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3. ASPECTS 
 

3.1 Introduction 
 

This section discusses the various facets of a Business Analysis initiative and explains how to form high-
performance Business Analysis teams. 

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

• Business Analysis initiatives in any industry 
• Products, services, or any other results to be delivered to Stakeholders 
• 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. 

This chapter is divided into the following sections: 

3.2 Organization—This section covers all the key roles associated with Business Analysis initiatives. 

3.3 Business Justification—This section highlights how to develop a Business Justification to ensure that 
Business Analysis efforts are aligned with organizational goals and deliver measurable value. 

3.4 Business Analysis Approach—This section focuses on which approach to choose for conducting 
Business Analysis—Adaptive (change-driven), Predictive (plan-driven), or Hybrid (a combination of both). 

3.5 Change—This section emphasizes the key responsibilities of the Business Analysis Team in managing 
changes within any Business Analysis initiative.  

3.6 Risk—This section explains Risk, and suggests how to anticipate, address, and control Risks that could 
affect the success of a Business Analysis initiative. 

3.7 Quality—This section focuses on how to create high-quality Business Analysis deliverables that ensure 
Solutions align with accepted business needs, minimize rework, and support informed decision-making. 

3.8 Reporting—This section explains how efficient reporting helps organize, present, and communicate 
information gathered and analyzed throughout the Business Analysis process. 

The Business Analysis aspects must be addressed and managed throughout a Business Analysis initiative.  
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3.2 Organization 
 

Understanding defined roles and responsibilities in a Business Analysis initiative is very important for ensuring 
the successful implementation of Business Analysis. Business Analysis is a diverse field with roles that cater 
to business strategy, technology, data, process improvement, and product management. The right role 
depends on your skills, interests, and industry focus. 

The following are some key roles in Business Analysis: 

3.2.1 Business Analyst 
 

A Business Analyst is the key role in all Business Analysis initiatives and projects. A Business Analyst bridges 
the gap between business needs and desired Solutions by identifying Requirements, analyzing processes, and 
ensuring successful implementation. They facilitate Stakeholder communication, document business 
Requirements, assess risks, and recommend improvements, playing a key role in enhancing efficiency, 
reducing costs, and driving business success. 

Common Titles for Business Analysts: 
 

Business Analysis is a very broad field, and depending on the context, organization, and type of work 
performed, a Business Analyst may be categorized or titled differently across companies. Although this is not 
an exhaustive list, some common titles used to refer to a Business Analyst include the following: 

1. Business Systems Analyst (BSA)—A Business Systems Analyst bridges the gap between business needs 
and IT systems by focusing on system Requirements. Key Responsibilities include: 

• Analyzing business and system processes. 
• Defining technical Requirements for software Solutions. 
• Working closely with developers, architects, and database administrators. 

 

2. Process Analyst—A Process Analyst focuses on improving business processes for efficiency and cost 
reduction. Key Responsibilities include: 

• Mapping current and future business processes (BPMN, Flowcharts). 
• Identifying bottlenecks and inefficiencies. 
• Recommending process automation and optimization strategies. 

 

3. Data Analyst/Business Intelligence (BI) Analyst—A Data Analyst / Business Intelligence (BI) Analyst 
analyzes data trends to help businesses make data-driven decisions. Key Responsibilities include: 

• Extracting insights from data visualization tools (Power BI, Tableau, Excel). 
• Creating reports, dashboards, and key performance indicators (KPIs). 
• Working with databases and SQL to manipulate large datasets. 

 

4.  Enterprise Analyst—An Enterprise Analyst aligns business strategies with IT and operational improvements. 
Key Responsibilities include:  

• Conducting market and competitive analysis. 
• Developing long-term business strategies. 
• Collaborating with senior leadership and Stakeholders. 
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5.  UX Analyst (User Experience Analyst)—An UX Analyst (User Experience Analyst) ensures that software 
Solutions provide the best possible user experience (UX). Key Responsibilities include: 

• Conducting usability studies and user research. 
• Defining user personas and journey maps. 
• Collaborating with UI/UX designers and developers. 

 

6. IT Business Analyst—An IT Business Analyst acts as a liaison between business and IT teams to implement 
technology Solutions. Key Responsibilities include: 

• Translating business needs into technical specifications. 
• Ensuring IT projects meet business Requirements. 
• Supporting software development, integration, and testing. 

 

7. Requirements Engineer—A Requirements Engineer in Business Analysis gathers, documents, and manages 
system Requirements, ensuring Solutions align with business needs while facilitating communication between 
Stakeholders and technical teams. Key Responsibilities include: 

• Collect, analyze, and document business needs. 
• Ensure clear communication between business and technical teams. 
• Prioritize, refine, and adapt Requirements as needed. 

 

8. Management Consultant—A Management Consultant in Business Analysis helps organizations improve 
efficiency, solve business challenges, and drive strategic growth. Management Consultants map current 
business processes, identify gaps, and recommend data-driven Solutions to enhance performance. Key 
Responsibilities include: 

• Analyze business operations, identify inefficiencies, and recommend strategic Solutions. 
• Work with executives and teams to implement changes and drive transformation. 
• Identify potential risks, provide data-driven insights, and assist in making informed business decisions 

for sustainable growth. 
 

3.2.2 Sponsors  
 

A Sponsor provides financial support, strategic guidance, and executive backing for business initiatives and 
projects. Sponsors ensure alignment with business goals, secure resources, and drive success by advocating 
for business priorities and overcoming organizational challenges. 

A Sponsor plays a crucial role in Business Analysis by providing strategic direction, financial support, and 
executive backing for Business Analysis initiatives. Sponsors ensure alignment with business objectives, 
secure necessary resources, and remove obstacles that may hinder progress.  

Sponsors collaborate with Business Analysts to define business and project goals, prioritize initiatives, and 
drive value creation. Their involvement helps maintain Stakeholder engagement, mitigate risks, and ensure 
successful execution. By advocating for business needs and supporting key decisions, Sponsors enable 
smooth implementation of Solutions that enhance efficiency, profitability, and growth. Their leadership and 
commitment are essential for driving long-term business success and sustainability. 
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In Business Analysis, a Sponsor: 

• Provides executive backing, ensuring projects align with business objectives and drive value. 
• Secures funding and resources and removes obstacles to facilitate smooth project execution. 
• Guides key decisions, manages risks, and ensures Stakeholder alignment.  

 

3.2.3 Stakeholders 
  

"Stakeholders" is a collective term that includes all roles that frequently collaborate and interact with the 
Business Analyst across business and technology teams to ensure successful outcomes from Business 
Analysis initiatives. However, not all Stakeholders may be involved in a single Business Analysis initiative. It is 
the Business Analyst’s responsibility to identify and determine which Stakeholders to engage with in a specific 
Business Analysis initiative to ensure its successful implementation. 

Some key considerations used by a Business Analyst to determine which Stakeholders should be involved in 
a Business Analysis exercise are: 

• Understanding Business Analysis Objectives and Context – Business Analysts assess the scope, 
goals, and expected outcomes to identify relevant Stakeholders. 

• Assessing Stakeholder Needs and Expectations – Understanding Stakeholder concerns ensures 
effective engagement and communication throughout the Business Analysis initiative. Business 
Analysts can select relevant Stakeholders based on their influence, interest, and impact on the 
Business Analysis initiative. 

o Engaging with Stakeholders helps identify key decision-makers, influencers, and 
contributors. 

• Reviewing Organizational Structure – Analyzing company hierarchies, departments, and roles helps 
pinpoint Stakeholders with vested interests. 

• Examining Past Projects and Documentation – Learning from previous initiatives helps identify 
recurring key Stakeholders. 

• Engaging Cross-Functional Teams – Business Analysts collaborate with different teams to recognize 
Stakeholders with valuable insights. 

