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1. WHAT IS BUSINESS ANALYSIS?
INTRODUCTION

This is a book about business analysis, arelatively new discipline that promises
to offer great benefit to  organisations by ensuring that business needs are
aligned with implemented business  change solutions. Many of those solutions
will involve new or enhanced information systems, but others may have a
broader scopeincorporating changes to areas such as business processes and job
roles. The reason for producing this book is to provide guidance about business
analysis that reflects the breadth of the role and the range of techniques used.
While most organisations use the term 6 b u s i are & Is yasdi esnploy business
analysts, there continues to be a lack of clarity about what this really means
and this often creates more questions than answers. What do business analysts
do? What skills do they require? How do they add value to organisations? Also,
in the absence of a standard definition of business analysis and a standard
business analysis process model, problems have arisen:

e Organisations have introduced business analysis so as to make sure that
business needs are paramount when new information technology (IT) systems
are introduced. However, recognising the importance of this in principle
Is easier than conside ring how it might be achieved.

« SOme business analysts were experienced IT systems analysts and have
been less comfortable considering the business requirements and the range
of potential solutions that would meet those requirements.

 Many business analyst s come from a business background and have a limited
understanding of IT and how computer systems are developed. While knowl -
edgeof the business is invaluable for business analysts, problems can occur
where IT formspart of the solution andthe analyst has insufficientunder -
standing of IT. This can cause communication difficulties with the
developers, and may result in failure to ensure that there is an integrated
view of the business and the computer system.

« Some business analysts, as they have gained in experience and knowledge, have
felt that they could offer beneficial advice to their organisations o but a lack of
understanding of their role has caused organisations to reject or ignore this
advice.

This chapter examines the business analysis discip line and considers how we
might define the business analyst role. In Chapter 4 we describe a process
model for business analysis, where we provide an overview of two aspects:
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how business analysis is undertaken and the key techniques to be used at each
stage. Much of this book provides guidance on how the various stages in this
process model may be carried out. Business analysis work is well defined where
there are standard techniques that have been used in projects for many
years. In fact, many of the se techniques have been in use for far longer

than the business analyst role has been in existence. In this book we describe
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numerous techniques that we feel should be within any business anal yst &s

toolkit, and place them within the overall process model. Our aim is to
help business analysts carry out their work, to improve the quality of
business analysis within organisations and, as a result, to help
organisations to adopt business improvements that will ensure their
success.

THE ORIGINS OF BUSINESS ANAL YSIS

Developments in IT have enabled organisations to create information systems
that have improved business operations and management decision -making.

In the past this has  been the focus of IT departments. However, as business
operations have changed, the emphasis has moved on to the development of new
services and products. The question we need to ask nowis 6 Wh a&dan IT do to

exploit business opportunities and enhance the portfolio of products and s er vi ces ? G

Technology has enabled new business models to be implemented through more
flexible communication mechanisms that enable organisations to reach out to
the customer, connect their systems with those of their suppliers and
support global operation. The use of IT has also created opportunities for
organisations to focus on their core processes and competencies without the
distraction of the peripheral areas of business. These days, the absence of
good information  systems would prevent an organisation from developing
significant competitive advantage. Yet for many years there has been a
growing dissatisfaction in businesses with the support provided by IT. This
has been accompanied by recognition by senior management that IT
investment often fails to deliver the required business benefit. In short, the
technology enables the development of information systems, but these often
fail to meet the requirements of the business and deliver the service that
will bring competitive advantage to the organisation. This situation applies
to all sectors, including the public sector.

In July 2003 the Parliamentary Office of Science and Technology (POST) (2003)
report on Government IT projects listed six UK government departments and
agencies where there had been recent high -profile IT difficulties. The chairman
of the Public Accounts Committee commented on 6 o wféhe worst IT projects
| have ever s e e ithie perception that, all too frequently, information systems
do not deliver the predicted benefits continues to be well founded.

THE DEVELOPMENT OF BUSINESS ANALYSIS
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The impact of outsourcing

In a drive to reduce costs, and sometimes in recognition of alack of IT expertise
at senior management level, many organisations have outsourced their IT
services rather than employ their own internal IT staff. They have transferred

much of their IT work to specialist service providers. This approach has been based
upon the belief that specialist providers, often working in countries where costs
are lower than

in the UK, will be able to deliver higher quality at lower cost. So, in organisations
that have outsourced their IT functions, the IT systems are designed and
constructed using staff employed by an external supplier. This undoubtedly
has advantages both for the organisation purchasing the services and for the
specialist suppl ier. The latter gains an additional customer and the opportunity
to increase turnover and make profit from the contractual arrangement; the
customer organisa - tion is no longer concerned with all staffing, infrastructure
and support issues and instead pays a specialist provider for delivery of the
required service. In theory this approach has much to recommend it, but, asis
usually the case, the flaws begin to emerge once the arrangement has been
implemented, particularly in the areas of supplier management and
communication of requirements. The issues relating to supplier management
are not the subject of this book, and would require a book in their own right.
However, we are concerned with the issue of communication between the
business and the outsourced development team. The communication and
clarification of requirements is key to ensuring the success of any IT system
development, but an outsourcing arrangement  often complicates the
communication process, particularly where there is geographical distanc e
between the developers and the business. We need to ask ourselves 6 H owell do
the business and technical groups understand each ot h e an@ & | the
communication sufficiently frequent

and open?d& Communication fail ures @ITbkybtems ¢
failing to provide the required level of support for the business.

Investigation of the outsourcing business  model has identified that, in order

to make such arrangements work, new roles are required within the
organisation. A study by Feeny and Willcocks (1998) listed a number of key
skills required  within organisations that have outsourced IT. This report

specifically identified business systems thinking, a core element of the business
analyst role, as a key skill that needs to be retained within organisations
operating an outsourcing arrangement.  The outsourcing business model has
undoubtedly been a catalyst for the development of the business analysis
function as more and more organisations recognise the importance of business
representatio n during the development and implementation of IT systems.

Competitive advantage of using IT
A parallel development that has helped to increase the profile of business analysis
and define the business analyst role has been the growing recognitionthat thr ee
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factors need to be present in order for IT systems to deliver competitive advantage.
First, the needs of the business must drive the development of the

IT systems; second, the implementation of an IT system must be accompanied
by the necessary business changes; and third, the requirements for IT systems
must be defined with rigour and accuracy. The traditional systems analyst role
operated primarily in the last area, but t o d abpginess challenges require all
three areas to be addressed.

