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‘Adrian’s book is a great look at the business analyst (BA)
and the spectrum of how to enter the profession, what work
is commonly done in the profession, and how to advance
a career in the profession. The sections that deal with “is
business analysis for me?” gives some really good guidance
to those looking for a career in a high growth area. In the tools
and techniques chapter, Adrian summarises some of the
industry practices to explain the basics to give the reader a
sense of the most common work practices, especially as it
applies to IT projects. The chapter that deals with the career
roadmap is also very strong, and very useful to everyone in the
BA profession or in adjacent roles, enabling them to see some
practical ways to evaluate career progression options.
Career guidance continues as Adrian explores areas of career
goals in examining how to apply business analysis to your own
career, in preparing for the interview and moving through the
recruiting process. The section on career case studies is very
useful in highlighting the variety of experiences that BA’s bring
to their work, and how each set of experiences finds a way
to navigate to a satisfying career in a space that is evolving
and growing in importance in the face of business model and
technological changes.
This book has value throughout the career of a business analyst
and helps remove some of the shroud of unknowns about what
to expect in the profession.’
Ken Fulmer, CEO and President of IIBA inc.
‘Adrian Reed offers a unique insight into the breadth and
depth of the role of a business analyst, answering the key
questions of “how do I become a BA?” and “what are the career
paths of a BA?”. He skilfully brings to life the type of activities
a business analyst undertakes with easy to understand,
real world examples. A book for all who consider a career
in business analysis, aspiring BAs and new-to-role alike,
providing a comprehensive view of the routes to becoming a
BA, career progression as well as employment, certification
and professional development and contribution options.’
Tina Schuster, joint President, IIBA UK
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‘Not many people understand the world of business analysis
as well as Adrian. He’s put a huge amount of that expertise
into this book, and explained it all in a clear and approachable
style which will be helpful for novice BAs and experienced
professionals alike.’
Nick de Voil, joint President, IIBA UK
‘This excellent book is essential reading both for anyone
considering a career in business analysis and experienced
business analysts who want to reinvigorate their career
journey. The structure is easy to follow, starting with why the
role is needed and then going on to describe in detail what it’s
like to be a BA and what is in the BA tool kit...This is the first
book I’ve seen on business analysis which takes the theories
and frameworks and shows how they can be applied in the day
to day work of a BA.’
Corrine Thomas, Director, Business Analysis Manager Forum
and Founder & Director, Choices Coaching Ltd
‘Adrian Reed has examined business analysis from a new
angle – from that of current and aspiring practitioners. He has
provided a valuable survey of the BA’s role and responsibilities
and how someone gets into business analysis and develops
their competencies and their careers. A very valuable addition
to the growing literature of business analysis.’
James Cadle FRSA, FBCS CITP, MAPM, Director and
Company Secretary, AssistKD
‘Who better to write a book on a career in business analysis
than Adrian Reed, whose own career has developed in parallel
with the maturity of the business analysis profession itself.
The book is an excellent mix of practical advice and guidance
based on his own experiences and includes, not only a career
road map for business analysts, but also a summary of the
key tools and techniques that they would use throughout their
working lives.
This publication distils the knowledge and experience of one
of the most internationally recognised champions of business
analysis into an easily accessible and comprehensive
resource for business analyst at any level and at any stage
in their careers, including those considering a move into the
profession for the first time.
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A vital read for all business analysts from new apprentices
through to expert business analysts at the peak of their
careers.’
Paul Turner FBCS, Business Analysis author and examiner,
Business & IS Skills Ltd
‘Adrian strikes again with his second book that is destined to
become an analysis staple. In a style that strikes the balance
between informative and inspirational, Adrian brings together
industry perspectives and insights succinctly in a way no one
else can. I constantly found myself pausing to reflect back on
my career as well as anticipating how I will implement the
lessons learnt in future challenges. I consider this to be a must
read book during all stages of your career.’
Ryan Folster, CBAP, Business Analysis Competency Lead,
Britehouse
‘This book is an invaluable resource for individuals and
organisations seeking to understand the role of the business
analyst. It addresses two fundamental questions about the
profession: “Where do BAs come from?”, and “Where are we
going?”.
My hope is that more people will discover, aim for and enjoy a
career in business analysis as a result of the information and
insight Adrian Reed has shared with us.’
Christina Lovelock, Business Analysis Manager,
University of Leeds
‘Provides essential information to people wishing to enter and
progress through the BA profession.’
Terri Lydiard, Director, Teal Business Solutions Limited
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FOREWORD

The business analyst role has existed for close to three
decades, yet definitions of this role are often unclear,
causing ambiguity on the part of both practitioners and their
customers. This ambiguity may have several impacts, not least
of which is limited recognition of the importance of business
analysis. Uncertainty can also arise with regard to how
business analysis practitioners conduct their work, how they
might develop their careers and where their business analysis
skills may be used.
Business analysis is wide ranging and encompasses many
areas, and it is difficult to define in a succinct way that
offers clarity to practitioners and their customers. There
are numerous approaches, frameworks, techniques and
skills to be acquired and applied when undertaking business
analysis. There are also discussions to be had, advice to be
offered and decisions to be made regarding when a particular
approach or technique is applicable or when it would not be
relevant. Accordingly, anyone wishing to embark on a business
analysis career has a significant mountain to climb, with many
techniques to master and many skills to attain. Further, a
highly competent business analyst, with an extensive toolkit of
techniques and skills, should have commercial and business
domain knowledge, and possess the interpersonal skills
required to work with a range of stakeholders, each of whom
will have individual needs, priorities and concerns.
Since 2006, when BCS published the first book on business
analysis, many more resources for business analysts have
become available to help practitioners develop the required
Buy the complete book: www.bcs.org/books/businessanalyst
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knowledge and skills. There are now numerous books,
journals, websites, blogs and articles that enable professional
business analysts to extend their expertise. However, if
as business analysts we were to conduct a gap analysis, it
would be apparent that a significant gap exists with regard
to information and guidance about the business analyst
career path. Questions such as ‘How do I become a business
analyst?’ and ‘How do I develop my business analysis career?’
are often asked and discussed at business analysis seminars
and conferences, yet, to date, there has not been a book that
can provide answers. Fortunately, Adrian Reed has written
Business Analyst: Careers in Business Analysis to fill this very
gap.
Business Analyst takes the holistic view that is dear to most
business analysts’ hearts. It explores the broad landscape
of business analysis and, whilst not repeating the excellent
information available elsewhere, identifies a variety of relevant
resources where guidance may be found. It explains the
diversity of business analyst roles and clarifies the T-shape
required to work as a professional business analyst. It also
explains the certifications available to business analysts
and identifies the professional organisations representing
the business analysis community and offering membership,
networking, advice and information.
This book is highly relevant to those who know that business
analysis is the career for them and require guidance on how
they might move forward. However, it will also assist those
who are unsure if they want to enter or remain within the
business analysis profession, offering a checklist to help with
this decision. Six example case studies, each describing an
individual career path, are provided and together reflect the
breadth of opportunities that are available when starting from
a business analysis entry point. The book makes clear that
one of the advantages of possessing business analysis skills
is that the essential toolkit can open up many career choices
and endless opportunities for professional success.

xvi
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Essentially, Business Analyst offers a business analysis career
signpost, showing the routes to expertise and professionalism.
Whether resources for learning, advice on career progression,
examples of career change, or a basis for personal
development and certification are required, this book meets
the need. It is an extremely valuable resource for anyone
wishing to fulfil their business analysis potential.
Dr Debra Paul
Managing Director, Assist Knowledge Development
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GLOSSARY