 

The key Stakeholders who interact with a Business Analyst are as follows: 

1. Project Managers (PMs)—A Project Manager is a key role in managing projects, typically using Software 
Development Life Cycle(SDLC) or waterfall framework, and is responsible for oversees planning, 
execution, and delivery of projects, ensuring they meet deadlines, budgets, and objectives. Project 
Managers coordinate teams, manage risks, and communicate with Stakeholders to drive efficiency, 
resolve issues, and ensure successful project completion while maximizing business value. 

A Project Manager plays a key role in Business Analysis by ensuring projects align with business 
objectives and deliver value. Project Managers collaborate with Business Analysts to define Requirements, 
set project goals, and manage Stakeholder expectations. By overseeing timelines, budgets, and 
resources, they ensure efficient execution while mitigating risks. Project Managers facilitate 
communication between teams, ensuring that business needs translate into actionable tasks. They monitor 
progress, adapt strategies based on analysis, and drive data-driven decision-making. Their ability to 
balance business priorities, technical feasibility, and user needs ensures successful project outcomes, 
contributing to overall organizational growth and efficiency. 
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In Business Analysis, a Project Manager: 
• Ensures that Business Analysis activities align with the project scope, timeline, and budget. 
• Collaborates with the Business Analyst to manage Requirements, risks, and changes. 
• Uses Business Analysis insights for better project planning and execution. 

 

2. Product Owner (PO) (Agile)—A Product Owner is typically a role in Agile initiatives such as Scrum, 
Kanban, DevOps etc. Product Owners collaborate with Stakeholders, developers, and designers to define 
the product vision, manage the product backlog, and prioritize features to align with business goals.  

A Product Owner plays a vital role in Business Analysis by bridging the gap between Stakeholders and 
development teams. Product Owners define the product vision, prioritize features, and ensure alignment 
with business objectives. Through market research and user feedback, they create and refine the product 
backlog, ensuring that development efforts focus on high-value features. Product Owners collaborate with 
Business Analysts, UX/UI designers, and developers to translate business Requirements into actionable 
tasks. They continuously assess progress, adapt priorities, and maximize product value. By making 
informed decisions, they drive product success, enhance customer satisfaction, and contribute to overall 
business growth. 

In Business Analysis, a Product Owner: 
• Works with the Business Analyst to define and prioritize user stories and product backlog. 
• Relies on Business Analyst’s insights to ensure the product meets business goals and customer 

needs. 
• Gets insights from Business Analysts in refining product backlog items. 

 

3. Customers—Customers are the backbone of any business, driving demand and success. They seek 
quality products, excellent service, and seamless experiences. Understanding customer needs, 
preferences, and feedback helps businesses improve offerings, build loyalty, and maintain a competitive 
edge in the market.  

In Business Analysis, customers play a vital role as primary Stakeholders whose needs and expectations 
drive business Solutions. They can be internal (employees, departments) or external (end-users, clients, 
partners). Business Analysts (Business Analysts) work closely with customers to Gather Requirements, 
understand pain points, and define value-driven Solutions. By conducting interviews, surveys, and 
feedback sessions, Business Analysts ensure that products and processes align with customer needs.  

Effective communication with customers helps identify trends, improve user experience, and enhance 
business performance. Prioritizing customer needs in analysis leads to higher satisfaction, better decision-
making, and the successful implementation of business Solutions. 

In Business Analysis, Customers: 
• Provide business needs, goals, and pain points to the Business Analyst. 
• Collaborate on requirement validation and prioritization. 
• Use Business Analysis reports to make strategic business decisions. 

 

4. Subject Matter Experts (SMEs)—Subject Matter Experts (SMEs) provide specialized knowledge, validate 
Requirements, and offer insights, ensuring accuracy, efficiency, and informed decision-making in business 
processes, product development, and strategic planning. 
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Subject Matter Experts (SMEs) play a critical role in Business Analysis by providing deep industry 
knowledge and expertise. They help Business Analysts understand complex processes, validate 
Requirements, and ensure Solutions align with business needs. SMEs offer insights on best practices, 
compliance, and operational challenges, improving decision-making and process efficiency. Their input is 
essential in identifying risks, refining workflows, and ensuring the accuracy of business Solutions. By 
collaborating with analysts, developers, and other Stakeholders, SMEs bridge the gap between technical 
teams and business objectives. Their expertise enhances product quality, operational effectiveness, and 
overall business success, ensuring projects meet industry standards.  

In Business Analysis, Subject Matter Experts (SMEs): 
• Provide deep industry insights, ensuring business Requirements and Solutions are accurate, relevant, 

and aligned with best practices. 
• Help identify inefficiencies, mitigate risks, and enhance workflows to optimize business operations. 
• Work with Business Analysts, Stakeholders, and technical teams to refine strategies, ensuring 

informed decision-making and successful project outcomes. 
 

5. Quality Assurance (QA) and Testers—Quality Assurance (QA) testers ensure software reliability by 
identifying bugs, verifying functionality, and improving performance. They conduct tests, report issues, and 
enhance user experience through rigorous validation.  

In Business Analysis, Quality Assurance (QA) and Testing play a crucial role in ensuring that business 
Requirements are correctly implemented in a system or product. Business Analysts (Business Analysts) 
collaborate with QA teams to define test cases, acceptance criteria, and validation processes based on 
business needs. QA teams conduct functional, regression, and user acceptance testing (UAT) to verify 
that Solutions meet Requirements and perform as expected. Business Analysts assist in clarifying 
Requirements, addressing defects, and refining test scenarios. Effective QA and testing ensure high-
quality deliverables, reduce risks, and improve user satisfaction, making them essential for successful 
Business Analysis and project execution. 

In Business Analysis, Quality Assurance(QA) and Testers: 
• Use Business Analyst documents (e.g., BRD, SRS, Use Cases) to create test cases. 
• Validate that the system meets business and functional Requirements. 
• Work with the Business Analyst to refine acceptance criteria and report defects. 

 

6. UX/UI Designers—UI/UX designers enhance user experiences by creating intuitive, visually appealing 
interfaces. They conduct research, design wireframes, and optimize usability to align business goals with 
user needs. 

UX/UI designers play a crucial role in Business Analysis by ensuring that user needs align with business 
goals. They collaborate with Business Analysts to translate complex Requirements into intuitive, user-
friendly interfaces. Through user research, wireframing, and prototyping, they enhance usability and 
customer satisfaction, ultimately driving business success. UX/UI designers also analyze user behavior 
and feedback to refine digital products, reducing friction and improving engagement. Their insights help 
businesses make data-driven decisions, optimize workflows, and stay competitive. By bridging the gap 
between users and business objectives, UX/UI designers contribute significantly to product strategy and 
overall business growth. 
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In Business Analysis, UI/UX Designers: 
• Collaborate on user experience (UX) research, wireframes, and prototypes. 
• Align UI design with business and customer needs. 
• Conduct usability testing based on Business Analyst’s process flow recommendations. 

 

7. Data Analysts and Business Intelligence (BI) Teams—Data Analysis and Business Intelligence (BI) teams 
transform raw data into actionable insights. They collect, analyze, and visualize data to support decision-
making, optimize operations, and identify trends, helping businesses improve efficiency, reduce risks, and 
drive strategic growth through data-driven Solutions. 

Data Analysis and Business Intelligence (BI) teams play a crucial role in Business Analysis by transforming 
data into actionable insights that drive decision-making. They collect, clean, and analyze data to identify 
trends, measure performance, and optimize business strategies. By leveraging BI tools and dashboards, 
they provide real-time reporting, helping organizations make informed decisions. These teams collaborate 
with Business Analysts to understand Requirements, assess risks, and uncover opportunities for growth. 
Their work supports operational efficiency, customer insights, and competitive advantage. Ultimately, Data 
Analysis and BI teams enable businesses to make data-driven decisions that enhance productivity, 
profitability, and long-term success. 

In Business Analysis, Data Analysis and Business Intelligence (BI) teams: 
• Work with the Business Analyst to analyze business trends, customer behavior, and KPIs. 
• Use Business Analyst insights to design data dashboards and reports. 
• Support data-driven decision-making in the organization. 

