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Executive Summary

This paper is designed as an executive briefing on the issues surrounding getting business and
software requirements right. The white paper is structured so that each page is its own ‘mini-
white-paper’ but each is also part of a total look at better structuring requirements documents,
processes and content completeness.

At the end of this paper is a one page ‘tear-out’ summary. This summary is both a shortened
distillation of the content, and a diagnostic tool for reviewing your organization's performance in
extracting and documenting business requirements.

In short: we propose that Business and Software Requirements are a process that needs
executive attention. Not only is this a central enabling process for business strategy execution, it
is one that requires discipline and commitment from the organization to be able to make it
perform well. In addition to the wealth of statistical detail to support the monetary contribution
of this process, we propose that business requirements are more than a template to be
completed. Effective and efficient requirements must:

« Start with a Template: that clearly defines a format for content designed for use by a
specific user. And also has;

« Complete Content: this content has specific characteristics, and is measurably
complete. And;

» Uses an Efficient Process: since a company's subject experts are its most limited asset.
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Why focus on getting ‘Business Requirements’ right foday2¢

The concept of gefting business and software requirements right sounds straight-forward.
However, most companies would admit they need to improve - in fact, flawed requirements
trigger 70% of project failures!. Consider the statistics from recent studies:

1. While fewer than 15% of projects are considered outright failures by those involved, 21.6%
of all spending on projects is still wasted today — either on failed projects, or poorly
controlled overruns.2

2. As the projects get more interdepartmental and complex, the failure rate rises. For
example, 51% of companies implementing an ERP viewed their ERP implementation as
unsuccessful.3

The ERP stafistics demonstrate an important relationship: the larger the number of stakeholder
groups involved, and the more complex the processes, the more likely a project will fail due o
business requirements-related problems. It is not so much that over 20% of all money spent
across North America on new projects will likely be wasted, it is that the more strategic a project
becomes, the more likely it is to fail.

From a cash flow perspective: more money will be saved by improving your processes in
business requirements, than by outsourcing the entire application development organization
offshore. Fixing business requirements processes, however, requires more organizational
discipline to achieve results.

How does business performance in defining business requirements affect other
operational areas?

1. Effective business requirements are both a business organizational discipline issue, and a
technology issue. Requirements are the bridge between business and technology
wherein the maturity of the processes in place directly impact the effectiveness of a
company in its use of fechnology or technology suppliers.

2. High quality processes are also efficient and streamlined. This means that implementing
better processes should come with the future benefit of time savings and better
execution. Today, most business strategies end with some form of fechnology solution.
Making this fransition between business and technology faster and more efficient is a
goal that can be profitable at the highest level of a business.

3. Poorrequirements have extreme organizational financial risk — particularly on large
technology initiatives. There are processes for testing the completeness of requirements.
There are triage tests to determine if it is probable that less intuitive processes were
missed. There should be little excuse for a project missing its financial targets by orders
of magnitude because the requirements were poorly specified.

Requirements are not simply a document or template that needs to be filled in. Effective
business requirements are achieved only by getting the right content, in a consistent format,
using a clear process. The process is a discipline that requires commitment at the highest level.

1 Info-Tech Research Group (2006)
2 Standish, Chaos Report (2004)
3 Robbins-Gioia Survey (2001)

Executive Guide to Business and Software Requirements
Page 2 of 12



CONSULTING

% 1AG

Understanding of Effective Business Requirements — the definition

Officially: "A requirement can be thought of as something that is demanded or obligatory; a
property that is essential for the system to perform its functions. Requirements vary in intent and
in kinds of properties. They can be functions, consfraints, or other elements that must be present
fo meet the needs of the intended stakeholders. Requirements can be described as a condition
or capability a customer needs to solve a problem or achieve

