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In this module, you will:

• Define business analysis and what it means in today’s environment

• Recognize the system development life cycle and various approaches

• Discover the objectives and topics covered in the workshop

• Discuss the workshop logistics and agree on classroom norms

Welcome to Fast Start® in Business Analysis. This course has been designed to cover a wide 
range of topics and activities important to business analysts. Obviously in three days we can’t 
address the immense breadth and depth of capabilities, tasks, and skills that a business analyst 
would gain from years of experience. But in three days we can develop a strong foundation of 
knowledge, offer structure to the sometimes chaotic analyst’s workload, identify useful tools and 
techniques, and discuss various methods to improve performance and create efficiency in our 
own work environments. 

This section of the Participant Guide will give you information on the course objectives and 
topics of discussion, the logistics for this specific workshop, and some guidelines for obtaining 
the maximum benefit from the workshop.

Defining Business Analysis

Before we get start, we need to define business analysis and describe the role of a business 
analyst in today’s work environment. Since we’re here for three days to talk about this, it’s 
important that we all recognize what the terms mean and why this job role is critical to the 
organization. To develop a working definition, a few related questions will generate critical 
thinking and active discussion.
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1. What is the role of the business analyst within your organization?

2. What tools and techniques are used by your business analysts?

3. What skills and capabilities are important for a successful business analyst?

4. What are the biggest challenges you encounter as a business analyst?
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What is Business Analysis?

Based on all the previous answers just discussed, business analysis is a complex set of skills 
and capabilities, tools and techniques, and challenges and rewards that creates a defined job role 
vital to organizations today. The International Institute of Business Analysis (IIBA) defines it as 
follows:

Business analysis is the practice of enabling change in an enterprise by defining needs 
and recommending solutions that deliver value to stakeholders. Business analysis enables 
an enterprise to articulate needs and the rationale for change, and to design and describe 
solutions that can deliver value.

Business analysis is performed on a variety of initiatives within an enterprise. Initiatives 
may be strategic, tactical, or operational. Business analysis may be performed within the 
boundaries of a project or throughout enterprise evolution and continuous improvement. 
It can be used to understand the current state, to define the future state, and to determine 
the activities required to move from the current to the future state.1  

Solutions often include the following components:

• Systems Development – Analysis work performed to review the current automated 
components used by an organization, identify issues, define requirements for system 
functionality and non-functional requirements, and suggest the best possible system 
solutions to fill the business needs.

• Process Improvement – Analysis work to review the current manual or automated 
workflow activities and tasks performed by people, departments, and systems which 
are designed to achieve a specific and successful business outcome. This analysis 
would include the relationships, exchange of information, and interactions/handoffs 
between areas. It would also include a detailed investigation of procedures, policies, 
and observations of the work being performed. 

• Organizational Change – Analysis work to review the organizational structure, job roles 
and responsibilities, lines of management, basically the people side of the process and 
system changes. Projects initiated on an enterprise level are often reserved for senior 
analysts, managers, directors, and executives. Business analysts are often asked to 
provide detailed information and recommendations used in the organizational change 
decision-making process.

1 International Institute of Business Analysis (IIBA), Business Analysis Body of Knowledge (BABOK) version 3.0 © 2015
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What is a Business Analyst?

This is another important question which will result in various answers depending upon how 
your organization defines the roles, responsibilities, and job title. The IIBA’s definition is as 
follows:

Business analysts are responsible for discovering, synthesizing, and analyzing 
information from a variety of sources within an enterprise, including tools, processes, 
documentation, and stakeholders. The business analyst is responsible for eliciting the 
actual needs of stakeholders—which frequently involves investigating and clarifying their 
expressed desires—in order to determine underlying issues and causes.2

The role or job description of business analysis work has various titles in different organizations, 
such as business analyst, business systems analyst, systems analyst, and process improvement 
specialist. In addition, business analysis work may be part of other job titles within the 
information technology department, such as programmer analyst, database, web, or applications 
developer, and systems administrator. As another option, specific functional areas within an 
organization may have their own analysts which would have a title relevant to the area in which 
they work. We will be using the title of business analyst in this workshop to cover this broad 
range of job descriptions.

