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Plan the Project
The BA Guide’s 



Project Manager 

• Leads the project

• Communicates status

• Responsible for project success

Business Analyst
• Bridges gap between teams

• Uncovers business needs

• Responsible for solution success
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Why Plan?



“If you fail to plan, you 
are planning to fail.”

- Benjamin Franklin



Project plans are created to 

guide project execution.



Case Study: 

Queensland Health 
Payroll Project



 Utilized LATTICE

 No longer being supported

 Contracted: IBM

 Solution: SAP and Workbrain

 Budget: $6.2 million

 Timeframe: 7 months



Cost: 

(Estimated) $6.2 million

(Actual) $1.24 billion

Timeframe: 

(Estimated) 7 months

(Actual) 31 months
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Project Plan Initiation



Goal:
Put together the project team, inform them 

about the project, and get the project officially 

started.



Elements within Project Plan Initiation:

 Stakeholder identification

 Create a Project Charter

 Arrange and conduct a Kickoff Meeting



Stakeholder Identification

Internal and external individuals, groups or 

organizations that are involved in, or are directly or 

indirectly affected by the project.



Stakeholder Identification

Internal and external individuals, groups or 

organizations that are involved in, or are directly or 

indirectly affected by the project.

Internal

• Project team

• Project sponsor

• Users

• Management

External

• Suppliers

• Competitors

• Customers

• Organizations



Stakeholder Identification

 Increases project success

 Additional input and ideas

 Varied perspectives

 Eases change resistance

 Increases credibility



Stakeholder Identification

 Organizational assessment (structure, culture)

 Talk to others

 Documentation from past projects



Stakeholder Identification

Visually walk through project (solo)

 Beneficiaries of the effort

 Job duties that may be affected

 Regulatory officials

 Influencers (of the organization)



Stakeholder Identification

Talk to identified stakeholders

 One-on-one

▪ Interview

▪ Email

▪ Phone call

 Group

▪ Brainstorm



Stakeholder Identification

 Document them in Stakeholder Register



Stakeholder Identification

Stakeholders will change.

Keep the register up-to-date!



Create a Project Charter

 Formally records the existence of a project

 Informs the organization 

 Defines project start and boundaries

 Authorizes engagement of project resources



Create a Project Charter



Arrange and Conduct a Kickoff Meeting



Arrange and Conduct a Kickoff Meeting

What is it?:

 First meeting with full project team

 Introduces everyone

 Details the project objectives & plan

 Gets everyone excited about the project



Arrange and Conduct a Kickoff Meeting

Arrange meeting:

 Schedule for one hour (best practice)

 Include all project team members

 Create a meeting agenda

 Send meeting invite, agenda, and charter

 Request everyone reviews the charter

TIP: It is important for all project team 

members to be able to attend. 



Arrange and Conduct a Kickoff Meeting

Conduct meeting:

1. Introduce yourself – be personable

2. Review agenda

3. Attendee introductions – keep them brief

4. Discuss project purpose and goal

5. Review project schedule and budget

6. Discuss risks and assumptions – add new items

7. Ask for feedback and questions



Arrange and Conduct a Kickoff Meeting:

Kickoff Meeting Template



Arrange and Conduct a Kickoff Meeting:

Team Contract



Project Plan Initiation



Goal:
Ensures requirements (business analysis 

information) is well organized and accessible to 

the right people. 



Elements within Requirements Management Plan:

 Requirement Abstraction

 Requirements Storage and Access

 Requirement Attributes

 Requirements Reuse

 Requirement Traceability

 Requirements Change Control Process

 Requirements Approval Process



Requirement Abstraction

Level of detail that is necessary

Based upon:

Complexity of requirement

 Importance to project

 Stakeholder needs

Development familiarity



Requirement Abstraction

“Users need to be able to log into the website.”

“Users need to be able to log into the website 

with their username and password.”

“Users need to be able to access the 

membership only area when they log into the 

website with their username and password.”



Requirement Abstraction

“The email entered must be valid.”