!
v

an objective. For clarification purposes, a descriptor should An Analogy: Evaluating The
always precede requirements; for example, business Effectiveness of Your
requirements, user requirements, system requirements, Requirements Development
operational requirements, confract requirements, and test Processes
requirements.”4
Even mid-sized organizations
In short: business requirements are the description of the have hundreds of projects that
' business needed by all parties involved in using, implementing or | gre run annually, maybe 40 of
%4 maintaining an application. which are significant and risky.
o ) ) ) An executive needs to think of
% Unfortunately with business requirements, much of the getting business requirements
.""N. documentation generated is simply ineffective. The difficult done as a manufacturing
part is describing all the details of the business in a way that is process, done in an identical
absolutely comprehensive and which presents an exact and way, 40 times over the course
consistent specification for each relevant piece of a business. of a year. How could a person
Effective requirements have certain characteristics and manufacturing computers be
information content. Specifically, effective Business random about what the
- Requirements in a project have three characteristics: computer looked like, what was
in the computer, and how the
e  Clarity of Format: information is correctly and computer was made and still
consistently structured in a useable form. expect a consistent user
e Content Completeness: certain types of information are experience from using that
persistently available. computer?
e [Efficiency of the Process: it is clear how analysts will elicit

the information needed.

Business Requirements:
The Holistic View

Content Geoffrey Moore first coined the term ‘whole

Completeness product’ in 1991 (Crossing the Chasm), and we
see this concept as useful in assessing business
requirements. Business and software
requirements are ineffective unless an efficient
process is adopted to ensure that content is
both complete and clear. A holistic approach
is more than simply producing a nice
document — it is a better way of creating a
symbiofic relationship between business and IT.
There are 6 attributes that make an effective

Clarity of Format to User and efficient process.

S.M.E.
Participation
Optimization

Efficiency of
Process

Completeness
Testing

Once-and-
Done
Elicitation

Business
Requirements

Crystallization
Of Project

Cross-
Functional
Blueprint

User-Centric
Formatting

© IAG CONSULTING, 2006

4 International Institute of Business Analysis, Body of Knowledge v1.4 (2006)
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What Makes Getting Business Requirements Right a Complex Problem?¢

Simply because a company or project is smaller, does not mean that the business requirements
for that project are simple. The two are only loosely correlated. Requirements risks is better
assessed by looking at the number of stakeholder groups involved in a project and the relative
complexity (newness to the requirements team) of the processes these people will be reviewing.
Hence, there is a higher probability that the business requirements will never be properly defined

for a Sysfem W”‘h mony new processes Tho‘r impgc‘r Business Requirements Risk Assessment Table (BRAT)
many divisions. High
Single Window @
What are the issues that cause this failure probability? Anticipated
Complexity 7
(Un-Familiarity of P4
. Business Requirements
1. Asthe number of stakeholders rise, so to does the o Prject Team) =
need to focus on what happens between Chas']g;fe'”
departments rather than within a department. The ® Idepanmems
. . 1
need to achieve consensus without a process that Low coacy sysem
drives consensus will cause the project to spin LW Number of Departments/ 19"
end|e55|y‘ Stakeholders Effected

2. As complexity rises, analysts who may have relied on their personal subject-matter expertise
are no longer able to define requirements or effectively ask questions of stakeholders in
order to elicit requirements. Hence, a company cannot rely on industry experts alone as
each is only able to contribute to a small part of a large system. Lacking a method to drive
questioning, the team will develop a list of requirements that are riddled with information
holes, or the process will lack a feeling of being proactively driven.

3. As both variables and the project size rise the information contained within the
documentation becomes more interdependent, complex, and voluminous. The structure of
the information, its findability, and the interpretation of content all have an impact on the
ability of analysts to simply maintain the documentation. As confrol is lost, each subsequent
iteration of the business requirements will raise more questions than are answered — closure or
accuracy is never achieved.

4. Lack of completeness kills projects — either by overweighting the elicitation process and
making it inefficient, or providing less-than-adequate detail.

i

The process of business requirements discovery is a collaborative process between business and
technology. It must clearly describe the "WHAT”, not the “HOW" of business needs, with the
content serving two audiences. The skills and fechniques needed to keep the discussion
narrowly focused, proactive, and, through which information is organized are a unique
competency. A failure to utilize these skills during a larger requirements engagement increases
the risk that a project will fail in the requirements stage of development. Sometimes this failure in
requirements is only realized after millions have been spent in delivery.

Simply because there is a somewhat ‘creative’ element to the process of doing business
requirements does not mean that the ‘manufacturing process’ should also be ‘creative’ (poorly
controlled). First manufacture the car right; then, customize it with feature needs or wants.

