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The Role of Business Analyst in PMO



Learning Points

The three things participants will take away from this session:

1. Recognize that the Business Analyst and Project Manager 

are integral partners who ensure project success. 

2. Embrace the role of a Business Analyst as the means to 

ensuring project stakeholders get what they want and need. 

3. Understand the importance of following an established 

Business Analyst pathway and processes. 
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Learning Point 1

The Business Analyst and Project Manager are 

integral partners who ensure project success

11/12/2010 The Role of the BA in a PMO 3



Audience Check

 Who is a Business Analyst?

 What is your strongest business analysis skill?

 What is your primary responsibility?

 What shifts have you seen in your role?

 How do you describe your relationship with a 

Project Manager. 

 Who is a Business Analyst in a PMO?
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What is a BA?

 A subject matter expert

 The Project Manager

 Anyone who is familiar with 

business issues that can write

 A person who is responsible for analyzing the  

business needs of clients and stakeholders to   

help identify business problems and propose 

solutions (Source: Wikipedia)
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The Evolving BA

RESPONSIBILITY VALUE ADDED LEADERSHIP

Assess Business Needs
Contribute to Business 

Direction
Strategic Planning

Understand Business 

Objectives

Translate into Solution 

Requirements

Business and Technology 

Alignment

Design and Develop 

Value-adding Solution 

Ensure Requirements are 

Satisfied

Scope, Risk and Change 

Management

Guide Testing and 

Deployment 

Facilitate  Adoption of 

Solution

Organization Change 

Management

Evaluate Performance
Identify Improvement 

Opportunities

Business Process 

Management
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The Great Uniter!



A New Partnership
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If BAs can reliably close the gap between the 

technical and the business domains, BAs may be the key

to solving a myriad of longstanding problems.

Project Manager is 

Managing the Project

Business Analyst is 

Managing Requirements



The Power of Project Unity

Improved…

 Communication, alignment and cohesiveness 

among project teams and stakeholders.

 Project planning, management of expectations and 

change control.

 Monitoring and control of project and requirements 

fulfillment.

 Collaboration to resolve issues and mitigate of risks.

 Coordination and governance of policies, standards, 

procedures and guidelines.

 Acceptance of deliverables and solution adoption.   
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Learning Point 2

Embrace the role of a Business Analyst as the 

means to ensuring project stakeholders get 

what they want and need. 
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Working in the PMO

The Role of the BA Spans E2E
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INITIATE PLAN EXECUTE CLOSE

Manage

Ideas

Manage

Project
Coordination

Manage

Project
Plan

Manage

Acceptance

Enterprise Analysis

Requirements Planning & Management

Requirements Elicitation

Requirements Analysis

Solution Testing

Project Close

Requirements Documentation & Communication

Solution Analysis
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Poor Requirements = Failed Projects
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Key Challenges in Translating 

User Needs into System Specifications

Source:



Two Truths

1. Without a well-understood and documented

requirements baseline, it is virtually impossible to

meet project objectives.

2. Most projects benefit from tracing requirements.
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Avoiding Truth 1
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 Enterprise & Solution Analysis

 Requirements Planning & Management

 Requirements Elicitation

 Requirements Analysis

 Requirements Documentation & Communication

 Solution Testing

 Project Close

Follow a the Aligned Business Analysis-PMO Lifecycle 



BA Tasks – Initiate Phase
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Enterprise Analysis
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BA Tasks – Plan Phase
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Solution Analysis
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BA Tasks – Plan Phase
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Requirements Planning and Management

1 2 3 4 5 6
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BA Tasks – Execution Phase
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Requirements Elicitation – Prepare 



BA Tasks – Execution Phase
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Requirements Elicitation – Conduct 



BA Tasks – Execution Phase
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Requirements Elicitation – Document



BA Tasks – Execution Phase
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Requirements Elicitation – Confirm



BA Tasks – Execution Phase
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Requirements Analysis



BA Tasks – Execution Phase
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Requirements Documentation & Communication
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BA Tasks – Execution Phase

Solution Testing
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BA Tasks – Close Phase

Project Close
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Requirement is the Linchpin 
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Enterprise 

Analysis

Solution 

Analysis

Requirements Planning & Management

Requirements Communication

Requirements Elicitation

Requirements Analysis

Requirements 

Documentation

Solution 

Testing
Project 

Close

1/3 of development project’s budget goes to rework – half of 

which is traceable to poorly written requirements.



Practicing Truth 2

While eliciting the requirements the business analyst must 

guard against “scope creep”. Tracing requirements back to 

the business goals and objectives helps to validate whether 

a requirement should be included.
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Prepare for 

Elicitation

Conduct 

Elicitation

Document 

Results

Confirm

Results



What is a Traceability Matrix?

 The Traceability Matrix is a cross matrix for recording the 

requirements through each stage of the requirements 

gathering process.

