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A.1 Alignment of the Business Analysis Framework with Scrum

The Business Analysis framework provides a structured approach to Business Analysis through its principles,
aspects, and processes. Scrum, as a lightweight Agile framework for managing iterative and incremental
product development, emphasizes value delivery, collaboration, and adaptability—areas well-aligned with
Business Analysis. Integrating the Business Analysis framework into a Scrum environment enhances
communication, ensures clarity of requirements, and strengthens stakeholder engagement, all while adhering
to Scrum'’s iterative and time-boxed principles.

A.1.1 Applying Business Analysis Principles in Scrum

Value Focus: Scrum encourages delivery of the highest business value through prioritized Product
Backlogs and continuous feedback. The principle of Value Focus naturally complements this by
helping Business Analysts (BAs) continuously assess and refine what is being delivered to ensure it
aligns with strategic goals. BAs act as value enablers, ensuring that each User Story or backlog item
is tied to clear stakeholder value.

Collaboration: Collaboration is central to both Business Analysis and Scrum. Scrum promotes cross-
functional teams, daily standups, and regular interactions through events like Sprint Planning,
Reviews, and Retrospectives. BAs, aligned with the Business Analysis principle, work closely with the
Product Owner (PO), Scrum Master, developers, and stakeholders to elicit, validate, and refine
requirements.

Holistic and Analytical Thinking: Scrum teams often face evolving requirements and shifting priorities.
Business Analysts provide critical support through systems thinking, root cause analysis, and scenario
modeling. The Business Analysis framework’s structured thinking ensures that backlog items are
contextually sound and aligned with business goals, even in fast-changing environments.

Context Adaptation: Scrum teams differ in size, maturity, and product complexity. Flexibility in the
framework allows BAs to scale and tailor analysis approaches—from lightweight story mapping to
detailed acceptance criteria—depending on the needs of the team and sprint.

Continuous Improvement: Retrospectives in Scrum create a built-in feedback mechanism. Business
Analysis framework encourages the use of insights from these sessions to refine Business Analysis
processes and stakeholder collaboration models.

Ethical Considerations: Transparency, honesty, and accountability—core Scrum values—are upheld
through the ethical lens of the Business Analysis framework. BAs ensure that backlog prioritization is
fair and aligned with real business needs, not internal politics.

A.1.2 Alignment of Business Analysis Aspects in Scrum:

1.

Organization—In Scrum, the Product Owner acts as the primary decision-maker. The BA works
collaboratively with the PO to refine the backlog, clarify goals, and act as a bridge to stakeholders. In
scaled environments, BAs may also support multiple Scrum teams or coordinate across releases.

Business Justification—Every item in the Product Backlog should have a reason for existence.
Business Analysts contribute to the creation of business cases, cost-benefit analyses, and value
justification frameworks that help the PO prioritize effectively. This ensures that development time is
allocated to the highest-value items.
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Business Analysis Approach—Scrum is inherently adaptive. BARG™ allows for an Adaptive or Hybrid
approach, which fits perfectly. Lightweight documentation like Epics and User Stories replace
traditional BRDs, and BAs may rely more on interviews, workshops, and informal elicitation tools to
remain lean and agile.

Change—Scrum expects and embraces change. Business Analysis framework supports this through
structured change management strategies. When changes are introduced mid-sprint or between
sprints, BAs help assess the impact, re-align the backlog, and ensure clear communication across all
team members.

Risk—Risk is managed in Scrum through frequent delivery and inspection. However, BAs add depth
by proactively identifying requirements volatility, stakeholder availability, or technical debt that could
affect deliverables. Processes like risk identification, mitigation planning, and monitoring are used
continuously, not just at the planning phase.

Quality—Scrum promotes quality through Definition of Done and frequent validation. BAs, aligned
with Business Analysis framework, define clear and measurable acceptance criteria. They participate
in backlog refinement to ensure completeness, traceability, and testability of requirements.

Reporting—Scrum uses burn-down charts and velocity reports. Business Analysis enhances this with
tailored stakeholder reports, risk dashboards, and value tracking tools. BAs can translate sprint data
into executive-level insights, increasing transparency and business engagement.

A.1.3 Mapping Business Analysis Processes to Scrum

Setup Phase:

o Create Business Analysis Vision: Clarified during Scrum team formation and product
visioning.

o Identify BAs and Stakeholders: Done during team onboarding and stakeholder mapping.
o Setup Policies: Includes defining the Definition of Ready (DoR) and Definition of Done (DoD).

o Determine Al-enabled Tools: Tools like Vabro.ai or Jira Al integrations can support sprint
planning and backlog refinement.
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Figure A-1 and A-2 illustrate creation of DoR and DoD in the Setup phase in Business Analysis:
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Figure A - 1: Use of DoR in Business Analysis (Source: Vabro)
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Figure A - 2: Use of DoD in Business Analysis (Source: Vabro)

Initiate Phase:

o Receive Business Analysis Needs: Emerges from initial product visioning and stakeholder

engagement.

o Accept Business Analysis Needs: Translated into Product Backlog items after validation.
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o Finalize BA Team and Stakeholders: Defined roles in the Scrum team, plus cross-functional

collaboration plans.

