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Michael S. Zambruski is a senior trainer and consultant with more than 30 years
of experience providing strategic planning, comprehensive business analysis,
and complex program and project management coaching to multibillion dollar
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How Dreams Become Reality...

MISSION = why?

VISION = where?

GOALS = when?
capabilities
OBJECTIVES = what?

PRIORITIZATION —

—— STRATEGY

—— PORTFOLIO
MANAGEMENT
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How Dreams Become Reallty .. with the traceability provided by careful,

comprehensive business analysis.
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How Dreams Become Reallty .. with the traceability provided by careful,

comprehensive business analysis.
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The Enterprise Triple Constraint: the Context of Business Analysis

STRATEGIC PLANNING

OPERATIONS
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Each element of The Enterprise Triple Constraint
IS equally critical for success:

...without strategic planning, both business analysis and project management become orphans,
and success is elusive at best;

...without business analysis, transforming the strategy into actionable scope becomes a process of
trial and error — risky and expensive;

...without mature project management, both strategic planning and business analysis become
academic exercises.
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STRATEGIC PLANNING
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Business Case
Cost-Benefit Analysis
Capabilities Roadmap (SWOT)

STRATEGIC PLANNING Priorities

MISSION
VISION
GOALS

OBJECTIVES
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STRATEGIC PLANNING

MISSION
VISION
GOALS

OBJECTIVES
NEEDS
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Requirements Work Plan
Enterprise Analysis

Process Models

Use Cases / User Stories
Activity Diagrams

Gap Analysis

Feature Specifications

User Interface

Transition Requirements
Reporting Requirements
Non-Functional Requirements
Business Requirements Document
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STRATEGIC PLANNING

MISSION

VISION
GOALS
OBJECTIVES
NEEDS
SCOPE
SCHEDULE
BUDGET
QUALITY
RISK

DELIVERABLES

OPERATIONS

Business Case
Cost-Benefit Analysis
Capabilities Roadmap (SWOT)

Priorities
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STRATEGIC PLANNING

MISSION
VISION
GOALS

OBJECTIVES
NEEDS
SCOPE

SCHEDULE
BUDGET

QUALITY
RISK
DELIVERABLES
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STRATEGIC PLANNING

MISSION
VISION
GOALS

OBJECTIVES
NEEDS Charter
SCOPE Statement of Work
SCHEDULE Roles an_d Responsibilities
Assumptions
BUDGET Constraints
QUALITY Solution Specifications and Design
RISK ——— 1 Risk Management Plan
DELIVERABLES Escalation Policy
Communication Plan
Documentation Plan
Test Strategy and Plan
Procurement Plan
Training Plan

OPERATIONS
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STRATEGIC PLANNING

MISSION
VISION
GOALS

OBJECTIVES
NEEDS
SCOPE

SCHEDULE
BUDGET
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Requirements Work Plan
Enterprise Analysis

Process Models

Use Cases / User Stories
Activity Diagrams

Gap Analysis

Feature Specifications

User Interface

Transition Requirements
Reporting Requirements
Non-Functional Requirements
Business Requirements Document
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STRATEGIC PLANNING
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SCOPE
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OPERATIONS

Business Case
Cost-Benefit Analysis
Capabilities Roadmap (SWOT)

Charter

Statement of Work

Roles and Responsibilities
Assumptions

Constraints

Solution Specifications and Design
Risk Management Plan
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Communication Plan
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The Building Blocks of Strategy Execution

Mission
Vision

Goals

CONTEXT

Objectives

ENTERPRISE

PHASE

STRATEGY

Portfolios
Programs
Risk
Capital
Non-Labor
Labor
ROI

FULFILLMENT

STRATEGY
ANALYSIS
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The Building Blocks of Strategy Execution

