
|  i

Bringing Business Solutions to Life
BBSL_V2

Table of Contents

Module 1 Introduction ........................................................................................................................... 1

The Scope of Implementation .................................................................................................................3

The Scope of Business Analysis  .............................................................................................................4

The System Development Life Cycle and this Workshop .......................................................................6

Workshop Objectives .............................................................................................................................10

Workshop Logistics ...............................................................................................................................12

Workshop Materials ...............................................................................................................................12

Module 2 The Fundamentals ............................................................................................................... 13

Critical Success Factors .........................................................................................................................15

Managing Requirements Change ..........................................................................................................18

Requirements Validation .......................................................................................................................22

Traceability ............................................................................................................................................24

Measuring Success ................................................................................................................................27

Real World Application .........................................................................................................................29

Module 3 Technical Design .................................................................................................................. 31

The Design Phase ..................................................................................................................................32



ii  |

Table of Contents

Bringing Business Solutions to Life
BBSL_V2

Key Activities ........................................................................................................................................33

Designing Usability into the Solution ...................................................................................................36

Generating Technical Alternatives ........................................................................................................39

Build or Buy  .........................................................................................................................................40

Schedule and Resource Considerations .................................................................................................41

Strategic Considerations ........................................................................................................................41

Evaluating Alternatives and Selecting the Solution ..............................................................................42

After the Decision .................................................................................................................................44

Technical Specification ..........................................................................................................................45

Real World Application .........................................................................................................................46

Module 4 Testing .................................................................................................................................. 47

The Test Phase .......................................................................................................................................48

Solution Validation ................................................................................................................................49

Key Activities ........................................................................................................................................50

The Test Plan .........................................................................................................................................51

The Test Case ........................................................................................................................................53

From Use Cases to Test Cases  ..............................................................................................................54

Types of Tests ........................................................................................................................................63

Real World Application .........................................................................................................................66

Module 5 Implementation .................................................................................................................... 67

The Implementation Phase ....................................................................................................................68

Key Activities ........................................................................................................................................69

Impact Analysis .....................................................................................................................................70

Performing the Impact Analysis ............................................................................................................71

Thinking About Change  .......................................................................................................................72

Managing the Transition  .......................................................................................................................74

Key Elements of the Plan ......................................................................................................................75

Implement the Solution .........................................................................................................................79



|  iii

Table of Contents

Bringing Business Solutions to Life
BBSL_V2

Assess Readiness to Accept the Solution ..............................................................................................80

Go / No Go Decision .............................................................................................................................82

Real World Application .........................................................................................................................83

Module 6 Follow Through ................................................................................................................... 85

The Follow Through Phase   .................................................................................................................86

Key Activities ........................................................................................................................................88

Project Closing ......................................................................................................................................89

Post-Mortem – Lessons Learned ...........................................................................................................90

Perform Post Implementation Reviews .................................................................................................91

Monitor Solution Performance Against Targets ....................................................................................92

Support the Implementation ..................................................................................................................92

Enhancement Requests ..........................................................................................................................93

Real World Application  ........................................................................................................................94

Appendix A Recommended Reading ....................................................................................................... 95

Appendix B Glossary ................................................................................................................................ 97

Appendix C Index ................................................................................................................................... 103

Exercises  ............................................................................................................................................ 105

Exercise 1 – Team Meeting - Kick off to Technical Design ................................................................105

Exercise 2A – Traceability ..................................................................................................................107

Exercise 2B –Measuring SOS Success ...............................................................................................121

Exercise 3A – Storyboard ....................................................................................................................125

Exercise 3B – Application Alternatives ...............................................................................................127

Exercise 4A – Test Cases .....................................................................................................................131

Exercise 4B – Simulated UAT .............................................................................................................137

Exercise 4C – Defect Assessment .......................................................................................................151

Exercise 5 – Impact Analysis ..............................................................................................................155

Exercise 6 – Launch Meeting ..............................................................................................................167



iv

Notes

Bringing Business Solutions to Life
BBSL_V2



Module 1  |  1

Bringing Business Solutions to Life
BBSL_V2

Module 1 Introduction



2  |  Module 1

Introduction

Bringing Business Solutions to Life
BBSL_V2

In this module, you will:

Review the role of the BA•	

Review where we are we in the system development life cycle and what comes next for the •	
business analyst

Discover the objectives and key topics covered in this workshop•	

Welcome to Bringing Business Solutions to Life.  This course has been designed to address the 
topics critical to a business analyst participating in solution implementation.  The key activities 
important to supporting a successful implementation will be covered, as well as how a BA 
can play an effective role in the process.  Even though this workshop will focus on the design 
phase and beyond, some of the tools and techniques described can be applied during many of 
the phases of the life cycle, beginning with initiation. Going live – how exciting it is to see 
requirements come to life and deliver benefits to stakeholders.  And, it all goes back to the 
business objectives and requirements identified early on in the project.  It all goes back to the 
business problem those requirements were designed to solve.

This module will provide information on the workshop objectives and topics of discussion, the 
logistics for this workshop, and some guidelines for obtaining the maximum benefit from the 
workshop.
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The Scope of Implementation

As a way of kicking off this workshop, let’s think about some important issues.  

What makes a project fail – from the perspective of a BA? 1. 
 
 
 
 
 
 

How can you manage changing requirements – after they have been approved? 2. 
 
 
 
 
 
 

How does the project team know they are ready to launch the solution? 3. 
 
 
 
 
 
 

How do you know if the launch went well?4. 
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The Scope of Business Analysis 

Business analysis is a complex set of skills and capabilities, tools and techniques, challenges and 
rewards that defines job role vital to organizations today.  The International Institute of Business 
Analysis (IIBA) defines it as follows: 

Business analysis is the set of tasks and techniques used to work as a liaison among 
stakeholders in order to understand the structure, policies, and operations of an 
organization, to recommend solutions and enable the organization to achieve its goals.1

The key word to note in the definition of business analysis is “business” – the organization 
is looking to identify and implement solutions to solve business problems.  This is a critical 
objective that we will be coming back to time and again in this workshop. 

Solutions to business problems often include the following three components to ensure that a 
holistic and complete perspective of the solution is taken.  The ultimate project implementation 
plan should reflect the integrated nature of the solution:

Many times, it is the process component – new processes, or re-designed processes, that define 
the systems and organization components.   In this workshop, the impact and change to all three 
components will be discussed.   Although they are depicted as equal in size in the illustration 
above, we may discover that one component has more change associated with it than another.  