5 Digital Mosaic, 2005: risk that the process of gathering business requirements will overrun by 2
times in time or cost, or that requirements documentation derived from this process will be
unusable to control system design or implementation.

Executive Guide to Business and Software Requirements
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Assuring Content Clarity in Business Requirements Requirements

Format is an executive issue2 Absolutely. If the content of a business
requirements document is not well structured, it would be like reading @
novel with no page numbers and the pages in random order. A persistent
person will eventually figure out the story, but the process is extremely
inefficient. Organizations sometimes fix this problem with templates that Clarity of Format fo User
are over-engineered creating so much paperwork there is a high degree

of redundancy. Fortunately or not, these templates will be on the critical path of every
executive in your company. Why? Because at some point every strategic initiative they are
driving is tied to a business or software requirement.

Cross-
Functional
Blueprint

User-Centric
Formatting

Example: a set of requirements for a scheduling system might look like the following:
Must post schedule to the regional offices.

Must have regional office managers verify that the schedule is complete.
Must have wireless access for crew management offices.

Must be able to handle 50 transactions to 25 sites per day

Must be available 7X24

Must take results of schedule and post to payroll system

Must be compliant with union work rules

O O O O 0O 0 O

While these may be valid requirements, they are almost useless in format. To see the problem,
assume that easily 10 fimes as many equally valid statements would exist for the scheduling
office. Visualize that this is one of just 10 divisions defining requirements for a major ERP system -
of which the transport scheduling is only a part. Now, fry fo spot the inconsistencies between
the divisions from this list of 700 statements (all of which look individually valid) ... Candidly,
assessing the inferdependency of such a large number of statements cannot be done, and as
the system scaled toward an enterprise ERP such as an SAP, the listing might be closer to 7,000
statements if the requirements work was done this way.

i

Effective Information Format Recognizes Three Audiences

What's been missed above: while information formatted as above may be very useful in format
to a business professional, the format itself makes the information inefficient for analysts to use,
and next to worthless for a technology specialist that simply cannot translate the requirements
into precise process flows, data flow and business rules. The opposite
Busmess TecnoLoor problem might be to adopt a very technology centric format for defining
SR e requirements (such as UML Diagramming or even overly formal System Use
Cases), which are simply too difficult for non-technical people to readily

understand, observe implications, and readily sign-off as complete.

DOCUMENTATION
OF BUSINESS

The format MUST match the 3 very different user needs: business
professional, IT professional and analyst/oversight role. The issue is to ensure
that the format for early stages of analysis can be used seamlessly in latter

B stages with little or no rework. Otherwise, there is redundancy and
Masaaeos inefficiency.

A large company likely has over 20% of its expenditure on the
analyst function tied up in ineffective templates.

Executive Guide to Business and Software Requirements
Page 5 of 12



AN

\
i'

\

&

/\

i

/

) L/
)

¥
a'}

-

Executive Briefing on Formatting Standards and Errors

There are three fatal formatting errors:

1. Ambiguity of any kind. Forinstance, in the scheduling system
example on the prior page: when is it time to post a schedule o a
regional office? Who does this2 What information must this person
(or the system) have in order to complete this activitye How does

CONSULTING
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Business
Requirements

Cross-
Functional
Blueprint

User-Centric
Formatting

Clarity of Format to User

the system know that the activity is completed? What happens if
the person trying to post does not have a schedule? It must be clear.

2. Stove-piped requirements reporting. If requirements are collected and reported
divisionally rather than cross-functionally, the analyst will be unable to determine

interdepartmental conflict (as in the example above).

3. Poor information referenceability. It sounds simple, but often, the information within
requirements documents is just too difficult to find to make documentation useable.

A company should even have a style-guide put together to define what gets underlined, what is
bold italic, for every major document it produces. It is important to ingrain the discipline of
effective Business Requirements, and each major systems development activity will have AT
LEAST 100 unique sets of eyes looking at a requirements document. Each of these people must
also correctly interpret the document to their job context, and perform their job function more

efficiently by using it.