A business analyst often performs any or all of the following:

• Recognize business goals and objectives, as well as background of organization/
department being analyzed, market, products, competition, customer, financials, 
stakeholders, what has changed, etc. 

• Focus on business processes and procedures

• Identify cost saving opportunities, increase efficiencies, decrease errors and issues

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

• Identify impact on other areas both internally as well as outside the organization

• Recognize exposure or potential risks associated with process changes

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

• Act as a liaison between the business stakeholders and the technology department

• Document and manage requirements from a “what is needed” perspective

2 International Institute of Business Analysis (IIBA), Business Analysis Body of Knowledge (BABOK) version 3.0 © 2015
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International Institute of Business Analysis (IIBA) Business Analysis Body of 
Knowledge (BABOK)

All definitions and processes included in this workshop are consistent with the International 
Institute of Business Analysis, A Guide to the Business Analysis Body of Knowledge 
(BABOK®), and the following Business Analysis Knowledge Areas:

Business Analysis Planning and Monitoring
• Plan Business Analysis Approach
• Plan Stakeholder Engagement
• Plan Business Analysis Governance
• Plan Business Analysis Information Management
• Identify Business Analysis Performance Improvements

Elicitation and Collaboration
• Prepare for Elicitation
• Conduct Elicitation
• Confirm Elicitation Results
• Communicate Business Analysis Information
• Manage Stakeholder Collaboration

Requirements Life Cycle Management
• Trace Requirements
• Maintain Requirements
• Prioritize Requirements
• Assess Requirements Changes
• Approve Requirements

Strategy Analysis
• Analyze Current State
• Define Future State
• Assess Risk
• Define Change Strategy

Requirements Analysis and Design Definition
• Specify and Model Requirements
• Verify Requirements
• Validate Requirements
• Define Requirements Architecture
• Define Design Options
• Analyze Potential Value and Recommend Solution Value

Solution Evaluation
• Measure Solution Performance
• Analyze Performance Measures
• Assess Solution Limitations
• Assess Enterprise Limitations
• Recommend Actions to Increase Solution V
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Underlying Competencies
• Analytical Thinking and Problem Solving 
• Behavioral Characteristics
• Business Knowledge
• Communication Skills
• Interaction Skills
• Tools and Technology

Workshop Objectives

Fast Start® in Business Analysis has been specifically designed to help you accomplish a great 
deal in a short period of time.

In this workshop, you will:

• Collect and analyze information about a specific case study company

• Perform a high-level, preliminary investigation of a business process/system in need of 
improvement

• Identify issues and the stakeholders/functional areas affected by the issues

• Determine the scope for a business analysis project

• Understand the business process by investigating how it currently works

• Perform procedure analysis on the business process and document the results

• Identify and interview key stakeholders and subject matter experts to validate knowledge 
of the current system, gain user involvement, and gather user requirements

• Write requirements, assumptions, and constraints necessary in the future system

• Use information gathered in analysis to create a high-level solution to the business 
problem

• Recognize the potential impacts of the defined solution

• Consider and document key activities required to implement the solution

• Present the project business case and gain approval to proceed with implementation
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Today’s Approach to Business Analysis

A new business opportunity, need for improvement, or a specific problem will initiate 
analysis work which eventually may be approved as a project to implement suggested solutions. 
The diagram below shows a typical sequence of tasks that an analyst would follow during 
analysis work.

 Business Analysis Diagram

Notice that the arrows rotate full circle which indicates that there is iteration/repetition in 
business analysis work. Rarely is a single pass adequate to fully understand the area being 
analyzed. Several iterations may need to be performed for a complete and accurate requirements 
document. 
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• Elicit Information – Analysts collect both written and verbal information interactively. 
Written materials might include such things as company profiles, organization charts, 
processes and procedure documents, job descriptions, forms, reports, interfaces, 
system information, and anything else that the analyst finds important to understand 
the area being analyzed. Verbal information is also gathered from stakeholders, users, 
and project team members. Verbal information can be gathered during interviews, 
facilitated sessions (workshops), or observing the job being performed.

• Analyze – Reviewing all the collected information for the details to better understand 
the current state of the organization, and its processes and systems. This discovery 
process helps the analyst better understand the issues or needs. A good analyst will 
patiently work through this phase and not jump to fixing problems or defining a 
solution too quickly.