 High level concepts will be matched to scope items, which 

will map to individual requirements, which will map to 

corresponding functions.

 This matrix may also take into account any changes in scope 

during the life of the project.

 At the end of a project, this matrix may show each function 

built into a system, its source, and the reason that any stated 

requirements may not have been delivered.
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Source: Wikipedia



Tracing Requirements
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 Several techniques assist in ensuring that the project team is

well prepared to have requirements traceable by the end of

the analysis phases.

– Clear numbering scheme

– Unique and permanent number for each requirement

– Unambiguous requirements statements

– Assigned team role responsibility for creating or maintaining links

– Documented instruction set for project traceability requirements

– Documented requirements for which work products require traceability

 One of the best methods of tracing is use of a traceability matrix.

The matrix can contain many different relevant aspects of the

requirements which will be used during analysis, documentation,

communication, testing, etc.



Traceability Matrix – General
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The above matrix represents a baseline and may also incorporate, or link to, test 

cases, acceptance criteria and status. Currently, the History column is used to 

record similar information.



Traceability Matrix - Specific
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Test Cases-2-Requirements

Requirements-2-Functions



Usage Check

 Who has used a traceability matrix?

 What challenges did you encounter?

 What benefits did you realize?

 What other methods have you applied?
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Learning Point 3

Understand the importance of following an established 

Business Analyst pathway and processes. 
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Good BA Bad BA



Experience Check

 What was your best 

BA encounter?

 What was your worst 

BA encounter?
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IT Fluency – KSAs & the Bad BA
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Source:

Level

Knowledge
What is being measured? 

Skill
How is it being done? 

Bad BA
How it shouldn't be done

Ability
To what degree 

can it be done?

Senior

Understands the societal

impact of information  and 

information technology

Evaluating and assessing the impact of 

one solution and product on the rest of 

the organization

Believes to understand the 

technology and 

applications, but doesn’t

Has the skill, but doesn’t 

apply it correctly

Doesn’t know who to go to 

as a resource for the 

information

Within 5-10% 

accuracy

Intermediate

Displays to peers, technology 

staff and clients a basic 

understanding of IT Concepts

Working with developers and 

administrators to develop as-is and to-

be states of products from a code and 

systems perspective, including 

anything from security layers to 

integration with other systems

Within 10-25% 

accuracy

Junior

Demonstrates basic 

understanding of technology 

and applications within own 

enterprise

Structured walkthroughs at an end-user 

level — specifically, familiarity with the 

products interface, and possibly some 

administrative aspects of the product

Within 25-50% 

accuracy
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Requirements Elicitation - KSAs & the Bad BA
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Source:

Level

Knowledge
What is being measured? 

Skill
How is it being done? 

Bad BA
How it shouldn't be done

Ability
To what degree 

can it be done?

Senior

Anticipates, quantifies and 

resolves problems and issues 

with requirements

 Identification of source of

requirements

Risk management

Development of priority matrix Only knows one or two 

elicitation techniques

Assumes to understand all 

elicitation techniques

Understands an elicitation 

technique, but doesn’t 

apply it correctly

Captures incomplete or 

inaccurate requirements

Unable to differentiate 

between in-scope and out 

of scope requirements

Within 5-10% 

accuracy

Intermediate

Employs facilitation 

techniques in discussing 

requirements with clients and 

users 

Uses specific group and 

collaborative methods for 

collecting requirements

Brainstorming

JAD sessions

RAD sessions

Nominal group technique

Structured walkthrough

Within 10-25% 

accuracy

Junior

Assists in requirements 

gathering using a variety of 

basic techniques

 Interviews

Surveys

Historical data

Within 25-50% 

accuracy
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Requirements Analysis – KSAs & the Bad BA
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Source:

Level

Knowledge
What is being measured? 

Skill
How is it being done? 

Bad BA
How it shouldn't be done

Ability
To what degree 

can it be done?

Senior

Analyzes and determines 

problem/opportunity/solution 

resolution

 Identification of "as-is‖ state vs. "to-

be" state using a variety of applicable 

tools and techniques depending on 

the project and its Complexity

Only knows one or two 

modeling techniques

Assumes to understand 

many analysis techniques

Understands a analysis 

technique, but doesn’t 

apply it correctly

Communication is not clear 

and presents requirements 

incorrectly

Unable to identify 

issues/problems that 

require clarification

Within 5-10% 

accuracy

Intermediate

Communicates with clients 

using data and process 

models to clarify and validate 

requirements

Use-case diagramming

ERD diagramming

Functional decomposition

Data flow

Within 10-25% 

accuracy

Junior

Identifies and clarifies 

requirements using basic 

conceptual and logical 

process/data modeling

Technique 

Business process

Data flow

Workflow

Object oriented

Within 25-50% 

accuracy
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Business Requirements Document – KSAs & the Bad BA
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Source:

Level

Knowledge
What is being measured? 

