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Navigation is…

the set of tasks, knowledge, and techniques
to enable travel from a known start point
to a known end point
(without wasting time and money on the way)
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Business Analysis is…

the set of tasks, knowledge, and techniques
to Identify business needs and 
to Determine solutions to business problems
(without wasting time and money on the way)

www.wikipedia.org

Needs Solutions
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But is that Right? (1)
What's Right?

Sharply defined?

Needs
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But is that Right? (2)
Who's Right?

A's view

B's view

C's view

Needs
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But is that Right? (3)
Which is the Right Answer?

A's view

B's view

C's view

Needs Solutions
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But is that Right? (4)
What is the Right Process?

A's view

B's view

C's view

Needs Solutions
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What Goes Wrong 
without Business Analysis?

Unknown Scope

• People work Hard …

• … preparing an Excellent Solution …

• … to the Wrong Problem
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What Goes Wrong 
without Business Analysis?

Incomplete Scope

• People work Hard …

• … preparing an Excellent Solution …

• … to Part of the Problem
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What Goes Wrong 
without Business Analysis?

Unevaluated Solution

• People work Hard …

• … on a Carefully-Designed Solution …

• … which May Not Solve the Problem …

• … or May be Inefficient
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The ‘Left Shift’ Principle
Proactive

Reactive

'Marching Army' and other 
costs increase with time

cheaper to find 
problems earlier

Main reason for 
careful analysis
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A Theory of Requirements Discovery
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1. Vision

Given

Elements to be 
Discovered

In these 
Contexts
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So, what should we do?
• Enterprise Analysis

– Identifying the Stakeholders

• Elicitation
– Discovering Stakeholder Needs

• Requirement Analysis
– Defining Needs and Solutions

• Tradeoffs: Solution Assessment
– Choosing the Optimal Solution

• Project Management
– On the Basis of Known Requirements
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Enterprise Analysis

• Who are the Stakeholders?

• What is the Context?
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Who are the Stakeholders?

• Who has a valid interest here?
– Critical sources of requirements
– Critical if show-stoppers
– Many more roles than people think
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Political
Beneficiaries

Experts

Operational
Stakeholders

Interfacing
Stakeholders

Financial
Beneficiaries

Functional
Beneficiaries

Regulators

Negative
Stakeholders

Social
Beneficiaries

B
en

ef
ic

ia
rie

s 
–

it’
s 

fo
r 

th
em

!

Common Stakeholder Roles
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What is the Context?

• Often much bigger than people think
• Always bigger than a single product 

(eg an IT "system")
• Always includes people
• Usually involves existing business 

processes
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Scope is Bigger than Product

Product Operators Simulator
(training facilities)

A Business System
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Aviation 
Authorities

Scope: an ill-defined Problem

Passengers Aircrew

Crewed Aircraft

Aircraft

Maintenance
Simulation
& Training

Air Traffic
Control

Refuelling,
ResupplyBaggage 

Handling

Check-in

Security

Is this the boundary 
we want?
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Aviation 
AuthoritiesPassengers Aircrew

Operable Aircraft

Aircraft

Maintenance
Simulation
& Training

Air Traffic
Control

Refuelling,
ResupplyBaggage 

Handling

Check-in

Security

Internal 
Interface

External 
Interface

Revised Scope

Scope: an ill-defined Problem
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The obvious part of the work is …

Accounts

bill payment

Waiter

Diners

food

Cook

damage

wages

Supplier

Ordering
& Menu

payments

Credit Card Co.Accounts

credit payments,
authorisation

bill payment

Waiter

Diners

food

not to mention 
laundry, 

maintenance, 
new equipment

Critic

Disposal,
Recycling

Rats, 
Insects, 
Bacteria, 
Fungi

Health
Inspector

Cleaning

inspection

Food
Storage

Cook

orders

deliveries

waste

dirty dishes

Website 
Designer

information information

Website

design

visit Public

Tax Authorities

accounts, 
tax

brief

… just the tip of the iceberg
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Elicitation

• What are people©s Goals?

• What Scenarios to achieve those Goals?
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Discovering Goals

• What Results do People Want? 

• What Qualities Matter to Them?

• What Constraints Apply? 
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Goal Model
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Control Costs

Write Complete Requirements
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Discovering Scenarios

• How Should this Work?