• Document – Various tools, techniques, and models are available to help the analyst 
depict the details of processes and systems in graphical and word-based formats.  
Models can be used to document and explain complex components in a more user-
friendly way. 

• Communicate – The exchange of information with analysts, users, stakeholders, 
subject matter experts, and the project team is vital to the successful outcome of 
the project. On going communication is used to collect information, validate the 
current system/process, assess needs, gather and validate requirements, seek and gain 
approval throughout the project.

• Requirements – The focus of most analysis projects and one of the major deliverables 
is the requirements documentation. Initial requirements may be offered when the 
project is initiated. Those requirements will be developed and additional requirements 
discovered throughout the entire business analysis process. Organizations have 
their own names and definitions for the requirements specifications or documents 
which contain requirements. Regardless of the name or format, the quality of the 
requirements statements is the key to a successful project.

• Iterative – Demanding that the analyst will patiently work through the process of 
discovering the as-is process and its use of information to better determine the 
requirements and best solution. As the Business Analysis Diagram illustrates, 
business analyst work is iterative. By that we mean that the analyst is continuously 
collecting information about requirements, analyzing it, communicating, and 
validating with the user community. The analyst may often go through several cycles 
until the requirements document is signed off. 
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The System Development Life Cycle

It is helpful go about our work using some kind of structured approach or methodology, for 
example, a system development life cycle. From a graphical perspective, each component of the 
SDLC provides specific information and completes activities necessary to begin the next phase 
of work. Each phase usually requires some level of review and approval to proceed to the 
next phase of work.

There are several variations on the SDLC. Various organizations and consulting companies 
have built their own methods based on internal requirements and previous project experience. 
In addition, different project types might demand a different methodology based on criteria like 
complexity, size, visibility, user involvement, time frame, and management decision. However, 
the main phases in the SDLC and the ultimate objectives of any methodology are the same: 
initiate, analyze, design, develop, test, and implement a project.  

Approaches

There are two different approaches to the industry-recognized SDLC. They are as follows:

• Waterfall – Moving from project initiation through implementation and its related 
components. Waterfall indicates that the majority of requirements are usually gathered 
before design work is started.

• Spiral or Iterative – This approach focuses on smaller “chunks” of analysis, 
requirements development, and design work. It aims to produce individual modules 
of a system that will eventually interoperate as a whole. This approach indicates that 
only the requirements for any given component need to be identified at that time. 
Then the process is repeated for each additional phase of work.

Agile is an example of an interactive methodology.  In agile environments, change and rapid 
response to change is expected. Agile teams deliver small, incremental changes and commit 
to prioritized work items for only one iteration at a time. This allows the agile team to handle 
emerging changes for the upcoming iteration with minimal impact. An iteration is an agreed 
period of work time. (PMBOK V3)

Approvals

There are at least three points at which a business analyst commonly would seek approval to 
proceed. Each organization will have their own formal or informal process to document the 
project status and get the go-ahead to move forward or stop the project as appropriate. These 
approval checkpoints (often called approval gates) are used by management and the organization 
to make sure that the project work being undertaken is feasible, necessary, in line with the 
business objectives, prioritized, and that the project has expected value. 
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Workshop Agenda

This workshop uses a case study to help you explore the topic of business analysis. The 
following topics are covered:

1. Introduction – Understand the objectives, topics, and logistics for the workshop

Initiation

2. Strategy Analysis – Perform an overview to learn about the case study company

3. Defining the Scope – Examine issues, identify stakeholders that are impacted, and use 
this information to define the scope and objectives of the project.

Analysis

4. Procedure Analysis – Analyze an existing business process and any supporting forms 
and reports. Document the process using a modeling tool

5. Stakeholder Interviews – Interview key stakeholders and subject matter experts 
to get answers to questions about the existing procedure, as well as suggestions and 
requirements for improvement

6. Requirements, Assumptions, and Constraints – Define the business and user 
requirements needed to create a successful future solution. Review  the assumptions and 
constraints associated with the solution

Conceptual Design

7. Defining a Solution – Design a high-level solution to improve the business process

8. Solution Implementation Planning – Review an implementation plan for the project

9. Management Presentation – Prepare and present the results of the project business case 
to key stakeholders and gain approval to go ahead with implementation

Note: As previously stated, approval is an important part of any project. A go/no go decision 
will take place at the end of initiation, at the end of the analysis work, and after conceptual 
design. This workshop will focus on those approval gates and will culminate in a management 
presentation to get final approval to proceed with the project. All activities leading up to 
Module 9 will be used to some extent in the management presentation.  
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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 Fast Start® in Business Analysis, you should consider doing 
the following:

• Set your pagers on “stun” and your cell phone on “quiet” (or turn it 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 at any time

• Share your relevant stories

• Respect others’ views and keep them private 

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

• Dress comfortably

• Have fun!