 

8. System Architects and IT Teams—System Architects and IT Teams design, develop, and maintain 
technical infrastructure. They ensure system scalability, security, and efficiency while aligning technology 
with business goals to support seamless operations and digital transformation. 

System Architects and IT Teams play a critical role in Business Analysis by designing and implementing 
technical Solutions that align with business objectives. They assess system Requirements, define 
architecture, and ensure scalability, security, and efficiency. By collaborating with Business Analysts, they 
translate business needs into technical specifications, optimizing workflows and system integration.  

IT teams support digital transformation, maintain infrastructure, and troubleshoot issues to ensure 
seamless operations. Their expertise in emerging technologies, automation, and data management 
enhances decision-making, operational efficiency, and innovation. Ultimately, they provide the 
technological foundation that drives business growth, competitiveness, and long-term success in a digital 
landscape. 

In Business Analysis, System Architects and IT Teams: 
• Collaborate with the Business Analyst to define system architecture and integrations. 
• Ensure that technical Solutions align with business needs and IT constraints. 
• Provide guidance on scalability, security, and infrastructure Requirements. 
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9. Process Owners and Change Management Teams—Process Owners and Change Management Teams 
ensure business processes align with strategic goals. They optimize workflows, implement improvements, 
and manage transitions, minimizing resistance and ensuring smooth adoption of changes to enhance 
efficiency, productivity, and long-term organizational success. 

Process Owners and Change Management Teams play a crucial role in Business Analysis by ensuring 
that business processes align with strategic goals and adapt to evolving needs. Process Owners oversee 
workflow optimization, identifying inefficiencies and implementing improvements to enhance productivity. 
Change Management Teams facilitate smooth transitions by managing Stakeholder expectations, 
minimizing resistance, and ensuring successful adoption of new processes or technologies. They 
collaborate with Business Analysts to assess impacts, develop training plans, and communicate changes 
effectively. Their structured approach to change helps organizations maintain efficiency, reduce 
disruptions, drive continuous improvement, ultimately contributing to long-term business growth and 
adaptability. 

In Business Analysis, Process Owners and Change Management Teams: 
• Work with the Business Analyst to improve workflows and operational efficiency. 
• Ensure smooth implementation of new business processes and policies. 
• Manage organizational change and user adoption. 

 

10. Compliance and Legal Teams—Compliance and Legal Teams ensure businesses adhere to regulations, 
mitigate risks, and maintain ethical standards. They oversee policies, contracts, and legal frameworks, 
ensuring operational integrity while supporting strategic decision-making and regulatory compliance. 

Compliance and Legal Teams play a vital role in Business Analysis by ensuring that business strategies, 
operations, and processes comply with legal and regulatory Requirements. They assess risks, draft 
policies, and provide guidance on contracts, data protection, and industry regulations. By collaborating 
with Business Analysts, they help identify potential legal challenges, ensuring risk mitigation strategies are 
in place. Their input is crucial in decision-making, ensuring that business initiatives align with ethical and 
legal standards. Additionally, they support corporate governance, preventing liabilities and maintaining 
organizational integrity. Their expertise ensures businesses operate lawfully while maintaining trust, 
security, and long-term sustainability. 

In Business Analysis, Compliance and Legal Teams: 
• Ensure that business Requirements align with industry regulations. 
• Validate that Solutions comply with legal, security, and data protection standards. 
• Work with the Business Analyst to define risk mitigation strategies. 

 

11. Vendors—Vendors are external to an organization, and provide products, services, or Solutions, typically 
on a contractual basis. They collaborate with companies to meet Requirements, ensure quality, and 
maintain cost efficiency while fostering long-term partnerships for mutual growth and success. 

Vendors play a crucial role in Business Analysis by providing essential products, services, or Solutions 
that support business operations and project success. Business Analysts collaborate with vendors to 
define Requirements, assess capabilities, and ensure alignment with business needs. They evaluate 
vendor offerings, negotiate contracts, and manage relationships to maintain cost efficiency and quality. 
Vendors also provide technical expertise, system integrations, and ongoing support, impacting overall 
business performance.  
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Effective vendor management helps mitigate risks, streamline procurement, and optimize resource 
utilization. By working closely with vendors, Business Analysts ensure seamless collaboration, delivering 
Solutions that enhance efficiency, innovation, and business growth. 

In Business Analysis, Vendors: 
• Work with Business Analysts to assess products or services, ensuring they meet business needs 

and objectives. 
• Are involved with contract negotiations, and help evaluate vendor agreements, ensuring cost 

efficiency, quality, and long-term collaboration. 
• May report to Business Analysts, who oversee vendor performance, identify risks, and ensure 

seamless integration of vendor Solutions into business operations. 
 

12. Solution Implementation Partners—Solution Implementation Partners are organizations or experts that 
collaborate with businesses to deploy, integrate, and optimize Solutions effectively. They provide technical 
expertise, project management, and support to ensure successful implementation, maximizing efficiency, 
scalability, and long-term business value. 

Solution Implementation Partners in Business Analysis are organizations or experts that assist businesses 
in deploying, integrating, and optimizing Solutions provided at the end of any Business Analysis initiative. 
They work closely with Business Analysts, Stakeholders, and technical teams to ensure successful 
execution of business strategies and technology Solutions, thereby satisfying the Business Need for which 
the Business Analysis initiative was initiated. These partners provide expertise in system implementation, 
process automation, software deployment, and change management. Their role includes project and 
product management, training, and post-implementation support to ensure seamless adoption and 
operational efficiency. By leveraging their technical and industry knowledge, Solution implementation 
partners help businesses achieve their objectives while minimizing risks and maximizing return on 
investment. 

In Business Analysis, Solution Implementation Partners: 
• Assist businesses in deploying, integrating, and optimizing Solutions from Business Analysis 

initiatives, ensuring successful execution of business strategies and technology Solutions. 
• Provide expertise in system implementation, process automation, software deployment, change 

management, project and product management, training, and post-implementation support. 
• Help businesses achieve objectives, minimize risks, and maximize return on investment, effectively 

satisfying the business need for which the Business Analysis initiative was initiated. 
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3.3 Business Justification 
 

A well-structured Business Justification ensures that Business Analysis efforts are aligned with organizational 
goals and provide measurable value.  

3.3.1 Source of Business Needs 
 

In Business Analysis, business needs arise from various sources that drive the demand for insights, 
forecasting, and data-driven decision-making. These needs are often uncovered through Business Analysis 
techniques such as interviews, root cause analysis, SWOT analysis, benchmarking, and trend analysis. 

These sources include: 

1. Change 

• In Business Analysis, change often acts as a catalyst for identifying business needs. Shifts in market 
conditions, regulations, technology, customer expectations, or organizational strategy can reveal 
gaps, opportunities, or risks.  

• These changes drive the need for new solutions, process improvements, or system enhancements to 
maintain or enhance business value. 

2. Shifts in Business Environment 

• Market trends, competitive pressures, regulatory updates, or economic conditions. 
• Example: New data privacy laws requiring changes in data handling processes. 

3. Opportunities for Improvement or Innovation 

• Identifying better ways to perform tasks, use technology, or serve customers. 
• Example: Automating manual workflows to increase efficiency. 

4. Problems or Pain Points 

• Issues that negatively impact business performance or stakeholder satisfaction. 
• Example: High error rates in order processing systems. 

5. Strategic Goals and Initiatives 

• Business needs stemming from corporate vision, mission, or growth strategies. 
• Example: Expanding into a new market requires localized systems and processes. 

6. Stakeholder Requests or Expectations 

• Input from customers, employees, partners, or leadership. 
• Example: Sales team requesting better CRM features to manage leads. 

7. Technological Advances or System Limitations 

• Emerging technologies or outdated systems driving the need for change. 
• Example: Legacy system limitations prevent integration with modern platforms and Artificial 

Intelligence(AI) platforms. 
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8. Performance Gaps 

• Discrepancies between current and desired performance levels. 
• Example: KPIs showing delays in customer service response times. 

9. Regulatory or Compliance Requirements 

• New laws, standards, or internal policies requiring system/process updates. 
• Example: Financial compliance standards requiring audit trail enhancements. 

