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5. INITIATE

This chapter includes the processes related to Initiating a specific Business Analysis initiative of the
organization: Identify Business Analysis Needs (Optional), Receive Business Analysis Needs, Accept Business
Analysis Needs and Finalize Business Analysis Team.

Initiate, as defined in Business Analysis Reference Guide (BARG™), is applicable to the following:

o Business Analysis initiatives in any industry
e Products, services, or any other results to be delivered to Stakeholders
o Business Analysis Initiatives of any size or complexity

Business Analysis can be applied effectively to any initiative in any industry—from small initiatives or teams
with as few as two team members to large, complex initiatives with up to several thousand members in several
teams.

To facilitate the best application of the Business Analysis framework, this chapter identifies inputs, tools, and
outputs for each process as either “mandatory” or “optional.” Inputs, tools, and outputs denoted by asterisks
(*) are mandatory, or considered critical to success, whereas those with no asterisks are optional.

It is recommended that the inexperienced Business Analysts and those individuals being introduced to the
Business Analysis framework and processes focus primarily on the mandatory inputs, tools, and outputs; while
experienced Business Analysts, and other more experienced Business Analysis practitioners, including
Sponsors and relevant Stakeholders strive to attain a more thorough knowledge of the information in this entire
chapter.

This chapter is written from the perspective of a single Business Analysis initiative within the company or a
specific department and follows the Setup chapter, where the Business Analysis function is established for the
entire organization or a specific department. The outputs from this chapter will serve as valid inputs to Plan
(Chapter 6), Implement (Chapter 7), and Enhance (Chapter 8) Business Analysis activities, which are
discussed in subsequent chapters.

The Initiate phase begins with the Identify Business Analysis Needs process, as the Business Analyst(s)
collaborate with Sponsors, Senior Management, and other relevant Stakeholders to gather inputs and assess
challenges or opportunities. The Business Analyst(s) then develop the Identified Business Needs, High-level
Business Requirements, and the Preliminary Business Case.

In some situations, Business Analysis needs are already identified within the organization by Senior
management, Sponsors, or other relevant Stakeholders, such as product owners and project managers. The
Business Analyst(s) then receive these pre-identified needs from the respective Stakeholders during the
Receive Business Analysis Needs process.

In the Accept Business Analysis Needs process, Accepted Business Needs are a prioritized subset of either
identified needs (from the Identify Business Analysis Needs process) or received needs (from the Receive
Business Analysis Needs process) that the Business Analyst(s) agrees to analyze and execute. These needs
are assessed for feasibility, alignment with business goals, and team availability before acceptance. They must
be validated, Stakeholder-approved, actionable, and strategically aligned to ensure optimal resource utilization.
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After clearly defined needs are accepted during the Accept Business Analysis Needs process, the Finalize
Business Analysis Team and Stakeholders process identifies the key individuals who will be responsible for
successfully planning and implementing the Business Analysis initiative. The Finalized Business Analysis
Team is typically a subset of the Business Analysts identified during the Identify Business Analyst(s) and
Stakeholders process and is selected to work on one or more Accepted Business Needs. Finalized
Stakeholders are the individuals who will interact with and provide inputs to the Business Analysis Team
throughout the initiative.

It is also important to realize that although all phases and processes are defined uniquely in the Business
Analysis Reference Guide, they are not necessarily performed sequentially or separately. At times, it may be
more appropriate to combine some phases and/or processes, depending on the specific needs of each
initiative.

Figure 5-1 provides an overview of the Initiate phase processes, which are as follows:

5.1 Identify Business Analysis Needs—In this process, Business Analyst(s) collaborate with Sponsors,
Senior Management, and other relevant Stakeholders to gather inputs and assess challenges or opportunities.
Business Analyst(s) also review existing business processes, regulatory Requirements, and market trends to
ensure a comprehensive understanding. The output includes Identified Business Needs, High-level Business
Requirements, and the Preliminary Business Case.

5.2 Receive Business Analysis Needs—In this process, the 'Receive Business Analysis Needs' process
involves Business Needs being identified by Sponsors, Senior Management, or other Stakeholders, and then
submitted to the Business Analyst(s).

5.3 Accept Business Analysis Needs—In this process, Accepted Business Needs are a prioritized subset of
either identified needs (from the Identify Business Analysis Needs process) or received needs (from the
Receive Business Analysis Needs process) that the Business Analysis function within the organization or a
specific department agrees to analyze and execute.

5.4 Finalize Business Analysis Team and Stakeholders—In this process, key individuals are identified who
will be responsible for successfully planning and implementing the Business Analysis initiative. A Finalized
Business Analysis Team for Accepted Business Needs is typically a subset of the Business Analysts identified
during the Identify Business Analyst(s) and Stakeholders process, selected to work on one or more accepted
Business Analysis needs. Finalized Stakeholders are the individuals who will interact with and provide input to
the Business Analysis Team throughout the specific Business Analysis initiative, including during Plan (Chapter
6), Implement (Chapter 7), and Enhance (Chapter 8).
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INPUTS

Business Analyst(s)*

Sponsor(s)*

Stakeholders

Senior Management

Business Goals and Objectives

Existing Business Processes and Systems
Regulatory and Compliance Requirements
Market and Industry Trends

TOOLS
Workshops and Focus Groups*
Stakeholder Interview and Surveys
Document Analysis

Gap Analysis

Root Cause Analysis (RCA)

SWOT Analysis

Benchmarking

Process Mapping

Risk and Impact Assessment

0. Al-enabled Business Analysis Tool

OUTPUTS

1. Identified Business Needs*

2. High-level Business Requirements
3. Preliminary Business Case
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5.3 Accept Business Analysis Needs

INPUTS

|dentified Business Needs*
Received Business Needs*
Business Analyst(s)*

Sponsor(s)*

Stakeholders

Senior Management

High-level Business Requirements
. Preliminary Business Case
TOOLS

Business Needs Acceptance Meetings*
Team Availability

Team Capability

Training

Prioritization Techniques

. Al-enabled Business Analysis Tool
OUTPUTS

1. Accepted Business Needs*

2. Rejected Business Needs*

3. Timelines
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Figure 5-1 below shows all the inputs, tools, and outputs for processes in the Plan phase.

5.1 Identify Business Analysis Needs 5.2 Receive Business Analysis Needs

INPUTS

1. Business Analyst(s)*
2. Sponsor(s)*

3. Stakeholders

4. Senior Management

TOOLS
1. Business Needs-related Discussions*
2. Al-enabled Business Analysis Tool

OUTPUTS

1. Received Business Needs*

2. High-level Business Requirements
3. Preliminary Business Case

5.4 Finalize Business Analysis Team
and Stakeholders

INPUTS

Accepted Business Needs*
Business Analyst(s)*

Sponsor(s)*

Stakeholders

High-level Business Requirements
Preliminary Business Case

. Timelines

TOOLS

Team Selection Meetings*

Team Availability*

Planning and Scheduling*

Skills Assessment Matrix

RACI Matrix

Decision Making Frameworks
Training

Dependency Determination
Al-enabled Business Analysis Tool

OUTPUTS

Finalized Business Analysis Team*
Finalized Stakeholders*

Resource Allocation Plan

Identified Dependencies

Updated Timelines

No o s wn s
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\_

Figure 5-1: Initiate Overview

Note: Asterisks (*) denote a “mandatory” input, tool, or output for the corresponding process.
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Figure 5-2 below shows all the mandatory inputs, tools, and outputs for processes in the Setup phase.

5.1 Identify Business Analysis Needs 5.2 Receive Business Analysis Needs

INPUTS INPUTS
1. Business Analyst(s)* 1. Business Analyst(s)*
2. Sponsor(s)* 2. Sponsor(s)*
TOOLS TOOLS
1. Workshops and Focus Groups* 1. Business Needs-related Discussions*
OUTPUTS OUTPUTS
1. Identified Business Needs* 1. Received Business Needs*
\ J J
5.3 Accept Business Analysis Needs 5.4 Finalize Business Analysis Team
and Stakeholders
INPUTS INPUTS
1. Identified Business Needs* 1. Accepted Business Needs*
2. Received Business Needs* 2. Business Analyst(s)*
3. Business Analyst(s)* 3. Sponsor(s)*
4. Sponsor(s)* TOOLS
TOOLS 1. Team Selection Meetings*
1. Business Needs Acceptance Meetings* 2. Team Availability*
OUTPUTS 3. Planning and Scheduling*
1. Accepted Business Needs* OUTPUTS
2. Rejected Business Needs* 1. Finalized Business Analysis Team*
2. Finalized Stakeholders*
- RN J

Figure 5-2: Initiate Overview (Essentials)

Note: Asterisks (*) denote a “mandatory” input, tool, or output for the corresponding process.
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5.1

Identify Business Analysis Needs

The ldentify Business Analysis Needs process, conducted by Business Analyst(s), ensures that business
needs are clearly defined, aligned with organizational goals, and prepared for further analysis.

Business Analyst(s) collaborate with Sponsors, Senior Management, and other relevant Stakeholders to gather
inputs and assess challenges or opportunities. Key activities include Workshops and Focus Groups,
Stakeholder interviews and surveys, Gap Analysis, SWOT Analysis, and other feasibility studies to identify
business needs. The Business Analyst(s) also review existing business processes, regulatory Requirements,
and market trends to ensure a comprehensive understanding.

The output includes Identified Business Needs, High-level Business Requirements, and the Preliminary
Business Case. This structured approach supports informed decision-making, ensuring that business Solutions
effectively address real organizational challenges and opportunities.

Figure 5-3 shows all the inputs, tools, and outputs for Identify Business Analysis Needs process.

.

Tool

INPUTS TOOLS OUTPUTS
1. Business Analyst(s)* 1. Workshops and Focus Groups* Identified Business Needs*
2. Sponsor(s)* 2. Stakeholder Interviews and High-level Business
i- gtakehilllders t Surveys Requirements
. Senior Managemen . - .
5. Business Goals and Objectives i gocu;\ner;t Analy3|s Preliminary Business Case
6. Existing Business Processes ' ap Analysis .
and Systems 5. Root Cause Analysis (RCA)
7. Regulatory and Compliance 6. SWOT Analysis
Requirements 7. Benchmarking
8. Market and Industry Trends 8. Process Mapping
9. Risk and Impact Assessment
10. Al-enabled Business Analysis

Figure 5-3: Identify Business Analysis Needs—Inputs, Tools, and Outputs

Note: Asterisks (*) denote a “mandatory” input, tool, or output for the corresponding process.
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5.1.1 Inputs

5.1.1.1 Business Analyst(s)*

Business Analyst(s) identify business needs by discussing with Sponsors and relevant Stakeholders, analyzing
data, improving processes, and recommending Solutions to enhance efficiency, profitability, and strategic
decision-making.

The Business Analyst role is described in section 3.2.1.

5.1.1.2 Sponsor(s)*

Sponsors identify business needs by providing strategic direction, securing resources, aligning goals with
business objectives, supporting key initiatives, and ensuring Stakeholder engagement for successful execution
of Business Analysis initiatives.

For more information, refer section 3.2.2.

5.1.1.3 Stakeholders

Stakeholders help identify business needs by providing insights, defining Requirements, setting expectations,
highlighting challenges, ensuring alignment with objectives, and contributing to decision-making for effective
Solutions.

For more information, refer section 3.2.3.

5.1.1.4  Senior Management

Senior Management helps identify business needs by setting strategic goals, analyzing market trends,
allocating resources, prioritizing initiatives, fostering innovation, ensuring alignment with organizational
objectives, and guiding decision-making for long-term success.

For more information, refer section 4.1.1.1.

5.1.1.5 Business Goals and Objectives

Business goals and objectives are strategic targets that guide an organization’s growth, efficiency, profitability,
and success by defining priorities, measuring performance, and aligning efforts with long-term vision.

