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Business Analysis- Definitions

According to WIKIPEDIA@:

Business analysis helps an organization to improve how it conducts its functions and
activities in order to reduce overall costs, provide more efficient use of resources, and
better support customers. It introduces the notion of process orientation, of
concentrating on and rethinking end-to-end activities that create value for customers,
while removing unnecessary, non-value added work. The person who carries out this
task is called a business analyst or BA.

According to IIBA@:

Business Analysis is “...The set of tasks and techniques used to work as a liaison
among stakeholders in order to understand the structure, policies, and operations of
an organization to achieve its goals...”

Those Business Analysts who work solely on developing software systems may be
called IT Business Analysts or Technical Business Analysts.
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Definition of the Business Analyst Role

* A business analyst works as a liaison among stakeholders in order to elicit,
analyze, communicate and validate requirements for changes to business
processes, policies and information systems.

 The business analyst understands business problems and opportunities in the

context of the requirements and recommends solutions that enable the organization
to achieve its goals
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Definition of a requirement

Requirements vary in intent and in kinds of properties. They can be functions,
constraints, or other elements that must be present to meet the needs of the
intended stakeholders. ...For clarification purposes, a descriptor should always
precede requirements; for example, business requirements, user requirements,
functional requirements.

Good requirements are focused on creating software products by being:
» Traceable to the business- map to an explicit business architecture.

« Consumable by the technical staff- used entirely and the only source
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Definition of Requirements Types

« Business requirements
- Stakeholder / User requirements
« Solution Requirements

— Functional Requirements

— Non Functional Requirements

— Implementation Requirements
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Requirements Classification

* : :
ld Business Requirements
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. I Stakeholder Requirements

Solution
F e :
Requirements

Implementation Requirements
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Requirements Types

 Business Requirements
— Are higher-level statements of the goals, objectives, or needs of the enterprise.

— They describe such things the reasons why a project is initiated, the things that
the project will achieve, and the metrics which will be used to measure its

SUCCEeSS

- Stakeholder / User Requirements
— Are statements of the needs of a particular stakeholder or class of stakeholders.

— They describe the needs that a given stakeholder has and how that stakeholder
will interact with a solution

« Solution Requirements

— The main characteristic of the solution that meets the stakeholder and business
requirement

— They are Frequently divided into
* Functional Requirements
* Non Functional Requirements
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Requirements

— Functional Requirements
« Describe the behavior and information that the solution will manage.

« They describe capabilities the system will be able to perform in terms of behaviors
or operations — a specific system action or response.

— Non- Functional Requirements

« Capture conditions that don't directly relate to the behavior or functionality of the
solutions, but they describe the environment conditions , under which the solutions
must remain effective or qualities that the system must have.

« These are also known as the qualities or supplementary Requirements

— Implementation requirements

- Describe capabilities that the solution must have in order to facilitate transition from
the current state of the enterprise to the desired future state, but that will not be
needed once that transition is complete
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Quality of the Requirements

« Validate Requirements describes how the Business Analyst
determines that the functional and quality of service requirements will

fulfill the original business requirements.

» Verify Requirements describes how the Business Analyst determines
that the requirements documentation is of sufficient quality to begin

solution development.

BUSINESS ANALYSIS ANUJ ANAND


 
 



BABOK Review...
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Business Analysis Planning and Monitoring

Chapter 2
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Business Analysis Planning and Monitoring Chapter 2

Focus Areas

— How to determine which activities are necessary to perform in order to
complete a business analysis effort.

— Covers identification of stakeholders, selection of business analysis
techniques, the process used to manage the requirements.

— Assessment of the progress of the work in order to make necessary
changes in work effort.

» Business analysis planning is a key input to the project plan, and project management
responsibilities include organizing and coordinating business analysis activities with
the needs of the rest of the project team.

Purpose

— Plan the execution of business analysis tasks.
— Update or change the approach to business analysis as required.

— Assess effectiveness of and continually improve business analysis
practices.
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Business Analysis Planning and Monitoring Chapter 2

Tasks Furpose Inputs QOutputs

Conduct Stakeholder | ldentify stakeholders who may be impacted « Organizational . Stakeholder list

Analysis by a proposed initiative or who share a Standards Stakeholder roles
common business need. This task includes Defined Business and responsibility
determining appropriate stakeholders for Problem/Opportunity designation

the project or project phase, and analyzing
stakeholder influence, authority (approve, sign
off, veto), and project attitude.

Flan Business
Analysis Activities

Determines which activities are required to
define the solution to a business problem,
how those activities will be carried out, the
work effort involved, and an estimate of how
long the activities will take.

Stakeholder list

Stakeholder roles
and responsibility
designation

Organizational

Business Analysis

Flans for:

Enterprise Analysis

Business Analysis
Flanning and

- . . . Standards L
Identifies business analysis deliverables Monitoring
Determines the scope of work for the Elicitation
business analysis activities Requirements
Determine tasks for the business Analysis
analysis activities in the Knowledge Solution
Areas: Enterprise Analysis, Elicitation, Assessment and
Fequirements Analysis, Solution Validation
fsse;imen;ind Validation. Detail will vary Requirements
rom R Management and
Identifies task dependencies, and Communication
interfaces between tasks
Develop estimates for BA work (time, skill
level, complexity of tasks, etc))
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Business Analysis Planning and Monitoring Chapter 2

Tasks

FPurpose

Inputs

Qutputs

Flan Business
Analysis
Communication

Determine what information the various
stakeholders need to be provided about the
results of business analysis and the forms it
should take (verbal, written, etc). It includes
considerations for, as well as constraints,
impacts, durability and trade-offs of different
communications media.

Stakeholder list

Stakeholder roles
and responsibility
designation

Business Analysis
Flan(s)

Business Analysis
Communication Plan

Plan Requirements
Management Process

Describes how to determine the appropriate
requirements process for a particular
initiative. It describes how we determine
what is currently in place, and how to create
the process if it doesn't exist. It includes
determining whether and how requirements
are changed, which stakeholders need to
approve (instead of the actual approval

of requirements), as well as who will be
consulted on, or informed of changes, etc. It
also includes the approach to requirements
traceability and determining which
requirements attributes we will capture.

BUSINESS ANALYSIS
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Business Analysis Planning and Monitoring Chapter 2

Tasks Purpose Inputs Outputs

Plan, monitor and Determine which metrics will be used « Organizational + BA Performance

Report on Business | to measure the work performed by the Performance Assessment
Standards

Analysis Performance | business analysts. It includes how we track, . Lessons Learned
assess, and report on the quality of the work | ﬂﬂ“?' Performance |, process
performed by business analysts and take Metrics improvement
steps to correct any problems that may crop  |*  Business Analysis recommendations
up. If problems are identified, determine Plan(s)
appropriate corrective action (which may feed |* Requirements
into the development of future plans on this or LLELEUEL

other projects).
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Conduct Stakeholder Analysis

Tasks Purpose Inputs Outputs
Conduct Stakehoider | Identify stakeholders who may be impacted » Organizational « Stakeholder list
Analysis by a proposed initiative or who share a Standards . Stakeholder roles
common business need. This task includes . Defined Business and responsibility
determining appropriate stakeholders for Problem/Opportunity designation
the project or project phase, and analyzing
stakeholder influence, authority (approve, sign
off, veto), and project attitude

« The BA actually identifies the

- Stakeholders, defines roles and responsibilities, develops task for
estimates, helps the prioritization of the requirements, estimates for
business analysis tasks, plan requirements, develops which requirement
process will be followed in a particular Sequence.

It is basically starts with the Definition of the team:-
v' Executive Sponsor
v" Business Analyst
v Project Manager
v" Developer
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Conduct Stakeholder Analysis

v Quality Assurance Analyst
v Trainer

v Application Architect

v' Data Modeler

v' Database Analyst (DBA)
v" Infrastructure Analyst

v Information Architect

v Solution Owner

v" End User

v Subject Matter Expert (SME)
v Stakeholders

- Each Member is under the RACI| Matrix :-

 Role in Requirements Planning and Management RACI ( Responsible ,
Accountable, Consulted, Informed ) and they have a prescribed
description:-
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Conduct Stakeholder Analysis

Executive Sponsor

Business Analyst

Project Manager

Developer

Quality Assurance Analyst

Trainer

Application Architect

Data Modeller (See Information
Architect)

OO |=(T|O0|>|=>

Database Analyst (DBA)

Infrastructure Analyst

Business Architect

Information Architect

Solution Owner (See Executive Sponsor)

End user

Subject Matter Expert (SME)

O(T (IO |D[(6O|6

Other Stakeholders

R,

C, I (varies)
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Conduct Stakeholder Analysis

« The BA should do the following set of activities :-

« Taking into account the need of stakeholders and their individual interest,
because later changing the requirement would be too tedious a task.

- Classification of the stakeholders is of prime importance and they could be
classified as -

* Influence,

» Geographic location

 Number and Direct End User

 Number of interfacing system and automated processes.

* Authority Level in Business Analysis Work

v Approve the Deliverables

v Inspect and approve the Deliverable

v" Request and Approve Changes

v Approve the Requirement Process

v" Reviews and Approves the Traceability Structure
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Plan Business Analysis Activities

Ian usness
Analysis Activities

Determines which activites are required to

define the solution to a business problem,
how those activities will be carried out, the
work effort involved, and an estimate of how
long the activities will take.

« |dentifies business analysis deliverables

« Determines the scope of work for the
business analysis activities

+ Determine tasks for the business
analysis activities in the Knowledge
Areas: Enterprise Analysis, Elicitation,
Requirements Analysis, Solution

Assessment and Validation. Detail will vary
from KA to KA.

« ldentifies task dependencies, and
interfaces between tasks

« Develop estimates for BA work (time, skill
level, complexity of tasks, etc.)

BUSINESS ANALYSIS
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Plan Business Analysis Activities

 It’s basically planning of the various activities :-

* Requirement Management and Communication
« Enterprise Analysis

 Elicitation

* Requirement Analysis

« Solution Validation and Assessment

 The role of the BA starts from

* Business Analysis Scope Statement :- Which will list all the deliverables

 To set up the Work Break down structure — i.e. Releases , Phases — The
break down of the activities will be part of the Activity List , which shall be
defined in the Project Management

« The Business Requirements , will be written on the basis of the Project
style — i.e. Waterfall , Agile , Iterative
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Plan Business Analysis Activities

* The project would have the following list of activities from the BA
perspective .

- Different Projects will have different deliverables and the tasks might
include some combination of the following:-

v' Feasibility study

v' Process Improvement

v Organizational Change

v" New Software Development- in house
v Outsource the Development

v Software Maintenance

v Software Package Selection

* The Sequence of activities will be as follows-
 Milestones will cluster into the set of deliverables.

* Deliverable be assigned under Releases
* Releases classified under Phases
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Plan Business Analysis Activities

 These are some of the Estimating Tools, which are commonly used :-

Analogous Which is actually done , when little is known , but the new

estimating project is said to be on the same lines of the Frame work for
the Business Analysis activities and the Time Frame

Parametric Done on the basis of the activity task and time needed to

Estimating complete one task ( use case — 5 hours , BA has a activity set

that has 10 task, so the total time needed will be 20 hours

Rolling wave

Looking at the present shape and new of new tasks till needed
to be done to achieve the desired results

Three Point Estimate

Looking at the Optimistic , Pessimist and most likely estimate

Historical Analysis It’s actually the way for estimation , based on the past story

Expert Judgment Opinions of the Experts

Delphi It is a combination of the Historical values along with the
weight assigned across each value

Vendor Bid Analysis | After the submission of bids , the BA needs to ascertain the

bids on the basis of reasonableness , schedule and cost
estimates
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Plan Business Analysis Communication

‘ Tasks Purpuse Inputs Outputs

Plan Business Determine what information the various Stakeholder list Business Analysis
Analysis stakeholders need to be provided about the Stakeholder roles Communication Plan
Communication results of business analysis and the forms it and responsibility

should take (verbal, written, etc). It includes
considerations for, as well as constraints,
impacts, durability and trade-offs of different
communications media

designation

Business Analysis
Plan(s)

- Effective Communication is one of key factors for success.

