information that is not requirements and are intended to be used sparingly.





Table 4.9 Business analysis information management planning template
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JUSTIFY THE BUSINESS ANALYSIS EFFORT

The BA will be challenged to reduce the time to perform the business analysis effort when presenting the plan to leaders of the initiative (such as project sponsors, product owners, and PMs). The BA must be ready to justify every element of the plan and then leave it up to decision makers to expose themselves to the risk of removing any elements from it. Now, accepting a longer duration of information elaboration does not always mean extending the solution delivery date. In fact, the savvy solution team has likely built in expected time for requirement errors and may be able to deliver quicker if requirement errors are reduced through effective business analysis. The BA could explore other options with the leaders to include:


	Incremental delivery of business analysis information, even on a predictive life-cycle project

	Adding more business analysis resources

	Adjusting the elicitation techniques to engage in more collaborative events with stakeholders and reducing some of the iterative elicitation caused by one-on-one interviews



Another element that will likely be questioned is the level of effort associated with each task. When developing and delivering an estimate, the constraints and assumptions also need to be clearly communicated. This is an opportunity for collaborating with the PM to ensure the success of the initiative.


In Real Life …

Working on a multi-release, multi-year transformational project in an iterative business analysis approach, the duration of the business analysis information elaboration would routinely be under the microscope and squeezed to ensure delivery of tested functionality every three to six months. There were about 50 BAs and business architects working on this up-to-600-person project. We (as in a small group of BAs) developed a business analysis plan based on parametric estimation. When first developed, we had about a 70% level of confidence in our estimation. This provided us with a negotiation tool that we could bring to the table illustrating the real work we did as BAs and the time, risk, and dependency of project success. As we compared our estimates to actuals, we refined the parametric settings on the tasks and were able to estimate each level of the analysis with about a 90% confidence level. This provided the project leaders with a more accurate estimation of the business analysis work. With this plan defined, the conversation with leaders was less emotional and more fact based.



BUSINESS ANALYSIS ASSESSMENT

Taking some time to assess your effectiveness helps you recognize opportunities for improvement. Traditionally, BAs have attended lessons learned sessions at the end of predictive/iterative life cycles, or retrospectives for adaptive life cycles, to seek feedback on the business analysis effort. The focus during these sessions is generally on the development and testing of the solution with participants’ memories of the business analysis work a bit hazy. We suggest assessing the effectiveness of your efforts on a more real-time basis. The best way to improve is to honestly seek feedback, institute adjustments, and try new techniques. Not all techniques will be successful in all situations, but you will start to identify what tools to pull out of your tool belt and when to do so. Consider revisiting the business analysis plan components to adjust for a more realistic plan as you monitor your performance and find ways to make more efficient use of your and your stakeholders’ time. The following are some of the questions you will likely seek to understand:


	Did I plan enough time to conduct the business analysis activities?

	Were all stakeholders identified at the appropriate time and sufficiently engaged?

	Were the techniques that were employed effective with the stakeholders?

	Were the elicitation, collaboration, and analysis activities performed efficiently?

	When requirement change occurred, was the requirement missed or was it truly a change that no one could have foreseen?

	Were there any product defects that were directly related to a failure in the business analysis effort?



If you are reading this as a manager of BAs, you are likely asking, “How do I assess my BAs’ performance?” Much discussion surrounds this subject as much of the assessment is subjective. For instance, if you assess performance on the number of requirement defects, BAs will be resistant to any change to the requirements—even if there is a valid reason to change the requirements. A better way to judge is on a reduction of requirement volatility throughout the project’s life cycle. Consider using a combination of the following possible metrics for your assessment (knowing this list is not exhaustive):


	Percentage of volatile requirements after initial elicitation and analysis efforts

	Percentage of requirements in various states (examples: proposed, approved, in progress, completed, deferred, rejected, canceled, or implemented) at various stages in the life cycle

	Number of comments offered by stakeholders indicating their dissatisfaction or concern with the business analysis activities

	Level of business analysis planning socialized with stakeholders and overall stakeholder feedback

	Ability to meet delivery dates for business analysis deliverables

	The use of agreed upon business analysis information templates and/or requirements management tool(s)

	Percentage of all defects resulting from requirement defects

	Number of missed business objectives

	Average time to obtain requirements verification and validation

	Ability to resolve issues by expected issue resolution date

	Ability to find potential problems with business analysis information during peer reviews



You may be thinking that business analysis assessment is mainly applicable to the predictive life cycle in which the expectation is all requirements must be perfect before moving to the next phase of the project life cycle. However, the success of solutions developed within an adaptive life cycle are impacted by inefficient business analysis as well. The solution development team relies on accurate business analysis information as estimates are being made for upcoming iterations. For example, consider a user story that is discussed and seemingly understood by the team during sprint planning when the estimated level of effort is assigned. Extensive changes to the user story will prevent the completion and acceptance of this user story. Now imagine this happening over and over again on future sprints. Independent of the business analysis approach (predictive or adaptive), business analysis assessment provides an opportunity to reflect on how well the business analysis is being performed and identifies areas requiring improvement.

TECHNIQUES

Table 4.10 depicts suggested techniques the BA may find useful from different business analysis perspectives when planning the business analysis work and elaborating business analysis information management. This table is compiled based on input from the PMI Guide to Business Analysis and the IIBA’s BABOK® Guide which is a filtered list from Table 1.14. Of course, there are techniques that could be used when performing multiple activities; hence the techniques most often used by the planning tasks are elaborated in this section.

Table 4.10 Plan business analysis work techniques
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Estimation

Much of this chapter has elaborated on the value of the BA—estimating their own work effort versus just being dictated a date to complete. But, how would the BA do this estimation? Estimating is progressive, and early estimation of the business analysis effort before product vision and project scope are set will not be as accurate for solution requirements and design definition. This is a great opportunity for the BA and PM to collaborate and set realistic stakeholder expectations. The tables for planning business analysis work have been introduced in this chapter and readers have access to a downloadable working planning template utilizing a parametric estimation approach (see the J. Ross Publishing Web Added Value™ Download Resource Center at www.jrosspub.com/wav). Common estimation approaches include:


	Top down: examining the components at a high level in a hierarchical breakdown.

	Bottom up: using the lowest level elements of a hierarchical breakdown to examine the work in detail, estimate the individual cost or effort, and then summing across all elements to provide an overall estimate.

	Expert judgment: guided by historical information, this approach can provide a duration estimation based on prior similar business analysis work. Consider that estimation—and particularly this approach—may be applied to ensure the closure of project phases is performed to appropriate standards. This is particularly applicable when performing Step 6: Manage Scope and Step 7: Evaluate Solution. Such expertise may be provided by any group or person with specialized education, knowledge, skill, experience, or training.

	Parametric estimation: uses the relationship between variables to calculate the cost or duration. It is important that the organization uses its own history to calibrate any parametric model since the attribute values reflect the skills and abilities of both its staff and the processes used to do the work.

	ROM: a high-level estimate, generally based on limited information, which may have a very wide confidence interval.

	Rolling wave: repeated estimates throughout an initiative, providing detailed estimates for near-term activities (such as an iteration of the work) extrapolated for the remainder of the initiative.

	Delphi: uses a combination of expert judgment and history. There are several variations on this process but they all include individual estimates, sharing the estimates with experts, and having several rounds of estimation until consensus is reached. An average of the three estimates is typically used.

	Program evaluation and review technique (PERT): each component of the estimate is given three values: optimistic value (O) representing the best-case scenario, pessimistic value (P) representing the worst-case scenario, and the most likely (M) value. Then a value for each estimated component is computed as a weighted average: (O + P + 4M)/6.



Risk Analysis and Management

Of course, as the BA is engaged in initiatives, there may be a natural optimism at first that all aspects (stakeholder engagement, valid assumptions, established priorities, solutions that can be found, etc.) will take a straight-line path to an effective business analysis effort leading to initiative success. However, this is rarely, if ever, the case. There are always uncertainties that could negatively impact the initiative as well as unforeseen opportunities that could positively impact it. Keep in mind that this risk analysis and management technique is utilized in both business analysis for analyzing the business analysis information and project management for managing the project effort. The BA and PM should collaborate as the business analysis risks may be raised to project level risks if deemed appropriate by the PM. This technique of risk analysis and management allows for:


	The identification of uncertainties

	Analyzing impact

	The likelihood of occurrence

	The development of a plan for managing these risks should they occur.



This technique is extremely useful across all business analysis activities. Certainly, during stakeholder analysis and identification of product vision in the previous two chapters (Step 1: Understand Your Stakeholders and Step 2: Understand the Business Context), risks have been identified and brought into these planning tasks. Risk management is an ongoing activity requiring continuous communication and collaboration with affected stakeholders to help monitor identified risks as well as manage any new risks that may occur. In adaptive life cycles, the use of a risk burndown chart is prevalent as an information radiator for the Scrum Master to communicate the status of the project’s risk throughout the iterations. Ideally, as we progress through the iterations, the risk exposure decreases.

The BA will need to track these business analysis risks. Table 4.11 provides an example of such a template. Consider using all or some of the components listed here:


	Unique identifier: this element allows risks to be analyzed at a singular level and then tracked through the product’s life. Each risk is tracked by this unique identifier and should not be reused or renumbered for the initiative. Otherwise, the BA is unable to trace the risks to other business analysis information.

	Identified risk: this element is a description of the uncertain condition (risk). A risk could be one occurrence, several occurrences, or even a nonoccurrence.

	Date logged: this element identifies the date the risk was identified.

	Status: this element identifies the state of the risk. Suggestions include—open, in progress, or closed.

	Consequence: this element describes the outcome should the risk occur. One risk may have several consequences that must be considered.

	Impact: this element describes the level of effect of this risk. The impact of any risk can be described in terms of cost, duration, product scope, solution quality, or any other factor agreed to by the stakeholders—such as reputation, compliance, or social responsibility. These factors may be weighted to identify the level of impact. The likelihood of occurrence may be expressed either as a probability on a numerical scale or with values such as low, medium, or high.

	Likelihood: this element indicates expected probability that this risk will come to fruition. The likelihood of occurrence may be expressed either as a probability on a numerical scale or with values such as low, medium, or high.

	Risk level (exposure): this element is typically a function of the impact and likelihood. Typically, the impact level and likelihood are multiplied to determine the risk level. When using low, medium, and high, for example, these could be weighted as low = 1, medium = 2, and high = 3. Then if a risk had likelihood of medium and an impact of high, the risk level is 6 (2 × 3 = 6).

	Treatment: this element represents the agreed upon course of action should the risk occur. One of these standard risk treatments may be considered for addressing a risk:

	Negative risk (threat) treatments:

	Escalate: when there are threats outside the scope of the project or ones that will exceed the authority of the project manager.

	Avoid: either the source of the risk is removed or plans are adjusted to ensure that the risk does not occur.

	Transfer: the liability for dealing with the risk is moved to or shared with a third party.

	Mitigate: take actions to reduce the probability of the risk occurring or the possible negative consequences if the risk does occur.

	Accept: decide to take no actions regarding this risk. If the risk does occur, a workaround will be developed at that time.




	Positive risk (opportunity) treatments:

	Escalate: when the project team and/or sponsor agree that an opportunity is outside the scope of the project or will exceed the authority of the PM.

	Exploit: take actions to ensure the opportunity occurs or is realized.

	Enhance/Increase: decide to take on more risk to pursue an opportunity. In this case, actions are taken to increase the probability that the risk is present.

	Share: allocate some of the ownership of the opportunity with a third party.

	Accept: take advantage of the opportunity should it arise; however, do not actively pursue the occurrence.







	Trigger: this element identifies any signs that the risk is imminent or has occurred.

	Planned risk response: this element represents the planned response should the risk occur.

	Owner: this element assigns one individual the responsibility of monitoring the risk and ensuring the risk register is kept current based on any changes that may impact the risk.

	Actions taken upon occurrence: this element records the actual actions that were taken when the risk occurred and all updates.

	Risk response owner: this element identifies who is responsible for executing the risk response.

	Risk remaining: these sub-elements define the level of risk remaining after action is taken on the risk. As the risks are addressed, the risks remaining should (theoretically) continue to decrease.

	Impact—see previous explanation

	Likelihood—see previous explanation

	Risk level—see previous explanation






Table 4.11 Risk tracking template
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SUMMARY OF KEY POINTS

Step 3 (Plan the Business Analysis Work) of our 7-step process requires the BA to be aware of business analysis tasks appropriate for the initiative and the best techniques to accomplish these tasks. It is likely as your knowledge grows, more and more insight into planning will be gleaned. Here are some key points of this important business analysis planning step:


	Ensure your stakeholder understanding and business context inputs are sufficient for planning the business analysis spectrum(s).

	The selected business analysis approach, whether that be predictive or adaptive, will influence the tasks, techniques, and how the business analysis information is managed. The business analysis approach affects all stakeholders as they engage in and consume the business analysis information. Hence, the business analysis approach must be approved by key stakeholders before elaborating the rest of the business analysis planning work.

	The business analysis work plan defines the tasks and techniques used to complete the business analysis work. This work will include elicitation, collaboration, and analysis at multiple levels (scope definition, solution requirements and design definition, and transition requirements), consensus, along with the support of successful change initiative implementation.

	BAs are dependent on stakeholder engagement to complete their work. Unlike other organizational roles, the BA is not an individual contributor. Stakeholder engagement is communicated and approved by the stakeholders, which is essentially an approval of the business analysis work plan.

	The business analysis information management plan provides direction for the governance of and physically managing the business analysis information. As the BA begins analyzing business analysis information, this plan provides clear direction for documentation as well as roles and responsibilities for initial approval and changes.
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STEP 4: SET INITIATIVE SCOPE

Armed with a clear understanding of the organization’s stakeholders, the business context, and a plan for analyzing the scope of the initiative, the business analyst (BA) is equipped to move into this step (see Table 5.1). In this chapter, you are provided guidance for helping stakeholders define why the initiative is needed and what the initiative will provide (at high and mid levels). In my experience, I have found solution teams are given a very broad and ambiguous definition of an initiative by the business stakeholder with the expectation of firm commitment of the time and cost of the initiative expected in return. Is it any wonder that most initiatives, if delivered, are delayed and over budget as well as not meeting the users’ needs?


In Real Life …

I joined a multi-year program to deliver a global document management solution for an international company that had been started and stopped multiple times in the past. This reinstatement of the program had been running for six months with a small team of external consultants/contractors. I was brought in to provide the enterprise business analysis for a commercial off-the-shelf solution. The assumption was that we had all the scope information and would be ready to move into the solution level requirements. Given three days to acquaint myself with existing scope documentation, I developed scope models to facilitate the outstanding questions. Through these models, we found that scope was not clear so we devised a plan to conduct global workshops to develop a clear understanding of user expectations to include benefits, barriers, interfaces, chunks of expected functionality, as well as general quality that the system must possess. This understanding was key but the business stakeholder goodwill that was realized was priceless. They were surprised that technology was investing in understanding their needs rather than just dropping a document management package at their doorstep and expecting them to use it.



Table 5.1 Five perspectives showing initiative scope setting
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WHAT IS SCOPE?

First, the definition of scope requires clarification. The International Institute of Business Analysis (IIBA®) and the Project Management Institute (PMI) both agree that scope defines boundaries of the overall vision. Scope also includes a set time frame and assigned resources for a portion of that overall vision that can be delivered through a temporary endeavor.

PMI breaks scope into two categories:


	Product scope: defines the features and functions to portray a product, service, or result

	Project scope: defines the work performed to deliver a product, service, or result that fulfills those specified features and functions



The IIBA breaks scope into two categories as well:


	Solution scope: defines the set of capabilities a solution must deliver to fulfill the business need

	Project scope: defines the work performed to deliver a product, service, or result which fulfills defined features and functions



Figure 5.1 depicts an analogy to represent product/solution scope (going forward this will be referred to as product scope) as all of the items that were packed from the house (representing requirements) that Joe, Mary, and Ted want to take for a weekend getaway—essentially everything but the kitchen sink. Even though Ted suggests taking the kitchen sink, they agree to exclude the kitchen sink since it would be too hard to move and there is probably a sink where they are going—so it stays in the house (excluded from the overall vision). Then, the essential items are identified (black items on the car), which depicts project scope. On the next trip, they may include additional items that were initially excluded from the product scope and/or remove items from the initial project scope; thereby developing a pattern for essential needs for each additional project scope.

There is often confusion regarding responsibilities for scope. The project manager (PM) is responsible for managing the project scope, while the BA is responsible for managing the product scope. This provides for a collaboration point between the BA and PM since requirements are traced from the product scope into the project scope. From the business analysis perspectives, it is never too late for a requirement in the product scope; however, it could be too late for the project scope.

FOCUS ON WHY FIRST, BEFORE WHAT

Chapter 3 ended with the development of a justification for resources to be allocated to an initiative. The decision-making authority(ies) reviews the competing initiatives and determine which to fund—and when. Once the initiative is funded as an upcoming priority, the BA will refine the initiative for scope definition. Now in a perfect world, the initial justification will be as complete as described in Chapter 3; however, in many cases the BA is provided a project request that lacks scope clarity and likely focuses on the solution (the what and how) instead of the why. The BA may need to engage in some of the needs analysis tasks defined in Chapter 3 before beginning the analysis of stakeholder level requirements. As scope definition is developed, each element will be traced to a prioritized list of needs that the initiative is expected to fulfill.

DEVELOP SUCCESS MEASURES

While there may be a mention of increasing revenue or customer satisfaction, but the BA needs to ensure that the amount of revenue and the specific areas of customer satisfaction are identified. Furthermore, he/she must clearly elaborate how this will be measured. Review the Needs Analysis section in Chapter 3 if success measures are lacking. Upon implementation, there is nothing worse than the business owner asking for a performance measure that is not easily identified. Had the solution team known a certain measurement was important, the information would have been documented and could have been more easily accessed. More important though is that there could be another big goal that was not unearthed, and the solution missed the mark in the business owners’ eyes. For instance, suppose that an application must be upgraded because it is no longer going to be supported. The BA assigned this project asked many questions to refine success measures; however, the responses were just to implement the upgrade with the functionality and quality that currently exists. Fast forward to six months after implementation to the business owner asking for the percentage of refunds processed due to shipping delays since the upgrade versus the percentage processed prior to implementation. First, the organization did not capture shipping delay as a reason for refund processing in the past or currently. Second, this request from the business owner implies a reduction in shipping delays was desired even though this was never communicated to the BA. Many times, the business owner believes that replacing or modifying an existing solution will solve all problems. However, simply upgrading a system or application is not usually enough. The BA must find a way to discover the underlying needs and determine the SMART (specific, measurable, achievable, relevant, timely) objectives that when met will realize stakeholder needs.
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Figure 5.1 Product scope depiction

NOW WHAT?—CHUNKIFY THE INITIATIVE

After the funding of resources for an initiative, there is a stage to develop an understanding of the scope of the initiative. In the Scrum flavor of an adaptive approach, this is typically referred to as sprint zero and in the predictive approach this is sometimes referred to as the initiation phase. During this stage, the BA begins to get an understanding of the size of the initiative. Back in the day, breadboxes (or bread bins) were used to preserve homemade bread. These storage containers were typically 12 inches wide by 6 inches high and deep (30 cm × 15 cm × 15 cm). The phrase “Is it bigger than a breadbox?” is still used when trying to guess what some surprise object may be. After asking additional questions and gaining a clear direction on why the initiative is being undertaken, the BA will devise a plan to determine if this initiative is bigger than a proverbial breadbox. With investigation, the BA may uncover components not originally identified in the justification that require addressing. For example, the initiative may have been identified as a technology solution; however, there may have been interfaces missed, information structures and processes impacted, and/or new direction not reflected in the enterprise architecture. Any of these components, when added, may not fit in the initial breadbox. Or, we now cannot close the breadbox, which defeats the purpose for having one. So now the question becomes: how do we go about analyzing the size of the breadbox?

At the Highest Level What

All business analysis perspectives and solution approaches recognize a need to visualize the actors or entities that interact with the system under discussion by exchanging information. This visualization may be in the form of a conceptual context diagram, SIPOC (supplier, input, process, output, consumer) diagram, IGOE (input, guide, outputs, enablers) diagram, etc. (Note: the Techniques section will provide more detail on these diagrams.) At this early point, the business modeling is at a very high-level view of the business. This modeling does not provide detailed information regarding all the inputs, outputs, business rules, attributes, operations, or states; hence, this is simply a way to set the scene. By doing this in a graphical/visual format, this model is used as a vehicle for merging differing business viewpoints quickly, for keeping stakeholders focused on identifying the scope, and for asking the right questions. This approach allows the system under discussion to be treated as a black box to identify what information comes into the box and what information goes out of the box—ignoring, for now, what goes on inside the box. This draws clear scope delineation between what needs to be built and what actors are leveraged for information or, depending on the system under discussion, for information.


In Real Life …

Many times, business analysis class participants lament that this high-level scope identification sounds great; however, they just don’t have time to perform this analysis. The BA and the solution team are pressured to deliver quickly whether working in a predictive or adaptive approach. My response is always, “You do not have the luxury to skip this high-level analysis because this will become the lynchpin for scope definition.” I was delivering a four-day business analysis training course and on the final day one of the participants had to duck out for a meeting that he was leading and would likely be gone a couple of hours. He had informed me of this on day one and I had encouraged him throughout the week to consider using a technique or approach that was discussed and practiced during the class in his meeting. Surprisingly, he returned to class in just over an hour. During a break, I asked if the participants had not attended or if something had gone wrong. He was beaming when he said that he used the context diagram to discuss the scope of the solution. With everyone galvanized on the visual, scope was defined in 45 minutes with a few follow-up issues. He had expected this to be the first of many sessions to accomplish clear, high-level scope definition and it was likely that this detailed analysis would have gotten off track without this technique.



The Mid-Level What

One of the easiest ways to crack open that system under discussion in the previous section is a goal-oriented (functional) decomposition. This involves focusing on the end user and identifying their goals when engaging with the system under discussion. Domain stakeholders typically feel the most comfortable discussing functionality that will be needed before mid-level data, rules, and nonfunctional aspects. The crafty BA will employ techniques such as use cases, user stories, or high-level process models to crack open the high-level what and elicit the decomposition necessary for the system under discussion. Through this goal identification, the BA is facilitating collaboration and consensus on the functionality within scope.

If use cases are employed, the goal identification is typically visualized on a use case diagram. The use cases are depicted as an oval with a verb-noun to name the use case. To have clearly defined boundaries for each of these use cases, it is recommended to have a short form of the use case to accompany the use case diagram. Short forms included in the scope definition could be one or more of the following (suggested templates in Figure 5.2):


	Use case brief: short description of the responsibilities of the use case. This description provides the critical successes and failures that the use case must address. When developing requirements for a commercial off-the-shelf (COTS) solution, this use case brief is an excellent tool for request for proposal (RFP), request for quote (RFQ), or request for information (RFI).

	Use case narrative: serves as a warm-up to the fully elaborated use case. Typically identifies the following components:

	Use case name and identifier

	Short description

	Preconditions

	Post conditions

	Main success scenario




	Usage narrative: a situational example of the primary actor, identified as a persona, engaging in the successful completion of their goal. The usage narrative paints a picture of the person using the system, which provides human insight to the implementation subject matter experts (SMEs).
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Figure 5.2 Use case short-form templates

If user stories are employed for goal identification, the user story format is typically as depicted in Figure 5.3. At this mid-level what, the user stories are referred to as epics or features. The BA may conduct a user story workshop in which:


	As many user stories as possible may be written by having participants focus on various user roles or personas.

	All of the stories can be reviewed with the participants, participants may ask for any clarification if needed, duplicates can be grouped into one story (but keep track of how many duplicates exist since this may indicate a priority), and the stories can be visibly posted.

	The user stories may be chunkifed into themes by asking which of them go together.

	Participants will eventually want to name these themes and assign the rest of the user stories to the themes.

	The user stories can be reviewed by theme since it is likely that the participants will think of additional user stories given this context.

	The participants may be encouraged to write more user stories and forward them along as they go back to their day-to-day work.
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Figure 5.3 User story depiction

Using any technique for functional discovery, the BA probes for mid-level understanding of associated:


	Data: there are typically five to seven big business objects (concepts) that are of interest to the initiative. The concept model or affinity diagram may be used to elicit this information. There are important conceptual relationships between these business objects to be identified and can be data modeled. Facilitating business stakeholders through the development or revisiting the data model allows for the identification of information that will be needed not only by users, but also for the business to be able to measure success. Often, the BA upon implementation has been asked for information that is not available. Had this exercise been done and further fleshed out during solution requirement elicitation, perhaps the implementation SME(s) would have had a more elegant solution for delivering the information.
One or two of these big business objects will have an interesting enough life that it will be beneficial to describe the important states in the life of the object and what events will transition the object from one state to another. These states can be modeled through a state diagram or state table. Business stakeholders often worry that their important business object reaches its final state prior to going through some important transitions. Consider a mortgage loan being closed before being certified. State modeling will demonstrate the only way for a loan to reach the closed state is to pass through the certified state. Not only will the business stakeholders sleep better at night with these worries resolved, the BA will have an agreed upon vocabulary to discuss these important states in elicitation and elaboration of requirements going forward.


	Rules: There are chunks of rules that will apply to the functionality chunks. The BA seeks to uncover these rule chunks without diving into the depths to be elaborated in solution requirements. An understanding of the types of rules that will be applied helps to understand the size of the breadbox needed. (Note: these rules will be imprecise for scope definition; hence, see Chapter 6 for further decomposition.) The BA will consider asking questions regarding:

	Definitional rules—this type of rule is based on facts. These rules prescribe how the information of the system is derived, inferred, calculated, and defined.

	Behavioral rules—govern day-to-day business activities. These rules place obligation or prohibition on an actor’s behavior for conducting tasks, actions taken, practices utilized, or procedure followed.

	Compliance rules—may be definitional or behavioral.




	Nonfunctional requirements analysis: examines the requirements for a solution that define how well the functional requirements must perform. It specifies criteria that can be used to judge the operation of a system in the context of the functional requirements. When defining scope, imprecision is okay. So, there may be nonfunctional requirements in scope definition that indicate the system is user friendly, fast, available most all the time, complies with localization standards, etc. The BA will set the expectation that these are good enough for scope definition and these nonfunctional requirements inform the implementation SME(s) of robustness that will be needed of the solution. However, during the next phase there will be discussion to express the testable solution level of nonfunctional requirements.



The challenge will be to elicit enough information without getting into too much detail. For smaller initiatives, consider any changes to these three topic areas of functions—data, rules, and nonfunctional requirements—at the mid level before diving into the details of solution requirements discussed in Chapter 6. The Techniques section of this chapter will provide more information on these techniques mentioned as well as additional appropriate practices.

SOLUTION STAKEHOLDER IMPACT AND SCOPE DEFINITION

Too often, change initiatives are funded without involvement of solution stakeholders (note definition in Chapter 2). Contrary to popular belief, solution stakeholders have high-level decisions to make as to how the solution will be realized. The BA will ensure that solution stakeholders are included for their input to the justification in Step 2 (Understand the Business Context) and the corresponding impact on scope definition. Involvement of solution stakeholders during scope definition is critical for several reasons:


	Technology constraints: the organization’s existing technology may impose constraints on the solution’s design (mandated IT architectural standards, hardware and software platforms, development languages, resource utilization, etc.)

	Technology opportunities: the solution stakeholders may be aware of existing internal assets to fulfill some or all of the solution components. There is also a possibility that other areas of the organization could benefit from these new or changed capabilities.

	Implementation planning: an implementation plan allows stakeholders on the project to think through critical components before beginning—thereby saving time, energy, and money. By detailing all critical steps before starting the project, stakeholders can anticipate factors they otherwise would not consider until encountered and identify potential problems and challenges earlier. This puts the solution stakeholders in a proactive rather than reactive mode as challenges arise along the way.

	Training: training professionals may be able to provide insight into the level of training that will be required for a successful implementation.

	Rollout plan: the solution stakeholders (particularly program management) may provide insight into the organization’s impending change initiatives that could affect the rollout of this product and project scope.



In no way are we implying that the solution stakeholders control all matters of how a business need is fulfilled or can even deny the need. However, through involvement in initiative scope identification, the solution stakeholders will provide input into viability and develop their scope fulfillment path. In this journey, the solution stakeholders may bring up solution considerations that cause the business stakeholders to revisit the following:


	Value proposition: the value proposition may be impacted positively or negatively by any of the following that is discovered in engaging solution stakeholders:

	External opportunities revealed in assessing external influences

	Unknown strengths of new partners

	New technologies or knowledge

	Mandated adoption of a change component




	Organizational structure: elements of the organizational structure and culture may need to change to support the future state. Describing the change initiative’s components may provide insight into potential conflicts, impact, and limits.

	Budgetary and time restrictions: as the solution stakeholders learn more about stakeholder requirements, the initial cost and time elements estimations could have changed.

	Resource skills, needs, and allocation: based on the increased understanding of stakeholder requirements, a need may be identified to increase existing resources, require increased capabilities, or develop new resources. Consideration of resources applies to building and maintaining the solution.

	Business stakeholder engagement: consider resetting the expectation for stakeholder engagement required for a successful change initiative.

	Regulatory restrictions: policies are a common source of constraints on a solution. Business policies may mandate what solutions can be implemented given certain levels of approval, the process for obtaining approval, and the necessary criteria for a proposed solution. In some instances, a change to an existing policy may reveal alternative solutions that would not otherwise be considered.



GAIN CONSENSUS ON SCOPE DEFINITION

With a prioritized list of the Whys (business requirements) as the scope is being defined, the BA will relate scope definition to these strategic goals. If any element of the high- and mid-level scope definition does not trace to the fulfillment of the initiative’s goals, the element is subject to removal or reassessment of the needs may be required to include the scope element. Because the list was prioritized and scope elements traced, the most important scope elements can easily be revealed. For example, if existing customer retention is prioritized higher than attracting new customers, promotions recognizing customer loyalty rank above promotions to entice new customers.

Having this mindset, even when setting the initial scope, establishes the foundation for when scope change occurs later in the initiative’s development life cycle. Oh, and yes, this is not if scope change occurs but when scope change occurs. Without this prioritized direction, the implementation SME(s) may choose to build out functionality first that is of low priority. Take an example in which the initiative timeline is the least flexible; the implementation SMEs, having met unexpected challenges, find themselves running out of time. The BA is asked to facilitate a discussion with the business to remove functionality from scope. Any functionality already built is ineligible to be removed; hence the business may find a limited set of high priority functionality from which to choose. Then, discussions ensue wondering why the SME(s) would build those low priority elements out first even though these same stakeholders claimed all functionality was equally important during scope definition. More discussion on managing change can be found in Chapter 7.

The BA is responsible for ensuring that all parties agree with the initiative’s scope and, if applicable, the contents of each iteration. Agreement represents what each stakeholder needs and can live with in the solution. As organizations move toward enterprise-wide solutions and away from solutions that provide single purpose to a specific user community, business stakeholders will be required to be more flexible. Keeping scope definition at high and mid levels will allow the stakeholder groups to identify their needs, but not how—yet. If the scope is developed in a collaborative environment with appropriate stakeholder representation from both the solution team and domain, the scope is socialized with informal agreement along the way.

Depending on the formality of the initiative, there may be a formal definition of scope. In a less formal environment, the scope artifacts may be a hand-drawn chart hanging on the walls of a team room. A predictive approach (a.k.a. waterfall) tends to be more formal and as the approach moves to the adaptive approach (a.k.a. agile), the scope definition tends to be less formal. Keep in mind that the more visualization in your scope definition, the more likely scope consensus is achieved. Some information should only be communicated in writing—just ensure that the text is kept to a minimum because reviewers and approvers are notorious for not really reading the whole communication. In any case, the BA must confirm the acceptance (for now) of the scope before proceeding to the solution requirements and design definition. After all, if the scope cannot be agreed upon, the detail requirements and design definition have no chance of hitting the target because the target is not defined.


In Real Life …

We have encountered situations where business stakeholders have had difficulty understanding the concept of out of scope (a.k.a. exclusions). The best metaphor to help overcome this is to ask them if they have ever purchased a product that states batteries not included on the box. The typical response is “Yes.” Then we ask why the manufacturer notes this on the product, and the typical response is: “So I know to buy batteries.” It’s at this point that we add to that response by sharing that the manufacturer is setting the expectation that batteries are out of scope for the product and if you want the batteries, you will need to pay extra for them. This is similar to setting the product scope of a project. We want to establish expectations of what will be provided as well as expectations for what will not be provided in the product scope. Establishing the boundaries for product scope helps ensure that we deliver on the business value. That way, if expectations change, we can have a discussion to renegotiate aspects of the triple constraints.



TECHNIQUES

Table 5.2 depicts suggested techniques the BA may find useful when setting initiative scope. This table is compiled based on input from the PMI Guide to Business Analysis and the IIBA’s BABOK® Guide and is a filtered list from Table 1.14. Of course, there are techniques that could be used when performing multiple activities; hence these techniques that are most often used during setting initiative scope tasks are elaborated in this section.

Table 5.2 Step 4—set initiative scope technique cross-reference
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Brainstorming

The term brainstorming was coined in 1939 by advertising executive Alex Osborn. He was frustrated by his employees’ inability to individually develop creative ideas for ad campaigns. Osborn began facilitating group sessions in which the quantity and quality of ideas developed by employees increased dramatically. This technique is used to garner lots of ideas. From a business analysis context, the ideas typically sought include stakeholder identification, user goals, solutions to issues, constraints, root cause of a problem, new ways to accomplish goals, risks, and novel solutions, to name a few. Criticism of ideas must be withheld and wild ideas are welcomed. Consider using some or all the following ground rules for a successful brainstorming session:


	Leave your title at the door: avoid political tensions that could limit overall participation. The goal of the session is to garner ideas from all participants that were invited for their input—not just to listen to leaders.

	Avoid debating ideas while in brainstorming of ideas: there will be time set aside at the end for idea clarification and determination if within the scope of this session.

	One person speaks at a time: the facilitator will set the cadence for contributing ideas. Some brainstorming management techniques include:

	Facilitator verbalizes as capturing the contributed idea, filling up the white space. Just as the capture is about at the last word, the facilitator asks, “And what’s next?”

	Multiple people contribute at once, the facilitator says, “First Mary, then Todd, and then Josh.”

	When side conversations occur, the facilitator calls out to those having the conversation to share with the group.