3. Plan Phase;:

o Determine Solution Templates: In Scrum, this translates to defining User Story formats, EPIC

templates, and Story Maps.

o Determine Stages and Stakeholder Engagement: Involves setting up sprint schedules,

backlog refinement cadences, and stakeholder demo routines.

Figure A-3 shows creation and use of User Stories in the Plan phase in Business Analysis:
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Figure A - 3: Use of User Stories in Business Analysis (Source: Vabro)

4. Implement Phase:

o Gather Requirements and Create Designs: Happens iteratively through backlog refinement

and during Sprint Planning.

o Refine and Validate Requirements: Ongoing process during sprints, refinement, and backlog

prioritization.

o Create Solutions and Obtain Approval: Delivered at Sprint Review; stakeholders validate and

accept work.

5. Enhance Phase:

o Retrospect and Improve: Fully aligned with Sprint Retrospectives. BAs help identify process

gaps, missing stakeholder feedback loops, and new opportunities for value delivery.
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A.1.4 Role of Business Analysts in Scrum Teams

Business Analysts may play several roles in Scrum:

e As an advisor to the Product Owner, helping refine backlog items, define business rules, and perform
market/user analysis.

e As a facilitator for stakeholder engagement, ensuring business goals are clearly understood by the
delivery team.

e Asarequirements SME, translating complex business needs into clear and testable stories.
o As a quality champion, ensuring Definition of Done includes validation against business outcomes.

Scrum does not formally define the Business Analyst role, but in real-world implementations, they bring
immense value in areas where Product Owners may lack the bandwidth or analytical rigor.

A.1.4.1 Writing Effective User Stories and Acceptance Criteria

One of the most visible contributions of Business Analysis in Scrum is the creation and refinement of user
stories. A well-written user story clearly articulates a user's need and the value it delivers. It follows a standard
format, often:
As a [type of user], | want [an action] so that [a benefit is achieved].

Business Analysts can ensure that:

o User stories are properly scoped and valuable

Each story has well-defined acceptance criteria

Non-functional requirements such as performance or security are considered
o The Definition of Ready (DoR) is met before a story is selected for a sprint

By ensuring these criteria are met, the Business Analyst helps reduce rework, prevents misunderstandings,
and ensures the development team can build with confidence.

A.1.4.2 Participating in Scrum Ceremonies or Meetings
While Scrum defines five events—Sprint Planning, Daily Scrum, Sprint Review, Retrospect Sprint, and the
Sprint itself—Business Analysts often engage in multiple events depending on their role in the team.

o Sprint Planning: Business Analysts may assist the Product Owner in presenting stories, clarifying
questions, and contributing to effort estimation.

o Daily Scrum: While not mandatory, a Business Analyst who is part of the Development Team may
attend to stay in sync and address any blockers.

o Sprint Review: Business Analysts help demonstrate completed work, gather feedback, and facilitate
stakeholder engagement.

o Retrospect Sprint: Business Analysts can contribute to continuous improvement discussions,
especially when issues arise due to unclear requirements or misalignment.
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e The Sprint: During the Sprint, the Business Analyst is available to clarify requirements, answer
questions, and work with stakeholders to ensure evolving needs are addressed.

Their active participation in these events ensures continuity of understanding and strengthens the team’s ability
to deliver value iteratively.

A.1.4.3 Supporting Testability and Quality Assurance

Business Analysts contribute to quality by working closely with testers and developers to ensure that
requirements are testable and understood. By writing clear acceptance criteria and providing detailed business
rules, Business Analysts enable the creation of robust test cases. They also support exploratory testing by
helping QA teams understand user workflows and critical paths.

Some Business Analysts use tools like Behavior Driven Development (BDD) or Given-When-Then syntax to
define acceptance scenarios, bridging the gap between requirements and automated testing.

A.1.4.4 Ensuring Stakeholder Engagement and Feedback Loops

Scrum thrives on feedback. The iterative nature of sprints allows for constant learning and adjustment.
Business Analysts facilitate this by:

o Acting as a proxy for stakeholders when immediate feedback is needed

o  Gathering and analyzing stakeholder input during Sprint Reviews

o Identifying changing business needs and reflecting them in future backlog items
e Mapping stakeholders concerns to actionable stories or improvements

The Business Analyst ensures that stakeholder voices are heard and that business priorities are continuously
reflected in the evolving product.

A.1.4.5 Bridging Business Strategy and Agile Execution

Another major contribution of Business Analysis in Scrum is aligning product development with business
strategy. Business Analysts help teams understand the “why” behind user stories and features. This broader
context enables developers to make informed decisions, reduces waste, and fosters innovation.

Business Analysts may use strategic analysis tools such as SWOT analysis, value stream mapping, or cost-
benefit analysis to:

e  Prioritize features based on ROI
e ldentify business opportunities or risks
o Align the Prioritized Product Backlog with organizational goals

This strategic perspective complements the Scrum Team's tactical execution, resulting in solutions that are
both effective and aligned with broader objectives.
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A.1.4.6 Working in Scaled Scrum Environments

In larger organizations, Scrum is often scaled to large initiative or the enterprise. In these environments,
Business Analysts play a critical role in coordinating analysis across multiple teams and domains. They may
work with Product Owners, Solution Architects, and Release managers to:

o Define features and enablers at a program level

o Maintain alignment across multiple Prioritized Product Backlogs
e Facilitate inter-team dependencies

o Coordinate stakeholder communication across departments

This cross-functional role ensures that the entire delivery system remains synchronized and aligned with
business priorities.