 The BA needs to plan about the effective Communication

« Who needs to be communicated and how —

« Needs top aware about the Location of the Stake Holder
« Channels for communications with other members
- Do, different people , required different formats of documentation

- A formal level of communication is followed in the Large projects ,

complex , new , mission critical project

BUSINESS ANALYSIS
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Plan Business Analysis Communication

* It is also important that the Requirements are submitted along with
diagrams, supporting text , detailed attributes and various updates to
various stakeholders, so that they could easily comprehend and

understand.
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Plan Requirements Management Process

Tasks Purpose Inputs Outputs
Plan Requirements Describes how to determine the appropriate |+ Organizational Hequirements
Management Process | requirements process for a particular Standard Management Plan
initiative. It describes how we determine - Business Analysis
what is currently in place, and how to create Plan(s)

the process if it doesn't exist. It includes
determining whether and how requirements
are changed, which stakeholders need to
approve (instead of the actual approval

of requirements), as well as who will be
consulted on, or informed of changes, etc. It
also includes the approach to requirements
traceability and determining which
requirements attributes we will capture.

The Business Analyst needs to work on the following set of activities

+ Determine the Appropriate Business Requirement Process for the current
Project

+ Determine whether and how the Requirements are changed , who needs to

be consulted for the same , which all stakeholders need to be informed and
who takes the final call. (Approval)
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Plan Requirements Management Process

» Assign priorities to the requirements .

« Check for the interfaces , dependencies related with each requirement and
also monitor that low priority requirements are not tested , many more
times

« Traceability is added to the requirement, which would justify what new
value the requirement would bring to the project.

« Record mapping of every requirement along the lineage and also where would it
fit going further

« This will also help in linking a set of requirements , along with many other
requirements

« Example — Cancel of Payments

« the customer user should be able to complete or cancel the in-flight
payments , before closing the account
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Plan, Monitor and Report on Business Analysis
Performance

Tasks Purpose Inputs Outputs
Plan, monitor and Determine which metrics will be used « Organizational + BA Performance
Report on Business | to measure the work performed by the Performance Assessment

Standards . Lessons Leamed

Analysis Performance | business analysts. It includes how we track,
assess, and report on the quality of the work | Actu_al Performance |, process
performed by business analysts and take Metrics improvement
steps to correct any problems that may crop |+ Business Analysis recommendations
up. If problems are identified, determine Plan(s)
appropriate corrective action (which may feed |* Requirements
into the development of future plans on this or LLELEUEL

other projects).

* Monitor the Health of the Project

It is basically to check , track and access and report on the quality of
the work performed.

- This can be reported to the higher management via adhoc reports
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Plan , Monitor and Report on Business Analysis

Performance
This would be done by setting up the Product and Project Metrics.

The three key tasks for the setting up of these Metrics are Identification
, Collection and Reporting

The suggested sequence is, as follows
« Determine the relevant metrics e.g. requirements

« Determine, How the metrics were Collected, Analyzed Documented
and Communicated

Determine the Metrics :-

 Whether the Requirements are in line with the deliverable
- List of assumptions made

- Some Requirements might have been inherent to the project ,
while other might have come in conjunction at specific points of
the Project

- Ex- The fixation of the defects by the Development team
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Plan , Monitor and Report on Business Analysis

Performance

Collection of the Metrics :-

« Appropriate Volume of Data
« Appropriate use of Automation
« Timeliness of Collection , Analysis and Reporting

Report on Business Analysis Progress.
Take Preventive and Corrective action.

Improvement Techniques

« Expert Judgment
- Stakeholder Analysis

« Communication Requirement Analysis
v Analyzing Stakeholder Communication Requirements
v Preferred level of Details, format , media
v Logistics of communication to and from Multiple Location
v' Internal Communication Flow
v External Communication Flow
v Media
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Plan , Monitor and Report on Business Analysis

Performance

* Improvement Techniques

« Variance Analysis

v Analyze the discrepancies between the planned and actual estimates,
cost ,product expectations

* Re-planning
v' Change Requests will have a profound effect on the requirement
baseline, hence shall lead to Re-planning

- Change Control System
v The process of changing the Baseline
v Authorization Levels for approval
v' Tracking Process to Recognize Changes

- Lessons Learned

v' Most projects are in design-mode long before they have established
what the problem that they are trying to solve has been defined. Too
often we see project teams discussing how the screen is going to look
and what push buttons are going to do before anyone knows what
business problem we are trying to fix.
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Plan , Monitor and Report on Business Analysis
Performance

v' An inability to control the “nice to have” requirements. Standish
Group has revealed that 45% of the features of systems are never
used; these then can only be “nice to haves” that nobody actually
needed.

v" A lack of standards. Often there is a requirements template but what
gets put into that template can vary from project to project, with little
or no quality control
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Requirement Management & Communication

Chapter 3
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Requirement Management and Communication

FOCUS AREA

— Way to manage conflicts,

— Issues, Changes and Ensure that stakeholders as well as the project
team remain in agreement on the solution scope.

— Depending on the complexity and methodology of the project:-
v Managing Formal approvals
v Baseline and track different versions of Requirements documents
v" Trace requirements from origination to implementation.

PURPOSE

v"Recognize that communication takes places throughout all
knowledge areas and is important for managing requirements

v Manage the approved solution and requirements scope
v Ensure stakeholders have access to business analysis work products
v Prepare and communicate requirements to stakeholders

v Facilitate enterprise consistency and efficiency by re-using
requirements whenever possible
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Requirement Management and Communication - OF-1

Tasks

Purpose

Inputs

Qutputs

Manage Solution and
Requirements Scope

Baseline and manage changes to business
case, solution and requirements

Approve requirements (according to
the approval authonty stated in the
Requirements Management Plan)

Baseline requirements

Manage formal and informal change
control on requirements

Control multiple versions of requirements
work products

Manage requirements conflicts and 1ssues

Stakeholder roles
and responsibility
designation

Requirements

Requirements
management plan

Approved
Requirements

Decision Record

Manage Requirements | .

Traceability

Trace requirements (update and
maintaining relationships between
requirements components)

Perform impact analysis when changes
are requested and supply this information
to the change control process (in previous
task)

Support the allocation of requirements to
the solution in Solution Assessment and
Validation.

Requirements

Traced
Requirements

BUSINESS ANALYSIS
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Requirement Management and Communication OF-2

Tasks

Purpose

Inputs

QOutputs

Maintain
Requirements for
re-use

Select which implemented requirements
will be maintained after solution
implementation

Name the responsible party who will
maintain the requirements (i.e. custodian,
librarian)

Facilitate ongoing use of requirements for
impact analysis and solution maintenance

Facilitate re-use of requirements on
related projects to encourage enterprise
consistency of business models

- Implemented
requirements

Maintained/re-used
requirements

Frepare Requirements
Package

Determine appropriate format for
requirements (v1.6 task)

Create a requirements package (V1.6 task)

- Reguirements

- Business analysis
communications plan

Requirements
package (e.q.,
executive
summary, formal
documentation,
RFI, RFP etc)

- Communicate
requirements

Interaction with all stakeholders before,
during and after projects.

Each KA involves communication that will
be noted here

Interaction with solution team to assure
that requirements are correctly understood
and implemented

BUSINESS ANALYSIS
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Manage Solution and Requirement Scope

I-'_I‘asks Purpose

Inputs

QOutputs

Manage Solution and | Baseline and manage changes to business
Requirements Scope case, solution and requirements

Approve requirements (according to
the approval authority stated in the
Requirements Management Plan)

Baseline requirements

Manage formal and informal change
control on requirements

Control multiple versions of requirements
work products

Manage requirements conflicts and issues

Stakeholder roles
and responsibility
designation

Requirements

Requirements
management plan

Approved
Requirements

Decision Record

 Once the requirements are elicited and analyzed, they need to be checked,

whether they are within the boundaries of the defined framework.

 These requirements are then base lined with due approval of the stakeholder

and the change in these requirements shall

request.

be classified under change

« Managing these requirements into a file /repositories i.e. paper/electronic is
really important, because the BA might have to change/add/delete them going
further and hence keeping a track of them is essential.

 There could also be a scenario, wherein the requirements sign-off has been
declined by the stakeholder ,then the BA needs to inform the PM and this could

lead to a considerable delay.
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Manage Requirements Traceability

Tasks

Purpose

Inputs

Qutputs

Manage Requirements |

Traceability

Trace requirements (update and
maintaining relationships between
requirements components)

Perform impact analysis when changes
are requested and supply this information
to the change control process (in previous
task)

Support the allocation of requirements to
the solution in Solution Assessment and
Validation.

Requirements

Traced
Requirements

» Trace-ability within the requirements is really important:-
« During Change Request — Need to ascertain the Overall Impact.

« Double Checking, whether all the requirements pertaining to the required
functionalities , have been incorporated.

« Allocation of the Requirements to various components in the Final

Solution.

« Advantages :-

* Re-usability of Requirements

BUSINESS ANALYSIS

ANUJ ANAND




Requirement Management and Communication OF-2

Tasks

Purpose

Inputs

QOutputs

Maintain
Requirements for
re-use

Select which implemented requirements
will be maintained after solution
implementation

Name the responsible party who will
maintain the requirements (i.e. custodian,
librarian)

Facilitate ongoing use of requirements for
impact analysis and solution maintenance

Facilitate re-use of requirements on
related projects to encourage enterprise
consistency of business models

- Implemented
requirements

Maintained/re-used
requirements

Frepare Requirements
Package

Determine appropriate format for
requirements (v1.6 task)

Create a requirements package (V1.6 task)

- Reguirements

- Business analysis
communications plan

Requirements
package (e.q.,
executive
summary, formal
documentation,
RFI, RFP etc)

- Communicate
requirements

Interaction with all stakeholders before,
during and after projects.

Each KA involves communication that will
be noted here

Interaction with solution team to assure
that requirements are correctly understood
and implemented

BUSINESS ANALYSIS
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Enterprise Analysis

Chapter 4
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Enterprise Analysis

FOCUS AREA

— Describes the Business Need

— Refines and Clarifies the definition of that need

— Define a solution scope, feasibly implemented by the business.
— Covers problem definition and analysis

PURPOSE

— Identify and propose projects that meet strategic needs and goals.
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Enterprise Analysis — Overview Functions -1

Tasks

Purpose

Inputs

Outputs

|dentify Business
Need

Evaluate the internal and external
environment

+ Internal:

-~ Define/refine current/future business
architecture

- Assess the current state of
technology (infrastructure and
applications)

+ External:
-~ Benchmark analysis
-~ Competitive studies
Fully define business problem/opportunity

Business Architecture
Business Goal(s)

Defined Business
Problem/Opportunity

Determine Solution
Approach

Identify potential solutions
Analyze feasibility of options

Business Architecture
Defined Business

Solution Approach

Recommend viable business solution Problem/Opportunity
Validate with decision makers
BUSINESS ANALYSIS ANUJ ANAND




Enterprise Analysis — Overview Functions -2

Tasks

Purpase

Inputs Outputs

Determine Solution
Approach

+ |dentify potential solutions

. Analyze feasibility of options

« Recommend viable business solution
. Validate with decision makers

« Business Architecture | Solution Approach

« Defined Business
Problem/Opportunity

Define Solution Scope | «

Context diagram
«  Product Breakdown Structure

« Business Architecture | Solution Scope

« Defined Business
Problem/Opportunity

» Solution Approach

Develop the Business
Case

«  Define project objectives and expected
business benefits

« Develop project scope

. Estimate time, cost, resources
« Analyze cost vs. benefit

. Evaluate risk

BUSINESS ANALYSIS

» Business Architecture | Business Case
« Business Goal(s)

« Defined Business
Problem/Opportunity

« Solution Scope
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Identify Business Need & Determine Solution Approach

« BA needs to have a detail understanding of the strategic goals of the
organization.