There are many brainstorming variations, but all variations have aspects of the components described in Figure 5.4. Following these timeboxed guidelines will help ensure:


	Timebox 1:

	The session is focused only on the brainstorming topic; in timebox 3 the ideas will be reviewed for relevance

	Ensures unbiased prioritization as participants set prioritization criteria before ideas are generated




	Timebox 2:

	Dominators are managed with time allocated for individual thought, which levels the playing field for all participants to contribute

	Facilitated properly, all ideas are welcomed (even if outside of the session’s scope—just write them down) and debating is not yet allowed since timebox 3 will provide time for clarification and scoping

	Visibly scribe all ideas quickly




	Timebox 3:

	Allows time for discussion and vetting of ideas captured in timebox 2 prior to prioritization; variations may allow for grouping similar ideas into categories or themes, which may spur additional ideas

	Participant expectation is controlled since the deliverable from this technique is a prioritized list of ideas for further analysis—without the participants’ prioritization, there is a risk for people believing that everything recorded is being given consideration
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Figure 5.4 Brainstorming flow and timing based on a one-hour session

Figure 5.4 provides suggested durations for each timebox based on a one-hour brainstorming duration. The facilitator should keep in mind that the larger the group of participants, the more time will be required for each timebox due to the increase in ideas that will be generated. The ideal number of participants is 8–12 SMEs with varied backgrounds and experience with the topic. Brainstorming can be fun, productive, and engaging when facilitated properly.


In Real Life …

Working on a solution to consolidate the customer information for all the verticals of an organization, we needed to understand the high- and mid-level requirements from these cross-functional user communities. This initiative was aimed at streamlining customer creation and how customers changed their information, and was to provide the enterprise with a consolidated understanding of their customer. At this level, we hoped to develop a collective understanding of the needs shared by all and then where and why their needs differed. To accomplish this shared understanding, we needed to include a minimum of 36 stakeholders in a session where they could hear and appreciate the needs of all. We decided to utilize a variation of brainstorming known as the Carousel. Brainstorming is typically limited to about 12 participants, whereas the Carousel technique breaks a large group into multiple small groups. Each group focuses on a specific topic for a fixed amount of time notating their ideas, then each group rotates to the next topic as the facilitator directs. This allows for all individuals to contribute to each topic.

The preparation included some stakeholder interviews and user observations to functionally decompose the needs of managing customer information. We developed six functional groupings and defined what each of these represented per our understanding. We set up six stations using flip chart easels and divided the participants into six cross-functional groups. Each group included not only representatives from various divisions but also a participant from the solution stakeholder group. On one side of the easel we taped a copy of a slide that defined the functional grouping and one slide detailing what type of information they should brainstorm. Here is the list of suggested brainstorming topics we used for this exercise:


	Functional requirements

	Reporting requirements

	Data requirements

	Skill type requirements

	Business metrics

	Issues

	Interface requirements

	Assumptions

	System requirements



The five-hour session was comprised of:


	Grounding: 30 minutes

	Introductions

	Customer module definitions (the functional groupings) as we understood and polled for any variations; any variations were captured at the carousel station:

	Customer set up

	Customer maintenance

	Proactive customer relationship management

	Reactive customer relationship management

	Internal knowledge management

	Customer data management and analytics




	Carousel activity description:

	Form cross-functional groups (preassigned)

	Get a unique color pen and pick a starting point on the Carousel—this is considered home

	Brainstorm the following topics at your home station with your group members (introduce the type of information as idea generators):

	Functional requirements

	Reporting requirements

	Data requirements

	Skill type requirements

	Business metrics

	Issues

	Interface requirements

	Assumptions

	System requirements




	Rotate clockwise to each station upon direction of your facilitator

	Together, read everything that has been written and comment using your own color

	Expand by adding your thoughts and rotate to the next station when the facilitator instructs you to do so

	When you return home after going through all six stations, summarize onto a clean flip chart

	Choose a presenter in your group

	Present the requirements of your customer management function to the group







	Carousel activity (2½ hours including a 15-minute break)

	Rotation 1: 30 minutes

	Rotation 2: 15 minutes

	Rotation 3: 15 minutes

	Break: 15 minutes

	Rotation 4: 15 minutes

	Rotation 5: 15 minutes

	Rotation 6: 15 minutes




	Lunch Break: 45 minutes

	Summarization of home station by each group: 30 minutes

	Feedback to the large group seeking consensus on high- and mid-level needs: 1 hour (each group had 10 minutes to present and seek agreement with the audience)



Through this variation of the brainstorming technique, we had folks listening, laughing, and collaborating on their needs and value of a centralized customer information solution. Voilà, we had product scope definition. This technique can also be used for lessons learned sessions.



Business Process Architecture

For management seeking a process-centric approach, business process architecture enables an overall understanding of the processes delivering value to the stakeholders. There are many frameworks that can be used to approach this analysis in a systematic manner. These frameworks have aspects of defining primary activities that deliver value to the organization’s customers and then activities that provide support for the primary activities. Some of the frameworks include:


	Porter’s Value Chain

	Industrial business process frameworks

	The American Productivity and Quality Center’s Process Classification Framework

	Enhanced Telecom Operations Map

	Supply Chain Operations Reference Model

	Value Reference Model




	Vendor models

	Accenture Service Line Business Process Reference Models

	IBM Component Business Models

	Information Frameworks




	Specialized frameworks

	Information Technology Infrastructure Library (ITIL)

	Control Objectives for Information and Related Technology (COBIT) framework created by ISACA (Information Systems Audit and Control Association) for IT management and IT governance






Having this top-down view provides an over-arching control on process modeling and more importantly helps with linking inefficient processes to prioritized organizational strategies. To sum this up: without a business process architecture in place, the business sees only the trees and not the forest—potentially clearing the wrong spot in the forest.

Business Value Modeling

Business value modeling is comprised of the most common business outcomes resulting from solution investments and ongoing support of the solutions. Metrics are identified that link to the components of the financial statements mathematically. This provides the organization with the ability to simulate the impact of solution investments and ongoing support on financial reporting.

Collaborative Games

Per Dr. Stuart Brown with the National Institute for Play, studies show that play lights up your brain, improves your mood, and connects you to the world. Play is a survival drive that is necessary for adaptation, flexibility, and social learning. Play helps us belong in the community, develop the ability to suppress unwanted urges, and regulate our emotions. How can play be harnessed to use as an elicitation and collaboration tool since stakeholder engagement could be enhanced if we can make these tasks playful. The BABOK® Guide v3 is the first BABOK® Guide that recognizes collaborative games as a generally accepted technique. The BA will find many variations of games to achieve different outcomes. The following list includes games that are further elaborated on in Luke Hohmann’s book Innovation Games: Creating Breakthrough Products through Collaboration, and also in the PMI Guide to Business Analysis and the BABOK® Guide:


	20/20 Vision: several potential product features appear on a shuffled set of note cards—one feature per card. The facilitator tapes the first card face up onto the wall and displays each of the remaining cards one at a time to the participants, asking if the feature on the card is more or less important than the feature on the wall. No two features can be of equal importance.

	Affinity Map/Diagram: participants write down features on sticky notes, put them on a wall, and then move them closer to other features that appear similar in some way. Used to help identify related or similar features or themes.

	Buy a Feature: participants see a list of proposed product features and a cost (expressed as development effort or street-level pricing) associated with each. Each participant buys a desirable feature; participants may also pool resources to buy features that are too expensive to be purchased with individual funds.

	Fishbowl: participants are divided into two groups. One group of participants speaks about a topic while the other group listens intently and documents their observations. Used to identify hidden assumptions or perspectives.

	Prune the Product Tree: a very large tree (representing a system or product) is drawn on a whiteboard. Thick limbs represent major areas of functionality within the system. The edge of the tree—its outermost branches—represent the features available in the current release of the product. Participants write new features on several index cards that are shaped like leaves, and then they place these features (leaves) onto the tree, revealing which branches (product features) are important to customers for future improvements.

	Speed Boat: a drawing of a boat appears on a whiteboard or sheet of butcher paper. Anchors attached to the boat prevent it from moving quickly through the water. The boat represents a product or system, and the anchors are features that the participants don’t like. The lower the anchor, the more debilitating the feature. Speed Boat identifies problematic product aspects allowing for a nonconfrontational approach to eliciting this negative information. A variation of this approach with a positive spin is the Sailboat in which sails (product positive influences) are identified by stakeholders that will allow the sailboat to move faster across the water.



Concept Modeling

A concept model is used to organize the business vocabulary needed to consistently and thoroughly communicate the knowledge of a domain. The vocabulary included in a concept model is far richer since it suits more knowledge-intensive and decision laden domains than that of a data model. Concept models are often rendered graphically to support basic concepts, connections, categorization, classifications, and roles. The establishment of a concept model provides a firm foundation for building concise business rule statements, other solution requirements, and complex decision tables.

The elements of the concept model are:


	Nouns: basic concept for the domain and typically considered givens.

	Verbs: basic structural connection for the nouns. These verbs can imply business rules for inference, derivation, or computation.

	Other connections: define the semantics (rich meanings) of the noun concepts such as categorization, classification, roles, and whole or part connections.



The goal of a concept model is to support the expression of natural language statements and remove ambiguity. Concept models are not intended to unify, codify, and simplify data but rather to identify categories of data. Affinity diagrams provide a format in which to cluster information into categories and subcategories. The concept modeling approach may appear more business friendly to domain stakeholders than design-dependent data models.

Customer Journey Map

A customer journey map depicts the story of the customer’s various touchpoints with the organization or solution and the various stakeholders within the service or organization from initial contact through process engagement and into a long-standing relationship. There is no one standard model for depicting this story but it will likely be some sort of time-bound infographic. Figure 1.17 provides a journey map for BAs. Whatever the format, the objective is to teach organizations more about their customers, making this a key component of the organization’s business architecture. Customer journey maps are also valuable to:


	Identify key interactions that the customer has with the organization

	Gain a clear picture of where the user has come from and what they are trying to achieve

	Identify gaps and points in the customer experience that are disjointed or painful—gaps specifically:

	Among devices—when a customer moves from one device to another

	Among departments—where the customer might get frustrated

	Among channels—such as the experience of going from a social media site to the organization’s website that could be better




	Ensure customers’ feelings, motivations, and questions for each of these touchpoints are foremost in the organization’s thinking

	Demonstrate how mobile, social media, and the web changes customer behavior, which may accentuate the need for the entire organization to adapt



To build a customer journey map, an understanding of the customers is the first step. The organization likely has data that can be mined about the customer such as website analytics. The BA should proceed with caution and validate assumptions made from data analysis. For example, the data may show that the customer performs many clicks and spends a large amount of time on pages. The BA may infer that this is the sign of a happy customer when, in fact, the customer is confused or lost. Another approach to understanding the customer is getting closer to the voice of the customer or stakeholders that deal with the customer daily with techniques such as surveys, focus groups, interviews, or workshops that share customer experience. Next, start to map the journey using both the statistical and anecdotal information focusing on the customer’s needs through their interaction with the organization. Above all, keep this as simple as possible; focus on mapping of the highest-level interactions.

Personas plus customer journey mappings is a great recipe to begin understanding of the journey, what is in scope across initiatives, and spark elicitation of stakeholder- and solution-level requirements as well as user story discovery that will help determine the design.

Focus Groups

This technique elicits qualitative information in which a group of preselected participants are asked about their perceptions, opinions, beliefs, and attitudes toward a product, service, concept, advertisement, idea, or packaging. Focus groups are conducted in an interactive setting in which participants are free to talk among one another. The questions are typically posed by a professional focus group moderator who has a prepared script in the form of a discussion guide. Most often, this technique is used to elicit unbiased information, and participants are paid for their time to achieve this level of impartial feedback. Employing a professional focus group organization that will host, arrange logistics, and provide a moderator will require funding. The BA will need to justify the need and clear objectives to invest in a focus group. The BA will likely provide guidance to the moderator for building questions for the discussion guide, helping to ensure the objectives are met. As with any other elicitation technique, preparation is key. The following provides guidance for focus group usage:


	Prepare

	Recruit participants

	Assign moderator and recorder

	Create discussion guide

	Reserve site and services (physical or remote)




	Conduct

	Moderator follows discussion guide ensuring objectives are met

	Free-flowing atmosphere for participants




	Document

	Identify and analyze themes

	Produce a trend analysis report

	Recommendation of next steps






Table 5.3 provides a focus group checklist.

Table 5.3 Focus group quality checklist




	Focus Group Checklist




	Opening the session




	
	Agenda reviewed, modified, and agreed upon






	
	Participant expectations checked






	
	Roles and responsibilities understood






	
	Session opened on schedule






	
	Refreshments and materials prepared






	Conducting the session




	
	Complete agenda items checked off to show progress






	
	Behaviors managed






	
	Refreshments replenished






	
	Handouts distributed






	
	Each activity understood and explained before beginning






	
	Documentation visibly displayed






	
	Feedback solicited






	
	Discussion focused, minimal digressions






	
	Interruptions minimized






	
	Open issues addressed and boarded






	Closing the session




	
	Agenda reviewed and results summarized






	
	Expectations checked






	
	Issues reviewed






	
	Sessions completed on time






	
	Quality assessment performed






	Session debriefing




	
	Purpose and objectives understood and agreed on






	
	Agenda prepared and effective






	
	Everyone participated and had an opportunity to influence results






	
	Interactive skills were professional






	
	Time managed to agenda schedule






	
	Purpose and objectives accomplished






	
	Participants feel satisfied








Functional Decomposition

The technique of functional decomposition is used to break a whole into components that allow for a reduction in complexity and uncertainty. Consider the chore of cleaning the entire house. If we break this down in some fashion, it is easier to predict doneness. There are many ways to functionally decompose a problem. The housecleaning could be broken down by rooms and then further broken down by tasks to be performed in each room or by task; for example, dusting the entire house, vacuuming the entire house, and so forth.

The segregation of functions, features, effects, and/or components helps reduce the complexity of the analysis, which allows a focus on one component at a time to discover subcomponents. Having the subcomponents will facilitate scaling, tracking, and measuring work effort for each of them. Functional decomposition also enables assessment of the success of each subcomponent as it relates to other components. The depth of decomposition will vary based on the nature of the components and objectives. During this step (Set Initiative Scope), the BA may take a hierarchical decomposition three levels deep; then in Step 5 (Develop Solution Requirements and Design Definition), focus on one of the subcomponents and decompose further.

Consider using this technique to meet any of the following objectives:


	Measuring and managing: to isolate factors that contribute to the overall solution result or identify important metrics and indicators. Not everything that can be measured matters.

	Designing: to simplify a design problem by decomposing and isolating design components.

	Analyzing: to study the essential properties and behaviors of subcomponents in isolation from its other components at play.

	Estimating and forecasting: to reduce uncertainty by breaking down into smaller components, performing estimation and forecast, then aggregating for overall estimate and timeline.

	Reusing: to create a reusable solution building block (such as a user authentication function) that serves a specific function for various processes.

	Optimization: to detect or alleviate a bottleneck that may be increasing function cost or reducing the level of quality.

	Substitution: to determine the feasibility of easily replacing a specific implementation of a solution component or a function without impacting the system as a whole.

	Encapsulation: combining subcomponents to make one component.



Understanding the objective(s) of the decomposition will drive the process being used, what needs to be decomposed, method of decomposition, and how deep the decomposition is needed. The subjects of decomposition could include a variety of components—many of which are listed below:


	Business outcomes: observable results or changes in business performance that is possibly supported by transaction-based metrics resulting from an event or action. Examples of outcomes are the effect on income, profit, expenses, volume of service, or volume of production.

	Work to be done: this decomposition (known as a work breakdown structure) breaks work effort into phases, milestones, work activities, tasks, work items, and deliverables.

	Business process: to identify essential activities for the purposes of measuring, managing, optimizing, or reusing the process or its components.

	Function: to enable optimization or phased implementation.

	Feature: to scope a product.

	Business unit: to deduce design decisions from solutions with little or no additional knowledge about the procedures involved in the original solution creation.

	Solution component: to enable isolation of components for design, implementation, or change.

	Activity: to enable isolation of activities for implementation, modification, optimization, measurement, and estimation.

	Products and services: to design, implement, and improve products and services.

	Decisions: for enabling, improving, or supporting solutions by identifying their inputs, underlying models, dependencies, and outcomes.



The functional decomposition depiction will vary based on the subject. The BA may use a combination of text, lists, or graphical representations. A wide variety of diagramming techniques can be used to represent functional decomposition, including:


	Tree diagrams: represent hierarchical decomposition of components. Conducted in a top-down approach.

	Feature model: represent all the features in a tree/hierarchical structure on one page depicting the groupings and level of features in relation to the solution or product.

	Nested diagrams: illustrate hierarchical part-to-whole relationships between decomposition results. Conducted from a bottom-up approach.

	Use case diagrams: represent decomposition from an actor-goal association. The goals are represented by use cases associated with the actor. Any subfunction use cases are represented by associations with the user goal use cases. See Use Cases and Scenarios in Chapter 6 for more information.

	Flow diagrams: depict results of a process or function decomposition in a sequential manner. See Process Modeling in Chapter 6 for more information.

	State transition diagrams: explain the behavior of an object inside its composite state. See State Modeling in Chapter 6 for more information.

	Cause-effect diagrams: elaborate on events, conditions, activities, and effects that contribute to producing a complex outcome or phenomenon. See Root Cause Analysis in Chapter 3 for more information.

	Decision trees: detail the structure of a complex decision and its potential outcomes. See Decision Analysis in Chapter 3 for more information.

	Mind maps: represent processing information in categories.

	Component diagram: depicts how components are associated to form larger components and/or software systems. Many tools will provide this view from a bottom-up approach.

	Decision model and notation: is used to analyze the business logic and extenuating circumstances. See Decision Analysis in Chapter 3 for more information.




In Real Life …

Working on a large-scale program for a government-sponsored entity in the mortgage industry, one of our first steps was to decompose the functionality on the front end of the business to provide mortgage loan support to primary lenders (financial institutions that made mortgage loans to borrowers). In a workshop fashion with yellow sticky notes, 12 workshop participants were facilitated through a functional decomposition. The first step was to get this part of the business (getting the loan in the door and servicing the loan through its life) divided into domains—of which we decided on four. Groups were assigned to focus on the four domains and further decompose their assigned domain. Coming back together, we built a functional decomposition for understanding the breadth of the program. This diagram was referred to as the yellow box diagram. Two years into the program, someone asked for a copy of it. He explained that he was having trouble seeing where we were and needed that grounding again. Functional decomposition helps to see the big picture and then allows for deep dives just in time. Figure 5.5 is a simplified representation of the one used for our program.
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Figure 5.5 Yellow box diagram for mortgage project



Gap Analysis

The gap analysis technique provides a comparison of the current state to the future state. This comparison provides identification of gaps in the form of missing capabilities (sometimes referred to as features or functions). These gaps are preventing the enterprise from meeting needs or goals. Gap analysis involves determining, documenting, and approving the difference between desired future state and current capabilities. The area of focus will vary and could include one or more of the following: processes, functions, lines of business, organizational structures, competencies, knowledge and skills, and technology infrastructure. In organizations that adopt a continuous improvement approach to doing business, performing gap analysis is an ongoing repeatable effort. Continuous improvement using gap analysis is depicted in Figure 5.6.

Glossary

The purpose of this technique is to define terms, to include phrases, words, and acronyms, that are relevant to the domain. All too often the stakeholders will use a word that has multiple meanings; on the flip side, they will also use multiple words that have the same meaning. To enable stakeholder communication and collaboration, domain terminology needs to be precise. The glossary is the documentation of the agreed-upon definition of these important terms. The BA will be challenged to facilitate a cross-functional group to arrive at one word and one meaning. It may be helpful to come up with an alias that the term could go by if stakeholders cannot come to full agreement. The enterprise may have a corporate, portfolio, and/or program glossary and, if this is the case, the BA should strive for compliance with the enterprise’s terminology. A solution glossary is started at the beginning of the initiative and continues to be enhanced throughout the life of the solution.
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Figure 5.6 Continuous improvement steps using gap analysis


In Real Life …

In a meeting to discuss loan products, the loan-to-value (LTV) ratio was discussed. A hallway discussion afterward revealed some stakeholders believed that LTV referenced all the loans using a certain piece of collateral and others only the financial institution’s loan exposure. This could have been devastating on the solution without clear definition. To fix this potential misunderstanding, we created two glossary entries: (1) LTV ratio and (2) Total Loan to Value (TLTV) ratio. These could then be used appropriately to define the many business rules that impacted these important pieces of information.



House of Quality and Voice of Customer

These techniques use matrices to depict customer desires and product characteristics versus the capabilities of an organization and could be used in developing future state capabilities. Both of these techniques have roots in the business process perspective of business analysis. To address each of these matrices, a short description and visualization of each is explained:


	House of quality: This house-shaped visualization (see Figure 5.7) technique portrays:

	Prioritized stakeholder requirements (Section 1 of Figure 5.7) correlated in a matrix format based on the legend indicated with the design characteristics

	Design characteristics with the technical capabilities (Section 5 of Figure 5.7) in a matrix format based on the legend indicated

	Ranking of stakeholder requirements with competitor benchmarks (Section 2 of Figure 5.7)

	Ranking of design characteristics with competitor technical benchmarks (Section 6 of Figure 5.7)




	Voice of customer (VOC): involves some elicitation (such as observations, interviews, workshops, document analysis, and any other techniques used to understand current state and usage) prior to conducting a stakeholder engagement to build these matrices. The findings are documented or elicited in a matrix (sample findings for the various usage of dryer sheets can be found in Table 5.4). Next is to state the situations that exist for the customer, what is verbalized upon this situation (typically negative), and then restate it in a positive way to derive needs. The needs can then be prioritized by stakeholders. Table 5.5 continues the dryer sheet example. In this case, the stakeholders prioritize the seamstress’s needs lowest and the laundromat patron’s the highest. Solutions can then be brainstormed for the highest priority needs.
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Figure 5.7 House of quality template

Table 5.4 VOC documentation depiction
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Table 5.5 VOC needs derivation depiction




	Dryer Sheet Usage




	Situation

	VOC (Voice of Customer)

	Restatement of Customer Need




	Laundress has loaded the wet clothes.

	I can’t remember if I put a dryer sheet in already before I loaded the wet clothes.

	I can’t tell if dryer sheet is in the dryer or not.




	Laundromat patron’s washer has finished.

	Darn, I forgot to bring dryer sheets again.

	I was reminded to bring dryer sheets.
I am able to buy dryer sheets.
Someone gave me dryer sheets.




	Housecleaner has cleaned the porcelain bathtub and is ready to clean the bathroom fixtures.

	I threw away all my dryer sheets again when doing laundry yesterday.

	I have a place to store my used dryer sheets that is handy when cleaning plumbing fixtures.




	Dishwasher is scrubbing a pan with burnt gunk.

	My hands are wet and I need to get to the dryer sheets so this pan is just going to have to soak.

	I have new dryer sheets handy for cleaning baked-on gunk.




	Seamstress is hemming floor length drapes in the bedroom.

	I feel so wasteful using the whole dryer sheet for this task.

	I have small dryer sheets for needle and thread.




	Seamstress is hemming floor length drapes in the bedroom.

	I have to get up off the floor to get a dryer sheet. You’d think I would remember before I sit down each time.

	I have my special dryer sheets with my sewing stuff.






Input, Guide, Output, Enablers (IGOE)

This diagram describes the context of a process by listing the inputs and outputs of the process, the guides that are used to inform the execution of the process, and the supporting tools and information that are required for the process. Figure 5.8 portrays an example of an IGOE diagram for washing clothes. This is a tried-and-true technique for understanding processes better and ensuring that organizations do not miss improvement opportunities. The components of the IGOE are explained below:


	Input: something that is transformed or consumed

	Guide: anything that describes who, when, or how a process occurs. Guides tend to be business policy, regulations, acceptance criteria, performance criteria, procedures, experience, or cultural norms.

	Outputs: result of the change to the inputs because of the process.

	Enablers: resources or assets required to transform the inputs into outputs. These resources or assets tend to be people, systems, tools, and facilities used by the process.
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Figure 5.8 IGOE diagram depiction

Kaizen Event

Kaizen is Japanese for continuous improvement. In the business workplace, kaizen refers to activities that continually improve all functions involving all employees from C-level executives to assembly line workers. It also applies to external processes, such as purchasing and logistics, that cross organizational boundaries into the supply chain. A kaizen event is a technique that can be used to:


	Bring operators, managers, and owners (domain stakeholders) of a process into one place

	Document and analyze the existing process

	Develop an improved process

	Ensure improved process buy-in from all domain stakeholders
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Figure 5.9 Typical timeline of a one week kaizen event

A kaizen event is a discrete continuous improvement project with a defined start and end point, usually done in a single week. Figure 5.9 depicts a timeline for planning, executing, and follow-up activities. Kaizen events are usually used in conjunction with Six Sigma as an efficient way to quickly improve a process. This focused, rapid discovery to improve value delivery in one specific activity or subprocess is also useful for convincing organizations of the benefits of Six Sigma as an overall improvement methodology. Kaizen events are most effective when they are part of an overall improvement strategy. That means they are tied to policy deployment, daily management, and KPI.

Kano Analysis

Japanese Professor Noriaki Kano developed this theory of product development and customer satisfaction in the 1980s. The Kano model classifies customer preferences into five categories and customer needs into three categories. The reader may find slight variations on the model; feel free to utilize needs and preferences that suit your initiative. There is some overlap with preferences and needs as defined below:


	Customer needs:

	Basic needs—the consumer expects a certain level of functionality and quality to meet their needs. For instance, the expected quality of a garment is aligned to the price paid. If paying over $50 for a skirt, I expect the skirt to be lined.

	Performance needs—in addition to the basic needs, the producer may offer additional value-added items. For example, the cable provider may offer additional channels for free if bundling multiple services.

	Excitement needs—in addition to the basic and performance needs, the product offers qualities that the consumer did not even know they wanted; but when offered, the consumer scoops them up. Excitement needs quickly become basic needs as consumers come to expect them. For example, a buyer may not have wanted a heated steering wheel or even knew that it existed, but after enjoying this new feature, the buyer will always want this in the future.




	Customer preferences are influenced by:

	Attractive quality—when the product is received by the customer, satisfaction is realized through an unexpected feature. If the attractive quality is missing, the customer would not be dissatisfied though since this quality was not expected.

	One-dimensional quality—when the product is delivered with this quality the customer is satisfied; however, if the quality is not present, the customer would be dissatisfied. For example, if a restaurant offers a promotion for half off the patron’s meal and the appetizer did not receive the discount, the patron would feel deceived.

	Must-be quality—the product is expected to contain the quality; if that quality is missing, it leads to dissatisfaction. For example, when driving through a coffee shop on the way to work to pick up a cup of coffee and the lid does not stay on the coffee cup, the patron is dissatisfied because the product is perceived as faulty. This preference ties to the customer’s basic needs.

	Indifferent quality—when the product contains or proposes to contain a quality that the consumer cannot define as good or bad. For example, the introduction of credit cards with printed instead of raised account numbers makes no difference to a credit card holder.

	Reverse quality—when the product is “improved” with advertised upgraded quality and performance that does not always result in an increase in customer satisfaction—at least, not immediately. Customers are different and new characteristics may annoy some customers who do not want all the bells and whistles. An example would be an “upgrade” to software that adds features but changes the user interface experience.






Kano analysis helps an agile team understand:


	Which product characteristics, features, or qualities will prove to be a significant differentiator in the marketplace and help to drive customer satisfaction—either because they are exceptionally important or because their absence will cause intense dissatisfaction.

	What products will be unique in the marketplace.

	Which features are most important to implement before releasing a product to market.
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Figure 5.10 Kano analysis graph

Kano analysis may be depicted in a graph or a tabular format. The graph rates a single product feature on two axes as depicted in Figure 5.10:


	The X axis represents the extent to which the feature is implemented in the product, and

	The Y axis represents the level of customer satisfaction that will result at any point on the X axis.



Based on the resulting profile, the product characteristic should fall into one of the three customer needs categories: basic, performance, or excitement. This approach is most applicable for consumer products or goods that will be resold since it focuses on identifying requirements that will encourage widespread use or adoption of a product.

The tabular format for Kano analysis allows the BA to facilitate and evaluate multiple qualities that affect the customer. The rows of the table list the qualities undergoing analysis and the columns represent the customer segments. Documented in each cell is an agreed-upon evaluation of each quality that is evaluated based on the customer needs categories (see Table 5.6). Based on this, the business may determine qualities on which to focus based on customer segment targets.

Table 5.6 Kano analysis table
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Mind Mapping

The mind mapping technique seeks to visualize brainstorming in a topical format. Unlike other diagramming techniques that depict a sequential process, the intent of a mind map is to capture thoughts, ideas, and information to resemble how our minds process topical information, enabling creative problem solving by articulating new and existing associations. The BA may use this technique as a collaborative tool with stakeholders or use individually to:


	Generate ideas on complex concepts or problems

	Inspire creative and critical thinking among facets of the problem

	Present a consolidated view

	Aid in decision making

	Prepare and deliver presentations



There is no one standard for producing a mind map but the BA will find many mind mapping software applications that could be used or it can be simply drawn on paper. The goal is to focus on one main topic, then branch topics out from the main topic. The main topic is generally written in a circle in the center of the brainstorming space. Different colors are used for each branched topic with branches represented by a line from the main topic to topic circles and then to subtopic circles. The branches are typically thicker closest to the main topic and become thinner as subtopics branch further from the topic circles. Figure 5.11 depicts one type of mind map.
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Figure 5.11 A sample mind map

Process Analysis

The purpose of using the process analysis technique is to assess a process for its efficiency and effectiveness and to identify change opportunities for increasing value. A process is a system used by an organization to reach a goal. This process is elaborated by defining inputs, outputs, and a set of steps used to create value. Managers (executives to line managers) need to understand how well their business processes work.

The BA may lead process analysis by first analyzing the current process. During this process analysis, the BA is analyzing and elaborating for the following:


	Definition of a process’s organizational value

	Alignment of organizational goals and strategy to this process

	Level of quality (functional, efficient, effective, repeatable, measured, controlled, usage, etc.) that the process fulfills today—and the desired level of quality



Next, the BA performs a comparison of the current state to the desired future state. This could be called a gap analysis. With gaps identified, it would be easy to quickly suggest changes to the process; however, sometimes this is like playing the Whack-a-Mole carnival game where when one mole is clubbed down, another raises out of its hole. The BA should perform a root cause analysis to ensure the solution will fill the right gap and can be measured to ensure that the solution continues to provide value.

After communicating the results, management may decide on changes to improve the existing process or supplement with a new process. In any case, the improved process may help the company save time, lower costs, or create a more desirable product for customers. For organizations that invest in continual process improvement, the BA is continually evaluating processes for improvement. Figure 5.12 depicts a suggested continual process improvement map.

There are certainly many process analysis and improvement frameworks, methodologies, and methods that can be researched further and adopted by the BA. The following methods may be used by the BA to aid in this process analysis effort:
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Figure 5.12 Process analysis map


	Suppliers, Input, Process, Output, Customer (SIPOC): a process analysis tool originating in the Six Sigma methodology that provides a simple overview of a process. It is a powerful collaboration tool for stakeholders to engage in discussions regarding problems, opportunities, gaps, root causes, options, and alternatives without getting lost in the details. The steps in creating a SIPOC are:

	Prepare your workspace with headings for S—I—P—O—C

	Name the process

	Identify the key steps (four to five steps in a sequential flow)

	Identify the output(s) at any time during the process

	Identify the customer(s) who receive the output(s)

	Identify the input(s) required at any time during the process to provide output(s)

	Identify the supplier(s) of the input(s)

	Collaborate agreement on this overview of the process



Figure 5.13 provides an example of a SIPOC diagram; however, there are many variations that could be used. This allows for further decomposition of each of the key steps with process modeling to be discussed in Chapter 6.


	Value stream mapping: a process analysis tool originating in the lean methodology and adopted in Six Sigma as well, which seeks to identify the value first, then map the process as it flows downstream. The current state is being analyzed to remove waste and identify any value-added steps. The following are general guidelines for building a value stream map (VSM):

	Prepare

	Engage a cross-functional team

	Assign a domain SME with deep understanding of the process to be the VSM owner

	Set the scope of the VSM and identify the process value to be traced back




	Develop current state VSM

	Observe or simulate the process starting at the end and working backward

	Develop the current VSM to include information flow, handoffs during the process, wait times, and estimations of time and costs at each step

	Validate the current VSM with the domain SME before analyzing




	Analyze the current state

	Identify the value-added steps

	Identify the non-value-added steps

	Determine root cause of non-value-added steps to determine if removal is possible




	Create future state

	Develop future state VSM to remove waste

	Provide a target state for an improvement initiative





The VSM provides a one-page depiction of an end-to-end process in a formal or informal fashion. As the target state VSM comes into focus, the use of standard symbols helps communicate it the best.


	Process simulation: the goal of the process simulation technique is to determine optimal conditions for the process undergoing analysis; hence, properties are singularly changed to discover an acceptable efficient process. The optimization problem is solved in an iterative process. A model of the process and a set of randomized variables allow for multiple variations of a process to be assessed and for an estimate of their performance under actual conditions to be developed.
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Figure 5.13 SIPOC diagram depiction

Purpose Alignment Model

The purpose alignment model’s goal is to assess ideas in the context of customer and business value. This technique is used most often on agile initiatives to aid in framing the problem and expose decisions to be more obvious. The model is a two-by-two diagram with the y axis indicating the level of market differentiation in the organization’s marketplace and the x axis indicating the impact or mission criticality of the organization’s functionality. The model is then divided into four quadrants to reflect the impact of ideas (features, products, services) (see Figure 5.14):


	Differentiating quadrant: ideas that are deemed high on the market differentiation axis and high on mission criticality axis are placed in this quadrant. The organization should prepare to invest in differentiating quadrant ideas. Consider a fast food restaurant that has a separate lane for orders initiated and paid for through the fast food’s mobile application. The functionality to fill orders efficiently is mission critical and a market differentiator from other competitors.

	Parity quadrant: ideas that are deemed high in mission criticality, but low on market differentiation are placed in this quadrant. Without these ideas, the organization is unlikely to continue. Consider fast food employees who may not have bank accounts. The business may need to compensate employees through alternative means.