Adaptive approach An approach where the solution evolves
based on a cycle of learning and discovery, with feedback loops
which encourage making decisions as late as possible.1
Agile A set of adaptive approaches often aligned with the
principles of the Agile Manifesto (Beck et al. 2001).
BCS, The Chartered Institute for IT BCS is the leading
international professional body for the IT industry with over
70,000 members. BCS is responsible for setting standards
for the IT profession and advises and informs industry and
government on successful IT implementation.2
Business analysis An advisory role which has the
responsibility for investigating and analysing business
situations, identifying and evaluating options for improving
business systems, elaborating and defining requirements, and
ensuring the effective implementation and use of information
systems in line with the needs of the business.2
Business analyst A practitioner who specialises in undertaking
business analysis.
Business case A document that describes the findings from a
business analysis study and presents a recommended course
of action for senior management to consider.2

1
2

Definitions quoted from International Institute of Business Analysis (2015).
Definitions quoted from Paul, Cadle and Yeates (2014).
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GLOSSARY

Business process A linked set of tasks performed by a
business in response to a business event. The business process
receives, manipulates and transfers information or physical
items, in order to produce an output of value to a customer.2
Curriculum vitae A succinct document detailing an
individual’s work experience, qualifications, certifications and
other relevant information. Typically used when applying for
a job.
Elicitation Iterative derivation and extraction of information
from stakeholders or other sources.1
Holistic approach The consideration of all aspects of a
business system and their interactions. This incorporates
the people, process and organisational areas, in addition to
the information and technology used to support the business
system.2
Information system (IS) A system or systems, whether
automated or manual, which is concerned with the storage,
retrieval or other processing of information.
International Institute of Business Analysis™ (IIBA®) A
global professional association with over 29,000 members
that represents the business analysis profession. IIBA®’s
global core purpose is ‘to unite a community of professionals
to create better business outcomes’ (International Institute of
Business Analysis n.d.).
Predictive approach An approach where planning and
baselines are established early in the lifecycle of the initiative
in order to maximise control and minimise risk.1
Requirement A usable representation of a need.1
Requirements management The ongoing management,
maintenance and tracing of requirements from the moment
the requirement is elicited until the solution(s) that fulfil the
requirement are retired or decommissioned and the requirement
is no longer needed.
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GLOSSARY

Skills Framework for the Information Age (SFIA) The
Skills Framework for the Information Age describes skills
required by professionals in roles involved in information
and communication technologies, digital transformation and
software engineering.3
Stakeholder A group or individual with a relationship to the
change, the need, or the solution.1
Subject matter expertise Detailed specialist knowledge
of specific subject matter within a domain. This can include
functional and technical knowledge.
T-shaped Describes individuals who possess not only deep
expertise in their specialist area but also a broad appreciation
of other disciplines, allowing them to collaborate well with
other specialists across functional boundaries.
Waterfall A specific type of predictive approach.

3

Definitions quoted from SFIA Foundation (2018).
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PREFACE

Business analysis is a varied and interesting career which
is gaining more and more prevalence and recognition within
organisations. Business analysis practitioners are increasingly
working on crucial and strategic projects and are helping senior
stakeholders to initiate effective change in organisations.
Business analysis is a discipline that helps to achieve a holistic
view of an organisation, considering aspects such as people,
processes, the organisational structure and the information
and technology that are used.
Yet, whilst the role is well established, the career path is often
less well understood. Questions that existing and aspiring
business analysis practitioners might have include:
yy How do I become a business analyst (BA)?
yy What are the typical options for progression throughout
a BA’s career?
yy What sorts of role can one progress to beyond a BA
role?
yy What frameworks are there that BAs can use?
yy As a BA manager, what skills should my BAs have?
If you have ever asked yourself these questions, this book
is for you. It draws on my research and experience, as well
as on the experience of a range of other practitioners who
were interviewed in the preparation of this book. It draws on
recognised industry frameworks and avoids, wherever possible,
reinventing the wheel. Overall, it is designed to be a guidebook
Buy the complete book: www.bcs.org/books/businessanalyst
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that will provide useful insights to practitioners throughout their
careers.
This book is part of the ‘BCS Guides to IT Roles’ series. In
today’s digital world, IT is a crucial enabler of change, and it
is crucial that BAs maintain an awareness of the evolving IT
landscape. Business analysis is, of course, broader than just IT
– and, as the frameworks referenced in this book show, there is
real value in the holistic and systemic view that a good BA can
bring. Not all initiatives require IT change, and a skilled BA must
be able to operate in a wide range of environments. A word
that you will see time and time again in this book is ‘context’ –
so much of what a good BA does involves understanding the
context in which they are operating, and deploying the relevant
tool or technique within an overall framework.
As with any guide, we must not mistake the map for the
territory. In business analysis, rarely is there a single ‘right’
answer. I invite readers to use, question, adapt and tweak the
contents of this book to meet their needs.
I hope that you find this book both useful and enjoyable!
Adrian Reed

xxvi
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1

INTRODUCTION: THE NEED
FOR BUSINESS ANALYSIS

Organisations today exist in a fast-paced and ever-changing
business environment. Competition is fierce, and customers
are increasingly able to access seemingly limitless information
about a wide range of alternative products and services.
Traditional business models have been disrupted by the
innovative use of new technology, new multi-sided markets
have emerged to match up buyers and sellers, and consumer
expectations are continually raised. For example, in the
1980s and early 1990s, a mail-order retailer’s commitment
to delivering goods within 28 days may have been sufficient;
today, organisations are moving towards same-day delivery.
Twenty years ago, patients would predominantly rely on the
advice of their doctors; today, I suspect many of us use the
internet to search for our symptoms and enter the doctor’s
surgery having researched potential illnesses (and treatments)
already. In fact, depending on the symptoms, it might not
be necessary to visit a doctor’s surgery at all, as some
surgeries offer consultations via video call or mobile app. In
order to survive and thrive in this fast-paced environment,
service providers have adapted their offerings to meet these
expectations and new market norms.
Of course, it is not just technology that affects and empowers
organisations and consumers. Changes in political attitudes,
socio-cultural trends, laws, regulations and many other
factors mean that organisations need to adapt – fast. Of
course, adaptation has always been a vital part of business,
but the need for immediacy has grown. Changes to the
business environment can emerge in months (or weeks)
rather than years or decades. This can be particularly
Buy the complete book: www.bcs.org/books/businessanalyst
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challenging to long-established organisations that have a
complex landscape of processes, information and technology.
Knowing that we need to change is hard enough; knowing
what to change and how to change it can be devilishly
difficult!
In this challenging yet exciting environment, there is an
increased need for business analysis, and accordingly an
increased demand for the services of business analysts
(BAs). BAs are increasingly recognised as crucial enablers
that help organisations to analyse the internal and external
environment, innovate, and strive towards their strategic
goals. Business analysis provides a fascinating and varied
career path for those who wish to help facilitate the delivery
of feasible and desirable change.

DEFINING BUSINESS ANALYSIS
It is worth pausing for a moment to define business analysis.
This has, historically, been somewhat of a challenge. Indeed,
if you were to ask 10 BAs to define the BA role, each of them
would come up with a subtly different answer – each of which
would probably be correct for the context in which they are
practising. There is a lot of enthusiastic debate amongst BA
practitioners as to what constitutes core BA work and what
does not. This in itself highlights an important attribute of the
BA profession – it is broad – and, typically, BA practitioners
will experience different facets of this breadth as their career
progresses.
Two of the most prominent organisations that promote
and develop the business analysis profession are BCS (The
Chartered Institute for IT) and IIBA® (the International Institute
of Business Analysis™). Both organisations provide useful and
complementary definitions.
The BCS book Business Analysis defines business analysis as:

2
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An advisory role which has the responsibility for investigating and analysing business situations, identifying
and evaluating options for improving business systems,
elaborating and defining requirements, and ensuring
the effective implementation and use of information
systems in line with the needs of the business. (Paul,
Cadle and Yeates 2014)
IIBA® similarly defines business analysis as:
The practice of enabling change in an enterprise by
defining needs and recommending solutions that deliver
value to stakeholders. (International Institute of Business
Analysis 2015)
Both of these complementary definitions succinctly outline the
breadth of the BA profession. The definitions are both concise
yet precise, and usefully help to provide shape to the role. Yet,
when reading these descriptions quickly, it is very easy to miss
the rich detail that is implied. Table 1.1 draws out some of the
most significant factors.
Table 1.1 Comparing complementary definitions
Quotation

Source
Comment or Implication
Definition

‘An advisory
role’

BCS

Typically, BAs are not the
ultimate decision makers.
BAs advise and provide
recommendations whilst
challenging and critically
engaging with the business
situation. This may involve
challenging the status quo,
seeking new ways of solving
old problems or helping
stakeholders to imagine new
options.
(Continued)
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Table 1.1 (Continued)
Quotation

Source
Comment or Implication
Definition

‘The practice of’ IIBA®

Business analysis is something
that is practised. There is
a rich body of knowledge,
experience and theory but
it is the responsibility of the
practitioner to apply this theory
to the specific context in which
they find themselves. The rich
and varied nature of business
means that there are rarely
one-size-fits-all approaches,
and a core BA skill is selecting
the optimum tool and approach
for the situation, whilst being
prepared to adapt if things
do not go as planned or if the
environment changes.