Successful bus iness change

During the last few years organisations have broadened their view from IT
projects to business change programmes. Within these programmes, there has
been recognition of the need for roles and skill sets that will enable the
successful delivery of business change initiatives. The roles of the programme
manager and change manager have been well defined, with a clear statement of
their scope and focus within the business change lifecycle. Figure 1.1 shows a
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typical lifecycle.
Figure 1.1 Busi ness change lifecycle
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The early part of the business change lifecycle is concerned with the analysis of
the organisation and its business needs and requirements, in order to

determine new ways of working that will improve the or g a ni s eeffidiency © s

and effective- ness. Later business change activities are concerned with
change design and development, business acceptance testing and, after
implementation, benefits review and realisation. Clearly, extensive analysis is
required here and the nature of this work falls within the remit of business
analysis. However, in many organisations a coherent approach to business
change, which includes business analysts in the business change lifecycle, is
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still awaited.

The importance of the  business analyst

The delivery of predicted business benefits, promised from the implementation

of IT, has proved to be extremely difficult, with the outsourcing of IT services
serving to add complication to already complex situations. The potential
exists for organisations to implement information systems that vyield
competitive advantage, and yet this often appears to be just out of reach.
Organisations also want help in finding potential solutions to business issues
and opportunities, sometimes  where IT may not prove to be the answer, but it
has become apparent that this requires a new set of skills to support business
managers in achieving it. These factors have led directly to the development of
the business analyst role. Having identified the busi ness analyst role, we now
need to recognise the potential this can offer, particularly in a global economic
environment where budgets are limited and waste of financial resources is
unacceptable. The importance of delivering the business benefits predicted for
business change initiatives has becoming increasingly necessary to the
survival of organisations.

The use of consultants

Many organisations use external consultants to provide expert advice
throughout the business change lifecycle. The reasons are clear: they can be
employed to deal with a specificissue onan 0 arse e d badi$) and they bring a
broader business perspective and thus can provide a dispassionate, objective
view of the company. On the other hand, the use of external consultants is often
criticised, particularly in public -sector organisations, because  of the lack of
accountability and the absence of any transfer of skills from the external
consultants to internal staff.

Cost is also a key issue. Consultancy firms often charge daily feerates that are
considerably higher than the employment cost for an internal analyst and,
whilst the firms may provide consultants who have a broad range of expertise,
this is not always guaranteed. The experiences gained from using external
consultants have also played a part in the development of the internal business
analysis role. Many business analysts have argued that they can provide the
same services as external consultants and can, in effect, operate as internal
consultants. Reasons for using internal business analysts as consultants,
apart from lower costs, include speed (internal consultants do not have to
spend time learning about the organisation) and the retention of knowledge
within the organisation. These factors have been recognised as particul arly
important  for projects where the objectives concern the achievement of
business benefit through the use of IT,

and where IT is a prime enabler of business change. As a result, although
external consultants are used for many business purposes, the majority of
business analysts are employed by their organisations. These analysts may lack
an external viewpoint but they are knowledgeable about the business domain
and, crucially, will have to live with the impact of the actions they recommend.
Consequently, there have been increasing numbers of business analysts working
as internal consultants over the last decade.
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THE SCOPE OF BUSINESS ANALYSIS WORK

A major issue for business analysts, based on feedback from a wide range of
organisations, is the definit ion of the business analyst role. Discussions with
several hundred business analysts across arange of business forums have
highlighted that business analysis job descriptions are unclear and do not
always describe their responsibilities accurately. A quic k survey of the job
advertisements for business analysts also reflects arange of possibilities. For
example, in some cases the job description of abusiness analyst seems, on close
inspection, to be similar to that of an analyst/programmer, e.g.6 Can desd at
must have experience of S QL In Other organisations the business analysts are
required to work with senior stakeholders and need to have detailed business
domain knowledge. Even though the role of the business analyst emerged
almost 20 years ago, a for mal definition of the role is still debated hotly
whenever there is a group of business analysts.

The range of analysis activities

One way in which we can consider the business analyst role is to examine the
possible range of analysis activities. Figure 1.2 shows three areas that we
might consider to be within the province of the business analyst.
Consultants, both internal and external, who specialise in strategic analysis
often have to get involved in business process redesign to make a reality of
their strategies, and good systems analysts have always needed to understand
the overall business context of the systems they are developing. However, it is
useful to examine them separately in order to consider their relevance to the
business analyst role.

Figure 1.2 Potential range of the business analyst role

Strategic analysis and definition

Business analysis

IT systems analysis

Strategic analysis and definition

Strategic analysis and definition is typically the work of senior management,
often supported by strategy consultants. Some business analysts, albeit a
minori ty, may berequired to undertake strategic analysis and identify business
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transformation actions, but most will probably have a role to play in
supporting this activity.

In the main, we believe that strategic analysis is mostly outside the remit of
busines s analysis. We would, however, expect business analysts to have access to
information about their or g ani s étsiness Gteategy and be able to
understand it, as their work will need to support the achievement of this
strategy. Given that business analys ts often have to recommend process and IT
system solutions,

it could be argued that they define the tactics that will deliver the business
objectives and strategy. Hence, it is vital that they are able to work within the
strategic business context. It may also be the case that some business analyst
roles will require strategic -level thinking. The use of IT to enable business
improve - ments and the opportunities presented by technology will need to be
considered during any strategy analysis. The business analysts are the
specialist team within organisations that should be able to advise on the use
of technology to drive business change. Given these issues, we feelthat although
strategic analysis work is not core to business analysis, business analysts will
need a good understanding of strategy development processes. Chapter 3
explores arange of strategic analysis techniques and provides an overview of the
strategic planning process.

IT systems analysis

At the other end of our model, there is the IT disciplin e called systems
analysis. The systems analyst role has been in existence for over 40 years and
can be defined clearly. Systems analysts are responsible for analysing and
specifying the IT system requirements in sufficient detail to provide abasis for
the evalua - tion of software packages or the development of a bespoke IT
system. Typically, systems analysis work involves the use of techniques such
as data modelling and process or function modelling. This work is very
specific to describing the comput er system requirements, and so the
products of systems analysis define exactly what data the computer system
will record, what processing will be applied to that data and how the user
interface will operate.

Some organisations consider this work to be of such a technical nature that
they perceive it to be completely outside the province of the business analyst.
They have decided that modelling process and data requirements for the IT
system is not part of the role of the business analyst, and have separate d the
business analysis and IT teams into different departments. The expectation
here is that the IT department will carry out the detailed IT systems modelling
and specifica - tion. The job role 6 s y s taenmd tergds$ t0 be used rarely these
days, and the detailed specification of the requirements is often undertaken
by systems designers or developers.

However, in some organisations the term 0 Iblisiness a n a | fias be&@n adopted
to identify a business analyst working in the area traditionally known as
systems analysis. The essential difference here is that a business analyst is
responsible for considering arange of business options to address a particular

problem or oppor- tunity; on the other hand an IT business analyst, or
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systems analyst, works  within a defined scope and considers options for the
IT solution.

In some organisations there is little divide between the business analysts and
the IT team. In these cases the business analysts work closely with the IT
developers and include the specification of IT system requirements as a key
part of their role. In order to do this, the business analysts need a more detailed
understanding of

IT systems and how they operate, and need to be apply to use the approaches and
modelling techniques that fell historica lly within the remit of the system
analyst job role.

