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Business analysis has evolved from a subset of systems development into a specialized professional discipline 

essential for organizational change. At its core, business analysisis the practice of enabling change in an

organizational context by defining needs and recommending solutions that deliver value to stakeholders. This

discipline acts as a bridge, translating high-level business goals into actionable technical requirements, ensuring

that every project aligns with the broader strategic objectives of the enterprise.

The Strategic Role of the Business Analyst

The modern business analyst (BA) is no longer confined to documenting software requirements. Instead, they 

serve as internal consultants who investigate business situations, identify areas for improvement, and evaluate 

options for organizational enhancement. This requires a "T-shaped" professional profile: deep expertise in

analysis techniques combined with a broad understanding of the business domain, technology, and interpersonal

dynamics.

According to the industry standards established by authors like Debra Paul, James Cadle, and Donald Yeates in

their foundational texts, the BA's scope of work involves identifying potential improvements, analyzing requirements

for change, and ensuring the successful delivery of benefits. The goal is not merely to solve a problem but to

improve the overall health and competitiveness of the business entity.

The Business Analysis Process Model (BAPM)

The Business Analysis Process Model provides a structured framework for executing analysis tasks. This model

ensures that the analyst does not jump to solutions before fully understanding the problem landscape. The process

typically follows a non-linear yet logical progression:

•  Investigate Situation: Gathering initial data about the business problem or opportunity. This involves using 

techniques like rich pictures or mind maps to capture the complexity of the current environment.

•  Consider Perspectives: Identifying key stakeholders and understanding their varying viewpoints. Techniques 

such as CATWOE (Customers, Actors, Transformation, Worldview, Owner, Environmental constraints) are utilized 

here to uncover underlying motivations and conflicts.

•  Analyze Needs: Identifying the gap between the current state and the desired future state. This involves high-

level business process modeling and organizational gap analysis.

•  Evaluate Options: Developing potential solutions and assessing them for feasibility. This stage results in the 

creation of a Business Case.

•  Define Requirements: Detailed elicitation and documentation of what the solution must do. This is the 

technical core of the BA's output.

Table 1: Comparison of Investigation Techniques

Choosing the right technique is critical for data accuracy. The following table compares common investigation

methods used by technical business analysts:



Technique Description Pros Cons

Interviews One-on-one structured or 
semi-structured 
discussions.

High depth; builds rapport; 
uncovers sensitive info.

Time-consuming; prone to 
individual bias.

Workshops Collaborative sessions with 
multiple stakeholders.

Rapid consensus; resolves 
conflicts in real-time.

Requires skilled facilitation; 
risk of groupthink.

Observation Watching users perform 
tasks in their natural 
environment.

Uncovers "hidden" steps; 
validates reported data.

Can be intrusive; may 
change worker behavior 
(Hawthorne Effect).

Questionnaires Standardized sets of 
questions sent to large 
groups.

Efficient for large data sets; 
easy to quantify.

Low response rates; no 
room for clarification.

Strategic Analysis: Understanding the Macro and Micro Environment

Before a BA can propose a solution, they must understand the context in which the business operates. Technical

study data highlights several critical frameworks for strategic analysis:

1. PESTLE Analysis

The PESTLE framework is used to analyze the external macro-environment. Analysts must evaluate Political, 

Economic, Socio-cultural, Technological, Legal, and Environmental factors. For example, a shift in data privacy

laws (Legal) or the emergence of Generative AI (Technological) can fundamentally alter the requirements for a new

business system.

2. Porter’s Five Forces

This model analyzes the competitive intensity of an industry. By evaluating the threat of new entrants, the 

bargaining power of buyers, the bargaining power of suppliers, the threat of substitute products, and the 

intensity of competitive rivalry, a BA can determine if a proposed project will provide a sustainable competitive

advantage.

3. VMOST and Resource Audit

Internal analysis is equally vital. VMOST (Vision, Mission, Objectives, Strategy, Tactics) ensures that any proposed 

change is vertically aligned with the organization's purpose. Simultaneously, a Resource Audit(Physical,

Financial, Human, Know-how, and Reputation) identifies the tangible and intangible assets available to support the

change.

Requirements Engineering: The Technical Core

The most granular part of the business analysis discipline is Requirements Engineering. This is a multi-step

process designed to ensure that the final product meets the stakeholders' needs and is technically feasible.

The Requirements Lifecycle

1.  Elicitation: Drawing out requirements from stakeholders using the techniques mentioned above.

2.  Analysis: Checking for consistency, completeness, and feasibility. This often involves MoSCoW Prioritization 

(Must have, Should have, Could have, Won't have this time).



3.  Validation: Ensuring the requirements document accurately reflects what the stakeholders need.

4.  Management: Tracking changes to requirements throughout the project lifecycle using a Requirements 

Traceability Matrix (RTM).