‘Investigating
and analysing
business
situations’

Often, BAs will be presented
with a very messy business
situation, where there are
urgent fires that need to be
fought. Yet, it is crucial that
they work with stakeholders to
find the underlying root causes
and solve them in a way that
is coherent with organisational
strategy and that fits with the
external environment.

BCS

This requires skill and candour,
as stakeholders may view
the situation from different
perspectives and these
viewpoints must be considered
and contrasted.
4
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Table 1.1 (Continued)
Quotation

Source
Comment or Implication
Definition

‘Defining needs’ IIBA®

Before BAs can identify
and evaluate options for
improvement, it is crucial that
they establish the underlying
organisational and stakeholder
needs. This will ensure that any
intervention or improvement
project is able to deliver change
that enables value.

‘Elaborating
and defining
requirements’

Refining high-level objectives
and needs into consistent and
testable requirements is an
important skill for BAs.

BCS

‘Identifying
BCS
and evaluating
options’
‘Recommending IIBA®
solutions’

A core part of the BA role is
to identify potential options.
Often stakeholders will have
a preconceived idea of how
a problem should be solved;
depending on the context, it
may be necessary to tactfully
challenge this assumption and
identify other potential options.
By spreading the net wider, BAs
help to identify solutions that
might be cheaper or quicker and
deliver greater benefits than
those first thought of.

Clearly, Table 1.1 draws on only parts of these definitions, but
these are some of the parts that are crucial to understanding
the breadth of the BA role.
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There are many examples of this breadth and variety. The
BA role can include strategic analysis, pre-project problem
analysis, requirements engineering, solution evaluation, the
facilitation of benefits management and much, much more.
Yet, in practice, not every BA will be involved with all of these
activities. The particular activities and areas of engagement
are likely to depend on the organisational context, the point
of engagement (whether early or late in the business change
lifecycle) and the experience of the BA.
For example, newer BAs may start with a very narrow and
prescribed project assignment, perhaps working under
supervision to elicit, analyse and document requirements.
Yet, as a practitioner gains experience, they are likely to gain
exposure to more complex situations. As a practitioner’s
career develops, the skills and competencies needed change
also. Knowing this can be useful and can help us as individual
practitioners to plan our own career trajectories. Consciously
thinking about how we will progress in our individual careers
can help us to determine what type of experience and training
may be needed in the near, medium-term and longer-term
future. This is explored further in Chapter 5.

THE IMPORTANCE OF THE HOLISTIC VIEW AND OF
TAKING A HOLISTIC APPROACH
Often business analysis is perceived as being ‘something to
do with IT’, but it would be incorrect to construe the role of
the BA as purely an IT role. BAs work with a wide range of
stakeholders – internal and external – in order to help the
organisation meet its strategic goals. It is certainly the case
that information and technology are crucial enablers, but IT
does not exist in isolation. A change or improvement to an
IT system will be successful only if it meets an underlying
business need and if it fits with the wider organisational
context.
A very useful model, developed by Assist KD and published
by BCS, is the POPIT™ (People, Organisation, Processes,
Information & Technology) model (see Figure 1.1).
6
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Figure 1.1 The POPIT™ model

(Reproduced by permission of
Assist Knowledge Development Ltd)

Organisation

Information &
Technology
People

Processes

This model shows four views of the business system, each of
which is dependent on the others:
yy People: Organisations are, essentially, collections of
people who are brought together to achieve a common
purpose. In order to be successful, any change made
within the organisation will need engagement and
buy-in from the relevant stakeholders. Seemingly
simple changes might have vast knock-on impacts –
it is very easy to merge two swim lanes on a process
model, but this may mean that there is a change
in job design, requiring consultation and training.
Introduction of new IT may require support and
training.
yy Organisation: The organisational culture and structure
may affect or be affected by changes. A programme
to outsource facilities management, for example, will
by its very nature change the organisational structure.
It may also have an impact on the organisation’s
culture and additionally may require new ‘relationship
management’ or ‘contract management’ roles to be
created. The style of management is also relevant
Buy the complete book: www.bcs.org/books/businessanalyst
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here – in some cases there may be a desire to move
towards a flatter, egalitarian structure. This will
be quite a change if the organisation is currently
organised according to a tall hierarchy with strict lines
of command and control.
yy Processes: An organisation’s processes determine
how the work is done, how (for example) goods or
information flow around the organisation, and how
the goods or services are delivered to end customers.
A single process is likely to span multiple teams,
departments and IT systems; therefore, a change to a
process may imply wide-ranging changes.
yy Information & Technology: This includes IT
infrastructure and applications, whether they are inhouse, remote, bespoke or off the shelf. As alluded
to above, a change to a process may necessitate IT
changes (or vice versa), and any change to IT may
have an impact on people, who need to be supported
and trained. This aspect of the POPIT™ model also
includes the structure, storage and processing of the
information held by these IT systems. We may find
situations where the IT itself appears to be operating
well but little thought has been put into the underlying
information model, leading to situations where
(for example) there are, unintentionally, multiple
conflicting records representing the same customer
information, making it difficult to achieve a single
customer view.
This is a useful model for framing the profession of business
analysis. A practitioner of business analysis is someone who
can operate holistically, defining, facilitating and shepherding
change in one, several or all of these areas. Although it is likely
that larger-scale change will be handled by more experienced
BAs, the model is relevant from the very beginning of a
practitioner’s business analysis career. It is important that
we consider even the smallest of changes from each of these
viewpoints.

8
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THE BUSINESS CASE FOR BUSINESS ANALYSIS
A question that an executive might ask is, ‘Why do I need a
BA?’ With scarce, limited resources, why should organisations
invest in developing a BA capability?
The reasons are extremely compelling. As trusted advisers,
BAs can help to ensure that an organisation’s operations,
activities and change projects are aligned to strategy. Most
organisations – whether public, private or third sector – exist
within fast-changing and volatile environments. Customers
increasingly expect quick and flawless service – as alluded
to earlier in this chapter in the example of providers moving
to same-day delivery – and this raises the bar for everyone.
New technological innovation has emerged that has disrupted
(or even destroyed) traditional business models. In the 1980s
and 1990s, there were video (and then DVD) rental shops on
many high streets. Today, this same need is met by streaming
media and multi-channel cable services. Industries such as
insurance have been altered by aggregation – online services
that create a marketplace where a customer enters their
details once and many quotes are provided simultaneously.
Layer on top of this the volatile political and regulatory
environment, and changing socio-cultural trends, and it is
easy to understand why some people describe a constant
state of change as the ‘new normal’. It is the organisations
that can lead and adapt to their environment that will thrive
– and the quicker that adaptation can take place, the better.
Organisations that are unable to keep up the pace may well
survive, for now, but they may lose market share and see
their profits dwindle over time. The past decade has seen the
demise of some huge household names that have not been
able to keep up in a volatile, fast-changing and consumercentric environment.
This raises a number of important questions that organisations
need to address, including:
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yy Why and when should we adapt?
yy What should be changed?
yy How should change be made?
The discipline of business analysis can help organisations and
executive decision makers to ensure that the organisation is
able to adapt, change and strive towards its goals.