Business goals and objectives help identify business needs by providing a clear direction for growth, efficiency,
and profitability. By setting strategic targets, organizations can assess gaps in resources, processes, and
technology. Objectives highlight areas requiring improvement, such as customer satisfaction, operational
efficiency, or market expansion. Measuring performance against goals helps identify inefficiencies,
redundancies, and opportunities for innovation. Aligning business needs with objectives ensures that
investments in technology, talent, and infrastructure support long-term success. Additionally, Stakeholder
expectations and competitive analysis help refine business needs, ensuring that strategies remain relevant and
adaptable to changing market conditions and organizational priorities.
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Figure 5-4 illustrates a goal management dashboard for tracking organizational objectives with measurable key
results, status indicators, and timelines to monitor progress in areas like satisfaction, response time, and
resolution efficiency:

;/vq br\‘ Home IT Goals Projects v  Apps Vv Q search ¢ H & @ John Doe ~
«
B3 Organization Goals/Objectives 2 Individual Goals/Objectives
IT
IT x
John Doe
Relevance: Show All ¥ Time Period: All v 3 >
® Role Workspace Admin ¥
i . .
& Objectives & Goals Increase Customer Satisfaction By 50% > ((® ontrack ) = 16%
— —_—
{8 Progress Board T 3KeyResults Q1,FY25 [ O

B Reports
Develop a mobile app to improve User experience Q1,FY 25 On Track 46% o »

5 Increase brand awareness Q1,FY 25 16% o »
. Improving delivery speed & efficiency Q1,FY 25 24% o »
Improve Customer Response Time > 31%
v 1Key Results Q2,FY25 (5 ”
Enhance Ticket Resolution Efficiency > (@ ontrack ) » 61%
¥ 2Key Results Q3,FY25 3 0

Figure 5-4: Defining Business Goals and Objectives in an Al-enabled Business Analysis tool (Source: Vabro)

5.1.1.6  Existing Business Processes and Systems

Existing business processes and systems are established workflows, technologies, and frameworks that
organizations use to manage operations, optimize resources, improve efficiency, ensure compliance, support
decision-making, and achieve strategic objectives effectively.

Existing business processes and systems help identify business needs by revealing inefficiencies, gaps, and
opportunities forimprovement. Analyzing workflows, data flow, and system performance highlights bottlenecks,
redundancies, and areas requiring automation or optimization. Reviewing customer feedback, employee input,
and compliance Requirements ensures alignment with business goals. Performance metrics, reporting tools,
and Benchmarking against industry standards provide insights into areas needing enhancement. Legacy
system limitations may indicate the need for upgrades or integration with modern Solutions. By evaluating
existing processes and systems, organizations can make informed decisions, streamline operations, enhance
productivity, and drive innovation to meet evolving business demands.

5.1.1.7 Regulatory and Compliance Requirements

Regulatory and compliance Requirements are legal, industry, and organizational standards that businesses
must follow to ensure ethical operations, data security, risk management, and adherence to laws, safeguarding
Stakeholders, maintaining transparency, and avoiding penalties or legal issues.
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Regulatory and compliance Requirements help identify business needs by ensuring organizations adhere to
legal, industry, and ethical standards. Compliance mandates highlight necessary improvements in processes,
technology, and security to mitigate risks, protect data, and maintain transparency.

Businesses must assess existing workflows, policies, and reporting mechanisms to align with evolving
regulations, such as data protection laws, financial reporting standards, and industry-specific Requirements.

Identifying gaps in compliance helps prioritize investments in employee training, system upgrades, and risk
management strategies. Regulatory changes often drive business transformation, encouraging companies to
enhance operational efficiency, improve governance, and implement robust internal controls. By proactively
addressing compliance needs, organizations can avoid legal penalties, build Stakeholder trust, and maintain a
competitive advantage in the market.

5.1.1.8 Market and Industry Trends

Market and industry trends are evolving patterns, consumer behaviors, technological advancements, and
competitive shifts that influence business strategies, drive innovation, shape demand, and impact decision-
making for sustained growth and market relevance.

Market and industry trends help identify business needs by revealing shifts in consumer behavior, technological
advancements, and competitive landscapes. Monitoring trends allows businesses to recognize emerging
opportunities, address challenges, and adapt strategies for growth. Changes in customer preferences,
regulatory updates, and economic conditions highlight areas requiring innovation, process improvements, or
new product development. Businesses can assess market demands, optimize operations, and enhance
customer experience by staying informed. Understanding industry trends ensures organizations remain
competitive, make data-driven decisions, and align their goals with evolving market expectations and industry
best practices.

5.1.2 Tools

5.1.21 Workshops and Focus Groups*

Workshops and Focus Groups are structured discussions and interactive sessions where Business Analyst(s),
Sponsors, Stakeholders, customers, or employees collaborate to share insights, generate ideas, provide
feedback, and identify business needs, fostering informed decision-making and effective problem-solving within
an organization.

Workshops and Focus Groups, coordinated by the Business Analysis Team, help identify business needs by
gathering insights from Senior Management, Sponsors, relevant Stakeholders, customers, and employees
through structured discussions and interactive sessions. They provide a platform for identifying challenges,
brainstorming Solutions, and validating ideas based on real-world experiences. By facilitating open dialogue,
organizations can uncover inefficiencies, assess market demands, and refine business strategies. These
sessions ensure that business needs align with customer expectations and operational goals, leading to data-
driven decisions, process improvements, and innovation that enhance overall business performance and
competitiveness.
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5.1.2.2  Stakeholder Interviews and Surveys

Coordinated by the Business Analyst(s) of the organization or department, Stakeholder interviews and surveys
help identify business needs by collecting valuable insights from employees, customers, and key decision-
makers. These methods uncover challenges, expectations, and opportunities for improvement in processes,
products, and services. Interviews provide in-depth qualitative feedback, while surveys capture quantitative
data to support decision-making.

By analyzing responses, organizations can align strategies with Stakeholder priorities, enhance customer
satisfaction, and optimize operations. This approach ensures informed business decisions that drive efficiency,
innovation, and long-term success.

5.1.2.3 Document Analysis

Document Analysis is a systematic process of reviewing and evaluating business documents, reports, policies,
and records to extract relevant information, identify gaps, validate Requirements, and support data-driven
decision-making for business improvements and compliance.

Business Analyst(s) use Document Analysis to identify business needs by reviewing existing reports, policies,
contracts, and process documentation. This method helps uncover gaps, inefficiencies, and improvement
opportunities in workflows, compliance, and system Requirements. By extracting valuable insights, analysts
validate Stakeholder Requirements, ensure alignment with business objectives, and support data-driven
decision-making. Document Analysis provides historical context, reduces ambiguities, and enhances
understanding of current operations, enabling organizations to optimize processes, mitigate risks, and drive
strategic initiatives effectively.

Figure 5-5 illustrates A qualitative data analysis software dashboard displaying document coding, thematic
categorization, and coded interview excerpts for interpreting work-life balance and flexible working conditions:
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Figure 5-5: Document Analysis by a Business Analyst (Source: Maxqda)
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5.1.24 Gap Analysis

Business Analyst(s) uses Gap Analysis to identify business needs by comparing current performance,
processes, and capabilities with desired goals. This assessment highlights inefficiencies, missing resources,
or process gaps that hinder growth and efficiency. By identifying discrepancies, analysts develop actionable
strategies to optimize operations, enhance productivity, and align business objectives. Gap Analysis helps
organizations prioritize improvements, allocate resources effectively, and drive informed decision-making to
achieve long-term success and competitive advantage in the market.

Gap Analysis is described in section 4.5.2.3.

5.1.2.5 Root Cause Analysis (RCA)

Root Cause Analysis (RCA) is a systematic problem-solving technique used to identify the underlying causes
of issues, inefficiencies, or failures within an organization. Instead of addressing symptoms, RCA focuses on
eliminating the root cause to prevent recurrence, improve efficiency, and enhance business processes.

Objectives of Root Cause Analysis
o Identify the true cause of a problem rather than treating symptoms.
e Provide long-term Solutions to prevent recurring issues.
o Improve business processes, efficiency, and decision-making.
e Enhance customer satisfaction and operational stability.
e Reduce costs and risks associated with recurring failures.

Key Steps in Root Cause Analysis
Step 1: Identify the Problem

o Define the problem clearly and specifically.

e Collect data on when, where, and how it occurred.

o Assess the impact of the problem on business operations.
Example: A company experiences frequent delays in product delivery.

Step 2: Gather Data and Evidence
e Collect qualitative and quantitative data from records, reports, and employee feedback.
o |dentify patterns, trends, or recurring issues.
e Use historical data to compare past occurrences of similar problems.

Example: Reviewing supply chain reports reveals repeated stock shortages causing delays.

Step 3: Identify Possible Causes

o Analyze all possible reasons behind the problem.

e Use brainstorming sessions, team discussions, and historical records.

o Categorize potential causes into human, process, system, or external factors.
Example: Possible causes for delivery delays include supplier issues, inefficient logistics, or inaccurate demand
forecasting.

Step 4: Determine the Root Cause

o Use structured analysis techniques to pinpoint the real cause of the problem.

o Ensure the identified cause directly leads to the issue.

o Validate findings with additional research, testing, or expert input.
Example: Root Cause Analysis reveals that poor inventory forecasting is leading to frequent stockouts and
delayed shipments.
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Techniques Used in Root Cause Analysis
1. The "5 Whys" Method
A simple technique that involves asking “Why?” five times to trace back to the root cause.
Example:
o Why are deliveries delayed? — Because products are out of stock.
o Why are products out of stock? — Because demand was higher than expected.
o Why was demand underestimated? — Because forecasting data was inaccurate.
o Why was forecasting inaccurate? — Because outdated sales data was used.
e Why was outdated data used? — Because the system wasn't updated in real-time.

Identified Root Cause: Lack of real-time inventory updates.

2. Fishbone Diagram (Ishikawa Diagram)

A visual tool that categorizes causes into six areas: People, Process, Equipment, Materials, Environment, and
Management.

Example: If a manufacturing defect occurs, the fishbone diagram helps determine if the issue is due to faulty
machinery, human error, or poor-quality materials.

3. Failure Mode and Effects Analysis (FMEA)

A proactive approach that identifies potential failures before they happen, ranks their severity, and prioritizes
corrective actions.

Example: Used in software development to assess security risks before launching a new system.

In the Identify Needs process, the Business Analysis Team applies Root Cause Analysis to:
o ldentify inefficiencies in processes, systems, and workflows.
e Address recurring business challenges and productivity gaps.
o Develop strategic Solutions to improve performance.
o Ensure alignment with business goals and Stakeholder expectations.
o  Optimize technology, resource allocation, and risk management.

By systematically investigating problems and eliminating their causes, RCA helps organizations achieve
continuous improvement and long-term success.

51.26 SWOT Analysis

SWOT Analysis is a strategic planning technique used to assess an organization’s Strengths, Weaknesses,
Opportunities, and Threats. It helps businesses understand internal and external factors affecting their success,
guiding decision-making, risk management, and strategic planning.

1. Strengths (Internal Factors)

Strengths refer to the organization’s competitive advantages and core capabilities that contribute to success.
These are internal attributes that provide an edge in the market.

Examples:

e Strong brand reputation

o Skilled workforce

o Advanced technology or innovation
e Loyal customer base
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o Efficient supply chain and operations

e Financial stability
How Strengths Identify Business Needs: Understanding strengths helps organizations leverage them for
growth, optimize processes, and maintain a competitive advantage.

2. Weaknesses (Internal Factors)

Weaknesses are internal limitations or areas where the organization lacks efficiency, competitiveness, or
resources.

Examples:

e  Outdated technology

e Poor customer service

e High operational costs

o Lack of brand recognition

o Ineffective marketing strategies

e Limited product range
How Weaknesses Identify Business Needs: Identifying weaknesses helps organizations address inefficiencies,
invest in improvements, and develop strategies to overcome challenges.

3. Opportunities (External Factors)

Opportunities are external factors that can benefit the organization if leveraged properly. These may arise from
market trends, industry developments, or technological advancements.

Examples:

o Emerging markets or customer segments

e New technological innovations

o Favorable government policies or regulations

e Expansion into global markets

o  Strategic partnerships or collaborations
How Opportunities Identify Business Needs: Recognizing opportunities allows businesses to adapt, expand,
and innovate by aligning their strategies with market demands.

4. Threats (External Factors)

Threats are external risks or challenges that could negatively impact business operations. These are often
beyond an organization's control but require proactive management.