« So that new initiatives ( Project ) — Business problems are sorted out by
providing the solution, which are in line with the Organization goals and
Business strategy

« Determine the most feasible business solution, provide the solution
scope, Build / Manage the Business Case and other relevant
information regarding new project opportunities.

« Also define the business need , opportunity cost loss , gain in market
share , cost of the project , benefits , Risk Assessment
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Enterprise Analysis Knowledge Area Part 1

/ Business |/

|' Goals and
Objectives

\
[ s |

Business

| Analysis Plans

R

/

/

Enterprise |
Architecture |
22Define the / Business f 23 g::?:m / Gap in / égﬁ;m:d /Hmmm"dﬁd/
Business Need |” Need || Capabiliesto +|| Capabilties > Soiution > Solution
Meet the I Aoproach Approach
\ Business Need \ \
| |
- || - Outputs =
Elements Outputs Elements sUpdates to _ . |
«Confirm strategic intent| sDefined »Conduct current state ffuywhglwu;virs for ?Fnlpq;m e
sDefine business business internal analysis enterprise asibility study easibility y
problem or opportunity |problem or =Conduct architecture wdentify solution  Report
- opportunity external Results of approach options
analysis competitive »Conduct feasibility
sDevelop target analysis and analysis & determine
state enterprise benchmark studies |recommended solution
architecture =Target state approach
»Conduct gap enterprise sPrepare feasibility
analysis architecture study report
1Gap in
— capabilities to
meet business
need
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Enterprise Analysis Knowledge Area Part 2 Cont..

2.5 Define Solution |I ‘ ! 2.6 Develop the / . '
Scope > Solution Smpm\—r Businese Casa | ™ Business Casel\
| — —
Elements [ outputs Elements . Output
*Draft the solution scope | *Solution scope sldentify and quantify  |sBusiness Case
statement statement the benefits Document
s dentify deliverables Deliverables sidentify and quantify  —
=Describe the project sApproach thecosts
approach =Assumptions »Conduct the initial risk
=Define assumptions constraints assessment
constraints, and dependencies  |*Determine mﬂ
— measurement process
dependencles for the costs and
benefits
«Compile results and
present to the sponsor
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Define the Business Need

« Confirm the Strategic intent

v" To ensure that Enterprises Analysis activities and recommend solution is
strategically aligned to overall required perspective.

e Define Business Problem

v" Document the Problem in detail

v Adverse effects of the problems and it impacts

v Determine how fast the problem could be resolved
v The Cost of doing Nothing

TECHNIQUES

« The various Techniques employed by the BA's to define the business needs
are

v Goal Analysis
v Opportunity Analysis
v" Problem Analysis
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Determine Gap in Capabilities to Meet the Business
Need

« To understand the amount of change required to achieve the business goals
and objectives. These changes will be in any of the components of the
enterprise

v" Business Process

v" Functions

v" Lines of Business

v" Organization structures

v Staff Competencies

v Knowledge and skill sets

v" Technological Infrastructure

TECHNIQUES
« The various Techniques employed by the BA's to define the business needs
are
v Internal Analysis
v External Analysis
v Develop Target State Enterprise Architecture
v Gap Analysis
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Enterprise Analysis — Overview Functions -2

Tasks

Purpase

Inputs Outputs

Determine Solution
Approach

+ |dentify potential solutions

. Analyze feasibility of options

« Recommend viable business solution
. Validate with decision makers

« Business Architecture | Solution Approach

« Defined Business
Problem/Opportunity

Define Solution Scope | «

Context diagram
«  Product Breakdown Structure

« Business Architecture | Solution Scope

« Defined Business
Problem/Opportunity

» Solution Approach

Develop the Business
Case

«  Define project objectives and expected
business benefits

« Develop project scope

. Estimate time, cost, resources
« Analyze cost vs. benefit

. Evaluate risk

BUSINESS ANALYSIS

» Business Architecture | Business Case
« Business Goal(s)

« Defined Business
Problem/Opportunity

« Solution Scope
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Determine Recommended Solution Approach

To Determine and define the most viable solution approach to met the
business need.

Feasibility Study is a preliminary analysis of the solution alternatives or
options to determine the most viable option.

The various set of activities are :-

v Review and Validate, the business drivers for the feasibility
analysis

v" Identify all the potential solution approaches
v Conduct feasibility analysis on all the approaches
v" Prepare Feasibility study report
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Define Solution Scope

To Develop the high level scoping information that is required to build the
business case for the proposed initiative.

The various set of activities are :-
v" Draft the Solution Scope Statement
v Identify Deliverables
v" Describe Project Approach
v" Define assumptions , constraints and Dependencies

TECHNIQUES

The various Techniques employed by the BA’s to define the Solution Scope
are

v" Decomposition
v Scope Models
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Develop Business Case

« It define the justification for the project in terms of the value to be added to
the business as a result of deployed solution.

« The business case will include the following information.
v Opportunity in Terms of market trend
v Qualitative and Quantitative benefits
v Estimate on Cost and Time to Achieve Break Even
v" Profit Expectations
v" Follow-on Opportunities

« The various set of activities required to Develop the Business Case are :-
v" Identify and Quantify the Benefits
v Identify and Quantify Cost
v Conduct the Initial Risk Assessment
v Determine the Measurement Process for the Cost & Benefits
v" Compile Results and Present to the Project Sponsor
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Techniques

* Internal Analysis :-

« Ascertain the Business Drivers , which have contributed to the need of
change

« Gather Information of the Current State of Architecture
« Scope of the Enterprise under Analysis
* Models are used to depict the whole diagram

- External Analysis :-

« External Research activities to uncover general information about the area
of enterprise under review such as

* Industry
« The Competitive Environment
» Best Practices

« Target State Enterprise Architecture :-

« Develop Model of the Future Architecture

 Determine the Gap in Capabilities needed to achieve the business
objectives

» Validate and refine the objectives
« Document the Target state Business Vision , Strategy , Goal and Objective
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Techniques

Decomposition :-

Develop a high-level Work Breakdown Structure

Creating a high-level work breakdown structure (WBS) involves
decomposing the work  that must be performed into Ilower-level
deliverables.

The WBS is used to further define the project scope, and for cost and
schedule estimating. In this early pre-project analysis,

the WBS should be decomposed only to levels 2 or 3.

2 ) the scope of the effort
Plan the activities
 Create or update the documents and drawings
e Conduct a quality review of the Business Architecture components.

3 Develop Cost and Time Estimates

Develop initial cost and resource requirement estimates, including costs to
procure, develop, integrate, test, deploy and operate the new business
solution. In addition, develop the initial milestone schedule.

BUSINESS ANALYSIS ANUJ ANAND



Techniques

» Technique — Goal Analysis :-

« Itis a method of identifying the changes needed to the enterprise in order

to achieve a strategic goal — It is actually comparing the current — and the
target architecture

« The overall strategic goals are broken down into SMART objective ...
Specific, Measurable, Achievable, Relevant, Timely

- Specific :- Describing something that has an observable outcome
* Measurable :- Tracking and measuring the Outcome

« Achievable :- testing the feasibility of the approach

* Relevant :- in sync with the key goals

« Timely :- time frame that is linked with business need

« Technique — Feasibility Analysis :-

« The main purpose of the study is to ascertain the likelihood of each
potential solution alternative’s probability of satisfying the business need
in terms of economic, operational and technical feasibility.

- Example : - is RFI/RFP which are solicited by company to various
vendors , where-in they would have to complete the capability matrix
of their individual product fitting into the need of the customer

« COTS - commercial of the shelf product always needs to be modified

inorder to meet the requirements of the customer and that also
requires an extra effort
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Techniques

Gap Analysis :-
« Itis a method of identifying the changes needed to the enterprise in order
to achieve a strategic goal — It is actually comparing the current — and the
target architecture

Opportunity Analysis :-
« Examination of the Business activity in depth to analysis the overall
increase in business going Forward

Problem Analysis :-

« It is driving deep into the problem , gathering a lot of information |,
identifying the pain areas , Determine the root causes

SWOT Analysis :-
- Strengths , Weakness , Opportunities , Threats

Estimation Techniques :-

- It is a methodology designed to forecast the cost of a proposed new
business solutions

« Top down Estimates

« Bottom —up Estimates

* Function Point Analysis

« Work distribution Estimates
« Comparision Estimates
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Techniques

« Economic Models and Benefit Analysis :-

These are defined to determine the economic feasibility of the proposed
new project

It translates into the justification of the business solutions including the
ROI, Cost of Ownership Analysis

The various Techniques include are

Discounted Cash Flow
Net Present Value
Internal Rate Of Return
Average Rate of Return
Pay Back Period

Cost Benefits Analysis

« Decision Analysis :-

- It is an approach to decision making under the uncertain conditions that
examines and models each alternative decision path

The Technique is logical , when there are only a few alternative to test.

Prepare a graphical representation of all the decision paths
Forecast the probability of success , cost and rewards

Using Economic Forecasting , determine the expected monetary value
of each alternative

Disadvantage : is difficult and requires specialized skills
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Techniques

« Benchmark analysis :-

 Used to determine, how companies achieve their superior performance
levels

- Bench mark analysis is basically you try to get a view of the market
(external), which gives you a fair idea of what’s happening in the external
environment

« Scope Analysis :-

« Defines the forecast of work that must be performed to deliver the new
business solution

Scope Dimension | Potential Scope Models

Who Stakeholder List; Stakeholder Categories, Organisational diagrams

What Context Diagram, Glossary, Relationship Map, work breakdown structure,
product breakdown structure

When Event-Response Table, Transition State diagrams

Why Business Policies, Business Rules matrix, Market trends and patterns

How Process Maps, Use Case Diagrams, Process Architecture
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The Fishbone Diagram- Problem Analysis tool

« It is a structure Process to identify the problem , gather a lot of information ,
identify charts and root causes, generate recommendations and develop

and corrective plan
« Actually it is a cause and effect diagram to identify and organize the possible

causes of the problem
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-
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Elicitation

Chapter 5
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Elicitation

FOCUS AREA

« Ways to work with stakeholders to find out what their needs are

« Ensure that their needs have been correctly and completely understood
needs.

