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Cranfield University CollaborationCranfield University Collaboration
• The course material is part of an ongoing collaboration between Cranfield p g g

University and Miragroup since 2007.
• Address the PPM skills gap by bringing together battle hardened practice 

experience and academic rigour.p g
• Part of the MSc in Management and Information Systems
• Available as Cranfield Continuous Professional Development.

Connected with the research work on enterprise systems implementation• Connected with the research work on enterprise systems implementation 
failure by Dr Ip-Shing Fan

• The workshop helps 
– novices to put academic concepts in real world, and
– practitioners to organise their experience into usable patterns

• The workshop introduces 
– Holistic programme mindset
– Effective methodology and toolset
– Practice with realistic examples
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Problem Analysis
B i E i f Ch
Problem Analysis
B i E i f ChBusiness Experience of ChangeBusiness Experience of Change

• The business areas are measured on their delivery• The business areas are measured on their delivery
• Any changes to how they do their work will often worry them
• ‘If it aint broke, don’t fix it’ is often the motto and, from their perspective, it’s 

probably not broken
• They may have bad experiences with change:

- Systems don’t do what they expectedy y p

- Processes and procedures have been designed in isolation and don’t really work

- They lost access to key data/information

The change didn’t make their job any better or worse it was just different- The change didn t make their job any better or worse, it was just different

- The change was a trivial aspect of their job and therefore they paid very little attention

- They didn’t have time to deal with the change so they coped rather than improved

- To them it was a lot of additional work for minimal gain

• Business can be either worried or frustrated by change
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Problem Analysis
O i
Problem Analysis
O iOverviewOverview

Problem Analysis Solution Design

• Issues Analysis
• Strategic Design

E t di I t

• Mapping current
• Designing future

V lid ti d i• Extending Improvements
• Enlisting Stakeholders

C t & B fit A l i

• Validating design
• Forming 

recommendations• Cost & Benefit Analysis
• Problem Solving Skills

recommendations
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Problem Analysis
A l i P bl A l i
Problem Analysis
A l i P bl A l i

• Advanced analysis is primarily about resolving problems• Advanced analysis is primarily about resolving problems

Applying Problem AnalysisApplying Problem Analysis

y p y g p

• A problem can be:-
– An issue or symptom within the business

y p y g p

• A problem can be:-
– An issue or symptom within the business
– An issue or symptom surfaced during a project
– A new requirement or demand the business must react to

• Advanced analysis provides a technique for addressing any problem

– An issue or symptom surfaced during a project
– A new requirement or demand the business must react to

• Advanced analysis provides a technique for addressing any problemAdvanced analysis provides a technique for addressing any problem 
the business is dealing with

• These techniques can be applied at any time during or prior to a project

Advanced analysis provides a technique for addressing any problem 
the business is dealing with

• These techniques can be applied at any time during or prior to a project
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Problem Analysis
U d t ki A l i
Problem Analysis
U d t ki A l i

• Business Analysts are often asked to analyse a situation or requirement • Business Analysts are often asked to analyse a situation or requirement 

Undertaking an AnalysisUndertaking an Analysis

y y q
and assess and solve core issues

• We do this by:

y y q
and assess and solve core issues

• We do this by:
– Discovering the issues through interview or facilitation
– Capturing all issues unfiltered
– Analysing the issues to understand the core issues

– Discovering the issues through interview or facilitation
– Capturing all issues unfiltered
– Analysing the issues to understand the core issuesy g
– Understanding the organisation targets (i.e. Strategy, Efficiency, Service Levels, etc.)
– Work with the business and other experts to understand how issues could be 

resolved

y g
– Understanding the organisation targets (i.e. Strategy, Efficiency, Service Levels, etc.)
– Work with the business and other experts to understand how issues could be 

resolved
– Forming recommendations to resolve core issues– Forming recommendations to resolve core issues

6Version 1.0

www.miragroup.co.ukwww.miragroup.co.uk

UKCeB's mission is to transform secure information sharing for through life collaboration in defence acquisition and support



Problem Analysis
U d t ki A l i
Problem Analysis
U d t ki A l i

• Issues based analysis is a ‘discovery process’ which means we do not • Issues based analysis is a ‘discovery process’ which means we do not 

Undertaking an Analysis cont…Undertaking an Analysis cont…

always know all the people or areas we may need to interview

• The problem will be explained by different people with different 
perspectives and issues

always know all the people or areas we may need to interview

• The problem will be explained by different people with different 
perspectives and issuesperspectives and issues

• Our job is to:
– Interview all the relevant people

perspectives and issues

• Our job is to:
– Interview all the relevant peopleInterview all the relevant people
– Listen to their descriptions of the situation, requirement and issues
– Validate what we are told with other people