1 International Institute of Business Analysis (IIBA), Business Analysis Body of Knowledge (BABOK) version 2.0, 2009
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What is a business analyst?

The IIBA provides the following definition: 

A business analyst works as a liaison among stakeholders in order to elicit, analyze, 
communicate and validate requirements for changes to business processes, policies and 
information systems.

Business analysts often play a central role in aligning the needs of business units 
with the capabilities delivered by information technology, and may serve to facilitate 
communication or “translate” between those groups2

A business analyst often performs any or all of the following tasks.  Those related to the 
implementation activities are highlighted in bold:

Recognize business goals and objectives, as well as the background of the organization or • 
department under study: market, products, competition, customer, financials, stakeholders  

Identify opportunities such as increased efficiencies or decreases in errors or issues that • 
can benefit from implementation of a solution to a business problem

Identify and interact with business users at various levels to gather and validate • 
information  

Identify the impact on the organization from the scope, requirements and design of the •	
solution

Recognize exposure or potential risks associated with systems, process and •	
organization change

Understand available and applicable technologies (while not necessarily being •	
technical)

Act as a critical liaison between the business unit customers or users and the •	
technology team 

Provide support to the •	 quality assurance team during the test process, particularly in 
user acceptance testing 

Facilitate the deployment of the solution by participating in planning and •	
implementation activities

Participate in the follow through activities•	

2 International Institute of Business Analysis (IIBA), Business Analysis Body of Knowledge (BABOK) version 2.0, 2009
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The System Development Life Cycle and this Workshop

The focus of this workshop will be the activities a business analyst may be involved with in 
order to design, develop, test and implement a solution, once the project has been approved 
and scope and requirements agreed.  Some of these activities may begin as soon as the 
requirements and conceptual design is approved.  However, as will shortly be seen, we will 
continue to check and double check that what is being developed and implemented is still aligned 
to the original business case and the requirements.

All projects should use a structured approach or methodology to help aid success.  Many 
organizations use an approach called a System Development Life Cycle (SDLC) to provide 
a framework for systems projects.  While there are variations of the SDLC, and however the 
phases are named, the ultimate objective is the same: to initiate, analyze, design, develop, test 
and implement a project. 

A model of the SDLC follows.  Warning: the list of activities is incomplete as they include 
ONLY those activities that a business analyst may be involved with.
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Where are we in the project?

Bringing Business Solutions to Life begins in the design phase of a project.

Initiation phase is complete

Enterprise analysis ;

Business case ;

Scope ;

Gain project approval ;

Analysis phase is complete

Current state analysis ;

Elicit requirements ;

Produce requirements document ;

Gain approval of requirements ;

Design phase has started

Conceptual design ;

During the initiation phase, the appropriate project documentation was produced and approved.  
The business case provides justification for the project.  The scope document or the project 
charter outlines the boundaries of the project and serves as the basis for the requirements.    

Upon approval to proceed with the project, the team moved into the analysis phase during which 
time a current state analysis was performed.  From that, requirements were elicited from the 
users, documented and approved.   The future state was depicted in models, the requirements and 
a conceptual design. 
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Information contained in the business case, scope and charter

Current situation1. :  A description of the current situation facing the company with 
respect to process, organization and systems issues.

Problem statement2. :  A description of the problems facing the organization as 
they relate to the current situation.

Project objectives3. :  A statement of the purpose and goals of the project and 
what will be achieved upon its completion.

Project scope4. :  A preliminary and high-level description of scope with respect 
to business processes, organization and systems.  Scope is defined as: the 
work that must be done to deliver a product, service or result with the specified 
features and functions.3

5. Scope exclusions:  Those business processes, systems and business areas 
that are to be excluded from the work effort on the project.

Solution description6. :  A description of the product or service, including high 
level business requirements and or features.

Project deliverables7. : A list of the specific work products that the project will 
produce.

Benefits8. :  A list (quantified wherever possible) of the business benefits that could 
be realized from implementing the solution.

Project costs9. :  An estimate of project costs, including staffing, hardware and 
software.

Assumptions and constraints10. :  The project assumptions and constraints.

Implementation plan11. :  The major milestones, including phases and key 
deliverables, and total duration of the project.

12. Impact analysis:  A high-level description of the impact of the solution on the 
organization with respect to business process change, organizational issues, and 
systems and technology change. 

Risk analysis13. :  An outline of the risks associated with the project with respect to 
costs, time, process change, organization change and systems change.

Preferred solution14. :  The alternative solutions considered and the reasons for 
recommending the preferred solution.

3  A Guide to the Project Management Body of Knowledge, Project Management Institute, Inc. 2008
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Workshop Objectives

Bringing Business Solutions to Life has been designed to help you accomplish a great deal in a 
short period of time.  The objectives of this workshop are:

To review those activities a BA may be involved with to implement a solution• 

To identify tools and techniques a BA can use through-out the project• 

To gain practical experience – through hands on exercises – in testing and implementation • 
planning

To stimulate discussion and demonstrate how to make an implementation successful • 

Workshop agenda

To meet these objectives, Bringing Business Solutions to Life includes the following modules:

Introduction – 1. Review the SDLC and the role of the BA.  Describe the workshop 
objectives and agenda.

The Fundamentals – 2. What can be done to help ensure a successful implementation?  
How can a BA increase the probability that the stakeholders truly receive value and 
benefit?  How can we manage changing requirements? An introduction to some key 
concepts critical in implementing solutions.

Technical Design – 3. Once we have verified that the project is on track, what options 
are available for designing the solution, including the user interface and technical 
alternatives?

Testing4.  – How can we validate that the solution meets the requirements?  How can the 
business analyst support the testing activities?

Implementation5.  – Identify the appropriate implementation tasks, tailored for the size, 
scale and complexity of the project. Is the organization ready for change?  How can we 
track and monitor the implementation to make sure it goes well and that the organization 
can effectively support it?

Follow Through6.  – Having a “post mortem” on the project can help identify issues, and 
what could be done better on the next project.  How can a BA best participate in these 
activities?
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Workshop approach

This workshop will continue to use a 1. case study to introduce key concepts, and 
demonstrate and perform the exercises

Use cases2. , a focus on the business and system processes and those “actors” who perform 
them, will provide the foundation for many of the exercises.   