Business analysis

If the two analysis disciplines described above define the limits of analysis
work, the gapinthe middle is straddled by business analysis. Hence Figure
1.2 highlights the possible extent of business analysis work. Business
analysts will usually be required to investigate a business system where
improvements are required, but the range and focus of those improvements
can vary considerably.

It may bethat the analysts are asked to resolve alocalised business issue. They
would need to recommend actions that would overcome a problem or achieve busi -
ness benefits. However, it is more likely that the study is broader than this and
requires investigation into several issues, or perhaps ideas, regarding increased
efficiency or effectiveness. This work would necessitate extensive and detailed
analysis. The analysts would need to make recommendations for business changes
and these would need to be supported by a rigorous business case.

Anot her possibility is that the business analyst is asked to focus specifically
on enhancing or replacing an existing IT system in line with business
requirements.

In this case the analyst would deliver a requirements document defining
what the business requires the IT system to provide.

Whichever situation applies, the study usually begins with the analyst
gaining an understanding of the business situation in hand. A problem may
have been defined in very specific terms, and a possible solution identified,

but in practice

it is rare that this turns out to be the entire problem and it is even rarer that
any proposed solution addresses all of the issues. More commonly, there may be
a more general set of problems that require a broad focus to the study. For any
changes to succeed, the business analyst needs to consider all aspects, for
example the processes, IT systems and resources that will be needed in order to
improve the situation successfully. In such cases, techniques such as stakeholder
analysis, business process modelling and requirements engineering may all be
required in order to identify the actions necessary to improve the business
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system. These three topics are the subjects of later chapters in this book.

Realising business benefits

Analysing busine ss situations and identifying areas for business improvement
is only one part of the process. The analyst may also be required to develop a
business case in order to justify the required level of investment and ensure
any risks are considered. One of the k ey elements of the business case will be

the identification and, where relevant, the quantification of the business
benefits.
Organisations are placing increased emphasis upon ensuring that there is

a rigorous business case to justify the expenditure on business improvement

proj - ects. However, defining the business case is only part of the picture; the
delivery ordor e al i of thdse lusingss benefits once the solution has been
delivered is also gaining increasing focus. This is largely because there ha s
been a long history of failure to assess whether or notthe business benefits

have been realised. The business analyst will not be the only person involved
in this work, but supporting the organisation in assessing whether predicted
business benefits have been delivered is a key element of the role.

Taking a holistic approach

There appears to be universal agreement that business analysis requires the
application of an holistic approach. Although the business analyst performs a
key role in supporting mana gement to exploit IT in order to obtain business
benefit, this has to be within the context of the entire business system. Hence,
all aspects of the operational business system need to be analysed if all of the
opportunities  for business improvement are to be uncovered. Figure 1.3
represents the four views that it is useful to consider when identifying areas for
improving a business system.

This model shows us that business analysts need to consider these four aspects
when analysing a business system. For each area, we might consider the following:

e The processes: are they well defined and communicated? Is there good IT
support, or are several 6 wor k ar anu exidtenée? Does the process
require documents to be passed around the organisation unnecessarily?

« The people: do they have the required skills for the job? How motivated
are they? Do they understand the business objectives that they need to
support?

e The organisational context: is there a supportive management
approach? Are jobs and responsibilit ies well defined? Is there effective
cross -functional working?

. 1he technology: do the systems support the business as required? Do they
provide the information needed to run the organisation?

Figure 1.3 The four views of a business system
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Organisation

Technology

Processes

We need to examine and understand these four areas if the business system is
to be effective. It is often the case that the focus of a business analysis or
business change study is on the processes and the IT support. However, even
if we have the most efficient proc esses with high standards of IT support, the
system will have problems if the staff members do not have the right skills to
carry out their work or the organisation structure is unclear.

It is vital that the business analyst is aware of the broader aspects relating
to business situations such asthe culture of the organisation and its impact
on the people and the working practices. The adoption of an holistic approach
will help ensure that these aspects are included in the analysis of the
situation.

Busin ess analysis places an emphasis on improving the operation of the entire
business system. This means that, although technology is viewed as a factor
that could enable improvements to the business operations, there are other
possibili - ties. The focus on business improvement rather than on the use of
automation per se results in recommendations that typically, but not
necessarily, include the use of IT. There may be situations where a short -term
non -1T solution is both helpful and cost-effective. For example , a problem may
be overcome by developing internal standards or training members of staff.
These solutions may be superseded later by longer -term, possibly more costly,
solutions but the focus on the business has ensured that the immediate needs
have been met. Once urgent issues have been handled, the longer-term
solutions can be considered more thoroughly. It is important that our focus
as business analysts is on identifying opportunities for improvement with
regard to the needs of the particular situation . If we do this, we can recommend
changes that will help deliver real business improvements.
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Supporting business change

It is often observed that even when the business analysts have defined
excellent solutions that have been well designed and developed, business
improvement initiatives  can fail during implementation. The business analyst
may be required to support the implementation of the business changes, and
Figure 1.3 offers an effective structure for identifying the range of areas to be
considered . One aspect may be the business acceptance testing davital element
if business changes are to be implemented smoothly. The business anal yst 6s
involvement in business acceptance testing can include work such as
developing test scenarios and working with users asthey apply the scenarios
to their new processes and systems. The implementation of business change
may require extensive support from business analysts, including tasks such
as:

e writing procedure manuals and user guides;

. training business staffin the use of new processes and IT systems;

. defining job roles and writing job role descriptions;

e providing ongoing support as the business staff begin to adopt the new,
unfamiliar approaches.

Chapter 14 explores further the implementation of business change and the key
elements to be considered.

THE ROLE AND RESPONSIBILITIES OF A BUSINESS ANALYST

So where does this leave us in defining the role and responsibilities of a
business analyst? Although there are different role definitions, depending
upon the organisation, there does seem to be an area of common ground
where most business analysts work. The responsibilities appear to be:

* To investigate business systems, taking an holisticview of the situation. This
may include examining elements of the organisation structures  and staff
developmentissues as well as current processes andIT systems.

. 10 evaluate actions to improve the operation of a business system. Again,
this may require an examination of organisational structure and staff
development needs, to ensure that they are in line with any proposed
process redesign and IT system development.

. Todocument the business requirements for the IT system support using
appropriate documentation standards.

In line with this, we believe the core business a nalyst role should be defined as:
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However, this definition is expanded by considering the guiding principles
that wunderpin business analysis. These principles explain why business
analysis is so important for organisations int o d abusiness world and impose
responsibilities that business analysts must recognise and accept.

The guiding principles for business analysis are:

e Root causes, not symptoms: to distinguish between the symptoms of
business problems and their root causes, and to investigate and address the
root causes.