Examples:

e Economic downturns

e Rising competition

e Regulatory changes

o Cybersecurity risks

e  Changing consumer preferences
e Supply chain disruptions

How Threats Identify Business Needs: Understanding threats helps businesses develop risk mitigation
strategies, improve resilience, and maintain stability in changing environments.
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The Business Analysis Team uses SWOT Analysis to identify business needs by evaluating strengths,
weaknesses, opportunities, and threats, enabling strategic decision-making, process improvements, risk
mitigation, and alignment with organizational goals for sustainable growth.

5.1.2.7 Benchmarking

Benchmarking is a strategic process in which an organization compares its performance, processes, and
practices against industry standards, competitors, or best-in-class companies. The goal is to identify gaps, best
practices, and opportunities for improvement to enhance efficiency, quality, and competitiveness.

5.1.2.7.1 Types of Benchmarking
1. Internal Benchmarking

o Compares departments, teams, or locations within the same organization.
e Helps standardize best practices across the company.
Example: A retail chain compares sales performance across different store locations.

2. Competitive Benchmarking

o  Compares performance with direct competitors in the industry.
o ldentifies strengths and weaknesses relative to rivals.

Example: A software company evaluates its customer service response times against competitors.
3. Functional Benchmarking

o Compares processes with non-competing industries that have similar operations.
e Helps adopt best practices from different sectors.
Example: A hospital studies airline customer service strategies to improve patient experience.

4. Strategic Benchmarking

o Examines business models and strategies of leading organizations.
e Helps long-term planning and competitive positioning.
Example: A startup analyzes Amazon’s digital transformation strategies to enhance its e-commerce platform.

5. Performance Benchmarking

o Focuses on key performance indicators (KP!s) like efficiency, cost, and productivity.
e Helps improve operational metrics.
Example: A manufacturing company benchmarks its production speed against industry standards.

5.1.2.7.2 Steps in the Benchmarking Process

Step 1: Identify What to Benchmark
o Define key performance areas (e.g., customer service, production, marketing).
o Select metrics that align with business goals.

Step 2: Select Benchmarking Partners
o |dentify competitors, industry leaders, or internal teams for comparison.
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e Use industry reports, surveys, and case studies to gather data.

Step 3: Collect and Analyze Data
e Gather quantitative and qualitative data from internal and external sources.
e Use tools like performance dashboards, surveys, and market research reports.

Step 4: Identify Gaps and Best Practices
e  Compare findings against industry standards.
o |dentify areas of improvement and innovation.

Step 5: Implement Improvements
e Develop an action plan to integrate best practices.
e Monitor progress using KPIs and regular assessments.

Figure 5-6 illustrates the process of conducting Benchmarking analysis in an Al-enabled Business Analysis
Tool:

Benchmarking Analysis

OUR ORGANIZATION

Figure 5-6: Benchmarking Analysis in an Al-enabled Business Analysis Tool (Source: Praxie)

In the Identify Needs process, the Business Analysis Team applies Benchmarking to:

e Assess current business performance against competitors.
o |dentify process inefficiencies and areas for improvement.

e Implement industry best practices for enhanced productivity.
o  Guide strategic decision-making and long-term planning.

e  Ensure continuous improvement and market relevance.

By leveraging Benchmarking, organizations can enhance their capabilities, optimize resources, and stay ahead
of competitors, ensuring sustained growth and success.
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5.1.2.8 Process Mapping

Process mapping is a crucial tool in Business Analysis as it helps identify business needs, gaps, and areas for
improvement. It provides a structured way to analyze current workflows, understand Stakeholder pain points,
and define Requirements for process optimization or system implementation.

Steps to Use Process Mapping for Identifying Business Needs
1. Define the Business Objective

e What problem are you trying to solve?
o What process needs improvement?
e Who are the Stakeholders involved?

2. Gather Data on the Current Process ("As-Is" Mapping)

o Interview Stakeholders (users, managers, IT teams, etc.).
e Observe the process in real time.

o Collect process-related documents and data.

o |dentify pain points, delays, and inefficiencies.

3. Create the Current Process Map ("As-Is" Process)

o Use flowcharts, Swimlane diagrams, or BPMN models to visualize the current process.

4. Identify Business Needs and Gaps

o Look for manual steps that can be automated.

o Identify bottlenecks that slow down workflow.

e Highlight redundant tasks that do not add value.

e Pinpoint compliance or quality issues.

o Analyze handovers between departments for inefficiencies.

5. Design the Future Process ("To-Be" Mapping)

o Eliminate inefficiencies and redundant steps.
e Propose automation or system integrations.
e  Streamline decision points to reduce delays.
o Define roles and responsibilities clearly.

6. Validate and Finalize the Process

e Review with Stakeholders to ensure alignment.
e Test the new process with a pilot implementation.
o Adjust based on feedback and performance metrics.
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Example: Process Mapping for Customer Onboarding

As-Is" Process Issues
Manual data entry — Slows down onboarding
Lack of automation — Increases errors
Multiple handoffs — Causes delays
No centralized system — Leads to data inconsistency

"To-Be" Process Improvements
Automate data collection via online forms
Integrate CRM to auto-populate customer details
Reduce approvals and decision layers
Introduce a workflow system to track progress

In the Identify Needs process, Business Analyst(s) apply Process Mapping as it:

¢ |dentifies inefficiencies — Detects bottlenecks, redundancies, and delays.

o Clarifies Requirements — Helps gather precise business and system Requirements.

e Enhances Stakeholder alignment — Ensures all teams understand the process and its challenges.
e Supports decision-making — Provides a data-driven approach for improvements.

¢ Aids in automation and transformation — Helps in designing optimized digital workflows.

5.1.29 Risk and Impact Assessment

Risk and impact assessment is an essential step in the |dentify Business Analysis Needs process. It helps
Business Analysts evaluate potential risks that may affect the success of Business Analysis activities and
assess their impact on the organization. This ensures that necessary precautions are taken to mitigate risks
and improve project outcomes.

1. Identifying Risks
Risks in the Identify Business Analysis Needs process can arise from:

e Unclear Business Objectives: Misalignment with organizational goals

e Stakeholder Resistance: Lack of support or conflicting interests

o Resource Constraints: Limited budget, time, or skilled personnel

o Technological Challenges: Incompatibility with existing systems

¢ Regulatory and Compliance Risks: Changing legal Requirements

o Data Availability and Quality Issues: Inaccurate or incomplete information

2. Assessing Impact
Each identified risk is assessed based on its potential consequences:

o Project Delays: Extended timelines due to rework or misalignment

o Increased Costs: Budget overruns from unanticipated challenges

o Business Disruptions: Operational inefficiencies and process breakdowns
e Strategic Misalignment: Failure to meet long-term business goals

e  Stakeholder Dissatisfaction: Loss of confidence from key decision-makers
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3. Mitigation Strategies
To reduce risks and their impact, Business Analysts implement:

o Clear Requirement Gathering: Ensuring well-defined business needs
e Stakeholder Collaboration: Engaging key decision-makers early
¢ Resource Planning: Allocating sufficient budget and personnel
e Risk Monitoring: Continuous assessment throughout the process
o Regulatory Compliance Checks: Adhering to industry standards and laws
By integrating risk and impact assessment into the Identify Business Analysis Needs process, organizations

can proactively address uncertainties, optimize Business Analysis efforts, and drive successful project
execution.

5.1.2.10 Al-enabled Business Analysis Tool

An effective Al-enabled Business Analysis Tool can assist with various Business Analysis needs, such as:

¢ Data Analysis and Insights — Extracting insights from large datasets to support decision-making.

e Market Research — Analyzing trends, customer behavior, and competitor strategies.

o Financial Forecasting — Predicting revenue, costs, and market conditions.

o  Process Optimization — Identifying inefficiencies and recommending improvements.

o Risk Assessment — Detecting potential risks and suggesting mitigation strategies.

o  Customer Sentiment Analysis — Understanding customer feedback and sentiment from reviews or
social media.

o Report Generation — Automating the creation of business reports and dashboards.

Al-enabled Business Analysis Tool is described in Section 4.4.3.1.

5.1.3 Outputs

5.1.3.1 Identified Business Needs*

Business needs are the essential Requirements or gaps that an organization must address to achieve its goals.

They can be driven by inefficiencies, growth opportunities, market demands, regulatory compliance, or
technological advancements. Identifying and addressing business needs is crucial for optimizing processes,
improving customer satisfaction, and staying competitive.

Types of Business Needs
1. Process Improvement Needs

o Eliminating inefficiencies and bottlenecks
¢ Automating manual tasks to enhance productivity
e Standardizing workflows for consistency

2. Technology and System Needs

e Upgrading legacy systems to modern platforms
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o Implementing new software or tools for better efficiency
o Enhancing cybersecurity and data protection

3. Compliance and Regulatory Needs

e Adhering to industry standards and government regulations
¢ Implementing policies for risk management
e Ensuring data privacy and security compliance

4. Customer-Centric Needs

e Improving customer service and response time
e Enhancing user experience in products and services
e Personalizing offerings based on customer preferences

5. Financial and Cost Reduction Needs

¢ Reducing operational costs through better resource management
o |dentifying cost-saving opportunities in supply chain management
e Increasing revenue through new business models or pricing strategies

6. Organizational and Strategic Needs

e Expanding into new markets or business areas
e Improving internal communication and collaboration
o Aligning business operations with strategic goals

In the Identify Business Needs process, Business Analyst(s) determine business needs in the organization, or
department by analyzing processes, gathering Stakeholder input, and evaluating data.

These needs may include process inefficiencies, system limitations, automation opportunities, compliance
gaps, or customer pain points. By defining clear business needs, the team drives strategic improvements,
enhances operational efficiency, and supports business growth.

5.1.3.2 High-level Business Requirements

Business needs define the problems or opportunities within an organization, while High-level Business
Requirements (HBRs), which are derived from the business needs, outline what must be achieved to address
these needs. HBRs provide a broad view of the required Solution without detailing specific technical or
functional aspects.
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Table 5-1 captures the Example: Business Needs and Derived High-level Business Requirements

Business Need High-Level Business Requirement
Manual processes cause inefficiencies Implement an automated workflow system
Outdated legacy system limits scalability Upgrade to a modern, cloud-based Solution

Customers face delays in support response Deploy a chatbot and enhance self-service options

Ensure the system meets updated legal and security

Compliance with new regulations is required standards

Lack of real-time data insights for decision-

) Develop an advanced business intelligence dashboard
making

Integrate a unified communication and collaboration

Poor internal collaboration affects productivity
platform

Table 5-1: Business Needs and Derived High-level Business Requirements

Characteristics of High-level Business Requirements

e Broad and Strategic — Defines "what" needs to be achieved, not "how"

o Aligned with Business Goals — Supports growth, efficiency, or compliance

o Stakeholder-Focused — Addresses needs of end-users, management, or customers
e Solution-Agnostic — Does not specify technical implementation details

The Business Analysis Team creates High-level Business Requirements from business needs by defining
strategic goals, identifying process improvements, and outlining system capabilities. These Requirements
guide Solution development, ensuring efficiency, compliance, automation, and enhanced user experience while
aligning with organizational objectives and Stakeholder expectations.

5.1.3.3 Preliminary Business Case

A Preliminary Business Case assesses the feasibility of a proposed initiative by leveraging insights from
previous similar Business Analysis assignments or expert input. It outlines key objectives, potential benefits,
estimated costs, risks, and implementation feasibility.

By analyzing past case studies or expert recommendations, the business case ensures informed decision-
making, aligns with organizational goals, and improves resource allocation. It also provides a foundation for
Stakeholder discussions and investment justification. Utilizing prior knowledge and industry expertise
minimizes uncertainties, enhances accuracy, and increases the likelihood of project success. This structured
approach supports strategic alignment and maximizes return on investment.
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5.2 Receive Business Analysis Needs

Business Analyst(s) identify needs during the Identify Business Analysis Needs process. However, in some
situations, Business Analysis needs are already identified within the organization or department by Senior
Management, Sponsors, or other relevant Stakeholders, such as product owners or project managers. The
Business Analyst(s) then receives these pre-identified needs from the respective Stakeholders. These needs
typically revolve around identifying opportunities for improvement, managing risks, and optimizing processes.

Unlike the 'ldentify Business Analysis Needs' process—where needs are identified by Business Analysts
within the Business Analysis function of the organization or a specific department—the 'Receive Business
Analysis Needs' process involves Business Needs being identified by Sponsors, Senior Management, or other
Stakeholders, and then submitted to the Business Analyst(s).