	Partner quadrant: ideas that are deemed high as market differentiator, but low on the organization’s mission critical axis are placed in this quadrant. For example, a fast food company determines that a prize contest increases sales; however, running contests is not a core capability. The organization may partner with an organization that possesses contest promotions as an offering to exploit this idea.

	Who cares? quadrant: these ideas do not add value or contribute to mission critical organizational capabilities. These ideas are clearly subject for elimination (e.g., a fast food company hosting a weekly farmer’s market).
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Figure 5.14 Purpose alignment model

This is not a prioritization tool but rather allows for framing of tactical and strategic decisions. With the purpose alignment model, the business is better poised to determine if the parity items are critical for implementation first, prior to differentiators, or vice versa.

Scope Modeling

Scope models are used to structure and organize the boundaries of goals, objectives, features, and functions to be included for the change, control, a solution, or a need to undergo analysis. Change is inevitable but having a clear, concise, and agreed-upon scope model will allow the recognition of change. Time is better spent determining what to do about a proposed scope change rather than arguing whether the proposal is a change or not. Scope models may take many forms and the scope definition may be compiled with a combination of text, diagrams, and/or matrices. The BA will determine for each initiative what tools to use in their scope definition. Previously in this chapter, a few scoping tools were mentioned as BAs drive out the highest level what and the mid-level what. This scope modeling technique will reflect on these and add some additional commonly used tools. In any case, the complete scope definition will determine what is in scope and what is out of scope. If the product scope is implemented in phases or iterations, project scope is described for each phase or iteration.

The BA is challenged to keep the scope model at the right level. That right level is defined as a meaningful reduction of uncertainty while avoiding analysis paralysis at this scope definition stage. So, what specifically is the BA looking to define? The following questions provide some insight:


	What business processes will be created or modified?

	What business functions will be added, changed, optimized, or reassigned?

	What new capabilities will be created?

	Are there existing capabilities to be leveraged or changed?

	What internal or external events must be responded to?

	Are there situations to be supported?

	Are technology components being changed or replaced?

	Do we expect to gain (produce, provide, acquire) informational assets?

	What stakeholders (internal or external agents) or organizational roles are impacted by the change?

	What organizations or organizational units (departments, teams, groups) are impacted by the change?

	What systems, components, tools, and/or physical assets are required for the change or will be impacted by the change?



Consider using any of the tools referenced in Table 5.2 to model responses to the previous questions. Some additional tools for scope modeling are listed in the following subsections.

Context Diagram

The context diagram reflects the flow of data between actors (sometimes referred to as entities) and the system under design. This is a high-level data flow diagram that will be discussed further in Chapter 6. Simply put, any data flowing in or out of the system that is under design is in scope and anything that does not interface with the system under design is out of scope. The system under design is depicted on the diagram as a circle in the center and the actors are depicted as squares. The data flow is shown as directional lines with data depicted on each line. Figure 5.15 is an example of a context diagram for an airline crew scheduling system. Notice that this system is passing information to the accounting system for crew flight time, but it is not in scope for payroll processing because that would be a data flow from the accounting system to a crew member.
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Figure 5.15 Context diagram depiction

A variation of the context diagram is the ecosystem map, which reflects the logical business systems interaction rather than physical system interactions. The ecosystem map typically reflects potential dependencies beyond just the actors that interface with the system under design to include upstream and downstream system interactions.

Use Case Diagram

A use case diagram is a visualization of the product scope by depicting the actors who interact with the solution, which use cases they interact with, and any relationships between the use cases. Unified Modeling Language™ (UML®) describes the standard notation for a use case diagram. The actors are depicted as stick figures. The primary actors are typically depicted on the left and supporting actors on the right. The associations or lines from the primary actor to use cases are indicative of what goals they seek to fulfill. The associations with supporting actors indicate the involvement required to conclude at least one scenario of the use case. The use cases are depicted as ovals with the use case name in the center expressed in a verb-noun format. Sub-function use cases are not considered an actor’s goal, but rather shared functionality across two or more use cases. Figure 5.16 provides an example of an ATM use case diagram depicting two sub-function use cases. In the example, two sub-function use cases have been modeled for Log In and Retrieve ATM Card. In the case of the Log In use case, all user-goal use cases (Withdraw Cash, Check Balance, and Transfer Funds) must always include Log In. Log In is considered an includes sub-function use case. Only under certain circumstances, however, is the Retrieve ATM Card functionality needed. For example, only if the ATM cardholder drives away without securing their card or perhaps fails authentication within a maximum number of attempts during Log In is the Retrieve ATM Card functionality initiated. Boundaries are indicated as rectangles. In this example, Check Balance and Transfer Funds are out of scope for this release. With iteration or project boundaries indicated, the use case diagram is a way to represent a product roadmap of sorts.
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Figure 5.16 Use case diagram depiction

Story Mapping

Story mapping is a practice introduced by Jeff Patton for agile practices that is intended to provide a more structured approach to release planning. This technique provides a collaborative way to develop a product backlog that is typically affixed to a wall in the solution development team’s room from initial inception, and continues to build it out to ensure the solution will come together as a cohesive product in the end. Story mapping can provide traceability from large feature sets (sometimes levels of features, minimally marketable features (MMFs), or epics) to detailed user stories and tasks. Figure 5.17 depicts a two-dimensional continuum structure to show sequence and prioritized groupings of key aspects of the product above the continuum and detail prioritized user stories below the continuum. Given this story map, the features above the continuum represent a bare bones but usable version of the product. Working through below the time continuum fleshes out the product with additional functionality.

One of the goals in using this technique is to avoid an early failure that can be experienced in incremental delivery (e.g., when a product was released containing high business value features, but the solution was unusable because these high business value features were dependent on lower value features that had been deferred to future releases). Story mapping helps with building a shared stakeholder understanding, identifying gaps, slicing of stories, and seeing interdependencies. For an agile team, it aids in the ability to perform better relative sizing. For the sponsor, product owner, and Scrum Master, this technique can help in release planning activities.
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Figure 5.17 Story mapping

Survey or Questionnaire

The survey or questionnaire technique provides a structured means to elicit business analysis information—particularly information about customers, work practices, products, and attitudes—in a relatively short period of time, from a group of people who might not be readily accessible. Typically, surveys are thought of as prepared questions distributed to a target audience in which the respondents answer questions on their own time; however, other formats may include administering over the phone or in person.

In developing a survey there are 10 best practices (outlined here):


	Understand the objectives before developing questions. Every question developed for the survey should be crafted with the objectives in mind.

	Develop introduction to include time commitment for the participant. The participant can then schedule time on their calendar to respond, knowing how long the survey should take. Explain the objectives of the survey in the introduction. If the respondents can see the reason for completing the survey, they are more likely to follow through.

	Provide an option for the respondent to indicate Don’t Know or N/A. When analyzing the survey, the BA will not have to guess the intention to skip or if the participant overlooked the question.

	Prepare clear, concise questions and responses. When questions and answers both contain negatives, they can become ambiguous. Also, multiple questions in one question—sometimes referred to as double-barreled questions—may leave the respondent confused.

	Ensure that responses could drive actionable decisions. If the respondent’s answer does not have an impact on the course of action, do not include the question. All questions must be directed toward the stated objectives.

	Prepare the survey to appear short (may have expandable features). One of the biggest overall disadvantages to this technique is a low response rate, so make the survey easy and fast to complete—ideally no more than five or ten minutes. This implies limiting the number of survey items and arranging them in an order that tells a story.

	Test your survey prior to distribution to ensure understandability, length of time to complete, and validity of questions. If responses to a question are all the same, the survey author likely biased the question. If the responses to a question are incomprehensible, the question is likely ambiguous. Allow time in the schedule for modification.

	Perform conceptual analysis prior to distribution. With this conceptual analysis, when the responses start arriving, the BA will have a template of sorts created to start recording the responses and can provide emerging themes quicker to initiative leaders.

	Use survey results as an incentive for responders. The introduction should include the survey purpose stated such that the responders understand why their participation is important and what they can expect to receive at the conclusion.

	Consider sampling respondents for large audiences (>500). Particularly for a qualitative survey in which some or all of the questions allow open-ended responses, the BA will be challenged to evaluate more than 500 responses in a timely fashion. If sampling is used, ensure that the appropriate representation is received from all participant categories. Understand the background of the target group, including their environment and specific terminology. Use this information when writing the questions. If there is significant diversity in the group’s background, it may be useful to divide a large group into smaller and homogeneous groups during the preparation stage and then produce variations of the survey that fit each subgroup’s background.



Questions in a survey are of two types:


	Closed-ended questions: The respondent is asked to select from available responses to include a list of predefined responses such as a yes/no response, a multiple-choice selection, a rank/order decision, or a statement requiring a level of agreement. This is useful when the range of responses is well understood but the strength of each response category needs to be determined. The responses to closed-ended questions are easier to analyze than those gained from open-ended questions because they can be tied to numerical coefficients.

	Open-ended questions: The respondent is free to answer the questions as they wish—useful when the issues are known but the range of respondent’s responses to them is not. The responses to open-ended questions may provide more detail and a wider range of responses than those gained from closed-ended questions. However, open-ended questions are more difficult to quantify and summarize since they often include qualitative rather than quantitative language.



In any case, consideration should be given in selecting the use of close-ended, open-ended, or a mix of both types of questions on the survey. Writing clear, concise, unambiguous, and unbiased questions is difficult. Keep the following guidelines in mind when developing survey questions:


	Be brief: create the shortest way to ask a question without losing the intent

	Be objective:

	Avoid leading questions

	Avoid loaded questions

	Avoid built-in assumptions




	Be simple: in both words and phrases

	Be specific: avoid generalities, complexities, and undefined concepts



Surveys may yield insights and opinions that are not easily obtained by other methods. Surveys can offer anonymity; however, with anonymous surveys, the BA is unable to ask follow-up questions.

Planning and Facilitated Workshops

A workshop is a technique that allows stakeholders to collaborate on a predefined goal. The BA considers all the instances in which stakeholders should collaborate in real-time to utilize the workshop technique. A workshop may be held for planning, generating new ideas for products or features, scoping, requirements elicitation, modeling, reaching consensus, business analysis information review, or any combination of these. Workshops can also be divided into the following types:


	Planning workshop: frequently used in the agile perspective when planning for an initiative. It takes place prior to the start of iterations and before more detailed workshops that will focus on work to be done during the iteration.

	Requirements workshop: used when a selected group of stakeholders are facilitated to define and/or refine requirements and then reach consensus.

	Facilitated workshop: performed by a skilled facilitator and used to bring a cross-functional group together to focus on a topic, problem, product requirements, team building, decisions, design, and scoping.



Capers Jones, Chief Scientist Emeritus of Artemis Management Systems and Software Productivity Research, has studied workshops within the IT perspective and his studies concluded that when conducting workshops:


	Scope creep is reduced from 80% to 10%

	Delivery speed in the early phases increases by 30–40%

	A 5–15% overall savings in project time and effort occurs



With these documented improvements, the use of workshops to set the initiative’s scope is certainly a key technique to exploit. Another key benefit that is sometimes overlooked is the fact that trust is built and relationships are created and fostered through this technique due to the extended stakeholder time together and the collaborative, hands-on nature. These benefits ultimately result in increased stakeholder consensus.

Planning for a workshop is key. A general rule of thumb is to spend about twice as much time planning the workshop as the anticipated duration of the workshop. The following are key components for planning a workshop:


	Get business sponsor agreement to the purpose and desired outcomes since workshops can stretch across multiple days and entail a considerable investment of resources.

	Identify key stakeholders and SMEs who will be open to providing their relevant input and views, listening to other views, and discussing the issues without bias. Consider that the BA may have subject matter expertise and should be a participant in the workshop.

	Identify who will fulfill the following workshop roles:

	Sponsor—frequently not a participant in the workshop, but does have ultimate accountability for its outcome. It is suggested to have the sponsor kick off the workshop emphasizing support and purpose.

	Facilitator—is ideally a neutral, experienced person who will establish a professional and objective tone for the workshop, introduce the goals and agenda, and enforce timing and ground rules to ensure that activities are focused on the purpose and desired outcomes. This person will enable decision making, intervene for conflict resolution, and provide a safe environment where all participants can be heard.

	Scribe—documents workshop outcomes in the format determined prior to the workshop and tracks items or issues deferred during the session. Consider utilizing a whiteboard scribe and/or an electronic scribe if running multiple breakout sessions at one time that will require a debriefing to the other breakouts in a main room session.

	Timekeeper—may be used to keep track of the time spent on each agenda item and communicate in a nonobtrusive fashion with the facilitator.

	Participants—ensure that you have participants with an appropriate mix of domain knowledge and decision-making capabilities to meet workshop objectives.




	Create the agenda and ensure that key stakeholders agree.

	Determine what facilitation techniques will be used to accomplish the goal(s). Consider using brainstorming or collaborative games to garner creative ideas, and perhaps creating a fishbone diagram for root cause analysis.

	Determine how the outputs will be captured and ensure the scribe is skilled with the tool and technique selected.

	Schedule the session and invite the participants well in advance to ensure that their calendars can be blocked.

	Arrange room logistics and equipment, then prepare for any meeting aids and any catering that will be required.

	Send the agenda and other materials in advance that will prepare the attendees, increase workshop efficiency, and initiate quality workshop outputs.

	If needed, conduct pre-workshop interviews with participants to ensure each are ready to engage collaboratively.



When conducting a workshop, consider that upon arrival the participants likely have many personal and work-related matters cluttering their thoughts and will need some time to settle into the workshop. The session is generally kicked off with a statement of purpose and desired outcome. As mentioned previously, this can be very impactful on the participants’ engagement when conducted by the sponsor, but can be done by the facilitator. The participants are then given a fun task or asked a question about themselves (sometimes known as an ice breaker) to get them ready to work together. Since the participants will be working together, ground rules should be developed and agreed upon by the participants. Some suggested ground rules include:


	Participate

	Be on time (arrival, breaks, lunch, dismissal)

	Focus—no multitasking

	One person speaks at a time

	Listen in order to understand

	No side conversations—you are likely discussing something relevant to the entire group

	Leave your title at the door—you were invited for your input

	No beating a dead horse—once the item has been discussed and agreed upon, discussion concludes

	Off-topic items (not on the agenda) will be set aside if no conclusion is reached within X amount of minutes

	Attack ideas, not people

	Don’t pave the cow path (think outside of the box)



The participants agree upon the means of ground rule enforcement, which could be performing a song/dance, contributing a monetary amount to a group activity or charity, or any other ideas. By this time the participants are settled in and ready to engage in the planned techniques to be utilized in this workshop. The facilitator will skillfully lead the participants in activities to accomplish workshop goals and produce the workshop deliverables.

SUMMARY OF KEY POINTS

When people talk about scope, they immediately think time and cost. Time and cost are outputs of scope that the PM will be responsible for monitoring and controlling. Determining scope is a different exercise. Scope develops a common understanding as to what is included in or excluded from the product scope and the project scope. Consider the following key points for scope definition:


	Ensure that all stakeholders have a shared understanding of the terminology for project versus product scope. Identifying what must be and can be done now versus what will be done in the future allows a big picture perspective and areas of concentration for solution level analysis.

	Validate that the problem and values are clear for the initiative’s justification. Without an understanding of the why, the wrong what will be delivered.

	Decompose what needs to be delivered starting with a high-level understanding of the system under discussion and the actors that provide inputs or receive outputs.

	The next layer of decomposition is to crack open the system under discussion and determine what processes are within the system that will enable the flow of inputs and outputs.

	Stakeholders are engaged throughout these key points providing a vehicle for elicitation and collaboration on scope definition.

	Ensure scope agreement before moving to the next step to elicit and elaborate the solution requirements and design definition.



Defining the scope is a neglected area in most initiatives. It is, however, the foundation on which the schedule, budget, and resource plans are built. Get it wrong, and everything else will be wrong. Take the time to involve the stakeholders in scope definition. Ensure there is a shared understanding; forcing the business to think through the initiative. Use several techniques to visualize and galvanize stakeholder agreement on the scope. Finally, unless you get the scope right, the project will never be under control and scope creep will likely cause the project to fail.
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STEP 5: DEVELOP SOLUTION REQUIREMENTS AND DESIGN DEFINITION

During this step, we are finally ready to define business analysis information to such a level of detail that the solution can be built and testers can test it to ensure it meets stakeholder needs. As a prerequisite to engage in this step, the business analyst (BA) must have an agreed-upon scope definition for the initiative and a plan for this analysis phase at a minimum. The scope definition discovered in Step 4 (Set Initiative Scope) included a high- and mid-level understanding of the business analysis information comprised of business and stakeholder requirements. At this point, the BA is ready to decompose the scope definition to solution requirements, and then finally to design definition. Figure 6.1 represents the decomposition and iterative nature of the business analysis work and highlights the low level that this chapter elaborates.
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Figure 6.1 Elicitation, collaboration, and analysis decomposition

In relation to the systems development life cycle (SDLC) approaches discussed in Chapter 1, the BA is moving into the analysis phase, which is depicted across all SDLC approaches to include predictive, iterative, and adaptive. Of course, specific tasks, techniques, and deliverables will vary based on the business analysis approach, SDLC approach, business analysis perspective (see Table 6.1), project type, and stakeholder preferences. No matter what the approach or perspectives, the BA should consider analyzing this information using a combination of diagrams, tables, and structured text that will aid in gap identification and provide stakeholders digestible business analysis information for clarification, corroboration, prioritization, verification, and validation.

Table 6.1 Requirements development and design definition within the five perspectives
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DECOMPOSE SCOPE DEFINITION INTO EFFECTIVE SOLUTION REQUIREMENTS

As the decomposition of scope definition into solution requirements begins, the stakeholder who is engaged for domain subject matter expertise should move from the management to those closer to the solution, such as end users. Because the scope was clearly defined, management is more likely to delegate the responsibility of subject matter expertise and approval responsibility to the people performing the process. When a BA is decomposing imprecise business and stakeholder requirements into low-level, clear, and concise business analysis information, the BA needs to collaborate with a subject matter expert (SME) who has firsthand knowledge of the domain. The BA can reassure management that if any unforeseen details cause a change to scope or if assumptions made are found to be untrue, stakeholders will be made aware through the change control process. There are many reasons that cause management to be hesitant to release control of detailed solution requirements and design definition:


	Management fears a loss of control: micromanagers fear this loss of control the most. With scope well defined and management communication directing the assigned domain SMEs, this fear can be reduced. The BA should propose regular status update procedures regarding the business analysis progress to help ease this concern. This is an opportunity for the BA and project manager (PM) to work together to apprise management of the initiative status.

	Domain SMEs are too busy: after all, in many organizations there are too many leaders and not enough people to do the work: hence the idiom too many admirals and not enough sailors. To combat this management resistance, the BA could propose an important question to management that only a sailor would know and, if not addressed correctly, would have a negative impact on the solution if the sailors are not involved. In these situations, management would be more likely to prioritize domain SME involvement.

	Domain SMEs are not performing their tasks correctly: could it be that the end users have implemented a work-around that actually makes their job more efficient? The BA should review any documented processes and compare them to the way the process is done since users do not always follow documented processes or update the documentation to match the current process. This provides an opportunity to analyze any process efficiency that may be gained. If business workers figured out a better way to perform their work incorrectly, implementing a new process will not change that behavior. Business workers are resourceful in finding new work-arounds when the process steps are burdensome or when they fear that the solution is incomplete. Collaborating on solution requirements and design definition with the domain SME generally provides opportunity for solution buy-in later down the road.

	End users may just pave the cow path: in the IT world, paving the cow path means automating a business process as-is without thinking too much about whether or not that process is effective or efficient. Therefore, little is done to eliminate wasteful activities along the path. Waste should be eliminated; however, the BA should consider if the organization and end users are able to make all changes needed to eliminate waste at once or incrementally. Collaborating with domain SMEs in defining new processes will likely lead to more buy-in instead of users sabotaging the new solution upon delivery.



Elicitation

When eliciting scope definition in Step 4 (Set Initiative Scope), the BA was diligent to engage stakeholders only at high and mid levels, ensuring that scope was defined appropriately. It is a challenge to keep the stakeholders from diving too deep into the details of the solution requirements. Some have referred to the business analysis effort as being strategic when defining business and stakeholder requirements for scope definition and tactical for solution requirements and design definition. In some organizations there is a handoff from the strategic BA to the tactical BA (sometimes titled systems analyst). The elicitation methods vary as the BA drives out the solution requirements versus scope definition. Now the stakeholders will be asked to provide details that seem hard for them to express. For example:

BA: In the scope definition, system availability is identified as a critical element. What exactly is an acceptable level of system availability?

Stakeholder: Oh, the system must be available all the time. (This is possible; however, the BA should make the stakeholders aware of the cost for 100% availability.)

BA: Of course, 100% availability is possible: however, it is usually reserved for systems where life or limb is at stake. What about critical failures, scheduled downtimes, and that sort of thing for this system?

Stakeholder: Oh, isn’t there some standard for such occurrences? Let the development team figure out what is acceptable (With research in hand for like-systems availability …)

BA: Well, looking at other system availability levels here at ABC Corp., these levels of availability are supported currently. Let’s talk about the processes that occur and peak times to guide your decision on this important aspect. After all, if the system is not available when you really need it, how valuable is this new solution?

In most cases, the BA is working with individuals or small groups to elicit this tactical level of information. As you plan for your questions through an elicitation technique (see the Techniques section later in this chapter), consider the analogy of a funnel. We use funnels to help us ensure that the contents of one vessel are moved to the next without losing any of the valuable (or messy) contents. Plan for your questions to be presented in such a way as to capture all of that splash. This requires the use of open-ended and close-ended questions with teaser questions for clarification. Figure 6.2 depicts that funnel with some sample questions centered around why, who, what, where, when, and how. You may find that some of the same types of questions are asked in Chapter 5 for scope definition; however, consider that your audience is different (moving from management to business workers) and that the BA may be seeking to validate business requirements, stakeholder requirements, assumptions, and constraints that are identified in that scope.
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Figure 6.2 Questions funnel

In the BA plan, the elicitation events have been established. Using this plan as guidance, the BA will prepare for the elicitation. Depending on the elicitation technique employed, the BA’s preparation time will vary, but generally plan on preparing at least 1½ to 2 times the duration of the event. In general, the following are considerations for preparing for elicitation:


	Research elicitation: typically, a solo BA activity

	Determine the scope, depth, and breadth of the research to retain focus

	Locate and gain access to the information

	Determine what is valuable—separate the wheat from the chaff so to speak to focus on what is important




	Collaborative or experiment-based elicitation: engages stakeholders

	Craft the purpose, objectives, and deliverables (POD) statement—

	Purpose—why are we meeting/performing this experiment?

	Objectives—how do we intend on achieving the purpose?

	Deliverable—what do we expect to walk away with at the end of this meeting?




	Determine who has the most relevant and current information for inclusion—the stakeholder analysis was initially created in Step 1 (Understand Your Stakeholders). The BA will revisit the stakeholder analysis to provide insight into their traits and how they like to work. As is to be expected, stakeholder analysis is started from the moment we hear about an idea for change and continues to be refined throughout the solution’s life. Also, it is likely that the stakeholder analysis will require refinement as you engage stakeholders. The BA may need to talk to others who have worked with the individuals previously to understand how to build rapport and how they like to work. If there is no way to glean information about stakeholders, the BA will prepare some rapport-building, clarifying questions and be ready to quickly adjust communication styles to meet their style.

	Determine how ground rules will be established—any time two or more people come together, ground rules establish the norms of behavior expected to achieve the POD. These ground rules may be subtle or posted with enforcement for compliance. Table 6.2 provides a list of common ground rules. The BA may pre-select ground rules or prepare to build with participants.

	Consider the logistics for the session:

	Location—the BA has many location aspects to consider, including whether to make the session virtual, physical, or a combination of the two with some stakeholders dialing in. The following are some considerations based on the location:

	For a virtual setting, determine if a collaborative tool will be employed in which the BA will need to share a desktop or use a camera. Many people may have used Skype, Net-Meeting, FaceTime, etc.; however, they may not be familiar with how to fully exploit all these tools. This may require that the BA meet individually with those who need to be brought up to speed on the tool. With this tutorial, the elicitation event will be more productive.

	For a physical setting, there are likely challenges concerning finding an appropriate space to meet. Consider the dangers with meeting in the stakeholders’ space since they may be more likely to be interrupted when in their own space. Organizational protocol may dictate that the stakeholder controls where meetings take place.

	The combination approach is likely the most challenging. The BA may project in the room and also provide desktop sharing to remote individuals. If there is any whiteboard or flip chart work, the remote individuals will have trouble participating in real time. Consider the quality of the audio to maximize the communication.




	Visual aides—the BA prepares any visual aides to be used and likely has a tool kit with post-its, markers, painter’s tape, flip charts, etc. Consider scoping out the room prior to arrival to understand the layout and amenities that are available.




	Determine how the session will be captured—besides considering who will do the note taking, the BA has created the POD so there is an idea of what is expected out of the session. The BA could create a boilerplate template to provide what is expected to be captured during the session. There is enough to worry about within the session without having to contemplate exactly how these ideas should be captured. For note taking there are basically three choices:

	The BA takes notes, which makes it harder to listen, capture ideas, and think of the next question or response to ensure understanding.

	The BA employs a scribe which could present issues if the scribe is unfamiliar with the domain.

	The BA records the session upon consent. If there are many people in the session, there is a challenge to distinguish between the speakers when transcribing the results.




	Create questions—consider what information is needed and why it is needed. Often, the BA is challenged by stakeholders as to why they are being asked certain questions. The BA should ensure that questions asked of stakeholders could not be researched and that the BA is validating the research. Consider the ordering of how the questions will be approached. Is it by logical sequencing, priority, stakeholder availability, timing, etc.?

	Create and distribute agenda with POD—the agenda will timebox the session and provide stakeholders with expectations of why the session is occurring and how the session will flow. This distribution should include any rights granted for delegation.






Table 6.2 Common ground rules




	Ground Rule

	Presentation

	Why?




	Be on time (arrival, breaks, lunch, dismissal)

	Limited time to accomplish our goals, hence no time to waste.

	Makes the most of everyone’s time.




	Unplug from devices

	Turn off or silence phones/laptops/tablets. Time will be built in to catch up.

	Keeps all focused and present.




	Listen

	There are lots of distractions including those going on inside our heads. Ensure you are listening for understanding first.

	Helps ensure all points of view are understood by all participants.




	No interrupting

	Avoid talking over others.

	Allows the speaker to finish their thoughts.




	No side conversations

	Minimize side conversations as all will likely gain insights.

	Ensures all views are heard by all.




	Leave your title at the door

	Everyone was invited for a reason and all input is considered equal during this meeting. Everyone is expected to contribute.

	Prevents powerful individuals from squelching others’ ideas or causing participants to disengage. This may require the BA meet prior with management to ensure they give others the first chance to comment.




	No beating a dead horse

	Scribes will capture and distribute notes and action items from this meeting. Not all issues will be resolved during the session. Once captured we will move on.

	Keeps the session focused and moving forward.




	Attack ideas, not people

	This is not personal, rather we want to ensure we are vetting ideas.

	Prevents hurt feelings which will squelch ideas or cause participants to disengage.




	Respect all views

	It’s okay to disagree, in fact we want to uncover conflicts; but respect other’s viewpoints

	Prevents dominators or powerful individuals from squelching others’ ideas or causing participants to disengage.




	Don’t pave the cow path (think outside of the box)

	Sometimes it is hard to consider new ways of doing things, however, consider how things could possibly be different.

	Promotes creative thinking.




	Consensus means “I can live with it and support it”

	You may not love everything about the solution, but if you can live with the group decision, let it go. Those things you absolutely cannot agree with, please speak up; “pick your battles.”

	Promotes negotiation on key issues and prevents revisiting decisions later.




	Be forthcoming and honest

	This is a safe zone to understand the needs.

	Prevents revisiting decisions made later.




	Absence or silence equals acceptance

	Speak up if you have an issue with the decision being made.

	Prevents revisiting decisions made later.




	Present questions

	Please ask for clarification and any potential oversights.

	Prevents revisiting decisions made later.




	Stay on topic

	Background information is nice but please keep on the subject at hand. Any discussion that is off topic will be limited to a specific set time.

	Keeps the session focused and moving forward.




	The group is responsible for the outcome

	All of us, including myself, are responsible for the outcome of this meeting.

	Promotes ownership of the results for all participants.




	Additional ground rules for virtual sessions


	Participate in a quiet environment to lessen background noise

	Mute yourself when not speaking

	Speak into the audio receiver to ensure you are heard

	Identify yourself each time you speak

	Speak clearly and slowly, particularly if you have a strong accent (of any kind)

	Avoid slang if English is not the first language of some participants

	Minimize noise distractions near the audio receiver (for example, tapping a pencil)

	Remain present (mind and body), resisting the temptation to multi-task








With the BA fully prepared, consider how to conduct the elicitation session. For research elicitation, the BA will remain focused on the goal of the research and document any questions to be resolved. For the collaborative or experiment-based elicitation, the BA will be engaging stakeholders. Anyone who has ever led a meeting will likely admit that there is a raised level of anxiety regarding how they will be perceived, whether or not the session will be a success, and a host of other complications. With that in mind, the BA’s energy level is heightened. As the stakeholders join the session, they probably have many competing thoughts swimming in their minds. They will need some time to settle in before they can focus on this session. People relate better to those who mirror their behavior; hence, the BA should adjust their energy level to be just a tad above the stakeholders’ energy level. Some additional considerations for conducting the session include:


	Communicate the POD, establish ground rules, and review the agenda.

	Perform introductions and encourage stakeholders to verbalize their role and responsibilities to the initiative as well as what they expect to contribute to the session.

	The BA will keep control of the session by employing meeting management tools and strategies, such as:

	Enforcing ground rules.

	Moving physically close to side conversations or distracted individuals to quiet them or focus their attention.

	Polling other participants for input.

	Moving issues/topics to a parking lot (visible list of items to be vetted at another time). The BA will encounter less resistance to moving off-topic items to the parking lot if displayed for all to see with columns for topic, date due for revisiting or resolution, and owner (see Figure 6.3 for a simple hand-sketched version). If a stakeholder insists on discussing the item, the BA may set a time limit for discussion and if there is no resolution, then he/she must move on with the parking lot helping keep track of the item.

	Taking breaks to resolve issues in a smaller group or allow cooler heads to prevail.




	Be aware of nonverbal communication cues that your stakeholder(s) are projecting as well as those you are projecting. Much is said regarding reading others’ body language but consider the non-verbal cues that the BA is exhibiting as well. Table 6.3 provides a list of common body language cues. The other aspect of nonverbal communication is voice inflection. The use of a pleasant or empathizing tone may allow the BA to communicate bad news in a way that the stakeholder will seek to understand.

	When eliciting information, remember that certain positive words and phrases can motivate further discussion while others may offend or curtail discussion. Table 6.4 provides some guidance on impactful words. Be sure to limit the use of the phrases in the avoid column during elicitation sessions.

	Be aware of the information that will be required to develop a complete set of business analysis information. The requirement categorization structure discussed in Chapter 1 will help remind the BA of follow-up questions to ask. Typically, stakeholders will easily express the actors’ required functionality. The BA will ask follow-up questions regarding quality of service, data, and rules that are required to support the functionality.

	Always leave time for a wrap-up at the end to celebrate accomplishments of the session and review next steps. Of course, a thank you is always in order for participation.
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Figure 6.3 Parking lot template

Table 6.3 Common body language cues




	Clue

	Feeling




	Open hands, unbuttoned jacket

	Openness




	Arms crossed, sideways glance, touching or rubbing nose, buttoning jacket

	Suspicion




	Hands in pockets, chewing pen/pencil, biting fingernails

	Insecurity




	Back stiffened, hand behind back, hands in pockets with thumbs out

	Confidence




	Arms crossed on chest, crossed legs, fist-like gestures, pointing index finger

	Defensiveness




	Hand to face gestures, head tilted, stroking chin, peering over glasses, taking off glasses, cleaning glasses

	Evaluating




	Upper body in sprinter’s position, open hands, sitting on edge of chair, unbuttoning jacket, tilted head

	Cooperation




	Short breaths, “tsk” sound, tightly clenched fists, running hand through hair, rubbing back of neck

	Frustration




	Clearing throat, “whew” sound, whistling, fidgeting, hand covering mouth while speaking, jiggling money in pockets, no eye contact

	Nervousness






Table 6.4 Impactful words and phrases for eliciting information
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Collaboration

The BA is always looking for collaboration points that will encourage stakeholders to work toward a common goal. In a world of increasing connectivity and a need for projects to move quicker, eliciting and collaborating in team environments is many times more efficient. In this team environment, information flows among the participants rather than a facilitator having to deal with each stakeholder one at a time. The facilitator in a team environment is leading the conversation to ensure a common understanding. It is not always easy to actually get the participants to listen to one another. Often, they may be saying the same things in different ways and the facilitator must ensure that they recognize the agreement. To create a collaborative environment, the following principles have been adopted by collaborative organizations and will be helpful for solution collaboration:


	The individual’s benefit for being engaged in solution collaboration is just as important as the organization’s goals (perhaps more important).

	Strategy before technology (understand the why before the how).

	Listen to the voice of the customer (or user).

	Learn to get out of the way; too much policing stifles collaboration.

	Lead by example; ensure that management understands what a powerful instrument their behavior is within the organization. By management expressing, supporting, and exhibiting collaborative behavior, others will model it within the organization.

	Integrate into the flow of the work.

	Create a supportive environment.

	Measure what matters.

	Adapt and evolve.

	Employee collaboration also helps the customer.



The BA is challenged to ensure that all stakeholders have a common understanding. This may seem simple enough; however, it happens all too often that humans are biased to hear and see what they want—BAs included. In addition, verbal and written language is oftentimes ambiguous and there may be cultural differences in how words are interpreted depending on the individuals involved. Even without cultural differences, a word may have two meanings. For instance, what does bi-monthly mean? The dictionary provides two meanings: (1) Twice a month and (2) Every other month. For solution requirements, preciseness is essential and words like bi-monthly sabotage clear, concise requirements.

Analysis

The analysis of business analysis information requires that the BA take confirmed elicitation results (validated against what was intended) and transform these elicitation results into requirements and design definition for the change initiative. This transformation is iterative since the BA incorporates all elicitation results into a cohesive package for solution requirements and design definition. The BA will likely encounter gaps and conflicts through this analysis.