“The email entered must contain an @ symbol.”

“The email entered must contain an at [@] 

symbol with a period [.] symbol somewhere 

afterwards.”



Requirement Abstraction

What level of detail is necessary for our 

stakeholders to understand the project 

requirements?



Requirements Storage and Access

Defines where the requirements will be stored and 

how project stakeholders will access them.



Requirements Storage and Access

Formats

 Physical (paper, post-it notes, notecards, etc.)

 Digital (text, diagrams, models, etc.)

Storage

 Software (Trello, JIRA, Agile Central, VSTS, Jama, etc.)

 Cloud storage (OneDrive, Google Drive, SharePoint, etc.)

 Filing cabinet



Requirements Storage and Access

 Who needs access?

 What do they need to see?

 How often do they need to see it?

 How are they gaining access?

▪ Are there security considerations?

▪ Are there company approved tools?



Requirements Storage and Access

What format and tool will best enable our 

stakeholders the access they need to the 

requirements?



Requirement Attributes

 The requirements metadata (data about itself)

 Assists in many aspects of the project

▪ Stakeholder identification

▪ Project estimation

▪ Requirement conflicts

▪ Understand affects of changes



Requirement Attributes

 Adaptive

• Unique ID

• User Story (description & rationale)

• Acceptance Criteria (details)

• Estimate

• Priority

• Status



Requirement Attributes

 Predictive

• Unique ID

• Description

• Rationale

• Complexity

• Author

• Source

• Priority

• Status



Requirement Attributes

What requirement details are needed to 

appropriately understand the business needs?



Requirement Reuse

 Reutilize project requirements in multiple projects

▪ Company standards (quality, SLA, etc.)

▪ Regulatory requirements

▪ Business rules

▪ Business processes

 Putting this into perspective



Requirement Reuse

 Why consider it?

▪ Reduce elicitation and analysis effort

▪ Consistency across projects & products

▪ Use in training and documentation



Requirement Reuse

 Reusability modes

▪ Copy and Paste

▪ Copy and Link

▪ Link



Requirement Reuse

 Reusability modes

▪ Copy and Paste

▪ Copy and Link

▪ Link



Requirement Reuse

 Need to plan ahead

▪ Naming

▪ Structure

▪ Storage

 Adaptive vs Predictive



Requirement Reuse

Would saving any of our project requirements 

assist our other projects or initiatives?



Requirement Traceability

Ability to trace a requirement from original source 

through deployment and support

 Identifies when and why requirements changed

 Helps show what needs to be tested

 Validates the requirement is in the solution

 Assists post-implementation support 



Requirement Traceability

Common traceability techniques:

 Cross-reference

 Requirement Traceability Matrix (RTM)

 Software



Requirement Traceability

Is it critical to the project objectives that the 

lifecycle of requirements are traceable from 

the start of the project to the finish?



Requirements Change Control Process

Allows for projects to remain flexible to ever 

changing business needs while also understanding 

the impact of the requested change.

 Create a process to deal with the change



Requirements Change Control Process

Adaptive

 Identify the need for change

 Define reasoning and priority

 Document in Product Backlog



Requirements Change Control Process

Predictive

 Identify the need for change

 Define reasoning, priority, and project impact

 Present to Project Sponsor

 Approved

 Declined

 Deferred

 Update the requestor and project team of status



Requirements Change Control Process

 Change Request Form



Requirements Change Control Process

What will be our defined process when 

changes are identified throughout the project?



Requirements Approval Process

Define when and how requirements are approved 

by project stakeholders.

 Ensure requirements…

▪ Have enough detail

▪ Are understood and documented correctly

▪ Meet a business need (create value)

▪ Are up-to-date



Requirements Approval Process

Adaptive

 During grooming

 Sprint planning meeting

Predictive

 Segment is defined

 After all requirements are documented



Requirements Approval Process

When should we gain stakeholder approval of 

our project requirements?



Project Plan Initiation



Goal:
To create plans that can be followed for a 

successful project execution.



