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As presented in Parts 1 and 2 of this article, project professionals realize that projects fail

when customer requirements are not clearly defined and customer expectations are not met.

The consultative questioning presented in the prior article is essential to understanding the
business problem and its limitations. The project manager or business analyst can then
analyze root causes of the problem or opportunity, and will be able to recommend a solution
to solve the business problem at hand. If the recommendation is accepted, we can then
recommend the most effective implementation approach. The major steps involved in the
consultative approach are listed here:

1) Asking questions to uncover problems and synthesizing the responses

2) Analyzing those problems

3) Advising clients by recommending solutions.

This article explores steps 2 and 3 and focuses on analysis and recommendations.
Step 2) Analyzing Problems

Once we have asked business, project, and product context questions, we should have an
understanding of the business problem we’re trying to solve, as well as an idea of the
project’s product or service that will result from successfully implementing the project.
Before we can recommend a solution, however, we must analyze the problem, which
requires the ability to break the large problem into smaller pieces and to get to its root
cause.

Using Models And Prototypes to Analyze Problems and Verify Expectations

To understand the business problem, we need to understand the current situation and the
limitations of the current situation. Models present a clear way to learn about and document
the situation, known as the current state or “as-is.” Once we understand what is happening
today, we can analyze how to improve the situation and recommend a better approach.
Modeling provides the structure to ask the right questions at the right time during the project.
We call those “question points” and they are valuable because the modeling technique
prompts them. By graphically displaying the issues, we can more easily see the “gaps”
between what is happening today and what is needed in the future. Models, then, provide a
basis for solid recommendations.

Modeling also provides the means to ask questions that might well be forgotten, since the
models’ structure forces thoroughness in questioning. Modeling also provides a way for
business analysts to translate their interpretation of the requirements to both the business
clients and the technical team.

There are a variety of models that can be used during the capturing of requirements. Below
is an example of the kinds of models used in software development. Some of these, such as
business process models and prototypes are useful in any project where the output is a
tangible product, such as a new car, service, or process.
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Tip: Modeling
provides the
structure to ask
the right questions
at the right time
during the project,
and provides a
basis for solid
recommendations.

Watermark
Learning




Below is a table of requirements models used in software development:

Can be Used for
Model Benefit of use Main Use Non-Software
Components

Chanae management Document the current “as-is”
9 9 " | and future “to-be” business
: How will use of the . .
Business processes, identify gaps,
product cause ; p
process . determine ways to get to “to-
business processes to » .
be.” Use as a basis for other
change. )
models to assess impacts.

Gather the information required
to support the proposed
Provides structure for process. Requires

getting information understanding the business
requirements. rules enforced by data, and
planning how to convert from
the current to the future state.

Documents interactions
Defines how the new between the end-user and the
product (system) will system. Shows the interactions
work. of other systems and time
triggers to the system.

Use case
model

Can be used to
document navigation, Prototypes are mockups that
design, usability, errors | can be “paper and pencil” or
and messages, look mockups using technology, but
and feel of the end without full functionality.
product without Prototypes provide the ability to
investing the time and | see and use a model of the
resources needed for product before full

full product implementation.

development.

Prototype

Requirements Model Usage

Step 3) Advising Clients by Recommending Solutions

The Recommendation

In addition to the more obvious recommendation structure (summary, body, attachments),
the recommendation should carry the right tone for the intended audience. The tone can be
formal or informal, folksy or precise, direct, or subtle. It's important that the tone will not
distract its intended audience. Having the wrong tone and level of formality can distract the
audience, break trust, and ultimately lead to the rejection of the recommendation and loss in
credibility of the author.

In addition, the recommendation should include input from those who will be affected by its
implementation, which means that the recommendation has a far greater chance of
acceptance if it is reviewed by key stakeholders and if their input is included in the final draft.
The more stakeholder input is sought, the more likely that supporters will defend it against
saboteurs. Ideally these stakeholder champions will also participate in presenting the
recommendation, which will provide credibility to the recommendation.
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Presenting the Recommendation

Presenting the recommendation can be done formally or informally, in written or verbal
format. No matter which format or venue is chosen, the structure of the presentation is
important. Having a summary and details, for example, works in every venue. Even the most
informal setting requires giving a great deal of thought to planning the presentation
approach, including such things as choosing the right venue, how much in advance of the
meeting to distribute it, roles and responsibilities during the presentation, the agenda,
ground rules, when to take questions, and more.

Finally, the consulting approach requires presenting a recommendation that best serves the
organization, even if the recommended solution differs from what was initially presented by
the stakeholders. Those listening to the recommendation do not need to be completely in
support of the proposal, but they will more likely accept it if the project manager is
thoroughly prepared and the recommendation crafted with care. That means ensuring that
the recommendation addresses the business need identified and analyzed, that the
recommended solution addresses that need, and that impacts of the solution to all areas in
the organization have been taken into account. Remember, project managers and business
analysts do not need to make the decision to accept the recommendation. That’s for the
sponsor and executives. However, project professionals do have an obligation to be
consultants to the business by having a clear understanding of the problem, and developing
a thorough recommendation for a solution that’s the right thing for the organization.

In addition to your main recommendation, be prepared with alternatives and some analysis
of why they were not your proposal.

Summary

In this series, we explored how to uncover client expectations and why this is so important to

delivering the right product. Uncovering expectations takes time and requires the art of
consultative questioning. It demands patience with clients who have difficulty articulating
their requirements. Uncovering expectations takes a commitment to defining requirements in
sufficient detail to understand what those expectations truly are. It requires a process for
eliciting the requirements, and also for analyzing, documenting, and validating them. Finally,
the consultative approach we presented acknowledges that the expectations we uncover
may require recommendations for shifting the business to adopt and embrace them.
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Tip: Be courageous.
While we want to
keep the audience in
mind, we need to
present what we
think is the right
thing for the
organization, even if
we perceive that our
audience is not
receptive. By doing
our homework,
analyzing impacts
and alternatives, we
can present with
confidence.
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About Watermark Learning

Watermark Learning helps improve project success with outstanding project
management and business analysis training and mentoring. We foster results
through our unique blend of industry best practices, a practical approach, and an
engaging delivery. We convey retainable real-world skills, to motivate and enhance
staff performance, adding up to enduring results.

With our academic partner, Auburn University, Watermark Learning provides
Masters Certificate Programs to help organizations be more productive, and assist
individuals in their professional growth. Watermark is a PMI Global Registered
Education Provider, and an IIBA Endorsed Education Provider. Contact us at
800-646-9362, or at www.WatermarkLearning.com.

Watermark Learning
7300 Metro Blvd, Suite 207
Minneapolis, MN 55439

Phone: (952)921-0900

Website: www.watermarklearning.com
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