. Business improvement, not IT change: to recognise that IT systems
should enable business opportunity, to analyse opportunities for business
improvement and to enable business agility.

. Options, not solutions: to challenge predetermined solutions, and
identify and evaluate options for meeting business needs.

. Feasible, contributing requirements, not all requests: to be aware of
financial and timescale constraints, to identify requirements that are not
feasible and do not contri bute to business objectives, and to evaluate stated
requirements against business needs and constraints.

. 1he entire business change lifecycle, not just requirements definition:
to analyse business situations  and support the effective development, testing,
deployment and post- implementation review  of solutions.

« Negotiation, not avoidance: to recognise conflicting stakeholder views and
requirements, and negotiate conflicts between stakeholders.

» Business agility, not business perfection: to enable organisa tions to be
responsive to external pressures and to recognise the importance oftimely,
relevant solutions.

Further to the definition and guiding principles, in some organisations there
are business analysis roles that apply to the strategic analysis or systems
analysis activities described above. This is typically where business analysts
are in amore senior role or choose to specialise. These aspects are:

e Strategy implementation: here, the business analysts work closely with
senior management to help define the most effective business system to
implement elements of the business strategy.

. Business case production: more senior business analysts usually do this,
typically with assistance from finance specialists.

» Benefits realisation: the business analysts carry out post-
implementation reviews, examine the benefits defined in the business case
and evaluate whether or notthe benefits have been achieved. Actions to
achieve the business benefits are also identified and sometimes carried
out by the business analysts.

« Specification  of IT requirements, typically using standard modelling
techniques such as data modelling or use case modelling.
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THE BUSINESS ANALYSIS MATURITY MODEL

As the business analysis function has developed within organisations,

a progression has emerged reflecting this development process. The business
analysis maturity model (BAMM) shown in Figure 1.4 was developed by Assist
Knowledge Development Ltd., in conjunction with Matchett Ltd., to represent
the development and maturity of bus iness analysis.

Figure 1.4 The business analysis maturity model
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PROCESS
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SYSTEM
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This model reflects discussions with hundreds of business analysts (BAS)
working for numerous organisations across the UK and in Australia. These
BAs have come from different backgrounds & some from IT, and many from
business areas & and have brought different skills and knowledge to their
business analysis teams. The model uses two axes: the scope of the work
allocated to the BA and the B A dGasithority level. The sc ope may be very
specific, where an initial study has identified the required course of action

and the analyst now needs to explore and define the solution in greater
detail. Alternatively, the scope may only have been defined at an overview
level, with the BA having to carry out detailed investigation to uncover the
issues before the options can be explored. The authority of the BA can also
vary consider - ably, ranging from a very limited Ilevel to the ability to
influence and guide at senior management level.

The business analysis maturity model shows three levels of maturity found

when business analysis is developing. The first of these is where the business

analysis work is concerned with defining the requirements for an IT system

improvement. At this level, the scope is likely to be well defined and the level
of authority to belimited to the project on which the business analyst works.

The next level is where the business analysis work has moved beyond a

specific area or project, so that the analysts work cross functionally on the
busi - ness processes that give rise to the requirements. The third level is
where the scope and authority of the analysts are at their greatest. Here, the
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business analysis work is concerned with improving the business and
working with senior management to do this.

These levels of maturity apply to three perspectives on business analysis: the
individual analysts, the business analysis teams within an organisation, and
the business analysis profession as a whole. At each level, the application of
tech- niques and skills, the use of standards and the evaluation of the work
through measures can vary considerably. One of the points often raised about
the BAMM is its link to the capability maturity model integration (CMMI)
represe nted in Figure 1.5. The CMMI was developed by the Software
Engineering Institute (SEI)  at Carnegie Mellon University andisan approach
used for process improvement  in organisations. If we consider the BAMM in
the light of the CMMI, we can see that the five levels of the CMMI apply at
each level of it.

Figure 1.5 The capability maturity model integration

Continuously  improving

/» Optimizing proceSS

Qualitatively | Performance managed
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An organisation workin gto develop its business analysis function may begin by
aiming the BAs at requirements definition  work. In doing this, the BAs may
initially have to develop their own process and standards. Therefore they would
be at the System Improvement level of the BAMM and the Initial level of the
CMMI. By contrast, an organisationthat has employed business analysts for
some time may have analysts that can work at all three levels ofthe BAMM. The
analysts working at the Business Improvement level may have a defined process,
standards and measures that are managed for each assignment. These BAs are
working at the Managed level of the CMMI.

The business analysis profession could also be examined in the light of the
BAMM and the CMMI. A panel discussion at the 2009 Business Analysis
Conference, organised by the International Institute of Business Analysis,
considered whether or not Business Analysis should be deemed to be a
profession.
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The discussion looked at various aspects of what makes a profession. The factors
identified were:

¢ Qualifications: that determine the standard of skills and abilities of the
individual professional  and that are recognised by employing organisations.

. Standards: techniques and documentation standards that are applied in
order to carry out the work of the profession.

. Continuing  professional development: a requirement for the continuing
development of skills and knowledge in order to retain the professional
status.

o Code of conduct: a definition of the personal behaviours and standards
required from a member of the profession.

o Professional body: a body with responsibility for defining technical
standards and the code of conduct, promoting the profession and carrying
out disciplinary action where necessary. This might require the removal of
members where they do not reach the standard required by the code of
conduct.

The conference considered the issue of professionalism, and the consensus was that,
while business analysis had certainly increased in professionalism, there was
still some way to go before it could be called a profession. While the
Information Systems Examinations Board (ISEB) Diploma in Business Analysis
has become a widely accepted qualification, it is still possible to practise as a
business analyst without qualifications, although this is increasingly rare.
There are some recog- nised business analysis standards and techniques, and
some benchmarks, such

as this book, have appeared in the last few years. Continuing professional
development is not a requirement for the major ity of business analysts. Many
business analysts are members of BCS dthe Chartered Institute for IT dand this
professional body has a defined code of conduct for its members and provides
standards and promotion for the profession. Gradually the picture is becoming
clear, and a business analysis profession is developing.

THE FUTURE OF BUSINESS ANALYSIS

Business analysis has developed into a specialist discipline that can really
offer value to organisations. The place of business analysis within the busin ess
change lifecycle is critical if organisations are to benefit from those changes.
Business analysis offers an opportunity for organisations to ensure that
technology is deployed effectively to support their work, and also to identify
relevant options for business change that take account of budgetary and
timescale pressures.