Why and when to adapt
Strategic business analysis involves assessing the
internal and external business environment. This requires
assessment of the opportunities and threats that are relevant
for an organisation and of the organisation’s strengths and
weaknesses. It is necessary to understand a range of relevant
external factors, sources of competition and market forces
as well as to understand internal factors such as strategy,
business architecture and enterprise architecture. It involves
understanding the outcomes that the organisation is striving
for, and recommending potential options that will help to
achieve them.
It is crucial to consider the timing – there might be strategic
priorities that mean that certain opportunities are chosen
over others. Having a firm grasp of the organisation’s vision,
mission, objectives and strategy is crucial. Strategic analysis
helps us to determine when change is necessary. Perhaps
the external environment is changing and the organisation
needs to adapt to stay relevant. Or perhaps an internal
weakness is preventing the organisation from seizing an
opportunity.
Often this type of analysis involves gaining a firm understanding
of the underlying problems and core needs. An executive
stakeholder may, for example, initially assert: ‘We need a new
customer relationship management package!’
This may appear to be a very clearly exclaimed ‘need’. Yet
a customer relationship management (CRM) package is a
10
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type of solution, and it is likely that some investigation will
be required to understand the true underlying need. It may
transpire, for example, that the executive is concerned about
dropping sales and feels that competitors are able to forge
better relationships with customers. This will help us to reframe the problem as being related to a decrease in sales,
and accordingly we can scour the environment (internally
and externally) to assess why this might be the case. A
CRM package may indeed be a viable option, but there may
be other causes and there may even be cheaper (and more
effective ways) of solving the problem. If our competitors
have cut their prices, then perhaps a better approach would
be to understand how we can leverage efficiencies to match
or beat those prices, or to change our proposition so we
differentiate ourselves on service (rather than price). Or
perhaps there are customer service problems that can be
examined by analysing and improving processes. Neither of
these approaches would necessarily (immediately) require a
CRM package.
An analogy here can be drawn with the aforementioned
example of visiting the doctor. Many patients (myself
included) tend to search for symptoms online, and we often
visit our doctors with a predetermined idea of what illness
or complication we might be suffering from. We might even
have a suggestion of what the solution might be – perhaps an
idea of the medicine or prescription that we think is right. Yet,
in reality, as patients we are likely making this assessment
without having assessed the relevant vital signs. We may have
taken a temperature reading, but we won’t have assessed our
blood chemistry or heart rate (our ‘internal environment’),
and we may well not have considered factors such as the
stress of our workplace, the air quality in our city and so
on (our ‘external environment’). Therefore, we are at risk of
misdiagnosing ourselves. If the doctor were to prescribe what
we asked for, it probably wouldn’t solve our problem – and
might even make it worse!
A similar pattern happens in organisations. With a (quite
understandable) sense of urgency, stakeholders tend to
Buy the complete book: www.bcs.org/books/businessanalyst
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gravitate towards solutions, potentially without having
had the time to appreciate the wider internal and external
environmental issues – and sometimes without having defined
the underlying problem. We, as BAs, can work with them to
ensure that we have a solid ‘diagnosis’.
It is important to point out one key difference between a BA–
stakeholder relationship and a doctor–patient relationship.
In some cultures, in a doctor–patient relationship there is
an implied hierarchy, with the patient being seen as less
skilled and knowledgeable than the doctor (consider the
phrase ‘doctor’s orders’, for example). So, whilst the doctor
is of course working in the best interests of the patient, who
is their ‘client’, they may be seen by some as holding higher
status.
It is crucial to note that this dynamic is not the same in a BA–
stakeholder relationship. As BAs, we facilitate and we help
co-create. We work with people at all levels, and we help to
shepherd the relevant knowledge – we do not need to hold it all
ourselves. We are crucial enablers, and we rely on important
interpersonal skills to gain rapport and build relationships.
We ‘lead from the middle’ and often influence without having
formal authority.1 We influence our project colleagues and
stakeholders, helping to drive towards a common goal, even
though we rarely have formal management authority over
them.

What to change
Having identified why change is necessary and having
established that now is an appropriate time for that change
to take place, it is equally important to establish what needs
to change. This involves assessing, in more detail, the existing
processes, IT systems, information, organisational structure
and so on. It involves eliciting, analysing and documenting
the requirements for change. It also involves assessing the

 For an interesting and succinct discussion of BAs leading from the middle, see Mawle
(2013).

1
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impacts of change in more detail. For example, implementing
a new process may have a knock-on impact on the way work
is carried out (which may impact the types of skills that are
needed, necessitating training). Successful delivery of change
hinges on appropriately understanding and defining all
relevant impacts – and this includes investigating areas that
stakeholders might not have immediately considered.
Often the impact of a change can be much, much wider than
first anticipated. As an example, take the following stakeholder
assertion:
We are changing our trading name from ABC Company
to XYZ Company, and our logo will also change.
It would be understandable to think that this would be a simple
change – perhaps involving a logo change on a website and
a new letterhead. Indeed, the stakeholder in question might
initially have the view that the change will be simple and quick.
But the implications could be much greater – for example, a
five-minute brainstorm yielded the following potential areas
that could be affected by such a change:
yy bank accounts, direct debits and cheque books (so
that payments are made and debits are presented
with the correct trading name);
yy marketing materials, both in PDF and hard-copy
formats;
yy websites;
yy signage that appears on premises;
yy telephone and other directories;
yy ‘voice’ branding – for example, interactive voice
response (telephone menu systems);
yy stock legal papers and contracts (including agreement
on what to do with contracts formed under the
previous trading name);
yy ID badges;
Buy the complete book: www.bcs.org/books/businessanalyst
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yy internal branding on mouse mats, screensavers and
so on;
yy press releases to announce the transition;
yy communication to key partners and suppliers to
inform them of the change;
yy processes to handle customer, supplier and partner
queries about the change.
This is certainly not an exhaustive list, and a longer analysis
would yield further factors for consideration. Each of these
areas would need to be considered and their relevant
requirements understood. The level of understanding will vary
throughout each change initiative, starting with a high-level
‘thousand-mile-high view’ and moving on to a much more
granular view once a decision has been made to proceed and
funds have been committed.

How to change
Additionally, BAs work with stakeholders to identify specific
options for the implementation of change. Initially these options
may be very broad, perhaps representing a range of high-level
solution approaches, and may be used for comparison in a
business case. As the change initiative continues and as more
and more is known about the situation, it becomes increasingly
important to relate the what to the how. Put more formally, it
is important that there is clear traceability between objectives,
needs, requirements and solutions (and from requirements
back to the source, which might be a person who raised them
or a piece of legislation or regulation that implied or imposed
them, and up to the higher-level needs and objectives). As a
detailed view of the solution emerges, there will be a fine line
between business analysis, on the one hand, and systems
analysis and solution architecture, on the other. As BAs we
do not normally need to be experts in the solutions that are
being designed, developed and implemented. We may well be
involved and engaged during the design, but we do not need
to know the finer detail.