These gaps and conflicts may be resolved through corroboration. For example, in an elicitation session, the business stakeholder may require what seems to the BA to be an unrealistic request for a level of quality that the system must support. The BA should substantiate this request by researching the level of quality supported by the current system. Here are a few examples:


	Expert engagement: the speed of a conveyor belt in a plastic injection molding manufacturing environment could be increased three times the existing speed. The stakeholders expect productivity gains of at least twice the volume. This was used to develop the justification for the change initiative that will provide for the additional speed. The BA spoke with the engineers to corroborate this volume increase goal. The engineer explained that the cooling time required for 75% of the inventory would prohibit increasing the speed, but for the remaining 25% of the inventory, productivity gains did exist. This corroboration involved engaging SMEs.

	Data mining: the stakeholder has indicated that the system supports about 14,000 concurrent business workers for the accounts receivable financial suite. The BA is aware that the organization employs about 30,000 business workers and finds it questionable that almost half of the business workers will access this functionality at any one time. The BA should research the max concurrent users for the current accounts receivable functionality to corroborate this information.

	Observation: the management-level stakeholders have participated in a workshop in which the business process was documented for defining the as-is process for receiving inventory items. To corroborate this process, the BA would schedule observations of the process. Any discrepancy would be analyzed to determine resolution.



During the analysis of elicitation results, the BA is producing work products, some of which just help make sense out of the elicitation results and may or may not become part of the business analysis deliverable. Documentation, timing, and formality of solution requirements will vary based on project type, stakeholder preferences, and business analysis approach. The BA work plan, discussed in Step 3 (Plan the Business Analysis Work), provides guidance for the expected analysis activities and techniques.

With the scope definition clearly defined in Step 4 (Set Initiative Scope), the stakeholder requirements will provide direction for further decomposition. For instance, if there was a functional decomposition of some sort performed for scope definition, this provides the BA (or BA team) with chunks of functionality. These chunks may be in the form of use cases, scenarios, features, epic stories, processes, or subprocesses. From here, the BA decomposes each chunk into individual steps (or functional requirements). With each step, the BA will analyze for:


	Data being managed in the step

	Rules that must be performed before proceeding to the next step

	Quality of service needed for this step



With the step-by-step analysis complete, the BA will review the process to determine any additional quality-of-service requirements applicable to the process as a whole, one possible path through the process, or a group of steps. An example of a quality-of-service requirement applicable to a group of steps for obtaining a quote for a loan is:

The system shall provide loan pricing information within 10 seconds of loan quote submission. This requirement may be presented in this textual fashion or could be captured in a workflow model with a timer as indicated in Figure 6.4. There may be multiple steps in which the system under design must access multiple systems for borrower credit worthiness, collateral value, and loan rates; then run defined rules (these too are in the solution requirements), and present the loan pricing information. The loan pricing information is comprised of data requirements that would define this alias (grouping of data elements) known as a composite data element.

Unlike the scope definition that was intentionally kept at the high and mid levels, the solution requirements must be fit for the purpose of stakeholders—namely:


	Domain stakeholder SMEs to validate that every requirement is correct

	Solution providers to verify that requirements are fit for their purpose to direct solution creation

	Testers to verify that requirements are fit for their purpose to fully test the solution



In order to ensure this level of quality, the BA should have a quality checklist. Table 6.5 depicts suggested characteristics of effective requirements.
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Figure 6.4 Workflow depiction

Table 6.5 Characteristics of effective requirements




	Characteristic

	Indication of High Quality




	Atomic

	Can be understood independently of other requirements or designs.




	Complete

	Documented at the appropriate level and provides enough information to guide downstream work. The level of completeness required differs based on business analysis perspective, methodology, business analysis approach, and the point in the life cycle where the requirement is being examined or represented.




	Consistent

	Does not contradict or duplicate other requirements. The same term is used for the same item in all requirements.




	Concise/Understandable

	Stated simply and clearly in common terminology of the audience. Easy to read and understand stating only one requirement.




	Feasible

	Can be achieved by one or more developed system concepts at a reasonable cost, delivery time, and agreed upon risk; or within reason to investigate further through experiments or prototypes.




	Unambiguous

	Has only one interpretation. Language used in the statement does not leave any doubt in the reader’s mind as to the intended descriptive or numeric value.




	Testable

	Acceptable levels of verifying and validating solution fulfillment dependent on the level of abstraction of the requirement or design.




	Prioritized

	Ranked, grouped, or negotiated in terms of importance and value compared with all other requirements or design.




	Correct

	Accurately represents the functionality to be built as defined by the stakeholder or another requirement source. A best practice is to ensure requirements are corroborated by a second source.




	Traceable

	The requirement can be uniquely identified and can be referenced throughout the change initiative’s life cycle and requirements hierarchy.




	Verifiable

	Verifiable by one of four methods: inspection, analysis, demonstration, or test.




	Necessary

	An essential capability, physical characteristic, or quality factor of the product or process. If removed or deleted, a deficiency will exist which cannot be fulfilled by other capabilities of the product or process.




	Abstract

	States what is required, not how the requirement should be met. Requirement statement does not reflect a design or implementation approach.






Consensus

During this cycle of elicitation, collaboration, and analyzing the business analysis information and developing work products, there comes a time when the deliverable is stabilized for the next phase in the systems development life cycle. At this time, stakeholder consensus is sought. Further information to achieve consensus through verification and validation is described in Step 6 (Manage Scope). Again, the formality level of this deliverable’s approval varies with the business analysis approach, but guidance is provided by:


	The business analysis management plan: for the requirements approval process

	The stakeholder analysis: for who will be responsible for approving requirements, consulted on requirements, and informed of requirements



DECOMPOSE SOLUTION REQUIREMENTS INTO EFFECTIVE DESIGN DEFINITION

The development of design will be an iterative elaboration as more functions and data are discovered at this level. This design development will employ the elicitation, collaboration, analysis, and consensus cycle defined in the previous section for solution requirements.

The design definition remains technology agnostic; however, it conceptually defines the following:


	External interface:

	This involves a system-to-system exchange of information or pass work packages. The BA is required to consider the interface of information between systems. As legacy systems are being replaced, the BA may communicate the interaction between these parallel solutions to keep both in sync until the legacy system’s retirement. However, this exchange of information is exploding as we consider the number of devices that are interconnected and the BA is challenged to think more broadly than just internal systems within the organization. For example, the wealth of data generated by industries (i.e., big data) will allow practitioners in advertising and media to gain an elaborate information layer on the present targeting mechanisms used by the industry. Gartner (a leading research firm) predicts: “It is likely that within the next few years, some level of built-in intelligence and connectivity will be regarded as standard and this will rapidly filter down to mainstream products and services.” But so many data streams must be carefully managed and protected to be useful. Steve Prentice, vice president and Gartner Fellow, warns: “Organizations must straddle the tension of all the information available from smart things by balancing their desire to collect and analyze it with the risk of its loss or misuse.” The number of connected devices is expected to grow from 15 billion in 2015 to 50 billion in 2020. Consider defining the design for harnessing the power of information to be utilized by the business. This harnessing of information makes the BA a powerful force for the success of the business who will ask, “So we are able to get information, what do we want to do with it?”

	The graphical user interface, thus allowing human interaction, requires a decomposition from high-level flows to concept model, to overall site map or story board, to finally, at this level, (solution requirement and design definition) depictions of screens (a.k.a. wireframes, mock-ups, screen design). Personas plus journey maps make a great recipe to begin cycling through detailed requirements that will help determine the design. As screens become even smaller and the advent of smart objects—also known as the Internet of Things—brings the experience from inside the glass into the real world around us, the nature of user experience design is becoming less predominantly embodied in screen design and more about the engagement of human beings in the content with or without traditional screens. The digital technology experience is becoming superimposed on our total environment. It’s much like how electricity-empowered devices were once seen as isolated objects a hundred years ago and now electricity is blended into the fabric of everything. This raises the bar substantially on expectations for every form of user experience—consumer and professional.

	System direction of hardware, for instance when the system (human or non-human component) must start a print job on a printer (hardware device).




	Process improvement design: may provide job aids or process models that design the tasks performed and the expected efficiency gains. Depending upon the risks involved, multiple solution approaches may be simulated to determine the best design. Design direction can be defined and then engage continual improvement, which is a cornerstone of lean-type methodologies. For example, the design definition may provide expected timing to achieve each portion of the process for which the business worker will be measured. Tweaking of the design to achieve the target goal will occur.

	Organizational structure design: defines organizational structure in the form of an organizational chart and rollout of the change. This may include suggestions of appropriate skill sets required for the new structure.



DONENESS: HOW DO I KNOW WHEN I’M DONE?

A perpetual question for a BA is, “How will I know when I have asked enough questions and documented enough business analysis information?” By now, if scrutinizing this book cover to cover, the iterative nature of business analysis has been well documented. How does one know when to safely get off of the merry-go-round, especially when there could be barriers to prevent an early exit?

Rigid waterfall systems development life cycles and methodologies along with a project management life cycle are intended to force defined phase gates before the next phase gate is entered. On these types of change initiatives, the BA may have a template such as a business requirements document, systems requirements specification, statement of work, etc., to complete. This provides the BA with a sense of security that if each section is completed, the business analysis information is complete. In agile-influenced change initiatives, the BA is challenged to have conversations but document just enough. In the words of Albert Einstein, “Everything should be made as simple as possible, but not simpler.” The following list contains some guidelines for completeness—no matter if the business analysis approach is predictive, adaptive, or some hybrid of the two.


	Business analysis information classification scheme: the requirement levels, requirement types, and design definition were discussed in Chapter 1. Utilizing a classification scheme will help the BA ask questions needed to define all aspects of the solution. For instance, the business stakeholders will be easily engaged regarding the functionality allowed for the user and expectation of what the system will do, however, quality aspects the system must possess are easily overlooked by novice BAs. Having a classification scheme for business analysis information is like having a checklist to guide the elicitation session. When the BA has considered all the business analysis information categories, this is an indicator that a thorough analysis of solution requirements and design definition is complete. When changes occur, the source of the change is based on something new rather than overlooked business analysis information.

	Do people/processes CRUD data?: another indicator is to ensure that we have accounted for the management of data in regard to who can manage the data and what processes are responsible for managing the data. Management of the data is sometimes referred to as CRUD (create, read/review, update, and delete). The BA may develop a CRUD matrix in an elicitation session or use one to analyze elicitation results. A CRUD matrix is a two-dimensional table showing which user roles have permission to CRUD specific data records. The same type of matrix can be used to show which processes, instead of users, have CRUD rights. The BA uses the scope definition to further decompose this CRUD discussion. For example, with a use case diagram or inventory of epic stories, the processes and users will be defined; couple that with a logical data model and the BA can build the CRUD matrix. A process CRUD matrix will have processes as rows and data entities as columns. A user role CRUD matrix will have user roles as rows and data entities as columns. Figure 6.5 illustrates the CRUD matrices.

	Assumptions vetted?: assumptions may be well documented in the scope definition, buried in meeting minutes, or stuck in stakeholders’ minds. As solution requirements and design definitions are elicited and vetted, the BA should investigate all assumptions to ensure completeness.

	During scope analysis, it is no small task to keep stakeholders at the business and stakeholder requirement levels. Developing assumptions is one method to allow the BA to keep the focus on the big picture without getting into too much detail. But, as the BA reaches Step 5 (Develop Solution Requirements and Design Definition), assumptions that were made previously require validation.

	The decision package presented to decision makers was likely based on some assumptions. This is another opportunity to ensure doneness. The BA reviews the previously made assumptions and validates whether the assumptions are, in fact, true.






If any assumptions are found to be untrue and have a significant impact on the initiative’s success, the value of the initiative must be revisited by the decision-making authority(ies) to determine if the initiative should continue:


	Realization of stakeholder success criteria: there are many opportunities and sources for stakeholder success criteria to be documented. The BA may utilize any of the following:

	Decision package to fund the initiative

	Initiative’s business case

	Scope definition documentation






With this information in hand, the BA will review the business analysis information to ensure the solution has been defined such that the success path is defined and there is clear definition of the data that will be needed to measure success upon targeted timelines.
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Figure 6.5 User role/data CRUD matrix depiction

TECHNIQUES

Table 6.6 depicts suggested techniques that the BA may find useful when analyzing solution requirements and design definition. This table is compiled based on input from the PMI Guide to Business Analysis, PMI’s practice guides, and the IIBA’s BABOK® Guide and is a filtered list from Table 1.14. Of course, there are techniques that could be used when performing multiple activities; hence the techniques most often used by the solution requirements and design definition analysis tasks are elaborated in this section.

Table 6.6 Step 5: Develop solution requirements and design definition technique cross-reference
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Acceptance and Evaluation Criteria

The technique of acceptance and evaluation criteria allows for assessment of requirements, design, and solution. Although you are likely to establish these criteria for all levels of business analysis information, it is particularly critical for solution requirements and design definition. Now for a look at the difference between these two criteria:


	Acceptance criteria: represents the minimum set of requirements that must be met for implementing a solution. This is essentially a pass/fail test of a single solution.

	Evaluation criteria: defines measurements for ranking solutions. Evaluation criteria will assist in evaluating multiple solutions.



Note that the two criterions could be the same, however, the application varies based on analysis of multiple possible solution options (evaluation criteria) or a single option (acceptance criteria). Agile projects typically require the elaboration of acceptance criteria to determine if sprint results pass or fail acceptance.

Business Rules Analysis

The BA can expect that any change initiative will be subject to organizational policies and an external regulatory environment in which business rules must be defined. It is likely that the BA will elicit a general understanding when documenting scope and further clarify as solution requirements are elaborated. For instance, when defining scope for an ATM solution, the BA will document that withdrawal limits will be applied in the context of getting cash from an ATM. These withdrawal limits are business rules that will be further analyzed in developing the solution requirements. In the context of a functional requirement ATM validates withdrawal request, the BA will create individual business rules to associate with this step. This may be single textual statements linked to this functional requirement or may even be captured in a tabular format in which each row is treated as a separate business rule. Table 6.7 represents a depiction of business rules for ATM withdrawal limits. The business rules must be managed carefully since they are likely to undergo change throughout the life of the product. If a separate business rules repository is maintained with traceability to the functional context(s), when change occurs, the impact is easily analyzed and requires a single point of change propagated to all traced functional requirements as warranted.

Table 6.7 Business rules table depiction
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The business rules typically fall into two categories which could be further categorized as depicted below:


	Definitional rules: this type of rule is based on facts. These rules describe how the information of the system is derived, inferred, calculated, and defined. These rules may be further categorized as:

	Data definition rules—typically supplement the understanding of the data. The data definition will provide glossary definition of the data element as well as the attributes that describe the data. These data attributes have rules to define their valid values, allowable field formats, screen definitions, search criterion, and many other aspects. These types of rules may be depicted through a data model and/or data dictionary.

	Calculation rules—define how to apply formulas such as calculating the sales tax levied on a purchase to determine the total purchase price, or how to calculate the loan-to-value ratio of a car loan. In both examples, there are primitive data elements that are used to create a composite data element.

	System inference—describes how data is inferred based on events detected by the system. For example, if the payment is received on or before the due date, the system shall set the invoice status to paid in full or else set the invoice status to delinquent. Note that the life of an invoice may be modeled through a state diagram. With a state diagram, this rule could be captured through the allowable transitions between the invoice object’s states.




	Behavioral rules: govern day-to-day business activities. These rules place obligations or prohibitions on an actor’s behavior for conducting tasks, actions taken, practices utilized, or procedures followed. The BA may choose to incorporate the use of process modeling to depict these behavioral rules. Unlike definitional rules, these rules can be violated, and treatment may vary as defined below.

	Strict enforcement—defines rules in which the actor’s behavior is prevented. If debit card personal identification number (PIN) is valid, then provide user rights or else deny purchase after maximum attempts. By the way, maximum attempts is a definitional business rule.

	Allowable override by authorized actor—defines rules for actors who are allowed to override an error received preventing further action. For example, a roadblock may be temporarily removed for the presidential motorcade. It is likely a police officer is the authorized actor to remove the roadblock.

	Guideline—defines rules that enable the actor to navigate the system. A travel site may have a guideline rule to warn the traveler that they are attempting to book a travel segment with dates that overlap another trip. The system allows this action; however, it warns the traveler of the overlap.






The network of business rules will very quickly become highly complex and interrelated. Consider a mortgage loan system where the interest rate that was quoted to a borrower requires an intricate navigation through a set of business rules to reach a quoted interest rate. Some of the dependencies likely consist of the borrower’s credit score, property type (mobile home, condominium, single structure), earthquake zone, borrower’s income, flood zone, etc. The BA must elicit and elaborate the order in which these separate rules should be applied. Utilizing a decision tree or decision table may be a helpful communication tool in this case (see Chapter 3).

Business rules are managed and maintained independent of technology; in fact, these rules would exist whether an automated solution is in place or not. The business rules catalog may be maintained independently of any one initiative and can be made available to be referenced across many initiatives. Existing rules can then be analyzed frequently for relevance and alignment to business goals and objectives.

Data Mining

Information is powerful; however, harnessing the power of the information requires analysis. Data mining is the analytical process of examining massive amounts of data and slicing and dicing the data to discover important patterns, trends, and relationships. This analysis typically involves mathematical models, and the distilled information is then used to help with making more informed decisions or monitoring the system. This technique is particularly appropriate for the business intelligence perspective of business analysis. Data mining is a generic term to address the following three sub-techniques serving different purposes:


	Descriptive: to define patterns in the data such as determining the most popular products.

	Diagnostic: to define segmentation and characteristics of the segments. This will help understand why these segments exist.

	Predictive: to detect probability of outcomes. Neural networks certainly learn through this predictive technique. This sub-technique is key to understanding the likelihood of risks occurring such as the number of existing long-term care insurance policies with exposure to exceeding their revenue received.



Data Modeling

Much of the business analysis information that is used to define the solution must be centered around the data. The data model provides a visualization of the static information that is relevant to the solution. It can be one of the best tools for elicitation and elaboration of data requirements that the business has trouble articulating, which requires extensive textual landscape. This model concisely provides a great deal of data information and business rules around data relationships. Many BAs have only been exposed to the physical data model that is defined by the implementation SMEs (particularly data modeler and database administrators). However, there are three generally recognized data models that provide different views:


	Conceptual data model: is used to convey how the business perceives their information. At this level, using an entity relationship diagram, class model, or object model provides the same sort of outcome—namely, a consistent vocabulary for the big business objects (also known as things, concepts, objects, entities, or classes), attributes that describe the big business objects, and relationships allowed (business rules) between the big business objects. All this technology is independent and relevant only to how the business defines their information.

	Logical data model: abstracts the conceptual data model to apply rules of normalization and formally manage the integrity of the information and relationships. This model is associated with the design of a technical solution. This is typically the work of a database administrator with the BA reviewing the model to ensure the logical data model meets the requirements of the conceptual data model.

	Physical data model: describes how the physical tables in the database are defined. The data modelers, with oversight from the database administrators, will ensure the database is properly defined to support the performance, concurrency, and security required of the system.



The BA is responsible for defining the data requirements and the conceptual data model provides an excellent tool for this elicitation and elaboration. The data model typically takes the form of a diagram and is supported with textual descriptions. These textual descriptions are likely captured using the data dictionary technique that was discussed previously in this section. The components of the (conceptual) data model are:


	Big business object: is depicted as a three-partition box on the diagram. The name of the business object is depicted in the first partition of the box. The business object is typically a person, place, thing, or business transaction. The diagram will depict all the business objects that are relevant to the solution being modeled.

	Attributes: are depicted in the second partition of the box for the class diagram. For the entity relationship diagram (ERD), the attribute that uniquely identifies the business object is in the second partition of the box and the rest of the attributes are depicted in the third box.

	Relationship: or association between the big business objects is depicted with a line. On the line, the allowed number of relationships are captured for both ends of the line’s associations. The ERD’s and class diagram’s notations vary.



Data may be modeled in an ERD or a class diagram. These two diagrams have slight differences in their notation from the BA’s perspective. Figure 6.6 depicts the differences.

Data Dictionary

A data dictionary is a tabular representation of more information regarding the properties of the big business objects and their attributes. With the data model in place, this structure will allow consistent documentation and enforce further rigor to define complex and many times overlooked business rules for data management. Some common properties that will be captured in the data dictionary may include, but are not limited to: name, description, size, field type, validation rules, valid values, optionality, and aliases. There are two types of data documented in the data dictionary:


	Primitive data elements: are those data elements that cannot be broken down into a simpler form and must also be defined in the data dictionary. A primitive data element might be defined by customer last name, customer age, or a customer phone number.

	Composite data elements: are assembled from primitive data elements. Composite data elements allow for the management of multiple pieces of related data as a single composite data element. This can be done in three ways:

	Sequencing primitive data elements—specifies that they must always occur in the same order.

	Repeating primitive data elements—has them occurring more than one time in the composite element.

	Optional elements—are primitive data elements that may or may not occur as part of a composite data element.
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Figure 6.6 Data model differences

A sequenced composite data element of customer name may consist of multiple primitive data elements such as customer first name followed by customer last name.

Many of the data modeling tools will provide the capability to create a data model and data dictionary to fill in additional details. Table 6.8 provides an example of the expansion from the data model example to the data dictionary. In reviewing this example, the BA can quickly identify questions that need to be raised when the table is not complete.

Remember that in building the data dictionary, the BA is not defining physical tables but rather is providing data requirements that are important to the business. If the business is not concerned with the format for a system-generated unique identifier, do not overly constrain the design by filling in the cell on the table. It is appropriate to indicate that from the business perspective, the solution team may decide that aspect.

Data Flow Diagrams

The data flow diagram depicts entities (actors—human or non-human) that provide input to the process(es) or receive output from the process(es) and the transformation of data through the process(es). In Step 4 (Set Initiative Scope), the context diagram was presented as a high-level data flow diagram. In this chapter, as the solution requirements and design definition are being elaborated, the BA may use this technique to crack open the system under design (SUD) of the context diagram and define the processes inside that circle.

Figure 6.7 depicts an example of decomposition of the context diagram from Figure 5.15 into a data flow diagram. The Yourdon notations used in this diagram are:


	Circle: represents a process

	Square: represents an entity that could be a person, organization, department, automated system, or any device capable of producing or receiving data

	Open-ended rectangle: represents a data warehouse (special kind of entity) where data could be read or stored for future use

	Directional flow: represents data moving between the process (circle) and the entity (square or open-ended rectangle)



The roots of this diagram come from the structured development world of mainframe computers in which data was dumb and fed into a process where the magic happens. The BA will be more inclined when working in an object-oriented environment to utilize the sequence diagram explained next.

Table 6.8 Data dictionary depiction
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Figure 6.7 Data flow diagram depiction

Sequence Diagrams

The sequence diagram depicts the messaging between objects (data elements) for each usage scenario completion—whether that be a success or failure. Each object has responsibilities to receive and/or send these messages, which are referred to as operations of the class on the class model (unified modeling language (UML) data model) and appear in the third partition class icon. So, it only makes sense for the BA to model a usage scenario with a sequence diagram if the solution is supported by an object-oriented environment.

This diagram is supported by the following UML notation:


	Horizontal rectangle: represents an object that could be a person, organization, department, automated system, or any device capable of messaging data. An object is one instance of a class. For example, if the class is borrower, then the object is Mary Jones with all of her specific attributes. Participating objects to the usage scenario are arranged horizontally across the top of the diagram.

	Vertical dotted line: represents the life span of the object and is referred to as the lifeline. A lifeline is drawn below each object.

	Vertical rectangle: represents the period in which an operation is executed and is referred to as the activation box. An X at the bottom of the activation box may represent a termination of the lifeline.

	Directional flow: represents an interaction between two objects and is referred to as a message. A message delivered to an object could create an activation box if not already activated. Sometimes it is helpful to be able to model details regarding processing rules. The directional flow can be further elaborated to indicate:

	Synchronous message—indicates that the sender must wait for a response before acting further. This is represented by a filled-in triangle for the arrowhead.

	Asynchronous message—indicates that the sender may continue processing after sending the message. This is represented by an open arrowhead.

	Return message—is represented by a dotted line with an open arrowhead (if modeled).






Figure 6.8 depicts a simplistic conceptual data flow diagram of the crew scheduling scenario.
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Figure 6.8 Sequence diagram depiction

A defined data model is required before modeling either the sequence diagram (class model required) or data flow diagram (entity relationship diagram required) to be elaborated. The BA can expect to encounter those two diagrams (sequence and data flow) most often in the technical design and is required to validate the representation of the requirements; however, there may be opportunities to utilize them at the conceptual level.

State Modeling (State Table/State Diagram)

As the BA analyzes data, a couple of these big business objects experience enough change through their lives that stakeholders may become very nervous that proper controls are overlooked in the requirements. An example is appropriate here. Let’s say that a loan is to be funded only after it has been validated for purchase, certified that the physical note matches the electronic data, and so on. There could be catastrophic consequences if a loan is funded without passing through these validation points—or let’s call them states in the life of the object. By modeling these states in a diagram or a table, the BA will ensure elicitation and collaboration of an object’s states along with the allowable transitions between the states. If the state diagram is widely communicated with all stakeholders, textual requirements become more concise with the use of state names. Specifically, a state model depicts:


	The set of possible states for an object

	The allowable sequence of states

	How an object transitions from one state to another (defined by events and conditions)

	The actions that can or must be performed by the object as it moves through its life cycle



In building a state model, consider the important events in the life of the object. State modeling may be accomplished using either of the following:


	The state diagram is typically reflected using UML notation and at first glance resembles the activity diagram. However, this is focused on the flow of the life of an object that crosses many process paths that are represented in the activity diagrams that make up the system. State diagrams allow stakeholders to visualize the flow for validation. Figure 6.9 represents an example of a state diagram. The UML notation includes the following for the state diagram:

	Filled-in circle—to represent the start or initial state.

	Bounded filled-in circle—to represent the end or final state.

	Rounded rectangle—to represent each state. The rectangle may be divided to denote the name of the state centered at the top of the rectangle and below that, separated by a line, the actions that occur in the state (for example: do/clear loan purchase edits).

	Directional flow (or arrow)—to represent the event that transitions from one state to another. The event is written on the arrow surrounded in brackets (for example: [pass loan purchase edits]). The transition is also called a guard condition.




	The state table is a two-dimensional matrix reflecting the states on one dimension and transitions on the other dimension. Depicting states in this format ensures that all transitions are covered. Table 6.9 depicts an example of a state table using the flight object example from the previous state diagram. Note the questions in the “Hmm?” section of the table that arise as the analyst examines each cell of the table. Stakeholders may prefer to participate in developing an event/response table prior to the state table if the actions involved in each state are difficult to facilitate. The events can then be grouped to identify the important states in the life of the object.
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Figure 6.9 State diagram depiction

Not every big business object will require elaborating a state model due to a lack of changes in the object’s life; however, one or two objects are likely crucial for collaborating stakeholder understanding. Consider using this technique to define business rules more succinctly relating to moving an object from one state to another state.

Table 6.9 State table depiction
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Interface Analysis

The interface analysis technique defines the connections between system components. Common components that interface with a system are actors (human and non-human) and hardware (such as a printer). There are likely work products and data exchanged between components. Interface components are modeled through the following:


	Context diagram: which was elaborated on in Chapter 5.

	Data flow diagram: which was elaborated on previously in this chapter.

	Report table: describing the detailed requirements of a single report. This table will include information such as the name of the report, field-level information, information to appear on the report, and calculations required for the report. Optionally the table will include guidance for decisions expected based on the report. The report table will likely reference a mock-up of a single report with data examples and display information developed by using the prototyping technique elaborated on in this chapter.

	System interface table: presents the communication between source and target components to include specific data, data volume, data frequency, security constraints, and error handling. This is sometimes known as an interface control document.

	User interface flow: depicts the communication flow between the human actor(s) and the system to accomplish the actor’s goal. This can be decomposed into individual wireframes. See the subsection Prototyping later on in this chapter for more information.

	Wireframe/display-action-response: defines actor actions and system responses expected. See the subsection Prototyping later on in this chapter for more information.

	N2 diagram: represents the triggers and outcome of interface components in a tabular format. Through this visualization, the critical path can be discerned.



The interface analysis technique provides value by early identification of interfaces, which helps understand the breadth of the initiative and clarifies boundaries.

Lightweight Documentation

This technique ensures that consideration is given for all documentation produced. When working on an adaptive approach for business analysis information, gone are the boilerplate templates and the BA is expected to determine what makes sense to create for documentation. This technique highlights one of the principles in the Agile Manifesto which says, “We value working software over extensive documentation.” This principle has been misinterpreted as no documentation on agile projects; but rather the BA should consider the following when documenting agile initiatives:


	Explicit value for documentation

	Organizational context may require documentation based on regulations and/or a heavily legislated environment

	Long-term record of functions and decision for the initiative required



This documentation may be produced after the solution is developed rather than before. Using this technique, the BA is developing just enough documentation, just in time.

Nonfunctional Requirements Analysis

Nonfunctional requirements describe the conditions that the system must maintain together with the system qualities. These requirements were introduced in Chapter 1, along with the details for a common classification scheme. Table 6.10 provides an example of each type.

Nonfunctional requirements analysis begins with stakeholder-level requirements as scope is being elaborated and continues to be fleshed out through solution-level requirement analysis. During scope elaboration, the nonfunctional requirements are likely to be imprecise and a best practice is to mark these in the scope definition as such. Consider using IOK (imprecision is okay) in the scope statement; however, as solution requirements are elaborated, the nonfunctional requirements will be revisited for the details. This differentiation can establish credibility with the BA’s stakeholders, as IOK sets the expectation that the BA did not forget to ask the details but intended to elaborate later in the life cycle. An example follows:


	Scope at stakeholder requirement level: the system must be user-friendly

	Solution level requirement: 95% of novice users (definition linked to define novice user) complete X task(s) within 15 seconds



The value of identifying this as a technique allows the BA to capture and analyze these special types of requirements separately—like business rules analysis and data analysis. These nonfunctional requirements are traced to the functional requirements and may be reused within an initiative or defined for enterprise-wide adherence.

Table 6.10 Nonfunctional requirement SMART examples




	Type

	SMART Example




	Availability

	The “Update Time” process shall be available 99.999% between the hours of 8:00 am to 10:00 pm Monday through Friday based on Eastern Standard Time.




	Compatibility

	Time reporting information is downloadable to enterprise supported MS Office version of Word and Excel formats.




	Functionality

	Spell check functionality is provided for all free text fields.




	Maintainability

	Business rule changes must be implemented within 15 days of change notification.




	Performance efficiency

	System response to actor interaction is within 2 seconds.




	Portability

	The mean time to replace the current data storage with another data storage shall not exceed 2 hours.




	Reliability

	The system defect rate shall be less than 1 failure per 1,000 hours of operation.




	Scalability

	The system shall support a 12% increase in customers per year.




	Security

	The system allows active employees to “Update Time”.




	Usability

	Four out of five employees successfully complete “Update Time” within 5 minutes after a 2-hour introduction to the time reporting system.




	Certification

	The Postcode Address File will be licensed for 1 year starting each April.




	Compliance

	The vendor selection process shall comply with ISO 37001 (anti-bribery management standard).




	Localization

	The system shall support currencies for the United States and Mexico.




	Service level agreement

	The payroll processing agent shall provide payroll file 24 hours prior to payroll processing date.




	Extensibility

	The (time reporting) system shall provide for extension of job types.






Observation

Observation, also known as job shadowing, provides the BA with an elicitation technique that examines work that is being performed by users in their own environment. Domain SMEs try very hard to explain their processes through many forms to include interviews or process modeling. They may honestly believe that they are providing all the information needed. However, assumptions are made by both the domain SMEs and the BA and those assumptions get baked into process analysis, then ultimately into functional requirements. Due to these assumptions, the solution may be flawed in the eyes of the users. Observation is a great way to understand what the end user actually does as they go through their job functions. Some job functions are more conducive for employing this technique than others. For example, observing vehicle door assembly being done by a line worker (manufacturing line function) gleans more insight than observing an economist calculating pricing models (intellectual function). There are four basic approaches to observation sessions:


	Active/noticeable: during the observation session, the BA may interrupt the flow of the work and interject questions to seek clarification and ask opinions. The BA may ask to simulate exception scenarios as well.

	Passive/unnoticeable: during the observation session, the BA does not interrupt the workflow and holds all questions until the work is complete. This will allow for time to be measured.

	Participatory: during this variation of the active/noticeable approach, the BA takes part in doing the work. The BA gets a hands-on feel for what the user is experiencing, which will likely generate additional questions.

	Simulation/contextual inquiry: this approach to observation allows the BA to simulate the work by recreating the work in a controlled environment such as product/system test versions. Using this approach, the BA will follow up with the user to elicit further details.



As with any elicitation technique, the BA will need to prepare for the observation. The preparation elements include:


	Determine the goal of the observation session, which broadly may include any of the following:

	An understanding of the work to include tasks performed, tools used, triggering events, and interactions performed

	Identifying opportunities for improvement

	Establishing performance metrics

	Assessing the current solution

	Validating assumptions or resolving conflicting information from previous elicitation activities




	Estimate the number of observation sessions to conduct since there could be variance among users as to how the work is performed.

	Determine the level of worker to observe. For example, the BA only observes experts as the work is done daily—and workers become experts rather quickly.

	Prepare the questions expected to be answered in the session(s).

	Communicate the observation elicitation with impacted parties (managers and workers) to include:

	Observation schedule

	Purpose of the observation (not to judge but to learn about the process)

	Observation approach

	Expected outcomes

	Rules of engagement, including:

	Worker may terminate the session at their discretion

	Worker thinks out loud, shares any reasoning, discloses process anomalies, or any other concerns.









When conducting the observation, reassure the worker that the focus is on understanding the process and they can do no wrong in the BA’s eyes. Remind the worker that their input is important so any comments they can share regarding the process steps, reasoning, process anomalies, and concerns are helpful. The BA should make sure that questions are delivered in a timely manner during or after the session based on the observation approach.

After the observation elicitation sessions are complete, the BA(s) reviews all the findings to aggregate the results. There will likely be gaps and more questions generated; hence, a follow-up session(s) for resolution may be required. Needs and opportunities are then communicated to stakeholders.

Process Modeling

The process modeling technique allows for a graphical representation of a process. This graphical representation may use standardized notation or any combination of shapes to depict a sequential flow of activities. The process model is typically a BA’s best friend as this is a technique that all stakeholder types are typically familiar with. However, keep in mind that this technique is meant to address process only and then combined with other techniques to round out additional aspects of data, rules, and quality.