 

3.3.2 Importance of Business Justification 
 

Business justification demonstrates the reasons for undertaking a Business Analysis initiative. It answers the 
question “Why is this initiative needed?” Business justification drives all decision making related to a Business 
Analysis initiative. So, it is important to assess the viability and achievability of a Business Analysis initiative 
not only before committing to significant expenditures or investment at initial stages of the initiative but also to 
verify the business justification for continuance throughout the initiative’s lifecycle. A Business Analysis initiative 
should be terminated if it is found to be unviable; the decision should be escalated to the relevant Stakeholders 
and to Senior Management. The business justification for a Business Analysis initiative must be assessed at 
the beginning of the initiative, at pre-defined intervals throughout the initiative, and at any time when major 
issues or risks that threaten the initiative viability arise. 

Key benefits of Business Justification include: 

1. Secures Stakeholder Buy-in 
• Demonstrates the importance of Business Analysis initiatives. 
• Helps gain approval and funding from executives and decision-makers. 

2. Optimizes Resource Allocation 
• Ensures investment in Business Analysis is justified and cost-effective. 
• Prevents unnecessary spending by prioritizing high-impact activities. 

3. Reduces Project Risks 
• Identifies potential risks early and proposes mitigation strategies. 
• Minimizes scope creep, project delays, and cost overruns. 

4. Improves Decision-Making 
• Provides data-driven insights to support strategic planning. 
• Aligns Business Analysis activities with organizational objectives. 

5. Enhances Efficiency and Productivity 
• Streamlines processes, reducing time spent on redundant tasks. 
• Ensures Business Analysis efforts contribute to measurable improvements. 

6. Defines Clear Success Metrics 
• Establishes KPIs (e.g., cost savings, process improvements, risk reduction). 
• Enables continuous performance monitoring and optimization. 
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3.3.3 Steps in Business Justification 
 

Creating strong Business Justification for Business Analysis initiatives is essential to gain support, secure 
funding, and align Stakeholders. It answers the "why" behind the initiative and demonstrates the value of 
Business Analysis in solving a business problem or seizing an opportunity. 

Steps in Business Justification for Business Analysis Initiatives 

1. Identify the Business Problem or Opportunity 

• Clearly define what’s driving the need for Business Analysis. 
• Key Questions: 

o What’s the issue or opportunity? 
o Who is affected? 
o What happens if we do nothing? 

• Example: High customer churn due to unclear onboarding processes. 
 

2. Define Business Objectives and Desired Outcomes 

• Establish what success looks like for the initiative. 
• Include: 

o SMART objectives (Specific, Measurable, Achievable, Relevant, Time-bound) 
o How Business Analysis will contribute to achieving these goals 

• Example: Reduce onboarding time by 30% within 6 months through improved processes and system 
enhancements. 

3. Propose the Business Analysis Approach 

• Outline the Business Analysis activities that will help explore, define, and validate potential solutions. 
• Mention: 

o Stakeholder engagement 
o Elicitation and documentation 
o Requirements and design analysis 
o Risk and impact assessments 

• Example: Conduct Stakeholder workshops and create process models to identify pain points. 
 

4. Estimate Costs and Resources 

• Provide a high-level estimate of what is needed to carry out the Business Analysis work. 
• Include: 

o Time (effort estimates) 
o Tools and technology (modeling, documentation, analysis tools) 

• Business Analysis roles or external consultants if needed 
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5. Outline Expected Benefits 

• Highlight the value of Business Analysis in terms of: 
o Cost savings 
o Process efficiency 
o Risk reduction 
o Strategic alignment 
o Customer or employee satisfaction 

• Example: Clarifying requirements reduces rework and project delays. 
 

6. Assess Risks, Assumptions and Dependencies 

• Identify key risks, assumptions, and dependencies related to the initiative or the Business Analysis 
work. 

• Examples: 
o Lack of Stakeholder engagement 
o Unavailable data 
o Assumption that business rules are documented 

 

7. Compare Alternatives (if applicable) 

• If multiple approaches or solutions exist, show how the Business Analysis effort will help evaluate and 
recommend the best one. 

• Example: Business Analysis work will include a cost-benefit analysis of three potential CRM systems. 
 

8. Develop a Business Case or Justification Document 

• Compile the above into a formal Business Justification document or section of the business case, 
including: 

o Executive summary 
o Problem statement 
o Objectives 
o Approach 
o Costs/benefits 
o Timeline 
o Risks 

9. Seek Approval and Buy-in 

• Present Business Justification to: 
o Senior Management 
o Sponsors 
o Project steering committee 
o PMO or governance board 
o Relevant Stakeholders who can approve the Business Analysis initiative 

• Ensure that formal Approval is obtained before commencing the Business Analysis initiative. 
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3.3.4 Business Analysis Approach 
 

For any successful Business Analysis initiative, it is crucial to determine the Business Analysis Approach 
upfront. The Business Analysis Approach dictates several aspects of the exercise, including the selection of 
the Business Analysis Team, engagement timelines, the format of Solutions or required documentation, 
reporting Requirements, and more. 
 

3.3.4.1 Approaches for Business Analysis 
 

Adaptive (Change-Driven), Predictive (Plan-Driven), and Hybrid (a combination of Adaptive and Predictive) 
approaches represent three different approaches for conducting Business Analysis, depending on the 
complexity, uncertainty, and flexibility of Requirements. It is crucial to determine the appropriate Business 
Analysis Approach before starting a Business Analysis assignment, as this ensures the right approach is 
chosen, aligning with the needs of Business Analysis, Stakeholder expectations, and risk management. The 
selected approach also impacts most activities and processes related to Business Analysis and influences 
planning, documentation, flexibility, and resource allocation. A mismatch can lead to inefficiencies, missed 
deadlines, or failure due to misaligned methodologies.  

Table 3-1 summarizes the difference between Adaptive vs. Predictive Approach to Business Analysis. 

 Adaptive (Change-Driven) Predictive (Plan-Driven) 

Methodologies Agile, Scrum, Kanban, DevOps etc. Waterfall, SDLC (Software Development Life 
Cycle) etc. 

Approach Iterative and flexible Sequential and structured 
Best For Initiatives with evolving Requirements Initiatives with stable, well-defined Requirements 
Business 
Needs 
provided by 

Business; Product Owner Business 

Planning Minimal upfront, continuous 
refinement Extensive upfront planning and documentation 

Desired 
Documentation 

Lightweight: Typically, Epics, User 
Stories, Prioritized Product Backlogs 

Comprehensive: Typically, Business Requirements 
Documentation (BRD), Functional Specification 
Documentation (FSD), system design docs etc. 

Stakeholder 
Involvement Continuous collaboration Stakeholders involved mainly in key milestones 

Change 
Management 

Changes welcomed and incorporated 
iteratively Changes are costly and require formal approval 

Delivery Model Frequent, small releases One final deliverable at the end 
Risk Handling Adaptive risk management Risks addressed in initial planning 

Industries Software development, startups, 
RandD, innovation projects Construction, manufacturing, government projects 

 
 

Table 3-1: Adaptive vs. Predictive Approach to Business Analysis 
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3.3.4.2 Selecting Business Analysis Approach 
 

The choice between Predictive (Plan-Driven), Adaptive (Change-Driven) or Hybrid (combination of Predictive 
and Adaptive) Business Analysis depends on factors like complexity, requirement stability, and risk tolerance 
of Business Analysis initiatives. This needs to be determined before the initiative begins. 

Use Predictive Business Analysis When: 

• Requirements need to be well-defined upfront – Changes are minimal or costly. 
• Project scope is stable – The end goal is clear, and deviations are undesirable. 
• Strict regulatory/compliance Requirements exist – Industries like healthcare, banking, and 

government often require thorough documentation. 
• Projects involve hardware or physical products – Construction, manufacturing, or engineering projects 

follow a sequential process. 
• Stakeholders are less available – If decision-makers can't provide ongoing feedback, a structured 

plan works best. 
• High risk associated with failure – Large-scale ERP implementations, safety-critical systems (e.g., 

aviation, medical devices). 