The way information is put together in a format that eliminates
ambiguity, makes comparability between divisions possible
and provides information referenceability is the ‘cross-
functional blueprint'. These are the highest level of
requirements defined interdepartmentally.

Formatting standards

If you've heard the terms Use Cases or UML (unified modeling
language). These are one of a number of standardized ways
of formatting requirements information for greater levels of
information organization. The purpose of these formats is to
facilitate the communication of requirements from users to
technologists (Use Cases), while also simplifying the task of
managing requirements through the development process into
code.

A high quality format for business requirements enables confent
to be easily decomposed into necessary content in the next
stage of analysis. If this cannot happen, then the project loses
cohesion (the analyst termis ‘traceability’) and what results
from the development effort may or may not be what was
specified as the intent of the development effort.

A test: can your team exactingly predict the cost and effort of
the next stage, based on the completed template of the prior
stage?

Diagnostic Questions for Format
A quick set of questions, degree of
importance and issues to identify:

How will the feam compare
requirements exiracted from one
division with requirements extracted
from another division to detect
inconsistencies2 (Very high
importance: be ‘from Missouri’
because it is easy fo mask
information that is not, in fact,
comparable.)

Is the format used identical on every
project? (Moderate importance:
poor format consistency indicates
weak discipline. Enough flexibility
and the “software” manufacturing
process may be broken.)

Is the information given at the earliest
stage of project inception sufficient
to be able to scope the effort
needed for the next stage? (getting
this right takes a company from a
state of ‘basically performing right’,
to ‘performing well’. Most
companies do very early stage
scoping very poorly and thus the
process quality never changes.)

Executive Guide to Business and Software Requirements
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Minimum Content Needed for
Business Requirements

At the highest level, the following is
the minimum set of information
needed for defined business
requirements:

1. Every process within the system
identified (as either in scope or out
of scope) and each business
activity in scope described with a
standardized task-level description
of how information moves between
people and/or within the system.

2. Trigger(s) to the activity, post-
conditions (what is the outcome of
an activity) and
exceptions/variations.

3. Actor(s) of the process (i.e., who
interacts with the system?)

4. Well-formed requirement statements
that define the required capability
(i.e., “the system must...")

5. Business rules that support the
process need to be documented

6. Data required to support the
process (data attributes) identified
and relationships among data
required in the process

7. Non-functional requirements such as
volumes, security/ access, specific
usage issues, etc.

Executive Briefing on Completeness:
Business Requirements Testing and Confrol Processes

“DONE" needs to have specific meaning for business and software
requirements — not just that stakeholders got tired and signed-off on a
document. For requirements to be complete, ALL in-scope business
activities must be analyzed, and for each, there must be sufficient detail
that is unambiguous, accurate, well-organized and validated. Regardless of the development
type - procuring packages, outsourcing, or in-house development, information content for
business requirements should have at least the content listed in the call-out box below.

CONSULTING
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Content

Completeness Completeness

Testing

Once-and-
Done
Elicitation

Business
Requirements

“Incomplete requirements”, where documentation does not meet certain minimum standards,
may squander all fime and resources expended on the requirements effort fo date. What
happens to a project of $5 million if $500,000 of project expenditure has only nominal benefit to
project delivery? It overruns. Controls can be implemented in three areas to assure a higher
level of completeness: analyst standards for modeling requirements, peer reviews and
enhanced client review standards.

Executive Issues in managing completeness:

1. At what point in time during the systems development process
are requirements ‘defined’? The answer here directly impacts
the technology tfeam’s ability to forecast and budget.

2. How complete is the information content once received? The
answer here directly impacts the amount of rework, wastage, or
scope creep on a project.

Timing of requirements and the systems development lifecycle

There are a number of development methodologies that have become
buzzwords. Agile, Rational Unified Process (RUP), RAD (rapid
application development), waterfall, or even to some extent design-
oriented philosophies like object-oriented development all prescribe an
evolutionary process of moving from requirements through o
implementation. What is different in these approaches is the point at
which a full understanding of requirements is garnered.

o Waterfall, RUP, Use Cases all prescribe >80% understanding of
business requirements documentation prior to moving into
design.

o Agile or Extreme methods have little or no formal business
requirements definition and rely on iterative design to achieve
the result.