14

Buy the complete book: www.bcs.org/books/businessanalyst

INTRODUCTION: THE NEED FOR BUSINESS ANALYSIS

Examining this idea from a slightly different angle, imagine
you were helping a friend to find a house to rent or buy. You
might start by understanding their core need – why they want
a house in the first place (as there are other options available –
an apartment or even a motor home or houseboat!). Then, you
might help them to specify the core features that the house
needs to have and the attributes it needs to possess. You might
discuss location, number of bedrooms, facilities (e.g. whether
fast broadband is available), maintainability and many other
factors. You might even help them to specify how the house
needs to be customised (e.g. internal decoration) once it is
bought or rented. Hopefully this would help them to select a
house that is perfect for them.
Yet, in helping a friend, you wouldn’t need to know the granular
detail of house rental or purchasing law (that is what a solicitor
or property lawyer is for). Nor would you need to know the
chemical content of the paint that would be used to redecorate
the walls – other experts would handle that. Instead, it would be
crucial to know that the choices made would lead to a solution
that will meet the core requirements and needs of your friend.
The same is true in business analysis. BAs often play a part
in helping an organisation purchase, lease, procure, change or
build some type of solution. Yet there will be other stakeholders
who are experts in the relevant solution components, and we
are fortunate in being able to lean on their expertise.
Incidentally, there may be times when we do happen to know
the detail of how a particular solution works. For example,
if you have been an IT developer in the past, you may know
the specific system processes undertaken by a particular
application, and this may be very helpful knowledge. It may
enable you to, for example, point out the physical database
tables that are referenced by a particular requirement and the
specific line of code within a batch process that needs to change.
However, it is important to note that, whilst this can be useful
knowledge, you may find that you take off your ‘BA’ hat and put
on a ‘systems analyst’ hat when having these conversations.
This is not an inherently bad thing, yet it is important that you
ensure that you are not stepping on someone else’s toes and
that your activities are genuinely useful.
Buy the complete book: www.bcs.org/books/businessanalyst
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ONGOING ELABORATION AND DISCOVERY
It is important to note that the activities alluded to in this
section should not be seen as linear or sequential, and
should not be seen as inherently linked to any particular
project delivery methodology. Information and insights
about the why, when, what and how will be elaborated as
the project or initiative progresses. Initially, we may start
with a thin slice – just enough of an understanding of why
the change is necessary and why it is needed now, along
with an idea of broad scope (what) and potential solution
approaches (how). These areas will be refined as further
elaboration takes place.

BUSINESS ANALYSIS AND SFIA
A useful framework for considering the BA role is the
Skills Framework for the Information Age (SFIA), which is
championed and maintained by the SFIA Foundation. A number
of organisations collaborate and contribute as part of the SFIA
Foundation, including BCS, and the framework has become
a useful standard from which to consider roles, careers and
career development. In essence, SFIA
is a practical resource for people who manage or work in
or around information and communication technologies,
digital transformations and software engineering.
yy It provides a framework consisting of professional
skills on one axis and seven levels of responsibility
on the other.
yy It describes the professional skills at various
levels of competence.
yy It describes the levels of responsibility, in terms
of generic attributes of Autonomy, Influence,
Complexity, Knowledge and Business Skills.
(SFIA Foundation 2018)

16
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The framework recognises that professional skills are
crucial but that they are only one attribute of a well-rounded
practitioner. It is also important to consider behaviours
(including interpersonal and social behaviours and skills),
knowledge, experience and qualifications, as illustrated in
Figure 1.2.

Figure 1.2 A
 spects of professional capability
permission of SFIA Foundation)
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The SFIA framework itself focuses on definition of the
professional skills. Behavioural skills are touched upon in
Chapter 3 of this book, knowledge is discussed in Chapters 2
and 3, and certification in Chapter 5.
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SFIA professional skills
As described in the quote on page 16, SFIA includes a
categorised list of skills which can apply at up to seven
different levels of responsibility (although it should be noted
that not all levels are relevant for all skills). The seven generic
levels are as shown in Table 1.2.

Table 1.2 SFIA levels

(Reproduced by permission of SFIA Foundation)

Level

Description

1

Follow

2

Assist

3

Apply

4

Enable

5

Ensure, advise

6

Initiate, influence

7

Set strategy, inspire, mobilise

The SFIA framework specifies which levels are relevant for
each skill, and provides a short textual description of each skill
and of the responsibilities that a practitioner will have at each
SFIA level.
SFIA LEVEL DESCRIPTIONS
The SFIA level descriptions can be found in SFIA 7: The
Complete Reference, which is available from the SFIA
Foundation (2018). It is important to cross-reference the
details in this chapter with the SFIA guide.
The SFIA skills listed in Table 1.3 are universally relevant to
business analysis, irrespective of the type or level of role.
18
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Table 1.3 S
 FIA skills of universal relevance

(Extracts from
SFIA 7: The Complete Reference, used by permission of SFIA
Foundation)

SFIA
Code

SFIA Skill

SFIA Description

BUAN

Business
analysis

The methodical investigation,
analysis, review and documentation
of all or part of a business in terms
of business goals, objectives,
functions and processes, the
information used and the data on
which the information is based.
The definition of requirements for
improving processes and systems,
reducing their costs, enhancing their
sustainability, and the quantification
of potential business benefits.
The collaborative creation and
iteration of viable specifications and
acceptance criteria in preparation
for the deployment of information
and communication systems. The
adoption and adaptation of business
analysis approaches based on the
context of the work and selecting
appropriately from predictive (plandriven) approaches or adaptive
(iterative/agile) approaches.

REQM Requirements
definition and
management

The elicitation, analysis,
specification and validation of
requirements and constraints
to a level that enables effective
development and operations of
new or changed software, systems,
processes, products and services.
The management of requirements
throughout the whole of the
(Continued)
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Table 1.3 (Continued)
SFIA
Code

SFIA Skill

SFIA Description
delivery and operational life cycle
of the software, system, processes,
products or services. The
negotiation of trade-offs that are
both acceptable to key stakeholders
and within budgetary, technical,
regulatory, and other constraints.
The adoption and adaptation of
requirements management lifecycle
models based on the context of the
work and selecting appropriately
from plan-driven/predictive
approaches or more adaptive
(iterative and agile) approaches.

BPRE

20

Business
process
improvement

The creation of new and potentially
disruptive approaches to
performing business activities
in order to create business
opportunities; deliver new or
improved products/services; or
to improve supply chains. The
identification and implementation
of improvements to business
operations, services and
models. The assessment of the
costs and potential benefits
of the new approaches. The
analysis and design of business
processes in order to adopt and
exploit technologies to improve
business performance. The
development of enterprise process
management capabilities to
increase organisational agility and
responsiveness to change.

(Continued)
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Table 1.3 (Continued)
SFIA
Code

SFIA Skill

SFIA Description

BSMO Business
modelling

The production of abstract or
distilled representations of
real world, business or gaming
situations in traditional or transmedia applications, to aid the
communication and understanding
of existing, conceptual or proposed
scenarios. Predominantly focused
around the representation of
processes, roles, data, organisation
and time. Models may be used to
represent a subject at varying levels
of detail and decomposition.

RLMT

The systematic identification,
analysis, management, monitoring
and improvement of stakeholder
relationships in order to target
and improve mutually beneficial
outcomes. Gains commitment to
action through consultation and
consideration of impacts. Design the
relationship management approach
to be taken; including roles and
responsibilities, governance,
policies, processes, and tools, and
support mechanisms. Creatively
combines formal and informal
communication channels in order to
achieve the desired result.

Relationship
management

However, as the following chapter will highlight, the BA role is
broad and this breadth may mean that a practitioner requires
additional skills, including those from complementary
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disciplines. In particular, more experienced and senior BAs
will hold greater levels of responsibility.
So much of what is contained within a particular BA’s
remit is determined by the organisational context in which
they are operating, yet areas of commonality can be seen.
Organisations with internal BA teams and practices typically
have a number of levels of BA role (typically three or four),
each needing to demonstrate different levels of skill and
each holding different levels of responsibility. For example,
as a practitioner progresses, it is usual for them to take on
additional leadership and management responsibilities.
Common role titles within a BA practice are described in
Table 1.4.

Table 1.4 Common BA role types within a BA practice
Title

Description

Junior
business
analyst

An entry-level business analysis role, where
a practitioner is working under significant
direction and supervision. The individual will
have basic knowledge of core business analysis
tools and techniques but will not (yet) have
significant experience.