Figure 5-7 shows all the inputs, tools, and outputs for Receive Business Analysis Needs process.

Q

o 2

INPUTS TOOLS OUTPUTS
1. Business Analyst(s)* 1. Business Needs-related 1. Received Business Needs*
2. Sponsor(s)* Discussions* 2. High-level Business
3. Stakeholders 2. Al-enabled Business Analysis Requirements
4. Senior Management

Tool 3. Preliminary Business Case

Figure 5-7: Receive Business Analysis Needs—Inputs, Tools, and Outputs

Note: Asterisks (*) denote a “mandatory” input, tool, or output for the corresponding process.
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5.2.1 Inputs

5.2.1.1  Business Analyst(s)*

Business Analyst(s) collaborate with Sponsors, Senior Management and other Stakeholders to receive, clarify,
and document business needs.

The Business Analyst role is described in section 3.2.1

5.21.2 Sponsor(s)*

Sponsors provide business needs by identifying challenges, opportunities, and strategic goals. They then
communicate these needs to the Business Analysis Team, ensuring alignment with organizational priorities
and project objectives.

For more information, refer section 3.2.2.

5.2.1.3 Stakeholders

Relevant Stakeholders identify business needs through market research, customer feedback, performance
analysis, competitive Benchmarking, and strategic goals, ensuring alignment with organizational objectives
and addressing gaps for business growth and efficiency. Stakeholders then communicate these business
needs to the Business Analysis Team through meetings, reports, requirement documents, and feedback
sessions, ensuring clarity, alignment with objectives, and effective collaboration for successful project
outcomes and Solutions.

Some examples of business needs that Stakeholders may identify and communicate to Business Analysis
Teams include:

o In SDLC or waterfall projects, project managers provide business needs to Business Analysts to help
define scope, create project plans, and establish Requirements. They collaborate to ensure alignment
with business objectives, manage Stakeholder expectations, assess risks, and support efficient
resource allocation for successful project execution and delivery.

o In Agile projects, product owners provide business needs to the Business Analysis Team while
creating and managing projects, epics, and user stories. They ensure alignment with business goals,
prioritize features, and collaborate to refine Requirements for successful product development.

o  Customers provide business needs to Business Analysts by sharing Requirements, challenges, and
expectations. This input helps analysts define Solutions, improve user experience, and ensure that
business objectives align with customer needs for successful product or service development.

¢ Quality Assurance and Testers provide business needs for Business Analysis by identifying quality
standards, testing Requirements, and potential risks. Their input ensures reliable, high-performing
Solutions that align with business objectives and meet user expectations.

o Data Analysts and Business Intelligence teams provide needs for Business Analysis by identifying
data-driven insights, reporting Requirements, and performance metrics. Their input ensures informed
decision-making, enhances business strategies, and supports the development of data-centric
Solutions aligned with organizational goals.
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e System architects and IT teams provide Business Analysis needs by defining technical Requirements,
system capabilities, and integration constraints. They collaborate with Business Analysts to ensure
alignment between business goals and technology Solutions, addressing scalability, security, and
performance needs for successful system design, implementation, and optimization.

e Process owners and change managers provide needs to Business Analysts by identifying process
inefficiencies, improvement opportunities, and change management Requirements. Their input
ensures smooth transitions, operational alignment, and successful implementation of business
Solutions while minimizing resistance and maximizing Stakeholder adoption.

e Compliance and legal teams provide business needs for Business Analysis by ensuring adherence to
regulations, industry standards, and legal Requirements. Their input helps mitigate risks, ensure
compliance, and align business Solutions with legal and regulatory frameworks.

e Vendors provide Business Analysis needs by offering product specifications, service Requirements,
and integration capabilities. Their input helps Business Analysts assess feasibility, align Solutions with
business objectives, and ensure seamless third-party integration, compliance, and value delivery
within the organization’s ecosystem.

e Solution implementation partners provide needs for Business Analysis by defining technical
Requirements, integration challenges, and deployment strategies. Their input ensures seamless
implementation, alignment with business goals, and efficient adoption of new systems or Solutions.

For more information, refer section 3.2.3.

5.2.1.4  Senior Management

Senior Management provides needs for Business Analysis by defining strategic objectives, business priorities,
and key performance indicators. Their input helps align analysis efforts with organizational goals, ensure
resource allocation, and drive decision-making. They collaborate with Business Analysts to identify
opportunities, address risks, and support successful project execution and business transformation.

For more information, refer section 4.1.1.1.

5.2.2 Tools

5.2.21 Business Needs-related Discussions*

Business needs-related discussions refer to structured conversations between Business Analyst(s) and
Stakeholders, Sponsors, or Senior Management of the organization or department to communicate business
needs identified by these key parties to the Business Analyst(s). These discussions may be conducted through
meetings and brainstorming sessions, Workshops and Focus Groups, one-on-one interviews with key
Stakeholders, surveys, and feedback analysis. Desired outcomes from such discussions include clear
documentation of business needs provided to the Business Analysis Team, along with optional High-level
Business Requirements and a Preliminary Business Case for the identified needs. These discussions play a
critical role in Business Analysis, ensuring that Business Analysis initiatives are designed to address real
business challenges and opportunities.
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5.2.2.2 Al-enabled Business Analysis Tool

An Al-enabled Business Analysis Tool can act as a centralized platform where Product Owners, Project
Managers, and other Stakeholders can submit their Business Analysis Needs efficiently. Here's how it can
work:

o Business Analysis Request Submission — Stakeholders can submit their analysis needs via a
structured form or natural language input.

¢ Al-enabled Requirement Classification — The tool can categorize requests (e.g., market research,
financial analysis, process improvement, etc.).

¢ Automated Prioritization — Uses Al algorithms to prioritize Business Analysis needs based on urgency,
impact, and feasibility.

¢ Automated Data Collection and Processing — It can gather relevant data from internal and external
sources.

¢ Insight Generation and Reporting — Al can analyze the data and generate key insights, visualizations,
and recommendations.

¢ Collaboration and Workflow Management — Assign tasks to Business Analysts, track progress, and
manage approvals.

o Integration with Project Management Tools — Sync with other tools inside the company for seamless
workflow management.

o Predictive Analytics and Trend Forecasting — Al can provide foresight into potential business
opportunities and risks.

o Approval and Decision Support — Business Analysts, Sponsors, and/or Senior Management can
review Al-generated reports and approve the recommended actions.

Benefits of an Al-enabled Business Analysis Tool:

Faster Decision-Making — Al can provide instant insights and reduce manual work.

o Data-Driven Approach — Ensures that business decisions are based on facts and analytics.
Better Stakeholder Collaboration — Centralized platform for submitting, tracking, and resolving
Business Analysis requests.

e Improved Transparency — Tracks requests, status updates, and outcomes for all Stakeholders.

For more information, refer section 4.4.3.1.

5.2.3 Outputs

5.2.3.1 Received Business Needs*

In any organization, the Business Analyst(s) receive Business Needs from various key players, including
Sponsors, Stakeholders, and Senior Management. These needs typically focus on improving business
processes, identifying growth opportunities, optimizing resources, and mitigating risks. Below are some
examples of Business Needs received by Business Analysis Teams:

1. Strategic Business Needs (Senior Management and Sponsors): These requests focus on long-term goals,
competitive positioning, and major business transformations, including:

o Market Expansion Analysis — Evaluating new market opportunities, competitive landscapes, and
customer segments.
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o Financial Performance Analysis — Assessing revenue streams, cost optimization, and profitability
trends.

¢ Risk and Compliance Assessments — Identifying potential risks and ensuring regulatory compliance.

o Investment and Feasibility Studies — Assessing the viability of new projects, partnerships, or
acquisitions.

2. Business Analysis Needs submitted in Agile Frameworks such as Scrum and Kanban (Product Owners):
In Agile environments, Product Owners (POs) play a key role in defining projects, epics, and user stories.
However, they often require Business Analysis support to clarify Requirements, validate assumptions, and
ensure alignment with business goals. With Kanban and Scrum, a Product Owner can submit Business

Analysis Needs to improve backlog refinement, requirement clarity, and decision-making.

Table 5-2 shows How Product Owners Submit Business Analysis Needs in Agile

Agile Business Analysis Needs Submission
Approach
Scrum During Backlog Refinement, the PO may submit requests for Business Analysis support to clarify
epics, user stories, or acceptance criteria.
When a work item is blocked due to unclear Requirements, or additional clarity is required about
Kanban ) . . . o
any work item, the PO can submit a request for Business Analysis to resolve ambiguity.

Table 5-2: How Product Owners Submit Business Analysis Needs in Agile

Types of Business Analysis Needs Submitted by Product Owners

e Epic and Feature Clarification — PO requests Business Analysis to refine high-level epics before
breaking them into user stories.

o User Story Validation — Ensuring that stories are clear, feasible, and valuable before adding them to
a sprint.

o Market and Competitive Analysis — Gathering insights to guide product direction and backlog
prioritization.

e  Process Improvement — Analyzing inefficiencies in workflows and proposing Agile optimizations.

e Stakeholder Alignment — Verifying that Requirements align with business objectives and customer
needs.

e Impact Analysis — Assessing how a new feature or change will affect users and business processes.

3. Operational and Process Improvement Needs (Relevant Stakeholders and Project Teams): These requests
aim to enhance efficiency, reduce waste, and improve workflows, such as:
o Business Process Optimization — Identifying inefficiencies and proposing process improvements.
¢ Automation and Digital Transformation — Evaluating areas where Al, RPA, or new technology can
streamline operations.
e Customer Experience Enhancement — Analyzing customer feedback and recommending service
improvements.
e Performance Benchmarking — Comparing business processes with industry best practices.
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4. Product and Service Analysis Needs (Business Units): These needs are centered around product
development, innovation, and market demand.
e Customer Demand Analysis — Understanding what customers need and how products can be
improved.
o  Competitor Benchmarking — Analyzing competitors' strengths, weaknesses, and market positioning.
e  Pricing Strategy Evaluation — Reviewing pricing models to maximize profitability and market share.
¢  Product Performance Insights — Monitoring key metrics like adoption rate, churn rate, and customer
satisfaction.

5. Project and Initiative-Based Needs (Project Managers and Business Analysts): These involve analysis for
ongoing or upcoming projects.
e Requirements Gathering and Validation — Ensuring business Requirements align with organizational
goals.
o Impact Analysis — Evaluating how proposed changes will affect different business areas.
e Stakeholder Analysis — Identifying and managing the needs of key Stakeholders.
e Project Feasibility and ROI Assessment — Analyzing the financial and operational viability of a
project.

5.2.3.2 High-level Business Requirements

Business needs define the problems or opportunities within an organization, while High-level Business
Requirements (HBRs), which are derived from the business needs, outline what must be achieved to address
these needs. HBRs provide a broad view of the required Solution without detailing specific technical or
functional aspects.

For the Received Business Needs, the individuals or groups submitting these needs may also provide the
Business Analysis Team with the High-level Business Requirements to assess scope, define objectives, and
align with strategic goals.

For more information, refer section 5.1.3.2

5.2.3.3 Preliminary Business Case

For the Received Business Needs, the individuals or groups submitting these needs may also provide the
Business Analysis Team with the Preliminary Business Case to assess feasibility, benefits, risks, and alignment
with strategic goals.

For more information, refer section 5.1.3.3
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5.3 Accept Business Analysis Needs

In the Accept Business Analysis Needs process, Accepted Business Needs are a prioritized subset of either
identified needs (from the Identify Business Analysis Needs process) or received needs (from the Receive
Business Analysis Needs process) that the Business Analysis function within the organization or a specific

department agrees to analyze and execute.

These needs are assessed for feasibility, alignment with business goals, and team availability before
acceptance. They must be validated, Stakeholder-approved, actionable, and strategically aligned to ensure

optimal resource utilization.

Accepted needs help prevent scope creep, enhance structured analysis, and drive effective Solution
development. By focusing on high-impact initiatives, organizations ensure that Business Analysis efforts

contribute to successful project outcomes, improving efficiency and business value.

Figure 5-8 shows all the inputs, tools, and outputs for Accept Business Analysis Needs process.