Extract all of the issues

Interview all the relevant people
– Listen to their descriptions of the situation, requirement and issues
– Validate what we are told with other people

Extract all of the issues– Extract all of the issues– Extract all of the issues

Issues capture is about listening and enquiring to fully explore the situation,Issues capture is about listening and enquiring to fully explore the situation,Issues capture is about listening and enquiring to fully explore the situation, 
requirement and issues
Issues capture is about listening and enquiring to fully explore the situation, 
requirement and issues
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Problem Analysis
A l i O i

Question 
Symptoms

Analysis OverviewAnalysis Overview

or
Problem

Causes

Issues

Core Issues

Considerations Benefits Cost Cost
Benefit

RisksOptions 
to 

Process Re-engineering

Other Opportunities

Analysis

Choose 

Solve

Enlistment

Balancing Interests

a
Solution
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Problem Analysis
Id tif i S t
Problem Analysis
Id tif i S t
Sometimes we are not provided with ‘issues’ but ‘symptoms’ that something is Sometimes we are not provided with ‘issues’ but ‘symptoms’ that something is 

Identifying SymptomsIdentifying Symptoms
p y p g

not working well
p y p g

not working well

Symptom Possible Causes What is the issue?
A lot of exception processing
Processes that are only understood by 
one person
Reports that are meaningless or wrongReports that are meaningless or wrong
Consistent quality control failures
Unhappy customers
Unhappy employeesUnhappy employees
Losing important data/information
Consistently failing to deliver targets
Inability to get changes to sticky g g
Complacent staff
Inability to find data/information
Always finding errors after the fact
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Problem Analysis
Id tif i P ibl C
Problem Analysis
Id tif i P ibl C

Symptoms are not issues so we need to identify the possible causes of a symptomSymptoms are not issues so we need to identify the possible causes of a symptom

Identifying Possible CausesIdentifying Possible Causes

Symptoms are not issues so we need to identify the possible causes of a symptomSymptoms are not issues so we need to identify the possible causes of a symptom

Symptom Possible Causes What is the issue?
• The processes do not support the work

A lot of exception 
processing

The processes do not support the work
• Staff are insufficiently skilled
• The systems do not support the work

P th t • Processes are not documentedProcesses that are 
only understood by 
one person

• Processes are not documented
• Processes are overly complicated
• The person is not cross skilling
• The source data is wrong

Reports that are 
meaningless or wrong

• The source data is wrong
• The reports are out of date
• The managers/team leaders do not know 

h t th t

• Further analysis is usually required to understand what the actual causes are
Until we understand the cause of the symptom we cannot understand the real

• Further analysis is usually required to understand what the actual causes are
Until we understand the cause of the symptom we cannot understand the real

how to use the reports
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Problem Analysis
U i th I
Problem Analysis
U i th I

With further interviews and analysis we can usually start to uncover the real issueWith further interviews and analysis we can usually start to uncover the real issue

Uncovering the IssuesUncovering the Issues

With further interviews and analysis we can usually start to uncover the real issue 
causing the symptom
With further interviews and analysis we can usually start to uncover the real issue 
causing the symptom

Symptom Possible Causes What is the issue?

• The processes do not 
support the work

• Processes need to be redesigned 
to deal with real requirements

• Staff need to be trained in
A lot of exception 

processing
• Staff are insufficiently skilled

• Staff need to be trained in 
everything they need to know to 
do their jobs

• There are too many systems 
• The systems do not support 

the work

y y
workarounds and systems need 
to be better aligned to business 
processes

• We can use the issues to:
– Identify the real problem
– Develop options to solve the problem

• We can use the issues to:
– Identify the real problem
– Develop options to solve the problem
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Fi di C I
Problem Analysis
Fi di C I

• Having captured all of the issues we usually find we have a long list of issues• Having captured all of the issues we usually find we have a long list of issues

Finding Core IssuesFinding Core Issues

• We are told about some issues and often we will add issues based on our analysis
• We need to analyse these issues logically as there will be ‘red herrings’, duplication and 

real issues of varying importance and relevance

• We are told about some issues and often we will add issues based on our analysis
• We need to analyse these issues logically as there will be ‘red herrings’, duplication and 

real issues of varying importance and relevance

ISSUE SOURCE DESCRIPTION CAUSES VALIDITY
• Systems are 

implemented slightly

Processes need to 
be redesigned to 
deal with real

FRED
JOHN

• Each region has 
different processes to 
deliver the same

implemented slightly 
differently

• Each region has different 
organisation structure HIGHdeal with real 

requirements
JOHN deliver the same 

outcome and roles
• There seems to be 

unnecessary variation 
between regionsbetween regions

There are too many 
system 
workarounds and 
systems need to be JOHN

• Systems don’t support 
processes

• Systems require a lot of
• Systems have been 

poorly specified

MEDIUM 
(needs 
further cost
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better aligned to 
business process