While the Scrum Body of Knowledge (SBOK Guide) does not specify a formal role for Business Analysts, the
practices and responsibilities of Business Analysis are essential to the success of Scrum Teams. From
clarifying requirements and writing user stories to supporting the Product Owner and aligning features with
business goals, Business Analysts play a foundational role in enabling Scrum teams to deliver continuous
value. By focusing on stakeholder collaboration, clarity, and adaptability, Business Analysts help teams
navigate complexity, respond to change, and build products that matter.

As Agile continues to evolve, so too does the role of the Business Analyst—transitioning from documenters of
requirements to strategic partners in value delivery. In Scrum, this evolution is embraced by embedding
analysis throughout the team and process, rather than assigning it to a single role. The result is a more
responsive, aligned, and value-focused approach to product development.
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A.2 Alignment of the Business Analysis Framework with Kanban

Kanban, rooted in lean manufacturing and widely adopted in knowledge work and software development,
emphasizes continuous flow, visual management, and incremental improvement. The Business Analysis
framework—comprising principles, aspects, and processes—integrates naturally with Kanban by introducing
clarity, structure, and strategic focus. Together, they foster an environment where teams can visualize work,
prioritize stakeholder needs, and continuously deliver value with minimal waste.

A.2.1 Applying Business Analysis Principles in a Kanban Environment

Value Focus: Kanban’s core intent is to enhance flow while delivering value to the customer. The
Business Analysis principle of value focus complements this by guiding the team to prioritize work
items based on customer impact, business outcomes, and strategic relevance. Business Analysts
evaluate which features, fixes, or enhancements contribute the most value, shaping work items that
are tightly aligned with stakeholder goals.

Collaboration: Continuous collaboration is vital in flow-based systems. Business Analysts facilitate
communication among team members, sponsors, and stakeholders to ensure that requirements are
clearly defined and that feedback is integrated into the evolving flow of work. This ensures that work
items are not only completed but also meet business expectations.

Holistic and Analytical Thinking: In Kanban, improving flow requires both systems-level understanding
and detail-oriented analysis. Business Analysts bring holistic awareness of the value stream—
mapping dependencies, identifying handoff delays, and analyzing cycle times—while also
deconstructing business needs into clear, actionable items that the team can work on in manageable
chunks.

Context Adaptation: Every Kanban implementation is different. The Business Analysis framework
supports context-driven tailoring, allowing analysts to adapt techniques and tools based on the
maturity of the team, the complexity of work, and organizational needs. For instance, documentation
can range from lightweight cards to more detailed specifications depending on the stakeholders’
familiarity with the domain.

Continuous Improvement: Kanban promotes evolutionary change. Business Analysts contribute by
capturing feedback, tracking metrics such as throughput and lead time, and facilitating retrospectives
or improvement discussions. They help teams identify not just process inefficiencies but also
improvement opportunities in stakeholder engagement, requirements clarity, and solution alignment.
Ethical Considerations: Visualizing work and surfacing bottlenecks can reveal organizational
challenges or resource imbalances. Business Analysts must navigate these situations ethically—
ensuring that visibility serves problem-solving rather than blame, and that all recommendations
consider fairness, transparency, and the long-term well-being of both the team and stakeholders.

A.2.2 Alignment of Business Analysis Aspects in Kanban

Organization: Kanban does not prescribe roles, but Business Analysis thrives when there is clarity on
who contributes to defining, reviewing, and delivering value. Business Analysts often serve as
facilitators, aligning product managers, team leads, designers, and developers. In larger setups,
analysts may support multiple service lines, helping unify customer insights and business priorities.
Business Justification: Each work item on a Kanban board should ideally tie back to a business goal.
Business Analysts ensure that every request has a well-defined justification, whether it's reducing
technical debt, responding to customer pain points, or fulfilling compliance needs. They maintain
traceability from work items to business objectives, enhancing transparency and prioritization.
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o Business Analysis Approach: Kanban encourages just-in-time planning. The Business
Analysis approach in Kanban must be adaptive, relying on lean documentation, visual
models, and high-frequency stakeholder touchpoints. Analysts work collaboratively to
prepare upcoming items with just enough detail to allow smooth pull and progress without
creating analysis inventory or over-specification.

e Change: In a continuous flow system, change is a constant. Business Analysts assess the impact of
new inputs to the backlog or Kanban board, ensuring that urgent work is appropriately evaluated and
integrated without overwhelming the system. They also facilitate change management discussions
when shifts in priorities or scope affect in-progress items.

o Risk: Work-in-progress (WIP) limits in Kanban are a mechanism for controlling flow-related risks.
Business Analysts contribute by identifying upstream and downstream risks—such as unclear
requirements, resource bottlenecks, or external dependencies—that could jeopardize delivery. They
help design mitigations and provide decision-makers with risk-adjusted insights to guide prioritization.