Elements within Define the Project Plan Details:

 Break Down the Project

 Set the Project Schedule

 Define a Quality Plan

 Release Planning

 Update Project Risks



Break Down the Project

Divide the project into logical parts to define how 

the work will be performed.



Break Down the Project

 Divide the project…



Break Down the Project

 Divide the project… into phases



Break Down the Project

 Divide the project… into components

Chart



Break Down the Project

Mind Map



Break Down the Project

Outline / List



Break Down the Project

 My favorite: Components + Chart



Break Down the Project

Solo:

 Determine division type (phases or components)

 Determine model (chart, mind map, outline)

 Self reflect

Project Team:

 Brainstorming session

 Workshop session



Break Down the Project

Solo:

 Determine division type (phases or components)

 Determine model (chart, mind map, outline)

 Self reflect

Project Team:

 Brainstorming session

 Workshop session Recommended



Break Down the Project

 Adaptive

▪ Story Map setup

▪ Product Backlog setup

 Predictive

▪ Work Breakdown Structure (WBS)



Break Down the Project

User story 

 Concise description of a feature

 Told from user or customer perspective

As a <type of user>, I want <some goal> 

so that <some reason>



Break Down the Project

As a student, I want the ability to send and receive 

private messages so I can interact with the instructor 

directly.

As an instructor, I want to see each student’s progress 

in the course so I can encourage and motivate to 

course completion.

As an employee, I want to have my check direct 

deposited into my bank account so I don’t have to 
keep track of a paper check.



Break Down the Project

User stories can be:

 Features

 Bugs

 Technical work

 Knowledge acquisition



Break Down the Project

Story Mapping



Break Down the Project

Story Mapping



Break Down the Project

Story Mapping



Break Down the Project

Story Mapping



Break Down the Project

Story Mapping



Break Down the Project

Product Backlog

 Holds user stories

 Changed and updated as needed

 Prioritized by importance



Break Down the Project

Product Backlog setup

 Initial fill of user stories

 Product team + Product Owner

 Write down everything you can think of

 Prioritize most important stories



Break Down the Project

 Adaptive

▪ Story Map setup

▪ Product Backlog setup

 Predictive

▪ Work Breakdown Structure (WBS)



Break Down the Project

Work Breakdown Structure (WBS)

 Deliverable oriented

 Organized into groups



Break Down the Project

Work Breakdown Structure (WBS)



Set the Project Schedule

 Create a Milestone List

 Estimate Activity Duration

 Create Project Schedule



Set the Project Schedule

Create a Milestone List

Milestone = Significant event in the project

 Sets goals

 Monitors progress



Set the Project Schedule

Create a Milestone List

Examples

 Location identified and booked

 Invitations created and sent

 Caterer identified and booked

 Agenda defined



Set the Project Schedule

Create a Milestone List

 Use SMART framework

 Keep small and frequent

 Easy to identify complete or incomplete



Set the Project Schedule

Estimate Activity Duration

Predicting the effort of activities

 Can be a number, a range, or buckets

 Estimates can and should be updated

 Many different estimating techniques



Set the Project Schedule

Estimate Activity Duration

Things to consider:

 Resources/special skills that will be needed

 Duration = elapsed time before task is done

 Duration ≠ how many hours to complete

 Based on complexity, effort, doubt



Set the Project Schedule

Estimate Activity Duration

Adaptive

• Relative estimate

• Placed into a bucket

• Updates usually 

cause minor impacts

Predictive

• Absolute estimate

• Measured in days

• Updates usually cause 

major impacts



Set the Project Schedule

Estimate Activity Duration

 Adaptive

 Fibonacci sequence

 T-Shirt sizes

 Big/Uncertain/Small (BUS)

 Predictive

 PERT

 ROM / SWAG



Set the Project Schedule

Fibonacci Sequence 

 Abstract value to represent size

▪ 1, 2, 3, 5, 8, 13, 21,…

 Each user story is compared to others and 

assigned “Story Points”