Systems require a lot of 
manual processing

p y p further cost 
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Fi di C I
Problem Analysis
Fi di C I

• An Issues Table surfaces all issues• An Issues Table surfaces all issues

Finding Core Issues cont…Finding Core Issues cont…

An Issues Table surfaces all issues

• We use the table to:
– See all issues

An Issues Table surfaces all issues

• We use the table to:
– See all issues
– Assign a cause
– Identify need for further analysis
– Highlight shared issues

– Assign a cause
– Identify need for further analysis
– Highlight shared issuesHighlight shared issues

• Issues are usually related

• There are usually only 3 6 core issues that represent the problem

Highlight shared issues

• Issues are usually related

• There are usually only 3 6 core issues that represent the problem• There are usually only 3 – 6 core issues that represent the problem

• As Business Analysts we identify the core issues

• There are usually only 3 – 6 core issues that represent the problem

• As Business Analysts we identify the core issues
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Problem Analysis
Fi di C I
Problem Analysis
Fi di C I

• A core issue is an issue, that if resolved, will resolve other related• A core issue is an issue, that if resolved, will resolve other related

Finding Core Issues cont…Finding Core Issues cont…

A core issue is an issue, that if resolved, will resolve other related 
issues

• Using this approach we can identify which specific issues must be 
l d t l th bl

A core issue is an issue, that if resolved, will resolve other related 
issues

• Using this approach we can identify which specific issues must be 
l d t l th blresolved to solve the problemresolved to solve the problem

ISSUES CORE SUB ISSUES ISSUE? ISSUE?
• Processes need to be redesigned to deal with real 

requirements YESrequirements

• There are too many system workarounds and systems 
need to be better aligned to processes YES
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I E l ti
Problem Analysis
I E l ti

Once we have distilled the issues to the core issues we can evaluate how Once we have distilled the issues to the core issues we can evaluate how 

Issues EvaluationIssues Evaluation

to solve the core of the problemto solve the core of the problem

SPONSOR & STAKEHOLDER LIAISONSPONSOR & STAKEHOLDER LIAISON
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D l i O ti
Problem Analysis
D l i O ti

Having identified Core Issues we need to develop options to resolve the issuesHaving identified Core Issues we need to develop options to resolve the issues

Developing OptionsDeveloping Options

RADICAL SHIFT
DESCRIPTION:

EVOLVE A SOLUTION
DESCRIPTION:

CONTINUE “AS IS”
DESCRIPTION:

Create standard processes and 
systems

BENEFITS:

Create standard processes and 
align regions where possible

BENEFITS:

Do not change current 
processes or
Systems

All savings as fast as possible

RISKS:

Immediate savings

RISKS:

BENEFITS:

No investment

RISKS:

Expensive project and may fail

RISKS:

Hybrid Solution
RISKS:

Continuing inefficiently

LOST OPPORTUNITY:

None

LOST OPPORTUNITY:

Gradual cost savings only

LOST OPPORTUNITY:

Cost Savings
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Problem Analysis
D ibi O ti

Pitch

Describing an OptionDescribing an Option

Pitch

• We need to describe an option so everyone can understand our vision to 
solve the problem:
• use plain language
• do not go into too much detail
• describe what you know and don’t knowy
• ‘soft’ estimates are okay

• Our Sponsor, Stakeholders and Business Managers only need enough 
information to decide if further investigation is worthwhileinformation to decide if further investigation is worthwhile
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Problem Analysis
D ibi O ti
Problem Analysis
D ibi O ti

Optional Content

Describing an Option cont…Describing an Option cont…

• High Level
• IndicativeIndicative
• Snap Shot
• Decision to 

ProceedProceed
• Not a Project Plan
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Problem Analysis
D ibi O ti C t t

For each relevant option:

Describing an Option - ContentDescribing an Option - Content
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Problem Analysis
C id ti
Problem Analysis
C id tiConsiderationsConsiderations
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A l i P R i i
Problem Analysis
A l i P R i i

We should also look at other ways of solving the problem using Process Re-We should also look at other ways of solving the problem using Process Re-