In order to effectively test the solution, participants will 3. simulate the system by 
performing a user acceptance “walk through” of the requirements based on the test cases 

This workshop will employ the “4. time box” approach to completion of the exercises – 
exercises will be limited to pre-defined periods of time.  Solutions to the handouts will be 
provided to all participants, since there will simply not be enough time to allow everyone 
to finish all the exercises.  

Timebox

Time	box	is	a	situation	or	project	where	resources	and	time	are	fixed.		Therefore,	the	
scope	is	variable	based	on	what	is	finished	within	the	time	period	by	the	available	
resources. This method is useful where time is limited and functionality can be 
delivered incrementally.

Getting the most from this workshop

Generally, what people get from any workshop is directly related to what they put in.  To help 
maximize the value you derive from Bringing Business Solutions to Life, consider doing the 
following:

Set cell phones and pagers to vibrate or off• 

Respect agreed-upon class start, end, and break times• 

Keep an open mind• 

Participate at your comfort level• 

Think about and apply workshop information• 

Ask questions any time• 

Share your relevant stories• 

Respect others’ views   • 

Put aside other work and problems, and avoid outside interruptions• 

Most importantly - Have fun!• 
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Workshop Logistics

Use the space below to record the logistics for this workshop.

Facilitator’s name

Facilitator’s e-mail

Start/end times

Lunch (approximate)

Breaks

Workshop Materials

The materials used in this workshop include:

Participant Guide1. , including:

Class discussion material, worksheets and templates• 
Case study background material• 
Thought provoking “real world examples”• 
Case study exercises  • 

Appendices2. , including:

Index• 
Glossary of terms• 
Recommended reading• 
Blank paper• 

Handouts for case study3. 

Suggested solutions for exercises• 
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In this module, you will review the key concepts or building blocks important to implementing a 
solution:

Discuss what •	 business analysts can do to help ensure a successful implementation 

Discuss how to manage changing requirements•	

Define	the	concept	of	•	 traceability and how it can be used 

Discuss the importance of performance measures and targets•	

Project objectives and requirements were agreed in the initiation and analysis phases.  Beginning 
with this module and continuing throughout the workshop, we will explore all of the other 
fundamentals that can help drive success through implementation and beyond.

Some of the tools and techniques described here may be performed multiple times during the 
project beginning with the initiation phase.  In particular, requirements change management may 
be an established process in your organization, and some traceability matrices may have been 
produced as part of the business case.  We are introducing these fundamentals in this workshop 
to ensure that the “building blocks” to a successful implementation are discussed and can be 
effectively applied throughout the life cycle.
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Critical Success Factors

One of the most difficult tasks to undertake is to predict whether a project will be successful.  
But, what is the definition of success?  Many will evaluate success on the three main project 
criteria of scope, time and cost.  In other words, did the project deliver the agreed scope in 
the time period estimated and within the budget allocated?   Others may look at performance 
indicators such as contribution to company profit, cost savings, improvements to customer 
retention, or sales revenue growth.  

We can think about the criteria for a successful implementation from two perspectives:

the project 1.  project manager perspective

the solution 2.  business analyst perspective

Success from the business analyst perspective can be defined as: 

Ensuring that the solution, as expressed by the requirements, process changes and 
organizational changes, meets the stakeholders’ needs and expectations, and delivers 
the	benefits	identified	in	the	business	case.

At the end of the day, everyone wants the project to succeed and to be associated with a 
successful project.  But this takes paying close attention to the criteria that will help increase the 
probability of success.
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Solution success criteria

Following are the aspects of a project that a business analyst can focus on due to their detailed 
knowledge of the project scope and requirements, and the eventual solution.    

Agreed project objectives. □   The business case and scope are critical to ensuring that all 
stakeholders agree to the project objectives. Without consensus or “buy-in”, the solution 
ultimately recommended and implemented may not deliver its expected value, or receive 
management (and budget) commitment to the project.

Clear statement of requirements.   □ Well-formed requirements, a clear requirements 
document, and a process to validate requirements are essential.  The requirements 
document can serve as a key tool in managing stakeholder expectations about what is in 
or out of scope.  Without clear requirements, what are the developers coding?  What is 
the test team testing?

Traceability for consistency.   □ Ensuring that the requirements flow consistently 
through each phase of the life cycle will help ensure that the solution is complete upon 
implementation.  Does the design fulfill the requirements? Do the test cases represent the 
requirements? 

Understanding the impact of the solution. □   Implementing requirements must be 
done effectively with a solid awareness of all the impacts to the organization, business 
processes and underlying technology.  Once the impacts have been identified, a complete 
implementation plan can be constructed that includes the appropriate activities to address 
the changes that must be made.

Effective  □ change management.  The above criteria are not complete without a process 
to manage changing requirements on a project.  Yes – requirements will change.  How 
change is anticipated and handled is critical to ensuring that the requirements continue to 
meet user expectations and deliver benefit.

User involvement. □   All the criteria above involve users in some way.  A solution cannot 
be identified, designed, tested or implemented without the support and involvement of the 
users of the solution.   The business analyst, as the key representative of the users to the 
technical community is best poised to ensure that there is adequate user involvement.
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Project success criteria

The BA may not have direct impact on the following criteria, however it is important to be aware 
of them and provide assistance to the project manager wherever necessary.

Realistic estimates and schedules• 

Day-to-day control of the project• 

Well-managed client and management expectations• 

Effective • communication

These are all discussed in detail in any book or workshop on project management.
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Managing Requirements Change

Change is a given on every project, and often the change will be legitimate.  The effective team 
can respond to change by determining strategies to cope with, and manage the change.   We can 
take a proactive approach and anticipate change and effectively plan for it.  If we take a reactive 
approach, our reactions to change may be too late and costly for the project.   Every project must 
have a clearly defined and accepted process to manage change.   

We can always ignore the opportunities change can present.  But as Tom DeMarco, in a popular 
“novel” about IT project management, reflects in a journal penned by the main character:

Change is essential to all success in project work …people can’t embrace change 
unless they feel safe…a lack of safety makes people risk-averse… avoiding risk is fatal 
since	it	causes	you	to	miss	out	on	the	associated	benefits	as	well.4

As much as change creates headaches for the team, change can also increase the value of the 
solution by adding, deleting or changing features, enhancing performance and increasing overall 
customer or user satisfaction.  

Sources of change

Change can come from the following sources.  Notice that these are many of the same sources of 
requirements. 