In a small project, the selected method is somewhat irrelevant (except
for the impact on enforcing a singular disciplined approach) since
there is less cost associated with rework and limited task
inferdependence. But, in a $2 million project we can demonstrate that
there is over $300,000 to be saved by simply doing a better job up front.

Success in large projects is not just about completeness, but about getting complete information
earlier in the development process if you hope to use it to control cost and scope.

Executive Guide to Business and Software Requirements
Page 7 of 12
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Executive Briefing on Completeness: Controlling Financial Risks

There are two financial risks when it comes to completeness:

1. Willthe company ever get complete business requirements?2
Remember, something in the order of 93 out of 100 IT projects
will restart at some point so this is a very real issue.

2. Risk that the project failed to identify all elements that should
have been in scope early enough for management to make a JFRENI nce and
decision about cost. Requirements JEneHoHon

Content

Completeness Completeness

Testing

The first issue is controlled by changing the structure of elicitation such
that re-work is minimized by gaining a richer set of information from subject experts on the first
pass through. The second issue will be the more costly on larger projects, and may result in a
company spending millions through an implementation and realize that the company has
inadequate business requirements. The failure in completeness surrounding requirements costs
millions.

On larger projects, here's a startling statistic: 30% of requirements content is missing (on
average) prior to development. This means that an average project over $5 million, has, on
average, $1.5 million of development cost associated with business requirements that are totally
undocumented. What should frighten an audit committee is: what happens if the $1.5 million of
unknown requirements turns info $3 or $5 million2 In 2001, the Conference Board did a survey
and found that the average project is 25% over budget with support costs underestimated in the
year following implementation by an average of 20%.

Diagnostic Questions for Content

Requirements Completeness for Software Selection o q”‘;" set of ‘2’?5”0"5" 0!39'?? Cf
There is also a common misperception in the purchasing of importance and issues fo identify:
packaged software that requirements are essentially 1. Does the qudlity of business
unnecessary. Remember, 51% of ERPs fail. Poorly defined requirement detail vary based on the
requirements mean: analyst performing the worke (Very
1. Lawyers engaged to write the contract will not be able ggg ']Tpomnce' fixing this issue is
to define the scope. Therefore a loose statement of
work follows with poor client recourse and definition of 2. At what point in time of a project’s
failure. lifecycle does the project team have

‘full’ requirements? (Moderate

2. Each exepuhve awaiting ‘(he mplemen‘roﬁon of the G Res: Belir Beiien, 160
system will each have a different perception of what late in the cycle indicates a broken
the system is, and will do for them. process.)

3. The organization will be eagerly awaiting the ‘best

practices’ contained in the system. Some of these may g Es e el

completeness? (getting this right

conflict with the way this organization must do business takes a company from a state of
to the extent that the organization becomes ‘basically performing right’, to
dysfunctional after implementing these practices. PRiemIg Wl WUy IS elsly
4. Technolo eople will still need the requirements fo objectively measure quality. there
- gy peopie q is less ability to radically improve the
information to configure the system. process.)

If a system is over $5 million, have a formal requirements review and validation protocol or
“business and software requirements audit” with report to executive. The alternative is
unnecessarily expensive.

Executive Guide to Business and Software Requirements
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S.M.E.
Participation
Optimization

Business Requirements as a Process Efficiency of

Process

At my last speaking engagement, | asked the question: *who thinks
their business requirements elicitation is efficient2” (elicitation is the
process of requirements extraction or discovery) Only 1 out of 200
people put up their hand.

Crystallization Business
Of Project Requirements

Few organizations see the development of business requirements as
an efficient systematic process. In the system development
lifecycle’s (SDLC) of many companies, it seems semi-mystical or magical occurrence.
Requirements are not just ‘done’, business requirements evolve through a process. Again, the
idea of a manufacturing line is useful to visualize the efficiency of 40 business requirements
projects annually being produced with a randomized assembly line. If analysts engage
stakeholders in an unstructured way, with stakeholders only giving unstructured attention, expect
an unstructured result.

There are two elements on the critical path for fixing this issue:

1. Create a plan for requirements definition that crystallizes every project. This process
should take no more than a few days. The outcome should precisely estimate the
amount of time and resource for business and software requirements.