The process model is flexible enough to reflect a high level of content from an enterprise wide or program level and then progressively decompose it into lower and lower levels of granularity that could ultimately provide a basis for process simulation. In Step 4 (Set Initiative Scope), if using the process analysis technique, a high-level process model was likely captured and in this chapter, decomposition of the process into multiple low-level process models will enable discovery of more granular alternate paths, exception paths, and outcomes. The process model can be used to model both the as-is or current state process as well as the to-be or future state process at any of the levels described. If using scenario-based requirements elaboration, process models may accompany these textual requirements (typically use case format) or conversations (in the case of user stories).

Process models may consist of the following:


	An activity which is a step in the process typically depicted as a rectangle shape.

	Terminators indicate the beginning and end of the process.

	A decision indicates the point in the process in which a choice or conclusion by an actor diverts the flow based on the outcome of the decision. A decision is typically a diamond shape.

	Parallel activities may be modeled as well to indicate that for specific activities no controlled sequence is required.

	Directional flow indicates the sequence allowed from one activity into a set of parallel activities or decision to the next.

	Swim lanes represent actors who participate in the flow. These lanes may be positioned horizontally or vertically.

	A pool represents organizational units or divisions. If one pool has one or more swim lanes, they are typically represented with a thick line surrounding the swim lanes in the pool.

	Subprocesses may be represented and embedded as well. This is helpful if the process model seems to be getting too complex or unwieldy.



Figure 6.10 depicts the three most commonly used process model notations, which are described here:


	Process flowchart: first defined in the 1920s by the American Society of Mechanical Engineers to focus on finding one best way to do work. These flows continue to be used—predominately with business stakeholders or structured modeling of mainframe applications.

	Activity diagram: adheres to UML and is designed to be compatible with object-oriented software development methods that were introduced in the late 1980s.

	Business process model: adheres to Business Process Model and Notation (BPMN), which seeks to provide a common understanding across all domain stakeholders and is a bridge to solution implementation. BPMN has been maintained and managed by the Object Management Group (OMG) since 2005 with the initial public release in 2004 by the Business Process Management Initiative.



Process modeling is considered by some as an old-fashioned document-heavy approach to business analysis; however, there are many virtues for utilizing these techniques. If you encounter resistance, you may justify its use by describing the following benefits:


	Identifies stakeholder groups that could have been overlooked

	Easy to understand due to the sequential nature elaborated

	Most stakeholders are comfortable engaging in building process models

	Accommodates multiple viewpoints through the decomposition

	Depicts multiple scenarios and parallel branches

	Highlights potential improvements through pain point identification

	Reusable by downstream groups such as training and operating procedures definition

	Clearly identifies handoffs and responsibilities.
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Figure 6.10 Process modeling notation differences

Prototyping (Storyboarding, Wireframes)

Prototyping provides a visualization of the solution. The goal of this user-centric technique is early elicitation, collaboration, and confirmation of:


	Functionality

	Process steps

	Data

	Rules

	User experience

	Design options



Prototyping could be a shallow and wide view of the solution to help in understanding and how the user will navigate through functions—sometimes referred to as a horizontal prototype or low-fidelity model. It could also be a deep and narrow view of a specific function within the solution—sometimes referred to as a vertical prototype or high-fidelity model. For either the horizontal or vertical prototype, the development of the prototype could be throwaway or evolutionary. The throwaway prototype is developed in a hand-drawn or digital fashion that is not transferable to the working application. The evolutionary prototype is built in a tool that becomes the working solution.

Within the context of the throwaway prototype, some consideration should be given to capturing it on paper first. Figure 6.11 depicts results of an online survey in which 172 usability professionals responded to the question, “What is the importance of paper prototyping to your work?” Overwhelmingly, all saw some value. The more effort that is required to capture prototypes, the more emotionally invested we become to the navigation, layout, design, etc.; hence, start with paper and convert to digital as stakeholder collaboration and confirmation are stabilized. Table 6.11 provides an overview of the benefits of capturing prototypes on paper and in digital formats. For digital capture, you may consider using standard office tools or a specialized prototyping application of which there are many on the market. For paper capture, consider using butcher paper for storage as you can tape up elements on the butcher paper backdrop and then just roll up for storage.
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Figure 6.11 Usefulness of paper prototyping survey results

Table 6.11 Prototype format benefits




	Benefits of Paper and Digital Capture




	Paper

	Digital




	Encourages creativity

	Better for organization and storage




	Zero coding effort—No technical skills needed

	Better for remote collaboration




	Early design ideas and concepts inexpensive; promotes rapid iterative development

	Better after overall flows and functionality has been agreed upon




	Never mistaken for working application

	Can demonstrate technical feasibility




	Provides for significant user feedback

	May discover technology gaps




	Maximum feedback—Minimum effort

	Provides vehicle for designers to learn needs






When most people hear that the solution is to be prototyped, the vision in their minds is a vertical and evolutionary prototype. Perhaps the PM’s first concern is that it will cost a lot of money and take a lot of time. So, the BA needs to clarify the scope of the prototyping effort. Before you begin, the BA must have some idea of the functions and data involved. A good prototyping progression is the following:


	Understand the user and incorporate the persona technique to humanize typical user needs.

	To develop a site strategy, the BA needs to understand the organizational approach to the solution, which likely involves competitive analysis, industry analysis, and content understanding. Incorporating techniques such as benchmarking, SWOT (strengths, weaknesses, opportunities, and threats) analysis, and concept modeling will likely be used in this step.

	Develop a site map to provide a view of how the site will be constructed. This contains the high-level user navigation through the functional chunks. This is sometimes referred to as a structural model, taxonomy, hierarchy, storyboarding, user interface flow, navigational model, or site structure.

	For each chunk of functionality, develop a process model (using the process model technique) to depict the steps in that chunk.

	For each chunk of functionality, develop a set of wireframes to represent initial design ideas. These initial design ideas are intended to communicate content, structure, priorities, and page-to-page navigation—not final layout and visual design down to fonts, colors, and actual data. The BA is still seeking what, not exactly how. If the wireframes are too slick, stakeholders will focus on the logo not being the most current version and fail to notice missing or incorrect content, structure, priorities, or page-to-page navigation. Wireframes may also be referred to as screen flows, schematics, blueprints, or just simply prototypes. Consider for each user interface element on the wireframes developing a display-action-response model that will define some or all of the following:

	Unique identifier for the user interface element

	Description of the user interface element

	Displays of the user interface element based on possible preconditions

	Behaviors of the user interface element based on user actions and the resulting system responses based on possible preconditions




	At this step, the wireframes are elaborated into the actual screen design that will represent what the site will actually look like. In many cases, this step is performed by the implementation SME. In this step, we are seeking stakeholder feedback on the actual look and feel of the site.



Ensure that stakeholder elicitation, collaboration, and confirmation occur at each step in this process and expect to iterate through the steps. Figure 6.12 provides examples at each step in the prototyping progression.

During the development of wireframes in Step 5 of the previous list, consider some usability testing; after all, the proof is in the doing. This allows the BA to evaluate the product’s capacity to meet the intended purpose, gain insight into how users approach the interface, and what makes sense to the user. The general guidelines for executing usability tests are depicted in Table 6.12. This process could be adapted to support ongoing usability tests or could be more informal if time and resources are constrained. The amount of insight increases dramatically by watching users perform tasks versus a show-and-tell of the wireframes with the stakeholders.
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Figure 6.12 Prototype progression depiction

Table 6.12 Usability test guidelines and timing
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Real Options

The real options technique was developed for the agile perspective; however, consider utilizing it as a tool to simplify decision making through three simple principles:


	Recognize that when options exist, there is value associated with each option, which forces focus on the end state.

	Options will expire so identify the option expiry.

	Never commit to elaboration of one option too early—only when the reason is clear.



Before discussion of options, commitments should first be explored. Real options force the stakeholders (facilitated by the BA) to separate whether there are options or not. If an item is not an option, it is referred to as a commitment. For instance, when a backlog item has moved from the product backlog to the sprint backlog, the team is committed to delivery.

Often, there are penalties for failing to meet commitments. As there is value in options, stakeholders should seek to extend the maturity of the options. Determining option expiry is the most important aspect of real options because without this the decision process will be flawed. Decisions will be made too soon or too late and there is no way to determine which way is correct. For example, if a user story is committed to the sprint backlog before story elaboration, when the work is started surprises could result that prevent the team from making their commitment. The concept of the last responsible moment is key—making decisions too early restricts our choices and deferring them too long can result in rework or other waste.

Options allow for choices to include not doing something. From the above example, a product backlog item may be removed from the backlog, prioritized differently in the backlog, decomposed further in the backlog, or moved to the sprint backlog.

Real options may be counterintuitive to your stakeholders since they force definition of the end state value of options and their expiration dates/events rather than defining an option decision up front. Delaying commitment until option expiry is valuable because it forces decision making on only immediate option expirations with the most relevant decision-making information.

Roles and Permissions Matrix

The roles and permissions matrix is used to identify roles, associate them with solution activities, and determine authorities who can perform these activities. The roles are typically captured as the columns and the activities are captured as a row in a tabular format; hence, the reference to a matrix in the name of this technique. Authorities are indicated by the cell in which each activity and role intersect. Based on the business analysis perspective, there may be different levels of abstraction elaborated in a roles and permissions matrix. Variations of this technique include:


	Initiative-level roles and responsibilities may be identified in a RACI (responsible, accountable, consulted, informed) matrix

	Specific responsibilities may be identified in a CRUD matrix



Table 6.13 provides an ATM example in which it is noted that the bank customer and cardholder can access the Get Cash activity, but only the bank customer can access Deposit Cash or Transfer Funds activities.

Table 6.13 Activity/user role CRUD matrix depiction
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This technique is effective at:


	Highlighting any missing roles or authorities, which would occur if an activity has no authority indicated

	Identifying communication recipients of impending changes

	Determining role responsibilities

	Facilitating discussions if delegation of responsibilities will be required for critical activities

	Identifying role securities required



The roles and permissions matrix will likely be reused by implementation SMEs and testers due to being easy to read and because the tabular format provides cross referencing.

Story Elaboration

One element of the user story is the conversation. This technique provides the means for this conversation in which just enough detail regarding design and acceptance criteria is provided just in time. This conversation is likely facilitated during an agile sprint just before the story is to be worked on by the team. The domain SME (customer who needs the story) and affected team members (responsible for building and testing the story) engage in a short workshop with a BA facilitating and challenging the story. Story elaboration results in a shared understanding of what the story means and of the criteria that are necessary to accomplish the story. In order to have this shared understanding, outputs of a story elaboration workshop may include:


	Team task definition and task decomposition

	Examples of the story in action to clarify the intent

	Process models

	Data models

	Wireframes

	Report mock-ups

	Clarification of how the story will be tested

	Any other models that are useful in developing and testing the story (examples include: state diagram, data flow diagram, sequence diagram, or event/response table)



The BA may struggle initially to determine the best time to elaborate the story. Keep in mind that if story elaboration occurs too early, the output will become stale and must be reworked, which equals waste. If the story elaboration occurs too late, it can delay project team progression to development. Consider applying the concept of definition of ready for team agreement on the series of conditions that will ensure the user story is understood and work can begin to construct the story. The team should develop their definition of ready. Some commonly identified conditions include:


	Acceptance criteria has been validated by the product owner

	Any supplemental information is attached

	User story and acceptance criteria have been verified with the team for acceptable conciseness

	User story has been sized



Use Cases and Scenarios

Simply put, a use case is the description of actor interactions in which the primary actor accomplishes or fails their goal. A scenario, on the other hand, describes one possible path through a use case. A use case contains several scenarios.

Although there is no one standard use case template, the use case typically contains the following sections:


	Use case name: typically, unique to the initiative or domain and stated in a verb-noun format.

	Goal: provides a short description of a successful outcome from the perspective of the primary actor. This section serves as a summary of the use case. The goal section may be written prior to elaboration to remind stakeholders of the intended scope of the use case.

	Actors: provides a list of participating actors for the use case. A best practice is to maintain an actor glossary for the initiative and reference defined actors in the use cases. Typically, there are three categories of actors:

	Primary actor—human actor that reaps a benefit.

	SUD—the name of the solution. When elaborating the scenarios, the SUD is typically called out as system.

	Secondary actor(s)—actors (human or non-human) that must participate in the use case to fulfill scenarios.




	Preconditions: defines the circumstances that must be true before the use case begins.

	Scenarios: defines the sequential steps for all the paths through the use case. The following types of scenarios are defined as:

	Main success scenario—represents the simplest, shortest path to reach success from the perspective of the primary actor. This is also known as the happy path, perfect world, basic flow, normal flow, or main flow.

	Alternate path—describes the scenario in which the behavior varies at some point in a scenario; however, still results in success from the primary actor’s perspective. The alternate path results in success in another manner or joins back up with another scenario.

	Exception path—describes the scenario in which the behavior varies at some point in a scenario causing the primary actor to fail at achieving his/her goal. Of course, success is in the eye of the beholder. Exception paths typically protect the interests of silent stakeholders. For instance, an ATM cardholder cash withdrawal denial is protecting the interest of the cardholder’s bank.




	Post conditions: defines any facts that are true when the use case is complete.



Use cases may be written at multiple levels of abstraction. The summary/goal level use case (also known as business use case) is written void of any automated solution but defines the business functions required. For a small organization, these summary/goal level use cases may be employed at an enterprise level. For larger and multi-faceted organizations, these summary/goal level use cases may be defined at the domain or division level. The user goal level use case (also known as application use case), defines the human actor and non-human actor interactions, which can then guide solution development and testing. The sub-function use case is extracted when functionality is repeated across user goal level use cases. Log in is a great example of a sub-function use case to avoid repeating functional requirements across multiple use cases that either require log in or allow initiation of log in. If the sub-function use case is required of the user goal use case, it is referred to as an includes sub-function use case or an extends sub-function use case.

User Stories

User stories were first introduced by Extreme Programming in 1998 as game pieces that were used in the planning game to help customers define scope. Through the years and different agile flavors, user stories have evolved as the primary way to influence functionality on adaptive life-cycle projects. Organizations are extending the use of user stories across other initiatives so user stories are not just for agile any longer. One thing holds true over time—user stories are written from the user’s perspective. There is a hesitation to define user stories as solution requirements but rather as promissory notes to discuss the aspects of this chunk of functionality. The discussion is the point that solution requirements and design definition begin to be developed. User stories simply capture the who, what, and why in a simple, concise way—often hand written on a small (3″ by 5″) notecard using a felt tip marker. The purpose of the small notecard and felt tip marker is to ensure brevity. An accepted format of a user story is: “As a <persona/role>, I want <goal/desire>, so that <benefit/value>.” On the flip side of the notecard, the acceptance criterion is elaborated, which will signal the implementation SME(s) doneness. Figure 6.13 represents an example of a complete user story. Requirements configuration management system tools have evolved that enable the tracking of user stories in a digital form versus the shoebox or plastic notecard box (which also work).

Writing user stories is easy; however, writing effective user stories can be hard. To start with, in 2001, Ron Jeffries introduced the three C’s formula for capturing user stories:


	Card: physical, durable, tangible token

	Conversation: occurs among stakeholders concerned with the feature at various times and places

	Confirmation: ensures the objectives of conversation(s) have finally been reached



Next, the INVEST principle was introduced by Bill Wake to represent characteristics of effective user stories:


	Independent; of all others, self-contained

	Negotiable: not a specific contract for features, but leaves room for discussion

	Valuable: must deliver value to the stakeholder

	Estimable: must be able to estimate the size

	Small: must fit within an iteration

	Testable: description must provide necessary information to allow test development
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Figure 6.13 Complete user story depiction

During user story discovery, it is unclear if the user story meets all of the INVEST principles. For example, does the user story fit into an iteration? At this point, the BA may not know—and that’s okay. If the user story is not small enough during the discussion with implementation SMEs, it will need to be divided into smaller user stories. This is referred to as slicing. When conducting user story discovery, keep the following guidelines in mind:


	Ensure focus on the user first: if stakeholders are unsure who the users are, user story composition is premature. The BA may need to employ some elicitation techniques such as interview or observation to gain more insight. This will prevent writing user stories based on speculation versus data and empirical evidence.

	Identify the typical users who will use the product to achieve their goals: this helps focus on a target audience of users’ needs. The persona technique could be employed here.

	User stories are not specifications to be created in a vacuum but rather an elicitation and collaboration tool: so, any stakeholder may contribute ideas for user stories and further discuss them with the implementation SME. Discussions evolve the decomposition of the stories. Keep the user stories simple and concise.



It is likely that most of the user stories that are initially discovered are big and sketchy. This allows the initiative to be scoped without committing to the details. These big, sketchy stories are commonly referred to as epics that were derived from the overall goals of the initiative and minimal marketable features for a minimal viable product. As the epics are refined into user stories conforming to the INVEST principles, the BA retains the traceability from epic story to user stories. Only epics prioritized near the top of the product backlog are candidates for this refinement (a.k.a. story decomposition and story elaboration). As the epic stories are decomposed, this is the perfect opportunity to start considering acceptance criteria on the flip side of the card. A good rule of thumb is three to five acceptance criteria. Even if user stories are maintained in an electronic repository, for this story decomposition and elaboration, paper cards may be worthwhile. Paper cards facilitate collaboration. Everyone can take a card and jot down an idea and then the cards can be easily grouped on the table or wall to check for consistency and completeness and to visualize dependencies.

SUMMARY OF KEY POINTS

Step 5 of this 7-step process requires the BA to provide a clear definition of business analysis information that will enable the business SMEs to validate for correctness, and solution creators/testers to verify that the business analysis information provided is fit for their purposes. Some key points of this step include:


	Never begin without an agreed-upon scope definition. That agreement includes not only the stakeholders responsible for approving the scope, but also the BA who is assigned to elaborate the solution requirements and design definition. The following risks are more likely to occur when developing solution requirements and design definition without clear scope definition:

	Scope creep from any stakeholder

	Intended stakeholder gains go unrealized

	Insufficient stakeholder involvement due to unclear direction




	Frequent informal socialization of business analysis information will provide opportunities for:

	Building consensus of this decomposition of scope

	Identification of ambiguity in the business analysis information

	Ensuring the business analysis information is right

	Ensuring the business analysis information is fit for purpose




	The iterative nature of business analysis is an ongoing theme. Decomposition from solution requirement to design definition will likely reveal gaps or conflicts in the solution requirements and perhaps call for a revisiting of business and stakeholder requirements. These reiterations allow the BA to provide the most complete and fully percolated set of business analysis information. A mistake or misstep uncovered in this step is significantly less expensive to correct than a fully constructed solution.

	Utilize elicitation, collaboration, and analysis techniques to test for solution requirement and design definition completeness.
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STEP 6: SCOPE MANAGEMENT

You may have heard practitioners use the verbiage of verify requirements and validate requirements as synonyms of each other when they are managing scope. Verify requirements is very different from validate requirements. This chapter begins by identifying the differences between verifying and validating requirements for managing scope. In addition, recommending solutions, monitoring product requirements and design definition, and scope change are also examined so you can effectively manage the product scope throughout the business analysis effort. Managing product scope entails a high amount of stakeholder engagement (see Table 7.1) as you continue through the business analysis journey map shown in Figure 1.17.

Table 7.1 Five perspectives table showing scope management
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VERIFY REQUIREMENTS

Performing the task of verifying requirements is critical for ensuring quality. Requirements verification is confirming that the requirements have been expressed correctly with sufficient quality to be used in the design, development, and implementation of a solution(s). Verifying requirements also ensures that the requirements are usable for the intended purpose, that they confirm integrity, and that they meet quality standards. This process ensures the business analysis information fulfills any compliance, regulation, specification, or imposed conditions. Verifying requirements is important to all perspectives and project life cycles; this process can be conducted formally or informally.

You can perform some verification work; however, it’s best to have verification performed primarily by another business analyst (BA) or by solution stakeholders. These stakeholders review the business analysis information for any errors or quality problems. You will work with these key stakeholders to determine if the requirements and designs are fit for use. This quality check determines whether the requirements meet the needs of the stakeholders who will use the requirements. Any written requirements need to be understood by the stakeholders and any models must represent the reality using formal or informal notation. Verification of nonfunctional requirements and acceptance criteria evaluates the measurability of the business analysis information. When verification cannot be obtained, the BA elaborates or rewrites the business analysis information. Verification processes follow through on what was created in the business analysis plan. Verification is focused on building the product right, while validation is concerned about building the right product. Validating requirements is covered in a future section of this chapter.

To ensure that the requirements are error free and properly constructed according to quality standards, you need to focus on certain characteristics to create acceptable quality requirements. For predictive approaches, the level of requirements quality could be necessary to move between phases of the initiative. In predictive approaches, the following characteristics can be used:


	Atomic: independent and capable of being understood autonomously of other requirements or designs.

	Complete: fully describes functionality to be delivered and at the appropriate level of detail for work to continue. Completeness is dependent on the project approach selected and when the requirement is being examined during the life cycle.

	Consistent: aligns with stakeholder needs and does not duplicate or contradict other requirements.

	Concise: contains no unessential or unnecessary content.

	Correct: accurately describes functionality to be built according to a stakeholder(s) or other sources of requirements.

	Design-independent: identifies what needs to be done, not how it needs to be done.

	Documented: written or modeled so the requirement can be effectively communicated.

	Feasible: reasonable and possible to implement within known capabilities, constraints, and risks. Feasibility may require further investigation through experiments or prototypes.

	Measurable: ability to be proven or verified by performing analysis, testing, inspection, or demonstration.

	Modifiable: structured so any changes can be easily made while retaining structure and style.

	Necessary: capability really needed by a user; is required due to an external requirement or standard.

	Precise: states exactly what the solution to the business opportunity or problem is without adding anything extra or leaving anything out.

	Prioritized: ranked, grouped, or negotiated to identify value and importance compared to all other requirements. Prioritized can include implementation precedence.

	Testable: verifies the requirement or design has been fulfilled and is documented in a way that the requirement can be tested.

	Traceable: connected back to the requirement source and forwarded to other system elements.

	Unambiguous: documented in a way that all readers arrive at a single, consistent interpretation by the stakeholders.

	Understandable: documented using common terminology for the stakeholders.



For adaptive approaches, all members of the team can participate in reviewing work items during backlog refinement and iteration planning using the INVEST acronym. INVEST is attributed to Bill Wake and the characteristics for user stories include:


	Independent: documented to stand alone of user story delivery order by avoiding dependencies between user stories.

	Negotiable: documented with flexible scope regarding content, priority, form, intent, and function.

	Valuable: defined features and functions that will benefit the business. This significance is known by all stakeholders.

	Estimable: clearly and concisely defines the user story to create valid estimates or discussions. These discussions help lead to valid sizing and complexity of the user story.

	Small: documented to be implemented within a single sprint or iteration.

	Testable: derived from acceptance criteria to be independently verified.



Processes used to verify requirements include peer reviews and inspections.

Peer Reviews

A peer review is a manual assessment of the requirements to find defects and improvement opportunities by a solution stakeholder or another BA. A best practice is to have a BA or BAs who are not involved in the project perform an informal peer review before domain stakeholders review the business analysis information. Peer reviews can be formal or informal. The intent of the peer review is to ensure the requirements documentation meets the characteristics of effective requirements and organizational standards. The process to perform a formal peer review follows these steps:


	Provide reviewers with a copy of the business analysis information and have the reviewers analyze the requirements before the peer review.

	Conduct the group peer review by having each stakeholder identify issues, problems, or concerns with the business analysis information.

	Mark up the business analysis information (using screen-sharing or other visualization) during the peer review so all stakeholders can see the changes being made.

	Follow up by sending the revised business analysis information to the stakeholders.



In a predictive approach, a peer review can lead to requirements sign-off discussed later in this chapter. Instead of conducting formal peer reviews, some organizations e-mail the requirements to the stakeholders and have those stakeholders perform peer reviews by tracking changes in the documentation. You can use specific requirements management tools that will provide more robust features for performing electronic peer reviews.

When you are ready for a peer review, consider the following stakeholders: the BA, the tester, and the trainer.

Inspections

An inspection is a more formal and rigorous peer review performed in a group setting by a team of peers. An inspection applies to reviewing any product, service, or result for accuracy, completeness, and relevance. Performing a team review provides a more thorough review and produces more discoveries than an individual reviewing business analysis information by themselves. Inspections can be conducted on groups or portions of the completed requirements.

For predictive approaches, formal inspections of requirements are typically performed when the requirements documentation is completed. Prior to the inspection, the domain stakeholders review and confirm their specific requirements.

Peers that perform an inspection have been involved in both the creation and documentation of requirements. These peers are also receivers of the documented requirements. Both domain stakeholders and management are excluded from inspections.

Inspection checklists help to ensure quality. Areas to consider including in a requirements inspection checklist are:


	Setup and organization

	Consistency

	Completeness

	Correctness

	Quality of service

	Traceability

	Ambiguity

	Appropriate level of detail

	Bridge to technical design

	Implementation priority

	Definition of external interfaces—including hardware, software, and communication

	Functional requirement algorithms

	Expected behavior for predicted error conditions



One major difference between peer reviews and inspections is that inspections use a checklist of known defects. A checklist helps to ensure quality control for verifying requirements and conceptual designs. Inspections involve roles, responsibilities, and rules for the team members to follow. Typical inspection roles include:


	The author of the requirements

	The moderator who facilitates the inspection and encourages participation

	The reader who speaks about one requirement at a time during the inspection

	The scribe who documents requirement issues for the author



Whether an organization selects to perform peer reviews or inspections, the following verification actions help to ensure requirements quality:


	Compliance with organizational process assets

	Correctness of modeling notation and templates

	Completeness of models

	Consistency of models

	Consistency and clearness of terminology

	Appropriate examples



When defects or issues are found during verification of the requirements, you can use item tracking or an issue log for documentation. Item tracking and the issue log are described in the Techniques section of this chapter.

Scope changes, described later in this chapter, may be a result of variances in one of the project baselines and actual performance. Variance analysis will help you determine how severe the deviation(s) is and if any corrective action needs to be taken. Regardless of perspective or product life cycle chosen, any time you discover significant differences between the scope baseline and actual business analysis performance, it’s critical to perform variance analysis and potentially root cause analysis of the variance(s).

Verification does not ensure that the business analysis information addresses the business need. To manage scope effectively, the business analysis information needs to be validated, prioritized, and approved, which are described in this chapter.

VALIDATE REQUIREMENTS

Performing the validation of requirements means the business analysis information has been evaluated and accurately reflects the stakeholder’s intent. Validation ensures the business analysis information meets the needs, expectations, business goals, and objectives. Validation of the requirements confirms that the needs of the domain stakeholders are met with the product, service, or result that is being created and that the right solution is delivered. Validating requirements ensures the business analysis information is aligned with the business requirements and will provide value to the stakeholders. According to the Project Management Institute’s (PMI’s) annual Pulse of the Profession®, 53% of the people surveyed fail to use a formal process for validating requirements in an unbiased way.

Validation work can start before completing requirements verification but validation of requirements cannot entirely finish before the requirements are completely verified. Any type of requirements and conceptual designs can be validated. Validation work entails:


	Identifying assumptions: defining and managing for risks to the product, service, or result.

	Defining measurable evaluation criteria: identifying and defining baseline metrics to measure the success of the product, service, or result.

	Evaluating alignment with product scope: checking for misaligned scope. If misalignment occurs, you will determine whether to:

	Re-evaluate the future state

	Change the product scope

	Remove the requirement from the product scope

	Fix an ambiguous requirement

	Change the design






Validating requirements is a continuing process and is often referred to as continual confirmation. Validation can occur on a single requirement, single model, or on all of the business analysis information. Validate requirements is typically conducted through walkthroughs or reviews (described in more detail in the Techniques section of this chapter). Continual confirmation of the requirements can be performed with formal or informal requirements documentation. Continual confirmation occurs when the BA is reviewing elicited requirements with stakeholders. Continual confirmation is not the same as approval or signoff. In order for approvals to happen, authorized stakeholders must give approval. Confirmation is a validation agreement from domain stakeholders that the solution being developed is suitable and will accomplish the business need. When business goals, objectives, or scope changes for the initiative, the business analysis information may need to be updated and then revalidated to reflect any changes.

Breaking up the requirements into smaller demonstrations or review sessions allows for continuous feedback as to whether the solution is on track. This leads to easier overall solution approval because the process isn’t as overwhelming or time consuming. Fewer demonstrations and review sessions equals less time and involvement of a smaller number of stakeholders.

While performing requirements validation, you will ensure the stakeholder, solution, and transition requirements all align to the business requirements and the conceptual designs satisfy the requirements. The BA needs to understand the desired future state of the stakeholders in order to successfully validate requirements. If you have not uncovered conflicting requirements during requirements analysis, these incompatible needs and expectations will be revealed during requirements validation.

You can split the review of the requirements document by functional areas or by types of requirements in order to get confirmation from areas where the stakeholders are impacted. Following this approach requires more work from you but may be worth the extra effort for stakeholders who only want to focus on their requirements. The risks here include incorrect divisions of requirements by area and missing potential stakeholder impacts because of not having each stakeholder confirm every single requirement. Another option is to validate the requirements during a walkthrough with the stakeholders and use the Delphi technique to achieve consensus regarding the validation of business analysis information.

In adaptive life-cycle approaches, when story mapping is used and a backbone of the minimum set of capabilities for the first release is identified, this is often referred to as the minimum viable product (MVP). These features, epics, or work items are essential for stakeholders to accept or consider functional.

Validation does not ensure that the business analysis information addresses the business goals and objectives. To manage scope effectively, the business analysis information needs to be verified, prioritized, and approved—which are described in this chapter.

RECOMMEND SOLUTION(S)

One of the major responsibilities of a BA is to recommend viable solutions that will address the business needs. To effectively recommend a solution, you will perform root cause analysis or opportunity analysis, depending on whether the business analysis effort is to solve a problem or enhance a business opportunity. Based on this thorough analysis, you can specify whether the solution entails process improvement or if new capabilities and new resources are needed. Some of the solutions you will recommend will involve technology, while other solution options will not involve technology elements.

To identify new capabilities, a capability map or capability table can be put together, as discussed in Chapter 3. Before recommending any new capabilities to the business, you will first investigate the current capabilities of the business. The purpose of examining capabilities is to ensure the solution(s) addresses the root cause or the opportunity. It is very easy for domain stakeholders and solution stakeholders to identify a solution without first understanding the problem or opportunity. While analyzing the capabilities, you are investigating the potential value the domain stakeholders will receive from the requirements, conceptual designs, and design options. As with all options, the design options have advantages and disadvantages that need to be considered in order to make a suitable recommendation.


In Real Life …

It can be very easy for people to jump to solutions without fully understanding the ramifications of implementing that solution. At one workplace, we had human resources personnel who purchased a commercial off-the-shelf (COTS) system to track training records without conferring with our IT department. As our workplace integrated SAP in more departments, human resources were required to begin using SAP. Unfortunately, the system that had been purchased by human resources to track training records could not be integrated with SAP. Since it would be too costly to convert the data, human resources had to hire contractors to re-enter all the data from their system into SAP. If human resources had not jumped to a solution without understanding all the dynamics of the problem, they could have prevented costly rework.



Benchmarking discussed in Step 2: Understand the Business Context (Chapter 3) can also be an effective technique for recommending solution(s) to the business needs. Benchmarking and building the business case (which was also discussed in Chapter 3) are helpful in identifying which recommendations are worthwhile and which ones will not be effective in addressing the business needs.

Using these techniques helps you to identify gaps between the current state and the desired future state. The resulting effect of this analysis allows you to recommend a viable solution(s). Having a BA perform this work greatly enhances success for the initiative or project as well as providing substantial savings in time and costs by not implementing an incorrect solution.

There are very few situations where there is only one viable solution. After performing needs analysis, you will recommend potential solutions that have the greatest feasibility of addressing the business needs. Decisions regarding building the solution, buying the solution, or bending an existing solution now become apparent. Sometimes the solution involves a combination of building, buying, or bending.

The expected benefits of a solution are the positive outcomes and value the stakeholders will realize from the solution(s). Expected benefits can be evaluated at the requirement level or set of requirements the design options will achieve. The total expected benefits include all the requirements’ net benefits for the recommended design option. Expected benefits are measured over a period of time.

The expected costs of a solution are the negative outcomes the stakeholders will realize from the solution(s)—including solution acquisition costs, solution maintenance costs, and negative effects on the stakeholders. The BA also considers evaluation of opportunity costs as part of the expected costs. Opportunity costs are potential resource gains that are not realized because one design option was selected over another design option—in other words, the costs of a missed opportunity.

The BA determines the value that stakeholders will receive from the potential solutions by weighing the benefits and the costs of each solution. A positive value occurs when the solution benefits outweigh the costs; a negative value happens when the solution costs outweigh the benefits. Value is evaluated for the entire enterprise and not by categories of stakeholders. Some of this valuation includes potential value. Potential value is risky because it is uncertain. Expected benefits can be identified as tangible or intangible; expected costs can also be identified as tangible or intangible. These possibilities make the value determination more difficult because you are projecting into the future and the future is uncertain.

The BA evaluates each design option for the potential value it will deliver to the stakeholders. Re-evaluation of the design options oftentimes happens because of changing business conditions or new information becoming available. In analyzing the design options, you will factor in these trade-offs:


	Resource availability: constrained resources will limit the number of requirements that can be implemented. If necessary, you can create a business case to justify additional investments.

	Solution constraints: regulatory or legal requirements and business decisions that may need to be prioritized over other requirements. These requirements may necessitate manual or automated processes.

	Requirement dependencies: limited value requirements may need to be implemented because high-value requirements are reliant on their completion and support.

	Supplier relationships: many enterprises have preferred supplier lists that constrain selection of design options.

	Initiative/project dependencies: design options may be limited due to being reliant on other initiatives or other projects being completed.

	Culture: the way an enterprise operates can impact the design option selection.

	Finances: lack of cash flow can influence which design option the enterprise can afford.



Providing the business with options allows for the constraints of time, people, money, or technology to be considered when deciding which solution will be the most effective. In addition to constraints, you will also identify assumptions and risks associated with the recommended solutions. Assumptions are dangerous because if they are proven to be incorrect, the business needs and possibly the business case will need to be reexamined. Identifying the risks of potential solutions is also important because mitigating and transferring risks can increase the costs of the project or initiative.