Corporate strategy and goals• 

Technology policies and standards that may drive new requirements • 

Management changes or new decision makers• 

Government and regulatory bodies  • 

Competition and what products and services they deliver, and how they are delivered  • 

Customers, business partners and suppliers• 

Users with ideas, suggestions and complaints• 

Technologists within the company charged with research and development• 

4 The Deadline. A Novel About Project Management. Tom DeMarco, Dorset House Publishing, 1997
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Change control

Broadly speaking, change control is a process for managing the requests for change coming from 
internal and external sources.  A well-thought through and executed process should adhere to the 
following guidelines: 

Recognize that change is inevitable, and plan for it1. 

Baseline the requirements2. 

Establish a single channel to control and manage change3. 

Use a change control process to capture changes4. 

Baselined requirements

A	specification	that	has	been	formally	reviewed	and	agreed	on,	that	thereafter	serves	
as the basis for further development, and that can be changed only through a formal 
change control process.5

The requirements baseline provides the team and stakeholders a common and agreed 
understanding of the initial requirements of the project.  While the requirements are likely to 
change, this baselined set of requirements serves as the launching point for development and test 
planning.

5 IEEE 610 Standard, Glossary of Software Engineering Terminology, 1990
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Evaluating change requests

One of the key elements of the change control process is a set of clearly defined and agreed 
criteria that will be used for evaluating requests for change.   Some suggestions are listed below:

Cost to develop•	  – in terms of resources needed 

Time to develop•	  – in terms of the size or complexity of the change (S / M / L)

Cost to test•	  – in terms of resources needed

Time to test•	  – does it require complete integration and system testing

Dependencies •	 – are there many dependencies from this request in terms of “touching” 
many different modules or components of the system

Priority•	  of the requirement – in terms of whether this is a low, medium or  high priority 
to the user or business area involved

• Usability improvement – that will make it an easier, more intuitive system to use, and 
help reduce the need for support or additional training

Competitive edge•	  – is it an enhancement that no other company has in their system or 
product

Potential revenue•	  – can the organization realize revenue from the change – can it be sold 
as a new feature 
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An example of a change control process

The change control process must be clearly documented and communicated to 1. 
the team, including the users.  

A single point of contact must be identified and empowered to drive the change 2. 
process for the project.  All requests for change must be presented to this single 
point of contact.  

A documents repository should exist for each project.   3. 

The initial set of requirements must be baselined and stored in the repository.  4. 

Requests for change must (on an agreed form) contain some or all of the 5. 
following information: date of request, source, reasons for requesting the change, 
description of the change, potential benefits of the change and its priority.    

Accepted and validated changes to requirements must be made known to the 6. 
team to ensure that the team members are using the most up to date information.   

Artifacts and project deliverables on which requirements depend, or which 7. 
reference requirements, must be uniquely named, dated, versioned, and placed 
under change control as part of the repository.

A weekly change control meeting (sometimes called the Change Control Board) 8. 
should be held to review, evaluate and determine the resolution of each change 
request.   Such a meeting should have a chairperson, agenda and minutes.

Change requests should be evaluated against a set of agreed criteria. 9. 

Each change request should have a status associated with it such as 10. 
“submitted,” “accepted”, ”rejected,” or “pending evaluation”. 
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Requirements Validation

Requirements validation is all about ensuring that the requirements support project goals and 
objectives.  It is an on-going process to ensure that the functional requirements are aligned with 
the business requirements and the ultimate solution.   It also involves stakeholders.  They may 
have different and often conflicting needs and expectations.  These need to be reconciled through 
the validation process.  

Essentially, a BA should perform validate during the entire life cycle of a project to ensure that 
the requirements flow consistently throughout each phase:

The benefits are aligned with the features or description of the solution (features and • 
benefits were likely included in the business case and scope document)

The requirements are associated with the features; and as a corollary, each and every • 
feature identified has a set of requirements 

The requirements are fully represented in use cases • 

The design supports the requirements and the use cases – both the functional and quality • 
of service (non-functional) requirements are represented by the design of the solution 

The code produced by the development team conforms to the design objectives• 

The test cases are aligned with the use cases  • 
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These concepts are illustrated in the system development life cycle model:

As  you think about these important connections, you will hopefully agree that:  

Each phase of the life cycle is truly dependant on the prior phase. 9

Information discovered in one phase may require revisions to the documentation and  9
artifacts produced in a previous phase.

When should validation be performed?

Validation must therefore be a continual and on-going process starting in initiation.  Remember 
that it all goes back to the business problem and opportunity identified when the project was 
initiated.    

Planning for requirements validation must begin early in the project so that tasks and deliverables 
are known to the project manager and the technical teams. 
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Traceability

One  way to perform validation is through the process of requirements traceability.  

Traceability

Traceability is the process of identifying the relationship between two products (project 
deliverables or artifacts) in the project life cycle.

Traceability can help ensure that requirements are efficiently tracked from their initial discovery 
during the analysis phase to their ultimate implementation. On the way to implementation, the 
design, development and testing phases need those requirements and the business analyst can 
make sure that the requirements flow consistently through the life cycle.

Traceability is used as a crucial tool for the following reasons:

Traceability can help improve the quality of the implementation.•	   By “connecting the 
dots” between the deliverables, we can work towards a well-functioning system.

Traceability helps ensure that the requirements remain complete through to •	
implementation.  Traceability is an excellent mechanism to determine if functionality is 
missed, and it helps prevent the introduction of extraneous requirements into the scope 
of the project.  Conducting traceability activities early and throughout the project ensures 
that errors and omissions are caught in time for correction and inclusion.

Phases are linked.•	   The outputs of one phase of the life cycle are the inputs to the next.   
Identifying the “ripple effect” from one phase to another, from the “upstream” phase to 
the “downstream,” is important to understanding the source of change, and its ultimate 
effect on the project scope.

Traceability also helps•	  confirm	the	results	of	requirements	elicitation.  We need to 
confirm that the requirements match stakeholders’ understanding of the problem and 
need.   

Traceability supports change control.•	  When a requirement, use case, model or design 
element is changed, the links to related components also need to reflect the change.  
Traceability provides a quick method to identify the dependencies between requirements 
and artifacts where a change will need to be implemented.

Compliance•	 .  Project often have to adhere to internal and external policies, regulations 
and standards.  Traceability can help to assess compliance.  