.

INPUTS

TOOLS

OUTPUTS

Identified Business Needs*
Received Business Needs*
Business Analyst(s)*
Sponsor(s)*

Stakeholders

Senior Management

No kw2

Requirements
8. Preliminary Business Case

High-level Business

1. Business Needs Acceptance
Meetings*

Team Availability*

Team Capability

Training

Prioritization Techniques

o ok wn

Tool

Al-enabled Business Analysis

1. Accepted Business Needs*
2. Rejected Business Needs*
3. Timelines

Figure 5-8: Accept Business Analysis Needs—Inputs, Tools, and Outputs

Note: Asterisks (*) denote a “mandatory” input, tool, or output for the corresponding process.
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5.3.1 Inputs

5.3.1.1 Identified Business Needs*

Identified Needs refer to the needs that are identified by the Business Analyst(s) in the organization or a specific
department during the Identify Business Analysis Needs process.

For more information, refer section 5.1.1.1.

5.3.1.2 Received Business Needs*

Received Business Needs refer to the needs that are received by the Business Analyst(s) from Sponsors,
Senior Management, or other Stakeholders in the organization or a specific department during the Received
Business Analysis Needs process.

For more information, refer section 5.2.1.1.

5.3.1.3 Business Analyst(s)*

Business Analyst(s) help assess, validate, and prioritize Business Analysis needs identified in earlier
processes, ensuring alignment with business goals, Stakeholder expectations, and feasibility for successful
implementation.

For more information, refer section 3.2.1.

5.3.1.4 Sponsor(s)*

Sponsor(s) help review, validate, and approve Business Analysis needs identified in earlier processes,
ensuring alignment with strategic objectives and organizational priorities.

For more information, refer section 3.2.2.

5.3.1.5 Stakeholders

Stakeholders help review, validate, and prioritize Business Analysis needs identified earlier, ensuring alignment
with organizational goals, business objectives, and overall strategy while addressing key Stakeholder
concerns.

For more information, refer section 3.2.3.

5.3.1.6  Senior Management

Senior Management helps review, approve, and prioritize Business Analysis needs identified in earlier
processes, ensuring alignment with strategic goals and organizational priorities.

For more information, refer section 4.1.1.1.
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5.3.1.7  High-level Business Requirements

High-level Business Requirements, defined in the Identify Business Analysis Needs and Received Business
Analysis Needs processes, are broad, strategic objectives outlining key business Requirements associated
with identified and received needs, guiding further detailed analysis and Solution development.

For more information, refer section 5.3.3.1.

5.3.1.8 Preliminary Business Case

The Preliminary Business Case, defined in the Identify Business Analysis Needs and Received Business
Analysis Needs processes, is an initial document outlining the justification, scope, and feasibility of addressing
Identified Business Needs.

For more information, refer sections 5.1.3.3 and 5.2.3.3.

5.3.2 Tools

5.3.21 Business Needs Acceptance Meetings*

Business Needs Acceptance Meetings are essential for validating, reviewing, and approving identified and
Received Business Needs before beginning any Business Analysis initiative. These meetings are coordinated
by Business Analysts and may involve Senior Management, Sponsors, and key Stakeholders, including project
managers, product owners, and relevant teams to ensure alignment with organizational goals and priorities.

Business Needs Acceptance Meetings are formal sessions where Stakeholders review, validate, and approve
Identified Business Needs before proceeding with Business Analysis and Solution development. These
meetings ensure that only the most relevant, feasible, and strategically aligned business needs are accepted
for further analysis.

Process of Formal Acceptance of Business Needs:
1. Presentation of Identified Business Needs
o The Business Analysis Team presents the identified or Received Business Needs.

o Includes supporting data, business impact, feasibility analysis, and alignment with strategic
goals.

2. Stakeholder Review and Discussion

o Key Stakeholders (business Sponsors, product owners, project managers, SMEs etc.)
assess the needs.

o Discussions focus on value, urgency, feasibility, and potential risks.
3. Prioritization and Decision-Making

o Needs are prioritized using methods like MoSCoW, Value vs. Effort Matrix, or Cost-Benefit
Analysis.
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4.

5.

o The team decides which needs will be accepted, deferred, modified, or rejected.
Formal Approval and Documentation

o Accepted Business Needs are officially approved by decision-makers.

o Documentation is updated with approved needs, their priorities, and next steps.
Transition to Business Analysis Activities

o Ensures a smooth transition from business need identification to detailed Requirements
analysis and Solution design.

Benefits of Formal Acceptance in Business Needs Meetings:

Clear Alignment — Ensures that accepted needs align with business objectives and Stakeholder
expectations.

Risk Mitigation — Reduces the likelihood of scope creep and unnecessary resource allocation.
Efficient Decision-Making — Provides a structured forum for Stakeholders to collaborate and agree on
priorities.

Accountability and Transparency — Creates a formal record of decisions, improving clarity for all
involved teams.

By formally accepting business needs in structured Business Needs Acceptance Meetings, organizations
streamline their Business Analysis processes, ensuring a strategic, well-managed approach to defining and
delivering Solutions.

5.3.2.2

Team Availability*

Team availability for Business Analysis activities is critical to ensuring successful requirement gathering,
Stakeholder collaboration, and the effective execution of Business Analysis initiatives. The Business Analysis
Team should plan and manage availability effectively to prevent delays and misalignment.

Key Considerations for Team Availability

1.

Stakeholder Schedules - Identify the availability of key Stakeholders (e.g., business Sponsors, SMEs,
product owners, project managers, etc.).

Project Timelines — Align Business Analysis activities with project phases and deadlines.

Resource Allocation — Ensure Business Analysts have dedicated time for elicitation, documentation,
validation, and review.

Meetings and Workshops — Schedule requirement-gathering sessions, interviews, and validation
meetings in advance.

Cross-Team Collaboration — Coordinate with IT, development, QA, and operations to ensure
participation in requirement discussions.

Time Zone Considerations — Account for global team members when planning meetings.
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7. Contingency Planning — Have backup resources or alternative schedules to accommodate unforeseen
conflicts.

An Al-enabled Business Analysis tool streamlines team availability planning by automating scheduling,
analyzing workloads, and predicting resource constraints. It optimizes meeting times, resolves conflicts, and
ensures Stakeholder alignment. Real-time tracking and predictive analytics enhance efficiency, enabling
seamless collaboration, balanced workloads, and smarter resource management for improved execution of
Business Analysis initiatives.

Figure 5-9 shows a digital Kanban board in calendar view, displaying tasks organized by status across a weekly
timeline for a project named “Kanban Project 1” using the Vabro platform:

V. .
\\/vabr\‘ Home Portfolio ¥ Program v Project v Q search = A Q Jane Cooper ~
V' oxe work Fun <
«
Kanban Project 1 Projects / Kanban Project 1/ Board 56 / Kanbanboard oam: Tesmfal @ soard: Board 56
Jane Cooper
@ Role Kanban Team Member~ Kanban board
2 Priorities Product Backlog B Board {= Timeline View [ Calendar View @ Forms 4 Automation Endsin 3 days -
E  Kanban Backlog
orgBy: [ Task ¥ Frequency: Weekly ¥ Date Range: 20 July 2024-2... (5 % Today < > August2024 Q Search
4 Release
IR 1 Monday 2 Tuesday e Wednesday | 4 Thursday =~ 5 Friday 6 Saturday 7 Sunday
1] anban Board |
& Teams | WL Q:
Archive | Task 1 o: ‘
|0Task3 Q: |0Task5 o:

© Task4 ®: |Td>K6 Q: ‘

| Task 7 ®: 2 Q:

N 4 Edit

Task 10 Q: =
O comments @
@ Attachment
Archive To Do

... Status 5
“jioRe, » Committed
U Delete

In Progress
» OnHold
Review

» Done

Figure 5-9: Team Availability Assessment in an Al-enabled Business Analysis Tool (Source: Vabro)

5.3.2.3 Team Capability

A Business Analysis Team’s capability determines its ability to effectively work on and complete Business
Analysis initiatives. Key factors influencing success include:

1. Domain Knowledge and Expertise — Understanding industry trends, business models, and
organizational objectives.

2. Analytical and Problem-Solving Skills — ldentifying business needs, assessing Solutions, and
mitigating risks.

3. Stakeholder Management - Engaging Stakeholders, facilitating collaboration, and ensuring
alignment.

4. Technical Proficiency — Utilizing Business Analysis tools, Al-driven insights, and data analytics for
decision-making.
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5. Agility and Adaptability — Adjusting to changing Requirements and dynamic business environments.

6. Effective Communication — Clearly documenting Requirements and conveying insights to cross-
functional teams.

7. Process Optimization — Enhancing workflows through continuous improvement and automation.

A well-equipped Business Analysis Team, whether for an organization or a specific department, ensures
successful execution by delivering value-driven business Solutions efficiently.

5.3.24 Training

Enhancing the capability of Business Analyst(s) requires structured training programs focused on key skills,
methodologies, and tools. Below are essential training areas:

1. Core Business Analysis Skills
o Business Analysis Fundamentals — Training provided through BALearning.com and the BARG Guide.
Participants should understand requirement elicitation, documentation, and Stakeholder engagement.
e  Problem-Solving and Critical Thinking — Covers Root Cause Analysis, decision-making frameworks,
and scenario analysis.

¢ Communication and Facilitation — Develops Stakeholder interview techniques, workshop facilitation,
and presentation skills.

2. Advanced Techniques and Methodologies

e Agile and Scrum Training — Training provided through Scrumstudy courses, the SBOK Guide, Scrum
Alliance, or Scrum.org. Covers the Agile Business Analysis role, user stories, backlog refining, and
sprint planning.

e Process Modeling and Optimization — Focuses on BPMN, Lean, Six Sigma, and process
reengineering.

o Data Analytics and Visualization — Training in Vabro, SQL, Power Bl, Tableau, and data-driven
decision-making.

3. Technical and Digital Transformation Skills
e Al and Automation for Business Analysis — Covers Al-enabled tools for requirement gathering and
predictive analytics.
o  Cybersecurity Awareness — Provides knowledge of security and compliance Requirements.
o Cloud and Digital Platforms — Training on ERP, CRM, and SaaS Solutions, including Vabro.

4. Practical and Certification-Based Training

o Multiple Business Analysis certifications are available through BALearning.com and are
recommended for Business Analysis professionals.

5. Workshops and Hands-on Training
o Case studies, live projects, and business simulation exercises.
o Role-playing scenarios for Stakeholder communication and requirement gathering.
o  Cross-functional collaboration exercises with IT, operations, and management.
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6. Implementation Strategy
o  Customized Training Plans — Assess team skill gaps and tailor training accordingly.
e Mentorship and Coaching — Pair junior analysts with experienced professionals.
e Continuous Learning Culture — Encourage knowledge sharing through internal Business Analyst
forums.
o Al-enabled Learning Tools — Leverage e-learning platforms such as VMEdu, BALearning,
Scrumstudy, Udemy, Coursera, and LinkedIn Learning.

Figure 5-10 shows a welcome screen for "ReQtest training" with three columns: "Getting started with ReQtest,"
"Setup ReQtest for your team," and "Understand test management in ReQtest and connect to Jira," each listing
tutorials.:

Visit Later

Ty the tutorials below and become a ReQtest champion! s

Understand test management in ReQtest

Getting started with ReQtest Setup ReQtest for your team )
and connect to Jira
Learn how you can customize your
Write your first requirement v Create project v 4 ¥ v
o o test templates o
¥ ¥ Write your first test case ¥
¥ ¥ > ¥
v = v Create atest run v
o o o
b4 b4 Connect to test case v
o o ¥
" " Execute test run and create a bug "
o o report ¥
W Learn how to connect ReQtest to W
- Jira ¥
a Learn more Contact Your free trial will expire in 10 Days Purchase

Figure 5-10: Identifying and Addressing Training Needs in an Al-enabled Business Analysis Tool (Source: ReQtest)

5.3.2.5 Prioritization Techniques

Once Business Analysis needs are identified or received by the Business Analyst(s) in an organization or a
specific department, prioritization becomes essential to ensure that the most valuable and impactful initiatives
are addressed first. Below are key prioritization techniques:

1. MoSCoW Method
e Must-Have — Essential for project success; without these, the initiative fails.
e Should-Have — Important but not critical; can be deferred if necessary.
e Could-Have - Desirable but not urgent; implemented if time and resources allow.
o Won't-Have (For Now) — Not needed in the current phase but may be reconsidered later.