 

Use Adaptive Business Analysis When: 

• Requirements are evolving – The business environment is dynamic, and changes are expected. 
• Business Analysis scope is flexible – Continuous adjustments are allowed based on user feedback. 
• Quick delivery of value is needed – Frequent releases are required to stay competitive. 
• Collaboration with Stakeholders is ongoing – Active involvement of users ensures better alignment. 
• Innovation is a priority – Startups, Research and Development, and digital transformation projects 

benefit from experimentation. 
• Technology-focused projects – Agile methodologies thrive in software development. 

 

 

 

Example: Use of Predictive Approach 

• Building a bridge or a skyscraper 

• Implementing an enterprise-wide ERP system 

• Government contracts 

• Banking systems with strict compliance needs 

 

Example: Use of Adaptive Approach 

• Developing a mobile app with user feedback cycles 

• Launching a new e-commerce platform with evolving features 

• AI/ML projects where algorithms improve over time 

• Startups testing MVP (Minimum Viable Product) before scaling 
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Use Hybrid Approach for Business Analysis When: 

Large-scale Business Analysis Initiatives require a mix of Adaptive and Predictive approaches. 

 
 

3.3.5 Overview of Adaptive vs. Predictive Business Analysis Process: 
 

Figure 3-1 contrasts Predictive and Adaptive Business Analysis approaches, showing how Business Analysts 
gather, refine, and validate requirements to deliver solutions to Product Owners and Implementation Teams:  

 

Figure 3-1: Overview of Adaptive vs. Predictive Business Analysis processes 

In Predictive Business Analysis, businesses or customers provide Requirements to Business Analysis Teams. 
The Business Analysis Teams refine and validate these Requirements, create and validate Designs, and 
deliver Solutions in the form of detailed documentation—such as Business Requirement Documents (BRDs), 
Functional Specification Documents (FSDs), and design documentation—to Project Managers or Solution 
Implementation Partners. 

Example: Use of Hybrid Approach 

• A company rolling out a global ERP system (Predictive) but using Agile for feature 
enhancements (Adaptive). 
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In Adaptive Business Analysis, there are two ways to engage with the Business Analysis Team: 

1. Requirements can be provided by businesses or customers, similar to Predictive Business Analysis. The 
Business Analysis Teams refine the Requirements and create Epics, User Stories, or other adaptive work 
products (such as Task Groups and Tasks in Kanban), which can be provided to Product Owners. 

 
 

Examples of Predictive Approach for Business Analysis:  

Example 1: Construction Company using Predictive Approach (Waterfall Method) 

A construction company wins a project to develop a 20-home suburban community featuring modern, 
energy-efficient single-family houses, along with roads, utilities, and landscaping. The Business Analysis 
Team collaborates with the client and Subject Matter Experts (SMEs), including urban planners, 
architects, civil and construction engineers, and housing specialists, to refine all project Requirements. 
They then create a Detailed Specification Document for the project. This document is provided to the 
Project Manager, who, in turn, works with Solution Implementation Partners to complete the project. 

Example 2: Bank launching a new Debit Card using Predictive Approach (Software Development Life 
Cycle - SDLC) 

Launching a new debit card in a bank requires a predictive Business Analysis Approach to ensure 
regulatory compliance, security, and seamless integration with banking systems. Below is a structured 
approach using the Software Development Life Cycle (SDLC): 

• Upfront Planning: Define the scope, objectives, and compliance Requirements before starting 
the Business Analysis initiative. 

• Fixed Requirements: Document all Requirements early to prevent scope creep. A well-defined 
Change Management process should be followed for managing any modifications. 

• Process-Driven: The Business Analysis Team should follow a structured, step-by-step process 
and formally engage all relevant Stakeholders during the Business Analysis phase. 

• Extensive Documentation: The Business Analysis initiative should provide a comprehensive 
Solution to the bank, including formal documentation such as the Business Requirement 
Document (BRD), Functional Requirement Document (FRD), and Compliance Checklists. 

Example: Ecommerce Company using an Adaptive Approach (Kanban Boards) 

An ecommerce company primarily selling apparel decides to create a new business line for shoes. The 
business teams within the company provide high-level Requirements to the Business Analysis Team. 
Since the company uses Kanban for managing its projects, the Business Analysis Team refines the 
Requirements and creates Business Analysis Solutions in the form of User Stories or Task Groups. These 
User Stories or Task Groups are then provided to the Kanban Product Owner, who is responsible for 
leading the project to establish the new business line for shoes. 

The Kanban Product Owner reviews and prioritizes the User Stories or Task Groups provided by the 
Business Analysis Team and collaborates with his/her Kanban teams to implement the Solution. 
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2. Requirements can be provided by Product Owners in the form of one or more Epics, User Stories, Task 
Groups, etc. There should be an option to provide small, iterative Business Analysis Requirements, such as 
one or a few User Stories at a time. The Business Analysis Teams refine the Epics, User Stories, or Task 
Groups and send them back to the Product Owners. 

 

It is important to note that the same Business Analysis Team can handle multiple assignments, even if they 
require different approaches to meet various Business Analysis needs. However, the processes followed and 
the types of outputs provided should be tailored to align with the specific Business Analysis Approach.  
 

  

Example: Managing User Stories for Creating a Website Using an Adaptive Approach (Scrum) 

A Product Owner in a Scrum project to create a website for his/her company may have defined and 
prioritized 30 high-level User Stories. However, three high-priority User Stories need to be implemented in 
the next month, and the Product Owner may require additional information to finalize them at a level 
suitable for Scrum Teams. 

The Product Owner sends the User Stories to a Business Analyst, who refines them to meet the Product 
Owner’s Requirements and then sends them back. The Product Owner can then review and prioritize the 
refined User Stories for implementation in the next Sprint. 

 

 



 3 - ASPECTS 
 

 
                                                 © 2025 BALearning™. Business Analysis Reference Guide (BARG™)                                                             43 

 3 

3.4 Change 
 

Managing changes in Business Analysis is all about handling adjustments that occur during a Business 
Analysis initiative—especially when there are changes to Accepted Business Needs (as described in Section 
5.3.3.1), Requirements (as described in Section 7.1.3.1), or business priorities. 

Managing changes ensures that any changes are evaluated, approved, and communicated properly, so they 
do not disrupt the success of the Business Analysis initiative. 
 

3.4.1 Change Request Approval Process 
 

In Business Analysis, it is essential to define clear boundaries for who can manage or approve different types 
of changes. This ensures accountability, efficiency, and controlled governance throughout the Business 
Analysis lifecycle. It is highly recommended to set up change management limits for various Stakeholders like 
Business Analysts, the Sponsor, and the Change Control Board (CCB). Establishing change authority 
boundaries helps manage the scope, reduce risk, and streamline decision-making. 
 

1. Business Analyst 

Can manage: 

• Minor clarification or correction of existing requirements 
• Non-functional refinements that don’t affect scope (e.g., wording, labels, UI tweaks) 
• Documentation updates for traceability or formatting 

Cannot approve: 

• Changes that affect scope, cost, timeline, or business value 
• New features or functionality outside of the approved requirements 

Responsibilities: 

• Perform impact analysis 
• Document the change 
• Facilitate Stakeholder discussions 
• Make recommendations to Sponsor or CCB 

 

2. Sponsor  

Can approve: 

• Moderate changes that align with strategic goals and don’t affect budget or major scope 
• Reprioritization of requirements (e.g., backlog grooming in Agile) 
• Urgent changes that require immediate direction, with follow-up documentation 

Cannot approve (alone): 

• Large changes with significant budget, resource, or timeline impacts 
• Changes that introduce new business needs or significantly alter the original solution 
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Responsibilities: 

• Prioritize needs 
• Evaluate business value 
• Make decisions on behalf of the business 

 

3. Change Control Board (CCB) 

Can approve: 

• Major changes to requirements, scope, or solution design 
• Budget increases or timeline extensions due to change 
• Introduction of new business needs or significant design shifts 

Should be involved when: 

• Multiple Stakeholder groups are impacted 
• Change affects contractual terms or external partners 
• Change involves high risk or complexity 

Responsibilities: 

• Evaluate full impact 
• Approve/reject/defer significant changes 
• Ensure traceability and audit trail of decisions 

Best Practices 

• Document these roles in a Change Management Plan 
• Communicate clearly who can approve what 
• Review governance regularly as project complexity grows 
• Keep all changes logged and traceable 
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3.4.2 Change Control Board (CCB) 
 

A Change Control Board (CCB) is a formal group of Stakeholders responsible for reviewing, evaluating, and 
approving or rejecting change requests during a Business Analysis initiative. In the context of Business 
Analysis, the CCB ensures that changes to Accepted Business Needs, Requirements and Designs, or business 
priorities, are properly assessed and aligned with business goals before they’re implemented. The CCB plays 
a crucial role in governance when managing changes in Business Analysis—especially in structured or high-
stakes projects. 