▪ Larger stories should be broken up if possible

 Number of points per sprint is the team’s velocity



Set the Project Schedule

T-Shirt Sizes

 Categorized into typical t-shirt sizes

▪ XS, S, M, L, XL

 Each user story is compared to others and 

assigned a t-shirt size

▪ Larger stories should be broken up if possible



Set the Project Schedule

Big/Uncertain/Small (BUS)

 Categorized into groupings

▪ Big, Uncertain, Small

 Each user story is compared to others and 

assigned to a group

▪ ‘Big’ stories should be broken up if possible

▪ ‘Uncertain’ stories need to be groomed or broken up

TIP: Also sometimes called 

TFB/NFC/1



Set the Project Schedule

During your Product Backlog setup

 Determine preferred estimation technique

 Add estimates to your defined user stories

▪ At least the top user stories



Set the Project Schedule

Estimate Activity Duration

 Adaptive

 Fibonacci sequence

 T-Shirt sizes

 Big/Uncertain/Small (BUS)

 Predictive

 PERT

 ROM / SWAG



Set the Project Schedule

PERT (Program Evaluation and Review Technique)

 Create three-point estimate

▪ Optimistic  (best case scenario)

▪ Pessimistic  (worst case scenario)

▪ Most Likely

(Optimistic + Pessimistic + (4 x Most Likely))

6



Set the Project Schedule

PERT (Program Evaluation and Review Technique)

 Optimistic = 4 days

 Pessimistic = 16 days

 Most Likely = 7 days

(Optimistic + Pessimistic + (4 x Most Likely))

6

(4 + 16 + (4 * 7))

6
(4 + 16 + 28)

6

48

6
8 days= = =

Estimate usually is +/- 10% of actual



Set the Project Schedule

ROM (Rough Order of Magnitude)

 High level estimate

 Not a high level of confidence

“This will take about two weeks”

TIP: Also sometimes called a 

SWAG estimate

Estimate usually is +/- 50% of actual



Set the Project Schedule

During your workshop session

 Determine preferred estimation technique

 Add duration estimate to each piece of the 

project

 Identify project dependencies



Set the Project Schedule

Dependency

 Activity depends on another being done?

 Can they be done in parallel?

 Can they overlap?



Set the Project Schedule

Dependency

 Mandatory dependencies

 Discretionary dependencies

 External dependencies



Set the Project Schedule

Create a Project Schedule

 Defines project start and projected end dates

 Lays out the project milestone dates

 Aligns expectations of project stakeholders



Set the Project Schedule

Create a Project Schedule

Adaptive vs Predictive

Adaptive

• Schedule based on 

sprint duration

Predictive

• Schedule based on 

activity duration



Set the Project Schedule

Create a Project Schedule: Adaptive





Set the Project Schedule

Adaptive Project Schedule Template



Set the Project Schedule

Create a Project Schedule

Adaptive vs Predictive

Adaptive

• Schedule based on 

sprint duration

Predictive

• Schedule based on 

activity duration







Define a Quality Plan

Outline the quality requirements, standards, and 

quality assurance mechanisms for a project



Define a Quality Plan

 Testing and Quality Assurance

 Defect Management

 Training Requirements



Define a Quality Plan

Testing and Quality Assurance

 Define who is responsible for testing

 Identify quality objectives for the solution

 Determine quality approach



Define a Quality Plan

Defect Management

 Guidelines for what is considered a defect

 Details on where to document

 Define how reported issues will be managed



Define a Quality Plan

Training Requirements

 Identify project team skill gaps to create the 

solution

 Understand user training needs to utilize the 

solution

 Define steps to get the users trained



Define a Quality Plan

Training Requirements

 Identify project team skill gaps to create the 

solution

 Understand user training needs to utilize the 

solution

 Define steps to get the users trained



Define a Quality Plan



Release Planning

Formulate a plan to begin using project deliverables 

in a production environment.



Release Planning

Adaptive

 How often will we release?

 What will be included in the next release?