Applying Process Re-engineeringApplying Process Re-engineering

engineering principlesengineering principles

Process Re-engineering Principle Can it be 
applied? Option?pp

Could this be outsourced?
Could we use 3rd parties more effectively?
Could we simplify the organisation structure?
Could we simplify the processes?
Could we share information more effectively?
Could we remove the function?
Could we merge this function with another?
Could we consolidate systems?
Could we remove administration?
Co ld e eb enable?Could we web enable?
Could we use work flow control?
Could we simplify authorisations?
Could we remove redundant/parallel steps?
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Problem Analysis
Wid i O t it f I t

• Analysis is an exploration to ensure we solve the right problem in the• Analysis is an exploration to ensure we solve the right problem in the

Widening Opportunity for ImprovementWidening Opportunity for Improvement

• Analysis is an exploration to ensure we solve the right problem in the 
right way

• We can explore:

• Analysis is an exploration to ensure we solve the right problem in the 
right way

• We can explore:
– Any ways to solve the problem
– Any other opportunities

• Finding additional opportunities can add weight to any business case

– Any ways to solve the problem
– Any other opportunities

• Finding additional opportunities can add weight to any business case• Finding additional opportunities can add weight to any business case 
BUT may also increase risk

• Finding additional opportunities can add weight to any business case 
BUT may also increase risk
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Problem Analysis
Wid i O t it f I t
Problem Analysis
Wid i O t it f I t

Can it be

Widening Opportunity for Improvement cont..Widening Opportunity for Improvement cont..

Looking for Opportunity Can it be 
applied? Which Option?

• Can we extend any solution to include 
h f i ?other functions?

• Can we create IT solutions that could 
benefit other areas?

• Can we create more effective reporting 
solutions for the business?

• Could this support other change 
initiatives?

• Could we enlist 3rd parties including the 
customer to make a more effective 
solution?

• Could this style of solution be extended 

23Version 1.0

www.miragroup.co.ukwww.miragroup.co.uk

UKCeB's mission is to transform secure information sharing for through life collaboration in defence acquisition and support

across the business?



Problem Analysis
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Problem Analysis
E li ti S & St k h ld

• Having identified all options, considerations and widening the • Having identified all options, considerations and widening the 

Enlisting Sponsors & StakeholdersEnlisting Sponsors & Stakeholders

g p , g
opportunity it is always essential to enlist Sponsors and Stakeholders

• The Sponsors & Stakeholders will need to agree:

g p , g
opportunity it is always essential to enlist Sponsors and Stakeholders

• The Sponsors & Stakeholders will need to agree:
– With the analysis and core issues
– With a specific option
– With the considerations

– With the analysis and core issues
– With a specific option
– With the considerations
– With any widening of the opportunity

• Generally we need to ‘sound board’ with Sponsors and Stakeholders to 
understand if there is a preferred option

– With any widening of the opportunity

• Generally we need to ‘sound board’ with Sponsors and Stakeholders to 
understand if there is a preferred optionunderstand if there is a preferred option

• If there is then we will need to bring Sponsors and Stakeholders 
together to gain consensus

understand if there is a preferred option

• If there is then we will need to bring Sponsors and Stakeholders 
together to gain consensus
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Problem Analysis
B l i Diff t I t t

• Sponsors and Stakeholders may agree on a single option but they will• Sponsors and Stakeholders may agree on a single option but they will

Balancing Different InterestsBalancing Different Interests

Sponsors and Stakeholders may agree on a single option but they will 
often have different interests

• These different interests can be:

Sponsors and Stakeholders may agree on a single option but they will 
often have different interests

• These different interests can be:
– Different priorities to design & implement an option
– Different view of benefits and costs
– Different agendas that may affect the overall solution

– Different priorities to design & implement an option
– Different view of benefits and costs
– Different agendas that may affect the overall solutiong y

• These differences in opinion and viewpoint need to be surfaced as part 
of enlisting

g y

• These differences in opinion and viewpoint need to be surfaced as part 
of enlisting

• Generally Sponsors and Stakeholders will need to see a distinct benefit 
to their area to maintain their interest and enthusiasm for any option

• Maintaining their commitment can mean the option is compromised to

• Generally Sponsors and Stakeholders will need to see a distinct benefit 
to their area to maintain their interest and enthusiasm for any option

• Maintaining their commitment can mean the option is compromised to• Maintaining their commitment can mean the option is compromised to 
ensure all Sponsors and Stakeholder interests are met

• Maintaining their commitment can mean the option is compromised to 
ensure all Sponsors and Stakeholder interests are met
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Problem Analysis
B fit A l i

• There are always 3 levels of benefits:• There are always 3 levels of benefits:

Benefits AnalysisBenefits Analysis

There are always 3 levels of benefits:
– The organisation as a whole must benefit
– The business areas must benefit

I di id l t b fit

There are always 3 levels of benefits:
– The organisation as a whole must benefit
– The business areas must benefit

I di id l t b fit– Individuals must benefit

• The individual benefits are identified during the detailed Solution Design

• The business area and organisation benefits must be identified as part

– Individuals must benefit

• The individual benefits are identified during the detailed Solution Design

• The business area and organisation benefits must be identified as partThe business area and organisation benefits must be identified as part 
of any Cost Benefit Analysis
The business area and organisation benefits must be identified as part 
of any Cost Benefit Analysis
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B fit A l i
Problem Analysis
B fit A l i

Does it

Benefits Analysis cont…Benefits Analysis cont…

Looking for Benefits Does it 
apply? What is it worth?