Skill
How is it being done? 

Bad BA
How it shouldn't be done

Ability
To what degree 

can it be done?

Senior

Publishes, distributes and 

ensures sign-off of the 

business requirements 

document

Performs impact analysis on 

requested changes to 

Requirements

Risk management

Development of priority matrix

Formal reviews with client acceptor

Doesn’t understand all 

aspects of the BRD

Does not possess good 

writing skills

Unable to create a BRD that 

fully explains the 

requirements

Unable to capture and 

incorporate feedback 

effectively

Allows all feedback to be 

incorporated causing ―scope 

creep‖

Unable to effectively present 

BRD to team

Within 5-10% 

accuracy

Intermediate
Controls changes to the 

requirements baseline

Documentation and analysis through a 

formalized change Request

Within 10-25% 

accuracy

Junior
Analyzes, classifies and 

documents requirements

Using the BRD outline to manage the 

requirements according to their source

Within 25-50% 

accuracy
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Solution Testing – KSAs & the Bad BA
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Source:

Level

Knowledge
What is being measured? 

Skill
How is it being done? 

Bad BA
How it shouldn't be done

Ability
To what degree 

can it be done?

Senior

Monitors user acceptance 

testing and responses to 

Problems

Using test plans to ensure that all 

business requirements and their 

integrity are maintained through to 

user acceptance testing

Doesn’t understand all 

aspects of testing

Unable to design, conduct 

and manage UAT

Unable to identify all test 

cases relevant to the 

requirements

Unable to capture and 

manage UAT feedback

Unable to discern between 

designed functionality and 

actual issues/bugs

Within 5-10% 

accuracy

Intermediate
Designs user acceptance test 

plans and test cases

Using ERD diagrams and use case 

diagrams to develop test plans

Within 10-25% 

accuracy

Junior

Demonstrates knowledge of 

test strategies, plans and 

Execution

Setting up a requirements coverage 

matrix 

Within 25-50% 

accuracy
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Success Matrix
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Point in Time Actions Benefits

Requirements

Planning & 

Management

 Ensure the planning process is thought out 

and completed prior to elicitation

 Less mistakes, less wasted time, a clear 

picture of what needs to happen

Requirements

Elicitation

 Ensure the appropriate technique is 

utilized; elicit accurate, detailed and 

complete requirements; understand the 

four phases in elicitation

 Make certain requirements are captured 

from all stakeholders; application includes 

expected business and user functionality; 

maintain project schedule;

Requirements

Analysis

 Organize and prioritize requirements; 

frequently confirm requirements with 

stakeholders; utilize appropriate modeling 

techniques; verify and validate 

requirements 

 Ensure accuracy of requirements; 

preemptively mitigate risks and issues; 

ensure most important requirements are 

included; ensure requirements meet 

business needs

Requirements 

Documentation &

Communication

 Compile a thorough and complete BRD; 

effectively communicate BRD to team and 

stakeholders; manage conflicts and 

changes; obtain signoff

 Establish a requirements baseline; ensure 

team and stakeholder are on the same 

page; less wasted time; 

Solution Testing

 Prepare UAT; Manage UAT  Ensure stakeholder satisfaction; detect 

any un-resolved issues; preliminary 

application training

Project Close

 Assist with project close activities; provide 

application support; conduct user training; 

manage requirements

 Learn from project successes and 

failures; ensure stakeholders and end-

users know how to use system; set the 

stage for future system 

enhancements/phases.
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Learning Points

The three things participants will take away from this session:

1. Recognize that the Business Analyst and Project Manager 

are integral partners who ensure project success. 

2. Embrace the role of a Business Analyst as the means to 

ensuring project stakeholders get what they want and need. 

3. Understand the importance of following an established 

Business Analyst pathway and processes. 
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Additional Resources

• International Institute of Business Analysts (IIBA) -

http://www.theiiba.org/

• BA Body of Knowledge (BABOK) is the bible in business 

analysis.  You can download a copy from IIBA’s website

• ESI International - http://www.esi-

intl.com/public/index.asp

• PMI (PMBOK) - http://www.pmi.org
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Who is EKI
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• Program Management Office 

• IT Rationalization Services

• Portal/DB & Workflow Systems

• Bio-Terror & Security Solutions

• Business Intelligence & Analytics

• Payment & Financial Services 

• Performance Management

• Legal Technology

12 Technical Skill Sets 8 Core Business Solutions

• Project & Program Management

• Business Requirements Analysis

• Image & Document Management

• Business Process Optimization 

• System Design & Technical Architecture

• Service-Oriented Architecture

• Database Architecture & Administration

• IT Standards & Governance

• Application Development 

• Web Portal and User Interface Design

• Network & Infrastructure Management

• Mainframe System Services

We focus our technical skills on delivering 8 core business solutions 

33 W Monroe Street, Suite 1050, Chicago, IL 60603

www.eki-consulting.com
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