PURPOSE

« Explore, identify and document stakeholder needs.
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Elicitation Overview Functions -1
Tasks Purpose Inputs Qutputs
Prepare for Elicitation | Prepare for elicitation by ensuring all needed Stakeholder list Scheduled
resources are organized and scheduled for Stakeholder roles MesOUrces
conducting the elicitation activities. and responsibility Supporting
designation maternials
Either (Defined

Business Problem/
Opportunity) or
(Business Case and
Solution Scope)

Elicitation plan

Conduct Elicitation

Meet with stakeholder(s) to elicit information
regarding their needs

Supporting materials

Either (Defined
Business Problem/
Opportunity) or
(Business Case and
Solution Scope)

Elicitation activity
results

Assumptions,
constraints, risks,
ISsUes

Documentation
Organizational based on technigue
standards (e.g., interview
notes, workshop
results, survey
responses, etc.)
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Elicitation Techniques

Elicitation Technique

Synonymi(s)

Brainstorming

Document Analysis

Review existing documentation

Focus Group

Interface ldentification

External Interface Analysis

Interview

Observation

lob Shadowing

Frototyping

Storyvboarding, Navigation Flow

Requirements Workshop

Elicitation Workshop
Facilitated Workshop
Jloint Application Design (JAD)

Reverse Engineering

Survey

BUSINESS ANALYSIS
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Elicitation Techniques

Brainstorming v’ 1939 — Alex Osborn — used this terminology to define — using the brain to storm the
problem
v' Itis a diversion type of thinking
v' Focus on out of box thinking
v' Generation of New Ideas
Document Analysis v' Facilitated via the reading the documentation of existing system (as if ) -
understanding the rules, entities and attributes
v’ Getting a cross verification with the SME on various issues and to get a clear
understanding of the existing systems
Focus Group v' It is actually interaction of a set of people, to know their perception about the
system
Interface Identification v' No of interfaces — for the input of data , output of data, connections
v’ Teams who are involved in the interface settings — since it would help in setting up
of the boundaries of the interfacing system , the total cost , the expected delivery
date
Interview v' Interviewing The Stakeholder, End User, SME, Members Of The Solution Team To
Get A The Requirement In Place
v The Success Of This Would Depend On The Following Factors
Length Of Interview
Skills Set Used In The Interview
Knowledge Of The People , Who Are Being Interviewed
Identification Of The Best People , With The Required Interview Skill Set
v Questions could be open ended , closed end questions , applying a logical flow of
the interview
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Elicitation Techniques

Observation

It is actually called as job shadowing — following the people on their job,

There are two different approaches for it: - to do so — Visible and an Invisible
approach

May suggest the person being observed to “ think aloud”, so that notes,
intentions could be said forth

After taking the notes, it could be followed with interview session asking
question to person and finding rational reasoning behind their actions

Prototyping

This actually aims to discover and visualize High level interface requirements
use cases, scenario, data and business rules

Horizontal and vertical type, both of them are shallow, although a vertical has
a little depth, but give the overview of the system

The final product could be derive via the help of story boards

Requirements Workshop

A single session, which would bring all the SME, stakeholders under the same
roof and to able to take out the requirements

Reverse Engineering

It is actually decomposition of the system
Black Box Theory: functionality — domain — without

understanding the inside structure

White box: - understanding the code — the internal structure

Survey /Questionnaire

A written set of questionnaire
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Elicitation Overview Functions -1
Tasks Purpose Inputs Qutputs
Prepare for Elicitation | Prepare for elicitation by ensuring all needed Stakeholder list Scheduled
resources are organized and scheduled for Stakeholder roles MesOUrces
conducting the elicitation activities. and responsibility Supporting
designation maternials
Either (Defined

Business Problem/
Opportunity) or
(Business Case and
Solution Scope)

Elicitation plan

Conduct Elicitation

Meet with stakeholder(s) to elicit information
regarding their needs

Supporting materials

Either (Defined
Business Problem/
Opportunity) or
(Business Case and
Solution Scope)

Elicitation activity
results

Assumptions,
constraints, risks,
ISsUes

Documentation
Organizational based on technigue
standards (e.g., interview
notes, workshop
results, survey
responses, etc.)
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Elicitation Overview Functions -2

Document Elicitation | Record the information provided by + Elicitation activity + Stated
Results stakeholders for use in analysis. results requirements

Confirm Elicitation Validate that the stakeholder's intentions have |+ Stated requirements |. Validated stated
Results been correctly captured and understood. requirements
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Requirements Analysis

Chapter 6
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Why Requirements Matter

Reason for Failed Projects is Poor, Missed or Changing Requirements.

Source: 2004 CHAOS Report, Standish Group

IT Project Success Rates

60 . MSucceeded MW Challenged  HFailed
50
40
30 -
20

2002 2004
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Problems of Requirements Analysis

« Stakeholders don’t know what they really want.
« Stakeholders express requirements in their own terms.
* Different stakeholders may have conflicting requirements.

« Organisational and political factors may influence the system
requirements.

* The requirements change during the analysis process. New
stakeholders may emerge and the business environment
change.
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Requirements Definition

Two areas of focus

— Requirements
definition

v A REQUIREMENT may range
from a high-level abstract
statement of a service or of a
system / to a detailed
functional specification.

— Requirements
management

v' The quality of the '
requirements vary
substantially based on
knowledge of stakeholders

v Challenges with requirement
definition are magnified by off
shoring of technical work at
various locations were
knowledge might be restricted

BUSINESS ANALYSIS
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Requirements Analysis

FOCUS AREA
A way to progressively elaborate the solution definition

Enable the project team to design and build a solution , meeting needs of
the business and stakeholders.

To analyze the stated requirements of our stakeholders to ensure that they
are correct,

Assess the current state of the business to identify and recommend
improvements, and ultimately verify and validate the results.

PURPOSE

Progressively elaborate stated requirements to sufficient level of detail that
accurately defines the business need within specified scope

Validate requirements meet the business need

Verify requirements are acceptable quality Explore, identify and document
stakeholder needs.
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Requirements Analysis

Tasks Furpose Inputs Qutputs
Organize Structure and organize a set of requirements |+ Business Case Structured
Requirements into logical sets. The organization may +  Solution Scope requirements
be based on defining multiple “levels” of . Requirements
requirements, packaging related functions
together and so forth.
Prioritize Determine the business priority of Requirements Prioritized
Requirements requirements (including voting, ranking, Business Case requirements

benefit analysis and so forth). ldentify logical
dependencies between requirements and
requirements packages.

Specify and Model
Requirements

Describes standard practices for writing
textual requirements and creating models or
diagrams. Specific models are addressed as
techniques.

Includes capturing the requirements
attributes.

BUSINESS ANALYSIS
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Requirements Analysis

Tasks Purpose Inputs Outputs
Determine As we analyze stakeholder requests we Stakeholder Statements | Assumptions and
Assumptions and will find that some of their desires are not Constraints
Constraints properly requirements but are rather based
on assumptions regarding what the solution
team is capable of delivering. These should
be captured and assessed but are not
properly requirements .
Venfy Requirements | Determine that the requirements are correctly | Specified or modeled | Verified requirements
and completely defined. Requirements

Validate Requirements

Validate that a requirement will satisfy a
business need.

Verified requirements

Validated requirements

BUSINESS ANALYSIS
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Organize Requirements

Tasks Purpose Inputs Outputs
Organize Structure and organize a set of requirements |+« Business Case Structured
Requirements into logical sets. The organization may . Solution Scope requirements

be based on defining multiple “levels” of . Requirements

requirements, packaging related functions

toaether. and so forth.

* The two main objectives are as follows:
v" Create an Organized structure

v" Structure /Disciplined /Logical Approach

VIt means to apply the Top-down modularity, which allow progressively
elaborating the requirements into more detailed one

v All the Requirements are then classified to various modules
v'Identifies Requirements Interrelationships and Dependencies

v'Requirements are simple in Nature

vIt’s the interdependencies and inter- relationships among requirements basically
adds the elements of complexity. Hence organized requirements explicitly bring out
the relations for the users
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Requirements Analysis — Organize Requirements

*Organizing Techniques :-
Hierarchical Decomposition

v" Decomposition is a technique to structure the requirements into business
functions or in some logical breakdown

v" When the scope is known and the requirements are then they are classified ,
this procedure is called as Conceptual Modeling

v The ultimate goal of the Decomposition is to break down the high level business
view into the smaller pieces to allow for the analysis of the detail functions ,
processes and physical solutions

Network
v" This is known as a Bottom up Approach

v" Taking one aspect or element of the problem under analysis , followed by a
detailed understanding of the problem and then working out the relationship to
other aspects, each one of them can be understood in detail on a step by step
basis

v" The best example of it can be defined as the use cases and scenarios
Other Techniques

v" Business Rules , Data Models , Events and State Modeling, Goal Analysis
Metrics and Reporting , Organizational Modeling , Personas and User Profiles,
Process Modeling , Prototyping and Scenarios and Uses Cases
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Prioritize Requirements

Tasks Purpose Inputs Outputs
Prioritize Determine the business priority of Requirements Prioritized
Requirements requirements (including voting, ranking, Business Case requirements

benefit analysis and so forth). Identify logical
dependencies between requirements and
requirements packages.

 Requirement Prioritization

iIs a decision process

, Where-in the

important of the requirements based on the relative value, risk,
difficulty of implementation , or other criteria’s

« The requirements are prioritized on the basis of

v

AN NI NN

Business Value

Business and Technical Risk
Implementation Difficulty
Like hood of success

Policy Compliance
Stakeholder Agreement

BUSINESS ANALYSIS
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Prioritize Requirements

Task: Prioritize Requirements

Business Case
Requirements

Sponsor
Project Manager
Domain SME

Prioritize Requirements

In or Out
MoSCoW Analysis
Kano Analysis
Timeboxing/Budgeting
Voting

BUSINESS ANALYSIS
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Prioritize Requirements

» Various Techniques for the prioritization of the Requirement are :-

« MOSCOW Analysis
v" Must, Should , Could , Won’t

 KANO Analysis
v' Threshold :- Needed in the Product
v' Performance :- Enhance the Product performance
v Excitement :- Add excitement Flavor in the product

Time-Boxing
v' Prioritize the requirements based on the amount of work that the
project team can delivering in a et of time allocated.

Budgeting
v TI:;'S is done when the project team is given a fixed amount to work
with.
v AllIn
v' All Out
v' Selective
Voting

v Each member votes for the requirements and the highest one (
maximum votes — get developed
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Specify and Model Requirements

Tasks Purpose Inputs Outputs

Specify and Model Describes standard practices for writing Requirements Specified or modeled
Requirements textual requirements and creating models or Requirements
diagrams. Specific models are addressed as
techniques.

Includes capturing the requirements
attributes.

* Requirements cannot be specified or modeled until it has been identified
« The said requirements must be explicitly stated and should be very clear

They should be documented in simple textual sentences or paragraphs, along
with tables and graphs to indicate the sequential logic and dependencies
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Guidelines for Writing Requirements

Express one and only one requirement at the time

Avoid complex conditions clauses , if a scenario of a complex nature exists ,
these clause need to be broken down into individual conditions

Never assume that the reader has business domain knowledge
Use simple and basic terminology

Express the requirement in a Verb or verb phase
« Action Verb :- Create , Delete , check , Assign , Display , obtain and Update

Write in active voice , clearly defining who or what is responsible for fulfilling the
Requirements
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Guidelines for Writing Requirements

Structuring of the Requirements

« The Requirements need to be structured in a clear manner, with the help of the
following elements :-

* Continuances :- Phrases that introduce the specifications at Lower Level
« e.g..— as follows , listed , such as

» Directives :- Phrases that point to illustrative information within the
requirements. These strengthen the document specification statements and
make them more understandable.

* e.g.. — note, for example

« Event/Condition :- Describes when the requirement must be fulfilled . This
could be possible due to an external event that triggers the requirement , or
a condition under which the solution is operating.

* e.g.. — Payments will parked in the warehouse, if they miss the cut-ot
time buffer

* Imperative Word and Phrases which command something should be
included.

* e.g..— shall, must, must not, is required to
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Guidelines for Writing Requirements

Structuring of the Requirements

« The Requirements need to be structured in a clear manner, with the help of the
following elements :-

« Subject :- Who perform the operations. This may be a person or a system,
but the respond to the event or condition in an effort to fulfill the
requirements

* Object :- The entities or Data that are involved in fulfilling the requirement

* Outcome :- Describe the desired result, including any criteria used to
determine that the requirement has been successfully
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The Requirements Cycle

The Requirements Cycle

Enterprise Analysis: Requirements Planning and Requirements Elicitation
) Management
—Def!ne the probllem . -Gather the requirements
-Define the solution scope -Plan the requirements
process
Requirements
Communication
-Present models
-Create consensus
-Refine requirements
Note:-

The Business Analyst, in order to elicit requirements from Requirements Analysis and
them, should ensure that all people included in the _
requirements elicitation process have the necessary time | Jf2hY 373 veis modsts
and knowledge (are Subject Matter Experts in their | -Refine requirements

business area).

The Business Analyst should also be satisfied that all \S/Z:itg;c;:ﬂoﬁssessment and
perspectives of the requirements are included to minimize
changes during later phases of the project.