In recognition of the importance of traceability, it has been added as an activity within project 
scope management in the latest PMBOK from the Project Management Institute.6

6 A Guide to the Project Management Body of Knowledge, Project Management Institute, Inc. 2008
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Traceability matrix

We can easily include traceability in the project through producing traceability matrices.

A traceability matrix is a two-dimensional model (or a table) that records the 
relationship between any two products of the life cycle.

So, what does this definition mean?  It means that the relationship between, for example, project 
objectives and requirements can be identified and recorded.  If we start with the objectives 
and “trace” them throughout the life cycle, we can help ensure that the requirements that are 
eventually deployed are complete and reflect a common source of information.  Some examples 
of traceability matrices include:

Features	by	benefits:•	   This matrix records how the benefits will be delivered within the 
scope of the project.  

Features	by	requirements:•	   We need to ensure that the requirements are complete; 
that is, the requirements the team identified will deliver the features the users and 
stakeholders want (or were promised).   

• Requirements by test	cases:  We will also check that all the requirements are reflected 
in the test cases.   

Use cases by •	 test cases:  Eventually, a traceability matrix will be produced to determine 
if the use cases are associated with the appropriate test cases to ensure adequate test 
coverage.  

A traceability matrix relating features with benefits may look like the following:
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Stakeholder Requirements

At the start of the project, benefits and objectives were defined in the business case and scope 
documents. Features or high level stakeholder requirements, may have been included in either 
the business case or the scope document to describe the future solution.  Once approval of these 
documents was gained, considerable time was spent writing functional requirements based on 
the agreed scope. These terms all need to be clarified:

Requirement

A requirement is a condition or capability needed by a user to solve a problem or 
achieve an objective.7     

Functional	requirements	describe	the	specific	behavior	and	operation	of	the	system.

Stakeholder Requirements

Describe the needs or features of the proposed solution, expressed in the user’s 
language.

Stakeholder requirements, or features, will be ultimately decomposed into many functional 
requirements.  For example, the search facility found in many web sites can be thought of as a 
stakeholder requirement since it is comprised of many functional requirements.   

Stakeholder requirements are often a convenient way to categorize and organize requirements 
in the scope and functional requirements documents.  They are also effective in requirements 
communication.  By grouping together related requirements, users and technical teams may find 
it easier to review the requirements.    

They may be represented by use cases.  Continuing with the search facility example, the analyst 
may have produced a use case entitled “Search for Products”.  In this case the feature represents 
the entire process of finding a specific product within the product catalog.  

Stakeholder requirements, or features, will be important as they are a handy way to summarize 
the system solution, trace backwards to the benefits put forward in the business case, and trace 
forwards to functional requirements, use cases and test cases.       

7 IEEE Standard 610.12-1990
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Measuring Success

An important dimension of many projects is to evaluate whether benefits have been realized in 
after the solution has been implemented.  The business case and perhaps the scope document 
identified benefits that the solution aimed to deliver to the organization.  These predicted benefits 
must be tracked and measured.  

Setting performance targets is a key aspect of measuring success.  In 1992, Robert S. Kaplan 
and David Norton8 introduced the “balanced scorecard”, a useful approach for measuring a 
company’s activities and providing management with a way to view business performance.  
What was different about their approach was that the balanced scorecard was focused not just 
on financial measures, but on the organizational and operational criteria that ultimately drive the 
financial measures.  Examples of such measures include: 

Process measures•	  such as errors, people participating, handoffs, fulfillment of a process, 
complaints   

Productivity measures•	  including duration of a task, number of people per task, average 
tasks performed in a specified period of time

Organizational measures•	  such as overtime, absenteeism, employee turnover, employee 
complaints 

Marketing measures•	  that would include changes in market share, customer attrition, 
average spending, number of repeat customers 

Financial or operational•	  targets such as cost savings, increased revenue, margin 
improvement, profitability 

This model can be easily applied to measuring the success of a business solution:  in order to 
measure successful attainment of benefits, the team must set performance targets and design a 
tracking mechanism to monitor performance against the targets.   

8 Kaplan R S and Norton D P  “The balanced scorecard: measures that drive performance”, Harvard Business Review Jan – Feb. 
1992
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A way to measure success

Step	1	–	Identify	the	benefits

The	first	step is to identify the benefits – which, if the business case and / or scope document are 
complete, should be a relatively straightforward exercise.  

Step 2 – Identify the measurements

The second step is to identify, for each benefit, what to measure or “count” in order to determine 
whether the benefit has been achieved.  

Perhaps the benefit is “improved customer service” or “increased customer loyalty”.  In that case, 
performance measures might include:

Number of repeat customers• 

Customer attrition rate• 

Average purchase price• 

Average length of time between purchases• 

Number of referrals• 

 Step 3 – Set targets

The third step is to set numeric targets for each performance measure.   These targets should be 
realistic and represent a goal that the organization can strive to achieve in order to demonstrate 
success or improvement.   The target may need to change over time as the organization and the 
people involved learn the new ways and gain efficiencies.  

Step 4 – Communicate the measurements and targets

The fourth step is to communicate the performance measures and targets to the affected users 
and stakeholders.  Without knowledge of the measures and targets, users will not know what to 
strive for.  They also need to be aware of the significance of some aspects of their jobs, and what 
management will be focused on going forward.  

Step 5 – Post-implementation analysis

The	final	step is to compare actual results against the targets once the solution has gone live.  In 
order to perform this analysis, additional requirements related to data capture and reporting may 
need to be included in the scope of the project.
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Real World Application

Be the SME•	 .  In a sense, the BA becomes the subject matter expert (SME) to the project 
team and can often serve as the user’s “conscience,” helping to make sure that their needs 
are met.

Don’t ignore or minimize a request from a member of the technical team.•	   Yes, you 
are the source of requirements to this team.  But, as the team delves into turning the 
requirements into specifications, code and test plans, they will undoubtedly discover 
something you or the user has not thought of.  Their suggestion may result in more 
stability and performance, as well as tighter requirements due to the need to define 
additional business rules.

Don’t forget the •	 training staff or the technical writers.  These people are often the 
first to discover problems with the solution because they have to produce some form of 
documentation for its use.   They may be accessing an early version of the solution and, 
in effect, are the first users.

Manage expectations.•	   Make notes about user’s requests, but don’t promise anything 
until it goes through the change control process.   

Keep the •	 traceability matrices handy and up to date.  These matrices are a quick and 
easy way to manage the reams of information on the project and provide stakeholders 
with summary level information.  