It is optional but highly recommended to set up a formal CCB to manage changes, especially those changes 
which can have significant impact on the Business Analysis initiative.  

Typical Members of a CCB 

• Sponsor 
• Business Analyst 
• Project Manager 
• Solution Architect or Technical Lead 
• QA Lead or Test Manager 
• Product Owner (in Agile settings) 
• Sometimes: Regulatory or Compliance representatives 
• Other Relevant Stakeholders as required 

  

Table 3-2 shows an Example of a Change Approval Matrix for a small software development company 

Type of Change Business 
Analyst Sponsor CCB 

Typo or documentation correction 
��� – – 

UI text clarification 
��� – – 

Reprioritizing a requirement 
��� 
��� – 

Adding a low-risk enhancement 
��� 
��� –  

Major scope increase (new feature set) 
��� 
��� 
��� 

Change with budget/timeline impact – 
��� 
��� 

Table 3-2: Example of a Change Approval Matrix 


��� = Can approve 

��� = Can propose or recommend 
– = Not authorized 
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CCB Responsibilities in Business Analysis are as follows: 

Review Change Requests 

• Evaluate proposed changes to business needs, requirements, or designs. 

Assess Impacts 

• Consider how the change affects: 
• Project scope 
• Business value 
• Timeline and cost 
• Stakeholders and users 
• Technical feasibility 

Make Decisions 

• Approve, reject, defer, or request modifications to the change request. 

Maintain Governance 

• Ensure a traceable, consistent, and auditable process for managing change. 

Support Communication 

• Provide clarity on decisions to all relevant Stakeholders. 

How Business Analysts Interact with the CCB 

• Initiate or document change requests 
• Perform impact analysis 
• Prepare supporting documentation for the CCB 
• Facilitate discussions during change review meetings 
• Update requirements and designs based on CCB decisions 

 

  

Example: A Business Analyst interacting with the CCB for a change request from a Stakeholder 

A Stakeholder wants to add a new feature mid-project. 

→ The Business Analyst logs the change, conducts an impact analysis, and since this is a major 
change, presents it to the CCB. 

→ The CCB reviews the proposal, weighs benefits vs. costs, and makes a decision. 

→ The Business Analyst updates artifacts accordingly and communicates the outcome. 
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3.4.3 Managing Changes to Accepted Business Needs 
 

In Business Analysis, Accepted Business Needs represent formally approved goals or problems that an 
initiative is expected to address. When these needs change, it can have a significant ripple effect on 
requirements, scope, Stakeholders, and even the business case.  

Why Business Needs Might Change: 

• Shifts in strategic direction 
• New market opportunities or threats 
• Changes in regulations 
• Technological advancements 
• Stakeholder feedback during discovery or development 

Key Steps to Manage These Changes: 

1. Identify the Change: Recognize that a business need has changed or is no longer valid. This often comes 
from: 

• Stakeholder input 
• Market research 
• Project outcomes 

2. Analyze the Impact: Assess how the change affects: 

• Existing requirements 
• Scope and objectives 
• Stakeholder expectations 
• Business value and benefits 
• Timelines and resources 

 

3. Engage Stakeholders: Consult with: 

• Sponsors 
• Business owners 
• Product managers 
• Affected departments 
• Ensure everyone understands the implications and options. 

4. Update Documentation: Revise the business case 

• Modify the needs statement 
• Update models, requirements, and traceability 

5. Facilitate Decision-Making: Present findings to decision-makers (e.g., Change Control Board or Steering 
Committee) to: 

• Approve or reject the change 
• Determine next steps 

6. Communicate the Change:  

• Clearly inform all Stakeholders about the change, its rationale, and its impact. 
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3.4.4 Managing Changes to Requirements and Designs  
 

In Business Analysis, both Requirements and Designs may evolve as the initiative progresses. Managing these 
changes effectively ensures that solutions stay aligned with business objectives, Stakeholder needs, and 
technical feasibility. Why Requirements and Designs Change: 

• Evolving business needs 
• New or changing Stakeholder input 
• Regulatory or compliance updates 
• Technical constraints or discoveries 
• Testing or prototyping feedback 
• Project risks or dependencies 

Process for Managing Changes: 

1. Capture the Change Request  

Document: 

• What is being changed (requirement/design) 
• Who requested the change 
• Why the change is needed 
• Priority and urgency 
• Use a Change Request Form, backlog item, or issue tracker. 

2. Perform Impact Analysis 

• Evaluate the impact on: 
• Scope, timeline, and cost 
• Existing and related Requirements/Designs 
• Business value and outcomes 
• Dependencies and risk 

Tools that help: 

• Traceability Matrix  
• Design models (process flows, wireframes, architecture) 
• Gap analysis and what-if scenarios 

3. Engage Stakeholders 

Review findings with: 

• Business owners and sponsors 
• Developers or solution architects 
• QA/testers 
• Other impacted roles 
• Get alignment on whether the change is feasible, valuable, and worth implementing. 
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4. Get Approval 

Based on impact and Stakeholder input: 

• Approve the change 
• Defer or schedule it for a future release 
• Reject it if it doesn’t align with goals 
• Approval often goes through a Change Control Board (CCB) or designated authority. 

 

5. Update Requirements and Designs 

• Revise requirement documents, user stories, acceptance criteria 
• Update design artifacts (e.g., wireframes, process models) 
• Maintain version control 
• Ensure traceability is preserved 

 

6. Communicate the Change 

• Inform all relevant Stakeholders about: 
• What changed and why 
• Impacts on delivery or implementation 
• Updated documentation or models 
• Clear communication avoids confusion and keeps teams aligned. 

Best Practices: 

• Establish a change control process early 
• Use versioning and baselining for both Requirements and Designs 
• Maintain Requirements and Designs traceability 
• Conduct regular reviews with Stakeholders 
• Use collaboration tools (e.g., Vabro, JIRA, Confluence, Azure DevOps) 

 

3.4.5 Managing Changes Due to a Shift in Business Priorities  
 

A shift in business priorities can significantly impact ongoing or planned Business Analysis work. These shifts 
may alter the strategic direction, reallocate resources, or deprioritize previously approved initiatives. Business 
Analysts play a key role in evaluating the impact, adapting plans, and realigning solutions with the new 
direction. 

Common Triggers for Shifting Priorities: 

• Changes in executive strategy or vision 
• Response to market trends or competitive pressures 
• Introduction of new regulations or compliance needs 
• Budget constraints or resource reallocation 
• Organizational changes such as mergers or restructuring 
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Steps to Manage Changes Due to Priority Shifts: 

1. Recognize and Acknowledge the Shift 

• Stay connected with sponsors and strategic decision-makers. 
• Monitor communications and strategic updates to detect priority changes early. 