2. Value vs. Effort Matrix (Quick Wins Matrix)
e High Value, Low Effort — Prioritize first (Quick Wins).
e High Value, High Effort — Plan strategically (Major Projects).
o Low Value, Low Effort — Address if resources permit (Low-Hanging Fruit).
o Low Value, High Effort — Deprioritize or eliminate (Time Wasters).
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3. Weighted Scoring Model
o Assign numerical weights to factors like business value, risk, urgency, and cost.
o Score each need based on predefined criteria and rank accordingly.

4. Kano Model
e Basic Needs — Must-have features that users expect.
o Performance Needs — Features that improve satisfaction as they are enhanced.

o Delighter Needs — Unexpected features that significantly boost user satisfaction.

5. Eisenhower Matrix (Urgent vs. Important)

o Urgent and Important — Address immediately.

o Important but Not Urgent — Schedule strategically.
e Urgent but Not Important — Delegate if possible.

e Neither Urgent nor Important — Consider removing.

6. Cost-Benefit Analysis (CBA)
o Prioritize based on the ratio of benefits to costs to maximize ROI.

7. Risk-Based Prioritization

e Focus on needs that mitigate risks, such as compliance Requirements or security needs.

Selecting the right prioritization technique depends on business goals, Stakeholder expectations, and resource

availability. Often, a combination of these methods ensures optimal decision-making.

Figure 5-11 illustrates a "Prioritized User Story" table from the "Vabro", showing User Stories with columns like

Epic, Sprint, Scrum Team, Release, Priority, Estimate, and User Story Status..

76 ; = .
VVG bro Project Q seareh g & & f e Coae
Make Work Fun
«
nnnnnnnn {\inhen Racinn ﬁ
. Prioritized User Story X
® ro Show Mine - Q searc 0p = Filters ~  _
2 : user story
User Story @ Epic( sprint © Scrum Team" Release® Priority®  Estimate (5o Storv®
(Story Paints) atis
P
product testing Look And Feel - BrowserV2  Sprint 41 Team Jai 5 SREA X *
1e)
o client side vabro Look And Feel - Browser V2 Sprint 41 Team Jai 5 (e Completed )
X8 1 2| product testing Look And Feel - Browser V2 Sprint 41 Team Jai Sm
= | client side vabro Look And Feel - Browser V2 Sprint 41 Team Jai 5 (@ completed )
product testing Look And Feel - Browser V2 Sprint 41 Team Jai 5 3 kk*x
side vabro Look And Feel - Sprint 41 Team Jai 5 (@ completed )
Vabromobdesign | Look And Feel- BrowserV2  Sprint.. | +2 Team Jai +2 v 12° (@ ongoing )
.o | Uldesian R & e
& | crient sice vabro Look And Feel - BrowserV2  Sprint 41 Team Jai 5 (® completed) @
T vevaEsg v TeamvIaT 5 wCompreten
Ul UX design Sprint 41 Team Jai 5 (@ completed )
product testing Sprint 41 Team Jai 5 (@ completed )
User Stories per page 10~ 1-10 of 57 User Stories 1 0of6 Next

Figure 5-11: Prioritization of User Stories in an Al-enabled Business Analysis Tool (Source: Vabro)
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Figure 5-12 illustrates a "Requirements List" interface displays a table with columns like ID, Title, Hierarchy
Level, Subsystem, Priority, and Status, showing various requirements and their states.:

Requirements List Reporting View Document View

View all requirements* v ﬂ E}» F

Drag a column and drop it here to group by that column

. a [ll] ID Title Hierarchy Level Subsystem Priority Status

- v | 5Values x « -

Q 1 Choose airport 2-Book a flight Book flights Must Implemented
a 2 Choose dates 2 -Book a flight Book flights Must In progress
a 5 Choose cabin 2 -Book a flight Book flights Must Approved
a 9 Login 3 -Manage my flight Login Must In progress
a 10 See booking details 3 -Manage my flight My pages Must In progress
a 12 Change name 3 -Manage my flight My pages Must Proposed
a 13 Change reservation 3 -Manage my flight My pages Must Proposed
a 17 Pay with Visa 5 - Pay with credit card Payment Must Implemented
Q 22 It should not be possible to selecta .. 7 -BackloggCRs Book flights Must Proposed
a 3 See flight information 2-Book a flight Book flights Should In progress

Figure 5-12: Use of MoSCoW Prioritization Technique in an Al-enabled Business Analysis Tool (Source: ReQtest)

5.3.2.6  Al-enabled Business Analysis Tool

An Al-enabled Business Analysis tool enhances decision-making by efficiently processing data, identifying
patterns, and generating actionable insights. It streamlines operations, improves forecasting, and supports
strategic planning.

For more information, refer section 4.4.3.1.

5.3.3 Outputs

5.3.3.1  Accepted Business Needs*

Accepted Business Needs refer to a filtered and prioritized subset of the identified or Received Business Needs
that the Business Analyst(s) in an organization or a specific department agree to work on for further analysis,
refinement, and execution. Not all identified or Received Business Needs are accepted, as they must first be
assessed for feasibility, alignment with business objectives, and resource availability.

Key Characteristics of Accepted Business Needs:

1. Validated and Prioritized — Evaluated based on business value, urgency, feasibility, and alignment
with strategic goals.

2. Stakeholder Approved - Confirmed through Stakeholder discussions and business case
assessments.

3. Feasible and Actionable — Practical for implementation within given time, cost, and resource
constraints.
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4. Aligned with Organizational Goals — Supports the company’s strategic initiatives and operational
needs.

Importance of Accepted Business Needs:

o Ensures resource optimization by focusing on high-impact initiatives.
e Prevents scope creep by filtering out unnecessary or misaligned needs.
o Facilitates structured Business Analysis, leading to effective Solution development.

By carefully selecting and accepting business needs, organizations ensure that their Business Analysis efforts
contribute to meaningful and successful project outcomes.

5.3.3.2 Rejected Business Needs*

Not all identified and Received Business Needs are accepted. Some needs may be rejected during the
Business Needs Acceptance Process due to various factors such as feasibility, misalignment with strategic
goals, resource constraints, or lack of urgency.

Reasons for Rejecting Business Needs:
1. Lack of Strategic Alignment — The need does not align with organizational goals or priorities.
2. Low Business Value — The impact on revenue, efficiency, or customer satisfaction is minimal.
3. High Implementation Costs — The cost of implementation outweighs the benefits.

4. Feasibility Issues — Technological, regulatory, or operational constraints make implementation
impractical.

5. Resource Limitations — Limited budget, personnel, or time prevent execution.
6. Duplicate or Redundant Needs — The need is already addressed by existing initiatives.
7. Stakeholder Disagreement — Key decision-makers do not support the need.

8. Changing Business Priorities — Market trends, regulations, or leadership directives shift focus
elsewhere.

Handling Rejected Business Needs:
1. Documentation and Justification

o Clearly document the reasons for rejection in a Business Needs Register or in an Al-enabled
Business Analysis Tool.

o Provide supporting data and Stakeholder feedback.
2. Stakeholder Communication
o Inform Stakeholders about the rejection and explain the rationale.

o Provide alternative Solutions or suggest reconsideration in future planning cycles.
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3. Re-evaluation and Future Consideration

o Some rejected needs may be revisited in future Business Analysis cycles if conditions
change.

o Maintain a Backlog or Deferred Needs List for future assessment.
4. Archiving and Tracking
o Keep records of rejected needs for audit purposes and historical reference.

o Track trends to understand common rejection patterns and improve future business need
evaluations.

Rejected business needs should be handled with transparency to maintain Stakeholder trust and ensure that
only high-priority, feasible, and value-driven initiatives move forward.

5.3.3.3 Timelines

For all the Accepted Business Needs, Senior Management, Sponsors, and relevant Stakeholders within an
organization or a specific department set expectations for the Business Analyst(s) by defining timelines for
completing the Business Analysis assignments. These timelines help ensure that Accepted Business Needs
are addressed efficiently and align with strategic goals.
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5.4 Finalize Business Analysis Team and Stakeholders

After clearly defined needs are accepted during the Accept Business Analysis Needs process, the Finalize
Business Analysis Team and Stakeholders process identifies the key individuals who will be responsible for
successfully planning and implementing the Business Analysis initiative.

A Finalized Business Analysis Team for Accepted Business Needs is a strategically assembled group of
professionals—typically a subset of the Business Analysts from the organization or a specific department—
identified during the Identify Business Analyst(s) and Stakeholders process, and selected to work on one or
more accepted Business Analysis needs. Multiple Business Analysis Teams may work on different sets of
Accepted Business Needs within the organization. At times, a single Business Analyst may also be assigned
to multiple Business Analysis assignments for different needs across the organization.

Finalized Stakeholders are the individuals who will interact with and provide input to the Finalized Business
Analysis Team throughout the specific Business Analysis initiative, including during Plan (Chapter 6),
Implement (Chapter 7), and Enhance (Chapter 8).

Figure 5-13 shows all the inputs, tools, and outputs for Finalize Business Analysis Team and Stakeholders

process.
o
o 8

INPUTS TOOLS OUTPUTS
1. Accepted Business Needs* 1. Team Selection Meetings* 1. Finalized Business Analysis
2. Business Analyst(s)* 2. Team Availability* Team*
3. Sponsor(s)* 3. Planning and Scheduling* 2. Finalized Stakeholders*
4. Stakeholders 4. Skills Assessment Matrix 3. Resource Allocation Plan
5. High-level Business 5. RACI Matrix 4. ldentified Dependencies
Requirements 6. Decision Making Frameworks 5. Updated Timelines
6. Preliminary Business Case 7. Training
7. Timelines 8. Dependency Determination
9. Al-enabled Business Analysis

Tool

Figure 5-13: Finalize Business Analysis Team and Stakeholders—Inputs, Tools, and Outputs

Note: Asterisks (*) denote a “mandatory” input, tool, or output for the corresponding process.
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5.4.1 Inputs

5411 Accepted Business Needs*

Accepted Business Needs help finalize the Business Analysis Team, which will be responsible for creating
detailed Requirements and identifying effective Solutions that align with organizational goals, ensuring
successful execution of the Business Analysis initiative.

For more information, refer section 5.3.3.1.

54.1.2 Business Analyst(s)*

In this process, the Business Analyst(s) from within the organization or a specific department are selected to
work on specific Accepted Business Needs.

For more information, refer section 3.2.1.

54.1.3 Sponsor(s)*

Sponsors assist in selecting the Business Analysis Team for Accepted Business Needs by evaluating
expertise, ensuring alignment with objectives, and providing necessary resources for successful execution.
They also help identify and finalize relevant Stakeholders who will support and contribute to Business Analysis
activities.

For more information, refer section 3.2.2.

5.41.4 Stakeholders

Already-identified Stakeholders help finalize the Business Analysis Team and identify other relevant or
additional Stakeholders to work on the Accepted Business Needs by providing input on required skills,
validating team roles, ensuring alignment with business goals, and supporting resource allocation for the
effective execution of Business Analysis initiatives.

For more information, refer section 3.2.3.

54.1.5 High-level Business Requirements

High-level Business Requirements, along with accepted needs, guide the Business Analysis process by
defining scope, objectives, and key Solution expectations.

For more information, refer sections 5.1.3.2 and 5.2.3.2.

54.1.6 Preliminary Business Case

The Preliminary Business Case, along with accepted needs, supports Business Analysis by defining objectives,
assessing feasibility, and guiding Solution development and decision-making.

For more information, refer sections 5.1.3.3 and 5.2.3.3.
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5.4.1.7 Timelines

Senior Management, Sponsors, and Stakeholders may define timelines for completing Business Analysis
assignments.

For more information, refer section 5.3.3.3.

5.4.2 Tools

54.21 Team Selection Meetings*

Team selection meetings play a crucial role in forming an effective Business Analysis Team and in identifying
all relevant Stakeholders who will play a role in the Business Analysis initiative. These meetings involve senior
Business Analysts, Sponsors, and key Stakeholders who collaborate to evaluate candidates for the Business
Analysis initiative based on skills, experience, and alignment with Accepted Business Needs.

