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Project I\/Ianager VS or & asimrananonn

Business/System Analyst’

* - VS = versus, & = and, www.linkedin.com/in/vivanov
BA#SA, Ca depend (depends on) the project, will use BA further on for both
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STOCKHOLM SCHOOL OF ECONOMICS IN RIGA

Executive MBA grade at Stockholm School of Economics, CS from LU
www.linkedin.com/in/vivanovs
ITSM (IT Service Management) Consultant — ITIL, CobiT, CMMI, PM

5 years in Tele2 Group, implemented central Service Desk, half year in
Kazakhstan as Tele2 representative in M&A, joined Group to
add&develop IT services at the nearshore centre at Riga & central
Billing&IT in Stockholm

3 years in retail as CIO (ASWatson, Hutchison, Drogas in Baltics),
joined to prepare for M&A and built IT function from scratch,
implemented strategic systems (Oracle Finance, Store systems)

In total 15+ years in ICT, 10+ year managerial experience
7 years at incumbent (C&W, TeliaSonera) as IT&PM (Y2K, VAS etc)

PM enthusiast since then, member at Latvian IPMA branch
www.lnpva.lv

Member of LIKTA and ITSMF Sweden



http://www.linkedin.com/in/vivanovs
http://www.lnpva.lv/
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Questions
are
guaranteed in
life;
Answers
aren't.

Ko projektu vaditajs sagaida no sistemanalitika IT projekta.

Kadi ir analitika pienakumi, atbildiba.

Analitika iesaistiSanas citos projekta posmos.

Ko projektu vaditajs nesagaida no sistemanalitika, bet kur analitiki mil ielist.
Kada loma projekta analitikim ir teorija un kada ta ir prakse.

Cik projekta vaditajam jazina par biznesu, jaiedzilinas problémas.

Vai proj.vaditajam javar aizvietot analitiki.

Projekta vaditajs/analttikis — kadi plusi, minusi.

Kads veiksmes stasts, laba prakse.

leteikumi analitikiem, ka veidot attiecibas ar projektu vaditaju.



Who'’s the super star,
PM or BA?

PM often seen as the star of the
project’s show, BUT:

behind every PM is a tireless,
resourceful, detail-oriented BA
who, while s/he may not steer the
project ship from the helm, has
just as much power to keep a
project moving forward and on
track towards a timely and
successful go-live.

Few key roles of good BA:
1. Ambassador to the Business

2. Leader of Process Definition
and Design

3. Prime Minister of Quality
Control

+ more on |IBA.

Source: http://www.nuwave-tech.com/it-project-blog/?BBPage=2
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Definitions

“Project management is the application of
knowledge, skills, tools, and techniques to a
broad range of activities in order to meet the
requirements of a particular project. Project
management is comprised of five Project
Management Process Groups — Initiating
Processes, Planning Processes, Executing
Processes, Monitoring and Controlling Processes,
and Closing Processes — as well as nine
Knowledge Areas.

These nine Knowledge Areas center on
management expertise in Project Integration
Management, Project Scope Management,
Project Time Management, Project Cost
Management, Project Quality Management,
Project Human Resources Management, Project
Communications Management, Project Risk
Management and Project Procurement
Management.”

A Guide to the Project Management Body of
Knowledge (PMBOK® Guide) - Third Edition

“Business Analysts are responsible for identifying

business needs.

The Business Analyst is responsible for requirements
development and requirements management.
Specifically, the Business Analyst elicits, analyzes,
validates and documents business, organizational
and/or operational requirements. Solutions are not
predetermined by the Business Analyst, but are
driven solely by the requirements of the business.
Solutions often include a systems development
component, but may also consist of process
improvement or organizational change.

The Business Analyst is a key facilitator within an
organization, acting as a bridge between the client,
stakeholders and the solution team. Business
analysis is distinct from financial analysis, project
management, quality assurance, organizational
development, testing, training and documentation
development."

[IBA.com



High level perspective

The Project Manager

Is usually the first person assigned to
the project.

Is responsible for planning the project

and ensuring the team follows the plan.

Responsible for project from initiation
to closure

Manages changes, handles problems
and keeps the project moving.

Manages people, money and risk.

Is the chief communicator of good or
bad news to the Business Sponsors and
IT Management.

Interface between project team and
stakeholders

Problem solver and decision maker on
project

The Business Analyst

Is usually assigned to the project after it
has started and negotiated by PM.

Is responsible for bridging the gap
between the business area and IT.