— Mission . _

1% Business Architecture

L Vision

E Business Requirements

o) Goals _

O - User Requirements
Objectives

I

C<,):) ENTERPRISE REQUIREMENTS

E STRATEGY MANAGEMENT

Portiolios Functional &

— Programs Non-Functional

E Risk Requirements

i Capital Solution Specifications

L oLl Solution Options

35 Labor T

T ROI olution Design
STRATEGY REQUIREMENTS
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CONTEXT

PHASE

FULFILLMENT
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The Building Blocks of Strategy Execution

Mission
Vision
Goals

Objectives

ENTERPRISE

STRATEGY

Portfolios
Programs
Risk
Capital
Non-Labor
Labor
ROI

STRATEGY
ANALYSIS

Business Architecture
Business Requirements

User Requirements

REQUIREMENTS
MANAGEMENT

Functional &
Non-Functional
Requirements

Solution Specifications

Solution Options

Solution Design
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ANALYSIS

Scope
Resources
Schedule
Quality
Risk

PROJECT

MANAGEMENT

Deliverables
Dependencies
Communication
Documentation
Testing
Training

SOLUTION
EVALUATION
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The Building Blocks of Strategy Execution
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— Mission . _ Scope _

> o Business Architecture Resources Partnership

L Vision

E Business Requirements Schedule Readiness

5 Goals l

3 User Requirements Quality Warranty

Objectives Risk

L

C<’E) ENTERPRISE REQUIREMENTS PROJECT OPERATIONAL
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Portfolios , Deliverables Staff Alignment
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The Blueprint of Strategy — Business Analysis — Project Management
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The Blueprint of Strategy — Business Analysis — Project Management
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STRATEGIC PLANNING

PORTFOLIO
MANAGEMENT

Intake process
Prioritization criteria
Benefits & outcomes
Interdependencies
Traceability

Portfolio management refers
to oversight of all discretionary
initiatives that are underway
or under consideration by the
enterprise. It focuses on the
following questions:

OPERATIONS

1. What projects and programs ARE we working on?

2. What projects and programs SHOULD we be working on?

3. Do any projects relate to each other, such that they be managed as a PROGRAM?
4. Is every project in a portfolio supporting one or more STRATEGIC GOALS?
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DESCRIPTION OF
CURRENT OR PROPOSED
INITIATIVE

Subrmitted by

PORTFOLIO #1

PROGRAM # 1
<MAME: Project Z1
<MAaME: Project 2
<MAME: Project =3
<MAME: Project Z1
<MAaME: Project 2
<MAME: Project =3
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Business analysis together with
program/project management bring
each broad element of the strategy
into sharp operational focus.

And this applies whether the
methodology used is
waterfall/traditional or
iterative/agile/scrum.
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STRATEGIC PLANNING

MISSION

VISION $
GOALS §</
OBJECTIVES Cg’
NEEDS %v
SCOPE <

SCHEDULE <

BUDGET

QUALITY

RISK

OPERATIONS
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What about
traditional/waterfall PM
VS.
iterative/agile/scrum/SAFe PM,
and how is the BA involved with each?
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STRATEGIC PLANNING

— WATERFALL PROJECT MGT. — —— POST-IMPLEMENTATION —
OPERATIONS
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STRATEGIC PLANNING

WHERE
STRATEGY
BECOMES

REALITY

— WATERFALL PROJECT MGT. — —— POST-IMPLEMENTATION —
OPERATIONS
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STRATEGIC PLANNING

— ITERATIVE PROJECT MGT. —| — POST-IMPLEMENTATION —
OPERATIONS
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STRATEGIC PLANNING

— ITERATIVE PROJECT MGT. —| — POST-IMPLEMENTATION —
OPERATIONS
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3. Are business requirements gathered prior to project planning and execution?
a) Are the requirements formally documented and validated?
b) Are they formally approved by stakeholders (users, etc.)?
c) Are they easy to find, for review and updates?
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QUESTIONS: ANSWER EACH NUMBERED AND LETTERED QUESTION ON EACH LINE POINTS: YES =1, NO=0

1. Does your organization have a formal and documented strategic planning process?
a) Does it specify the enterprise vision?
b) Does it specify the enterprise mission?
c) Does it outline the goals supporting the vision and mission?