Business
analyst

A role for an experienced practitioner who
has knowledge of a wide range of tools and
techniques, along with experience of deploying
them on various projects and in various
contexts. Possessing refined interpersonal
skills, a BA is able to work under minimal
supervision, typically having a fair amount of
autonomy over how they undertake their work.
(Continued)
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Table 1.4 (Continued)
Title

Description

Senior
or lead
business
analyst

The responsibilities of a senior or lead BA vary
between organisations – however, commonly
these practitioners are responsible for shaping
how analysis work will be undertaken and
for assigning that work to a team. This may
be a temporary team that is assigned to the
manager for the duration of a project or a
permanent team that they manage. Senior or
lead BAs, therefore, typically require additional
leadership and management skills.

Business
analyst
manager

Responsible for anticipating likely demand
in the business area and resourcing
accordingly. Maintains relationships with senior
stakeholders at a portfolio level. Accountable
for development and definition of BA standards,
defining a training and development plan, and
so forth.

Head of
business
analysis

Has overall responsibility and accountability for
the BA team, typically reporting to a director or
senior manager. However, the reporting lines
will depend very much on the context, structure
and size of the organisation.

Whilst Table 1.4 lists some of the common job titles, it is by
no means exhaustive. There are a whole range of roles in use
within the BA community, but it is likely that most will at least
broadly map onto one of the levels described in the table.
Some organisations may create hybrid roles – for example,
a ‘principal BA’ may take on the role of a BA manager whilst
also carrying out strategic analysis, essentially retaining an
element of the lead BA skillset too. Other organisations might
choose to have fewer levels or might create hybrid roles that
span disciplines. As with so much in business analysis, context
is king.
Buy the complete book: www.bcs.org/books/businessanalyst
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BUSINESS ANALYST

OTHER SFIA SKILLS: NO ‘ONE SIZE FITS ALL’
Table 1.5 shows the SFIA skills and levels that can be
required for each BA role type, reflecting the breadth
of the discipline and some of the complementary skills
that can be required. This should be seen very much as a
starting point which teams can pick from, embellish and
develop from; it is certainly not presented as a one-sizefits-all template. In particular it should be noted that not
all of the SFIA skills listed in the table will necessarily
be relevant for all BA roles or organisational contexts.
It should be read alongside the document SFIA 7: The
Complete Reference, which is available from the SFIA
Foundation (2018).

SUMMARY
In this chapter, we have explored the nature of business
analysis and have outlined why it is needed. Within the fastchanging external environment, organisations need the ability
to adapt quickly, and business analysis is a crucial discipline
in enabling this. BAs bring a holistic approach, considering the
broad impacts of change, and are able to help organisations
to understand problems and opportunities as well as assess
the likely benefits and impacts of implementing a change.
BAs also help organisations to understand requirements and
assess different options for meeting organisational needs.
Useful definitions of business analysis are provided by BCS
and IIBA®.
The SFIA framework provides a catalogue of professional
skills, and this chapter has highlighted the SFIA skills that are
likely to be most relevant for many BA roles. It should be noted
that SFIA acknowledges professional skills are only part of the
picture, with knowledge and behavioural skills playing equally
important roles.
It is clear that business analysis is a very broad discipline. The
topic of breadth will be picked up in Chapter 2.
24

Buy the complete book: www.bcs.org/books/businessanalyst

Buy the complete book: www.bcs.org/books/businessanalyst

25

SFIA Skill

SFIA Description

CNSL

Consultancy

Advice and guidance

Bringing in best
practice from one
area of a business to
another.

Providing advice and
recommendations on
potential solutions
to organisational
problems.

BA Example

BA

5

5

6

(Continued)

7

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

Likely SFIA Responsibility Level

Junior
BA

(Extracts from SFIA 7: The Complete Reference, used by permission of SFIA Foundation)

The provision of advice and
recommendations, based on
expertise and experience, to
address client needs. May deal
with one specialist subject
area, or can be wide ranging
and address strategic business
issues. May also include support
for the implementation of any
agreed solutions.

Strategy and architecture

SFIA
Code

Table 1.5 Wider SFIA skills and the BA role
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SFIA Skill

SFIA Description

Research

Financial
management

RSCH

FMIT

The overall financial
management, control and
stewardship of the IT assets
and resources used in the

The systematic creation of new
knowledge by data gathering,
innovation, experimentation,
evaluation and dissemination.
The determination of research
goals and the method by which
the research will be conducted.
The active participation in a
community of researchers;
communicating formally and
informally through digital media,
conferences, journals, books and
seminars.

Business strategy and planning

SFIA
Code

Table 1.5 (Continued)

Heads of business
analysis and BA
managers may have
responsibility for

Proofs of concepts
as a form of
experimentation.

Domain and market
research.

Competitive
benchmarking.

BA Example

2

BA

3

3

4

3

5

3

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

Likely SFIA Responsibility Level

Junior
BA
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BPRE

Business
process
improvement

The creation of new and
potentially disruptive
approaches to performing
business activities in order to
create business opportunities;
deliver new or improved
products/services; or to improve
supply chains. The identification
and implementation of
improvements to business
operations, services and models.
The assessment of the costs
and potential benefits of the new
approaches. The analysis and
design of business processes in
order to adopt and exploit

provision of IT services,
including the identification of
materials and energy costs,
ensuring compliance with all
governance, legal and regulatory
requirements.

Conducting analysis
and documentation
of ‘as is’ processes.
Development of
‘could be’ and ‘to be’
processes, whilst
assessing impacts on
people, organisation,
information and
technology (as well
as the process itself).

elements of change
budget, and will
be responsible for
providing forecasts
(however, this
will likely form an
element of an overall
change budget).
5

5

6

6

(Continued)

6

28

Buy the complete book: www.bcs.org/books/businessanalyst

SFIA Skill

Enterprise
and business
architecture

SFIA
Code

STPL

Table 1.5 (Continued)

The creation, iteration, and
maintenance of structures such
as enterprise and business
architectures embodying the key
principles, methods and models
that describe the organisation’s
future state, and that enable its
evolution. This typically involves
the interpretation of business
goals and drivers; the translation

technologies to improve
business performance. The
development of enterprise
process management
capabilities to increase
organisational agility and
responsiveness to change.

SFIA Description

Assessing the
current capabilities
and strengths and
weaknesses of
an organisation,
determining what
new capabilities are
required to fill a gap
and working with
stakeholders to

BA Example

BA

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

5

5/6

5/6

5/6

Likely SFIA Responsibility Level

Junior
BA
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of business strategy and
objectives into an ‘operating
model’; the strategic assessment
of current capabilities; the
identification of required
changes in capabilities; and
the description of interrelationships between people,
organisation, service, process,
data, information, technology
and the external environment.
The architecture development
process supports the formation
of the constraints, standards and
guiding principles necessary
to define, assure and govern
the required evolution; this
facilitates change in the
organisation’s structure,
business processes, systems
and infrastructure in order to
achieve predictable transition to
the intended state.
It should also be
noted that the SFIA
guide states that
Enterprise and
Business Architecture
at level 5 includes
‘[taking] responsibility
for investigative
work to determine
requirements
and specify
effective business
processes, through
improvements in

align change
initiatives with
the organisation’s
vision and mission.
Understanding target
operating models and
helping to determine
the change required
to achieve them.

(Continued)
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SFIA Skill

SFIA Description

EMRG

Emerging
technology
monitoring

The identification of new
and emerging technologies,
products, services, methods and
techniques. The assessment
of their relevance and the
potential impacts (both
threats and opportunities)
upon business enablers, cost,
performance or sustainability.
The communication of emerging
technologies and their impact.

Technical strategy and planning

SFIA
Code

Table 1.5 (Continued)

Assessing the
feasibility and
desirability of
implementing new
technologies.

Conducting
environmental and
competitive analysis,
and understanding the
available technology
(and what competitors
are using).

information systems,
data management,
practices, procedures,
organisation and
equipment’.