-Ensure that the project
meets the requirements
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The Requirements Life Cycle

Adopt a requirements lifecycle

Capture & Elicit Validate

Correct and fill gaps Re-Write Source: Karl
\Wiegers
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Requirements Classification

* : :
lﬁ Business Requirements

-

. I Stakeholder Requirements

Functional Requirements

Solution
Requirements

Non-functional Requirement

Implementation Requirements
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Determine Assumptions and Constraints

Tasks Purpose Inputs Qutputs
Determine As we analyze stakeholder requests we Stakeholder Statements | Assumptions and
Assumptions and will find that some of their desires are not Constraints
Constraints properly requirements but are rather based

on assumptions regarding what the solution
team is capable of delivering. These should
be captured and assessed but are not
properly requirements .

Assumption and Constraints should be clearly documented and listed down

Assumptions are factor , which are believed to be true , but are not confirmed

Constraints are restrictions and Limitations to the process

Assumptions and Constraints are identified through elicitation from stakeholders:-

Business Constraints :- are due to budgets, time restrictions ,
« Technical Constraints :- may be due to Hardware , software platform

application software

BUSINESS ANALYSIS
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Verify Requirements

Verify Requirements | Determine that the requirements are correctly ”
and completely defined.

Specified or modeled
Requirements

| Veﬂﬁed requirements

v' Verify Requirements focuses on the completeness , correctness , and
usability of the requirement from the quality standpoint

v' Validate Requirement focuses whether or not the stated Requirements
support and are in sync with business goal and objective and satisfy the

needs of the end user

v' These Requirements need to be clearly defined correctly , which would then

translate into good quality

BUSINESS ANALYSIS
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Characteristic of Requirements Quality

v

v

(\

v

Cohesive - Must ensure that it specifies only one thing , even though
cohesion may vary with different type of Requirements

Complete :- Each requirement must be a self contained without any missing
information . It must define all the possible situations that it could encounter
and appropriate response to each

Consistent : - Ensure that individual Requirements focuses on the
completeness , correctness , and usability of the requirement from the
quality standpoint

Correct : - Defects in requirements will lead to defects in solution

Feasible :- The Requirements , must be implementable within the existing
infrastructure with budget , timeliness , and resources

Mandatory: - Ensure that individual Requirements should by the very nature ,
be mandatory and important for the overall success of the project

Modifiable : - Each requirement should be such that they could be clustered
and grouped together in-order that they could be modifiable

Unambiguous : - Each requirement should be such that they could be
clustered and grouped together in-order that they could be modifiable

Testable : - Each requirement should be of testable nature
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Validate Requirements

Validate Requirements | ‘v‘alidate that a requirement wil( satisfy a Veriﬁed requirements | Validated requirements
business need.

v' One of the most important Technique of the validation of the requirements is
checking of all the rules ( Business Rules ) which have been incorporated to
achieve the business goal

v' Stated in Business Terms to enable the business users to validate the
rules

v' Documented Independently of How they will be enforced

v’ Stated at the atomic level and in declarative Format
v E.g. - checking the status of the account is a process

v The rule that, if the account is delinquent for four billing period is called
terminated account
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Validate Requirements

v' Structured Walkthrough

v' It is actually workshops/meeting with the user/customer to solicit that
these requirements agreed on their need

v" Identify inconsistencies between the documentation and needs of the
user and customers

v" Determine whether cost and time is sufficient to achieve the product and
project objective
v' Data Modeling

v A data model usually takes the form of the diagram supported with
textual content

v Entity Relationship Diagram
v' Use Cases / Process Modeling

v' UML - covered in the 2 slides later
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Data Modeling Vs. Process Modeling

- Data models are similar to process and logic models, but there are differences.

e Similarities are :

— Data modeling is a “Requirements Structuring” technique along with process
and logic models.

— Data modeling is based on requirements gathering techniques such as
interviewing, questionnaires and JAD.

— There are many ways to model data, e.g. ERDs or class diagrams.
- ERDS are very popular as they are semantically very rich.
— There are many versions of ERD notation, but no official standard exists.

« Difference include:

— Whereas business processes are fairly dynamic, the fundamental data for an
organization do not normally change over time.

 For this reason, many people hold data models in the highest regard
compared to process models.

— Think of an ERD as depicting the skeleton of the information system
« A Data Flow Diagram depicts the blood flowing through the system

BUSINESS ANALYSIS ANUJ ANAND



Conceptual Data Modeling

Data can be modeled at many levels, including the conceptual, logical and
physical level.

What is conceptual data modeling?
— ltis a very high level representation of organizational data.

— The purpose is to show the basic building blocks for the organization, i.e. the entities and rules
about their meaning and interrelationships

Logical data modeling

— adds more detail to conceptual modeling, but is still concerned only with how the
organization/business uses data.

Physical data modeling
— adds more detail, but is especially concerned with the actual physical implementation of the data.

Gathering Information for Conceptual Data Modeling
— There are two perspectives
« Top-down :- Data model is derived from an intimate understanding of the business
« Bottom-up :- Data model is derived by reviewing specifications and business documents

Process of Conceptual Data Modeling

— First step is to develop a data model for the system being replaced

— Next, a new conceptual data model is built that includes all the requirements of the new system
— In the design stage, the conceptual data model is translated into a physical design

Project repository links all design and data modeling steps performed during SDLC
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UML

UML stands for Unified Modeling Language

The UML combines the best of the best from
» Data Modeling concepts (Entity Relationship Diagrams)
» Business Modeling (work flow)
» Object Modeling
» Component Modeling

The UML is the standard language for visualizing, specifying, constructing, and
documenting the artifacts of a software-intensive system

It can be used with all processes, throughout the development life cycle, and
across different implementation technologies

The UML may be used to:

— Display the boundary of a system & its major functions using use cases and
actors

— lllustrate use case realizations with interaction diagrams
— Represent a static structure of a system using class diagrams
— Model the behavior of objects with state transition diagrams

— Reveal the physical implementation architecture with component & deployment
diagrams

— Extend your functionality with stereotypes
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Solution Assessment and Validation

Chapter 7
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Solution Assessment and Validation- Chapter 7
 Delivering the best solution

— Ensures the solution meets the stakeholder objectives while supporting
the needs of the developers

— Guides detailed specifications & development of the solution, testing &
implementation

— Establishes ways to assess the project success after implementation

e Value

— Atrticulates how the Business Analysis professional should work with
the other project team members to produce the solution design

— ldentifies the approach to evaluating alternative solutions once
requirements have been formally signed off

— Ensures that the solution is implemented smoothly
— Verifies that the solution is thoroughly tested
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Solution Assessment and Validation

« Some of the Solutions Example are:-

— Utilize existing Software /Hardware that is available within the
Organization

— Purchase and lease software /Hardware from an Outside organization
— Design and Develop custom software

— Add Resources to the Business or make Organizational Change

— Change the Business Procedures/ Process

— Combination of the above

 Implementation Procedure always involves a SME along with a
Business Analyst:-

* The Implementation SME’s will provide the specialize expertise on the
design and construction of the solution components that fall outside the
scope of the business analysis

« They along with BA , will identify the various options , evaluate them

and then make the recommendation and acquire/build the solution and
deploy it to the business area.
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Solution Assessment and Validation

* Involvement with QA team and activities to be performed :-

v' Assist with the Development of the solution test plan

v Review the solution Test plan

v Review the results of developer run units test

v" Facilitate the generation of the test cases

v Review test cases and procedures for compliance with requirements
v Trace Requirements to the Test cases to assure Complete Coverage

v Plan and assist business stakeholders with the User Acceptance
Testing
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Solution Assessment and Validation

« Sometimes to Option for the solution via the following procedures :-

*  RFI - Request for Information
* RFQ :- Request for quote
* RFP — Request for Proposal

» Solutions Components :-

« The Business analyst will have to do the following :

— To develop the business case that justify the additional investments

— Need to support some of requirements , which might not have big
credentials , but are of prime importance in acting as a subsidiary to
some high value requirements

— W.r.t allocation of requirements , whether they can be effectively
fulfilled manually or through automation
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Solution Assessment and Validation

— For effective implementation , needs to understand the
organizational readiness to accept the solution

— Can use structured Walkthrough as one of the tools to help
answer the questions regarding validations

— UAT
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BUSINESS ANALYSIS
OTHER CONCEPTS
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Business Analysis in the Organizational Model

Effective Strategy & Planning

usiness Processes
d Static Model

The Essential Business
. Analyst
Business Model Software

Product

Business Analyst
Development

Leadership Benefit

Validation

Requirements
+«—Ownership——
Requirements
Approach

Efficient Management

Exceptional Execution

Business Excellence
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Business Analysis in Governance Model &
Processes — E1

Identification Determine A
Categorization Strategy

Evaluation
Selection A A

Prioritization

Portfolio

Balancing

Authorization Bus & IT
Review & Executives
Reporting

Strategic Change

Business
Architecture

Facilitate
Governance Program Technology Technology
. . Architecture Architecture i
Decisions Form & Fit

Decompose Strategy
Why, Why, Why
What’s the Pain/Gain
Create the Business Case and ROI
Model the business as Static and In-motion (process)
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Business Analysis in the Project Management
Model —E2

Business
Requirements

Requirements
User and Approach (based on

Bus. Regs., User
Stakeholder S. ;
Identification Profiling, and SDLC

and Profiling used on project)

Business Analysis Leadership
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Business Analysis in Product Development Model- E3

Business
and System
Analysis

Quality
Assurance and
Testing

Requirements
Engineering
Application
Architecture (as
needed)

Business Analyst Software Product Development
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Business Analysis — Requirements Continuum

The Drivers of Good Requirements

Where does an organization think they are on the Requirements continuum?

Where is the organization really at on the Requirements continuum?

Where does the organization want to be on the Requirements continuum?

Waterfall- ormal Defense

Agilef Lite/ tel:ative: Liltjg Requirement RUP: Department
Solution St01:y with Use " Lists orientated Us.e Case (IEEE SRS and
based  business case Case driven Spiral approach)
stor

y driven
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Business Analysis — Requirements Continuum
What are the business drivers that affect the

Requirements? (E1)

Explicit versus implicit

business knowledge Product speed to market

Operational Scalability Increase Product Profit Margins

. Regulatory Compliance
Cut Operational Costs

Increase Product Market Share

Increase Customer Satisfaction Keep the lights on
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Business Analysis — Requirements Continuum

What are the project and cultural drivers that affect the
Requirements? (E2)

Business Engagement Executive SpOﬂSOFShip

Physical Location of Project Team(s)

Culture Maturity
New or Existing Business (ex: Requirements capability)

Project Governance: Scorecard and Project Reporting

Residual Knowledge of the Business Architecture
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Business Analysis — Requirements Continuum

What are the technology drivers that affect the
Requirements?(E3)

System Complexity: Development Tools:
Standalone vs. Integrated Example Agile and XML work well

Residual Knowledge of the Technology Architecture

New or existing Technology

Development Costs Resource Skill Sets

Technology Support Costs
Resource Demand Outsourcing
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Business Analysis — Requirements Continuum

So what should the Requirements Continuum be set at for my
organization?

The Requirement approach must be chosen on the Situational Needs of the

project to produce good requirements.

The Business Drivers, Technology Drivers, and Cultural/Project Drivers all
work together to move the Requirements location on the continuum based
on priority.

The three Drivers fit right into the Essential Business Model.