Understanding the organizational culture and style, as well as the organizational readiness, is critical for understanding the business context. Evaluating the organizational culture will help you perform an enterprise culture assessment. The enterprise culture assessment describes how prepared the enterprise is to accept the change associated with a solution and whether the enterprise is able and willing to adapt to the cultural changes. This assessment involves internal and external stakeholders of the business analysis effort.

The BA is not the decision maker regarding the most viable solution and instead serves in the capacity of a recommender. The BA’s solution recommendations are backed up with details and evidence from the needs analysis—including analysis of the costs and benefits. You will ensure the solution recommendation provides the most value to the stakeholders in addressing the business needs. In some instances, there isn’t a viable solution and your recommendation will be to do nothing. Decision makers do not like to rely solely on gut instincts. Typically, a sponsor, executive, or process owner will make the decision regarding the solution(s). The decision analysis technique discussed in Step 2: Understand the Business Context can aid the decision makers in selecting the best option(s). Solution stakeholders will also provide information to the decision maker regarding the feasibility of developing the solution(s).

MONITOR REQUIREMENTS AND DESIGN DEFINITION

To support monitoring and controlling of the requirements and design definition, you can trace, maintain, prioritize, and monitor requirements to ensure management and approval throughout the requirements life cycle. This section will highlight each of these important business analysis tasks.

Tracing Requirements and Designs

Tracing of requirements and designs is first considered during Step 3: Plan the Business Analysis Work. Tracing of requirements helps to support excellent requirements. Traceability includes the associations, links, relationships, or connections between requirements, designs, solution components, and work products. Traceability needs to be bidirectional (forward and backward), as noted in Figure 7.1. Traceability is important to all perspectives because it provides consistency and completeness. Tracing requirements helps with performing impact analysis when there are changes to scope because this process helps you monitor and control the product scope (as described later in this chapter). In addition, you can use requirements tracing to help with risks, time, cost, and communications management. The BA is responsible for managing the product scope and the project manager (PM) is responsible for managing the project scope. It is critical for you to work and collaborate with the PM regarding management of both the project scope and product scope. Part of managing the product scope involves traceability. Traceability provides many benefits, including:


	Finding missing or extraneous requirements

	Reducing gold plating (adding features or functionality with no business owner)

	Providing faster and easier impact analysis

	Improving quality of the business analysis information

	Protecting against product scope creep

	Enhancing information regarding scope changes

	Managing product scope through the tracking and monitoring of requirements

	Supporting requirements allocation and release planning

	Meeting stakeholder’s expectations

	Ensuring requirements add business value

	Making decisions for releases
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Figure 7.1 Traceability bidirectionality

To determine the level of formality of tracing requirements, you will investigate the value each traceability link will deliver and the use of the requirement relationships. The investigation of these relationships includes:


	Derived: used between two requirements for the different levels of abstraction. For example, you could derive a stakeholder requirement from a business requirement. Some practitioners refer to this as a subset.

	Dependency: used between two requirements when there is a requirement that is reliant on another requirement. There are two types of dependency relationships:

	Necessity—when one requirement needs to be implemented because a related requirement is also implemented. Necessity is sometimes referred to as implementation dependency.

	Effort—when one requirement is easier to implement because a related requirement is also implemented.




	Satisfied: used between an implementation component and a requirement it is fulfilling. For example, the relationship between a nonfunctional requirement and a solution component that is implementing it.

	Validated: used between a requirement and a test scenario or other component to show whether the solution fulfills the requirement.



The following factors are important to consider when determining the amount of formality for traceability:


	Organizational standards and governance

	Product complexity

	Project life cycle or project approach

	Regulation level

	Risk appetite for product errors

	Size of the business analysis effort and business analysis information

	Usage of traceability results



Most people think that traceability only applies to predictive or plan-driven life-cycle approaches but the reality is that traceability is just as important to projects that are change-driven and adaptive. In adaptive projects, you can trace epics or work items to features and acceptance tests. Story slicing can help you to break down higher level work items into subsets of lower level work items. You can also use information radiators, such as Kanban boards, to show traceability of the requirements to the solution components.

Having robust traceability is important when the initiative is large, complex, extremely risky, or when a stakeholder requests traceability documentation. If your enterprise is highly regulated or has multiple cross-functional systems and interfaces, then you are a sound candidate for performing more robust traceability.

As the business analysis effort progresses, it’s essential to monitor the tracing of business analysis information in order to ensure that the process is providing value. If there is too much traceability, it becomes difficult for the project team to maintain the process. As a result, these teams stop performing traceability. A better approach in these instances is to revisit the amount of traceability and make adjustments as progressive elaboration occurs. The best laid plans can require changes.

Tracing of requirements can be managed through creating a traceability matrix or interaction matrix, which are described in the Techniques section of this chapter. Another choice is to use a requirements configuration management system (RCMS), which makes large numbers of requirements more manageable through automation instead of a manual approach. When considering an RCMS, the enterprise needs to create a list of requirements that are necessary for the perspectives used, the development of requirements, and the management of requirements. The RCMS is described in more detail in the Techniques section of this chapter.

Maintaining Requirements and Designs

A second critical aspect of managing the product scope is for you to maintain the requirements and designs. Maintaining requirements involves accuracy and consistency of the requirements throughout the life cycle of the initiative—including changes to the requirements and reusing the requirements for other solutions.

The purpose of maintaining requirements is to ensure the requirements continue to be correct and current when an approved change happens. You are responsible for preserving requirement accuracy and ensuring each requirement is clearly named, distinctly defined, and accessible without difficulty by the stakeholders. You are also responsible for preserving the relationships between the requirements, the sets of requirements, and any connected business analysis information. Maintaining requirements helps enable traceability of business analysis information.

Maintaining attributes also plays an important role in maintaining requirements. Some of the attributes can change during the business analysis effort. For example, the priority of a work item could change or an unidentified risk to a requirement could occur. In these examples the attribute changes, but the requirement remains unchanged.

The final aspect of maintaining requirements is reusing requirements. Reusing requirements provides the following benefits:


	Accelerated time to market

	Decreased costs

	Increased product quality

	Decreased requirements development time

	Improved maintenance for existing solutions



To create requirements, you can follow this process:


	Ensure the requirements are documented and archived in a searchable repository

	Examine the archived requirements and fine-tune the requirements to make them reusable

	Create requirements that are domain-agnostic and could be used for any system

	Use caution with excessive details in the requirements; detailed requirements are often solution specific

	Identify the requirement links and connections for dependency purposes



The purpose of reusing requirements is to identify potential requirements that will be needed in the long term. Reusing requirements applies to these situations:


	In-progress business analysis effort

	Comparable initiatives or projects

	Comparable departments or business units

	For the entire enterprise



Most BAs are not given the time to maintain requirements for reuse. For BAs who are interested in pursuing this best practice, begin with compliance, regulatory, and business rules in the current state as potential candidates. Not all requirements are candidates for reuse so you will collaborate with the stakeholders to identify any requirements that are candidates for reuse.

Prioritizing Requirements and Designs

Another critical aspect of managing the product scope is for the BA to work with the stakeholders in prioritizing business analysis information. Prioritizing business analysis information was first considered during Step 3: Plan the Business Analysis Work. It’s helpful to define the prioritization process before you elicit requirements. Defining the prioritization process ahead of time helps to minimize conflict between the stakeholders as requirements are elicited and analyzed.

Prioritizing is defined by either ranking the relative value of a requirement or the order the requirement needs to be implemented. The purpose of prioritizing requirements is to identify which requirements have more relative importance to the stakeholders than other requirements. Prioritization continues throughout the initiative because importance and ordering of requirements can change as more information is discovered.

Both requirements and conceptual designs are considered during the prioritization task. Any interdependencies between the requirements and the designs are also contemplated for prioritization purposes.

While working with stakeholders during requirements elicitation and analysis, you will carry out your plan for prioritizing requirements. Your role is to facilitate and negotiate the prioritization decisions that need to be made by accountable stakeholders and, in some instances, help the stakeholders to resolve conflicts associated with prioritization decisions. Prioritizing requirements is important for all perspectives and business analysis efforts. The accountable stakeholders will prioritize business analysis information based on value; however, the following prioritization elements (arranged alphabetically) are considerations during the business analysis effort:


	Cost: assessing financial costs or opportunity costs related to the resource efforts necessary to implement a requirement. Cost information comes from the solution stakeholders and if applicable, suppliers. As stakeholders learn the costs associated with a requirement, that knowledge can impact the priority of the requirement.

	Dependencies: gauging the relationships between requirements to validate if any requirement is reliant on another one for implementation precedence. Dependencies have connections to tracing requirements. Dependencies may create the need for requirements to be implemented simultaneously or they could be based on suppliers and other initiatives.

	Difficulty/complexity: weighing the effort and how hard or complicated it will be to implement the requirement. Difficulty/complexity has a connection to risk and cost.

	Penalty: considering the aftereffects from not implementing a requirement. While risk can have positive or negative effects, penalties have negative outcomes. Penalties can be damaging to an enterprise’s bottom line, as well as to their reputation.

	Regulatory: focusing on compliance, legislation, or policies that have been imposed on an enterprise that need to be met for the enterprise to be compliant. Regulation requirements can often take precedence over requirements the stakeholders deem to be more important. However, in those instances, the failure to comply is not worth the risks.

	Risk: evaluating the likelihood of the requirement delivering value and benefits to the stakeholders. In some instances of high risk, a requirement might not be able to be met. High risk requirements are often given higher priority so issues can be identified sooner rather than later. Discovering that a solution requirement cannot be met early in the life cycle helps prevent wasted effort and costs for the solution stakeholders. To alleviate high risks, solution stakeholders will create a proof of concept to determine if the requirement is achievable.

	Stability: investigating the possibility of a requirement changing because it hasn’t been analyzed or it hasn’t reached stakeholder consensus. Unstable requirements can create rework, waste effort, increase costs, and increase risks.

	Timing: appraising the scheduling sensitivity to implement the requirement. Timing is important to enterprises that are competitive because if another organization is faster to the market, the enterprise could lose market share. Enterprises that provide seasonal products and services also value timing of requirement implementation.

	Value/benefit: focusing on high value and the advantages that stakeholders will receive when a requirement is implemented. The value and benefits are connected to the strategic goals and objectives for working on the initiative or project. When there is misalignment, you will ask why there is incompatibility. Benefits and value can be measured either quantitatively or qualitatively.



As the product scope progressively elaborates, requirement priorities may change. This is normal and should not be a surprise to you. Prioritization will take place at high-level, mid-level, and low-level analysis. Because of this continuous prioritization, the elements used to prioritize the requirements can change. As scope changes occur, change requests will also need to be prioritized. These change requests could be formal or informal, depending on the project life cycle. Ultimately, you need to ensure the prioritization process is consistent with the business needs and what will provide value to the stakeholders.

Multiple stakeholders will have disagreements regarding requirements prioritization. Stakeholders may also tell you that all the requirements are equal in prioritization. Part of this challenge is that stakeholders have learned if they don’t ask for every requirement up front, they might not get everything because another project could make their project less of a priority or the team could get pulled, which results in the stakeholders not having all of their requirements fulfilled. You will need to use conflict resolution, facilitation, and negotiation competencies to achieve consensus among these stakeholders and their contradictory needs. Consideration of the prioritization elements described in this section can help you to facilitate stakeholder conflicts. As you are helping the stakeholders through prioritizing requirements, you may need to explain to the stakeholders where trade-offs between the requirements will be necessary.

There are multiple techniques that can be used to prioritize requirements. Some of the more commonly used techniques include MoSCoW (must have, should have, could have, won’t have), multi-voting, time-boxing, and weighted ranking. In adaptive or change-driven approaches, prioritization of work items in the product backlog determine which work items will be developed. Backlog management and the prioritization choices are described in the Techniques section of this chapter.

Monitoring Requirements and Designs

The final critical aspect of managing the product scope is for you to monitor requirements and designs. Monitoring and controlling both the requirements and designs ensures continual management of the product scope. Monitoring means keeping an eye on how well the tasks and processes from the business analysis plan are executing. The purposes of monitoring business analysis information are for you to focus on the status of the requirements and to manage the requirements baseline. The requirements baseline defines the boundary of the approved requirements (in scope business analysis information). This boundary could apply to a project, initiative, project phase, iteration, sprint, increment, or release.

Tracing, maintaining, and prioritizing of requirements and designs that were described earlier in this chapter involve monitoring and controlling. The traceability will be updated as requirement changes happen and are approved. Checking the requirements for completeness and accuracy will involve maintaining the requirements. Priorities can shift as business needs change. As the initiative progresses and scope changes are requested, the need for a change control process materializes (which will be described in the next section of this chapter).

To effectively monitor requirements throughout requirements development, your work will iterate between tracing, baselining, monitoring, and managing change, while simultaneously documenting and communicating the status of the requirements. You are responsible for ensuring that the requirements are approved. This approval is defined during the planning process and could be either formal or informal. Approval of business analysis information includes product scope, traceability, validated requirements, verified requirements, and engaged stakeholders. The approved requirements form the requirements baseline. Figure 7.2 shows the iterative nature that occurs during both development of the requirements and management of the requirements.
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Figure 7.2 Requirements development and requirements management iterative nature

For enterprises using a plan-driven or predictive approach, a formal requirements document is typically created that requires approval and/or signoff from key stakeholders. When additional product scope is requested, a change request and/or change management process are executed to evolve the baseline.

For enterprises using a change-driven or adaptive approach, work items are created that do not require formal signoff from key stakeholders. Technically speaking, there is not a formal signoff; however, since the product owner is the voice of the customer, the product owner is responsible for approving requirements. For purposes of brevity, the term product backlog will be used to include either user stories or work items on Kanban boards. Each iteration includes a baseline of work items. The baseline can be represented by an iteration backlog or Kanban board. The definition of ready can serve as the approval of work items.

It is very important for you to understand the different types of approvals in the enterprise for achieving consensus of the requirements. Approval types include:


	Approver: makes the recommendation verbally or in writing for approving the requirements. In some enterprises, the approver’s recommendation is necessary before a sponsor or authority signs off on the requirements.

	Rejecter: makes the recommendation verbally or in writing to reject a requirement(s). The rejecter could be a stakeholder that is a reviewer, approver, or signer.

	Reviewer: evaluates and provides feedback on the requirements. In some enterprises, the reviewer is not an approver or a signer.

	Signer: officially signs off on the requirements. The signer is often a sponsor, product owner, or stakeholder with authority within the enterprise.



Formal and informal approvals need to be tracked because ongoing efforts are dependent upon approval of the business analysis information. Approval means the business analysis information is correct and complete. As such, approvals will require as much consensus work as verifying, validating, and prioritizing business analysis information. Consensus for approvals can be done using collaborative games, definition of reach, Delphi, or decision-making techniques.

Whichever approach an enterprise uses, the solution team can measure and evaluate progress toward completion of the baseline. Comparing the revised baseline to the original baseline helps identify areas for improved planning on future business analysis efforts. Since the baseline serves as a boundary for what is in and out of scope, the baseline also helps the solution stakeholders identify when changes occur.

There are key requirements for every initiative that you will be monitoring continuously. These key requirements are the metrics and key performance indicators (KPIs) that determine the effectiveness of the solution. Failure to meet these metrics and KPIs results in also failing to meet the business needs.

When any part of the business analysis effort changes, you will iterate back to the planning process and update any business analysis documentation to ensure this information is communicated to the appropriate stakeholders. Throughout the monitoring of product scope definition tasks, you will ensure effective communication takes place with the stakeholders. You will follow the communication plan from Step 3: Plan the Business Analysis Work as progress is made regarding requirement status. Communicating the status of requirements includes both the domain and solution stakeholders. Typically, you will communicate the following information:


	Business analysis effort

	Metrics and KPIs

	Requirement fulfillment status

	Updates to the requirements baseline

	Change requests



During the monitoring of product scope, it is normal for stakeholder concerns to surface. To ensure the concerns are identified and addressed, you can put together the item tracking of item records or an issue log, which are both defined in the Techniques section of this chapter.

SCOPE CHANGE

In all things, change is constant. The sooner you realize scope changes are inevitable, the better. The reason scope change is inevitable is because of the lack of complete information at the beginning of the business analysis effort. In the beginning, when needs are being identified, the scope is ambiguous. During elicitation and analysis, the scope is progressively elaborated, in other words, the scope is decomposed from business needs, business requirements, or epics to stakeholder, solution, and transition requirements. Provided the decomposed scope is within the boundary of what is in scope for the initiative, no scope creep or scope changes have occurred. This boundary is the baseline described in the previous section of this chapter. Scope creep happens when requirements are allowed to be added to the initiative without addressing the impact that the additional scope will have on the deadline and costs. Requirements monitoring and controlling ensures that only approved requirements are added to the product scope. You will collaborate with the PM, Scrum Master, product owner, and or solution stakeholders to manage scope changes.

In a predictive or plan-driven approach, once the requirements have been elicited, analyzed, documented, and approved, the requirements are baselined, and any scope changes are handled through a formal change control process. The process for managing change requests is defined in the business analysis plan. A change request is a formal record to modify a document, deliverable, or one of the three baselines—deadline, budget, or scope. Many enterprises require change requests to be formally documented in a template such as a change request form (CRF). The level of detail for the CRF will vary, depending on the culture of the enterprise and the industry. The stakeholder completing the CRF also varies in enterprises. Some enterprises insist the PM completes the CRF, while others require the BA or the stakeholder requesting the scope change to complete the CRF. Depending on the enterprise, the CRF could be submitted manually or online. Once the CRF is submitted, you will verify there is truly a change to the product scope. If yes, you will collaborate and work with the project team to analyze impacts from the requested scope change. If you are using traceability, impact analysis is more streamlined. Impacts could be to the requirements, budget, risks, completed work, people resources, or to the deadline. After performing impact analysis, you will collaborate with the PM to propose a recommended course of action to the decision maker(s) for the change. These decision makers are often called a change control board (CCB)—described in further detail in the Techniques section of this chapter. Sometimes the recommended course of action turns into a small business case. The decision makers will determine whether the CRF will be approved, rejected, deferred, or requires additional information. Based on the decision, these courses of action are taken:


	Approving the change: business analysis information is updated or adjusted based on the impact of the change. The change is updated in the change log (if appropriate). Communication of the change is conducted according to the business analysis plan and change management process.

	Deferring the change: documentation and rationale are updated in the change log (if appropriate) and the change is considered for the future.

	Rejecting the change: documentation and rationale are updated in the change log (if appropriate) and the change is considered out of scope.

	Requiring additional information: further business analysis information is elicited and analyzed, and the impact analysis is updated. In a predictive approach, a recommendation is provided to the CCB. In an adaptive approach, additional business analysis information about the work items is elaborated just in time, according to priorities.



Documentation of changes can be tracked in change control tools such as a configuration management system (CMS), version control system (VCS), traceability matrix, or requirements management tools described in the Techniques section of this chapter.

In an adaptive or change-driven approach, the requirements are iteratively elicited, analyzed, and approved informally. The work items in the product backlog become the baseline and are promises for additional business analysis work when the work item rises toward the top of the product backlog. Scope changes are managed through the product backlog and are handled less formally due to the adaptive nature of the solution stakeholders’ work and continuous collaboration with the domain stakeholders. In fact, scope changes are expected and embraced in this approach. Reviews for each sprint or iteration are conducted to identify:


	Any additional work items that need to be added to the product backlog

	Any work items that are no longer needed in the product backlog

	Any changes in the prioritization of the work items in the product backlog



This process allows for continual review, planning, and adaptation based on value. Changes that have higher value will be prioritized toward the top of the product backlog. While it’s common to have frequent changes in work items for the product backlog, once the sprint or iteration backlog are locked, it typically requires a major unexpected change or something catastrophic to modify the product scope. Abandoning an iteration or sprint can happen and when it does, the team returns to iteration planning for the changed work items. Approvals are usually handled informally, with the product owner serving as the stakeholder responsible for approving requirements. This informality still means the product owner creates a process for scope change by:


	Identifying what scope changes need to be approved

	Distinguishing how scope changes will be approved

	Naming when scope changes will be approved



In either approach, you will still perform the same tasks and activities. The difference is in the timing of the work, the documentation of the requirements, the level of detail, and the way scope changes are handled. The generic process for handling scope change in any type of business analysis effort includes:


	Establish the scope baseline.

	Submit the scope change.

	Verify the scope change.

	Perform impact analysis for the scope change.

	Approve, reject, defer, or request additional information for the scope change.

	If the scope change is approved, implement the change. If additional information is requested, you will acquire additional information and iterate back to any necessary preceding steps. If the scope change is rejected or deferred, the process moves to the next step.

	Communicate the scope change disposition to the appropriate stakeholders.

	Complete the scope change process.



When new requirements are recognized, you will perform impact analysis to identify the effects a change will have. Impact analysis is described further in the Techniques section of this chapter. Impacts to consider include:


	Dependencies

	Initiative, project, or program

	Other requirements and designs

	Overall product

	Requirement attributes

	Requirement prioritization

	Requirement traceability

	Work completed



Sometimes a scope change is due to defects in the product. It’s best when this type of scope change is found by the team, as opposed to a domain stakeholder finding the defect. A team that works together proactively to identify problems or defects will use the techniques of audits, inspections, walkthroughs, or reviews to ensure quality for the stakeholders. You will work collaboratively with the solution stakeholders repairing the defect to ensure the satisfaction and needs of stakeholders are being addressed.

When scope changes occur, the baseline needs to be examined to determine if a revised baseline will be used going forward. Some enterprises establish tolerances regarding the original baseline to accommodate gains or losses in product scope, budget, or time. If a scope change is within those tolerances, a change request is not needed and the baseline does not evolve. However, even small scope changes need to be evaluated for impacts and collaborated with the PM. If a scope change is outside of those tolerances, a change request is necessary. If that change request is approved, a revised baseline is created. The original baseline does not change—it is kept for measurement and learning purposes. Differences between the original baseline and the revised baseline are not meant to beat up the BA and PM. The deltas are used to learn how to plan more effectively in the future.

Change request and impact analysis documentation need to be kept and archived. The level of formality of this documentation will depend on the selected project approach. Predictive approaches use a change control log to track the disposition and number of changes. This documentation provides important lessons learned. In addition to product scope, change requests can also be used for deadline or financial changes, as well as documentation or deliverables.

When scope changes are approved, the impacts to the business analysis information require you to update any existing plans or documentation. The documentation in an adaptive approach will be less intensive than in a predictive approach.

Throughout scope change, you can use dependency analysis, impact analysis, traceability, and version control techniques. These techniques are described in the Techniques section of this chapter.

TECHNIQUES

Table 7.2 depicts suggested techniques you may find useful when managing scope. This table is compiled based on input from PMI’s Guide to Business Analysis, PMI’s practice guides and the IIBA’s BABOK® Guide. This cross-reference table is a filtered list from Table 1.14, which provides an overview cross-reference of techniques used across business analysis activities. Of course, there are techniques that could be used when performing multiple activities; hence, the techniques most often used during scope management tasks are elaborated in this section.

Table 7.2 Scope management technique cross-reference
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Backlog Management

The product backlog is created at the beginning of an initiative and contains the excess volume of work items requiring completion. Backlog management is a technique used to organize, track, and prioritize work items that exceed capacity. Backlog management is used primarily in adaptive and iterative approaches, but it can also be used for predictive approaches.

Each work item is identified separately so it can be prioritized or ordered. Work items at the top of the product backlog have higher value and higher prioritization. When work items reach toward the top of the product backlog, they require just-in-time elaboration of appropriate modeling techniques to flesh out the details needed for development. Some practitioners refer to this as refining or grooming the backlog. In addition to value, backlog management also considers dependencies and constraints of the work items. Table 7.3 includes types of work items that can be included in the product backlog.

Table 7.3 Types of product backlog items




	Change requests

	Nonfunctional requirements




	Completed documents

	Presentation items




	Customer orders

	Requirements




	Defects

	Rework items




	Designs

	Risk items




	Features

	Use cases




	Functional requirements

	User stories




	Maintenance items

	 






Managing the product backlog is performed periodically throughout the initiative. For initiatives with shifting priorities or changing business needs, using a product backlog is beneficial to address the changing needs of the stakeholders. When work items are added to or eliminated from the product backlog, root cause analysis may be performed. Adding work items to the product backlog could signify increased stakeholder demands or reduced productivity. Work items added to the product backlog are ordered based on the compared relative value to any work items already in the product backlog. Removing work items from the product backlog could signify decreased stakeholder demands or improved productivity. Removed work items may be re-added due to:


	Substantial changing stakeholder needs or priorities

	Significant time required to complete the work item

	Sizable, prioritized work items taking additional time to complete

	Considerable defects



Removed work items from the product backlog can also indicate completeness of a work item. Backlog management involves using prioritization techniques, which are described later in this section.

Backlog management is the responsibility of the product owner with input from the solution domain team, the Scrum Master, and the BA (if the BA role is separate from the product owner role). If there isn’t a formal product owner role, someone with business analysis skills needs to fulfill the responsibilities for backlog management.

During iteration planning, the solution domain team will select and plan the work items they will be working on in the upcoming iteration. Business analysis information work will need to be elaborated upon and completed prior to the iteration planning so the team can complete their development work.

Change Control Board

Enterprises that use a CCB seek to ensure any changes are managed in a more formalized manner. The CCB is a formally chartered group of stakeholders that review, evaluate, approve, defer, or reject proposed changes to the initiative or project. Members of the CCB ensure decisions related to change are both recorded and communicated.

The CCB technique is used more commonly in predictive approaches or highly regulated organizations; however, it can be used for any project life cycle, including adaptive approaches. Additional characteristics that increase the likelihood of creating a CCB include: components, interfaces, risks, and stakeholders.

The CCB is called to action when there are change decisions that exceed the sponsor’s approval authority level. The CCB will help determine financial amounts (thresholds) where if the proposed change is under the threshold, then the sponsor or key domain stakeholders have the authority to approve a change. On the contrary, if a change will exceed the threshold, then the change request is proposed to the CCB. The determination of thresholds includes the following impacts: cost, deliverables, and schedule.

For initiatives or projects requiring a CCB, once the requirements and designs have been baselined (described earlier in this chapter), any recommended changes above the defined threshold are proposed to the CCB.

Impact Analysis

Impact analysis is a technique that was designed to uncover the unforeseen negative effects of a change in a workplace. Very few organizations put together an impact analysis, which is one of the reasons many projects end in failure. Impact analysis includes evaluating a change to determine the effects to:


	Other requirements

	The product or service

	The project or imitative

	The program

	The portfolio



Traceability (described later in this chapter) helps to support and increase the success and ease of performing impact analysis. In addition to evaluating the previously mentioned impacts, you will also analyze the impacts to both business analysis and project management.

You will also consider impacts to these areas of business analysis:


	In progress, approved, or completed business analysis effort

	Solution development life cycle

	Business analysis activities and planning

	Updates to existing business analysis documentation

	Estimates for revising business analysis planning and documentation



You will collaborate with the PM to consider impacts on these areas of project management:


	Subsidiary project management plans that could include business analysis, costs, communication, human resources, process improvement, procurement, quality, risks, schedule, scope, and stakeholders

	Baselines of cost, schedule, and scope

	Product roadmap and release planning



Performing impact analysis includes the following process:


	Evaluate the effects of the proposed change

	Identify risks related to the proposed change

	Pinpoint the work necessary to integrate the proposed change

	Isolate schedule and cost implications
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Figure 7.3 Change impact analysis process

Figure 7.3 illustrates the impact analysis process. You will collaborate with the team (including solution stakeholders, PM, Scrum Master, product owner, etc.) to perform impact analysis.

Conducting impact analysis is beneficial to help prevent scope creep from occurring. Impact analysis also serves as an input to assist decision makers, including the CCB, to evaluate proposed changes. Impact analysis helps integrate the dynamics of the triple constraints (time, cost, and scope), as well as quality, risk, and people resources.

Your role in performing impact analysis is critical for ensuring the integrity of:


	Delivering value to the stakeholders

	Features that have been implemented

	Requirements baseline

	Solution components



After performing impact analysis and making recommendations for a proposed change to decision makers or the CCB, there may be circumstances where additional impact analysis is necessary. This will require you to perform additional elicitation, analysis, collaboration, and consensus. In addition, you will need to consider updating the initial impact analysis and resubmit information to the decision makers or the CCB.

Item Tracking/Issue Log

Use of item tracking or an issue log helps to track and monitor unresolved elements throughout the project or initiative to manage scope. Elements to consider tracking and monitoring include:


	Actions

	Assumptions

	Constraints

	Defects

	Dependencies

	Disputes or disagreements between stakeholders

	Enhancements

	Issues

	Stakeholder concerns



The goal of tracking items is to ensure that any elements of concern to stakeholders are identified, documented, tracked, and monitored to provide closure. This technique helps safeguard that elements are not forgotten. Documentation of these elements is typically depicted in a tabular or matrix format. Table 7.4 includes attributes to consider including for tracking purposes in the item tracking/issue log. Definitions for the table attributes include:


	Unique ID: a single way to classify the element from other elements

	Item/Element: the name of the item or element

	Description: a brief definition of the item or element

	Type: the category for the item or element

	Identified By: the person who initially introduced the item or element

	Date Identified: the date the item or element was introduced

	Impact: the significance of positive or negative consequences if the item or element is not resolved by the date due

	Priority: the relative importance to the stakeholders who will be impacted by the item or element

	Date Assigned: the date the item or element is appointed to the investigator

	Date Due: the target date for the item or element to be resolved

	Investigator: the person assigned to resolve the item or element

	Issue/Element Owner: the person who retains the item or element

	Recovery Plan: the agreed-upon strategy for the item or element—strategies could include accept, avoid, mitigate, pursue, or transfer

	Status: the current standing for the item or element—categories could include assigned, at risk, behind, canceled, open, or resolved

	Updates: the details regarding the progress toward resolving the item or element

	Escalation: the escalation process to follow if the item or element is not resolved by the date due



Communicating the item tracking/issue log with stakeholders is beneficial for providing transparency and visibility regarding status and updates of the elements contained in the record. This technique is also helpful in prioritizing which items or elements are necessary to resolve in order to manage scope. Care needs to be used with this technique to ensure resolution in achieving the benefits and value important to the stakeholders.

Table 7.4 Item tracking/issue log
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Prioritization

Prioritization techniques can include MoSCoW, multi-voting, timeboxing, weighted ranking, weighted shortest job first (WSJF), Delphi, and many others. Prioritization is defined by either relative value of a requirement or the order the requirement will be implemented. You will facilitate prioritization discussions between the stakeholders to identify the relative importance of the requirements and designs. There are also circumstances where BAs are involved in facilitating prioritization discussions regarding which process to improve, which supplier to select, or which solution is the best choice.

You will need to determine if the criteria used for prioritization by the stakeholders is in alignment with the strategy of the enterprise. This is a delicate balancing act. Since priorities can shift throughout the life cycle of an initiative, you will revisit the importance and value of business analysis information throughout the initiative.

MoSCoW Analysis

MoSCoW analysis is a prioritization technique that is used for assigning relative ranking. MoSCoW helps stakeholders achieve a common understanding regarding the importance of business analysis information and the delivery of the business analysis information. The meaning of MoSCoW includes:


	Must haves: business analysis information that must be delivered for the project to be considered successful. Must haves include baseline features that are fundamental to the success of the business analysis effort.

	Should haves: business analysis information that should be included in the solution if it is possible. Should haves include important items but are not as high-priority as must haves. The success of the business analysis effort does not rely on should haves.

	Could haves: business analysis information that is desirable but not necessary. Could haves are included only if time and resources permit. Leaving out the could haves will not impact the success of the business analysis effort.

	Won’t haves/would haves: in predictive approaches, won’t haves are used for business analysis information that stakeholders have agreed will not be implemented in a given release or project. Won’t haves may be considered for the future but until that time arrives, no business analysis effort is performed. In some adaptive approaches, would haves are included in the product backlog because there never is a won’t have in the product backlog.



MoSCoW is one of the more commonly used prioritization techniques. One of the problems with this technique is that stakeholders can have difficulty truly identifying the must haves.

Multi-voting

The multi-voting technique involves providing stakeholders with several votes to identify the highest priority business analysis information. The more votes a requirement or design receives from the stakeholders, the higher that item is prioritized.

There are numerous ways to perform multi-voting. One process includes:


	Total the number of requirements and designs

	Divide that number by three

	Provide each stakeholder with sticky dots

	The stakeholders place their dots next to the requirements and designs listed on a chart page or board—only one vote per item

	Total the number of dots for each requirement and design



For example, if there are 50 requirements and designs to prioritize, divide 50 by 3, which is 16.7. In this instance, provide each stakeholder with 17 sticky dots (votes) to identify which requirements and designs are important to him/her.

Another way to use dots is to assign colors for prioritization. For example, high-priority items could be represented by green dots, medium-priority could be represented by yellow dots, and low-priority could be represented by red dots. A similar process can be followed as the previous example to visually see the highest priorities.

One more multi-voting technique is to give each stakeholder play money to vote on the highest priorities. Some practitioners refer to this as buy a feature. For example, you give each stakeholder a set amount of money (e.g., $100) to spend on the requirements of their choosing. The requirements with the most amount of money then become the priorities. Unlike the first voting technique, the stakeholders may apply any denomination of their money to requirements; in fact, the stakeholder may want to spend all of their money on one requirement.

Most stakeholders enjoy and appreciate the multi-voting technique because it is easy for them to follow and fun to participate. This technique makes it easier to establish a consensus regarding the prioritization of business analysis information.


In Real Life …

While working with a nonprofit organization, the board of directors was struggling to identify which activity to prioritize first for fund-raising. To make progress, I introduced the voting technique to them. The list included 10 activities to prioritize. I provided each director with $50 in play money and asked them to write on sticky notes how they chose to disperse their $50 toward the 10 activities. I collected all the money and then placed it next to the appropriate activity. The process took the directors less than 15 minutes to perform and they shared how fun it was to achieve consensus so quickly. The advantage to voting in this format is that it gave the introverted directors an opportunity to vote without pressure from the outspoken directors. From that point forward, the directors used voting techniques for every appropriate opportunity.



Timeboxing

Timeboxing is a prioritization technique for initiatives that have a fixed deadline that is not negotiable and identifies what work the team will deliver in a finite duration. Timeboxing is often used in conjunction with any of the other prioritization techniques described in this section. Based on priorities, the team works together to determine how much prioritized scope can be delivered by the deadline. For example, if the timebox is six months, the team reviews the list of prioritized scope from the stakeholders and identifies, based on team capacity, how much work the team can deliver in six months.