Business analysts can also offer objective views that can challenge the received
wisdom and identify where real business benefits can accrue. Over the last

few years, business analys ts have continued to develop their skills such that the
breadth of work they can engage in has become extensive. As internal
consultants, experienced business analysts are not just able to bridge ITand 6t h e
b us i n ¢hseyscén; also improve areas where suc cess has traditionally been a
struggle, such as the achievement of predicted business benefits. Further, where
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outsourcing initiatives operate across departmental boundaries and sometimes
have impacts upon the entire organisation, the work carried out by business
analysts is vital if the new partly in-house, partly outsourced processes and
technology are going to deliver effectively. The challenge for the analysts is to
ensure that they develop the extensive toolkit of skills, both behavioural and
techn ical, that will enable them to engage with the problems and issues facing
their organisations, and assist in their resolution. The challenge for
organisations is to support the analysts in their personal development, ensure
they have the authority to carry out business analysis to the extent required
by the situations they face, and listen to their advice. This book has been
developed primarily

for the business analysis community but also to help professionals face the

challenges oft o d abysingss environ ment; we hope all business managers, staff

and analysts will find it useful.

2. THE COMPETENCIES OF A BUSINESS ANALYST
INTRODUCTION

Good busin ess analysts can make the difference between a poor and a great
investment in business and IT improvements. They can also help to resolve issues
without jumping  to premature conclusions. But what exactly is a good business
analyst? This chapter aims to address this question by identifying and describing
the competencies that business analysts need in order to be effective in the modern
business environment. Competence has been described by the Working Group on
Vocational Qualifications (1986) a s  Odbilt § to do a particular activity to a
prescribed st a n d &ar thé purposes of this chapter, we define a compe- tency as
something a business analyst needs in order to perform his or her job effectively.
The set of business analysis competencies can be divid ed into three broad groups,
as illustrated in Figure 2.1.

Behavioural skills and personal qualities concern the way you think and how
you interact with the people around you. They are not specific to business
analysis, but are general skills that are important for developing and
progressing in any business environment. Behavioural skills are arguably
more important than tech- nical or business skills, since they are a
prerequisite for working with other peo-

ple. It is often said that it is easier to give a person with good behavioural skills
the techniques they need for their job than to graft behavioural skills on to a
good technician. One of the main reasons for this is that good behavioural skills
take many vyears to develop. We shall have more to say on developing
competencies later in this chapter.

Business analysts also require business knowledge, which helps them to develop
a good understanding of the organisation and the business domain or sector
within which it operates. This knowledge is vital if a business analyst is to
offer advice and insights that will help improve the or gani sati ono
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performance.

Business knowledge can be developed through reading relevant literature or
studying for business qualifications and can be given context by working in
a variety of business and project environments.

The techniques of business analysis are those specific to the role that
differentiate it from other business or IT roles. They are the technical skills
required particu - larly of the business analyst role. Each of the competencies
shown in Figure 2.1 is discussed in the sections that follow; those marked with
asterisks are covered in more detail in specific chapters of this book.
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Figure 2.1 The competencies of a business analyst

Competencies of a business
analyst
|
[ | |
Behavi I skill d | ’ ;
ehavioural ski S and persana Business knowledge Techniques
qualities
Communication | _I Finance and the economy | | Project management

| Relationship building | | Business case development* | | Strategy analysis* |
| Influencing | % Domain knowledge | | Stakeholder analysis and management*
| Team working | | Subject matter expertise | | Investigation techniques* |
_I Political awareness | | Principles of IT | _I Requirements engineering* |
|Analytica| skills and critical thinking| | Organisation structures and design | | Business system modelling* |
_I Attention to detail | | Supplier management | _I Business process modelling* |
—I Problem solving | j Data modelling* |
| Leadership | | Managing business change* |
—I Self belief | ﬂ Facilitation techniques |

BEHAVIOURAL SKILLS AND PERSONAL QUALITIES

These are the interpersonal skills and characteristics that are useful for a
business analyst.

Communication

Communication is perhaps the most important skill a human possesses.
It encompasses a wide range of skills such as building rapport,
listening, influencing and building empathy. Much analysis work
involves collecting and analysing data and then presenting back
information that brings

new perspectives on the project, so as to propose a course of action. Poor
communication skills are often cited as problematic for IT staff and this is
explained by the fact that communication at the system level is between
computer and human. This type of communication is based on logic.
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Generally, computers are predictable and do as they are told. When
dealing with people, alogical approach does not always apply and many
IT professionals become frustrated with business colleagues when there
isafailluretodo 6t he obvious thingo.

Business analysts need to communicate with business colleagues in a language
and style they are comfortable with and avoid what they perceive as 6t ec-hno
babbl ed.

Spending time with the intended audience will help you to understand what
the communication nor ms are and what will be effective.

It is important, too, that business analysts can adjust their communication
to align with the people they are talking to. The managing director, for
example, will most likely have a different view and different interests , and
use different language, from shop -floor workers.

Relationship building

This is an extension of communication skill and concerns the ability to geton
well with people, at aworking if not a social level. Some people seem to possess
this ability natu rally but others have to work at it o either way, it is essential
for abusiness analyst. As abusiness analyst, you need to get people to impart
infor - mation and share opinions with you, and also to discuss ideas for
change. All of these things will be very much easier if the people concerned like
and trust you.

Those who possess this skill naturally seemto take areal interest in other people,
making them feel respected and important. This approach is often vital for
successful relationship  building.

Influencing

Business analysts often conclude their analysis by recommending a course of
action. If that conclusion is at odds with preconceived ideas about what

is required or calls for radical or unexpected action, then the ability to
influence is essentia |. Successful influencing requires a concerted effort.
Emailing the decision -makers with a set of PowerPoint slides is not enough.
You need to understand the people who will influence the decision. Some are
obvious, such as the project sponsor, project man agement, governance
committees, project boards and other steering groups. Some are hidden,
such as networks of colleagues, with personal agendas and hidden
information. Identifying each of these stakeholders and understanding the
amount of power they exert over the decision -making processes will allow you
to target and influence the decision - makers most effectively. Once decision -
makers have been identified, you can then define a course of action to take
the decision forward. This may involve briefing othe r colleagues, such as
more senior staff or representatives on decision -making groups, or
influencing business colleagues directly.

The influencing itself needs careful consideration and prior planning. Business
analysts have to develop an understanding of where the other party stands on
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their proposal, the likely resistance and the influencing style needed to
approach the person or group. For example, some managers might defer all
decisions to another group, require all information at a very detailed level or
ask only for a high -level summary. Some are interested in all the technicalities,
others in just the 6 v i sortlerdd p ig c t Tailairdg . the approach is vital for a
successful outcome.

The analysis itself may be questioned, and business analysts are often them -
selves influenced to take or suggest another course of action. This may involve
another round of influencing, facilitating a round -table discussion or
seeking support from senior colleagues on the best course of action. This is
especially true when the business analyst is caught in the middle of opposing
views. It also suggests that another personal quality that business analysts
need from time to time is the ability to withstand pressure.

Team working

Business analysts often work in teams. The nature of business analysis work
is that it requires information to be collected from many sources, such as
business colleagues, IT suppliers and internal suppliers as well as project
team members or management. Hence, a team approach is often used.