Discussions to select Business Analysis Team focus on role clarity, resource availability, and the strategic
objectives of the initiative. Tools such as skill matrices, RACI charts, and decision-making frameworks may be
used to support the selection process. The outcome is a well-balanced Business Analysis Team with clearly
defined responsibilities, ready to drive Business Analysis activities and contribute to the initiative's success.

Selecting Stakeholders for Business Analysis activities related to Accepted Business Needs involves identifying
individuals with relevant knowledge, influence, or decision-making authority who can provide input, validate
Requirements, support collaboration, and ensure alignment with business goals throughout the initiative.

54.2.2 Team Availability*

Team availability for Business Analysis activities is critical to ensuring successful requirement gathering,
Stakeholder collaboration, and the effective execution of Business Analysis initiatives. The objective should be
to determine the availability of both the Business Analysts and all the Stakeholders who will be involved in the
Business Analysis initiative.

For more information, refer section 5.3.2.2.

54.2.3 Planning and Scheduling*

Finalizing a Business Analysis Team and relevant Stakeholders requires a structured approach to ensure the
right mix of skills, resources, and timelines. Effective planning and scheduling help in assembling a well-
balanced team while minimizing delays and dependencies.

Step-by-Step Approach to Plan and Schedule a Business Analysis Team
1. Define Business Objectives and Project Scope
e Understand the goals and deliverables of the project — this will be derived from the Accepted

Business Analysis Needs.
o |dentify the complexity, industry Requirements, and regulatory needs.
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Example: A financial service project may need compliance-focused Business Analysts.
2. ldentify Required Business Analysis Roles and Skills

o Determine the number of Business Analysts needed (e.g., junior, senior, domain experts).
o Define required skills (e.g., data analysis, process mapping, Stakeholder communication).

Example: A digital transformation project may require Business Analysts skilled in Agile
methodologies.

3. Assess Available Resources and Gaps
e Review current Business Analysis Team availability within the organization.
o Identify gaps in expertise and decide whether to hire new Business Analysts or train existing

staff.

Example: If no in-house Business Analysts specialize in Al/ML projects, external hiring may be
required.

4. Develop a Business Analysis Team Selection Plan
o Define the hiring process (internal vs. external recruitment).
e Set criteria for selection (certifications, experience, industry expertise).
Example: Choose a mix of junior Business Analysts for documentation and senior Business Analysts
for strategy.

5. Create a Scheduling Plan for Team Finalization

e A scheduling plan should include the tasks and timelines for allocating persons to the Business
Analysis Team.

146
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Table 5-3 shows the Example: Scheduling plan for finalizing a Business Analysis Team

Deployment

Phase Tasks Timeline Responsible
Termiii |dentify Accgpted Business Needs,|[1-2 Fress Arel Leae
roles, and skills. weeks
Resource Mapping Check availability and assess gaps. |1 week E: q Business  Analyst
Recruitment/Selection ||Interview, onboard, and allocate roles. e il EUEIESS  ATeE
weeks ||Lead
. : . - 1-2 Learning and
Training and Alignment||Provide tools and process training. oels el T
Final Team||, . i . .
Assign tasks and responsibilities. Ongoing |Business Analyst Lead

Table 5-3: Scheduling plan for finalizing a Business Analysis Team

6. Manage Dependencies

Dependencies are di

scussed in Section 5.4.2.8.

7. Final Approval and Kickoff

e Review the finalized team structure with senior leadership.
e Conduct a kickoff meeting to align goals, responsibilities, and communication.
e Ensure all necessary tools, documentation, and Stakeholder engagement strategies are in place.

Best Practices for Efficient Business Analysis Team and Stakeholder Finalization

o Use Agile Scheduling: Allow flexibility for adjustments based on evolving project needs.
o  Prioritize Critical Roles First: Secure key senior Business Analysts before hiring juniors.
o Leverage Internal Talent: Upskill existing employees to fill skill gaps.
o Define Clear Reporting Structures: Ensure accountability and smooth workflow.

¢ Monitor and Adjust: Regularly review the team’s effectiveness and make improvements.

5.4.2.4 Skills Assessment Matrix

A Skills Assessment Matrix is a valuable tool for finalizing the Business Analysis Team and Stakeholders. It
helps evaluate the capabilities of potential team members against the skills required for the project, ensuring

the right mix of expertise.

Purpose of the Skills Assessment Matrix
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o Identify skill gaps

e Match team members to appropriate roles

o Ensure balanced expertise across functional and technical areas

e Support informed decision-making during team selection

Steps to create a Skills Assessment Matrix

1. List required skills based on the business needs.

2. Rate candidates (e.g., Beginner, Intermediate, Advanced, Expert or 1-5 scale).

3. Compare scores to determine the best team composition.

4. Use as discussion input during team selection meetings.

Table 5-4 shows the Example: Skills Assessment Matrix for a Business Analysis Team
Tools

Team |Business |[|Process Stakeholder |[Data ilea;?)lr’o Domain Rating

Member ||Analysis Modelling |Management (|Analysis JIRA ’ Knowledge ||(1-5)
Visio)

. . Vabro, .
Alice Expert Intermediate || Expert Advanced Visio Finance 4.5
Bob Intermediate || Beginner Advanced vabro, Healthcare |]3.5
9 Intermediate |[JIRA '
. Visio, .

Clara Advanced || Expert Intermediate || Expert Retail 4.7

Tableau
Table 5-4: Skills Assessment Matrix for a Business Analysis Team
5.4.2.5 RACI Matrix

A RACI Matrix (Responsible, Accountable, Consulted, Informed) is a useful tool for defining roles and
responsibilities when finalizing the Business Analysis Team and identifying the contributions of all Stakeholders
to the Business Analysis initiative. It ensures clarity in decision-making and accountability throughout the
selection process.
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Figure 5-14 depicts a "RACI Model Template" displays a matrix showing various project deliverables/activities
against roles, indicating who is Responsible, Accountable, Consulted, and Informed for each:

RACI MODEL TEMPLATE Responsible Accountable Consulted Informed
:;5' =
@ @
£/ f@ ﬁ & > ség f 5
‘9& {?‘? &/ & ég o 4 £ a (‘\;‘h cél &
3@@ El‘q @ 5\ o 5‘“ \?ﬁ '@Qp !? s ‘9‘% g ; Ad hd §§ [ » o
§/ &/ E/E e E e ESESEE S E eSS
g /& )5 v /& & g By ¢ /9 T /@ & U /S q & & &
Project Leadership Project Team Members  Project Sub-Teams External Resources
Inifiate Phase Activilies
Request Review by PMO AIC | RIA RIA A/C @
Submit Project Request R A
Research Solution 1 R/A AJC ASC C C C
Develop Business Case 1 AlC RIA C C c C C C
Plan Phase Activifies
Create Project Charter C c R/A C C c C C
Create Schedule 1 1 1 R/A C C C C C C C C I
Create Additional Plans as Required 1 1 1 R/A I 1 I 1 C I
Execute Phase Activities
Buid Deiverables cinlcnlcn|cn RIA|R/A R/A RIA | R/A A/C
Create Status Report 1 1 1 1 R/A R/A RfA RJ/A C I
Control Phase Acfivifies
Perform Change Management c C C R A A A C I
Close Phase Acfivities
Create Lessons Leamed C c C C RIA C C c C C C C C C
Create Project Closure Report 1 1 1 1 R/A I 1 | I 1 I 1 I

Figure 5-14: RACI Matrix Template (Source: Smartsheet)

Explanation of RACI Roles:

e R (Responsible): The person(s) who performs the work and completes the task.
o A (Accountable): The decision-maker who has final approval authority.

o C (Consulted): Provides input or expertise before a decision is made.

o | (Informed): Needs to be kept updated but does not contribute directly.

How to Use the RACI Matrix:

Define key activities involved in selecting the Business Analysis Team.
Assign RACI roles to each Stakeholder group.

Use it during selection meetings to clarify responsibilities.

Ensure alignment to streamline the finalization process.

el
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Table 5-5 shows an Example: RACI Matrix for Business Analysis Activities

. Business Project Solution
Activity Analyst Manager Sponsor|/Stakeholders Architect
Identify Business Needs R A C C I
Define Business Requirements R I C C C
Finalize Business Analysis Plan R A C I I
Conduct Stakeholder Analysis R C I C I
Validate Requirements R I A C C
Support Solution Design C I I I R
Communicate Requirements to
R C
Development
Monitor ~ Business  Analysis
R A
Progress
Table 5-5: RACI Matrix for Business Analysis Activities
Legend:

o R (Responsible): Does the work to complete the task.
e A (Accountable): Ultimately accountable; signs off or approves the work.
o C (Consulted): Provides input through two-way communication.

e | (Informed): Kept updated on progress; one-way communication.

54.2.6 Decision Making Frameworks

Selecting the right Business Analysis Team and Stakeholders requires a structured approach to ensure the
best fit for the project. Below are some effective decision-making frameworks that can help in the finalization
process.

1. Multi-Criteria Decision Analysis (MCDA)
This is used for evaluating multiple candidates based on different weighted criteria.
How it Works:

o Define key Selection Criteria (e.g., skills, experience, domain expertise).

o Assign weights to each criterion based on importance.
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e Score candidates against each criterion.

e Compute a weighted score to rank candidates.

Table 5-6 shows an Example: Multi-criteria Analysis for selecting a Business Analysis Team

Candidate Business Analysis||Stakeholder Technical Domain Total
Skills (40%) Management (30%) |[Knowledge (20%) |[Expertise (10%) (|Score

Alice 8(3.2) 9(2.7) 7(1.4) 8 (0.8) 8.1

Bob 7(2.8) 7(2.1) 8 (1.6) 9(0.9) 74

Table 5-6: Multi-criteria Analysis for selecting a Business Analysis Team

2. Delphi Method

This helps in achieving consensus among decision-makers when selecting the team.
How it Works:
o Gather insights from experts (e.g., senior Business Analysts, Stakeholders).
o Conduct multiple rounds of anonymous feedback and scoring.
o Identify areas of agreement and refine the selection process.

o Finalize the best-fit team based on collective expert judgment.

3. Paired Comparison Analysis

This helps in comparing candidates head-to-head for specific roles.
How it Works:
o List all candidates and compare them in pairs.
o Determine which candidate is a better fit in each match-up.

o Assign a ranking based on the number of wins across comparisons.
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Table 5-7 shows an Example of Paired Comparison Analysis for comparing three Business Analysts

Candidate||Alice vs Bob||Alice vs Clara||Bob vs Clara|[Total Score

Alice Win Loss Win 2
Bob Loss Win Loss 1
Clara Win Win Win 3

Table 5-7: Paired Comparison Analysis for comparing three Business Analysts

(Clara is the top choice based on pairwise comparisons.)

4. Voting and Weighted Scoring
This helps in achieving quick, collaborative decision-making with key Stakeholders
How it Works:
o Stakeholders vote on shortlisted candidates.
o Use weighted scoring based on roles (e.g., Sponsor votes = 2 points, analyst votes = 1 point).

o Select candidates with the highest cumulative score.

5. SWOT Analysis (Strengths, Weaknesses, Opportunities, Threats)
This helps in assessing the strengths and risks of different team compositions.
How it Works:

o List the strengths (e.g., expertise), weaknesses (e.g., skill gaps), opportunities (e.g., leadership
potential), and threats (e.g., resource constraints) of each candidate or team structure.

e Choose the team that maximizes strengths and minimizes risks.

5.4.2.7 Training

Enhancing the capability of a Business Analysis Team and Stakeholders requires structured training programs
focused on key skills, methodologies, and tools.

Training is discussed in Section 5.3.2.4.
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5.4.2.8

When finalizing a Business Analysis Team and Stakeholders, various dependencies must be considered to
ensure smooth collaboration, efficiency, and project success. These dependencies influence team structure,

Dependency Determination

roles, and performance.

Table 5-8 shows Key Dependencies in Business Analysis Team and Stakeholder Finalization

Dependency

Description

Example

1. Clarity on
Accepted Business
Needs

The scope and complexity of the need
influence the type of expertise required.

A process automation initiative may
need Business Analysts with
experience in RPA and Stakeholders
from Operations and IT.