The Requirements Engineering Process, Tools, and People (Analysts and
Technical staff) must fit the chosen Requirements approach.
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Role of the Project Manager

Usually the 1st person assigned to the project

Responsible for planning the project and ensuring the team follows the plan
Manages changes, handles problems, keeps the project moving

Manages people, money, risk

Chief communicator of good or bad news to the Business Sponsors and IT
Management
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Role of the Business Analyst

Usually assigned to the project after it has started
Responsible for bridging the gap between the Business and IT
Learn the business inside and out

Essentially the architect of effective business systems

Job title, definition and responsibilities viewed inconsistently across the
industry

Technology

Business
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Skills Comparison - Similarities

Project Manager Business Analyst

- Strong communication skills <4=—=- Strong communication skills
 Understanding of the SDLC 4=—=- Understanding of the SDLC

- Negotiation/ consensus building<€==P- Negotiation/ consensus building

- Strong interpersonal and client <=~ Strong interpersonal and client
management skills management skills
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Skills Comparison - Differences

Project Manager Business Analyst

- Ability to see the “big picture” === - Detail-oriented
for the project

 Directs project team =) - |istens to people (SMEs)

- Helps people (project team) <GP - Helps SMEs describe how and why
get things done they perform tasks

« Ensures the product is == - Ensures the product is built right
delivered on time, within according to the requirements
budget

PM
BA
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Skills Comparison - Differences

Project Manager Business Analyst
« Removes issue barriers 4= - |dentifies business issues
« Manages project change controlg===Jgp- Manages requirements change
« Manages the Work Breakdown requests

Structure (WBS) &> . Performs requirements-related
- Management skills tasks in the WBS

<4 . |nvestigative skills

BA

PM
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How do a PM and a BA Work Together?

The Execution of a Project

* Document » Design
Requirements * Testing &
Training

Strategies
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Business Analysis - Role Comparison
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Business Analysis — Role Comparision

It's common to assume that a BA and PM are interchangeable. There are
skills that a true BA and a true PM share, which are represented in the
overlap. Most of these are “art” skills — communication, building
relationships and negotiation — all things they are very good it. They also
understand SDLC (Software Development Lifecycle), which means that
know what work needs to be done and when.

BUT — there are other skills that are specific to each discipline that are
vastly different.

From a PM perspective, big picture means looking at ALL work. The PM
directs the team and controls the work — changing resources as needed if
the critical path changes. The PM’s responsibility is to help people get
their work done by removmg the obstacles that exist (organizational,
political). Most PM'’s focus on time, cost and scope/quality — the triple
constraint as that’s what their sponsor’s focus on.
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Business Analysis — Role Comparison

« These skills are more managerial in nature — unlike the skills
necessary for a BA...

A Business Analyst lives in the details.

Further clarify the information

Build consensus on what the system will do and look like.

Ask lots of questions. A favorite word of the BA is “WHY?”
Listen to not only what the client says, but what do they mean.
Focus is developing the PRODUCT, not running the PROJECT
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Business Analysis in Enterprise Architecture

» Business analysis is critical to enterprise architecture, because it derives the
business functions, processes, activities, and tasks.

» Coupled with some other basic data and systems analysis, BA determines the
information requirements of the business and the systems (manual or
automated) that serve those up.

It helps in the identification of gaps, redundancies, roadblocks, and
opportunities which are used by enterprise architecture to drive business
process improvement, reengineering, and the introduction of new technologies.
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Role Delineation

Begin Project
Develop Scope

Develop Phase
Schedule &
Budget

. BA

Develop Scope
Identify &
Engage

stakeholders &
SMEs

Create Schedule &

Cost Baseline

Gain Approval for
Scope Statement

% BA

Elicit How,
What, Why
from SMEs

Develop
Detailed
Requirements

BUSINESS ANALYSIS

. PM

Ensure Budget
& Schedule
Tolerances

Manage WBS,
Issues, Project
Changes

7. BA

Identify
Business Issues

Manage
Requirements
changes

ANUJ ANAND

. Pm

Analyze Project
Results

Close Project

* BA

Verify
Requirements

Ensure Product
Delivery




Role Delineation

 |deation phase for BA
— Works with the PM to define the scope of the project.
— Identifies the business areas impacted by the project
— Works with the PM to have SMEs assigned to the project.

« Discovery phase for BA:
— Identify business processes.

— Each process, ----- detail out the requirements — iterative process of
requirements elicitation, analysis, representation and validation

— Use facilitated sessions wherever possible
— Culmination -------- approval by the SMEs of the requirements packet.
— PM ---- progress of the sessions

« Development of BA:
— Review session.
— Design
— Prototypes
— Issues --- negotiate a solution
— Changes to the requirements -----
— Documented,
— Estimated by the development team as to the impact to the project
— Signed off by the business before they are considered part of the project.
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Role Delineation

« Wrap for BA

— user acceptance testing
— training
— communication to users of implementation.
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Business Analysis- Maturity Levels
Role

Business Analyst Role Separation practiced.

Process

Business Architecture models managed well.

Focus Is On Continuous Improvement of BA Process/ Tools with
Training. Senior Management and IT support Business Architecture and

uses it themselves.

Strategic Competitive Advantage gained from reuse of Business

Architecture from projects. Senior BA’s engaged in early Program and Project
Management.

Business Analysis Approach selection is routine 4

Comprehensive

Development staff regularly consumes
Business Analysis Artifacts.

Consistent use of Documented Business Analysis
Processes as selected by project.

Requirements traceable to the business. Business Analyst Role Separation is

Business Architecture Published on Project basis butn 3 recognized with Business Architecture
managed for reuse. done for all projects with consistent IT &
. business support
Consistent
Business Analysis approach to projects is . .
based on business, IT, and cultural drivers Business Analyst Role Separation
with some difficulty in deciding. recognized but not as difference
. . maker
Inconsistent use of documented Business
Analysis processes on projects. 2 Business Architecture initiated

occasionally with some business and

Business Analysis tools reused across
IT support

projects. In-consistent

Development Staff may
not always consume
Business Analysis
Artifacts

Artifacts Business
Analyst Role Separation
not recognized

Business Analysis approach
is one size fits all.

Each project has it’s own
Business Analysis tools.
Entrepreneurial/Heroic

OJT Business Analyst BA efforts

training.
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Business Analyst- Skills Overlap
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Business Analyst - Maturity Levels

Advanced VISIO, WBI Modeler, Enterprise Architect, playbooks as modeling Pictorial business moael first (As is, to be).

tools. Static and process pictorial models of the business.

Integrated Requirement management with modeling tools. Architect Produce textual view of requirements last.
Business Modeling Standardized (UML, IDEV, in VISIO or basic modelin, Problem first then solution approach.
tools). Business or System processes in a business model.

Multiple formats: Use Cases, Stories, SRS. Processes and Scenarios identified in the business model.
Requirements management tools. . S .
Textual and Pictorial view of requirements.

Capture Business Requirements, User Requirements, Processes/scenarios identified by system users .

Functional and Non-functional requirements in single
standard format

Typically problem first then solution approach..

andom Business or System scenario driven.

Requirements published with tools: Rational . .
products, TFS, Web... Textual representation of requirements.

Solution first approach-start with screens.

Go ask who, what, when, where, why

- Some business knowledge needed for
this way.....

effective interview.

Suggested Questions and formats ifficult to know when analysis is done.

Requirements shared in network file Textual list of requirements with some proces:
system link

first approach-technology priority.

No suggested questions 1 onal interviewing skills required.

Plan interview, conduct
interview, recap interview

Requirements stored for IT wa ite rlwa itreSS when analysis is done.

personal use

siness knowledge for effective

irements,
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BA Knowledge and Skill Set Required

Business process

Systems engineering Fundamentals of improvement and Fundamentals of project
concepts and principles business analysis reengineering management

Complex modeling Ability to conceptualize Strategic and business Capacity to articulate
techniques and think creatively planning vision

Techniques to plan,

Communication of document ,analyze, trace, Communication of Problem solving,
technical concepts to and manage business concepts to negotiation, and
non-technical audiences requirements technical audiences decision-making

Organizational change

Requirements risk management;
assessment and Business outcome management of power
Technical writing management thinking and politics
Administrative, Team management,
analytical, and reporting leadership, mentoring,
Rapid prototyping skills Business writing and facilitation
Technical domain Business case Authenticity, ethics, and
knowledge Cost / benefit analysis development integrity
Testing, verification, and Time managementand Business domain Customer relationship
Validation personal organization knowledge management
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Primary Roles Performed by BA

Scoping the Project 66%

Gathering Data Requirements 84%
Document Use Case Requirements 62%
Document Process Workflows 75%

Gathering Buisness Rules 76%

- Writing System Specifications 41%

' Cost Benefit Analysis 33%

Requirements Management B65%

Uiser Acceptance Testing 56%

Other 6%

0 20 40 60 a0 100

Source Thebridge summer2005

BUSINESS ANALYSIS ANUJ ANAND 132



PRIMARY JOB TITLE FOR BUSINESS ANALYSTS

Business Analyst

B System Analyst

W Programmer/Analyst
Consultant

M Product Manager

B Various Titles/Others

2% 2% 2%

Source- Thebridge-Summer2005
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WHO MAKES A GREAT BUSINESS ANALYST?

« Should be an outstanding communicator
» Must understand the SDLC
» Must enjoy very detailed research and recording

» Must be skilled at organizing and managing large
amounts of information in various forms

 Must be customer-focused
* Must be flexible

« Must come prepared with a toolkit of techniques to elicit
excellent requirements
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Business Analysis Assessment Scope

Business and System Analysis — the organizational glue of
software development
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Agile Business Analyst — Comparison

* Requirements planning activities :- to set the stage for requirements, the
team strives to create a shared understanding of the product by all the

stakeholders

Traditional Analysis

Agile Analysis Adaptation

|Attend project chartering sessions to
define a vision, glossary, requirements
risks, and product stakeholders.

Design, facilitate, or participate in product vision and road mapping workshops.

Help your customer understand which roles and themes to best deliver in each
product release.

Help your customer and team identify logical groupings of value-based
requirements, and use these groupings to create a product roadmap showing
incrementally delivered requirements over time. These requirements often take
the form of minimally marketable features, stories, or epics (i.e., large stories
that cross releases), use cases (high level only), events, or a combination.

Review and modify a list of tasks, time,
and delivery dates in a work breakdown
Istructure plan developed by the project
manager.

Design and facilitate (or participate in) release and iteration planning
workshops.

Regularly prune the product backlog by collaborating with team members to
generate a relative size estimate for backlog items.

Conduct analysis "spikes” (short, time boxed research stories) to elaborate on
backlog items that need more analysis, researching requirements and their
priorities.

Generate a SWAG ("S#*&-Wild-Ass-
Guess") estimate of time, effort, or cost
for each requirement in the specification
or user requirements document.

During iteration planning, together with the rest of the team, write down the
needed tasks to deliver each user story, and estimate how many hours they will
take.

Share actual time usage information with your team so that the team can track
progress via visual graphs ("information radars") such as burn down, burn up,
or cumulative flow diagrams.
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Comparison cont..

 Requirements elicitation activities :- During requirements elicitation, the
team identifies the sources of requirements and then discovers, derives,
evokes, and elicits requirements from those sources.

Traditional Analysis Agile Analysis Adaptation

Plan how to elicit requirements using a variety of Use face-to-face, collaborative elicitation
techniques. techniques (workshops, prototypes) as much as
possible while avoiding techniques (interviews,
surveys, documentation study) that require longer,
lapse times or interpretation.

Plan, design, and facilitate requirements workshops Plan and facilitate short, informal requirements
over weeks (or months). modeling sessions throughout each iteration.

o Plan and facilitate product vision and road
mapping workshops and release planning
workshops.

3 Teach your customer about supplemental analysis
models so that they can question, participate,
critique, review, and approve them (this should be|
done in traditional projects as well).

3 Sketch out prototypes and identify user
acceptance test data in real time, while a story is
being designed, coded, and prepared for testing.
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Comparison cont..

 Requirements analysis activities :- During analysis, the team seeks to
understand and define requirements so that stakeholders can prioritize their
needs and decide which requirements to build.

Traditional Analysis

Agile Analysis Adaptation

Define the scope up front by using a set of
requirements models as the basis for
detailed modeling.