¢ Quality: In Kanban, quality is often maintained by definition of done, peer reviews, and validation steps
embedded in the workflow. Business Analysts define acceptance criteria, support exploratory testing,
and validate whether the delivered outcome meets stakeholder expectations. They ensure that quality
is built into each work item from the beginning.

o Reporting: Kanban metrics—such as cumulative flow diagrams, lead time distributions, and
throughput trends—offer valuable insights. Business Analysts interpret this data for broader
stakeholders, turning operational insights into strategic recommendations. They may also
develop supplementary reports on value delivered, backlog health, and customer satisfaction
metrics.

A.2.3 Mapping Business Analysis Processes to a Kanban System
1. Setup Phase

o Create Business Analysis Vision: The long-term vision for how Business Analysis contributes
to the team’s flow and value delivery is clarified upfront.

o Identify BAs and Stakeholders: Stakeholders across operations, IT, customer service, and
compliance are mapped and engaged.

o Setup Policies: Business Analysts collaborate in defining WIP limits, pull criteria, and service
class definitions.

o Determine Al-enabled Tools: Tools like Vabro, Jira, or Trello can be enhanced with Al
features for auto-tagging, workflow suggestions, or backlog grooming.
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Figures A-4 and A-5 show creation of Kanban Backlog in the Setup phase in Business Analysis:
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Figure A - 5: Use of Kanban Backlog in Business Analysis (Source: Confluence)

Initiate Phase

o Receive Business Analysis Needs: Business needs may be sourced from customer
feedback, operational metrics, or regulatory changes. Analysts triage and translate these
into potential work items.

o Accept Business Analysis Needs: Analysts prioritize needs collaboratively with business
owners and convert them into accepted backlog items.

o Finalize Business Analysis Team: The Kanban team’s members and their responsibilities in

backlog refinement, flow management, and feedback loops are clarified.
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3. Plan Phase

o Determine Solution Templates: Consistent formats for work items (e.g., user stories, task
checklists, acceptance criteria) are established.

o Determine Stages and Stakeholder Engagement. Analysts help define the stages of the
Kanban workflow and when stakeholders should be engaged for approvals, demos, or
reviews.

4. Implement Phase

o Gather Requirements and Create Designs: Analysts collaborate in refining incoming work
items, clarifying intent, constraints, and expected outcomes.

o Refine and Validate Requirements: ltems in the "Ready" column are frequently validated
against evolving business needs and system constraints.

o Create Solutions and Obtain Approval: Completed items are validated against acceptance
criteria and stakeholder expectations before moving to "Done."

Figures A-6, A-7, and A-8 display use of Kanban Board in the Implement phase of Business Analysis:
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Figure A - 6: Use of Kanban Board in Business Analysis (Source: Vabro)
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Figure A - 8: Use of Kanban Board in Business Analysis (Source: ClickUp)

5. Enhance Phase

o Retrospect and Improve: Business Analysts support feedback sessions and Kaizen events,
analyzing flow metrics and proposing improvements in requirements elicitation, stakeholder
alignment, or workflow policies.
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A.2.4 The Role of Business Analysts in Kanban Teams

In Kanban environments, Business Analysts often serve as enablers of clarity and flow:

o Visual Design Facilitators: They help design the board, ensuring stages, policies, and definitions are
clear to all users.

e Value Stewards: They evaluate incoming requests based on business impact, helping teams focus
on what matters.

o  Customer Advocates: They continuously gather feedback and insights to keep customer needs visible
across the workflow.

o Flow Analysts: They monitor cycle time trends, identify blockers, and facilitate root cause analysis
when work slows down.

While Kanban is often considered a process-light framework, the contribution of Business Analysts ensures
that the system remains strategically aligned, value-driven, and improvement-focused.

A.2.4.1 Visualizing and Managing Work with the Kanban Board

The Kanban board is the central tool in a Kanban system, used to visualize work, track progress, and identify
bottlenecks. Business Analysts use the Kanban board not just to observe progress but also to:

e Analyze the types of work flowing through the system (e.g., defects, features, technical debt)
o Classify items by value, urgency, risk, or complexity

e Monitor lead time and cycle time for different types of work

o |dentify recurring delays or sources of rework

By reviewing how work moves through the board, Business Analysts can provide insights into inefficiencies or
misalignments with customer priorities. For example, if user research or requirement clarification tasks are
often delayed or blocked, the Business Analyst can explore root causes and suggest adjustments to improve
flow.

A.2.4.2 Work Item Definition and Clarity

Kanban emphasizes that work items must be well-defined before they are started. This is where Business
Analysts contribute significant value. Business Analysts help ensure that items entering the Kanban system
are:

e Clearly articulated with sufficient detail

o Aligned with stakeholder goals

e Sized appropriately for the team to handle
o  Prioritized based on value and need

In a flow-based system, ambiguity creates delays. By engaging in upfront and ongoing analysis, Business
Analysts reduce the likelihood of disruptions due to unclear requirements. They may use techniques such as:
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User story writing

Acceptance criteria definition
Process mapping

Business rules documentation

Non-functional requirements analysis

This preparation ensures that teams can pull work into their WIP limit with confidence and minimal interruption.