Responsible for all aspects of
requirements

Learns the business inside and out.

Essentially serves as the architect of
effective business systems.

Is viewed inconsistently across the
industry in regard to job title, definition
and responsibilities.

Interface between SME’s and project
team

Solution provider for business need

Source: http://www.allpm.com/index.php?name=News&file=article&sid=1517



SKILLS COMPARISON - SIMILARITIES
Business Analyst

¢ Strong communication skills p + Strong communication skills

¢ Understanding of the SDLC p ¢ Understanding of the SDLC

¢ Negotiation/consensus building P < Negotiation/consensus building

e Strong interpersonal and client P+ Strong interpersonal and client
management skills management skills

Source: http://www.allpm.com/index.php?name=News&file=article&sid=1517



SKILLS COMPARISON - DIFFERENCES
Business Analyst

¢ Ability to see the “big picture” ¢ Detail-oriented
for the project

¢ Helps SMEs describe how and
why they perform tasks

¢ Helps people (project team)

>
¢ Directs the project team p e+ Listens to people (SMEs)
B
get things done
>

* Ensures the product is delivered * Ensures the product is built right

on time, within budget according to the requirements
¢ Removes issue barriers ¢ |dentifies business issues

* Manages requirements change
requests

* Manages project change control

¢ Performs requirements-related
tasks in the WBS

* Possesses investigative skills

¢ Manages the Work Breakdown
Structure (WBS)

* Possesses management skills

= YRR Y

Source: http://www.allpm.com/index.php?name=News&file=article&sid=1517



PMs expect BAs to be documentation and QA experts

Few examples of documents:

1. Business Rule
2. Business Rule Definition y
3. Business Rule document = — = ’—“:4
” ' wz
4. DRS - Detailed Requirement Specification
5. FRS - Functional Requirement Specificatio’nﬁ
— 6. HLD - High LeveJ.D%sngn — —
— 7. HLR - High Level Requ?!m 6- = _
—— ey 8. -
R . —— /
9,

MSI - Multi System Issu
M - Refiuirement Di utionghdatrix
Requirement Request "slop bucket \
— T . SRS - System Requirement Specifica
. Use Case Description

. Use Case Overview
. Non-Functional Requirements




Another example: estimates

Management asks for estimates in
the early phase, but then sense
of commitment to the given
estimates and it’s purpose can
differ a lot among stakeholders,

e.g.:
Bargain - Manager always gives
only half of what you ask for,

BA in turn asks 30%-50% extra.

Budget - playing with number to
fit limits, EBIT, margins etc

Motivation - belief that tight
schedules motivate

I NEED A COST
ESTIMATE ON
YOUR PROTJECT.

5

1 HAVE NO TDEA

I HAVENT EVEN
GATHERED THE USER

REQUIREMENTS.

. &ﬁ

WON'T HOLD YOU

CONT WORRY. I
TO THE ESTIMATE

YES YOU WILL.
YOU WILL PUT IT
IN THE PLAN, FORGET
WE HAD THIS
CONVERSATION, AND
FIRE ME WHEN 1 GO
OVER BUDGET.,

RE

RIGHT NCWJ

(Gl\li ME A NUMBER

OR ILlL FIRE YOUJ

COST TEN MILLION
DOLLARS. |

~
( OKAY, IT WILL

==}

IF YOU
ALREADY
KNOW THE
COST, WHY
ARE YOU
ASKING ME?

S0 YOULL || IS INPUT
FEEL LIKE || SUPPOSED

YOU HAD TO FEEL
INPUT, THIS BAD?







Expertl: PM - big projects

Atkariba no projekta tipa (infrastructure, development, integration).
Integration — saite ar biznesu, izpratne par biznesa procesiem, klienta
menedZzeris no projekta puses (non-formal), panakt ka bizness akceptée
risinajumu un tas pievieno biznesam vértibu, javienojas par prasibam,
komunicét ar biznesu lai panaktu akceptu

Par inkrementalu pieeju visas fazés. Jaiesaistas testa scenariju izstrade, javalide ka testa scenariji
parklaj prasibas, piedalities TO-BE procesu definésana, palidzét biznesam ieviest risinajumu

Vadit gaidas par sferu — nenoraidit strikti bet ari nepienemt visu (mil ieiet gal€jibas).
Janodala prasiba no risinajuma — neadaptét prasibas pie sistemas
Lien arhitektu darba, japiedalas testéSanas planosana un atbalsta

Loma atkariga no projekta izméra, mazos/ vidéjos — PM jabat ar BA zinaSanam lai BA nebdtu
overhead

Vienigais minus ka atstaj novarta PM darbus vai neizpilda kvalitativi BA darbu,

(-) varas tendences un lien arhitektu darba, (+) mazaks overhead, faster communication
Billing& CRM nomaina Baltijas valstis (5 BA, nomainija divus -> bija aizkavésanas).