An understanding of your role within the team and of what needs to be done
and an appreciation of the working style of others are, therefore, important to
ensure that the project objectives are achieved.

Political awareness

This is a bit like an elephant d hard to describe, but you know it when you seeit.
One way of defining such awareness is to use the word 6 n o uwhidh, one
dictionary describes as 6 ¢ o mmsemse; g u mp t ibotnhat, d o e s quite tconvey
what we mean. Theterm 6 st r e ealsoncaptue & part of what we are getting at.
Essentially, what we are talking about is an ability to work out what is and is not
politically acceptable in an organisation and to use the right organisational
levers to get things done.

This means knowing the sources of power within the organisation,
understanding what they like and d o n ikké and tailoring our approach
accordingly. Having political awareness, by the way, emphatically does not mean
accepting the status quo; it does mean using resourcefulness and being a stute
to get results, even in the face of opposition.

Analytical skills and critical thinking

Since the role we are talking about here is that of business analyst, it is clear
that analytical skills form a major part of the job, but what does this mean in
practice? It means not settling for the obvious, not accepting things at face
value and not jumping to premature conclusions. It means digging deeper and
deeper until the true situation is uncovered and the real problem has been
defined. It involves sifti ng through masses of often conflicting data and
determining which is relevant and which is not and presenting the results of
the analysis in a form suitable for the relevant stakeholders. And it involves
challenging received wisdom at every turn: Why do you do this? What value
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does it add? Where is it done? How is it done? Who is or should be responsible?

When should it happen? Some analysts seem to believe that the job simply
consists of amassing of more and more data in the hope that the answer will
someh ow magically reveal itself, but it will not do so without the active and
critical intervention of the analyst. Over time the analyst will be able to assess

the level of analysis required for a specific situation. One maxim often used
advises doing 20 per cent of the analysis required to get an answer that is 80

per cent of the right answer, and then being 100 per cent con- vincing in your
influencing. This d 0 e smearn taking shortcuts on the analysis;

it does mean recognising the key factors rather than tr ying to analyse everything.

Attention to detail
Although it is sometimes true that the answer to a business problem is
obvious, in most cases this is not so and the real solution is only revealed after

painstaking research. In addition, many business ¢ = ases (see Chapter 13) fail
because there is insufficient detailed evidence for the proposed change. When a
project is handed over to the IT specialists, they often find that many important
issues of detail have not been addressed. So it appears that having an eye for
detail is also an important attribute of a good business analyst.

Problem solving

There are many techniques associated with problem solving, and numerous
books and training courses address the topic. Chapter 4 describes an approach
to cre- ative problem solving. However, here we are talking about the problem -
solving mindset. A business analyst has to approach an issue with the attitude
that prob- lems can be solved. A variation on this is that even if the optimal
solution cannot be implemented, for financial, technical or political reasons,
the business analyst must be pragmatic and be prepared to find other
solutions that will yield at least some business benefit.

Leadership

Leadership is a competency that is often associated with line -managem ent job
roles. However, the fundamental characteristics of leadership o developing a
vision, taking ownership ofthat vision and ensuring the actions to achieve that
vision are implemented & can be applied to all types of work. Thus, leadership
is also applicable to business analysis and in this context may be defined as
creating avision of the options available to address a business issue, advising
stakehold - ers in order to obtain agreement about the vision and then driving
the business change process towards the achievement of that vision.

No two projects are the same. Each project has different objectives, constraints

and stakeholders, and hence the required approach, skills and resources will
differ. It is important to assess each situation on its own merits, decide what is
needed and then design the analysis process. The word 6 a n a | isyused kede in
the broad con- text of analysing business systems, not just IT systems. Business
analysts need to consider all aspects of the environment within which they work,
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including the peo- ple, culture and processes as well as commercial and technical
aspects. Getting the vision and actions right will require holistic thinking and
rigorous analysis, and will position the project for success with key business
stakeholders.

Self belief

This last quality is one that is often overlooked, but is extremely important.

It does not relate to having an enormous ego and wanting to carry all before
you. It does mean that you have sufficient confidence in yourself, in the quality
of your analysis and in the correctness of your solution to be able to withstand
pressure and sustain your arguments. Self belief is a key competence for working
effectively with stakeholders across the broad range of situations likely to be
encounte red by business analysts.

BUSINESS KNOWLEDGE

This section considers the range of business knowledge and understanding that is
essential as a background and foundation for the business a nal ywork.d s

Finance and the economy

The universal language of business is finance. Even in the public and not-for-
profit sectors of the economy, finance plays a key role in deciding what funds are
available and what can and cannot be done. A business analyst needs to have a
good working knowledge of the economy and of the basics of business finance.
This includes

a general understanding of financial reports such as the balance sheet and
profit -and -loss account, offinancial analysis tools such asratio analysis, and

of the principles of costing.

Business case developm ent

Much of the business a n a | ywsrk @il be to assess the costs and benefits of
delivering a project to the organisation. Thus, when communicating analysis
findings, you will need to ensure that you have a view on the financial impact
that the project will have. IT in its own right is only an enabling tool for
business benefits to be achieved, and a business analysis project may
involve other specialists such as management accountants  to understand
and model the business activities and determine how IT can deliver financial
benefit. To develop the business case, a basic understanding of finance is
required along with the financial workings of the business area being

considered. Business analysts involved in business case preparation will
need to understa nd basic investment appraisal techniques and work closely
with the finance department. These techniques are explained in Chapter 13.

Over recent years many business analysts have developed a greater
understanding of the benefits and costs of technical solutions. This is a
positive development, since it enables analysts

to discount costly options quickly, and appreciate the true value and
impact of their work on their organisations.
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Domain knowledge

This is a good general understanding of the business domain, or sector, in
which your organisation operates, be it private, public or not-for-profit. Apart
from the general domain, there is more specific domain knowledge, for
instance of the supermarket or local government sectors. The reasons why
this knowledge is required are threefold:

¢ [t enables you to talk sensibly with the business people involved in the
project, in alanguage that they can understand. (The personal qualities
of communication and relationship -building also help here.)

o It Will help you to understand what would and would not be acceptable or
useful in this business domain. Issues of profit, for instance, are unlikely to
be of interest when working in a social -security department.

. It may enable you to take ideas, particularly those relating to best practice
or 0 b evsatl (a®K government term), from part of a sector and apply them
elsewhere.