• Get a good night’s sleep tonight – and process the information you learned today
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Workshop Logistics

Use the table below to record the logistics for your particular workshop.

Instructor’s name

Instructor’s email

Start/end times

Lunch (approximate)

Breaks

Your Role This Week

For the next three days you will be working for a different company (if only you could get two 
paychecks). Note the characteristics of our case study company below, along with your role in 
the company:

Employed by

Consultant or employee?

Job responsibility

Department

Your manager
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Workshop Materials

The materials used in this workshop include:

1. Participant Guide, including:

• Class discussion material, worksheets, and templates

• Case study exercises and background material

2. Appendices, including:

• Suggested reading list

• Glossary

• Index

• Blank and lined paper

3. Handouts for case study

• Suggested solutions for exercises

Exercise 1 — Turn to the exercise in the back of the book and follow the facilitator’s 
instructions.
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Module 7 Defining a Solution
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In this module, you will:

• Understand system improvement vs. system redesign

• Review the project scope boundaries to define a solution

• Redesign for process improvement, systems development, and organizational change

• Consider the impact of the solution

Now that the analysis phase of the current state processes and systems is complete, it is time to 
turn our attention to designing a solution for the future state. There are a number of factors to 
consider in this phase to define the best conceptual design, stay within project scope, and fulfill 
the business and users’ needs. 

In all analysis work, whether we are focusing on process improvement or system redesign, it is 
important to address the following:

With these four things in mind and all the information we have gathered during initiation and 
analysis, we should be off to a good start.

Our approved requirements define “what” the system should do. Now we need to define “how” 
the new system and process should work.
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Solution Definition

There are some key decisions that should be made prior to digging into the details of solution 
definition. They involve deciding whether the system and process should be improved or 
completely redesigned. It is a good idea to have some guidelines for performing the conceptual 
design work of defining a solution. 

System Improvement

The analysis may show that the needed changes simply don’t call for a wholesale system 
revision. Therefore, system improvement makes a lot of sense. The “fix” may be mechanical and 
undramatic, but if it does the job, why bother with anything more? Stakeholders accept these 
fixes as routine changes if they fit the familiar system process and do not change it too much.

• Holds a narrow focus on changes within the system itself

• Takes a technical view of the remedial changes needed to improve the system

• Prefers smaller changes that have minimal impact on a limited number of operating 
people

• Fixes issues in the process or system cycle with a reduced budget and time frame

System Redesign

On the other hand, the analysis might show that although we can fix the old system, we could do 
much better by investing in a completely new system. The process of patching and fixing an old 
system can become too costly, inefficient, and eventually unsupportable.

Besides, in today’s world and market, things are constantly changing. A new system could 
handle requirements that we can not handle with the current system. Even worse, our industry 
competitors keep introducing new twists that we can’t match with our current system.

• Considers factors outside the process and system cycle, possibly even from outside the 
organization

• Uses a managerial perspective to decide what to do differently to meet future 
requirements

• Accepts that major changes will involve many more people and unfamiliar work routines, 
including those of managers at higher levels of the organization

• Identifies vendors and products, and builds solution options to solve the bigger picture 
issues
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Review Project Scope

For a solution to be good, it cannot be selected simply because the vendor has the best sales 
pitch, or the software package has the longest features list, or the consulting group solution came 
in with the lowest price tag. Although these criteria often come into play on some projects, it is 
far more appropriate to consider the best solution to fulfill the business needs. To accomplish 
this, let us review some key elements.