If a fixed budget is identified instead of fixed time, then budgeting is used to identify priorities. Budgeting involves a fixed amount of finances for the initiative that is not negotiable. Based on budgeting, the team reviews the list of prioritized scope and identifies the business analysis information that can be delivered within the budget constraints.

Weighted Ranking

Weighted ranking is a prioritization technique that positions business analysis information from least to most important. The purpose of performing weighted ranking is to create prioritization objectivity by weighting certain criteria for decision-making purposes. A matrix or table is started to perform the weighted-ranking technique. This process involves pair matching—taking each option and comparing that option to another option, one at a time. By comparing options one by one to all the other options, the stakeholders vote or rank the most preferred option. Based on the criteria weighting, the resulting scores are added up to determine the preferred decision. Weighted ranking can be used for determining which solution is the most viable during needs analysis, which requirements are most important during requirements and design analysis, or even which business process should be improved first for business process management. In adaptive life cycles, weighted ranking of the product backlog can be done with value-based or risk-based prioritization. Weighted ranking is also beneficial for resolving stakeholder conflicts regarding business analysis information for any perspective. Using weighted ranking in combination with decision analysis is a great strategy to use with indecisive stakeholders.


In Real Life …

A few years ago, my husband and I were in a time crunch to purchase real estate. I knew the pressure to make a purchase could possibly bias our decision. We looked at several properties and it became very confusing which one was the best pick. I decided to introduce my husband to the weighted ranking matrix to help us be more objective in this notable decision. First, we identified the criteria that were most important. Next, we identified which of the five criteria needed to be weighted. Thankfully, we agreed on four of the five criteria. Next, we identified the amount each of those criteria would be weighted. After we looked at the eight properties, we filled in the raw scores for each property. Table 7.5 includes a table with raw scores for the decision we faced in our real estate property hunt. Then we applied the weighted formula for the criterion used for prioritization. Table 7.6 includes a table with weighted criterion for the same decision we faced in our property hunt. In this table, our top three property choices are highlighted. The top score represents our preferred property that we selected. The process worked superbly for us and we were happy we based our decision on factors important to us and to our family.

Table 7.5 Table for real estate decisions using raw scores
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Table 7.6 Weighted ranking table for real estate decisions
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WSJF

The WSJF technique estimates the cost of delay (CoD) to sequence features, capabilities, or work items. You can calculate WSJF by dividing the CoD by the duration. The formula is:

WSJF = [Business value + time criticality + (Risk reduction / Opportunity enablement)] / Effort

The work items delivering the most value (CoD) and the shortest length are prioritized ahead of other work items with lower value and longer length. This technique is often used in the Scaled Agile Framework.

MVP

MVP is another way to prioritize the scope based on the value the features, epics, user stories, or work items will provide for the first release of a solution. The goal of this technique is to identify the least amount of features that would comprise the solution—what some practitioners refer to as trimming the tail in order to provide value to the customer. The MVP helps the organization accelerate time to market by first focusing on fundamental product features and then adding more features to future releases. Some practitioners use the minimum marketable features technique, which is very similar to MVP. The MVP prioritization technique helps in realizing business value early in the business analysis effort instead of waiting until the end and then not providing a valuable solution.

Delphi

The Delphi technique for prioritization is beneficial because it allows for everyone to share their views anonymously. To use this prioritization technique, you will ask subject matter expert (SME) stakeholders to provide prioritization input anonymously through a facilitator. In colocated sessions this input could be done on paper; for geographically dispersed sessions this input could be conducted via private chat. To achieve consensus, the SMEs discuss viewpoints and then anonymously vote. The facilitator consolidates the votes. If consensus is not reached in the first round, further rounds of discussion and voting take place. Delphi is beneficial for preventing groupthink, for situations when people aren’t as comfortable voicing an opinion, and when there are powerful stakeholders involved.

Using prioritization techniques to determine what is most valuable or important helps to ensure stakeholder satisfaction. Prioritization techniques can help to reveal transition requirements. The outcome of prioritization in an adaptive approach is a product backlog of work items ordered by value and risk. In a predictive approach, the outcome could be a prioritization attribute for each component of the business analysis information. MoSCoW, multi-voting, timeboxing, weighted ranking, WSJF, MVP, or Delphi are all techniques that can be used for most perspectives and as you can see from this section—a variety of initiatives.

RCMS and VCS

An RCMS provides for the handling of changes systematically so that a system maintains its integrity over time. The implemented RCMS allows for the managing of system information, evaluating for proposed changes, tracking for status of changes, and serving as a repository as the system changes. From a business analysis perspective, the RCMS provides direction on how the business analysis information will be:


	Stored to safeguard from loss and ensure accessibility

	Traced to ensure coverage and change impact analysis

	Accessed to previous versions of business analysis information for understanding the change of the product from iteration to iteration



There are RCMS tools beyond the standard Microsoft office products that can help you to be more efficient and effective. At the time of this writing, Capterra provides an analysis of requirement management tools at http://www.capterra.com/requirements-management-software. When an organization considers acquiring an RCMS, there should be equal due diligence performed as with any other COTS purchase.

A VCS is used to track revision history. The VCS can include:


	Original code and business analysis information

	Tracking of changes to the code and business analysis information



The VCS is an important process that is included in configuration management. A VCS is not always related to software.

Documentation of extensive business analysis information can be managed effectively using the VCS. You will work with the project team to determine if a VCS is necessary for the business analysis effort. This determination is included in the business analysis plan.

A simple VCS system can include the file name, date, time, and version number. Requirements management tools utilize a more robust VCS where business analysis documents can be:


	Checked out and locked for editing

	Checked in with mandatory comments describing changes

	Versioned automatically by the requirements management tool



There are numerous requirements management tools available for you to use and the use of requirements management tools does not guarantee high-quality business analysis information. As the saying goes, “A fool with a tool is still a fool.” The key for managing product scope is remembering to include what requirements management tool(s) will be necessary for your project as you plan the business analysis work described in Chapter 4.

Reviews

A review is used to evaluate and assess business analysis information in a formal or informal manner. This type of review differs from a performance review in that it assesses only the business analysis information and not the competencies or performance of the review participants. A review can be conducted for partially complete or fully complete business analysis information.

Participants in reviews of business analysis information need to know the appropriate amount of preparedness and the purpose. This information needs to be clearly communicated to the reviewers in advance of the review. Reviews can be held for numerous reasons, including:


	Completeness of business analysis information

	Correctness of business analysis information

	Conformance to policies, procedures, regulations, specifications, or standards

	Consensus of business analysis information

	Defect removal

	Determining quality of business analysis information

	Exploration and problem solving for issues

	Informing reviewers



In addition to peer reviews and inspections described in the verify requirements portion of this chapter, the following types of reviews can be organized:


	Desk check: an informal review by an uninvolved stakeholder in creating the business analysis information that provides you with verbal or written feedback. A desk check typically involves one reviewer and requires minimal preparation. This type of review involves working through an example, walking through a model, or checking business rules logic with an objective eye.

	Formal or structured walkthroughs: a planned and controlled review that you conduct of the business analysis information. A walkthrough can be conducted as a peer review or stakeholder review. Some practitioners refer to a walkthrough as a team review and include inspections as part of the process. This type of walkthrough requires more thorough preparation for the reviewers.

	Informal or unstructured walkthrough: a casual and easygoing review that you conduct of drafted business analysis information to request feedback. This type of walkthrough requires minimal preparation for the reviewers.

	Pass around: an informal review providing you with verbal or written feedback from multiple stakeholders. The pass around review of business analysis information can be conducted electronically or through printed documentation. This type of walkthrough requires minimal preparation for the reviewers.

	Unplanned review: a casual review where you request assistance or informal feedback from a peer. This type of walkthrough requires minimal preparation.



To prepare for a review, you will need to identify participants and the role they need to fulfill. The types of participants included in a review are dependent upon the goal of the review, the type of review selected, and any organizational process assets for the enterprise. Table 7.7 identifies the reviewer roles, explanation, responsibility, and appropriate types of reviews.

Table 7.7 Review roles
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Traceability Matrix

A traceability matrix is a grid or tree used to track the associations, links, relationships, or connections between requirements, designs, solution components, and work products. The traceability task was described earlier in this chapter. The purpose of the traceability matrix is to assist you with changes to business analysis information and for performing impact analysis as described earlier in this section. Some practitioners refer to the traceability matrix as a cover matrix.

The traceability matrix helps ensure that each requirement is linked to a business requirement. A traceability matrix includes information about each requirement and attributes about each requirement. Each unique attribute is used as a column in the traceability matrix. Attributes to consider include:


	Unique requirement ID

	Description of the requirement

	Requirement status:

	Active

	Added

	Approved

	Canceled

	Deferred




	Priority

	Owner

	Source of the requirement

	Version

	Date finished

	Stakeholder satisfaction

	Stability

	Complexity

	Acceptance or success criteria

	Business requirement:

	Business need

	Business goals and objectives

	Project objectives




	Work breakdown structure (WBS) deliverables

	Metric

	Validation

	Product development phase:

	Design

	Code

	Test

	Implement

	Verify






For small amounts of requirements, you can create a spreadsheet as a traceability matrix. Using a spreadsheet to manage the relationships involves manual processes. For large amounts of requirements, an RCMS is more appropriate. Most of the RCMSes available today include traceability and use automation to help in managing the relationships. You should consider use of a traceability matrix during business analysis planning by collaborating with the PM and the project team regarding its practicality. Identifying the trace relationships occurs while managing the requirements life cycle, especially during elicitation and analysis. A traceability matrix is more commonly used in predictive approaches, but it can be used in adaptive approaches. Some practitioners find traceability easier in adaptive approaches because the tracing can be done by tracing each work item to epics (or features), to themes, and to the overall product vision. In addition, tracing of each work item can be decomposed into requirement categories. Alternatives to producing a traceability matrix are creating a traceability tree or interaction matrix. The interaction matrix is a scaled-down traceability matrix that shows if requirements have enough detail or missing entities at a specific point in time. Since the interaction matrix is for a specific time period, it does not require ongoing upkeep. Table 7.8 includes an example of a traceability matrix for managing requirements throughout the life cycle of the initiative. Table 7.9 includes an example of a traceability matrix that traces:


	Business requirements to stakeholder requirements

	Stakeholder requirements to solution requirements

	Within solution requirements (use cases/user stories) to other requirements (data, business rules, nonfunctional, etc.)

	Solution requirements to downstream work products (functional to test cases, solution to technical design, etc.)



Table 7.8 Requirements traceability matrix for the entire life cycle
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As you can see from these two examples, there are numerous ways to conduct traceability.

Table 7.9 Requirements traceability matrix for requirements
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SUMMARY OF KEY POINTS

There are five key areas you can use to manage scope, including verify requirements, validate requirements, recommend solution(s), monitor product requirements and design definitions, and handle scope change.

Verify requirements is used to confirm that the product has been developed per the requirements and design specifications and is used in all perspectives and methodologies. Verify requirements ensures the requirements are usable for the intended purpose, confirm integrity, and meet quality standards.

Validate requirements is used to evaluate that the requirements and conceptual designs accurately reflect the stakeholder’s intent and meet the expectations of the stakeholder(s). Validate requirements ensures that the requirements and conceptual designs are aligned with the business requirements; the needs of the domain stakeholders are met; and that the product, service, or result will provide value.

When you recommend solution(s), it is important to identify viable solutions that will address the business needs. Before recommending any solution(s), you will perform root cause analysis or opportunity analysis. Based upon thorough analysis, you can specify whether the solution(s) entails process improvement or if new capabilities and new resources are necessary.

Traceability, maintaining, prioritizing, and monitoring requirements through the requirements life cycle will help you to monitor product requirements and design definitions. Managing requirements and design definitions are important for all perspectives and methodologies.

The best strategy for dealing with scope change is to follow your business analysis plan regarding changes to requirements and design definitions. The formality or informality of scope changes will be dependent on the perspective and methodology you use to approach the business analysis effort.
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STEP 7: EVALUATE THE SOLUTION

In the previous steps on the roadmap for mastering business analysis, the business analyst (BA) has been leading the effort to elicit, communicate, and develop the business analysis information with the stakeholder groups that are carefully analyzed and monitored. In this step of evaluate the solution, the BA will take an advisor role in most aspects. As solution stakeholders are developing solution options, testing plans, ensuring organization readiness, and performing testing levels, the BA supports the solution (see Table 8.1). This support includes ensuring that the business receives the most benefit for the resources expended on the effort and any business process change is managed for value. Then, throughout the solution’s life, a BA should be on point to ensure the solution continues to deliver the value that was expected when the solution and its iterations were funded. Just as the solution stakeholders have verified the business analysis information is fit for their purposes so to speak. The BA will now be validating that the solution meets the needs of the business and traces to the solution requirements and design definition. Figure 8.1 depicts the life cycle of this step.
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Figure 8.1 Evaluate the solution life cycle

During solution evaluation activities, the BA will utilize quantitative as well as qualitative measures to evaluate stakeholder value for the solution and solution components. The BA will also utilize measures to identify that point of diminishing returns. For an initiative delivered in an iterative or agile framework, the solution is evaluated as increments are proposed, prototyped for a proof of concept, or fully developed. This adaptive approach provides early opportunities to identify value, areas that are lacking, or just identifying those ideas whose value is overshadowed by the cost to implement and maintain the solution. The following sections elaborate the BA’s role in evaluating the solution.

Table 8.1 Five perspectives table showing solution evaluation
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EVALUATE PROPOSED SOLUTIONS

The solution approach was likely identified as initiative justification was developed. The solution approach provided an estimation of the cost portion of the justification. At this point the implementation subject matter experts (SMEs) will use the requirements and design definition to analyze potential solutions guided by the solution approach set forth in the scope definition. For example, if the solution approach was to:


	Buy a packaged accounting application: the implementation SMEs and BAs may perform vendor analysis to determine which vendors’ applications will meet business needs, business processes, and technology infrastructure constraints.

	Build a custom in-house solution: the technical design provided is analyzed by the BA to determine if the expected value will be achieved. Other implementation SMEs will be analyzing the design to ensure alignment to the information structure, technical infrastructure, application architecture, and security architecture—to name a few.

	Streamline a business process: the defined change(s) proposed by implementation SMEs are analyzed by the BA to assess the value to be gained. Business process improvement initiatives are typically continually seeking improvement opportunities and this evaluation of proposed changes is performed frequently.

	Use a combination of all the approaches: in which case the BA would analyze each component as previously described.



Through this evaluation of the proposed solution(s) presented by the implementation SMEs, the BA will also consider the following:


	Opportunity costs are alternative results that might be achieved if the resources, time, and funds are devoted to one design option over another design option. The opportunity cost of any design option is equal to the value of the best alternative not selected. For example, when an organization invests in a design option that returns only 3% and the organization gave up the opportunity to invest in another design option that returned 7%, the opportunity costs are 7% minus 3%, which is 4%. With opportunity cost, the amount is the cost incurred by not receiving the benefit from the second-best available choice.

	Ongoing costs versus initial investment represents that point in time where the cost of maintaining the solution exceeds the initial investment and has a lower cost of maintenance.

	Necessity represents the limited life span of solution components. This limited life span is likely due to obsolescence or market change; at this point it is impractical or impossible to maintain the current solution component.

	Sunk cost represents the resources already consumed on the initiative. Many times, there is a physiological reluctance to objectively assess whether or not future investments should be continued. Stakeholders feel that termination of the initiative would be a waste of the resources that were already invested. The BA is challenged to help stakeholders understand that past investment is irrelevant in considering future action.

	At this point, there is the possibility that none of the design options are advisable and the best recommendation is to terminate the initiative and do nothing.




In Real Life …

A large retail chain funded a project to design a solution for scanning pallets of inventory in the warehouse distribution centers. One of the options was presented by the solution team as their recommended solution. Luckily, the BA on the project had observed the process in the warehouse and recorded the observation. The BA shared the recording and all surmised that the users would have to literally stand on their heads in the elevated forklift basket for this solution. The ability to get real with examples provided guidance for a user centric approach to the solution design.



RECOMMEND ACTIONS TO INCREASE SOLUTION VALUE

With the approval of a proposed solution, the implementation SMEs will allocate the requirements and design definition to the solution components and iterations. The BA has valuable input for this allocation process for the following reasons:


	The BA is the voice of the business and ensures that some value is reaped with each delivery. For example: if the solution team is unable to deliver the ability for a bank account holder to get money from an ATM in one iteration, there may be a suggestion that in the first iteration the solution team will build the interface from ATM Bank to the Financial Switch Provider. Without an interface with the bank account holder, there is no tangible business value. The BA may suggest that the solution team deliver the functionality for ATM Bank customers only for the first iteration. This is tangible value to the business, rather than creating only the non-human interfaces up front.

	The BA understands the business’s horizon state view. This horizon state view reflects the future as far off as the business can envision. This future state understanding will help the solution team as they make architectural decisions that will employ flexibility where needed. For instance, the business may be aware of a strategy to grow the business through acquisitions. This strategy will increase our employees by 20% in the next five years. All employees are required to enter time on the new time-tracking system being analyzed. This new time-tracking system has an estimated life of 10 years. As requirements are allocated across the solution components, the BA should share this volume increase even though the robustness is not required immediately. That example is similar to building a concrete wall and finding out after the fact that a doorway is needed. Had the doorway been communicated, a temporary door would have been installed and locked until needed.

	The BA with organizational knowledge and solution knowledge of underlying competencies can recommend alternative actions. Consider the following examples:

	The BA is aware of another division within the organization who has solved a similar issue. In many organizations, the organization’s enterprise architecture (EA) is non-existent or immature, leaving little transparency of solutions owned by the organization. The BA’s suggestion of using an existing pattern to realize requirements and conceptual design could save time and money.

	The BA may be told by stakeholders that all functionality must be fulfilled; however, the portion of the functionality that will be fulfilled by the initiative may not include all the functionality requested by the stakeholders. With the organizational knowledge, the BA will suggest options for functionality that could be realized through other means, temporarily or ongoing.

	The BA may help the team understand the implications of the allocation of requirements to solution components and releases to the business and users. From the business viewpoint, business value may be gained earlier rather than later depending on release decisions. Clear objectives associated with the business requirements (big, hairy, audacious goals a.k.a. BHAGs) traced to stakeholder requirements, solution requirements, and conceptual design helps demonstrate the realization of business goals. From the users’ viewpoint, the solution components used to realize the requirements has an impact on their workflow and satisfaction. The use of personas and getting real with examples help to humanize the users, which in turn leads to better solutions.




	Change is the one constant and change will occur in the business as well as for the solution team. The BA is responsible to ensure ongoing agreement of the solution:

	The business may change due to internal change of direction and/or external drivers. These changes will likely lead to new requirements and/or modification of requirements. Because of the likelihood and unpredictability of business changes, the agile principles encourage the development of detailed requirements and conceptual design just in time. It is likely that core business capabilities will not vary; it’s the details that are typically impacted by change.

	As the solution team learns more about the solution components, there may be opportunities for building more robustness into the solution for current or future needed flexibility. This is sometimes referred to as adding technical debt to the scope.






The BA and the project manager (PM) will collaborate to bring all the stakeholders to consensus on any changes to the scope definition.

SUPPORT IMPLEMENTATION SMEs

The requirements and conceptual design should not overly constrain the solution’s physical design, providing for the freedom of the implementation SMEs to define the best solution. With this freedom comes opportunities for discussion and driving out any details requiring the engagement of the BA. In the predictive approach to solution development, the expectation is that no change will occur to the requirements and that there will be no engagement of the business perspective during the solution construction. In this environment, the BA is likely assigned to another initiative; however, in past experiences this has never been the case. The BA is in danger of being over-allocated to support the questions that will always arise. In the adaptive approach to solution development, business engagement is mandatory. Typically, in either case the BA can expect ten to twenty percent of their effort to support this solution evaluation task. With the questions raised by the implementation SMEs, there is likely iterating back through the initial allocation of requirements to solution components. And, as solution construction agnostic as our requirements and design definition were, there will likely be changes and clarifications required during this period.

Upon the solution’s physical design, the BA should review and validate that this physical design, proof of concept, or potentially shippable product will fulfill the requirements and conceptual design.

SUPPORT TESTERS

Just as the BA is supporting the implementation SMEs, testers will be developing their test plans and test cases. One of the reasons it is critical for testers to develop the test cases is that they will be reviewing requirements, conceptual design, and physical design through a different lens than the author(s). With this fresh set of eyes, the testers may find ambiguities, gaps, or conflicts that were not previously identified. As an author of the requirements and conceptual design, the author will only test for what they knew in order to write the requirements. On the other hand, there are specific scenarios that the BA wants to ensure that are tested since it is virtually impossible to test every variation of data that could possibly be acted upon. The BA and the tester(s) work together to ensure that all questions are answered, seek BA validation of the test plan and test cases to ensure the solution is tested fully, and to resolve problems or defects in the solution or solution components.

The tester(s) and user(s) identify problems caused by the solution not performing as expected or by an inability to meet a stated goal with a projected benefit or requirement. Once determined that the solution is consistently problematic, the BA will perform or facilitate analysis to determine the underlying contributors to the problem. A root cause analysis will examine instances where the outputs from the solution are below an acceptable level of quality or where the potential value is not being realized. The BA will likely facilitate a solution risk assessment and identification of potential limitations of the system. Depending on the severity of the problem, the likelihood of reoccurrence, the business operational impact, and the business capacity to absorb the impact, the BA may suggest:


	Temporary work-around to be resolved later

	Permanent work-around as the effort to resolve outweighs the benefit

	Instituting additional quality control measurements

	New or adjusted business process

	Additional support provided for exception scenarios

	A review of the initial change strategy and solution approach since this may have an impact on the decision to move forward with this initiative



From the testing perspective, Figure 8.2 depicts a fundamental concept for software testing. The concept being that testing should begin as soon as the initiative is begun and then iterated independent of the development team. This model also depicts the phases of testing to include unit testing, integration testing, systems testing, and user acceptance testing. This approach fosters an unbiased evaluation of product quality. Due to many variations, the inclusion of this model in this book is to highlight the iterative nature of testing akin to the iterative nature of business analysis. There are certainly other books and professional organizations that emphasize aspects of the testing profession.
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Figure 8.2 Phases of testing

ASSESS ORGANIZATIONAL READINESS

BAs are continually analyzing the enterprise to understand if the organization has the capacity to make the change and to support the change in the horizon state. While evaluating the solution, a readiness assessment will assess the organization’s capacity not only to make the change, but to use, sustain, and realize value from the solution. This assessment requires consideration of the stakeholders’ cultural readiness and operational readiness in making the change, the timeline in which value can be realized, and the availability of resources to support the change effort. The BA and PM will likely corroborate to deliver the assessment to decision makers on an iterative basis. As implementation draws nearer, the meetings with decision makers will become more and more frequent.

DEVELOP TRANSITION REQUIREMENTS

Out of these organizational assessments, BAs will glean stakeholder concerns that may be mitigated through transition requirements. In order to define transition requirements, you at least need to have a designed solution. Transition requirements typically fall into these categories:


	Conversion of data from the current system

	Configuration of a commercial off-the-shelf (COTS) solution

	Ongoing work of parallel systems

	Business continuity

	Process changes

	Training needed to address skill gaps



Transition requirements are elicited, analyzed, and managed with the same rigor that business, stakeholder, and solution requirements undergo. The only difference is transition requirements, much like project requirements, have a limited lifespan. Once the new solution becomes baseline functional, the transition requirements are no longer needed. These transition requirements describe the temporary capabilities that are essential to migrate from the current state to a future state environment.

MEASURE SOLUTION SUCCESS

Measuring solution success begins as the solution is being designed and continues through the life of the solution to ensure that the solution continues to provide value throughout its life. So, the BA performing this task may be the project BA before implementation—and then a business BA after implementation and ongoing at regular intervals throughout the life of the solution. Figure 8.3 represents this process. Some common causes for solution value falling short of expectations include:


	Technical causes

	Business practices

	Business constraints

	Product adoption resistance

	User employing product inappropriately

	User work-arounds devised to get around the product due to real or perceived product shortcomings
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Figure 8.3 Measure solution success process

Analyze Performance Measures

The BA will have guidance from the stakeholder analysis, understanding of the business context for the initiative, and initiative scope definition regarding the objectives of the solution. Having ensured SMART (specific, measurable, achievable, relevant/realistic, time-bound) objectives were defined initially, the BA is equipped to measure the success of the solution. However, this does afford the BA the opportunity to assess these measurements to determine if these are the best measurements of success. With a more fleshed out understanding of the solution, there may be better ways of measuring success than previously identified or determining if measurements are still valid for the solution. For example, an initiative was funded based on a need to satisfy the organization’s customer base. During scope definition, one success measurement was defined as: 97% of existing customers renew their annual membership in the upcoming year. After all, why would they renew their membership if they were not satisfied? This original measurement was at best a proxy for customer satisfaction and the BA may wonder how many other initiatives are claiming success based on these same membership renewals. In the interim, the organization’s business model changed due to external competitive pressures, thus, the organization no longer charged for membership and there was no annual renewal. With this shift in business direction, the BA must elicit and collaborate to determine a measurement for customer satisfaction due to this initiative. Decisions regarding which measures evaluate solution performance are often owned by the sponsor; however, the performance measurements may be determined by any decision-making authority.

Performance measurements may be quantitative or qualitative, but in either case, should be measurable:


	Quantitative measures: are numerical, countable, or finite—usually involving amounts, quantities, or rates.

	Qualitative measures: are subjective and can include attitudes, perceptions, and any other subjective response. Customers, users, and others involved in the operation of a solution have perceptions of how well the solution is meeting the need. The BA is responsible for ensuring that even these qualitative measurements are quantifiable, which may require finding a proxy to define success for these subjective measures.



The BA ensures there is a collection method for the measures established and that the collection process is in place.

Collect Measures

With the performance measurements vetted and deemed the most relevant and economical to capture, the BA is responsible for the collection of those measurements. When collecting performance measures, the BA considers:


	Volume or sample size: the volume or sample size collected is appropriate for the initiative. Too small a sample size will likely skew the results leading to inaccurate conclusions. A larger sample size may be available, but may not be practical to obtain or analyze.

	Frequency and timing: the frequency and timing of measurement collection may have an impact on the outcome and lead to inaccurate conclusions.

	Current: recent measurements tend to be more representative than older information.



Analyze and Communicate Measures

The communication of performance measures requires that raw information is analyzed to present an understanding of the solution’s value. If the measures are insufficient to determine solution value, BAs either collect more measurements or treat the lack of measures as a solution risk. Some considerations when analyzing the performance measures include:


	Revealing risks not previously on the radar. These risks will need to be managed as solution risks.

	Looking across the cumulative and aggregated performance measures, the BA will be able to identify trends while guarding against anomalies that could otherwise skew results.

	Using diligent validity to ensure the accuracy of the performance measures collected. To be considered accurate, the performance measures should be reproducible and repeatable.



Any variance of performance measures and the expected performance defines a variance. This variance is analyzed for under-performance or over-performance. Significant variance demands an understanding of the root cause. The BA will communicate the variances and make recommendations for improving the performance or, in the case of over-performance, recommend reallocation of resources that may be under-performing. Some common recommendations for addressing product performance improvement are:


	Potential business practice work-arounds

	Potential product usage work-arounds

	Modification of the product

	Clarification with stakeholders how to use the product



TECHNIQUES

Table 8.2 depicts suggested techniques that the BA may find useful when evaluating the solution. This table is compiled based on input from the PMI Guide to Business Analysis, PMI’s practice guides, and the IIBA’s BABOK® Guide and is a filtered list from Table 1.14, which provides an overview cross-reference of techniques used across business analysis activities. Of course, there are techniques that could be used when performing multiple activities; hence, these techniques most often used by the evaluate the solution tasks are elaborated in this section.

Table 8.2 Step 7: Evaluate the solution techniques cross-reference
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Definition of Done (DoD)

DoD is a technique that seeks to mitigate the inconsistencies within teams, particularly for agile teams, of what constitutes completeness. The team agrees on—and displays prominently in the physical or virtual team room—a list of criteria that must be met to be considered done. DoD is most often used to define user story doneness; however, any of the following could be the target with examples of doneness criteria:


	User stories/tasks:

	Code complete

	Unit test

	Peer review

	Checked in

	Testing complete

	Story accepted by product owner by meeting acceptance criteria

	Technical design

	Release notes




	Iterations:

	Stories completed

	Build completed

	Functional and regression tests

	Deployed to quality assurance

	Closure




	Releases:

	Code reviews

	Unit testing

	Functional acceptance

	Documentation

	Production turnover

	Training materials

	Bugs fixed






Considerations of the different perspectives that stakeholders have of doneness will help the team compile their list of criteria to include all aspects. For example: Developer Dave would likely consider a user story complete when the code is checked in, shared, and unit tested; but Product Owner Pam would expect full testing and her review. And the complications increase as we define doneness for iterations to releases. As teams mature, the DoD will evolve over time and flex based upon unique characteristics of the solution.

Failure Mode and Effect Analysis (FMEA)

Developed in the 1950s, FMEA is a systematic method of investigating process failures and defects, and identifying potential causes. This technique assists in identifying issues in the current state process and taking corrective measures when developing the future state process(es) to avoid any potential risks. A cross-functional team explores the possibility of product failures, reduced product life, safety/regulatory concerns, environmental hazards, process reliability, and customer satisfaction derived from:


	Design factors:

	Material properties

	Geometry

	Tolerances

	Interfaces with other components and/or systems

	Engineering aspects—environments, user profile, degradation, systems interactions




	Process factors:

	Human factors

	Processing methods followed

	Materials used

	Machines employed

	Measurement systems impact on acceptance/customer satisfaction

	Environment factors on process performance






The results of the FMEA may be communicated and documented in a tabular and graphical format. Using FMEA provides the benefits of:


	Multiple options for treating risks

	Increased capability of change verification and validation

	Promotes collaboration between design of the product and process

	Improved design for manufacturability and assembly

	Lower cost solutions

	Communication and documentation of legacy information, tribal knowledge, and standard work procedures



Ultimately, this technique is a structured approach to risk analysis that will hopefully prevent nasty solution consequences of potential risks.

Theory of Constraints (TOC) Thinking Processes

TOC, developed by Dr. Eli Goldratt in his 1984 book The Goal, is an overall management philosophy that is geared toward the manufacturing industry. TOC’s underlying premise is that organizations can be measured and controlled based on three measures:


	Inventory: all of the money that the system has invested in purchasing things that it intends to sell

	Operational expense: all of the money the system spends in order to turn inventory into throughput

	Throughput: the rate at which the system generates money through sales



TOC holds that every system has at least one constraint limiting the rate of goal achievement. These internal constraints are generally defined in terms of (1) equipment, (2) people, skills, and mental models, and (3) policy. TOC’s goal is to increase efficiencies by identifying and mitigating these constraints. TOC thinking processes is a technique that assists in locating problems in the current state process and correcting the problems in the future state process(es). This methodology (1) identifies the most important limiting factor (i.e., constraint) that stands in the way of achieving a goal, (2) systematically improves that constraint until it is no longer the limiting factor, and (3) repeats the process to identify constraints. In manufacturing, the constraint is often referred to as a bottleneck.

Drum-buffer-rope (DBR) is a method to put TOC into production ensuring that the system constraint always functions at the maximum possible output by ensuring that there is a sufficient buffer of materials just prior to the constraint to reduce any delay. DBR can be used in the business process management perspective to ensure process efficiency. Conceptually, the three main elements of DBR are: (1) the plan for exploiting the capacity constraint (the drum); (2) protection against risks to the constraint (the buffer) expressed in time; and (3) a material release schedule (the rope) that protects the shop floor from excess work in process and priority confusion. A visual depiction of DBR is captured in Figure 8.4. DBR assumes that true material constraints are very rare and proper inventory management should ensure material availability as required. This technique essentially focuses on one constraint at a time and does not seek to optimize any other activities in a process since a chain is only as strong as its weakest link.
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Figure 8.4 Drum-buffer-rope (DBR) depiction 

Specification by Example

This technique provides solution stakeholders with examples of events, conditions, and actions that enhance the communication between user or customer and the solution team with concrete examples. These terms—behavior-driven development (BDD), acceptance test-driven development (ATDD), and specification by example—are often used interchangeably and apply most often in the agile perspective; however, they can be applied to any life-cycle approach. BDD is expressed in a simple grammatical format that allows real scenarios to be filled in and takes the form:

Given <a context>,

when <an event>,

then <an outcome>.

There may be multiple given statements and/or then outcomes for a single scenario. This is represented by linking with and statements. There is normally only one when event to trigger the outcome. Table 8.3 provides an example of multiple conditions and outcomes. Using this BDD format allows for verifiable events, conditions, and actions. These scenarios will likely serve as acceptance criteria for stories and tests in support of ATDD that drive a common understanding of requirements and future product needs. Technical team members use the examples to understand what the product needs to do and how to ensure that it does what is needed. Domain SMEs provide the examples and in doing so, clarify their thinking. Business analysis entails identifying the scenarios by asking many what-if and what-about questions to expose additional scenarios and expressing these as additional examples.

Table 8.3 Specification by example depiction




	Scenario 1: Credit Card Purchase




	GIVEN

	My credit card expiration date is later than current date




	AND

	My credit limit remaining is greater than purchase amount




	WHEN

	I select to pay for purchase with my credit card




	THEN

	My purchase is approved




	AND

	My credit card balance is increased by purchase amount




	AND

	My credit limit remaining is decreased by purchase amount




	Scenario 2: Credit Card Hold for Lodging Expense




	GIVEN

	My credit card expiration date is later than check out date




	AND

	My credit limit remaining is greater than hotel hold amount




	WHEN

	I present my credit card to cover hotel lodging and incidentals




	THEN

	Hotel’s hold is approved




	AND

	My credit limit remaining is decreased by hold amount






Lessons Learned/Retrospective

The goal of this technique, whether it is called a lessons-learned or retrospective session, is to review the work done and seek feedback. Feedback includes what went well, what didn’t go well, and what could have been improved on in a collaborative environment. With this information, the team is then able to incorporate any new or modified practices that will improve productivity, capability, quality of work, and/or capacity on future initiatives. The lessons-learned terminology is used most often in the predictive systems development life cycle (SDLC) approach, whereas the terminology used most often in the adaptive SDLC approach is retrospective.