Help your customer define the vision and the scope up front-at a high level only.

Help your customer and team create lightweight models during product road
mapping and release planning. These models help customers carve out a value-
based release schedule that balances business priority with architectural
dependencies.

Collaborate with architects and developers on design to ensure that requirements
include the technical aspects of the product.

Develop analysis models for the entire set of
requirements that are in scope.

Help your customer and team develop stories (user stories as well as stories that
incorporate or separately define quality attributes).

Help your customer and team develop and extend analysis models that support
understanding backlog items selected for delivery in an iteration-if and when
needed.

Ask the customer to prioritize requirements
using a ranking scheme. If the customer is
not available, do the ranking yourself.

Help your customer assign a business value and a ranking to each backlog item.

Help your customer understand requirements dependencies that might warrant
adjustments to backlog rankings.

Question rankings based on goals or themes for upcoming release or iterations.

Assist your customer and team to right-size high-priority backlog items that are
too big to deliver in combination with other high-priority backlog items in the next
iteration.
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Comparison cont..

 Requirements elicitation activities :- During requirements elicitation, the
team identifies the sources of requirements and then discovers, derives,
evokes, and elicits requirements from those sources.

Traditional Analysis Agile Analysis Adaptation

Plan how to elicit requirements using a variety of Use face-to-face, collaborative elicitation
techniques. techniques (workshops, prototypes) as much as
possible while avoiding techniques (interviews,
surveys, documentation study) that require longer,
lapse times or interpretation.

Plan, design, and facilitate requirements workshops Plan and facilitate short, informal requirements
over weeks (or months). modeling sessions throughout each iteration.

o Plan and facilitate product vision and road
mapping workshops and release planning
workshops.

3 Teach your customer about supplemental analysis
models so that they can question, participate,
critique, review, and approve them (this should be|
done in traditional projects as well).

3 Sketch out prototypes and identify user
acceptance test data in real time, while a story is
being designed, coded, and prepared for testing.
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Comparison cont..

- Requirements specification activities :- Specification involves refining and
organizing requirements into documentation (typically a software requirements
specification). This includes the entire set of functional and nonfunctional
requirements to be transformed into design, code, and tests

Traditional Analysis Agile Analysis Adaptation
Write requirements o Help your customer and team write stories (or if you're acting as
specification. proxy customer, you write them).

o Create doneness criteria for stories so that each becomes a well-
defined, small piece of valuable software for delivery in the next
(or current) iteration.

o Create user acceptance tests or sample input and output data for
each story.

o Determine the form and format of documentation that is necessary
and sufficient for requirements-related work-in-progress,
handover, or product documentation
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Comparison cont..

 Requirements validation activities :- During validation, the team assesses
whether the product satisfies user needs and conforms to the requirements

Traditional Analysis

Agile Analysis Adaptation

Set up and run meetings to review and sign off
on requirements documents, and help
customers run acceptance tests after the
entire product's code has been created.

Meet with the customer and some team members to
prune the backlog (once or twice each week).

Participate in iteration demonstrations and listen to
stakeholder feedback on the delivered requirements to
learn the customer's real needs and determine how to
adapt the evolving product.

Plan and facilitate, or participate in, iteration
retrospectives, and learn from the customer how you can
help deliver value faster.

Communicate with developers or testers (or
respond to their e-mails and calls) to explain
information in the requirements document;
attend or run formal requirements review
meetings.

Conduct just-in-time analysis modeling with customers
and your team to validate the business value of each
story and to ensure it will be delivered to the customer's
satisfaction.

Participate in daily stand-ups.

Sit with developers and testers as they are building code
and tests to explain the story and its doneness criteria.

Help testers create user acceptance tests, or
run those tests, after the entire product has
been designed, coded, and

unit/system/integration tested.

Define input data and expected results or specific user
acceptance tests as part of defining doneness for each
user
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Comparison cont..

* Requirements management activities :- Requirements management involves
monitoring the status of requirements and controlling changes to the
requirements baseline

Traditional Analysis Agile Analysis Adaptation
Establish the requirements baseline, o Help the customer and team establish a product backlog and
document change control processes, and define the smallest necessary requirements attributes for each
lgenerate requirements trace matrices. backlog item.

o Help the customer and team define "just enough" requirements
tracing needed to satisfy external regulatory body expectations.

o Help the team determine simple, meaningful requirements
mapping and organizing (features to stories, events to stories,
etc.).

o Define simple, unobtrusive ways to trace stories, with the aim
of capturing metrics that will be useful for reuse and promoting
development efficiencies.

Attend or schedule change control o Help the customer and team prune the product backlog
meetings. continually (reprioritize items, break down stories, assign
rankings, estimate size, and explore requirements
dependencies that will impact architecture and therefore
release planning).

o Help the customer maintain the product backlog items (on story
cards on a wall, in a spreadsheet, or using an industrial strength
agile requirements management tool) - or do this on behalf of
the customer.
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Comparison cont..

- Learning: The heart of agile success :- A mantra for agile teams is "inspect
and adapt." This means regularly checking on the delivered product and the
processes used. Continuous improvement (called "kaizen" in lean approaches)
is essential to agile success.

Traditional Analysis Agile Analysis Adaptation
3 Participate in milestone or project "lessons o Use acceptance tests, examples, sketches,
learned" sessions to find out what went simple drawings, and face-to-face
wrong, what went right, and who is communication to get feedback on your
responsible for the problems. The project understanding of requirements.

manager fills out the lessons learned template

and writes the closeout document. 3 Participate in daily stand-up status meetings

to hear the impact you are having on other
J Sit with your manager once or twice a year for people's ability to deliver.

a performance review, and get feedback on
your performance, months or weeks later.
Sometimes that feedback includes second-
hand comments from your customer and
team.

3 On any given day, as an item you committed
to deliver is deemed done, show it to the
customer to get feedback on it and confirm
that the conditions of satisfaction have been
met.

3 Design and facilitate, or participate in,
iteration and release retrospectives (every
two or three weeks, depending on your
iteration timebox) to learn what works, learn
what to adapt, and collaboratively agree on
one or two things to do differently in the next
iteration or release. The goal is to learn,
adapt, get better, and experience joy in your
work.
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What a Business Analyst Does?

1 Define acceptance  Specifies tests and decisions regarding the approach ar

and Evaluation methodology, tools and technigues, priorities and risks
Criteria associated with the acceptance phase of project.

2 Competitive Competitive analysis is a process which identifies key information
Sralyvsis and to predict the actions of your most significant competitors,

Benchmark Studies Competitive analysis is a process which identifies the key
information to predict the actions of yvour most significant
competitars, Benchrmarks are created to allow you to compare
voLr practices to best-in-class practices.

< FEIC!“tEItE . This is a general technigque for eliciting many creative ideas for a
Brainstarming ;
: target area of interest.
Sessions

4 Identify Business Business rules are a set of operative or structural statements
Rules (facts, inferences, ar calculations) that define how a business will
operate independent of technology. Rules also document
comples: business logic or control flows,

5 Data Dictionary A data dictionary (glossary) is used to ensure that stakeholders
and Slossary agrees on the format, properties, and content of desired
information. Record the definitions and agreements in an
appropriate repository or tool to manage the consistent use of
these elemeants,

& Diagramming Data & Data Flow Diagram (DFD) provides a visual model of how
Flowe information and physical materal moves through a system. It
shows inputs, processes, storage, and outputs from a system,
and the external entities that interface to the system.
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What a Business Analyst Does?

7 Perform Data S data model: represents data entities, key attributes,

Modaeling relationships bhetweaern entities, arnd the nature of those
relationships. Information Usage SAnaly=sis: is a technigue to 2licit
requirements that identify or guantify data that the solution has
to maintain andyor track. Class Diagrams: Depicts the atbributes,
methods and relationships amongst all classes of abjeckts for the
area in question. Mormalization: Sroups attributes into logical
units based upon established rules of normalization. The most
common, desired inm Zrd normmmal form.

2 SApply Decision

. Decision Snalysis is a formmal, structured approach to determine
arnalysis

the most desired opportunity from candidate opportunities.

9 Ssrnalv=e Docurmeaent arnalvsis determines requirerments by studying existing
Docurments docurments and extracting data, functions, business rulaes,
interfaces, and constraints.

10 Estimate Effort, There are eleven recognized techhigues: Srnalogous, Parameatric,
Duration and Cost Bottom-up, Rolling Y“WWave, S-point, “wendor Bid, Historic Aanalvsis,
Expert, Delphi, Functiorn Points, and Comparison to closed
projects,. You should have experiegnce in a minimoum of five of

them.
11 Perform Fococus Fococus groups are a means to capture ideas and attitudes about
Sroups Studies produckts, opportunities, or services., The group is often mnot partc

of thhe company , but they do have an interest in the topic.

12 Decompose

. Decompose bhusiness requiremeaents into functional, informational,
Reguiremeaents=

performing, constraining, and subjective requirements.

1= Identify Interfaces
faka: System S table showing the interaction betweern all impacktked systems.
Llsage Matrizes)

14 Perform Interviews

; Solicit and capture business and iNnformmation system
(five typeas)

requirements chrough wvarious interview technhnigues.

15 Identify and Les=s=orns learned analysis exists to compile arnd documearnts what
Evaluate Lessons weent wrong and what wenrnt well and how this information can be
Learned used to improve the future.,

15 Develop
Indicators, Metrics,
and Reporting

Use Structured walkthroughs, Feasikhility studies, Stakeholder
defined acceptance criteria, Metrics, Prototyping, etc.

BUSINESS ANALYSIS ANUJ ANAND



What a Business Analyst Does?

17

is

i

=20

=22

=23

Technique

Docurment HMomn-—
Functional
Requirements
Laka: Duality,
Performmancese, or
Saervice Lewvel
Requirements)

O hserve the
weorkima
ernviraonmemnt

HModel the
rganization

Record Defects
and Issues (aka:
Problernmm Report

Perform Process
Modelilmg (Funrnction
MModelilngl

Prototyvpe (aka:
LT, User Interface)

Plarn and Execute
Requirements
Veorkshops

Description

S list of measures that will be used once the solution is in
production to ensure that it perfarms at acceptable levels., &
specific statement thhat describes a qualitatively or uantitatively
measurable bebhavior of the salution. They often end in abkbility '’ |
(il =ahbility, Reliability, 2tc).

Ohsaerve the wisible, ““working Compornaernts of the Systerm and
Fiows the SHMEs and users ack., aka: Analvsi= by walking around.

Thi=s i= the use of Org models to determimne who does what arnd
Fiows they are related to other elemmernts of the arg. Thi=s helps
answer the question of ""wWwho does what tao whom, whern, and
o by Pt

Defines an error situation that arose during a walkthirough, u=ser '
acceptance testing, or during the productive use af anm
application.

Show=s the comntraol transfer between activities; often represernted
weith swim lanes (aka: Aactiviey Diagrams), Business Process
Models: Docurmaents business ar systerm processaes, data
transtformations, transportcation, storage, and indicates the
scope of thhe project using e=termal entities. Work Floww
Diagrams: & representation of the sequence in which people do
their Jobs including their interaction with or reliance upon
informmation cechrnology, Sequernce Diagrams: & representation Df
cormmmUnication betweaern individual abjects of arn application, their
creation and destruction, imn the seqguence in which they are
carried out, Proces= Mini Specs: Repraesent the inner workings of
a process Etvpically ex<pres=sed imn business rules, logic ar
algorithm=s or similar cools., Conmte=t Diagram: & hhiah-lew=l
Business Process model depicting the imformation ex<charnge
betweaasrn various arganizational units or speaecific individual=
weithin the organization. CRUID Matrices: & table that show s the
creation, retrieval, update and deletion of atbribute=s of entities
by processes; caommonly used in affinity analvysis.