• Can we reduce costs?

• Can we improve customer service?
• What organisation strategies does this 

serve?
• Will we be more efficient?

• Does this make us more competitive?
• Can we provide additional• Can we provide additional 

services/products?
• Could we extend this solution to other 

problems?p
• Will this reduce risk to the business?

• Will this offer future opportunities?
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Problem Analysis
C t A l i

• With every option there is an associated cost• With every option there is an associated cost

Cost AnalysisCost Analysis

• With every option there is an associated cost

• In addition to analysing risk we also need to understand the cost of 
each option

• With every option there is an associated cost

• In addition to analysing risk we also need to understand the cost of 
each optionp

• Costs must include:
– The cost of design & implementation

p

• Costs must include:
– The cost of design & implementation
– Ongoing Operations costs– Ongoing Operations costs
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Problem Analysis
C t A l i
Problem Analysis
C t A l iCost Analysis cost…Cost Analysis cost…

Problem
Analysis

Stage

Conceptual
Design
Stage

Detailed
Design
StageStage Stage Stage

• Costs, benefits 
and savings

• Costs, benefits 
and savings

• Costs, benefits 
and savings areand savings 

are high level 
and indicated 
only

and savings 
are more 
detailed but 
not fully 

and savings are 
specific and can 
be proven 
through financial y y

validated
g

reporting
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C t A l i
Problem Analysis
C t A l i

Operational Costs

Cost Analysis cost…Cost Analysis cost…

Cost Category Current Cost Proposed Cost
• Resources

Operational Costs

• Facilities
• System
• Maintenance

Design & Development Costs

Cost Category Cost
• Resources

g p

• Facilities
• System
• Transition
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• Cost Benefit Analysis is a summary of all costs (including future• Cost Benefit Analysis is a summary of all costs (including future

Cost Benefit AnalysisCost Benefit Analysis

• Cost Benefit Analysis is a summary of all costs (including future 
operational costs) against the benefits

• You may need to create a Cost Benefit Analysis for all options

• Cost Benefit Analysis is a summary of all costs (including future 
operational costs) against the benefits

• You may need to create a Cost Benefit Analysis for all optionsy yy y

Costs Benefits Return

Design & Development
£

Future Operational Savings
£

Anticipated Returns
£

• Usually the Costs, Benefits and Anticipated Return are done over a 
period of 2 – 5 years

• Usually the Costs, Benefits and Anticipated Return are done over a 
period of 2 – 5 years

• Most organisations target a full Return on Investment within 24 months
• The Cost Benefit Analysis will refine the options you are developing
• Most organisations target a full Return on Investment within 24 months
• The Cost Benefit Analysis will refine the options you are developing
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Problem Analysis
A l i Ri k
Problem Analysis
A l i Ri k

Even once all options are fully explored, Sponsors and Stakeholders are enlisted Even once all options are fully explored, Sponsors and Stakeholders are enlisted 

Analysing RiskAnalysing Risk
p y p , p

and there is a good Cost Benefit Analysis we still need to assess risks
p y p , p

and there is a good Cost Benefit Analysis we still need to assess risks

Risk Type Does it 
Rate the 

Risk Risk Mitigation?Risk Type apply?
Risk

(H, M, L)
Risk Mitigation?

• Could we damage the business?
• Are the costs realistic?Are the costs realistic?
• Is the timing realistic?
• Is this too much change?
• Is this a change in culture?Is this a change in culture?
• Have we failed at this before?
• Is the business strategy too 

dynamic?y
• Are all Stakeholders committed?
• Do we have the skills?
• Do we have the resources?
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• The options will be refined based on risk• The options will be refined based on risk



Problem Analysis
Ch i O ti
Problem Analysis
Ch i O ti

• As Business Analysts we are not responsible for deciding our options• As Business Analysts we are not responsible for deciding our options

Choosing an OptionChoosing an Option

• As Business Analysts we are not responsible for deciding our options

• Our role is to:-
– Clearly understand the core issues

• As Business Analysts we are not responsible for deciding our options

• Our role is to:-
– Clearly understand the core issuesClearly understand the core issues
– Develop options to solve issues
– Fully explore each option
– Develop cost benefit for each option