BA Example

BA

4

4/5

4

4

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

Likely SFIA Responsibility Level

Junior
BA
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BUAN

Business
analysis

The methodical investigation,
analysis, review and
documentation of all or part of
a business in terms of business
goals, objectives, functions
and processes, the information
used and the data on which
the information is based. The
definition of requirements
for improving processes and
systems, reducing their costs,
enhancing their sustainability,
and the quantification of
potential business benefits.
The collaborative creation
and iteration of viable
specifications and acceptance
criteria in preparation for the
deployment of information and
communication systems. The

Business change management

Change and transformation
Investigating
business situations,
understanding
stakeholder
perspectives, defining
requirements and
assessing potential
solutions.

3

4

5

6

(Continued)

6

32

Buy the complete book: www.bcs.org/books/businessanalyst

SFIA Skill

Requirements
definition and
management

SFIA
Code

REQM

Table 1.5 (Continued)

The elicitation, analysis,
specification and validation of
requirements and constraints
to a level that enables effective
development and operations
of new or changed software,
systems, processes, products
and services. The management
of requirements throughout
the whole of the delivery and
operational life cycle of the

adoption and adaptation of
business analysis approaches
based on the context of the work
and selecting appropriately
from predictive (plan-driven)
approaches or adaptive
(iterative/agile) approaches.

SFIA Description

Understanding
organisational
and stakeholder
objectives and needs,
and distilling these
down into detailed
solution requirements.
Ensuring that
requirements
are appropriately
managed and traced.

BA Example

2/3

BA

4

5

6

6

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

Likely SFIA Responsibility Level

Junior
BA
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OCDV

Organisational The provision of leadership,
capability
advice and implementation
development support to assess organisational
capabilities and to identify,
prioritise and implement
improvements. The selection,
adoption and integration

software, system, processes,
products or services. The
negotiation of trade-offs
that are both acceptable to
key stakeholders and within
budgetary, technical, regulatory,
and other constraints. The
adoption and adaptation of
requirements management
lifecycle models based on the
context of the work and selecting
appropriately from plan-driven/
predictive approaches or more
adaptive (iterative and agile)
approaches.
Working on holistic
analysis with
significant focus
on assessing the
current organisational
capabilities, working
with a project team

5

5

(Continued)

5

34
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SFIA
Code

SFIA Skill

Table 1.5 (Continued)
BA Example

to generate options,
and working with
a team to facilitate
the implementation
of a chosen option
(which may involve
people, process,
organisational, and
information and
technology changes).

SFIA Description

of appropriate industry
frameworks and models to
guide improvements. The
systematic use of capability
maturity assessments, metrics,
process definition, process
management, repeatability and
the introduction of appropriate
techniques, tools and enhanced
skills. The delivery of an
integrated people, process
and technology solution to
deliver improved organisational
performance in line with
organisation’s strategic plans
and objectives. The scope of
improvement is organisational
but may also be highly focussed
as necessary for example
software development, systems
development, project delivery or
service improvement.

BA

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

Likely SFIA Responsibility Level

Junior
BA
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Benefits
management

Business
modelling

BENM

BSMO

The production of abstract or
distilled representations of
real world, business or gaming
situations in traditional or
trans-media applications, to

Establishing an approach
for forecasting, planning and
monitoring the emergence
and effective realisation of
anticipated benefits. Identifying
and implementing the actions
needed to optimise the
business impact of individual
and combined benefits. The
confirmation of the achievement
of expected benefits.

Creating various
models, including
conceptual models,
process models,
organisational models,

Working closely with
the project manager
to act as the ‘project
conscience’, ensuring
that benefits are kept
front and centre and
that the scope does
not stray.

Working with the
sponsor, benefit
owners and project
team to understand
the desired outcomes
and benefits, ensuring
these are clearly
articulated in a
business case.

2/3

3/4

5

5

5

6

6

(Continued)

6

6
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SFIA Skill

data and information
models, and so forth.

aid the communication and
understanding of existing,
conceptual or proposed
scenarios. Predominantly
focused around the
representation of processes,
roles, data, organisation and
time. Models may be used
to represent a subject at
varying levels of detail and
decomposition.

DTAN

Data
The development of models to
modelling and represent and communicate
design
data requirements and to enable
organisations to understand
their data assets and the
relationships between realworld entities. The investigation,

Systems development
Defining the
information that
is relevant for the
organisation and the
relationships between
different types of
information.

BA Example

SFIA Description

Development and implementation

SFIA
Code

Table 1.5 (Continued)

2/3

BA

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

3/4

4

Likely SFIA Responsibility Level

Junior
BA
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URCH

User
research

User experience

The identification of
users’ behaviours, needs
and motivations through
ethnography, observation
techniques, task analysis,
and other methodologies that
incorporate both the social and
technological context. Taking
an approach that incorporates
significant involvement of users
in research to generate deep
understanding and uncover
new opportunities for systems,
products and services. The
quantification of different user

analysis and scoping of data
requirements to support the
development of software
systems, data integration
and data retrieval activities.
The iteration, review and
maintenance of data
requirements and data models.

Undertaking
observation,
shadowing or
similar with a view
to understanding
user needs and
behaviours. Working
on projects with a
significant user focus
where significant
insight is sought into
users’ motivations
and needs. Use
of qualitative and
quantitative elicitation

4

4

(Continued)

38
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SFIA Skill

User
experience
analysis

SFIA
Code

UNAN

Table 1.5 (Continued)

Understanding end
users’ context and
motivation, shadowing
users to appreciate
the challenges that
they face.

and investigation
techniques to
understand users’
perspectives.

populations and their needs,
identifying target users and
segments in order to maximise
the chances of design success
for systems, products and
services. The inclusion of a range
of users in research activities
to capture the diversity of users
of the organisation’s systems,
products and services and the
imperative to make these usable
and accessible for everyone.

The identification, analysis,
clarification and communication
of the context of use in which
applications will operate, and of
the goals of products, systems
or services. Analysis and
prioritisation of stakeholders’

BA Example

SFIA Description

3

BA

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

4

4

Likely SFIA Responsibility Level

Junior
BA
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Performance
management

Resourcing

PEMT

RESC

People management

Skills and quality

The overall resource
management of the workforce to
enable effective operation of the
organisation. Provision of advice
on any aspect of acquiring
resources, including employees,
consultants and contractors.

The optimisation of performance
of people, including
determination of capabilities,
integration into teams, allocation
of tasks, direction, support,
guidance, motivation, and
management of performance.

user experience needs and
definition of required system,
product or service attributes,
behaviour and performance.
The definition and management
of user experience and user
accessibility requirements for all
potential users.

6

5

4/5

4

For a BA manager:
assessing the
performance of their
team, providing the
necessary support
and conducting
appraisals.
For a lead BA
or BA manager:
assessing resource
requirements,
requesting or
arranging recruitment
where necessary.

Using techniques
such as personas,
journey mapping and
prototyping.

Understanding
stakeholder goals.

(Continued)

6

6
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SFIA Skill

Professional
development

SFIA
Code

PDSV

Table 1.5 (Continued)

The facilitation of the
professional development
of individuals, including
initiation, monitoring, review
and validation of learning and
development plans in line with
organisational or business
requirements. The counselling
of participants in all relevant
aspects of their continual
professional development. The
identification of appropriate
learning/development
resources. Liaison with internal
and external training providers.
The evaluation of the benefits
of continual professional
development activities.

SFIA Description

For a BA manager:
assessing the
needs of their team
and arranging the
relevant professional
development
opportunities for
individuals.

BA Example

BA

4

5

6

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

Likely SFIA Responsibility Level

Junior
BA
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SORC

Sourcing

Stakeholder management

The provision of policy, internal
standards and advice on the
procurement or commissioning
of externally supplied and
internally developed products
and services. The provision
of commercial governance,
conformance to legislation
and assurance of information
security. The implementation
of compliant procurement
processes, taking full account
of the issues and imperatives
of both the commissioning and
supplier sides. The identification
and management of suppliers
to ensure successful delivery of
products and services required
by the business.