2. Assess the Impact: Conduct a comprehensive impact analysis to understand how the change affects: 

• Business needs and objectives 
• Requirements (functional and non-functional) 
• Scope, schedule, and cost 
• Stakeholder expectations and roles 
• Ongoing or planned solutions 

 

3. Reevaluate Business Needs: Business Analysts may need to: 

• Modify or redefine the Accepted Business Need 
• Validate whether the original problem or opportunity is still relevant 
• Identify new or emerging needs that take priority 

4. Engage Stakeholders 

• Facilitate discussions to ensure shared understanding of the shift 
• Help Stakeholders re-prioritize requirements 
• Resolve conflicts between business units affected by the change 

5. Update Documentation and Plans 

• Adjust the business case, scope documents, and requirements baseline 
• Update design artifacts if applicable 
• Revise timelines and deliverables to reflect the new direction 

6. Seek Approval for Changes: Present the impact and recommended changes to: 

• Sponsors 
• Change Control Board (if applicable) 
• Relevant Stakeholders impacted by the change 
• Ensure formal approval or sign-off is obtained before implementing changes. 

7. Communicate Clearly 
• Ensure all affected Stakeholders understand: 
• What has changed and why 
• The new priorities and expectations 
• How it affects their role or contributions 

Best Practices 
• Maintain a flexible approach to accommodate shifting priorities 
• Use traceability tools to understand downstream impacts quickly 
• Leverage agile frameworks to support continuous reprioritization 
• Document decisions and rationales for future reference 
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3.5 Risk 
  
 

Risk in Business Analysis refers to potential events or uncertainties that may impact requirements, 
Stakeholders, scope, or solution value. Managing risk involves identifying, analyzing, and addressing threats 
or opportunities to ensure successful project outcomes and informed decision-making. 
 

3.5.1 Characteristics and Types of Risks 
 

Key Characteristics of Risks: 

• Uncertainty: It may or may not happen. 
• Impact: It can affect business needs, requirements, scope, Stakeholders, timelines, or solution value. 
• Dual Nature: Risks can be negative (threats) or positive (opportunities). 

 

Table 3-3 shows Sample Types of Risks in Business Analysis 

Risk Type Examples 

Requirements Risk Incomplete, unclear, or changing requirements 

Stakeholder Risk Lack of engagement, conflicting expectations, resistance to change 

Scope Risk Scope creep, missed functionality, misalignment with business objectives 

Technical Risk Integration issues, system limitations, or outdated technology 

Process Risk Inadequate analysis techniques, lack of traceability, missing documentation 

External Risk Regulatory changes, market shifts, or third-party dependencies 

 
 

Table 3-3: Sample Types of Risks in Business Analysis 
 

3.5.2 Risk Attitude 
 

Understanding risk attitude is essential in Business Analysis because it influences how Stakeholders perceive, 
evaluate, and respond to risk during an initiative. 

Risk attitude refers to the general approach or mindset that an individual, group, or organization has toward 
uncertainty and potential outcomes—particularly risks related to a Business Analysis initiative. 

It affects: 

• How Stakeholders respond to risk 
• The tolerance for uncertainty 
• The way decisions are made under pressure or incomplete information 
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Table 3-4 shows the Key Components of Risk Attitude 

Term Definition 

Risk Averse Tends to avoid risk, prefers stability and predictability 

Risk Neutral Balances potential benefits and drawbacks, makes decisions based on logic 

Risk Seeking Willing to take risks in pursuit of higher rewards or innovation 

Table 3-4: Key Components of Risk Attitude 

Why Risk Attitude Matters in Business Analysis 

• It shapes how Stakeholders prioritize requirements and make trade-offs 
• It affects change readiness and solution design decisions 
• It helps Business Analysts tailor communication and engagement strategies 

 

 

Business Analyst’s Role in Managing Risk Attitudes 

• Identify Stakeholders’ risk attitudes early (through interviews, observations, Stakeholder analysis) 
• Adapt communication styles accordingly (e.g., detailed analysis for risk-averse Stakeholders) 
• Balance perspectives in discussions and ensure decisions are data-informed, not purely emotion-

driven 
• Promote collaboration and transparency in risk-related decisions 

 

3.5.3 Risk Management Procedure 
 

A clear Risk management procedure is vital in Business Analysis to help anticipate, address, and control 
Risks that could affect the success of a Business Analysis initiative. This procedure outlines how Risks 
related to Business Analysis activities will be identified, assessed, managed, and monitored throughout the 
initiative. 

  

Examples of Risk Attitudes for different roles in a Business Analysis initiative: 

• A risk-averse sponsor may reject a proposed feature if it has technical uncertainty, even if 
it adds value. 

• A risk-seeking product owner might push to adopt a new, unproven technology to gain a 
competitive edge. 

• A risk-neutral Business Analysis might facilitate an impact analysis and guide the group to 
a balanced decision. 
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Figure 3.2 shows an interface titled "Vabro Design" with Definition of Ready (DoR) criteria, attachments, and 
a threaded comment section for collaboration, highlighting discussion and document sharing for user stories: 

 

Figure 3-2: Risk Management Procedure in an AI-enabled Business Analysis Tool 
 

1. Risk Identification 

Purpose: To proactively discover potential Risks that could impact Business Analysis activities, deliverables, 
Stakeholder engagement, requirements quality, or solution success. 

Methods: 

• Brainstorming sessions with Stakeholders 
• Reviewing past projects or lessons learned 
• Document analysis (business case, project charter, etc.) 
• Interviews and surveys 
• SWOT analysis 

Outputs: 

• Initial Risk Register with descriptions, Risk owners, and context 

2. Risk Assessment (Analysis & Evaluation) 

Purpose: To evaluate each identified Risk in terms of its likelihood of occurring and its potential impact on the 
initiative. 

Tools: 

• Risk Matrix (e.g., 1–5 scale for likelihood and impact) 
• Qualitative analysis (narrative) 
• Quantitative analysis (if applicable, e.g., cost impact) 
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Categories of Risk Impact: 

• Time 
• Cost 
• Scope 
• Quality 
• Stakeholder satisfaction 
• Business value 

Outputs: 

• Prioritized Risk list 
• Updated Risk Register with impact levels and likelihood ratings 

 

3. Risk Response Planning 

Purpose: To determine appropriate actions for each Risk based on its priority. 

Table 3-5 shows Common Risk Response Strategies: 

Type Description 

Avoid Change the approach to eliminate the risk entirely 

Mitigate Take steps to reduce the likelihood or impact 

Transfer Shift the risk to a third party (e.g., insurance, outsourcing) 

Accept Acknowledge the risk and monitor it (use for low-priority or unavoidable risks) 

Exploit/Enhance (for 
positive risks) Actively pursue opportunities that may benefit the initiative 

 
 

Table 3-5: Common Risk Response Strategies 

Outputs: 

• Action plans 
• Assigned Risk response owners 
• Contingency or fallback plans 
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4. Risk Monitoring and Control 

Purpose: To track identified Risks, detect new Risks, and evaluate the effectiveness of Risk responses. 

Activities: 

• Regular review of the Risk Register (e.g., during Business Analyst status meetings) 
• Update likelihood/impact as project conditions change 
• Track implementation of mitigation actions 
• Escalate high-priority Risks to appropriate governance groups (e.g., Sponsor or CCB) 

Outputs: 

• Updated Risk Register 
• Status reports or dashboards 
• Lessons learned documentation 

5. Communication of Risk 

Purpose: To ensure Stakeholders are aware of relevant Risks and decisions. 

Methods: 

• Include Risk updates in status reports 
• Use visual tools (Risk heat maps, dashboards) 
• Provide detailed explanations for high-impact Risks 
• Ensure key Stakeholders (Sponsor, CCB, Business Analyst team) are looped in 

Key Deliverables: 

• Risk Management Plan (part of the Business Analyst Plan) 
• Risk Register or Log 
• Risk Matrix or Heat Map 
• Risk Summary in Business Analyst or Project Status Reports 
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3.6 Quality 
 

Quality in Business Analysis refers to the accuracy, completeness, and relevance of deliverables such as 
Business Needs, Requirements, Designs, Solutions, models, and Stakeholder communications. High-quality 
Business Analysis ensures that Solutions align with Accepted Business Needs, minimize rework, and support 
informed decision-making. It involves validation, verification, Stakeholder collaboration, and adherence to 
standards and best practices. 
 