Learned: interview and reject if don’t fit (jaspéej vadit workshop-us, dabut input, uzturét tempu,
jasp€j komunicét, jabut atvértam)

Efektivs darbs, mazak hierarhijas, jabut ar iniciativu, jameklé cilvéki un jaruna, jaorganizé, nevis
jagaida kad vinam visu saorganizes; jaspéj apkopot un piefiksét visu un nedrikst teikt ‘tas nav mana
joma’ —janodod jebkura prasiba tam, kuram ar to ir jastrada;

Trukst continuity un atbildiba par rezultatiem — nav pareizi ka BA reizém nerup, kas notiek péc
prasibu savaksanas



Expert2: BA — small-to-medium projects

Lai parzina €sosas sistemas, kuras tiek attistitas N\\”l‘ A (T e

Visas (vakt prasibas, parskatit un saskanot prasibas,
atbalstit visus implementacija, ari nodo$ana jo zini g
visus use cases un raksti prezentacijas, papildinat
galigo risinajuma aprakstu pirms nodosanas)

BA sagaida lai butu labs SOW, bet biezi SOW nav;
biezak PM ielien vai nav noteicis atbildibu

PM adds extra duties, also a lot of support after
project finished

High level

Nav iespéjas tavas piegades parbaudit, subjectivity
Trust, friendship helps. Formal relationships make
things more difficult.

Jabut pasam atveértam un gatavam komunicét ar
dazada tipa cilvekiem, nedrikst ‘iecikloties’ ja
nepiekriti;

gruti ja BA ‘iemet” projekta pa vidu, tad PMam “I need someone who can ensure this project
J,?,Sptej labi ‘ievadit lietas”; will fail - do you have experience with
JAITEETESEIaS par VISH 5Eope Waterfall Methodologies?”
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Expert3: mixed roles - BA, PM, Test manager

Savakt un izanalizet prasibas, piedavat risinajumu
variantus. Ir ka Technical PM — jazina sistéma

Lidz scope freeze noteikti, ari testos (analizét kludas)
Arhitekta darba, izstradataju darba

Zinasanu trukums

Noteikti! Jazina tik daudz lai novértéetu izmainu
ietekmi uz biznesu

(+) parlieciba par rezultatiem, commitment

(-) var izlaist kaut-ko sava vai aizvietota BA darba
Patika stradat ar Irijas piegadataju, kur bija Agile,
ikdienas review, izstrade ASV -> pa dienu parskata - >
pa nakti izstrada -> nakamaja diena jau testé un
parskata izmainas

Eksperimentét! Izmantot dazadas pieejas, metodes
un analizét ‘lessons learned’




Expert4: BA — medium projects

Atkarigs no projekta lieluma, koordinét prasibu savaksanu,
specification, apmacibas, ievieSana — can be very broad
sometimes; sadarbiba ar testeriem, talaka komunikacija ar biznesu

No sakuma lidz beigam
Production issues, projekta péc-ieviesanas pavadiba

Pat teorija nav striktas definicijas par to, kas ir BA, lidz ar to praksé
tas pats

Atkariba no projekta lieluma, bet protams ja PM labak zina
biznesu, tad BA ir vieglak. Drizak ja.

(-) konteksta parslegsana aiznem laiku un zid efektivitate,
(+) resursu ekonomija no pasutitaja viedokla

PM deva brivibu un nemaisas, bet diemzel daudz ko nezinaja un
vajadzeja vinam daudz ko stastit, bet kopuma Horvatijas noréekinu
sistemas migracija bija |oti veiksmiga dél| ‘Engagement’

Maksimali pielikt ptlus sakumfaze savacot un aprakstot prasibas —
talak bus vieglak (jo ir art negativa pieredze kad bija vairakkartiga
atgrieSanas dél vajas pirmas fazes);

Labi izanalizet stakeholders lai noteikti maksimali visas iespéjamas
papildus prasibas jau sakuma un izbegt no spiediena projekta gaita
prasibas grozit un butiski papildinat




Expert5: Certified PM, big projects

Biznesa analitikis vai sistemas analitikis? Loma vai funkcija?