Through initiation and analysis work, we have identified some very important components that 
must now be reviewed to manage and define the best solution. They are as follows:

1. Business overview — Defines the big picture and management focus (module 2).

2. Issues list — Useful as a checklist of what to fix (module 3).

3. Benefits – The positive outcomes the solution should strive to achieve  
(module 3).

4. Scope definition — The in and out boundaries to stay focused (module 3).

5. Current process —  Knowledge of how the process works or doesn’t work today  
(module 4).

6. Requirements — Address needs that must be fulfilled to meet expectations (module 6).

7. Assumptions and Constraints — Unknown and known factors and limitations or 
restrictions that the system must adhere to (module 6).

Review this information to begin the design process and keep it handy throughout to help guide 
your design work. These are the reasons that the solution is necessary and important. If we ignore 
this information, our solution may not provide the value that the users expect.
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Future State Changes

As stated in the beginning of this course, business analysts must consider change from the 
perspective of three components: process, system, and organizational. Frequently a technology 
approach is taken to fix bad business processes by incorporating the latest and greatest software 
solutions. While that may offer some improvements, it may also create new problems. Bad 
business processes that get glossed over with new technologies only result in faster bad 
business processes. The more appropriate method of change is to fix the processes and select 
technologies that complement the business. When defining the solution, it is important to go 
beyond just dressing up the technology. A business analyst should also be focused on process and 
organizational changes and the impacts they will have on the stakeholders.

Depending on the size, scope, and complexity of the project, the solution and its related changes 
will have various degrees of impact on the existing processes, systems, and the organization as a 
whole. Solution selection often includes the following components and they are inter-related:

Organization
Change

Systems
Development

Process
Improvement
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Process Improvement

Business analysis focuses on how to make a business process more efficient and effective. 
Processes which are inefficient, no longer meet business objectives, are difficult to train for 
or duplicate, cannot be performed with the existing staff, or are otherwise not functioning 
as expected will usually go through analysis to improve the process. Changes to systems or 
reorganizations of the company will also mandate process improvement. 

Process improvement defines how the activities and the actors that perform them will 
change as a result of the solution being defined. 

Solutions in this area will strive to create better ways of doing everyday work. They will 
consider the normal course of activity referred to as the “happy path.” They must also consider 
the alternate and exception scenarios, for times when it is not appropriate or possible to perform 
within the normal methods. 

Process Change

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 handoffs between the processes different?

• Are the processes performed in a different order?

• Are the actors performing the process different?

Exercise 7A — Turn to the exercise in the back of the book and follow the facilitator’s 
instructions.
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Systems Development

In the years before there were software companies, everything was programmed in-house. This 
created an enormous volume of legacy code. After Y2K, many organizations reevaluated the 
way that systems development work was done. The world of in-house programmers building 
customized software components was questioned because of their inability to be supported 
going forward. At the same time, growth in the software industry and ubiquitous PCs and servers 
made it possible to buy many of the technologies that previously could have only been coded on 
mainframes.

Systems development defines the hardware, software, networking components, interfaces, 
data storage and retrieval, reporting, access methods, and other technical components 
for the future system.

Technology changes very rapidly. It is difficult for business to keep up with or fund all the 
latest and greatest technologies available. Many organizations have been caught up in selecting 
solutions which offer a wide range of features or seem to have a good “fit” to fulfill requirements. 
Large amounts of money are often spent, however the project still fails because analysis wasn’t 
properly performed to determine what the software package needed to do to fulfill the business 
needs. Decision makers are becoming more savvy about questioning technology solutions for 
this very reason, and rightly so. 

Systems Change

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:

• Are there new features within existing applications, or new applications?

• Does the organization need to capture new or different 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?

• Will new technology tools and equipment be needed?

Exercise 7B — Turn to the exercise in the back of the book and follow the facilitator’s 
instructions.
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Organizational Change

In the need to stay competitive, keep up with customer demands, and manage limited resources, 
organizations are in a constant state of change. Reorganization has become such a common 
occurrence that it often feels more the norm than the exception. 

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

Organizational change is most often initiated at the managerial or executive level. Business 
analysts may be tasked with assisting the decision-making process by reviewing the data, 
systems, processes, impacts, issues, and needs, and making suggestions for improvements. 
Changes at the enterprise level are much further reaching than process or system changes. They 
are highly visible, and are high stakes with potentially major ramifications on the company’s 
ability to stay in business should they fail. Therefore, very thorough and detailed analysis and 
planning must be performed prior to the execution of any organizational changes. 