Think about creating new matrices.  •	 You may want to create a matrix on “requirements 
by status” to track the status (in development / in test / ready to implement) of each 
requirement.  Some use red / yellow / green to visually indicate early warning signs of 
requirements that can be potentially late.

How can you apply these concepts in the real world?
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Module 5 Implementation
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In this module, you will:

Recognize that all projects are different; one project may not require the same •	
implementation effort as another

Asses the impact of the solution•	

Review	how	to	provide	support	in	the	final	activities	leading	up	to	implementation	•	

Recognize ways to determine whether the organization is ready to for change •	  

Discuss the go / no go decision and what information is needed to gain approval to •	
deploy

The Implementation Phase

Launch – deploy – implementation – release – go live – cut-over – roll-out.  Regardless of the 
term used, the implementation phase could start as soon as the organization is confident of the 
solution, as additional planning must take place.   

Project managers will play a major role in constructing an implementation plan which includes 
documenting how and when the solution, including software, hardware, database and networking 
components will be developed, migrated and installed.  

If data conversion is required, there will be additional activities to ensure that the data 
environment meets the design requirements in terms of structure and data content.  If the 
system will be replacing an existing one, planning activities may include determining how best 
to cut-over to the new application – running both applications in parallel, phasing in the new 
application, or taking a “big bang” approach to deployment.  
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Key Activities

A business analyst may be involved with all or some of these activities depending on their role 
within the organization.  Some of these may be performed by organization change specialists, 
technical writers or members of a training department.  Depending on the size and scope of the 
project, planning and implementation can include the following:  

Planning information	must	first	be	gathered	and	analyzed: 

Perform an impact analysis to identify the effects of implementing the solution1. 

Identify the appropriate activities and create the implementation plan2. 

Communicate the impacts to the affected areas3. 

Execute the plan	as	appropriate:   

Training:	develop	4. training material and train users

Documentation:	produce	process	and	user	5. documentation  

Support:	develop	a	support	plan	for	when	the	solution	is	implemented6.  

Communication:	create	and	execute	a	plan	to	communicate	to	stakeholders7. 

After the	implementation	activities	have	been	executed:	

Assess the organization’s 8. readiness to accept the solution

Gain	approval	to	implement	in	a	“go	/	no	go”	decision9. 
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Impact Analysis

The business analyst must understand the possible implications, consequences or risks to 
the organization as a result of implementing the solution.  Depending on its size, scope and 
complexity, the solution will have varying degrees of impact on the “current state”.  Some of 
these effects can be long term and others will be temporary “adjustments” to the new solution.  
Many of the effects will be negative, and can contribute to risk.  

Impact analysis

Impact	analysis	identifies	the	potential	effects	once	the	solution	has	been	implemented.		
It compares the “current state” to the “future state” with respect to process, 
organization and system change and enables recognition of the impacts that must be 
taken into account in the implementation plan and follow through activities.    

By performing an impact analysis, the BA can determine:

The nature of the difference, or the gap, between the current state and what is desired in • 
the future

Factors that may cause difficulty in achieving the future state  • 

Activities that will aid transition to the future state and therefore be included in the • 
implementation plan

Some words of wisdom on this critical topic as it relates to implementation and risk: 

Skipping impact analysis doesn’t change the size of the task. It just turns the size into a 
surprise. Project surprises are rarely good news. 21 

21 Adapted from Software Requirements, Microsoft Press, Second edition, © 2003, Karl E. Wiegers; the term “software” has been 
replaced with “project.” 
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Performing the Impact Analysis

Prior to beginning this critical activity, it is helpful to think of cause and effect: 

If we do X, then Y would be the result or the impact •	

If Y happens, then Z needs to be included in the implementation plan to counter or •	
support the impacts

 An example of an impact or effect 

Think of “X” as a future state • process change, such as implementing new approval 
policies in the purchasing department.  

“Y” would be the fact that all purchasing agents would need to understand and comply • 
with the new policies, since they are so different from those in the current state.  In some 
cases, the new system can automatically approve a purchase based on new business rules.  

Training, user • documentation and process documentation would be the “Z” that would be 
added to the implementation plan.  In this example, it is important to understand both the 
current and future processes in order to train and communicate the change effectively. 

Steps in the analysis

The steps below can be followed to perform an impact analysis:

Collect the key documents and artifacts depicting the current state  1. 

Collect the future state documents, models and 2. use cases

Compare the current and future states within each component of change to understand the 3. 
gap

Based on the gap, identify the possible impacts of the solution4. 

Identify the appropriate activities for the implementation plan to reduce or eliminate the 5. 
impacts

Traceability is again visible in implementation:
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Thinking About Change 

The solution will create change, and change in one component will likely cause a change in 
another.  

One way to understand the effects of the solution on the organization and effectively tailor the 
implementation plan is to recognize the scope of change within each of the components of the 
solution.   So – how does a BA assess the effects of the solution?  Some key questions to ask 
within each component area, the answers of which can be used in the impact analysis, are on the 
following pages.  These are guidelines, and evaluating change may take some experience as well 
as intuition.   

Process change

Process	change	addresses	the	processes	and	tasks	performed	that	define	what	the	
organization does.

Ask yourself how broad (or narrow) are the changes to existing processes?  The swim lanes 
produced for both the current and future states are an effective way to compare and contrast the 
process change:

Are tasks or processes added? Modified? Eliminated by automation?• 

Do new policies or business rules govern the processes?• 

Will the inputs required to perform the processes be different? Are the outputs different? • 

Are the dependencies between the processes different?• 

Are the processes performed in a different order?• 

Are the • actors performing the process different?
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Organization change

Organization change refers to people and their roles, responsibilities, knowledge and 
skills, and the organization’s management and reporting lines.

Some considerations on organization change include:

Will new jobs be introduced into the organization? Or can existing jobs be modified to • 
perform the processes in the solution?

Does the organization have the necessary skills and knowledge to perform the processes • 
effectively?

Will there need to be restructuring of departments and different reporting lines?• 

Should inter-departmental • communication and interaction be revisited to reflect a 
different or new way of doing business?

Systems change

Systems change includes all the enabling technology involved with the solution: 
hardware, software, database and networking components. 