Clearly understand the core issues
– Develop options to solve issues
– Fully explore each option
– Develop cost benefit for each optionDevelop cost benefit for each option
– Make a sound risk assessment for each option

• The results of our analysis are presented (by us or others) to people 
who are responsible for making decisions

Develop cost benefit for each option
– Make a sound risk assessment for each option

• The results of our analysis are presented (by us or others) to people 
who are responsible for making decisionswho are responsible for making decisionswho are responsible for making decisions
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Problem Analysis Tips
S l i th Wh l P bl
Problem Analysis Tips
S l i th Wh l P bl

E h ll i h b d d th i

Solving the Whole ProblemSolving the Whole Problem

• Even when all issues have been uncovered and the core issues 
identified there is a tendency to get fixated on one aspect of the solution

• Systems solutions can often be viewed as a ‘panacea’ that will solve allSystems solutions can often be viewed as a panacea  that will solve all 
aspects of a problem

• When looking for solutions always consider all dimensions of the 
problem
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Problem Analysis Tips
S l i th Wh l P bl
Problem Analysis Tips
S l i th Wh l P blSolving the Whole Problem cont…Solving the Whole Problem cont…
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Problem Analysis Tips
B ildi I di id l K l d
Problem Analysis Tips
B ildi I di id l K l dBuilding Individual KnowledgeBuilding Individual Knowledge

ORGANISATION KNOWLEDGE
(b i d l t t )(business model, process maps, systems maps, etc)

Organisation knowledge 
can become individual

Individual knowledge 
can become organisation 

INDIVIDUAL KNOWLEDE

can become individual 
knowledge

g
knowledge

INDIVIDUAL KNOWLEDE
(own models, techniques, etc)

Analysts will generally build up their ownAnalysts will generally build up their own 
understanding of the organisation
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Problem Analysis Tips
C i ti f C h i
Problem Analysis Tips
C i ti f C h iCommunication for ComprehensionCommunication for Comprehension

• Even the best solution can come unstuck if it is not communicated well

• You may not be the person who will present the solution but you will 
id th i f ti f th t t

• Even the best solution can come unstuck if it is not communicated well

• You may not be the person who will present the solution but you will 
id th i f ti f th t tprovide the information for others to present

• Understanding the problem, issues and solution is not enough you must 
also know how to communicate effectively

provide the information for others to present

• Understanding the problem, issues and solution is not enough you must 
also know how to communicate effectivelyalso know how to communicate effectivelyalso know how to communicate effectively
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Problem Analysis Tips
C f C
Problem Analysis Tips
C f C

• Some tips when communicating:• Some tips when communicating:

Communication for Comprehension cont…Communication for Comprehension cont…

Some tips when communicating:
– Know your audience group
– Use language they will understand

Tailor the presentations to their interests

Some tips when communicating:
– Know your audience group
– Use language they will understand

Tailor the presentations to their interests– Tailor the presentations to their interests
– Use concise language
– Use clear and obvious logic

Avoid unnecessary detail

– Tailor the presentations to their interests
– Use concise language
– Use clear and obvious logic

Avoid unnecessary detail– Avoid unnecessary detail
– Keep presentations to the point

• Communication is also about:

– Avoid unnecessary detail
– Keep presentations to the point

• Communication is also about:
– Listening to feedback
– Answering questions clearly and concisely
– Following up on any questions that cannot be answered immediately

– Listening to feedback
– Answering questions clearly and concisely
– Following up on any questions that cannot be answered immediately
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Problem Analysis Tips
U d t di R i t
Problem Analysis Tips
U d t di R i t

• As Business Analysts we are often on the frontline of resistance• As Business Analysts we are often on the frontline of resistance

Understanding ResistanceUnderstanding Resistance
y

• We need to understand the difference between resistance and 
feedback

y

• We need to understand the difference between resistance and 
feedback

– Feedback is usually constructive advice or questioning
– Resistance is usually constant barriers to proceeding

• Barriers to proceeding can include:

– Feedback is usually constructive advice or questioning
– Resistance is usually constant barriers to proceeding

• Barriers to proceeding can include:p g
– Avoidance (i.e. you cannot meet with the person or area)
– Endless questioning even once questions are answered

Repeated negativity about the analysis solution design or project

p g
– Avoidance (i.e. you cannot meet with the person or area)
– Endless questioning even once questions are answered

Repeated negativity about the analysis solution design or project– Repeated negativity about the analysis, solution design or project
– Refusal to engage with the analysis or design
– Unwilling to give public agreement to proceeding