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?

• Do new departments need to be created?

Exercise 7C — Turn to the exercise in the back of the book and follow the facilitator’s 
instructions.
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Impact Analysis 

Any proposed changes will have an impact on the organization, the people performing the 
process, other systems that interface with the project, and even the customer. 

Impact analysis is the evaluation of the many risks associated with the change, including 
effects on resources, effort and project schedule.8 

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.9 

We would like to believe that anything we have worked this hard to design would only have 
a positive outcome. Since changes can create challenges, it is important that we identify the 
potential impacts our solution will have on the organization, the processes, the people and 
the systems. With the proper change management, it is possible that negative impacts can be 
mitigated or eliminated altogether with awareness and proper planning. 

The impacts can result in a positive outcome which may also be considered a benefit. Positive 
impacts help offset the challenges and overcome adversity when seeking approval. Sometimes 
the impact or risk of not doing the work far outways the potential negative impacts of 
implementation.

To perform impact analysis, a number of questions can be used to uncover the often hidden but 
ever present potential risks. The following list of example questions can help define the impact of 
change for the defined solution:

Process Improvement impact

• Can the users get the proper training in time for implementation?
• Will the process changes create inefficiencies that could slow production?
• Will process changes impact the organization’s ability to do business?

• Will process changes effect other work areas or processes?

• Will process changes be able to comply with policies, regulations, etc.?

8 Software Engineering Management and Practice, Second edition, © 2001, Shari Lawrence Pfleeger
9 Software Requirements, Microsoft Press, Second edition, © 2003, Karl E. Wiegers
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Systems Development impact

• Does the new system solution exceed hardware, software, or network resources?
• Will performance be an issue for both existing and newly installed applications?
• Are there interoperability issues with existing applications, user interfaces, or operating 

systems?
• Is there a possibility of outages, system failures, data loss, or security risks caused by 

system implementation?
• Does the implementation of cutting or bleeding edge technology pose significant risk if it 

does not perform as indicated, and lacks support or training?
• Will the new system be administered, supported, maintained, and upgraded?

Organizational Change impact

• Will jobs be cut because of the improvements to the process?
• Will cross-functional workflows improve between departments which currently have a 

strained or siloed relationship?
• Will the customer be unable to get service or products in a timely manner while the 

changes are being implemented, possibly resulting in lost sales?
• Is there a financial impact with the proposed changes?
• Is there an impact on the organization’s ability to stay competitive?
• Are there other risks associated with the project implementation?
• Are there ramifications of not implementing the proposed changes?

Exercise 7D — Turn to the exercise in the back of the book and follow the facilitator’s 
instructions.
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Real World Application

• Focus on scope, issues, project benefits, requirements, assumptions, and  
constraints – These items were all identified in the analysis work to help guide the 
solution definition.

• Visualize, visualize, visualize – Learn to think with a pencil and pictures. Keep doodling, 
sketching, and making diagrams and process flow models. Use sticky notes, cling sheets, 
and dry erase markers that can easily be moved or erased as the concepts change.

• Postpone detail – Lay out the main process and system first. Work from the general to 
the specific. Define the new system at a fairly high level of detail. The small details of the 
design will emerge as the project proceeds. Start with the happy path first, it will account 
for 80% of the important work and the details will fill out the other 20 percent (80/20 
rule).10

• Be patient, negotiate, listen to others’ ideas – The solution selection process is a 
creative one, and usually very exciting. But, it can also be very challenging since the 
team members bring together different levels of experience, communication styles, 
and thought processes. Make sure to not dominate if you tend to be overly expressive, 
or speak up if you are usually quiet and reserved. Foster a supportive environment for 
everyones’ ideas to be heard and considered. 

• Take a break – When the creative energy has died down or a confrontation in the team 
is preventing progress, take a break. Take a walk, get some food, daydream, anything to 
give your brain a break. It can also be helpful to diffuse tension and get back on track. 

10 Defined in 1906 by Vilfredo Pareto, an Italian socio-economist who created a mathematical equation for the 80/20 
phenomenon also called Pareto’s law or the Pareto principle.
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