O|=t || =

Total points for question 1 (maximum 4) 3

2. Does each project have a formally documented and signed charter?
a) Does each charter contain a high-level scope definition?
b) Does it include an initial budget estimate?
c) Does it have a preliminary milestone schedule?

O| =t || =

Total points for question 2 (maximum 4) 3

3. Are business requirements gathered prior to project planning and execution?
a) Are the requirements formally documented and validated?
b) Are they formally approved by stakeholders (users, etc.)?
c) Are they easy to find, for review and updates?

o|lO|O|=

Total points for question 3 (maximum 4) 1

4. lIs there a formal structure for planning and implementing projects?
a) Does it contain documented processes and tools?
b) Is it flexible and adaptable, to fit project needs?
c) Is it enforced for all projects?

O O | =t | =t

Total points for question 4 (maximum 4) 2

5. Is there a formal closure and transition process for projects?
a) Does it include documenting and reviewing lessons learned?
b) Does it specify plans for transition into production?
c) Does it include a warranty period providing support after transition into production?
Total points for question 5 (maximum 4) 2

ol=lo|=
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In the chart below, an X corresponds to the total points for each question answered above — to
see the current strengths and weaknesses in the overall environment where your projects exist.

4
3 X X
N
z o X X
5
[a
1 X
0
STRATEGIC PROJECT CHARTERS BUSINESS STRUCTURED PLANS FORMAL CLOSURE
PLANNING REQUIREMENTS AND EXECUTION AND TRANSITION
TWENTYEIGHTY"
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The Application
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The Business Analyst in Each Phase of the Extended Project Life Cycle
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Eleven stages in the