While some of the considerations in this component may be more technical in nature, a business 
analyst must be able to recognize what will be required:

Is this a new system?  Or is this project about enhancing an existing system?• 

Does the organization need to capture new data?• 

Will existing data need to be converted and loaded into new databases?• 

Are new interfaces required to external systems?  Internal applications?  • 

Is the user interface very different than before?• 

Can the existing hardware and infrastructure support the • systems changes?  What 
hardware is needed?
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Managing the Transition 

The project team, and in particular the business analyst needs to think about transition to the 
future state because change is our business: 

“More than being just system builders, we are change agents.  Every time we deliver a 
new system, we are forcing people to change the way they do their work; we might be 
redefining	their	jobs	entirely.”22  

Implementing a solution requires a plan. The following will enable a BA to provide input into the 
planning process:  

Awareness of the solution • success criteria

Detailed knowledge of the requirements • 

A clear understanding of the technical design, and the scope of automation • 

A solid understanding of the solution’s impact to process and organization• 

Knowledge of what will be required to transition from the current state to the desired • 
state through identifying transition requirements

Transition Requirements

Describe the capabilities that the solution must have in order to facilitate transition 
from the current state to a desired future state, but will not be needed once that 
transition is complete.23   

Therefore, the plan must be tailored to the solution for the following reasons:

To ensure that a • holistic view of the project is taken and that it is reflected in an 
integrated plan

The actual implementation can be more appropriately managed; depending on project • 
size and scope, more resources, inter-department coordination and management support 
may be required

To identify any additional assistance or expertise needed for the implementation  • 

The project team can communicate more effectively to the impacted areas and users • 
about how they will be affected by the solution

The plan can therefore be more effectively received by the users• 

22 Peopleware – Productive Projects and Teams.  Tom DeMarco & Timothy Lister, Dorset House 1999.
23 IIBA BABOK 2.0
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Key Elements of the Plan

On many projects, the changes and impacts to the organization and process components are 
critical inputs to identifying the types of activities that must be included in the transition plan.  
These are essential for the following reasons:

Accelerate the change.•	   Successful management of the people and process components 
can help accelerate the transition to the future state, and enable the organization to realize 
benefits faster

Support the stakeholders throughout the change process.•	   These activities can help 
the team gain user acceptance and support for the project through dealing with training 
issues – always a big concern of the users

Provide a holistic solution.•	   The integration of people and process change with systems 
change allows the organization to take a holistic approach to the project and create a more 
complete and seamless implementation plan

There are typically four types of transition requirements included in the plan: training, 
documentation, support and communication.

Training

Training is critical.  The objective of training is to educate users and provide them with 
information that will help them through the transition from the current state to the new solution.  
Training should be tailored to the scope of the solution, and the impact to the organization.  
While there may be a training department available to help define the program and produce  
training documents, a BA can play an important role by specifying the content of the program.    

Training can be conducted in many ways, from hands-off activities to instructor-led training, 
including interacting with the new system installed in a training or “sandbox” environment:

Computer-based • training or training videos

On-line, remote, • training sessions whereby a facilitator presents the system to users

Simulation workshops • 

Group • training sessions, complete with demonstrations of the new system and hands-on 
activities    

The structure and content of each should align with the process, organization and system scope 
of the solution.  The appropriate learning materials must also be developed, including job aids 
and training manuals with detailed descriptions of process steps.
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Documentation

Good process and user documentation can often reduce training needs and requests for post-
implementation support.  Documentation can include:

Process • documentation (from the user’s perspective)

Application on-line help• 

On-line, searchable • documentation   

Glossary of terms• 

FAQ’s (frequently asked questions), and hints and tips  • 

Today, on-line help and documentation, if part of the system, can be an effective substitute or 
addition to written manuals.  Many organizations have gone that route rather than producing 
manuals which may be costly and difficult to maintain.  

Good documentation (whether on-line or paper based) can be an excellent source of information 
for users once training is complete.  Writing user documentation is a skill; translating technical 
requirements or process models into content that is easily understood by end-users (or external 
customers) requires good language skills, the ability to determine how best to organize and 
present often complicated information, and knowledge of the system itself.   If technical writers 
will be producing the documentation, it is a good idea to include them early in the project so they 
can gain first-hand knowledge of the requirements and design.

Post-implementation support

The business analyst can identify how best to support the users and the technical team once the 
solution has been implemented.  Remember, the BA has been acting as a subject matter expert 
on the requirements and design to both communities, and until sufficient knowledge has been 
transferred, the BA may need to continue to play this role.  

Post-implementation support activities may include:

Technical support: providing assistance to developers and testers in resolving bugs• 

User support: being available to provide informal learning support such as coaching or • 
mentoring new users, and answering questions about the system and its use

Establishing a “help desk”, or widening the scope of an existing help facility• 

Identifying more formal • training follow-up activities
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Communication

As the launch date nears, communicating to users and stakeholders (and external customers and 
business partners, as the case may be), becomes even more critical.  There may be excitement 
about the new solution, but anxiety and worry as well.  Information can help alleviate the anxiety 
and manage expectations about what will shortly happen.  

The implementation plan should address the frequency and audience for communication 
activities.  Communication can be provided in emails, with posters or other signage, and via 
“kick off” meetings or orientation workshops.  The training activities also provide an opportunity 
for conveying critical information about the launch, as will as a venue for answering questions.  

An effective communication process and content – timely, complete and honest – is essential for 
the team and the stakeholders.  It is often said that 360o communication is required to ensure that 
all stakeholders are informed.  360o communication includes those senior to the project manager, 
including the project sponsor and a steering committee, those at the same organizational level 
as the project manager such as functional managers, and those users and team members at lower 
levels of the organization.  

Between the business analyst, project manager and project sponsor, and even perhaps some of 
the other stakeholders, there can be ample opportunity to communicate information about the 
project, its scope the impact and status.   Warning:  the content of the communication provided 
must be consistent.   