S representative view of the look, fesl and usability of the
salutiomrn, typically showwing screens, reportes, interaction, etc.)

Prepare and facilitate a Jaoint Application Developmemnt (Ja00)
sessian.
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What a Business Analyst Does?

24 Risk Analvsis Risk armnalv=sis involves analv=zing svystems and projects for
urncertainties that camn impact an intiative, solution, or
organization. Risk analv=sis attempts to identifv, prioritize,. and
plans for micigation or elimination fof the identified risks., Rist
arnaly=si=s requires assessmient, response arnd costs.

=25 SAnaly=ze Problem JF Based on problem analvy=si=s, list real (bhusiness) poroblem s,
Symptorm s, Sk svwmptoms of problems, potential solutions, and out—-of-=scope
Root causes problems which will not- be solved by the projeci.

25 Dhewvelop L= LISE CTas=: a =sirngle inmteraction betwwweaeern the user Cwwhich may be
Case=s=s arnd a humarn or another automated svysteml arnd the =vy=stem im
Scenarios OQuestiorn depicting a basic course of evernts, altermate arnd

exceptiorn paths with other relevant imnformmation: also has a
diagram compornernt, and is also part of UUML.,. Scenarios: a specitic
example (imnstance) of the use casa=.

=27 Perform Scope Scope modeals are used to clearly defimne the scope of arnalvy=si=s ar
rHModelimng the scope of a project. Scope modeals define arnmnd bound tche
scope of business arnalysis arnd project. Scope models define the
“complete” scope—that is, the boundaries of the scope
correspornd wwith the mnatural boundaries of a business domain.
Thew can be Conte=t Models, Events models, arnd LUse CTase
Diagrams.

22 Perform Process Shows=s the corntral tranmnsfer betweern activities; oftern represented
rModelimng (FuncEiorn  with =swim lanes (aka: SActivity Diaaram s, Business Process
rHModelimgl FModels: Documents business aor system processes, data

tramsformations=s, transporcation, storagse, and indicates the
scope of the projeckt using ex=termnal entities. York Flosss
Diagrams: & representation of the seqguence in which people do
their job=s includilng their inmteraction with or reliance uapon
imnformation techrnology, Sequence Diagrams: S5 representatiomn aof
cormmunication betwwaeern individuaal objecets of armn application, their
creatiorn arnd destruction, imn the s=equernce im which thew are
carried out, Procaess Minl Specs: Represcaent the imnnmer vworkimng=s of
a proce=s= twpically expres=sed imn busimness rule=s, logic aor
algorithm$ms or similar cools. Conte=t Diagram: 2 high-lew=l
Busimness Process modael depicting the inmformation ex<xchangse
betweaearn various organi=zatiornal unies or specitic individouals
weithimn the organization. CTRIUID Matrices: &2 table that shhows the
creation, retcrieval, update arnd deletion of attributes of entities
By processe=s; commonly used in aftfinity arnalvy=si=.

=29 Model Evernt=s and Event: Represents business andyfor system evernts with the
States (diagram=2 related responses as a wayw of delineating the system from it=s
ernvironmeanmnt., State: Represenrnts the status of an aobject imn arnsy
givern point, the potential for cransfaorming the aobjece into a
differernt status=s, and the conditionsyevernts that can trigger the
tram=s=formmation.

=0 FPerform Structured Describes the process=s, thhe productE, the participant=s, arnmnd the
wlalkthrough=s anmd resultcs of a meeting desigrned to idemntity errors or omiissions imn a
Zreate Reports specific deliverable, its impackt, and recommended resaolution=.

BUSINESS ANALYSIS ANUJ ANAND



What a Business Analyst Does?

Technigue Description

=1

Create and
Snalv=ze Surveyvs=s
aSrd
CDuestionmaires
rclosed and opem)

P=erformm ST
Srnalvsis

Mamnage LUiser
Stories Wwork=shop

wweaendor
Sassessrment

P ” T latris=

Stakeholder H-Map

wariance Snalvsis=

BEa=sc=lining

Sigrnoft

BUSINESS ANALYSIS

Thi=s is a =set of uestions for stakeholdaers arnd SMHME=s. The resules
are arnalv=ed and distributed to othher partcie=s for comfirmmation.

=mnd threats and
=

Idenrntify stremngths, weaknesses, opportunities,
propose improvermernts imn howw the organization could u=s=
infaormation resource.

Thesse are descriptions of furnctiomnality writtern by and valuable ta
the customeaer. Thewy i=s used to ex<tract requiraements armnd u=s=
case=.

If =olutions are provided by extermal vendors or the solution i=s
outsourced, thern there may be specific reguiremnments related to
the imnvolvernmaernt arnd relationships of the vendor, Therse could b=
requiremenrnts of the verndor to prove financial security, mieseting
specific staftfing level=s, to iderntity appropriately =skilled staff, to
meaet regulatory compliance, etcetera. RNon—tunctiormnal
requiremenrnts are oftern used to defimne the service levwel=
requirement=s. vyYou should be able to create and evaluate the
responses to these documents, RFI, Request for Information.,
RF, Request for Quote, amnd RFP, Reqguest for Proposal. werndor
assessment i=s conducted tao ensure that the vwendor i=s reliable
arnd that service levels will meet armn organization™s ex<xpectcations.

The RS I matriz describes the roles of those imnvolved imn busines=
arnalvysis activities., It describes stakeholders as hawing one or
mor=e of thhe following responsibilities for a givern task or
deliverable:

Stakeholder maps are wisual diagrams that depict the
relationship of stakeholdaers to the salution and to one anocther.
There are many form=s of stakeholder map., but Cwwro commorn ornes
imclude:

The purpos=e of this techrhiggue is to analv=ze di=screpancies
betweaeern plannmned anmnd actual performance, determine the
magnitude of those discrepancies, arnd recommend corrective
arnd preverntive actiorn as required. “wYariarnce=s carn be related to
planmned versus actual estimates=s, cost, scope, produouckt
expectation=s, aor arny Mmeasures thhat havw=s beaen estahkblishhed
durimng the planmning proces=.

COhceE requirenments are approved, they miay be baselined,
meaning thhat all future changes are recorded and cracked, and
the currernt state may be compared to the baselined stat=.
Subsequenrnt charnges=s to the reqguirement must follow the changs
corntrol process.

Fequirements signoff formalizes agreement by stakeholders chat
the comntent and presentation of documented reqguiremeaents is
accurate and complete. & formal sign-off of reguirement=s
documentation may be reqguired by organizational scandard=s or
for regulatory reasons
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What a Business Analyst Does?

40 Coverage Matrix

+1 Feacsibility Analy=is

+2 Problem or Vision
Statemant

43 MoSCow analvsis

& coverage matrix is a table or spreadshest used to manage
tracing. It is typically used when there are relatively few
rieciunr@gments or when tracimg = hmited £t Pngh=lawval
requireameaents (e.gQ. features or models).

For small, relatively straightforward efforts, the =alutian
approach can be detarmined by the business analvst alone or
with 2 small team of experts examining the approaches in an
imfarmal warking sessian. For larger change initiatives redqguiring
significant mvestment, a more formal feasibility study may assist
with determining the most viabhle solution option.

A prablem or viion Sstatement states the busiNness Nesd,
identifies key stakeholders, and briefly describes the positive
impacr that meating the business nead will have on thosea
stakeholdsrs.

MoSCowWw analvsis divides reguiremesnts into four categories:
Mu=st, Should, Could, armnd Wont.

44 Timeboxing/Budgeting Timeboxing or budgeting prioritizes regquirements for

45 voting

inveEstigation and implemantation baszed an allocation of a
fixed resource, It is used when the solution approach has
been determinad. Timeboxing prioritizes requirements based
ar the amount of work that the pgroject team (s capable of
delivering in a set period of time. By contrast, budgeting is
used when the project team has been allocated a fiked
amount af monay. The approach s most often used whean a
fixed deadline must be met or for solutions that are enhanced
on a regular and frequent basis. There are a numbear of
approaches that carn be taken to detaerming which
requiremeants can be Nncluded in a timebhoxed iteration;

Yoting is a prioritization method that allocates a fized amount of
rigsaurces (votes, play maney, or ather takerns) to aach
participant for them to distribute among proposed features or
requiremeants,
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What a Business Analyst Does?

Technique Description

45 Checklists Checklists are useful as a quality control technique for
requUuirerments documentation,. They may include a standard set of
quality elements that the business analyst or other reviewers
Lse to validate the requirements or be specifically developed to
capture issues of concern to the project. The purpose of a
checklist is to ensure that items that the organization ar project
team has determined are important are included in the final
requirerments deliverable(s), or that process steps that the
arganization or project team has determined must be followed
are addressed. Checklists may also be developed on a project
basis to help ensure consistency of approach and outcormes,
particularly on large projects where multiple sub-project teams
are working.,

47 Force Field Force field analyvsis is a graphical method for depickting the forces

Analysis that support and oppose a change., It involves identifying the
forces that support and oppose a change, depicting them on
opposite sides of a line, and then estimating the strength of
each force in order to assess which set of forces are straonger.
Cnce this analysis is complete, the next step is to look for ways
to strengthen the forces that support the desired outcome or
denerate new forces,

43 Requirements Regquirements are frequently captured in a formal docurment,
Ciocurmentation Many templates for requirements document exist and are in
common use, The selection of templates and documents is
dependent on the business analysis approach chosen.

49 Requirements for If the solution team thinks that a potential solution is available
vendor Selection from an outside party, the business analyvst may capture the
requirerments in the form of a Request for Information (RFI,
Request for Quote (BRF3), or Request for Proposal (RFPY.
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Business Solution Life Cycle

Business Value Attainment
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Enterprise Analysis — Risk

Project Type Small, Low Risk Low-to-Moderate Risk Significant, High Risk
Project Attribute (SMALL) (MEDIUM) (LARGE)
Estimated Elapsed Time < 6 Months 6 - 12 Months 12 - 24 Months
Timeframe Schedule is Flexible Schedule can undergo minor Deadline is fixed and cannot
variations, but deadlines are be changed. Schedule has not
firm room for flexibility
Complexity Easily understood Either difficult to understand Both problem and solution are
problem and solution.  the problem, the solution is difficult to define or
The solution s readily ~ unclear or the solution is difficult  understand and the solution is
achievable to achieve difficult to achieve
Strategic Importance Internal interest only Some direct business impact Affects core service delivery
and/or relates to a low priority  and/or directly relates to key
Initiatives
Level of Change Impacts a single Impacts a number of business Enterprise impacts
business unit units
Dependencies No major Some major dependencies or Major high-risk dependencies
dependencies or inter-  inter-related projects, but or inter-related projects
related projects considered low risk
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Enterprise Analysis — Risk

« Significant, high-risk projects are likely to need robust

- Enterprise Analysis performed by a core team of subject matter
experts and facilitated by the Business Analyst.

* Referencing the Project Sizing Grid, significant high-risk projects
are characterized by:
* Level of Change = enterprise impacts; or

» Low-to-moderate risk projects are likely to need a more moderate amount of
enterprise analysis performed by the Business Analyst prior to investment
Significant,

- Referencing the Project Sizing Grid, low-to-moderate risk projects
are characterized by:
« Four or more categories in the Medium column; or
 One category in Large column and three or more in Medium
column
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Enterprise Analysis — Risk

« Small, low risk projects are likely to need little or no enterprise analysis
performed by the Business Analyst prior to investment

 However, decisions to invest in even small projects should be
made based on a cost vs. benefit analysis to ensure the project
will add value to the organization.

* Referencing the Project Sizing Grid, low-to-moderate risk projects
are characterized by the remaining combinations.
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Other Important Reference Materials

http://images.globalknowledge.com/wwwimages/whitepaperpdf/WP ExecutiveGuide BAPMTerms.pdf

http://www.xelaration.com/presentations baworld/business analysis best practices of the unified process.pd
f
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