1. Business

2. Business

solution-development | Mission, Vision, Process & Req:tir:fne; nts ;éqi::?:;:’:ls R;:i‘::r::"mc::;;lﬂ sh::::;::" 2 D?sl:::" C:.n:t‘: Illlﬁlt‘l’:n 9. Testing 10. Documentation 11. Training
process = Strategy & Goals Requirements
EN} and Analysis (WHAT) 2> . = Solution Development (H 0 W)- > €. & ition-- 3. . .
2rticulate clear | dentify clear business-iDetermine what Determine the needed  :Specify anything that  [Convert Develop the Build the complete |Plan and conduct Unit, iDevelop and deliver  iDevelop and deliver
PROGRESSIVE cirection at the leve] performance improvements users  operational behavior of ienhances the success requirements to complete technical itechnical solution.  JString, System, and user- and support- user- and support-
and erterprise o business |mpravements via gap  need from individual  fimproved business and walue of project fsalution dstails for Lisability testing orierted orierted instruction
ITERATIVE it level analysis of the 4515 business processes  processes and deliverables tothe < pecifications: oreliminary logical documentation
ACTIVITIES... v, TO-BE and systems (8515 isystems. sers. and functional
vs, TO-BE). designs and for
final design and
construction
Business Sponsor [&] |Business Sponsor [4]
Bus Process Expert [P] |Bus Process Expert [P] ‘Bus Process Expert [P] iBus Process Expert [S] iBus Process Expert [] [Bus Process Expert [P]iBus Process Expert [P] iBus Process Expert [P]
[Strategic Marketing [S] |Strategic Marketing [P] Stratedic Marketing (P] @ Stratedic Marketing [S] [Stratedic Marketing [P] | Strategic Marketing [P] © Strategic Marketing [P]
Product RED [3] Praduct Ran [F] Praduct R&D [F] Product R&D [F] Product RAD [F] [Product RED [F]
[KEY > Business Aralysis [5] |Dushness Analysis [F] Business Analysis [F] Eusiness snalysis [F] Dusness Analysis [F] Frisiness Analysis [5] (BUSINESS Analyss [5] [BUsness Analysis (5]
ROLES]: Eus Sys Anlyst [P] (Bus Sys Anlyst [S] {Bus Sys Anlyst [S] JBus Sys Anlyst [5]
[T Architecture [5] [T Architecture (5] IT Architeciure (5] IT Architecture [F] IT &rchitecture [P] IT Architecture [P] {17 Archilecture [F] T Architecture [S] T Architecture [S] IT Architecture (5] IT Architecture (5]
ORGAMIZE/OVERSEE | Development [S] T Development (5] IT Development [S] IT Development [P] IT Development [P] iT Development [P] {17 Development [P] T Development [P] |IT Development [P] IT Development [5] IT Development [S]
APPROVE/AUTHORIZE |7 DEMS [5] T DEMS (5] IT DBMS (5] IT DBMS (5] IT DBMS [5] i DBMS [P IT DEMS [P] IT DBMS [P] T DBMS [P
PERFORMPRODUCE |7 Infrastructure [S] (T Infrastructure (5] IT Infrastructure [5] IT Infrastructure [S] IT Infrastructure [P] IT Infrastructure [P] T Infrastructure [P] T Infrastructure [P] T Infrastructure [P]
SUPPORT Q8 [5] o [P @ [F] Q8 [F]
= |<ys Analyst [F] Sys Analyst [Pl Sys Analyst[F] [Sys Analyst [F]
End User [] End User [5] End User (5] End User (5] End User [5]
Hel Desk [5] Help Desk [3]
Finance [5] Finance [F] Finance [F] Finance [F] Finance [F] Finance (3] Finance [3] Finance [3] Finance [F] Finance [F] Finance [F]
| egalRegulatory! |_eqalRegulatory! LegalRequistory! LegalRequlstory! LegalRegulatory) | egalRequistarys | egalRequistorys LegalRequlatory! LegalRequlstory!
Compliance [S] Compliance 5] Compliance (5] Compliance [S] Compliance [S] Compliance [S] Compliance (5] Compliance [P] Compliance (5]
Marketing [S] Marketing (5] Marketing [5] Marketing [S] Marketing 5] IWarketing [S] IMarketing [S] Marketing [P] Marketing [P]
Training 5] Training [S] Training [5] Training [5] Training ] [ Training (5] [ Training (5] Training [P] Training [P]

Procurement (5]

Procurement (5]

Procurement (5]

Procurement (5]

Procuremert [S]

Procurement (5] iProcurement [S]iProcurement [5]

Procurement (5]

Procurement (5]

Procurement (5]

Project Momt [0]

Project Mot [0]

Project Mot [0]

Project Mot [O]
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Project Mot [0]

Project Mot [0]

Program Mot (0]
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Program Momt []
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Program Mamt [0]  Program Mgt [©] - iProgram Mart (O
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PMI PMBOK Process

Correl

Key Deliverables

IHITIATE

Business Case, CBA,

PLAN (incl. analysis)

Statement of Wyork

EXECUTE, MOHITOR, CONTROL

Statement of Work

Charter
1IBA BABOK Erterprise Business Analysis Planning & Monitoring Solution Agsessment and Yalidation
Knowledge Areas Anass‘s Requirements Elicitation and Analysis N e b St C " Reguiremerts Management and Communication
Caorrelation Requirements Managemert and Communication eurements Managsment and Communication
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1
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1

Copyright © 2015 Michael S. Zambruski

39



The Business Analyst in Each Phase of the Extended Project Life Cycle

Eleven stages in the

1. Business

solution-development Mission, Vision,

process -

Strategy & Goals

e

2. Business
Process &
Requirements

Planning (WHY 8 WHEH) and Anal

3. User
Requirements

4. Functional
Requirements

{(WHAT).