2. Resource
Availability

Team members and Stakeholders must be
available and not overcommitted.

A senior Business Analyst is already
working full-time on a product launch
and can't join a new finance system
upgrade.

3. Required Skills
and Expertise

Business Analysts and Stakeholders must
have the relevant domain or technical
knowledge.

For a regulatory compliance project,
analysts with knowledge of local
regulations are essential.

4. Sponsor and
Senior Management
Input

Leadership often nominates or approves
team members and key Stakeholders.

The CFO may insist on assigning a
finance SME to a cost optimization
initiative.

5. Organizational
Structure and
Reporting Lines

Team formation may depend on
departmental boundaries or internal
hierarchy.

A Business Analyst from the IT
department may need approval to
join a marketing-led project.

6. Stakeholder
Identification and

Mapping

Proper analysis helps ensure no critical
voices are left out.

A customer service project might
initially overlook involving the call
center manager until Stakeholder
mapping is done.

7. Workload and
Team Capacity

Overloaded teams cannot contribute
effectively, delaying the initiative.

Two qualified analysts are
shortlisted, but only one has enough
bandwidth to commit.

8. Timeline and
Business Priority

Urgent or high-priority needs might require
fast-tracking selection.

A cybersecurity risk must be
addressed within a month, so team
finalization is expedited.

9. Geographic or
Functional
Distribution

Coordination is needed for distributed or
cross-functional teams.

A global rollout requires Business
Analysts and Stakeholders from
multiple regions and time zones.

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

153




5 - INITIATE

Dependency

Description

Example

10. Budget
Constraints

Funding availability may affect staffing and
Stakeholder engagement activities.

A limited budget might restrict hiring
external consultants or training new
Business Analysts.

11. Tool and
Technology
Dependency

The availability and compatibility of tools
(Vabro, JIRA, Confluence, MS Visio, etc.)
affect team workflows.

If a company uses legacy systems,
Business Analysts and Stakeholders
must adapt to older documentation
tools.

12. Regulatory and
Compliance
Dependencies

Some industries (finance, healthcare) require
compliance experts in the Business Analysis
Team.

A Business Analysis Team working
on a banking system must include a
compliance analyst to meet
regulatory Requirements.

13. Cross-Functional
Team Dependencies

The Business Analysis Team must align with
Stakeholders with other teams including
product owners, project managers, UX
designers, developers, and QA teams.

A Business Analyst working on an e-
commerce project must collaborate
with UI/UX teams to define user
journey maps.

14. External Vendor
Dependencies

If third-party vendors are involved, the
Business Analysis Team must coordinate
Requirements and integrations.

A company implementing an ERP
system may rely on external
consultants for customization.

Table 5-8: Key Dependencies in Business Analysis Team and Stakeholder Finalization

How to Manage Dependencies While Finalizing a Business Analysis Team and Stakeholders?

o |dentify Critical Dependencies Early - Conduct Stakeholder meetings and requirement analysis.
o Ensure Resource Availability - Confirm team members' workload and expertise before finalizing roles.
o Use Agile and Collaborative Tools - Leverage tools like Vabro, Trello, Confluence, and Slack for better

coordination.

¢ Plan for Contingencies - Have backup plans for resource unavailability or unexpected changes.
o  Establish Clear Communication Channels - Define reporting structures and Stakeholder engagement

strategies.
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Figure 5-15 shows a digital task management interface for "Task 1" in "Vabro Design," showing task details,
time tracking, sub-tasks, and a pop-up window to select "Predecessor Tasks" from various Kanban boards:
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B Overview
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IS Details
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Priority

LYy Reset

Time Tracking
Timer | @ 00:00:00

Sub Tasks "~
20f3 Completed
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Tasks 123
kanban views
+ Addanitem
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Task2 X ® Task3 X

Attachments

@& Attach files

Task1 X Task2 X

Q search Tasks

Kanban Board 1 o

Kanban Board 2

Kanban Board 3

Kanban Board 4

Board Bbsr

Board UX
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w Current Project | Other Project | Boards

Tasks

a
a
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a T
a T
a Ta
a T
a
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sk 2 1 v
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sk 6 Group 4 (@ onHoid)
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b Select Predecessor Tasks
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88 Watch (6) -
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X

Reset Save

Figure 5-15: Dependency Management using an Al-enabled Business Analysis Tool (Source: Vabro)

Figure 5-16 shows a digital project plan displaying a "Dependencies" report, showing various issues with their
scheduled end dates, statuses, and dependencies on other issues, including their scheduled start dates.:

My plan

Issue

[J 10S-26 Story 4

L) PLAT-12 New BE

PLAT-5 Full-fledged

PLAT-5 Full-fledged

Y Platform (PLAT), iOS App (l...

10S-1 App Basics - i0OS

PLAT-1 New API Access Poin...

Uncommitted changes

Dependencies  Switch report ~

& Give feedback

~ Releases: All ¥ Teams: All ~

Scheduled end Status Dependency
11/May/17 TO DO
25/May/17 DONE
03/Aug/17 TO DO
25/0ct/17 IN PROGRESS
integrati... 07/Dec/17 TO DO
integrati... 07/Dec/17 TO DO

Scope

More ~  Q

Dependent Issue

[J 10S-23 Story1

Teams Releases

Scheduled start

12/May/17

) 10S-4 Establish basic...

PLAT-9 Integration p...
€3 10S-9 Trip managem...
PLAT-2 Experiments ...

ADR-19 Adapt apps t...

19/Jul/17
28/Apr/17

21/Juln7

Reports

2 Share

Status

TO DO

TO DO

TODO

DONE

TODO

DONE

Figure 5-16: Dependency Management using an Al-enabled Business Analysis Tool (Source: Confluence)

5.4.2.9

Al-enabled Business Analysis Tool

An Al-enabled Business Analysis tool can streamline the finalization of the Business Analysis Team and the
identification of all relevant Stakeholders by automating skill assessment, resource allocation, and project-role
matching. Al-driven scheduling optimizes workload distribution, ensuring efficient team deployment.
Additionally, predictive analytics can assess potential risks related to team composition and hiring delays. This
intelligent tool accelerates decision-making, enhances efficiency, and ensures the right Business Analysts are
selected for the successful execution of Business Analysis initiatives.

For more information, refer section 4.4.3.1.
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5.4.3 Outputs

5.4.3.1 Finalized Business Analysis Team*

A Finalized Business Analysis Team for Accepted Business Needs is a strategically assembled group of
professionals chosen to fulfil the clearly defined needs identified during the 'Accept Business Analysis Needs'
process. The Finalized Business Analysis Team is typically a subset of all the Business Analysts identified in
‘Ildentify Business Analyst(s) and Stakeholders’, and is chosen to work on one or several accepted Business
Analysis needs. There may be multiple Business Analysis Teams working on different sets of Accepted
Business Needs within the organization. At times, a single Business Analyst may also be assigned to multiple
Business Analysis assignments for different business needs across the organization. Each team member is
selected based on their expertise, experience, and alignment with the goals of the Business Analysis initiative.
The team is fully approved, resourced, and ready to begin work, with clearly defined roles and responsibilities.

Table 5-9 shows an Example of Sample Finalized Business Analysis Team for a Digital Transformation Project

Accepted Business Assigned I
Analysis Need Role Analyst Key Responsibilities
Stakeholder Analysis Lead Business Analyst Sarah dentify Stakgho!ders, define influence
Johnson and communication
“eaiens it Functional Business David Kim Conduct workslhops, interviews, and
Analyst create user stories
Data  Analysis and . Analyze existing data, suggest KPIs,
Reporting Data Analyst Priya Mehta build dashboards
. _ Model current/future state processes
Process Mapping Process Analyst Kevin Lin (BPMN, flowcharts)
Technglogy Integration|| Technical Business Ahmed Salim Llalsg with IT,' deflr.1e system
Analysis Analyst Requirements and integration
Change Management||Junior Business Analyst /|| =~ . Assist in documentation, change logs,
. Maria Santos .
Support Coordinator training prep

Table 5-9: Sample Finalized Business Analysis Team for a Digital Transformation Project

5.4.3.2 Finalized Stakeholders*

The Business Analysis Team identifies and finalizes all Stakeholders who will interact with the Business
Analysis initiative and develops a high-level understanding of each Stakeholder's contribution. The exact roles
of the finalized Stakeholders will be further refined in Section 6.2, ‘Determine Stages and Stakeholder
Interactions’. Although the team had an initial understanding of the Stakeholders at the beginning of the
process, the use of all tools in this phase ensures that all relevant Stakeholders are accurately identified and
finalized. For more information, refer section 3.2.3.
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5.4.3.3

Resource Allocation Plan

Purpose of a Resource Allocation Plan

Assemble a balanced and skilled Business Analysis Team and Stakeholders aligned with
Business Analysis and organizational needs.

Ensure optimal resource utilization across current and upcoming projects.

Minimize onboarding time and maximize productivity from day one.

Allocation Principles

Skill-Based Allocation: Assign roles based on experience with domains, tools, and methodologies
(e.g., Agile, BPMN, data modeling).

Priority Alignment: Allocate resources to high-priority initiatives first (e.g., product launches,
regulatory projects).

Scalability and Flexibility: Mix full-time, part-time, and contract analysts to scale up or down
quickly.

Cross-Function Support: Leverage SMEs, QA, and PMs to support Business Analyst activities
without duplicating effort.

Team Composition Strategy

Table 5-10 shows a Sample team composition strategy for a Business Analysis initiative is shown below.

Role Allocation Strategy

Lead Business Analyst

Allocate a high-performing Business Analyst with cross-functional
leadership and domain experience. Ensure 100% availability during setup
and requirement phases.

Senior Business Analysts

Assign to complex projects or areas requiring strategic input. Prefer those
with strong Stakeholder management and data analysis skills.

Junior Business Analysts

Allocate based on task volume (e.g., documentation, interviews, user
stories). Use as floating support across multiple initiatives.

Contract/Consulting Business
Analysts

Deploy for short-term peaks or specialized needs (e.g., regulatory
compliance, ERP systems).

SMEs and Supporting Roles

Allocate on a just-in-time basis during requirement sessions or validations.
Rotate based on subject area.

Table 5-10: Sample team composition strategy
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Time Allocation Strategy

Table 5-11 shows Sample time allocation strategy for a Business Analysis initiative is shown below.

|Activity HTime Allocation HNotes

|Stakeho|der Engagement H25—30% HCriticaI for buy-in and accurate Requirements
Requirements Gathering and 4045 Core Business Analyst function; ensure focus and
Documentation ° clarity

|Ana|ysis and Modeling H15—20% HAIIocate more for senior Business Analysts

|QA and UAT Support H10—15% HAIIocate near delivery phases

|Training and Ramp-up HVariabIe (0-10%) Hlnclude for new team members

Table 5-11: Sample time allocation strategy

Tool and Resource Allocation
o Assign access to collaboration, modelling, and documentation tools based on role.
o Create shared resource libraries (templates, checklists, SOPs).
o Define tool champions to support others and optimize usage.

Monitoring and Adjustment
o Review team workload weekly using a RACI or resource dashboard.
o Adjust allocations based on velocity, scope changes, and project health.
e Include feedback loops to reassign or rotate team members as needed.

Success Metrics
e Time to full team ramp-up
e Requirements completeness and Stakeholder satisfaction
e Team resource utilization rate
o Rework percentage (lower is better)

5.4.3.4 Identified Dependencies

Dependencies describe the relationship and interaction between different tasks in a Business Analysis
initiative.

For more information, refer section 5.4.2.8.

54.3.5 Updated Timelines

Senior Management, Sponsors, and relevant Stakeholders set expectations for the Business Analysis Team
by defining timelines for completing assigned tasks. The Business Analysis Team must gather, analyze, and
document Requirements within the given timeframe while ensuring quality and accuracy. If needed, the
Business Analysis Team may negotiate timeline adjustments based on project complexity and available
resources, updating the timelines accordingly. Ultimately, the objective of the Business Analysis Team is to
deliver the required analysis within the agreed-upon timeline, enabling informed decision-making and
supporting successful business outcomes.

For more information, refer section 5.3.3.3.
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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.

C\Q/BALearning

Targeting success

BALearning is a brand of VMEdu, Inc.