2. The rate-determining step for producing business and software requirements (for most
companies) is the availability of subject experts. Any methodology adopted must, BY
DESIGN, optimize the use of these professionals and management or risk failure.

In the absence of these two elements, a company cannot hope to make the process highly
efficient. It simply cannot estimate with any credibility the fime requirements of the process, nor
is it working every engagement forward from a common starting point. Unfortunately, this initial
scoping and elicitation planning activity tends to be poorly done even by organizations well
defined and mature overall requirements processes. Fixing this process is central to:

i

1. Expectation management . . .
S ; Diagnostic Questions
2. Managing initial estimates of scope
3. Managing subject expert participation on projects for Process
: ‘g 9 J pert p p. pro A quick set of questions,

4. Creating forecasts of analyst loading degree of importance and

5. Being able to measure analyst performance issues fo identify:
Defining a solid process for business requirements. I gigr\:/ ﬁenf’erev?ii“cg)gow
The process of getting the business requirements information extracted from needed from subject
the heads of subject experts is called an ‘elicitation methodology’. This is experfs on a project?
different than the way the analyst chooses to write the requirements (Very High

information down (a ‘documentation methodology’). It should include: importance: fixing fhis

. . issue is step 1)
1. Requirements planning — scope and plan and seft strategy
2. Requirements elicitation — gathering of requirements from stakeholders 2. What is our variability
3. Analysis and documentation — Functional, informational and non- in p?rf?ffmcncefe
functional requirements. ?,\;O\’gg”esrc?erecos ;
4. Verification and review - verifying completeness with peer and client importance: without
reviews. a forecast, the
5. Vadlidation and acceptance — confirm, prioritize and obtain approvals. organization cannot

be proactive in
addressing issues)

Executive Guide to Business and Software Requirements
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Key Success Factors and Performance Assessment of Business Requirements

Effective business requirements are a complex amalgamation of format, content and process,
just like any major operational function of the company. Similarly, like accounting practices,
there should be an audit and a standardized set of deliverables which everyone in the
company (or key vendors outside the company) agree constitute complete requirements.

Here’s the painful part: there is a preconceived notion that getting well-defined requirements is,
or should be, painful. This is simply not true. This is merely evidence of a sub-optimal process.

Like any quality process, the higher the quality and repeatability, the more efficient the process.
Perfecting the manufacture of goods is an excellent analogy. Use these same principles to
perfect the manufacture of business requirements into an efficient process.

Critical Success Factors for Business and Software Requirements

1. If'sfine if users do not know all the answers. As long as we know what we don’'t know
and can limit the impact of these imperfections on other areas of the SDLC.

2. A validresult of a business requirements assignment is to realize that a project is simply
not ready to move forward. It is better to determine this with $50,000, than with $500,000.

3. We can have é inches of documentation - As long as it did not take us 6 years to get
there and the reference is easy to use.

4. Always separate ‘what’ the system must do (this is business requirements) from ‘how™” it

will do this (this is technical design).

Crystallize everything.

6. Ensure that the interdepartmental blueprint is done first when eliciting requirements.
Without first working out how processes cross boundaries in a comparable format, the
content is stovepiped and unusable.

7. Quash Inconsistent levels of information content and quality.

o

Stay focused on the business case for making improvement

It is 80 times less expensive to fix defects when found in the specification stage¢. Research from
a number of sources shows that an investment in software productivity improvement can yield:

e 67% reduction in rework costs.
e 30% to 40% reduction in schedule lengths?
e  90% reduction in defects.8

e 350% increase in productivity gain.

Interestingly, when SEl researched organizations moving from CMM level 1 o level 2 and from
CMM level 2 to CMM level 3, the greatest single increase in performance was reported by an
organization which principally focused on improving requirements definition and management.