Subject matter expertise

This takes the domain knowledge to alower level of detail. A good understanding

of the business area in which you work is important in order to establish
credibil - ity with your customer. The level of expertise required will again
depend on the type of work being done; for example, if the project is concerned
with strategic

matters, this will require an understanding of indus try structures,
organisation design, business models and business drivers for strategic
change. At amore operational level, adiscussion on the replacement of existing
systems will require an understanding of how the existing systems are
configured to meeting current business needs. Business analysts may be
specialists in particular business domains, with a strong and detailed
understanding of the subject area, who can pinpoint very quickly areas for
improvement, and identify what needs to change or to be analysed by using
existing knowledge and contacts. Alternatively, they could be generalists with
outline knowledge about individual business areas

who rely on others to bring the relevant detailed knowledge. There is no right
or wrong answer to being a specialist or a generalist. Both are valuable,
depending on the organisational context. The key point is to assess how well
your competen - cies meet the needs of the current situation and to recognise
your strengths

and weaknesses. You can then take any necessary actions such as developing
specialist knowledge, requesting input from specialists or asking for a new
perspective from a generalist who can take a broader view.

Principles of IT

Many business analysts do not come from an IT background and say o righ tly
o that their job is not to be expert in IT-related issues; that, after all, is why
there are systems analysts, software engineers  and so on. However, as so many
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business analysis projects result in the use of IT in some way, a general
understanding of the field seems necessary so that business analysts can
communicate meaningfully with the IT professionals.

The extent to which you will need technical knowledge will depend on the nature
of the analysis work being undertaken. Although  strong technical kn owledge is
often useful, this may be better obtained from those with specialist skills, for
example systems analysts, developers or external suppliers. The key requirement
is that the business analyst can understand the technical terms used by IT
specialis ts and help the business users to appreciate any impacts on the
organisation. However, since business analysts often investigate IT solutions, they
should also possess an understanding of IT fundamentals, including areas such
as:

e how computers work, incl uding operating systems, application software,
hardware and networks;

» Systems -development lifecycles, for example the 6 Vndodel or the unified
process;

« Systems -development approaches, for example the dynamic systems
development method (DSDM), agile devel opment and the unified modelling
language (UML);

» the relative pros and cons of developing systems and of buying them & othef
shel f 0;

. frends and new opportunities that IT brings. such as ecommerce, grid com -
puting and mobile technologies, and how these impact systems development.
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Organisation structures and design

As well asinvolving processes and IT, many business analysis projects involve
restructuring organisations to a greater or a lesser degree, for example to remove
handoffs, to centralise aprocess orto improve the customer service. Because of
this, it is important for a business analyst to have a good understanding of the
various organisation structures that may be encountered & functional,
project, matrix and so on d and of their relative strengths and weaknesses.

Supplier management

Many organisations use external suppliers to deliver their IT systems, either on
an ad-hoc basis or perhaps through a more comprehensive outsourcing arrange -
ment. In recent years, outsourcing arrangements have been extended to cover
whole business processes or even an entire business function. For example, many
organisations have outsourced payroll activities for several years, butsome have
now extended this to cover much of the human resources (HR) work, from
recruit - ment to HR record keeping. The selection and contracting of suppliers
tends to fall within the domain of the supplier management function. However,
for some outsourcing contracts the business analyst may carry out or be
involved in this work, and so needs a broad understanding of procurement and
supplier manage - ment processes. As a minimum, business analysts should be
aware of the different contractual arrangements that are available, for example:

e Time and materials: where the contracted party is paid on the basis of the
time worked.

. Fixed price delivery: where the contracted party is paid the price that they
originally agreed for the delivery of piece of work according to the precise
specification.

» Risk and reward: where the contracted party has agreed to bear some or all
of the risk of the project, for example by investing resources such as staff
time, materials or office space, but where the potential rewards are greater
than under other  contractual arrangements.

Business analysts should alsounderstand the supplier management process, and
should be able to engage with suppliers to ensure that they deliver their services
effectively.

TECHNIQUES

Finally, we consider the techniques that the business analyst will need to
apply during assignme nts.

Project management

The Association for Project Ma n a g e m8ady d knowledge (APM, 2006) has seven
sections that describe the work of a project manager. The Project Management
Insti - t ut eqbigalent publication (PMI 2008) lists the project managem ent
context and
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processes, scope management, integration  management, time management, cost
management, quality management, human  resource management,
communications management, risk  management and  procurement
management. It is unlikely that a business analyst will be called upon to display
skills in all of these areas, but where the project team is small the analyst may
be required to undertake the project manager role. Larger projects often employ
a specialist project manager. However, there are some project skills that an
analyst should have. For example, understand - ing project initiation is vital
since it allows the analyst to understand, or even define, the terms of reference
for the project. It is also important that analysts understand project
manage ment planning approaches das they will have to work within a

plan d and are aware of particularly relevant aspects such as dependencies between
tasks, quality assurance and risk management.

Strategy analysis

This covers a range of techniques that can be used to understand the business
direction and the strengths and weaknesses of an organisation, or part of an
organisation. Strategy analysis is explored in more detail in Chapter 3.

Stakeholder analysis and management

This includes understanding who are the stakeholders in a business analysis
project and working out how their interests are best managed. Stakeholder
analysis and management is the subject of Chapter 6.

Investigation techniques
Clearly, to getto the root of a business issue the analyst will have to undertake
detailed analysis of the area. Investigation techniques are reviewed

Requirements engineering

This is the set of practices and processes that lead to the development of a set of
well -formed business requirements, from whic h the business and IT solutions
can be developed.

Business system modelling
Business system modelling is an approach to visualising business systems
through the creation of conceptual models.

Business process modelling

Whereas a business system model looks at the entire business system in
overview, more detailed process models are used to map and analyse how the
business processes actually work and to help identify opportunities for process
improvement. Business process modelling is the subject of Chapter 8.

Data modelling

Analysing the data held and used within a business system affords valuable
insights into how the system operates. For example, what are the data items that
are held about our customers? What are the relationships between customers,
products and suppliers? The entity relationship modelling and class modelling
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techniques are discussed .

High

Managing business change

This covers the techniques needed to implement changes within an
organisation and to make them 6 s t iMarading business change is the
subject

Facilitation techniques

The interpersonal skills required for effective facilitation & usually exhibited
wit hin the context of a workshop & are those described under the heading
0 Be h av isklls aral Ipersonal g u a | i. However,6there are other qualities
that provide the basis for skilled facilitation. It is necessary to apply the
process for effective facilitation, in particular in the preparation for a
workshop. The analyst also needs the knowledge of a range of techniques and
the ability to apply them. These techniques include such approaches as
brainstorming, mind - mapping, the use of Post-it notes, Edward de B o n cd8ssi X
thinking h a t (de®@ono 1990) and so on. There is not the space to covers these
topics in depth here, but an introduction to some is provided . In addition, the
OFur trhreeardi n g & atshe cendi ob this chapter identifies some useful
publications. Effective facilitation usually results from a combination of the
right qualities in the facilitator and the choice of the right techniques to
match the task and the cultural context of the organisation in which it is
being used.