Relationships and engagements

Facilitating scoring
sessions and
objectively tallying
results.

Providing advice on
methods that can be
used to objectively
score and rank
different vendors, as
part of a procurement
exercise.

Creating an outcomebased specification
to form part of a
request for proposal
(RFP) or invitation to
tender (ITT) package.

2

3

3

4

(Continued)

4
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SFIA Skill

Relationship
management

SFIA
Code

RLMT

Table 1.5 (Continued)

The systematic identification,
analysis, management,
monitoring and improvement of
stakeholder relationships in order
to target and improve mutually
beneficial outcomes. Gains
commitment to action through
consultation and consideration of
impacts. Design the relationship
management approach to
be taken; including roles and
responsibilities, governance,
policies, processes, and tools, and
support mechanisms. Creatively
combines formal and informal
communication channels in order
to achieve the desired result.

SFIA Description

Negotiating
and resolving
conflict between
stakeholders,
including those at a
senior level.

Identifying and
classifying
stakeholders,
understanding their
communication
needs and
communicating and
engaging with them
appropriately during
the project.

BA Example

4

BA

5

6

7

7

Senior/ BA
Head of
Lead
Manager Business
BA
Analysis

Likely SFIA Responsibility Level

Junior
BA
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PROD

Product
management

Sales and marketing

The active management of
products or services throughout
their lifecycle (inception through
to retirement) in order to
address market opportunities
and customer/user needs and
generate the greatest possible
value for the business. The
adoption and adaptation of
product development models
based on the context of the work
and selecting appropriately
from predictive (plan-driven)
approaches or adaptive
(iterative/agile) approaches.

Managing aspects of
the product lifecycle,
and championing
the voice of the
customer in projects.
Ensuring features are
prioritised based on
the value that will be
realised once they are
delivered.

4

4

INDEX

acceptance and
evaluation criteria 115
adaptation 10–12
adaptive approaches
to change delivery
60–61
advisory roles 3
agencies 187–188
agile 60–61
alignment phase of
business change
lifecycle 45–46
ambiguity 139
analysis 4
analysis trends 78–79
BA Manager Forum
Expert BA Award
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backlog management
115
balanced scorecard
115
BAs see business
analysts
BCS, The Chartered
Institute for IT 2–3
BCS Advanced
International Diploma
in Business Analysis
157–158
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BCS International
Diploma in Business
Analysis 155–157
benefits management
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benefits realisation
50–51, 72–73
boundary-crossing
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brainstorming 116
business analysis
business case for
9–15
definition 2–6
perspectives 87–88
practice of 4
roles 22–23
SFIA skill 19, 31–32
suitability for 88–93
Business Analysis
Process Model 96–109
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managers 23, 25–43
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becoming see
careers
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SFIA skills 25–43
T-shaped 52–57

business architects
82–83
business architectures
28–30
business case for
business analysis
9–15
business cases 116
business change
lifecycle 44–51
business change
management 31–36
business contexts
97–99
business environment
1–2
business knowledge
125
business modelling 21,
35–36
business perspective
analysis 116
business perspectives
100–101
business process
improvement 20,
27–28
business rules
analysis 116
business strategy and
planning 26–30
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careers
becoming a
business analyst
127–138
from an adjacent
role 131–132
from the business
128–130
from IT 130–131
from university
132–133
certification
152–168
consultancy
148–152
contracting
144–147, 149–152
employment
143–144
organisation size
134–135
progression
139–143, 171–173
seeking a BA role
135–138
trajectories 56–57,
173–176
case studies 196–211
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Business Analysis
Professional® 159–160
CCBA®: Certification of
Capability in Business
Analysis® 159
certification 152–168
change 12–15
change definition 47
change delivery 57–61
change and
transformation 31–36
Chartered Institute for
IT (BCS) 2–3
collaboration 111
conceptual modelling
117

consultancy 25,
148–152
consumption-based
development 169–170
context diagrams 117
contexts 121–123
continuing
professional
development 168–170
contracting 144–147,
149–152
contribution-based
development 169–170
curriculum vitae (CV)
177–185
data dictionaries 117
data modelling and
design 36–37, 117
definition 47
design 47–49
design definition 112
developers 84
development and
implementation 36–39
doctor–patient
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document analysis 117
domain experts 84
ECBA™: Entry
Certificate in Business
Analysis™ 159
elaboration 16
elicitation 68, 104,
106–107, 111
emerging technology
monitoring 30
employment 143–144
employment agencies
187–188
employment market
186–188

enterprise and
business architectures
28–30
estimating analysis
work 67–68
financial analysis 117
financial management
26–27
focus groups 118
frameworks 96–114
glossaries 118
growth mindsets
183–184
heads of business
analysis 23, 25–43
holistic approach 6–8
horizontal depth
of knowledge and
experience 55
IIBA® (International
Institute of Business
Analysis™) 2–3
IIBA® certification
scheme 159–163
IIBA® Knowledge Areas
109–114
implementation 49–50
industry trends 77
International Institute
of Business Analysis™
(IIBA®) 2–3
interpersonal skills
124–125
interviews 118,
186–195
investigation 4, 98, 100
investment appraisal
117
I-shaped individuals 52
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job titles 85–86
junior business
analysts 22, 25–43
knowledge and
experience 52–55
lead business analysts
23, 25–43
leadership 74–77, 125,
140–143
line management
140–143
mind mapping 118
needs analysis 101
needs definition 5
non-functional
requirements analysis
118
observation 118
options 5
options evaluation
101–102
organisation size
134–135
organisational
capability development
33–34
people management
39–40
performance
management 39
perspectives on
business analysis
87–88
PESTLE 182
planning and
monitoring 67–68, 110
PMs (project
managers) 81–82
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POPIT™ model 6–8
practice of business
analysis 4
predictive approaches
to change delivery
57–59
pre-project work 140
prioritisation 118
process analysis and
modelling 119
product management
43
professional
development 40
professional skills
16–22
project definition 47
project managers
(PMs) 81–82
prototyping 119
questionnaires 120
realisation 50–51
recruitment and
selection 177–195
relationship
management 21, 42
requirements analysis
70–71, 104–105,
107–108, 112, 118
requirements
definition 5, 19–20,
32–33, 102–103
requirements
documentation 105,
108
requirements
elicitation 104,
106–107
Requirements
Engineering
Framework 102–109
requirements life cycle
management 111

requirements
management 5, 19–20,
32–33, 71–72,
105–106, 108–109
requirements
validation 105, 108
research 26
resilience 125
resourcing 39
rich pictures 119
roles 85–86
root cause analysis
119
sales and marketing
43
scenarios 120
self-study 160, 163
senior business
analysts 23, 25–43
SFIA see Skills
Framework for the
Information Age
skills 16–22
Skills Framework for
the Information Age
(SFIA) 16–24, 25–43
skills and quality
39–43
SMEs (subject matter
experts) 84
solution architects 83
solutions 5
solutions evaluation
72–73, 113
sourcing 41
stakeholder analysis
119
stakeholder
identification 100
stakeholder
management 41–42,
66–67
staying current 77–79
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STEEPLE 182
strategic analysis
68–69, 111
strategy and
architecture 25–30
strengths and
weaknesses 181–182
subject matter
expertise 62–63
subject matter experts
(SMEs) 84
surveys 120
SWOT analysis 120
systems analysts
83–84
systems developers 84
systems development
37–38

technical strategy and
planning 30
techniques 114–125
technology trends
77–78
testers 84–85
tools 114–125
training providers 157,
160
T-shaped business
analysts 52–57
use-case models 120
user experience (UX)
37–39, 80–81
user experience
analysis 38–39

user research 37–38
user stories 120
UX (user experience)
37–39, 80–81
vendor assessment
120
vertical depth of
knowledge and
experience 52–55
waterfall lifecycle 58
workshops 120
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