¢ Doolan, E.P., (1992) Experience with Fagan’'s Inspection Method, Soffware Practice and
Experience (Vol. 22(2)

7 Air Force Research Laboratory - Information Directorate (1999, McGibbon), A Business Case for
Software Process Improvement Revised - Measuring Return on Investment from Software
Engineering and Management

8 Jones, C. (1996) “Software Defect Removal Efficiency”, Computer (Vol 29, No 4)

Executive Guide to Business and Software Requirements
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BUSINESS CASE STATISTICS

* Fewer than 15% of projects are considered outright failures.
21.6% of spending on projects is still wasted today — either on
failed projects, or poorly controlled overruns. Standish, 2004

* The failure rate rises for more interdepartmental and complex
projects. For example, 51% of companies implementing an ERP
viewed ftheir ERP implementation as unsuccessful. Robbins-
Gioia, 2001

* The average development organization releases projects with
15% of defects remaining for 'customers' to find (Jones 1996).
50% of these defects are likely to have been due to
requirements problems (Doolan, 1992).

e It costs 80 times as much to fix defects after delivery, than at the
specification stage (Doolan, 1992).

* Software process improvement efforts (broadly) can generally
reduce cycle times for development by 30% to 40% (DoD, 1999).
Within this, the significant impact of business requirements
specifically on cycle time is validated by a number of research
sources that found the average development project is
between 30% and 40% rework.

* When researchers at SEl studied organizations moving from
CMM1 to CMM2/CMM?2 to CMM3, the organization with the
greatest productivity gain (67%) focused on requirements
elicitation and management as the only difference in
execution between two similar projects. (Herbsleb, 1994)

% 1AG
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ASSESSING THE RISK FOR
BUSINESS REQUIREMENTS
FAILURE

Business Requirements Risk Assessment Table (BRAT)

High
Single Window .

Anticipated

Complexity 7

(Un-Familiarity of P d
Business Requirements 7

to Project Team)

Changes to a
single

® department’s

legacy system|

L High
ow Number of Departments/ 9

Stakeholders Effected

a Do you measure requirements
risk on projects?

a Do your ‘trouble spots’ tend to
be the upper right corner?

a Do you change the process,
format or content expectation
when dealing with projects in
this upper corner?

EFFECTIVE REQUIREMENTS — THE HOLISTIC VIEW

Effective and efficient requirements must:

Start with a Template: that clearly defines a format for content designed for use by a specific user. And also has;
Complete Content: this content has specific characteristics, and is measurably complete. And;

Uses an Efficient Process: a company’s subject experts are its most limited asset.

Content
Completeness

S.M.E.
Participation
Optimization

- Efficiency of
O Get an efficient way to Process

crystallize every project

O SME'’s are the scarce
resource: design the
process to optimize use

O Can you estimate the
amount of time and
resource needed to execute

a requirements gathering
|n|t|at|ve’7 © DIGITAL MOSAIC INC, 2006

Completeness
Testing

O Do you have a test for
completeness?

Test projects over $5M formally.
Improve the completeness of
elicitation from SMEs in sessions

Once-and-
Done
Elicitation

Business
Requirements

Crystallization
Of Project

oo

Cross-
Functional
Blueprint

User-Centric
Formatting

Clarity of Format to User

Do you utilize a structured format for requirements?

Is the format designed for different users with a different purpose

Does the format decompose easily from one stage of the SDLC to the next.

Does a blueprint get created which enables easy comparison from one division’s results to the next.

oooo
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About the Author

Keith Ellis is a Vice President at IAG Consulting, specialists in eliciting and managing
business requirements for fechnology initiatives. In 2007, the two great business and
software requirements specialists — Digital Mosaic and The Information Architecture
Group — merged to form the leading requirements services company in North America.
Mr. Ellis was co-founder of Digital Mosaic and worked closely with clients like Allstate, UPS,
and Hydro One, conducted research, and assisted many organizations in dramatically
improving their approach to extracting and documenting business and software
requirements.

Prior to Digital Mosaic Mr. Ellis has been an executive and analyst in various roles within
the technology industry. His roles have included Vice President Marketing, Financial
Services - Corporate for the multi-billion dollar technology outsourcer, CGIl Group, and
industry analyst as Vice President of Infernational Data Corporation (Canada) Ltd, where
he directed the professional services research and consulting operations of this leader in
tfechnology market analysis, opportunity visioning, and frends research.

Mr. Ellis can be reached at keith.ellis@iag.biz or at (905) 842-0123 x228
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