Specifically, as implementation nears, users and stakeholders will want to know:

What will change and how the change will impact each department• 
What is driving the change and the expected benefits• 
Project issues and their status• 
Risks and the activities to mitigate them• 
Milestone dates, particularly the dates related to:• 

User acceptance testing  9
Training 9
The date for a “go / no go” decision meeting 9
The planned implementation date 9

The • training plan to facilitate the transition from the current state to the future
The location of available • documentation 
The support plan  • 
How, and to whom, to report issues and suggestions for improvement• 
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Summary of BA implementation activities

Implementation activities relating to “process” 

Revise or create new processes □
Produce updated process  □ documentation
Pilot new or revised processes □
Identify new or revised policies that need to be implemented  □
Meet with stakeholders to describe the solution and its impact □
Set up a feedback mechanism for suggestions for improvement   □

Implementation activities relating to “organization” 

Brainstorm ways to align roles and reporting lines with process and system  □
changes  
Produce job descriptions for newly established or revised positions □
Hire new people □
Review and update the organization chart   □
Identify the jobs that will be eliminated and consider  □ training or re-deployment 
options
Identify new skills or knowledge required, and how they will be acquired □
Identify  □ training needs and devise a training strategy and plan 
Consider what, if any, impact the solution will have on morale or job performance □
Facilitate meetings and workshops to review the solution and its impact □
Devise a  □ communication strategy and plan
Hold “kick off” meetings □
Monitor and  □ support the implementation

Implementation activities related to “systems”

Identify the deployment or cut-over approach □
Identify new data entities (objects) □
Identify data conversion approach and plan □
Convert and load data into new database, and validate the conversion □
Identify  □ training requirements specific to new applications or hardware 
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Implement the Solution

Implementation planning has been done.  Most of the plan has been executed and training, 
documentation, communication activities have been completed.  The team must now make two 
key decisions: 

Is the 1. organization ready to accept the solution?

Is the 2. solution ready to deploy?

The challenge with taking these decisions is that the team must now step back and see the big 
picture.  The team and the stakeholders have spent considerable time breaking apart the business 
problem into fragments so that a solution could be designed and developed effectively.  Now it is 
time to reassemble the pieces into their whole and evaluate the result.  We are once again looking 
at the big picture.  
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Assess Readiness to Accept the Solution

With the project manager and key stakeholders, the business analyst can be a valued participant 
in assessing whether the organization is ready to accept the solution as designed.  The output 
from such an assessment will provide the input into a go / no go decision.    

On medium and large projects in particular, organizational change and readiness addresses the 
people and process components of the solution.  Large project failure can be attributed to many 
“people” factors including mismanaged expectations or poor understanding of the scope of the 
project, user or stakeholder resistance to change, executives who were not aligned and committed 
to the project, and poor communication from the project team to the impacted areas.  The system 
might be done, but are people ready to use it effectively?  Process may be defined or redesigned, 
but are people ready to perform their tasks differently?  Think back to the discussion on criteria 
for success – the reasons described above relate directly to those criteria presented.  

Managing the transition from the current state to the future helps ensure that the organization 
is ready to accept change driven by the solution.  If the impact analysis was complete, and the 
implementation plan reflected the results of the analysis, then the organization has a good head 
start on being ready to accept the solution.    

Readiness

Readiness describes the effect a new solution will have on an organization, and 
whether the organization is prepared for the change that the solution will cause. 24 

Readiness evaluates the three components of the solution we introduced early on in this 
workshop: process, organization and systems.  The checklist used to perform an impact analysis 
can also be used to determine readiness.  The transition requirements identified and delivered can 
help focus readiness.  However, we can present an additional checklist to address more subtle 
issues:

24 IIBA BABOK 2.0
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A Readiness Checklist

Ask yourself and the team some key questions about whether the organization is ready to accept 
the solution as designed:

Is there  □ management support and commitment to the changes that will result from 
deployment?  Management that can not only explain but defend the solution?

Has there been the right amount of  □ communication activity to demonstrate management 
commitment to the solution? 

Have  □ employee concerns and issues regarding the implementation been acknowledged 
and appropriately addressed?

Are the objectives, benefits and business processes well understood so that  □ resistance is 
minimal? Policy changes?  Assumptions?  Constraints? 

Is there  □ a plan in place to support the users in their transition to the future organizational 
state?   Does the impacted staff (and perhaps external customers) know who to call if 
there is a problem?  Or if they have questions?  

Will the organization be able to  □ monitor the effectiveness of the implementation or 
issues resulting from the implementation?  Are post-implementation meetings and 
reviews scheduled?  Are the dates well communicated?  Are the right people invited to 
these sessions?   

If new performance targets have been set, have they been explained to the right people?   □
Have they bought into the new targets and how they will be measured going forward? 

The checklist above is useful in determining readiness.  In effect, it helps the project team 
evaluate whether the implementation plan and its execution has been complete, effective and 
successful.
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Go / No Go Decision

The “go / no go” decision is based in part on the organization’s readiness to accept the solution, 
but takes a wider perspective.  If the impact analysis was realistic, and the implementation 
plan tailored appropriately, the risks identified and managed, then the decision makers and 
stakeholders should be able to make an informed decision about whether to deploy.  An informed 
decision means that the project team has provided an honest appraisal of all these elements: 
process, people, systems, risks and activities to continue to mitigate risks going forward.  

A go / no go checklist 

Again, a checklist can come in handy in the final meeting prior to deployment. This checklist 
should be used within the context of the project scope, stakeholder expectations and the solution 
impact:

Deployment roles and responsibilities … everyone knows what their role is and they are  □
ready to perform it (including key decision makers)

Testing…all testing complete with known issues documented, workarounds identified,  □
and all critical issues resolved

Data conversion … data is loaded and validated □
Training…complete with follow up  □ training ready to go if necessary

Documentation…ready and available  □
Communication… all stakeholders know what to expect and when □
Support mechanisms… in place □
Monitoring system…  including measuring performance against targets as well as process  □
and system monitoring… in place

Risk management … risk mitigation activities have been performed, or are ready to be  □
performed if necessary
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Real World Application

Be ready for tough questions•	 .  Would you stand by your recommendation to deploy?  

Ask yourself if you would pay money for the solution.•	   Does it deliver value?  Would 
you recommend it to others?  Are you proud of your involvement?  Is the solution “ready 
for prime time?”

Train / train / train.•	   The one activity that can help alleviate anxiety about the new 
solution is training.  And, do not forget follow-up training activities after implementation.  
These can include informal “walking around” to answer questions and provide visible 
and accessible support.  

Communicate and communicate again.•	   Impacted users and stakeholders may not only 
want to understand what the solution is, but why is has been developed and implemented.  
A bit of cheerleading and “gripe sessions” can’t hurt, but can only help open the door to 
feedback and suggestions. 

Expect some “messiness.•	 ”  Change is often messy and complicated.  It may not happen 
as orderly as it appears on the implementation plan.  Expect problems and view them as 
opportunities for improving the solution.  

How can you apply these concepts in the real world?
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