THE RIGHT COMPETENCIES FOR THE RIGHT SITUATION

A key task for the management of business analysts is to ensure that there is
a good fit between the competencies needed for the analysis to be carried out.
Putting a junior analyst is a situation where higher -level skills are required
can be demotivating, and the reverse is also true. Figure 2.2 offers a simple
model for thinking about the situation and the competencies and skill levels
required.

Figure 2.2 Skill analysis matrix

Low

A

WHAF

» ow
HOW
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In quadrant 1, the analysis to be done is well understood, as is the process
for doing it. This would be the starting point for a new analyst. As an
example, analysing the costs and benefits of an end-user -requested bug fix
to asystem might fall into this category. This might equate to level 3 or 4
in the SFIAplus framework (which is described later in this chapter).

In quadrant 2, the analysis that needs to be done is not clearly understood,
although how it is to be done is underst ood. This would be work for a more
experienced analyst. For example, a new collaborative technology that has a
predefined way of being deployed might be introduced into the organisation.
However, the organisation might be unsure which are the high -value areas
in which this technology should be deployed, leading to the need for some
feasibil - ity analysis. This may equate to level 4 or 5 in the SFIAplus
framework.

In quadrant 3, the analysis that needs to be done is understood, although it
is not clear how it is to be done. As with quadrant 2, this would be work for a
more experienced analyst. For example, the organisation may want to move
from a variety of packaged systems solutions to asingle enterprise resource
planning (ERP) system. However, the way to achieve this may not be clear if
the organisa - tion has never attempted such athing before. This may equate
to level 4 or 5in the SFIAplus framework.

In quadrant 4, neither the analysis to be done nor howit is to be done
are understood. This type of work is for the experienced analyst, and borders
on a need for consulting skills. The analyst needs to facilitate the
organisation in its thinking about what it is trying to achieve. In this
example the brief can be as vague as 6 Weeed to reduce ¢ o s t© SMaeged to
improve s a | @ 6 Wieeed to innovate mo r dléis. may equate to level 6 in
the SFIAplus framework.

HOW CAN | DEVELOP MY COMPETENCIES?

Earlier sections of this chapter have identified a wide range of competencies

that a business analyst will eve  ntually wantto master, but to someone new

to the role the list may appear rather daunting. Also, of course, the

guest i dhavedt®dlmave all of these competencies in order to be a useful

anal yisst ?rbai sed. The answer to tnessanalysts cl ear |
usually start out in the role with well -developed competencies in some

areas and less ability in  others.

The first step in developing as a business analyst is to understand the
competencies required of a business analyst in your organisation . This
should include an assessment of both the current and the future
competencies required. Your HR department or line management may be
able to provide an outline definition of the competencies required and many
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organisations have internal skills framew orks that define the competency
requirements for different roles and grades. Alternatively, you could use an
existing framework such asthe Skills Framework for the Information Age
(SFIA) which has been developed by e-skills UK and the SFIA

Foundation. Thi s framework is described more fully in the next section.
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Essentially, there are three ways in which business analysts can develop
their competencies: training, self-study and work experience.

Training

This is particularly useful for the concrete techn iques and, to some extent, for
the behavioural skills and personal qualities. Classroom -based training
allows skills to be learned and practised in arelatively safe environment, with
atutor on hand to offer support, guidance and encouragement. It also allows
course delegates to share knowledge and experience, which helps to enrichen
the learning experi- ence. Computer -based training can also be useful, in
particular where the need is to gain knowledge. Some training courses lead to
industry qualifications , such as those offered by the ISEB. Industry
qualifications are discussed further in the next section.

Self-study

Self-study is an excellent way for analysts to grow their business
knowledge. As well as textbooks, reading publications such as the Financi al
Times, the Economist, the Harvard Business Review and other technical and
professional journals will broaden and deepen the a n a | yusder8tanding

of the business world. The internet also provides a wealth of resources,
including specialist websites, a  rticles and blogs.

Work experience

This provides an opportunity to use and improve techniques and to deepen
business knowledge. It is also the best arena in which  business analysts
can develop their behavioural skills and personal qualities. The performan ce
of most analysts improves over time as their experience grows, but this can be
heightened and accelerated if your organisation operates a proper coaching or
mentoring programme. Even if it does not, there is a lot to be said for
working, or having discu ssions, with more experienced business analysts
whose work you respect.

However, it is important to adapt their approach to your personality and
compe - tencies; what works for one person does not necessarily work for
another.

INDUSTRY SKILLS FRAMEWORKS

SFIA d pronounced 6 s o & anda $FIAplus, the British Computer So c i g tByCED s )
model, are the two major frameworks for the definition of skills in the

information systems industry. These frameworks include six categories of

skill, i ncl udi ngatatr cat ¢ @gghhwsriendeassgqeEl@d@ s ol ut i on
development and i mp | e me n tTheteiae B60skills defined, covering an
extensive range of areas. Several levels are defined for each skill, and these

definitions can be used to build job role descriptions. The levels are

numbered 1to 7: level 1 is follow,

2 is assist, 3 is apply, 4 is enable, 5 is ensure and advise, and 6 is initiate and
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influence. The information in the frameworks can be used to build
descriptions of the skills levels required by the busi ness analyst roles within
an organisation.

SFIA
SFIA is owned and maintained by the SFIA Foundation, a not-for-
profit organisation whose members are:
« BCS, the Chartered Institute  for IT; e-skills
UK;
s the Institution of Engineering and Technology (IET);
. the Institute for the Management of Information Systems (IMIS);
. the IT Service Management Forum (itSMF).
SFIA is used worldwide in all sectors of industry and government as the
preferred framework for defining the skills required of IT professionals. The
licence to use the framework is free of charge, though the SFIA Foundation
requires aroyalty from those using it to support a commercial offering. The
Foundation accredits consultants and partners, and provides training in the
use of the framework.

The business analysis skill

The business analysis skill in SFIA is part ofthe 6 bu s i ale & rsgkid O
category of the SFIA framework. The SFIA description of the business analysis
skill is:

Business analysis skill levels are defined at levels 3, 4, 5 and 6. SFIA
provides a more detailed definition of the skill requirements for each level of
a given skill. For example, business analysis level 5 is described as follows:

Table 2.1 shows the SFIA and SFIAplus description of Business Analysis
skill leve Is 386. Other skills in the SFIA framework that are likely to be
used to describe the skill requirements for business analysts include:

® business process improvement; stakeholder
o relationship management; requirements
» definition and management.

Table 2.1 SFIA and SFIAplus description of Business Analysis skill levels 3 06
Level 3 Investigates operational needs and problems, and opportunities,
contributing

to the recommendation of improvements in automated and non -automated
components of new or changed processes and organisation. Assists in
defining acceptance tests for these recommendations.

Level 4 Investigates operational requirements, problems, and opportunities, seeking
effective business solutions through improvements in automated and
non -automated ¢ omponents of new or changed processes. Assists in the
analysis of stakeholder objectives, and the underlying issues arising from
investigations into business requirements and problems, and identifies
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