• What Steps to achieve it?
– storyboards
– use cases
– flowcharts
– process models
– any other time-based models
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Scenarios tell Business Stories
500 metres

18 
steps

… as with this Storyboard
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Requirement Analysis

• Analysing Functions 
– from Context, Events to be handled,Scenarios

• Defining Terms (Project Dictionary)
• Modelling Data & other Constraints
• Defining Required Qualities
• Defining Applicable Standards
• Documenting Rationale for Decisions
• Defining Measurements

– Acceptance Criteria, Quality of Service

We'll only look 
at a few of 
these today
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Qualities and Constraints
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Common Words don't Need 
Defining, Right?
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Measurements
Does it Do What It Says On The Tin?

Acceptance Criterion
Fit Criterion
Test Criterion
Measure of Effectiveness (MoE)
Measure of Performance (MoP)
Postcondition
Success Guarantee
…
Quality of Service (QoS)
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Tradeoffs: 
Solution Assessment

• Which design option best meets our 
goals?

• Which requirements can we implement, 
given that design approach?
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Trade-offs
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Score each Solution Option 
on each Goal
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Trade-offs: How to Choose?

• That’s a lot of numbers! 
– Now what do we do?

• Benefit/Cost
• QOC
• QFD
• PCA
• AHP
• . . .

A few of many 
proposed methods
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A Natural Divide

• Pre Trade-offs
–what people want:

• Goals and Hopes

• Post Trade-offs
–what project can deliver:

• Prioritised Requirements 
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Not One but TWO Priorities

• Input Priority
– what Stakeholders most want
– realisable or not

• Output Priority
– what can be realised in a practical solution
– what you therefore agree to do (and when)
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Project Management 
on the basis of Known Requirements

• What must we do to Ensure the 
Requirements are met?

or

• Why Requirements Matter 
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?Requirements

Known
Requirements

Project
Management
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Stakeholder-
Driven

Stakeholder Analysis Stakeholder
Management

Project
Management
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Stakeholder Analysis

Risk-
Driven

Stakeholder
Management

Goal Modelling

Analysis of
Qualities &
Constraints

Assumption & 
Rationale Modelling

Risk 
Management

Project
Management
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Stakeholder Analysis

Goal Modelling

Analysis of
Qualities &
Constraints

Scenario-
Driven

Assumption & 
Rationale Modelling

Stakeholder
Management

Risk 
Management

Scenario Analysis

Design

Test

User/Maintenance
Manuals,Training

UI Design

Planning
Monitoring
Controlling
Reporting

Project
Management
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Stakeholder Analysis

Goal Modelling

Scenario Analysis

Design

Test

Analysis of
Qualities &
Constraints

Priority-
Driven

User/Maintenance
Manuals,Training

UI Design

Assumption & 
Rationale Modelling

Stakeholder
Management

Risk 
Management

Planning
Monitoring
Controlling
Reporting

Tender
EvaluationTrade-offs,

Prioritisation

Project
Management
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Stakeholder Analysis

Goal Modelling

Scenario Analysis

Design

Test

Analysis of
Qualities &
Constraints

Contract-
Driven

User/Maintenance
Manuals,Training

UI Design

Assumption & 
Rationale Modelling

Stakeholder
Management

Risk 
Management

Planning
Monitoring
Controlling
Reporting

Tender
EvaluationTrade-offs,

Prioritisation

Supplier & Contract 
Management

(Contractual)
Requirements 

Project
Management
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Requirements-
Driven

Stakeholder
Management

Risk 
Management

Planning
Monitoring
Controlling
Reporting

Tender
Evaluation

Supplier & Contract 
Management

Other Project 
Activities

Project
Management

Projects

Requirements
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We Looked at …

• Why BA is more than just getting from A to B
• What goes wrong without BA

– Scope and Solution are undefined, unevaluated

• What needs to be done
– Enterprise Analysis
– Elicitation
– Requirement Analysis
– Tradeoffs: Solution Assessment

• The benefits of BA
– Proper Basis for All Other Project Activities
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Conclusion:
Business Analysis

• Perhaps less mechanical than 
getting from A to B 

• Perhaps less heroic than 
navigation in Magellan's day

• Perhaps a richer and more 
complex task

• Perhaps far more critical to 
business

a lot more aboutDiscovering Requirements

Consultancy

Workshops

Training

in requirements 

discovery & 

management; 

DOORS & DXL

www.scenarioplus.org.ukiany@scenarioplus.org.uk
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