A.2.4.3 Demand Shaping and Prioritization
Kanban encourages managing demand based on capacity. Business Analysts play a key role in shaping
demand by:

Working with stakeholders to define and refine business needs
Translating business goals into actionable backlog items
Balancing customer urgency with technical feasibility

Providing input into priority decisions based on business impact

Because Kanban allows teams to limit how much work is in progress, there’s pressure to ensure that only the
most valuable and clearly understood work enters the system. Business Analysts help gatekeep this process
by enabling smarter prioritization and backlog refinement.

A.2.4.4 Flow Efficiency and Bottleneck Analysis

One of the strengths of Kanban is its focus on improving flow. Business Analysts can support this by analyzing
how work moves through the system, identifying delays, and exploring root causes. They may analyze flow
metrics such as:

Cycle time (how long it takes to complete a work item)
Lead time (total time from request to delivery)
Touch time (active work time on an item)

Wait time (time spent idle in queues)

By examining these metrics, the Business Analyst can:

Identify inefficient handoffs between team members or functions
Highlight unnecessary dependencies or approval steps
Recommend process changes to reduce wait times

Suggest automation or simplification of repetitive tasks
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For example, if requirements analysis consistently causes delays in the "Ready for Development" column, the
Business Analyst can propose earlier engagement with stakeholders or clearer entry criteria.

A.2.4.5 Supporting Continuous Improvement (Kaizen)

Kanban encourages incremental, evolutionary change through continuous improvement. Business Analysts
can lead or support these improvement efforts by:

e Collecting and analyzing feedback from customers, users, and the delivery team
o Facilitating retrospectives or operations reviews

e |dentifying patterns of waste, rework, or misalignment

e Suggesting changes to policies, definitions of done, or board design

Unlike Scrum, Kanban does not define formal retrospectives, but many teams still conduct regular reviews of
their process performance. Business Analysts bring valuable data and context to these discussions and help
prioritize and implement improvements based on business value.

A.2.4.6 Engaging Stakeholders in a Continuous Flow Model

In Kanban, work flows continuously rather than being timeboxed. This requires ongoing engagement with
stakeholders rather than periodic planning cycles. Business Analysts help maintain this engagement by:

o Acting as a liaison between stakeholders and the delivery team
o Continuously gathering and refining feedback

o  Clarifying evolving needs or market changes

o  Ensuring customer-centric focus throughout the value stream

Stakeholder needs can change rapidly, and Business Analysts ensure that the Kanban system reflects these
changes by adjusting priorities, refining items, and communicating intent. Their ability to build shared
understanding in a fast-moving context is crucial.

A.2.4.7 Enabling Service-Oriented Thinking

Kanban encourages teams to think in terms of services offered to customers and internal clients. Business
Analysts contribute to this mindset by:

o Defining service-level expectations and policies
o Mapping customer journeys and identifying touchpoints
o Documenting service workflows and rules

o Monitoring service performance and customer satisfaction
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For example, a Business Analyst working with a customer support team may define service classes (e.g.,
standard vs. expedited) and help establish WIP limits and policies based on the value and urgency of each
class. This supports better decision-making and more predictable outcomes.

A.2.4.8 Value Stream Mapping and System Thinking

Business Analysts are natural system thinkers, and Kanban supports this perspective by encouraging end-to-
end visibility of the value stream. Business Analysts use value stream mapping to:

o Visualize the flow of work from concept to delivery

o Identify handoffs, queues, and waste

e  Quantify delays and opportunities for improvement

o Align internal workflows with customer value creation

By taking this holistic view, the Business Analyst helps ensure that improvements are made with full awareness
of their impact across the system—not just within isolated teams or departments.

A.2.4.9 Collaborating Across Teams in Enterprise Kanban

In enterprise or portfolio Kanban systems, multiple teams or departments may each have their own boards and
flow systems. Business Analysts support collaboration across these boundaries by:

e Managing upstream and downstream dependencies

o Ensuring alignment across teams working on related features or products
o Facilitating shared understanding of business goals

o Coordinating planning and release activities across multiple streams

In this role, the Business Analyst acts as a strategic connector who helps integrate efforts across the broader
organization, promoting alignment, efficiency, and shared value delivery.

A.2.4.10 Leveraging Data to Drive Decisions

Kanban’s commitment to evolutionary change relies on the use of data. Business Analysts help make sense
of this data through:

o Trend analysis of flow metrics

o Performance dashboards

e Root cause analysis using Pareto charts or scatter plots

o |dentifying KPIs and business impacts of delivery performance

Business Analysts also help translate technical delivery data into business-relevant insights that stakeholders
can act upon. For instance, by connecting increased cycle time to delayed customer onboarding, the Business
Analyst creates a compelling case for process improvement.
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Business Analysis in Kanban is an ongoing, integral part of enabling value flow. By working across the value
stream, clarifying requirements, analyzing performance, and engaging stakeholders, Business Analysts ensure
that the Kanban system is not just efficient—but also effective in delivering the right outcomes. In a method
where roles are flexible and improvements are constant, the Business Analyst becomes a key enabler of clarity,
learning, and alignment.