Mathematical Models in Feasibility Testing

A senior technical writer must emphasize the importance of quantitative analysis. When building a business case,

BAs often use financial formulas to justify investment:

•  Return on Investment (ROI): (Net Profit / Cost of Investment) x 100

•  Net Present Value (NPV): Calculating the current value of future cash flows to determine if a project will be 

profitable over time.

•  Payback Period: The time required to recover the initial investment.

Modeling Business Processes and Systems

To communicate complex ideas, BAs use visual models. Business Process Model and Notation (BPMN)is the

global standard for process modeling. It allows analysts to map "As-Is" processes and design "To-Be" processes

that eliminate bottlenecks and redundancies.

The Gap Analysis Framework

The transition from the current state to the future state is defined as the Gap. Technical analysts perform a gap

analysis by comparing the existing architecture (processes, data, and technology) against the target architecture.

This produces a list of "delta" items that form the basis of the project's scope.

Table 2: Functional vs. Non-Functional Requirements



Feature Functional Requirements Non-Functional Requirements

Definition What the system does. How the system performs.

Examples User login, Generate report, Calculate 
tax.

Security, Scalability, Availability, 
Usability.

Focus Business features and behavior. System constraints and quality 
attributes.

Testing Functional testing, UAT. Performance testing, Penetration 
testing.

Soft Systems Methodology (SSM)

Developed by Peter Checkland and frequently referenced in the 9781906124618 curriculum, SSM is a way to deal 

with "messy" or ill-defined problems where stakeholders disagree on the nature of the issue. SSM uses Human 

Activity Systemsto model the ideal world and compares it to reality to stimulate debate about "feasible and

desirable" changes.

Stakeholder Management and Communication

The success of any business analysis initiative depends on stakeholder buy-in. Analysts use a Power/Interest Grid

to categorize stakeholders and determine the appropriate communication strategy:

•  High Power / High Interest: Manage closely (Primary stakeholders).

•  High Power / Low Interest: Keep satisfied.

•  Low Power / High Interest: Keep informed.

•  Low Power / Low Interest: Minimum effort (Monitor).

Effective communication involves translating technical constraints into business risks. If a developer states that "the

API latency is too high," the BA must translate this for the business: "The customers will experience a 5-second

delay during checkout, which may lead to a 20% increase in cart abandonment."

Implementation and Benefits Realization

The BA's role does not end when the system is built. Benefits Realization is the process of ensuring that the 

changes actually delivered the value promised in the business case. This involves setting Key Performance 

Indicators (KPIs) and monitoring them post-implementation.

Common Challenges and Troubleshooting

•  Scope Creep: When requirements expand without corresponding increases in time or budget. Solution: Strict 

change control processes and MoSCoW prioritization.

•  Stakeholder Resistance: Fear of change or job loss. Solution: Early involvement, transparent communication, 

and Force Field Analysis.

•  Ambiguous Requirements: Requirements that are open to interpretation. Solution: Using the SMART criteria 

(Specific, Measurable, Achievable, Relevant, Time-bound).

Technical Proficiency for Modern Business Analysts



In addition to traditional BA skills, the modern landscape requires technical literacy in the following areas:

1. Data Modeling and SQL

Understanding Entity Relationship Diagrams (ERDs) and being able to query databases using SQLallows BAs

to validate data requirements and identify data quality issues directly.

2. Agile Methodologies

In an Agile environment, the BA often takes on the role of a Proxy Product Owner. They must be adept at writing 

User Stories in the format: "As a [User Role], I want [Feature], so that [Benefit]." They also manage the Product 

Backlog and facilitate Sprint Grooming.

3. Cloud and SaaS Integration

With the shift toward Cloud computing, BAs must understand the implications of IaaS, PaaS, and SaaSmodels.

They need to analyze how third-party integrations impact data flow and security protocols.

The Future Horizon of Business Analysis

As we look toward the future, the integration of Artificial Intelligence (AI) and Machine Learning (ML)into

business processes will require BAs to develop new competencies. Analysts will need to define requirements for

algorithmic transparency, data ethics, and automated decision-making. The core mission, however, remains the

same: to act as the intellectual glue that holds business strategy and technical execution together.

By mastering the frameworks established in the Business Analysis Second Editionand subsequent professional

updates, practitioners can ensure they provide the rigorous, objective, and data-driven insights necessary to

navigate increasingly complex corporate environments. The transition from a simple problem-solver to a strategic

advisor is the hallmark of a senior-level technical business analyst.

Ultimately, business analysis is about clarity. It is the process of stripping away the noise of organizational politics 

and technical complexity to find the most efficient path toward value. Whether using SSM, BPMN, or PESTLE, the

analyst's value lies in their ability to synthesize disparate information into a coherent plan for the future. As

organizations continue to undergo digital transformation, the demand for high-quality, technically sound business

analysis will only continue to grow, making it one of the most vital disciplines in the modern economy.
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