3.6.1 Benefits of High Quality in Business Analysis 

High-quality Business Analysis doesn't just create documents—it ensures the right problems are solved in the 
most effective way. Below are the key benefits, explained in detail: 

1. Clear and Accurate Business Needs, Requirements, Designs and Solutions 

What it means: High-quality Business Analysis ensures that Business Needs, Requirements, Designs and 
Solutions are well-defined, complete, unambiguous, and aligned with business objectives. 

Benefit: 

• Reduces misunderstandings between Stakeholders and development teams 
• Leads to more accurate estimates and efficient development 
• Prevents scope creep and misaligned Solutions 

Example: A detailed user story with acceptance criteria helps developers build exactly what’s needed the first 
time. 

2. Reduced Rework and Fewer Defects 

What it means: When analysis is thorough and accurate, fewer errors and gaps are discovered later in the 
Business Analysis initiative. 

Benefit: 

• Saves time and cost on revisions 
• Increases confidence in the delivered Solution 
• Minimizes disruptions in testing and deployment phases 

Example: Catching a misinterpreted requirement during the analysis phase is far cheaper than fixing it after 
development. 

3. Improved Stakeholder Alignment 

What it means: High-quality Business Analysis ensures that all Stakeholders have a shared understanding of 
goals, needs, and constraints. 
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Benefit: 

• Minimizes conflict and confusion 
• Encourages better collaboration and engagement 
• Ensures expectations are managed and met 

Example: Using visual models (e.g., process flows, wireframes) helps Stakeholders agree on requirements 
before development begins. 

4. Informed and Faster Decision-Making 

What it means: A Business Analyst provides clear insights, impact assessments, and structured data to support 
decisions. 

Benefit: 

• Reduces delays in approvals or changes 
• Helps Stakeholders make risk-aware, value-focused choices 
• Enables quicker prioritization of features or initiatives 

Example: An impact analysis on a proposed change helps the sponsor decide whether it’s worth pursuing. 

5. Increased Project Success Rates 

What it means: Quality analysis improves the alignment between the Solution and real business needs. 

Benefit: 

• Increases ROI of the project 
• Delivers measurable business value 
• Builds Stakeholder trust in the process and outcomes 

Example: Delivering a system that supports key business goals (e.g., faster processing, improved reporting) 
increases adoption and satisfaction. 

 

3.6.2 Ensuring High Quality in Business Analysis 
 

Ensuring high quality in Business Analysis requires a combination of best practices, Stakeholder engagement, 
continuous validation, and proper documentation. Here’s a comprehensive breakdown: 

1. Follow a Structured Business Analysis Process 

• Use recognized frameworks (e.g., BARG Guide) to follow consistent phases: 
o Setup 
o Initiate 
o Plan 
o Implement 
o Enhance 
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Why it matters: Ensures nothing is missed and all steps are methodical. 
 

2. Clearly Define Business Needs and Objectives 

• Ensure the business problem or opportunity is well understood and aligned with organizational 
strategy. 

• Review business case, strategy documents 
• Conduct Stakeholder interviews 
• Validate needs early 

 

3. Engage Stakeholders Effectively 

• Involve the right people at the right time. Different perspectives help uncover hidden risks or 
requirements. 

• Plan Stakeholder Interactions for all the Business Analysis Stages properly during Determine Stages 
and Stakeholder Engagement process 

• Schedule regular check-ins 
• Facilitate workshops or brainstorming sessions 

 

4. Use the Right Techniques and Tools 

• Apply appropriate Business Analysis techniques based on context such as use cases, process flows, 
SWOT, impact analysis, etc. 

• Use AI-enabled Business Analysis Tools like Vabro, Jira, Confluence, Lucidchart, Balsamiq, or Visio 

Benefit: Improves clarity, traceability, and quality of deliverables. 

5. Ensure Traceability 

Use a Traceability Matrix to maintain end-to-end traceability between: 

• Accepted Business Needs 
• Requirements 
• Designs 
• Solutions 

6. Validate and Verify Requirements and Designs 

Check that: 

• Requirements and Designs reflect Accepted Business Needs (validation) 
• Requirements are well-documented, feasible, testable (verification) 

How: 

• Review sessions with SMEs 
• Walkthroughs and peer reviews 
• Prototyping for user feedback 
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7. Conduct Reviews and Quality Checks 

• Regularly review Business Analysis deliverables with peers, sponsors, and users. 
• Examples: 

o Peer review of requirement specs 
o Walkthroughs of process models 
o Sign-offs from Stakeholders 

8. Adapt and Improve Continuously 

• Gather feedback throughout the project and adjust your approach. 
• Include: 

o Lessons learned sessions 
o Retrospectives (especially in Agile) 
o Feedback from test or UAT results 

 

9. Focus on Business Value 

• Always link Accepted Business Needs, Requirements and Designs of Business Analysis back to: 
o Business goals 
o Customer outcomes 
o Measurable success criteria 

10. Manage Risks and Changes  

• Identify and monitor anything that could impact Business Analysis artifacts such as Business Needs, 
Requirements, Designs or Solutions. 
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3.7 Reporting 
 

Reporting in Business Analysis refers to the process of organizing, presenting, and communicating information 
gathered and analyzed throughout the Business Analysis process. It ensures stakeholders are informed, 
aligned, and able to make data-driven decisions. 
 

3.7.1 Key Purposes of Reporting in Business Analysis 
 

• Communicate findings and insights 
• Present requirements, gaps, and impacts 
• Track progress of analysis activities 
• Support decision-making for solutions and priorities 
• Provide documentation for audit, compliance, or governance 

 

3.7.2 Reports in Business Analysis 
 

Some common reports in Business Analysis: 

Table 3-6 shows some common reports used in Business Analysis. Please note that this is not an exhaustive 
list, and additional reports may be prepared by the Business Analysis team as needed. 

Report Type Purpose Examples 

Requirements Document Detail functional/non-functional requirements BRD, SRS 

Feasibility Report Evaluate solution options or approaches Cost-benefit analysis 

Gap Analysis Report Identify differences between current and 
desired state As-is vs To-be analysis 

Impact Assessment Report Assess risks and effects of changes Change log with analysis 

Stakeholder Analysis 
Report 

Understand stakeholder roles, influence, and 
needs RACI matrix 

Progress or Status Reports Monitor Business Analyst activities and 
deliverables 

Business Analyst work plan 
updates 

Validation/Verification 
Report 

Confirm that requirements and solutions meet 
objectives Traceability matrix 

Performance Metrics 
Report 

Measure effectiveness of solutions or 
processes KPIs, dashboards 

 
 

Table 3-6: Common Reports used in Business Analysis 
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Tools Used for Reporting 

• Documentation tools: Word, Excel, Confluence, Google Docs 
• Modeling tools: Visio, Lucidchart, Bizagi 
• Reporting dashboards: Vabro, Power BI, Tableau, Excel dashboards 
• Workflow and Project tools: Vabro, Jira, Trello, ClickUp, Monday.com 

Who Uses Business Analysis Reports? 

• Senior Management/Sponsors (to review value and performance) 
• Business Analysts (to plan and manage all their Business Analysis activities) 
• Project managers/Product Owners (to track progress and risks) 
• Developers/testers (to implement and validate requirements) 
• Auditors/compliance teams (for governance) 
• Other Relevant Stakeholders (to track progress and make decisions) 

Best Practices  

• Tailor content to the audience 
• Keep reports concise and relevant 
• Use visuals (charts, tables, models) where helpful 
• Ensure traceability and version control 
• Validate content with Stakeholders before finalizing



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 de�ning 
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 certi�cations, 
webinars, instructional videos, and study resources. Furthermore, BARG™ addresses the evolving 
landscape of the profession by incorporating the use of modern tools and arti�cial 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 de�nitive resource for those seeking to 
develop a strong foundation in Business Analysis or to re�ne their existing practice through proven 
methodologies and globally accepted best practices.

BALearning is a brand of VMEdu, Inc.