Unlike frameworks that rely on defined ceremonies or timeboxes, Kanban's strength lies in its adaptability and
responsiveness. Business Analysts thrive in this environment by providing structure to ambiguity, turning ideas
into actionable work, and aligning daily activities with long-term strategic goals. Their contribution is not tied to
a sprint cadence or a specific title—it's embedded in the fabric of continuous value delivery.
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A.3 Alignment of Business Analysis Framework with OKRs (Objectives

and Key Results)

Objectives and Key Results (OKRs) are a strategic goal-setting framework that helps organizations focus on
what matters, align team efforts, and track measurable outcomes. Business Analysis, with its emphasis on
value delivery, stakeholder collaboration, and continuous improvement, naturally complements the OKR
philosophy. Integrating Business Analysis into the OKR ecosystem enhances clarity, ensures strategic

alignment, and bridges the gap between high-level goals and actionable results.

A.3.1 Understanding OKRs and Their Structure

An OKR consists of two components:

o Objective: A qualitative, inspiring goal that defines what needs to be achieved.

o Key Results: A set of 2-5 quantitative metrics that define how progress toward the objective will be

measured.
For example:

o Objective: Improve customer satisfaction and loyalty.

o Key Result 1: Increase Net Promoter Score (NPS) from 60 to 75.

o Key Result 2: Reduce average customer support resolution time from 24 to 12 hours.

o Key Result 3: Increase customer retention rate from 80% to 90%.

Figures A-9 and A-10 show creation and use of OKRs in Business Analysis:
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Figure A - 9: Creation of OKRs (Source: Vabro)
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Business Analysts contribute by ensuring that both the objective and the key results are grounded in reality,
aligned with organizational capabilities, and measurable using reliable data sources.

A.3.2 Applying Business Analysis Principles in OKR-Driven Environments

Value Focus: OKRs are fundamentally about value—what the organization wants to achieve and how
progress is measured. Business Analysts ensure that objectives are not only ambitious but also
aligned with stakeholder needs and organizational priorities. They challenge assumptions, validate
the rationale behind objectives, and help define meaningful, business-driven key results.
Collaboration: Creating effective OKRs requires cross-functional input. Business Analysts facilitate
workshops, interviews, and collaborative sessions with stakeholders to co-create objectives. They
ensure that input is well-balanced and that different perspectives are harmonized into a shared
strategic vision, fostering ownership and buy-in across teams.

Holistic and Analytical Thinking: Business Analysts bridge the gap between strategic intent and
operational execution. They understand how various departments, systems, and initiatives contribute
to organizational goals. By applying analytical techniques such as gap analysis, root cause analysis,
and KPI decomposition, analysts connect broad objectives with the specific metrics and milestones
that define key results.

Context Adaptation: OKRs vary across business units, industries, and maturity levels. Business
Analysts tailor their approach based on organizational structure, leadership preferences, and data
availability. In some teams, OKRs may be high-level and visionary; in others, they may be tightly tied
to quarterly initiatives or operational metrics. Analysts help adapt the process to fit each context.
Continuous Improvement. OKRs are reviewed frequently—typically quarterly or even monthly.
Business Analysts support these review cycles by analyzing progress, facilitating reflection, and
identifying opportunities for course correction. They turn OKR reviews into moments of learning,
enabling better goal-setting and measurement over time.

Ethical Considerations: Setting aggressive OKRs can sometimes lead to unintended behaviors—such
as over-promising, neglecting long-term goals, or compromising team well-being.
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Business Analysts help maintain ethical balance by ensuring that OKRs are realistic, inclusive, and
aligned with sustainable value creation rather than short-term optics.

A.3.3 Alignment of Business Analysis Aspects in OKR Implementation

¢ Organization; Effective OKR implementation requires role clarity and coordination. Business Analysts
often work with leadership, product managers, team leads, and operational staff to align
responsibilities with objectives. They may also facilitate alignment between individual contributors and
higher-level organizational OKRs to ensure that efforts cascade appropriately.

o Business Justification: Not every initiative deserves to be an objective. Business Analysts help leaders
select which priorities warrant focus by assessing business justification—impact potential, alignment
with mission, feasibility, and urgency. They support scenario analysis, stakeholder impact reviews,
and benefit-cost evaluations to guide decision-making.

o Business Analysis Approach: OKR implementation is inherently iterative and adaptive.
Business Analysts adopt a flexible approach, using lightweight techniques to define and
validate objectives.

They rely on storytelling, canvases, workshops, and facilitated discussions rather than rigid
documentation. Their role is to spark strategic conversations and ground them in data and
analysis.

Figure A-11 shows functioning of OKR roles in Business Analysis:
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Figure A - 11: Mapping OKR Roles in Business Analysis (Source: Vabro)

o Change: As organizations pursue ambitious objectives, priorities can shift. Business Analysts manage
these changes by revisiting objectives and key results, assessing the ripple effects on in-flight
initiatives, and helping teams realign with new targets. They also support organizational change
management by ensuring that communication is clear and consistent throughout OKR transitions.

o Risk: Every objective carries inherent risk—uncertainty in delivery, stakeholder alignment, or external
forces. Business Analysts help identify and track risks associated with each objective, using tools
such as risk matrices or feasibility assessments. They advise on mitigation strategies and help
decision-makers understand trade-offs between ambition and achievability.