Y ill d t k ith l t d t d tl h t th

– Repeated negativity about the analysis, solution design or project
– Refusal to engage with the analysis or design
– Unwilling to give public agreement to proceeding

Y ill d t k ith l t d t d tl h t th• You will need to work with people to understand exactly what they are 
resisting and why

• The only way to address resistance is to surface the real issues

• You will need to work with people to understand exactly what they are 
resisting and why

• The only way to address resistance is to surface the real issues
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The only way to address resistance is to surface the real issuesThe only way to address resistance is to surface the real issues



Problem Analysis Tips
U d t di R i t
Problem Analysis Tips
U d t di R i t

• People do not resist without a reason• People do not resist without a reason

Understanding Resistance cont…Understanding Resistance cont…

• People do not resist without a reason

• As a Business Analyst we need to surface the reason

• In surfacing the reason for resistance we can often resolve the

• People do not resist without a reason

• As a Business Analyst we need to surface the reason

• In surfacing the reason for resistance we can often resolve the• In surfacing the reason for resistance we can often resolve the 
resistance

• If we are unable to surface the reason for resistance we must raise the 

• In surfacing the reason for resistance we can often resolve the 
resistance

• If we are unable to surface the reason for resistance we must raise the 
issue with our Sponsors and Stakeholders

• Failure to resolve resistance can result in later problems

issue with our Sponsors and Stakeholders

• Failure to resolve resistance can result in later problems
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Problem Analysis Tips
U d t di R i t
Problem Analysis Tips
U d t di R i t

Common reasons for resistanceCommon reasons for resistance

Understanding Resistance cont…Understanding Resistance cont…

Reason for Resistance Managing Resistance
Don't understand problem One-on-one explanation using their terminologyDon t understand problem One on one explanation using their terminology

Problem has low priority for them Explain why they are important to solving the problem

Problem does not directly affect them Explain why they are important to solving the problem

Don't think problem can be solved Ask why.  Listen.  Work out why the problem can be 
solved.  Explain

Have tried & failed to solve problem 
before

Ask what happened.  Listen.  Learn from previous 
attempts Explain what will be differentbefore attempts. Explain what will be different

Don't have time to be involved Use their time effectively

Don't think they should be involved Ask why.  Listen.  They may be right.  If not, then 
explain why they are important to solving the problemy explain why they are important to solving the problem

Potential solutions may affect them 
negatively

Ask about their concerns.  Validate if their concerns 
are valid.  Enlist other stakeholders

Th d 't thi k thi i th t A k th i i i C id th i i E l i h
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They don't think this is the way to 
solve the problem

Ask their opinion.  Consider their views.  Explain why 
one way is better



Problem Analysis Tips
D li ith P t ti l F il
Problem Analysis Tips
D li ith P t ti l F il

Typical problems can include:Typical problems can include:

Dealing with Potential FailureDealing with Potential Failure
yp p

• Stakeholders do not agree
• Problem Analysis is flawed so the solution is flawed

yp p
• Stakeholders do not agree
• Problem Analysis is flawed so the solution is flawed
• Stakeholders are avoiding dealing with issues, etc.

What should anyone do if they believe the solution will fail?

• Stakeholders are avoiding dealing with issues, etc.

What should anyone do if they believe the solution will fail?What should anyone do if they believe the solution will fail?What should anyone do if they believe the solution will fail?

State of Play
What is likely 

to happen Recommendations Presentto happen Present

• Describe the 
current situation 

• Describe what may 
happen if they 

• Suggest alternative 
approaches to resolve 

• Present your position 
calmly

concisely continue down this 
path

pp
risks

y

• If the organisation 
decides to ignore your 
advise you have at least 
done your job well
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done your job well



Problem Analysis Tips
U d t di th B i P ti
Problem Analysis Tips
U d t di th B i P ti

Every business area has their own perspective and behaviours

Understanding the Business PerspectiveUnderstanding the Business Perspective

e y bus ess a ea as t e o pe spect e a d be a ou s
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Problem Analysis Tips
U d t di th B i P ti
Problem Analysis Tips
U d t di th B i P ti

Every level in the business has a different perspectiveEvery level in the business has a different perspective

Understanding the Business Perspective cont…Understanding the Business Perspective cont…

Every level in the business has a different perspectiveEvery level in the business has a different perspective

Future focus

BOARD

Future focus
Concept thinkers
Risk managed
Consider all accountabilities

Usually function responsibility

EXECUTIVE

Usually function responsibility
Future & current focus
Risk managed
Concept thinkers

Usually specialist responsibilities
MANAGER

y p p
Some future, mostly current focus
Risk managed
Tactile thinkers (physical)