Ir baigi individuali katra projekta. 3 ciléku projekta —

funkcijas apvieno, 100 cilveku — N-tie BA, N-tie SA;

BA = scope parvaldnieks /owner, savac, nosaka prioritates

BA jaspéj pateikt biznesam ‘veci, a nafig jums to vajag?’
Sistemas analitikim ideala situacija jabut vienam cilvekam;
Slikta prakse — Solution Architect parklajas ar System Architect;

_> JADEFINE lomas! S R

Visos! Bet RACI dazadas lomas BA un SA. Ari Agile gadijuma ir atskirtbas no waterfall

Lai lien jebkur, kur ir labums projektam, jo vins atbild par to lai scope neizvérsas nekontroléti. Lai scope
labi kontroléet lai kaut séz ar izstradataju kopa, lai tik tas netrauce izstradatajam. -> ROLE CLARITY!

Manuprat, nav tadas skaidras teorijas, kadam BA jabut, un tas robezas, manuprat, ari nav vajadzigas

3 cilveku projekta — jebkuram jaspéj aizvietot jebkuru, 100 — nav jaaizvieto, jaspeéj nomenedzét risku ka
BA pazud no projekta. High level jazina bizness, it ipasi ja projekts — CRM vai ERP ieviesana, bet piem.
Kada tehniska risinajuma ievieSana — né (piem. AD Tivoli)

(+) resursu ekonomija; nav minusu ir riski — no contingency

Lai projekts klutu par veiksmes stastu, neiet runa par BA+PM, bet par visu KOMANDU!

Fokusejies uz pamatuzdevumu — noskaidrot, iztulkot un analizét biznesa prasibas un attiecibu veidosanu
ar galvenajiem stakeholderiem — biznesu.

Aizstavi savu viedokli, nestridies — general people management, javeido attiecibas ka ar jebkuru decision
maker-u.



ITSM & ITIL

* |T Service Management (ITSM) is a
process-based practice intended to
align the delivery of information
technology (IT) services with needs of
the enterprise, emphasizing benefits
to customers. ITSM involves a
paradigm shift from managing IT as
stacks of individual components to
focusing on the delivery of end-to-end
services using best practice process
models.

e |TIL (Information Technology
Infrastructure Library) is a globally
recognized collection of best practices
for IT service management.

Source: http://searchcio.techtarget.com/definition/ITSM



Adopting & adapting ITSM bring
structure, role clarity and other benefits

Initiation Strategy Sy
ransition Operation
Services
+ (10 Reviews +SLA Quick Start +SLA Development -+ Product Build/Test * Health Check + (|0 Review
*Product & Project ROI | CMDB Quick Start +(MDB Development |+ Product -+ Benchmarking * Product & Project ROI
+Benchmarking 2 Service Desk Review - Process & Product Implementation | [SO/IEC 20000  assyst Health Check
*[TIL/BP Awareness 2 Quick ITIL Review Workshops - Product Integration (onsultancy % Benchmarking
Education & 2 (10 Strategic 2 Process Design - Product Training + |nterim Management | Customer Satisfaction
Workshops Development > |TSM Project - Process * Mentoring Consultancy
*Pre-Sales Activity 2 Health Check +(onsultancy Structure  Implementation * [TIL/BP Training + {S0/1EC 20000
# Benchmarking End Roles +|TSM Project * Product Training Consultancy
+Technology & 2 Mentoring Consultancy + Interim Management
Integration Review ~ Project QA » Mentoring * Mentoring
2 TILASO/COBIT 2|TIL/BP Training » Project QA * [TIL/BP Training
Assessments = [TIL/BP Tralning + Product Training

+[TIL/BP Training



Is a Project Manager or a
Business Analyst career, a
better fit for you?

If your personality type is such
that you have a singular focus on
completing projects with a “big
picture” view of the process from
beginning to end, then the Project
Management career may be the
better fit for you.

If on the other hand, you enjoy
working on details with business
users, customers or
management, analyzing
problems or defining solutions,
documenting or communicating
problems and solutions, then a
Business Analyst career may be
the better fit for you.

Source: http://www.it—career—coach.net/2010/04/12/is-a—project—manager-or—buﬂness—analyst-car
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http://www.amazon.com/gp/reader/0470767448/ref=sib_dp_pt

You have made your choise...

NO MORE BETS!