272 © 2025 BALearning™. Business Analysis Reference Guide (BARG™)



APPENDIX A — ADDITIONAL LEARNING

Quality: Poorly written OKRs—vague, unmeasurable, or misaligned—can derail entire initiatives.
Business Analysts ensure quality by coaching teams on how to write effective OKRs: objectives that
are inspiring and directional, and key results that are specific, measurable, and time-bound. They also
establish feedback loops to refine and improve OKR clarity over time.

o Reporting: Business Analysts create dashboards and reporting mechanisms that track key
results in real time. They interpret progress, identify trends, and surface blockers. Reporting
is not just about status—it's about insights. Analysts synthesize OKR data into actionable
recommendations for leadership and teams.

A.3.4 Mapping Business Analysis Processes to the OKR Lifecycle

1.

Setup Phase:

o Create Business Analysis Vision: Establish how Business Analysis supports strategic alignment
and OKR maturity within the organization.

o |dentify BAs and Stakeholders: Determine who is responsible for defining, validating, and
reviewing OKRs at different levels.

e Setup Policies: Collaborate on rules and rhythms for OKR planning, updating, and review—
quarterly cycles, transparency norms, and approval gates.

e Determine Al-enabled Tools: Use tools like Vabro.ai, Gtmhub, or Perdoo to support OKR
definition, tracking, and analytics, leveraging Al to suggest key results or surface anomalies.

Initiate Phase:

o Receive Business Analysis Needs: Analysts capture strategic goals, market insights, and
stakeholder pain points that could translate into objectives.

e Accept Business Analysis Needs: Through structured prioritization and value assessment,
analysts confirm which needs are worthy of OKRs.

o Finalize Business Analysis Team: Define support roles in OKR workshops, progress reviews, and
feedback facilitation.

Plan Phase:

o Determine Solution Templates: Analysts support the definition of OKR writing templates and
evaluation rubrics (e.g., what makes a good KR?).

o Determine Stages and Stakeholder Engagement: Define planning cadences, feedback loops, and
escalation paths for stalled OKRs.

Implement Phase:

o Gather Requirements and Create Designs: Analysts deconstruct objectives into initiatives, map
dependencies, and identify underlying business capabilities needed for success.

o Refine and Validate Requirements: Regular check-ins help validate whether current efforts are
delivering measurable outcomes.

o Create Solutions and Obtain Approval: Analysts ensure that OKRs are not just tracked but also
supported by adequate solution designs, plans, and stakeholder endorsement.
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5. Enhance Phase

o Retrospect and Improve: Analysts help lead OKR retrospectives, using data to identify what
worked, what didn’t, and how goal-setting practices can be improved for the next cycle

A.3.5 The Role of Business Analysts in OKR-Based Organizations

In organizations that implement OKRs, Business Analysts play a crucial role in multiple dimensions:
o Strategic Interpreters: They help translate abstract goals into actionable initiatives.
o Facilitators: They lead sessions for OKR definition, refinement, and alignment.
o Analytical Thinkers: They evaluate progress using quantitative and qualitative data.

o Governance Enablers: They support transparency, accountability, and cross-functional OKR
coordination.

e Change Agents: They help teams adjust OKRs when needed and manage the communication of
strategic pivots.

A.3.5.1 Business Analysts as Strategic Translators

One of the most critical roles a Business Analyst can play in the OKR process is translating abstract business
goals into achievable and actionable initiatives. Many objectives start at the executive level and are broad or
aspirational in nature. The Business Analyst helps to:

o  Clarify ambiguous language in objectives

e Engage with stakeholders to uncover what success really looks like

o Define KPIs and operational metrics that map to strategic outcomes
 Identify which internal or external data sources can be used to track key results

This translation process requires strong facilitation and analytical skills. A Business Analyst brings structure to
ambiguity and ensures that OKRs can guide meaningful action rather than become vague aspirations.

A.3.5.2 Eliciting Objectives from Stakeholders

Before OKRs are set, teams often go through workshops or strategic planning sessions. Business Analysts
can lead or support these sessions by:

o Facilitating value proposition design or problem-framing exercises
e Conducting SWOT, PESTLE, or Five Forces analysis to surface opportunities and threats
e Running discovery interviews with business leaders and frontline staff

e Mapping organizational goals to customer outcomes
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These elicitation activities help uncover the real drivers of success and ensure that the OKRs reflect genuine
priorities. Business Analysts excel at helping teams focus on outcomes rather than outputs—shifting the
mindset from “what we build” to “what value we deliver.”

A.3.5.3 Aligning OKRs Across Teams and Levels

A common challenge in organizations using OKRs is ensuring vertical and horizontal alignment. Strategic goals
at the top must cascade down into tactical OKRs for teams, and those team-level OKRs must support the
broader vision. Misalignment can lead to duplicated efforts, wasted resources, or missed targets.