Due to the nature of the predictive approach, lessons-learned sessions are conducted at the end of the initiative; however, much can be gained for the business analysis effort by conducting lessons-learned sessions after setting scope and then after solution requirements and design definition is approved. Otherwise, if the only lessons-learned session conducted is at the end of the initiative, team members will be hard pressed to remember aspects from the business analysis efforts to reflect upon. The application of lessons-learned results to future initiatives can be challenging since the nature of the next change initiative may have different context or characteristics that could render some lessons inapplicable.

The retrospectives occur more frequently due to the nature of the adaptive approach. With each delivery of work, the team engages in this collaborative event to determine how they can improve. The terminology retrospective was popularized by kanban, kaizen events, extreme programming, lean methods, and all agile flavors. Because retrospectives occur many times over the life of a change initiative, there is a quicker turnaround for improvement.

There are many mechanisms for conducting a lessons-learned/retrospective session. In each of the mechanisms there are similar categories of things that went well, things that could be improved, and possibly ideas to consider. Color coding by category or category division on visual space may assist in adding understanding to the emerging themes. To engage the team, the sessions may need to use different mechanisms to avoid mundane and non-value-add perceptions. Many times, the lessons-learned/retrospective session will be followed by a celebration team event as well. The following list describes some of the mechanisms that could be used in facilitating the session and Figure 8.5 depicts a few as well:


	Learning matrix: (attributed to Diana Larsen and Esther Derby) utilizes a four-quadrant matrix representing (1) smiley face—what went well and should be repeated, (2) frown face—what was detrimental and should be changed, (3) light bulb—new ideas to try, and (4) flowers—people to be praised.

	Satisfaction histogram: to determine team satisfaction with a 1–5 ranking representing (1) I’m unhappy and dissatisfied with our level of teamwork, (2) I have some moments of satisfaction, but not enough, (3) I’m fairly satisfied; we work well together most of the time, (4) I am glad I’m a part of the team and satisfied with how our team works together, and (5) I think we are the best team on the planet; we work great together!

	Temperature readings: to categorize by appreciations, new information, puzzles (things you don’t understand), complaints, and hopes and wishes.

	Typical sprint retrospective categories: include (1) things to keep doing, (2) things to stop doing, (3) things to add, and (4) things to change.

	Start, stop, and continue: as categories to elicit.

	Mad, sad, and glad: as categories to elicit.

	+ (Plus)/Δ (Delta)/− (Negative): as categories to elicit.

	Color code dots: can be used for prioritization using any of the previously listed mechanisms.
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Figure 8.5 Lessons-learned/retrospective facilitation techniques

A generalized process includes the following steps:


	Prepare for the session by determining the logistics of the meeting space with visualization space, how to engage the team to incent participation, and gather any information that will be relevant to the session.

	Set the stage by establishing ground rules to ensure a safe environment for participants, provide expectations of the session, and explain how the session will be conducted (teach the mechanism used).

	Facilitate experiences regarding what went well, what did not work at all, and what needs to change.

	Facilitate a collaboration for course of action.

	Close the session.



Regardless of the mechanism of information sharing on lessons learned, it must be done to assist future and existing initiatives in order to ensure that the same mistakes don’t happen twice. PMs and BAs should include in their plans to review output of previous lessons learned/retrospectives as well as perform lessons learned/retrospectives at key milestone points.

Metrics and Key Performance Indicators (KPIs)

This technique is appropriate for establishing a solution success criteria and monitoring/evaluation protocol, and then inform stakeholders on solution performance on an ongoing basis. An indicator must be established to represent the degree of progress toward achieving a goal, objective, output, activity, or further input. A metric is the quantifiable level of an indicator. A KPI is one that measures progress toward a strategic goal or objective. Metrics and KPIs measure the performance of solutions, solution components, and other matters of interest to stakeholders. KPIs are typically defined at the organization’s executive level and are tied to the organization’s goals and objectives. An initiative is likely funded because it will contribute to reaching one or more of the organization’s KPIs. Hence, these KPIs can be used to evaluate an organization’s progress in achieving their goals and objectives. Typical broad categories of KPIs include: finance, customer, sales/marketing, operations processes (in some cases IT falls in this category or can be a separate category), employee, environmental, corporate, and social responsibility/sustainability.

When establishing indicators, the BA evaluates what criteria will show progress toward meeting the initiative’s goals and business requirements. An effective indicator has the following characteristics:


	Quantifiable: can be independently verified and validated

	Clear: precise and unambiguous

	Trustworthy and credible: based on evidence and research

	Relevant: appropriate to the need or concern

	Adequate: provides a satisfactory basis on which to access performance

	Economical: available at a reasonable cost



With these characteristics in mind, it may be difficult to find a clear and quantifiable indicator for some of the initiative’s goals that is also economical. In these cases, the BA may need to establish an adequate indicator as proxy. Working on a project to develop a new contracting system where the goal was to build higher customer satisfaction, we looked at many ways to measure customer satisfaction. We chose annual contract renewals as a proxy indicator for determining the customer satisfaction level.

The indicator’s levels will be reported on; hence, the BA should also consider the following:


	From where will the indicator’s level be retrieved?

	How will the indicator’s level be collected?

	Who will collect the indicator’s level?

	What will be the cost of the collection?

	How often will the collection be performed?

	How difficult will the collection be?



Certainly, the method of indicator level collection is a key driver to successful monitoring, evaluation, and reporting at a reasonable cost.

Metrics could simply be defined as that indicator level. Consider collecting the baseline (as-is) metric, target metric, and then points-in-time metrics. Consider having the target metric be a range if the indicator is new. Depending on the need, the timing can be established for meeting the target metric.

The monitoring and evaluation of a system’s performance requires that a data collection procedure, data analysis procedure, and reporting structure are in place. Throughout these procedures, there are key factors for assessing the quality of the indicators and metrics:


	Reliability: data collection process is stable and consistent

	Validity: data directly measures the performance

	Timeliness: frequency and latency of delivery are appropriate for management’s needs



When reporting metrics and KPIs, consider the most effective means to explain the data. Visual representation in presentation-type formats may be easier to understand than a dense table for stakeholders trying to gauge performance toward goals and objectives.

Product Portfolio Matrix

An organization’s product mix provides differing levels of performance. The product portfolio matrix (also known as: growth-share matrix, Boston Box/Matrix, BCG Matrix, Boston Consulting Group Analysis, or portfolio diagram) technique provides a quick visualization of product performance depicted on the x axis (relative market share) and the y axis (market growth rate). Products are then categorized based on the following four quadrants of the matrix:


	Question marks (also known as problem children): are characterized as low market share and high market growth. All products begin their journey as question marks for most businesses. Question marks are likely to gain market share and become stars. If a question mark fails to become a market leader, after perhaps years of cash consumption, they will degenerate into dogs when market growth declines. Question marks must be monitored carefully to determine the worthiness of the investment required to grow market share.

	Stars: are characterized as high market share and high market growth. Stars are graduated question marks with a market- or niche-leading path. The hope is that stars become the next cash cows. Stars require a substantial investment to fight competitors and maintain their growth rate. If market share is maintained upon decline in market growth, stars become cash cows; otherwise, they become dogs due to low relative market share.

	Cash cows: are characterized as high market share and low market growth. These products typically generate more cash than the amount needed to maintain the business. Cash cows are regarded as staid and boring in a mature market, yet organizations value owning them due to their cash-generating qualities; hence, they are milked continuously with as little investment as possible due to low growth. At the end of the product’s usefulness cash cows become dogs.

	Dogs (also known as pets): are characterized as low market share and low market growth. These products typically break even, generating barely enough cash to maintain market share. Organizations consider owning a dog due to benefits they may provide such as jobs and leaders to increased sales in other profitable areas; however, the dog is not generating cash on financials and reduces the return on assets that may be monitored by investors.



Each product is represented as a circle in a scatter graph fashion. The size of each circle represents the value directly contributing to the organization’s profitability. This technique provides a visualization of the diversity of the product mix—and aids in decision making for product investment.

Relative Estimation

This technique is used by agile teams to estimate backlog items using either story points, which represent the relative complexity of a user story to develop, or ideal days, which represent the amount of total effort a story would take to develop. The responsibility of the team is to define the relevant measurement, give honest estimates, and estimate backlog items relatively. The responsibility of business analysis and product owners is to answer questions and clarify user stories or backlog items during planning sessions; however, they must refrain from providing estimates or pressuring the team to give low estimates. As the team delivers a few iterations or sprints, they build a velocity (number of story points or ideal days) they can deliver in an iteration. With this knowledge, the team seeks an understanding of the story, estimates the size of the stories in relation to one another, and can build a realistic sprint backlog.

Is relative estimation easier and more accurate than absolute estimation? There are studies that argue both sides; however, when given one apple and asked what size it is, most would find this hard to answer, but given two or more apples and asked to size them in relation to one another, it becomes doable. Some teams have found it helpful to use what is called affinity estimation or t-shirt sizing as an estimation scale. The backlog items are rated XXS, XS, S, M, L, XL, or XXL. From there, the team can then employ the story points or ideal days. To facilitate the team consensus one can research Delphi, wide-band Delphi, and Fibonacci scales. A popular approach to assigning story points is called planning poker, in which the product owner clarifies the story for the team and then each team member provides their estimate by revealing the card representing the number of story points. If all reveal the same number of story points, the story is assigned the agreed-upon story points. If there are differences, the team members explain their reasoning and then, individually, team members provide their new estimate based on this knowledge. A third round may occur if consensus is not reached. If there is still no consensus, the points are averaged and assigned to the story. Figure 8.6 represents the hands of poker played. Relative estimation is one of the several estimation types used by agile teams that estimate tasks or user stories, not separately and in absolute units of time, but by comparison or by grouping of items of equivalent difficulty.
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Figure 8.6 Planning poker using story points

Vendor Assessment

When the solution or any component of the solution is provided by an external party, a vendor assessment technique would be appropriate to ensure that the vendor is reliable and the product and/or service meets the organization’s expectations. The vendor quest may be formal through requests for vendor submissions via:


	Request for information: formal elicitation method intended to collect information regarding a vendor’s capabilities or any other information relevant to a potential upcoming procurement

	Request for quote: a procurement method of soliciting price and solution options from vendors

	Request for tender: an open invitation to vendors to submit a proposal for goods or services

	Request for proposal: a requirements document issued when an organization is seeking a formal proposal from vendors—typically requires that the proposals be submitted following a specific process and using sealed bids that will be evaluated against a formal evaluation methodology



Or the vendor quest may be more informal, seeking vendor recommendations through word of mouth and recommendations. The organizational standard and the size of the initiative will influence the level of formality followed through the vendor analysis. Some common evaluation criteria of vendor assessment include:


	Vendors’ knowledge and expertise: organizations will likely choose to use third-party vendors when the solution involves capabilities outside the organization’s core competencies. In this case, the organization seeks vendors based on their depth of knowledge and expertise in the capability.

	Vendors’ market position: comparative analysis of vendors will help the organization determine how vendors rank among one another. Based on the organization’s profile and the vendor’s customer community, the organization will determine which vendor partnership is the most advantageous.

	Vendor experience, reputation, and stability: the vendors’ track record with their customer provides insight into the likelihood of the vendor meeting their contractual obligations. Areas to consider are conformance with compliance, quality, security, and professionalism.

	Vendor ability to meet needs: the vendors’ response to meeting stakeholder needs, which may be in the form of a requirements’ (business and technical) list, user stories, features, and/or use cases that are likely prioritized and weighted.

	Terms and conditions: an investigation of the vendors’ contractual support and restrictions for the product or service helps the organization understand the limitations and value one vendor’s agreement provides over the other. Areas to investigate include:

	Intellectual property rights

	Repercussions of solution IT infrastructure if a transition to another vendor occurs in the future

	Vendor’s use of organization’s confidential information

	Vendor’s protection of organization’s confidential information

	Any customizations of product and how the customizations are executed

	Product update schedule

	Product features slated for delivery and when




	Licensing and pricing models: vendor’s license and pricing models may vary greatly; and careful analysis is required to provide an apples-to-apples comparison. The BA will evaluate usage scenarios and financial evaluations across vendors to provide the economic component to the vendor assessment.



The vendor assessment may include one or more evaluation criteria weighted equally or distributed unevenly across selected criteria. Performing vendor assessment increases the odds of an organization engaging suitable and reliable vendors for long-term satisfaction.

SUMMARY OF KEY POINTS

The tasks that the BA has to perform in order to ensure appropriate evaluation of the solution are all too often overlooked when planning the BA workload. The BA is responsible to build their level of effort into their plans and identify the risks to the initiative that could be incurred if time is not allocated to supporting the solution to a successful implementation. The BA also includes their level of effort for continued monitoring to ensure that value continues to be fulfilled or that an adjustment is considered. The following are the key BA activities for this step:


	Provide feedback on solution design(s) presented by the implementation SMEs as proxy for the business. The BA’s feedback is based on fulfillment of requirements, business value, and least impact on the business process. Keep in mind, others will be providing feedback based on the solution fit with the other aspects of the EA.

	Once a solution design is agreed upon, the BA will participate in the allocation of requirements to solution components and releases. The BA may suggest that some of the requirements are allocated to manual processes such that business value is gained in earlier releases versus building out layers of the solution that cannot be used until all layers are completed.

	Support the implementation SMEs and testers to answer questions, provide examples, validate their physical design and test cases, and resolve any problems that will occur. The requirements will likely undergo change during this step.

	Assess organizational readiness and develop transition requirements to ensure a successful conversion from the current solution to the new solution. The solution team may deliver the best solution; however, if the business and its users are not ready, the solution will be a failure.

	Evaluate the solution performance based on validated measures and then communicate the status to decision makers throughout the construction of the solution and the ongoing life of the solution. Once the new solution is live, this evaluation process may be handed off from the initiative’s BA to a BA in the functional area to monitor the solution. The communication to the decision makers will provide suggestions for next steps, which may involve returning to Step 1: Understand Your Stakeholders in our book.



As a BA, your goal is to provide your stakeholders with outcomes resulting in improvement and lasting value. A side benefit of those goals is that stakeholders will begin to see the value you provide and request your services. To increase your value during and after your business analysis efforts, the authors are asking you to consider all of the techniques covered in this book and that you work to continuously improve your business analysis skills so you will blossom into a trusted advisor. In addition to the techniques, use these seven steps to grow into trusted advisor:


	Understand your stakeholders

	Understand the business context

	Plan the business analysis work

	Set initiative scope

	Develop solution requirements and design definition

	Manage scope

	Evaluate the solution
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GLOSSARY

5 whys—A simple problem-solving technique that is used to get to the root of a problem quickly. Getting to the root cause involves asking why the problem is happening multiple times, but doesn’t have to be asked five times.

actor—A person, device, or system that fulfills a specific role in interacting with a solution.

adaptive software development practices—Describes a set of values and principles for software development under which requirements and solutions evolve through the collaborative effort of self-organizing cross-functional teams. Practices advocated include adaptive planning, evolutionary development, early delivery, and continuous improvement, while encouraging rapid and flexible response to change. These practices support the definition and continuing evolution of many software development methods.

application—A software program that runs on your computer.

architecture—A description of the business processes, information technology, people, operations, information, and projects of an enterprise and the relationships between them.

backlog management—A technique used to organize, track, and prioritize work items that exceed capacity and is used primarily in adaptive and iterative approaches, but can also be used for predictive approaches.

balanced scorecard (BSC)—A technique that compares financial metrics by adding in strategic non-financial performance measures to achieve a balanced view of the enterprise, evaluating learning and growth, business process, and customer and financial perspectives.

benchmarking—A technique used to compare an organization or operations against leading peer organizations to improve performance.

BHAGs—Big, hairy, audacious goals that are identified as part of a needs assessment or needs analysis for the business analysis effort.

blueprint—A business architecture tool that provides architectural descriptions and views to provide a common understanding of the organization for the purpose of aligning strategic objectives with tactical demands.

business analysis—A set of activities to enable change in an enterprise by defining needs and recommending solutions that deliver continuous value to stakeholders.

business analysis approach—The set of processes, rules, guidelines, and activities that are used to perform business analysis in a specific context.

business analysis communication plan—Description of the types of communication the business analyst will perform during business analysis, the recipients of those communications, and the form and frequency of those communications.

business analysis information—Comprises all of the information that business analysts elicit, create, compile, and disseminate in the course of performing business analysis. This includes any kind of information at any level of detail that is used as an input to business analysis work or as an output of business analysis work.

business analyst (BA)—Any person who performs business analysis, no matter their job title or organizational role.

business capability analysis—A technique depicting what the enterprise or a portion of the enterprise can accomplish.

business case—A technique used to identify why a problem or opportunity is being considered as a business analysis effort and encapsulates nonquantifiable and quantifiable characteristics from an organizational standpoint to determine whether the project is worth the required investment.

business continuity—Encompasses planning and preparation to ensure that an organization can continue to operate in case of serious incidents or disasters and is able to recover to an operational state within a reasonably short period.

business model canvas—A strategic tool used to develop new business models or document existing business models. This visual model helps enterprises align business activities by illuminating possible trade-offs using nine building blocks.

business motivation model (BMM)—A technique used to formalize the motivation factors of the enterprise or business and encapsulate business needs.

business need—Required from a stakeholder(s) to strategically address a problem or an opportunity and drives change.

business requirement—Describes why the business wants/needs the solution. Some stakeholders may consider these goals or objectives (BHAGs). These business requirements are the justification for engaging in this change initiative—not the solution.

business value—The quantifiable benefit to the organization that can be tangible, intangible, or a combination of both.

business value definition—A technique used to determine what is valuable through analyzing business needs and is the standard measure of worth used for business valuation.

capability framework—A technique also known as an organizational maturity model and is used for identifying essential competencies that are necessary for performance today and for future performance at an organization.

cause and effect diagram—Also known as an Ishikawa diagram or fishbone diagram, it is a diagramming technique used in root cause analysis to identify and organize the possible underlying causes of an observed problem.

change control board (CCB)—A formally chartered group of stakeholders that review, evaluate, approve, defer, or reject proposed changes to the initiative or project.

change request—A formal record to modify a document, deliverable, or one of the three baselines—deadline, budget, or scope.

close-ended question—Questions that are used to elicit a single response such as: yes, no, or a specific number. Example: How many hours does it take for the claim process to be completed?

cloud computing—Is an information technology paradigm that enables universal access to shared pools of configurable system resources and higher level services that can be rapidly provisioned with minimal management effort, often over the Internet. Cloud computing relies on sharing of resources to achieve coherence and economy of scale, similar to a utility.

commercial off-the-shelf (COTS)—A prepackaged solution available in the marketplace that addresses all or most of the common needs of a large group of buyers of those solutions. A commercial off-the-shelf solution will likely require configuration to meet the specific needs of the enterprise.

constraint—An influencing factor that cannot be changed, and that places a limit or restriction on a possible solution, solution option, process, project, initiative, program, or portfolio.

cost-benefit analysis (CBA)—Also known as benefit-cost analysis (BCA) and is a systematic approach to assess the predicted value that an initiative or project will provide compared to the expenses associated with an initiative or project.

decision analysis—A formal process used to analyze an uncertain problem or opportunity for alternative outcomes that could provide value to the business. This technique examines choices and alternatives in order to make a judgment to produce outcomes.

decision matrix—A technique used for decision making by examining alternatives with or without weighted ranking in a table format.

deliverable—Any unique and verifiable work product or service that a responsible party has agreed to deliver for validation.

document analysis—An elicitation technique used to examine existing and available materials that are organizational process assets or are part of the enterprise.

end user—A stakeholder that interacts with the system and will use the product, also known as a user. enterprise—A system of one or more organizations and the solutions they use to pursue a shared set of common goals.

enterprise architecture (EA)—Description of the business processes, information technology, people, operations, information, and projects of an enterprise and the relationships between them. Business architecture, information architecture, security architecture, etc., are subsets of the enterprise architecture.

enterprise environmental factor—External or internal factors that influence, constrain, and direct the initiative.

epic story—A large user story that is too big to construct in an iteration. See User Story.

evolutionary prototype—A prototype that is continuously modified and updated in response to feedback from stakeholders. This prototype is developed in an iterative develop-review cycle to eventually form the finished product.

fidelity—The degree of closeness to the depth, breadth, and finish of the intended product.

financial analysis—A technique used to assess the viability, stability, and profitability of a business, an investment, a solution, or how to approach a solution.

force field analysis—A technique used to examine all the forces for and against making a decision by weighing the pros and cons of decision making.

functional decomposition—Used to break down complex business analysis processes or approaches into more feasible components.

functional requirement—Describes actor behavior and the information (data) being managed. When we consider actor behavior, there is likely some aspect of information involved whether that be creating new data, reading/reviewing data, updating data, or deleting data (referred to as CRUD functions). This category is likely further divided between process, data, and rules.

gold plating—A form of scope creep where additional features or functionality are included that do not have a business owner.

high-fidelity model—Provides, as close as possible, a true representation of the user interface—screen-quality graphics. Advocates for high-fidelity prototypes argue that they are easier for users to understand just by looking at them. There is no disbelief to overcome and it is easier to determine when they really do not understand the design.

horizontal prototype—Shallow but possibly wide view of system’s functionality.

impact analysis—A technique used to uncover the unforeseen negative effects of a change or a decision in an enterprise.

implementation subject matter experts (SMEs)—A person who has expertise related to deploying one or more solution components.

initiative—A specific project, program, or action taken to solve some business problem(s) or achieve some specific change objective(s).

inspection—A more formal and rigorous peer review performed in a group setting by a team of peers who review any product, service, or result for accuracy, completeness, and relevance.

internal rate of return (IRR)—The projected annual yield of a project investment, including both initial and ongoing costs.

Internet of Things (IOT)—The network of physical devices, vehicles, home appliances, and other items embedded with electronics, software, sensors, actuators, and network connectivity that enables these smart objects to connect and exchange data. Each object is uniquely identifiable through its embedded computing system but is able to interoperate within the existing Internet infrastructure.

interrelationship diagram—A technique used to display the logical and causal relationships between the factors causing variations in desired outcomes and identify causes and effects (or outcomes).

interviews—A technique used to elicit requirements from stakeholders by asking them relevant questions, clarifying information, documenting responses, and validating information.

item tracking—A tool used to track and monitor unresolved elements throughout the project or initiative to manage scope, sometimes referred to as an issues log.

job analysis—Used to identify and analyze both the job requirements and competencies necessary for performing specific roles in an organization.

legacy system—An old method, technology, computer system, or application program. Referencing a system as legacy implies that it paved the way for the standards that would follow it. This can also imply that the system is out-of-date or in need of replacement.

low-fidelity model—Is often hand-drawn sketches which help users to suspend their disbelief and get their imaginations involved so that they can better visualize the interface. The advantage of using rough sketches is that users will have an easier time suggesting changes.

market analysis—A technique used to study the attractiveness and dynamics of a special market by evaluating the current and future states of the market.

mid-fidelity model—Includes some visual design and the level of detail is somewhere between a low-fidelity model and high-fidelity model. Provides realism and fits seamlessly into the design process.

minimal marketable features (MMF)—A prioritization mechanism in which the smallest piece of functionality that still delivers value to the customer is identified.

minimal viable product (MVP)—Contains just the core features (MMFs) that allow the product to be deployed, and no more. The MVP is typically deployed to a subset of possible customers. The MVP strategy seeks to avoid building products that customers don’t want. The process is repeated until a desirable product/market fit is obtained for the broad customer base.

MoSCoW analysis—A prioritization technique used for assigning relative ranking and helps stakeholders achieve a common understanding regarding the importance of business analysis information and the delivery of that information. MoSCoW stands for must, should, could, would/won’t.

multi-voting—A prioritization technique used to provide stakeholders with several votes to identify the highest priority business analysis information. The more votes a requirement or design receives from the stakeholders, the higher that item is prioritized.

net present value (NPV)—The future value of expected project benefits conveyed in the value these benefits have at the time of investment.

nonfunctional requirement—Describes the conditions that the system must maintain and the system qualities (a.k.a.—quality of service and product quality requirements).

open-ended question—Questions that are used to elicit a dialogue or series of steps and cannot be answered in a yes or no fashion, but need explaining. Example: What does a claim processor do on receipt of a claim form?

operational support—A person who provides daily maintenance and management of a product, system, or result.

opportunity—A favorable circumstance(s) that provides the possibility for progress or advancement by creating openings and prospects that didn’t exist before.

opportunity cost—Represents the potential value that could be realized by pursuing alternative courses of action.

organizational model—A technique that includes a framework for defining roles, responsibilities, lines of authority, communication channels, and resource allocations.

organizational process asset—Internal plans, processes, policies, procedures, and knowledge bases that are specific to an organization.

Pareto diagram—A type of histogram that is ordered by defect occurrence frequency and is used to highlight the most significant defect among a typically large set of factors.

payback period (PBP)—The amount of time needed to recapture the project investment, typically expressed in months or years.

peer review—A manual assessment of the requirements to find defects and improvement opportunities by a solution stakeholder or another business analyst.

persona—A type of stakeholder profile that uses a fictitious person to represent a user group and is created for stakeholders with similar needs.

portfolio—Includes projects, programs, subsidiary portfolios, initiatives, and operations; managing these elements helps an enterprise accomplish its strategic goals and objectives.

portfolio roadmap—Provides a vision of the strategic prioritization of the portfolio and traceability of its components. This roadmap is the initial foundation upon which dependencies between initiatives and deliverables are recognized.

prioritization—The relative value of a requirement or the order in which the requirement will be implemented. There are numerous prioritization techniques described in this book.

problem—An unwelcome or harmful situation that requires action, results, and an outcome.

process—A set of activities designed to accomplish a specific objective by taking one or more defined inputs and turning them into defined outputs.

product backlog—A prioritized list of all requirements, features, defects and other work items. The product backlog is initially developed from initiation scope requirements. It is typically owned and maintained by the product owner who reviews it on a regular basis to be sure that the solution team is concentrated on those items that will deliver the highest business value first.

product quality requirement—See nonfunctional requirement.

product (solution) scope—The features and functions that characterize a product, service, or result in order to meet the business need.

program—Includes projects that are associated, including initiatives and activities that are controlled in a synchronized way to achieve coordinated benefits that are greater than individual benefits. A program can last for a very long time.

program roadmap—Provides a high-level timeline, benefits, and strategy that each associated project is expected to accomplish. Major project milestones are typically included in the program roadmap.

project—A temporary endeavor undertaken to create a unique product, service, or result.

project portfolio analysis—A technique used to model the components of programs, projects, portfolios, sub-portfolios, initiatives, and operations to provide a holistic view of the strategic objectives within an enterprise.

project scope—The work performed to deliver a product, service, or result with the specified features and functions.

proof of concept—A model created to validate the design of a solution without modeling the appearance, materials used in the creation of work, or processes and workflows that are ultimately used by the stakeholders.

quality of service requirement—See nonfunctional requirement.

requirement—A condition or capability that is necessary and is a usable representation. A requirement represents what is needed for a product, service, or result.

requirements configuration management system (RCMS)—A technique used for the handling of changes systematically so that a system maintains its integrity over time by allowing for the managing of system information, evaluating for proposed changes, tracking for status of changes, and serving as a repository as the system changes.

requirements validation—Evaluating the business analysis information to ensure that it accurately reflects the stakeholder’s intent.

requirements verification—Confirming the product has been developed with sufficient quality according to the requirements and design specifications.

responsibility matrix (RACI)—A type of stakeholder profile used to clarify stakeholder roles based on tasks and deliverables that are essential to the initiative or project. The letters for the RACI matrix determine which stakeholders are responsible, accountable, consulted, or informed.

return on investment (ROI)—The amount of percentage return for an initial project investment.

reviews—Used to evaluate and assess business analysis information in a formal or informal manner and is used to assess only the business analysis information and not the competencies or performance of the review participants.

risk—An uncertain event or state; something that hasn’t happened yet. When a risk does occur the outcome of risk can be positive or negative to any of the project objectives.

roadmap—A visual technique that includes a long-term planning horizon that will deliver the strategic objectives and value to the stakeholders.

root cause analysis (RCA)—A technique that helps answer the question of why the problem has happened.

rough order of magnitude (ROM)—A high-level estimate, generally based on limited information, which may have a very wide confidence interval.

scenario—Describes one possible path through a use case. A use case contains several scenarios.

scope—The sum of the products, services, and results to be provided as a project. In business analysis and requirements management, scope is defined as the boundary for the products, services, and results. See also product scope and project scope.

scope creep—Occurs when features and functionality are added without addressing the effects on the timeline, costs, and resources; or adding scope without the customer’s approval. Scope creep can include product scope or project scope.

site map—Provides a view of how the site will be or is constructed. (Also known as structural model, taxonomy, hierarchy, storyboarding, navigation model, or site structure.)

Six Sigma—A set of techniques and tools for process improvement. It seeks to improve the quality of the output of a process by identifying and removing the causes of defects and minimizing variability in manufacturing and business processes. It uses a set of quality management methods (mainly empirical, statistical methods) and creates a special infrastructure of people within the organization who are experts in these methods. Each Six Sigma project carried out within an organization follows a defined sequence of steps and has specific value targets, for example: reduce process cycle time, reduce cycle time, reduce costs, increase customer satisfaction, and increase profits.

software as a service (SaaS)—A software licensing and delivery model in which software is licensed on a subscription basis and is centrally hosted. Users typically access the software application via their web browser. SaaS is sometimes referred to as on-demand software and was formerly referred to as software plus services by Microsoft.

software system—Consists of programs that run in the background, enabling applications to run.

solution—A specific way of satisfying one or more needs in a context.

solution approach—Defines the design direction that the enterprise will use to realize the solution to the problem needing to be solved or opportunity to exploit (e.g., build an in-house solution, buy a COTS solution, bend the current solution, process improvement, or organizational change).

solution requirement—Describe the functions and features required of the solution at a level that allows for the development of the solution. These solution requirements trace to the stakeholder requirements.

special interest groups (SIGs)—A group of people who share mutual benefits and shared characteristics for the common good of that community.

sponsor—A person or group who commit resources and support to the initiative, project, program, or portfolio.

stakeholder—A group or individual with a relationship to the change, the need, or the solution. A stakeholder is any person, group, or organization that may impact, be impacted, or perceive itself to be impacted by a project, program, initiative, operation, or portfolio.

stakeholder list—A type of stakeholder profile that includes a directory of all impacted and vested stakeholders.

stakeholder mapping—A type of stakeholder profile that involves visuals or diagrams showing stakeholder relationships to the solution, as well as stakeholder relationships with each other.

stakeholder matrix—A type of stakeholder profile that uses mapping to classify the priority of stakeholders into a grid.

stakeholder profile—Describes what the stakeholders (particularly the users) will need to do. These stakeholder requirements are likely a functional decomposition of the solution into defined goals that the users would expect to have fulfilled through the solution. The stakeholder requirements should trace to the business requirements to ensure that there is fulfillment of the goals as well as reduce the risk of over-building a solution that was not funded or intended for the change initiative.

storyboard—Map of site workflow navigation using a series of images or illustrations. It is useful to help visualize the steps of a user in order to clarify requirements.

subject matter experts (SMEs)—People who are the authorities in a particular area or domain on topics associated with the business need or the scope of the solution.

sunk cost—Describes the money and effort already committed to an initiative. The psychological impact of sunk costs may make it difficult for stakeholders to objectively assess the rationale for replacement or elimination because they may feel reluctant to waste the effort or money already invested. Since this investment cannot be recovered, it is effectively irrelevant when considering future action. Decisions should be based on the future investment required and the future benefits that can be gained.

supplier—A person or group who are not directly in the sponsor’s domain of influence because they reside external of the enterprise. Suppliers are also known as consultants, contractors, providers, sellers, or vendors.

SWOT analysis—A technique used to identify the strengths, weaknesses, opportunities, and threats of the organization or the wider business environment.

system—A set of components (manual, automated, or a combination of both) that work together to accomplish a goal.

teaser question—Questions that are designed as follow-up questions, particularly when the core questions are close-ended. These questions are generally of the who-what-why variety.

technical debt—Technical debt (also known as design debt or code debt) is a metaphor referring to the eventual consequences of any system design, software architecture, or software development within a codebase. The debt can be thought of as work that needs to be done before a particular job can be considered complete or proper.

tester—A person who performs the verification process of the requirements by ensuring the solution meets the requirements that are defined and documented by the business analyst.

throw-away prototype—A prototype used to quickly uncover and clarify requirements or designs using simple tools, sometimes just paper and pencil. It is intended to be discarded when the final system has been developed.

timeboxing—A prioritization technique for initiatives that have a fixed deadline that is not negotiable and identifies what work the team will deliver in a finite duration.

traceability—Includes the associations, links, relationships, or connections between requirements, designs, solution components, and work products.

traceability matrix—A grid or tree used to track the associations, links, relationships, or connections between requirements, designs, solution components, and work products.

use case—The description of actor interactions in which the primary actor accomplishes or fails his goal.

user—A stakeholder that interacts with the system and will use the product, also known as an end user.

user-centric—A design philosophy and a process in which user needs, wants, and limitations of a product are given extensive attention at each stage of the design process. It is a multi-stage problem-solving process to foresee how users are likely to use a product and may validate assumptions regarding user behavior with usability studies. This approach seeks to optimize the product around how users can, want, or need to use the product, rather than forcing the users to change their behavior to accommodate the product.

user story—An informal, concise description of a solution capability that provides value to a specific stakeholder. A user story is typically one or two sentences long and provides the minimum information necessary to allow a developer to estimate the work required to implement it. A user story typically takes the form of: as an <actor>, I need to <function>, so that I can <benefit>.

validate requirements—Evaluating the business analysis information to ensure that it accurately reflects the stakeholder’s intent.

verify requirements—Confirming that the product has been developed with sufficient quality according to the requirements and design specifications.

version control system (VCS)—A technique used to track revision history of documented business analysis information.

vertical prototype—Deep, but usually narrow slice of the system’s functionality.

weighted ranking—A prioritization technique that positions business analysis information from least to most important and creates prioritization objectivity by weighting certain criteria heavier for decision-making purposes.

wireframe—A diagram that represents a user interface’s content and structure, not layout or visual design. The wireframe’s purposes are to communicate basic functionality, initial design ideas, and relative priorities of content on the screen (also known as screen flows, schematics, blueprints, or prototypes).

work product—A document or a collection of notes or diagrams used by the business analyst during the requirements development process.
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