Specific skill

STAFF

p
Mostly current focus
Limited view of risks
Tactile thinkers (physical)

44Version 1.0

www.miragroup.co.ukwww.miragroup.co.uk

UKCeB's mission is to transform secure information sharing for through life collaboration in defence acquisition and support



Problem Analysis Tips
U d t di St t
Problem Analysis Tips
U d t di St t

• Most organisations have a published strategy which is developed by• Most organisations have a published strategy which is developed by

Understanding StrategyUnderstanding Strategy

• Most organisations have a published strategy which is developed by 
senior management

• However, as strategy is filtered down the organisation it can be subject 
i i

• Most organisations have a published strategy which is developed by 
senior management

• However, as strategy is filtered down the organisation it can be subject 
i ito interpretation

• Sometimes it can be very difficult to get a single and complete 
explanation of the strategy

to interpretation
• Sometimes it can be very difficult to get a single and complete 

explanation of the strategyp gy
• Business Analysts do not define or interpret strategy
• We are reliant on how executives and managers choose to interpret the 

p gy
• Business Analysts do not define or interpret strategy
• We are reliant on how executives and managers choose to interpret the 

strategy
• We can provide our own interpretations as part of analysis but it will 

need to be validated by the executives and managers

strategy
• We can provide our own interpretations as part of analysis but it will 

need to be validated by the executives and managersneed to be validated by the executives and managers
• However, it does help to read the strategy so always have a copy of the 

published strategy

need to be validated by the executives and managers
• However, it does help to read the strategy so always have a copy of the 

published strategy
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Problem Analysis Tips
G Thi ki
Problem Analysis Tips
G Thi ki

• Most problems are actually solved through ‘group thinking’• Most problems are actually solved through ‘group thinking’

Group ThinkingGroup Thinking

Most problems are actually solved through group thinking

• ‘Group thinking’ is when we facilitate teams to work through a problem 
logically to an agreed resolution

Most problems are actually solved through group thinking

• ‘Group thinking’ is when we facilitate teams to work through a problem 
logically to an agreed resolution

• As Business Analysts we need to decide:
– When a problem must be resolved by a team

Who needs to be involved

• As Business Analysts we need to decide:
– When a problem must be resolved by a team

Who needs to be involved– Who needs to be involved
– What the problem is
– How to explain this problem

– Who needs to be involved
– What the problem is
– How to explain this problem

• People are usually very happy to contribute to problem solving

• Our role is to give people facilitated environment  to help them work 
together to solve the problem

• People are usually very happy to contribute to problem solving

• Our role is to give people facilitated environment  to help them work 
together to solve the problemtogether to solve the problem

• Always document the outcomes and conclusions of any team sessions

together to solve the problem

• Always document the outcomes and conclusions of any team sessions
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Problem Analysis Tips
D l i B i A St t
Problem Analysis Tips
D l i B i A St t

• Every business area must interpret the organisation strategy to• Every business area must interpret the organisation strategy to

Developing Business Area StrategyDeveloping Business Area Strategy

Every business area must interpret the organisation strategy to 
understand what they may need to change

• This means they need to:

Every business area must interpret the organisation strategy to 
understand what they may need to change

• This means they need to:
– Understand their current operation
– Understand the strategy
– Understand what they should do to support the strategy

– Understand their current operation
– Understand the strategy
– Understand what they should do to support the strategyUnderstand what they should do to support the strategy
– Understand how they will need to change their area to support the strategy

• Sometimes the organisation strategy will require a significant change 
for their operation

Understand what they should do to support the strategy
– Understand how they will need to change their area to support the strategy

• Sometimes the organisation strategy will require a significant change 
for their operationfor their operationfor their operation
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Problem Analysis Tips
D l i B i A St t
Problem Analysis Tips
D l i B i A St t

• Business Analysts will often be asked to help develop the strategy for

Developing Business Area Strategy cont…Developing Business Area Strategy cont…

• Business Analysts will often be asked to help develop the strategy for 
an operation

• The Business Analyst will need to develop a business model for that 
area including:

– Function Model
– Process Model
– Information Model
– Systems Model (business view only)
– Data Model (business view only)

• The approach to developing a business area strategy is:
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Thank You!Thank You!

Q&AQ&A
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Follow up with CranfieldFollow up with Cranfield

MS i M t d I f ti S t• MSc in Management and Information Systems

• Open and/or customised development courses

A li d h f i t t• Applied research areas of interest
– Logistics Support
– Through Life Engineering
– Programme Management
– Intelligent Asset Health Management/HUMS
– Cost Engineeringg g

• Contact Dr Ip-Shing Fan, i.s.fan@cranfield.ac.uk
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