Business Analysts play a vital role by:
e Mapping how team activities connect to organizational strategy
o |dentifying dependencies between departments or functions
e Facilitating cross-functional workshops to align OKRs
o Helping teams negotiate scope and priorities to reduce conflict

This coordination ensures that everyone is rowing in the same direction. It also supports transparency, as team
members understand not just what they are working on, but why it matters in the larger context.

A.3.5.4 Defining Meaningful Key Results

Defining high-quality Key Results is arguably the most technically demanding part of the OKR process. Key
Results must be:

o Quantitative

o Time-bound

o Ambitious but realistic
o Actionable by the team

Business Analysts help refine key results by:

o Validating whether the proposed metric is measurable and meaningful

o Recommending alternate or supporting metrics when needed

o Analyzing historical data to set appropriate baselines and targets

o Ensuring that key results measure outcomes rather than activities

For example, a poor key result might be “Deliver five customer training sessions,” which measures output. A
better result would be “Improve customer onboarding satisfaction score from 3.2 to 4.5,” which captures a real
outcome. Business Analysts guide teams toward the latter.

A.3.5.5 Supporting Data-Driven Decision Making
OKRs require frequent review and adaptation based on performance data. Business Analysts support this
through:

o Defining how and when key result data will be collected
o Designing dashboards and reports to monitor progress
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o Interpreting trends and performance anomalies
o Advising on corrective actions if key results are not on track

In many cases, teams set OKRs and then struggle to gather the right data to track them. Business Analysts
act as a bridge between business stakeholders and data teams, ensuring that data sources are integrated,
reliable, and relevant.

They may also use advanced techniques such as:

o Root cause analysis to understand why a key result is underperforming
o Correlation analysis to link business metrics with behavioral indicators
o Predictive analysis to forecast likely OKR outcomes based on trends

A.3.5.6 Continuous Feedback and Adaptive Planning

OKRs are not meant to be “set and forget.” Business Analysts help teams continuously refine their objectives
and tactics based on new insights. They support this adaptability by:

o Running quarterly OKR review and planning sessions

o Facilitating retrospective discussions focused on value and outcomes

o Synthesizing learnings across teams to identify systemic blockers

o Guiding OKR evolution based on changing market or customer needs

For example, if a team discovers that a planned feature will not impact customer satisfaction as expected, the
Business Analyst may help redefine the key results to focus on a different customer touchpoint. This ability to
adapt ensures that OKRs remain relevant and impactful.

A.3.5.7 Fostering a Culture of Value and Accountability

One of the goals of the OKR system is to create a culture where teams focus on outcomes, take ownership of
results, and continuously improve. Business Analysts support this culture by:

Coaching teams on outcome-oriented thinking

Providing visibility into impact rather than activity
Encouraging reflection on what worked and what didn't
Promoting psychological safety in discussing missed targets

O O O O

Business Analysis is a critical enabler of successful OKR implementation. By helping teams set meaningful
goals, track progress with the right data, and adjust based on evidence, Business Analysts ensure that
organizations don't just do more work—they deliver more value. Their skillset in elicitation, analysis, facilitation,
and strategy execution makes them ideal partners in a goal-driven environment.

Whether working with C-level executives to define company-wide objectives or collaborating with Agile teams
to align user stories with key results, the Business Analyst acts as a strategic navigator. They help organizations
move beyond vague aspirations and into a disciplined, outcome-focused way of working. In the context of
OKRs, Business Analysis is not just about “what should we do"—it’s about “how will we know if it worked?”

By grounding ambition in analysis, Business Analysts ensure that OKRs fulfill their potential as a catalyst for
focus, alignment, and high performance.
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Business Analysis Reference Guide (BARG™)
A Comprehensive Guide to Implementing Business Analysis, with Practical Examples

The Business Analysis Reference Guide (BARG™) presents a structured and practical framework for
the application of Business Analysis across industries, organizations, and project types. Developed to
support both experienced practitioners and individuals new to the discipline, this guide offers a clear,
methodical approach to identifying business needs, analyzing problems and opportunities, and defining
effective solutions.

BARG™ emphasizes the critical role of Business Analysts as facilitators of alignment between
stakeholders and implementation teams, enabling the delivery of value-driven outcomes that support
organizational objectives. Drawing on the collective insights of professionals involved in thousands of
initiatives globally, the guide standardizes Business Analysis practices to enhance consistency,
effectiveness, and return on investment.

Designed with accessibility in mind, the guide follows the Pareto principle—enabling readers to grasp
the majority of essential concepts through a concise portion of the content. Additional material is
available for in-depth reference when addressing complex or specialized challenges.

This publication is supported by BALearning.com, where readers may access free certifications,
webinars, instructional videos, and study resources. Furthermore, BARG™ addresses the evolving
landscape of the profession by incorporating the use of modern tools and artificial intelligence to solve
practical business problems.

The guide also illustrates how Business Analysis can be effectively integrated with established
methodologies and frameworks such as Scrum, Waterfall, Kanban, DevOps, and OKRs, offering a
versatile reference for cross-functional teams and multidisciplinary environments.

Business Analysis Reference Guide (BARG™) stands as a definitive resource for those seeking to
develop a strong foundation in Business Analysis or to refine their existing practice through proven
methodologies and globally accepted best practices.
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