5. Non-Functional

Requirements (NFR)

6. Solution
Analysis

7. Solution
Design

Solution Development {(H 0 W)---.

8. Solution
Construction

9, Testing

10. Documentation

€--Implementation & Transition--3. . .

11. Training

INPUTS

OUTPUTS

Business Casze
Cost-Beneft Lnalysis
Foadmsp.

Business Capahilties
[Summary.

Charter

Requirements WWork
Plan (high-level)
(Context & relationship
models.

Business process
models

Business rulss
Business use case
moclels

(Organizstional change
requirements

Fequirements Wark
Plan (refined).

System Use Casze
models

Activity Disgrams.
Screen concepts
Lize caze outline &
inwentory .
Transtion
Requirements (high-
level)

Reporting requirements
(high-level).

System Use Case
narratives (actor side).
Activity Diagrams
(refined)

Transition
requirements
(cletailed).

Reporting requirements
(cletailed).

System Use Case
madels

Activity Disgrams
Screen concepts.

System Use Case
narratives (system
side).

Activity Disgrams
(refined).

Contert Matrix

Data for reporting
recuirements (cetsiled).
Feature specifications.

MFF List

= Responze time

= Backup frequency
= Security levels

= Disaster recovery

Feature Specifications.

Lser experience
conceptusl model
[Screen mockups
(high-level).

Test analysis &
clesian plan

IT 2Architecture
Desion (logical)
Data hodels (e.q.,
Business Object
Model, ERDs, state
and class
cizgrams)

DBMS & System
Interfaces (high-
level)

hiodified Use cases

& ADsz.

Processing rules

Functionsl specs:

- U¥ design

- User Interface
rules

- Screen mockups
(cletailed).

- Metadata.

Dt elements &

ciagrams

DEMS & system

irtertaces

[ cietailed)

Transitional

requirements

ross-application

lependencies.

Data maps

Diata flowe

Test analysis &
design detail.

Diata report design.

Content hatrix
(finalized).
IT Arch Design
(physicsl).

Pseudo code

Program code.
Data report
construction.

Busi Rgmits

:Busi Rgmts

:Busi Rgmts Doc

olution Rgmts

Doc (ERD) 3

Doc (ERD) 3

Solution Design

Solution Design

{SRD

D {SDD}

D (SDD

>

Use Cazes

Test Scenarios
Test Cases
Test Scripts.
Feport Testing

Financial Testing.

Document Index &
Repository

Transition
Feguirements —e.q.,
processes, staffing,
training, and skils
needed for successiul
deployment into
production.

Training Plan

Maodes and Audiences
Transition Reguirements
—e.g., processes,
staffing, training, and
skillz needed for
successful deployment
into production.

Training scripts.
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The Business Analyst Catalyst: Context, Role, Application

Requirements Work Plan
Enterprise Analysis

Process Models

Use Cases / User Stories
Activity Diagrams

Gap Analysis

Feature Specifications

User Interface

Transition Requirements
Reporting Requirements
Non-Functional Requirements
Business Requirements Document

TWENTY
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STRATEGIC PLANNING

MISSION
VISION
GOALS

OBJECTIVES

NEEDS
SCOPE
SCHEDULE
BUDGET

QUALITY
RISK
DELIVERABLES

OPERATIONS

Business Case

Cost-Benefit Analysis
Capabilities Roadmap (SWOT)
Priorities

Charter

Statement of Work

Roles and Responsibilities
Assumptions

Constraints

Solution Specifications and Design
Risk Management Plan
Escalation Policy
Communication Plan
Documentation Plan

Test Strategy and Plan
Procurement Plan
Training Plan
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#StratExLive

Thank you.

Let TwentyEighty Strategy Execution empower
you and your organization’s project teams to
help achieve your strategy.

Visit strategyex.com

MICHAEL S. ZAMBRUSKI

Senior Instructor, TwentyEighty Strategy Execution
and Principal Consultant, TBA&P, LLC.
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