Release Planning

Story Mapping

Release #1



Release Planning

Adaptive

 Done for each release

 Determine and engage resources needed for the 

release



Release Planning

Predictive

Plan how…

1. The solution will be rolled out to users

2. The users will be supported during the release 

window

3. The solution will be turned over to support



Release Planning

Predictive: Solution rollout

 All at once - All users utilize the full solution on day 1

 Phased - All users utilize pieces of the solution in staggered 

phases

 Pilot - A subset of users use the full solution on day 1, while other 

users use the full solution at a future date



Release Planning

Predictive: Support at release

 Release resources – Identify resources available to support 

the release 

 Reference materials – Documentation users can reference 

for self-support during release

 Issue reporting – Determine process for reporting or alerting to 

any defects or issues

 Meet with users – Schedule reoccurring meeting to discuss 

any issues found and answer questions 



Release Planning

Predictive: Turn over to support

 Identify support – Determine who will be supporting the 

solution after the release window 

 Documentation – Plan documentation that will need to be 

turned over to support (procedure manual, design 

documentation, troubleshooting common issues, etc.)

 Escalation contacts – Determine who will be the escalation 

contact should support be unable to resolve a critical issue



Release Planning

Predictive



Update Project Risks

 Update risks in Risk List and Assessment document
(document explained in Conduct a Strategy Analysis course)



Project Plan Initiation



Goal:
To appropriately plan for stakeholder engagement 

and communication.



Elements within Stakeholder Analysis & Engagement:

 Conduct Stakeholder Power Interest Analysis

 Create a RACI Matrix

 Create a Responsibility Assignment Matrix

 Define a Collaboration and Communication Plan



Utilize a stakeholder’s interest and influence to 

appropriately involve them in the project.

Conduct Stakeholder Power Interest Analysis:



Identify each stakeholder’s

 Interest level  (concern)

 Power level  (authority)

 Project engagement

Conduct Stakeholder Power Interest Analysis:

Very High

High

Low

Very Low

Unaware

Resistant

Neutral

Supportive

Leading



Conduct Stakeholder Power Interest Analysis:



Conduct Stakeholder Power Interest Analysis:



Conduct Stakeholder Power Interest Analysis:



Create a RACI Matrix:

Aligns the responsibilities of stakeholders to project 

tasks



Create a RACI Matrix:

 Eliminates confusion

 Alleviates power struggles

 Removes lack of ownership



Create a RACI Matrix:



Create a RACI Matrix:

R

A

C

I

esponsible

ccountable

onsulted

nformed



Create a RACI Matrix:

R

A

C

I

esponsible

ccountable

onsulted

nformed

 Who will be doing this task?

 Who is assigned to work on this task?



Create a RACI Matrix:

R

A

C

I

esponsible

ccountable

onsulted

nformed

 Who signs off on the task?

 Who has authority for the task?



Create a RACI Matrix:

R

A

C

I

esponsible

ccountable

onsulted

nformed

 Who has information about this task?

 Who is the Subject Matter Expert?



Create a RACI Matrix:

R

A

C

I

esponsible

ccountable

onsulted

nformed
 Who needs to be notified of the task status?

 Who needs to be provided the task results?



Create a RACI Matrix:



Create a RACI Matrix:



Create a RACI Matrix:



Create a RACI Matrix:



Solo:

 Determine actions/tasks

 Identify roles or stakeholder names

 Complete what is known

Project Team:

 Workshop session

Create a RACI Matrix:



Validation:

❑ At least one person is Responsible (R) per task

❑ At least one person is Accountable (A) per task

Create a RACI Matrix:

TIP: Best practice is to have only one 

person responsible for each task



Create a RACI Matrix:



Create a Responsibility Assignment Matrix:

Aligns the responsibilities of stakeholders to project 

activities



Create a Responsibility Assignment Matrix:

Primary Responsibility

Secondary Responsibility

Approval



Solo:

 Translate WBS activities to RAM

 Identify roles or stakeholder names

 Complete what is known

Project Team:

 Workshop session

Create a Responsibility Assignment Matrix:



Create a Responsibility Assignment Matrix:



Provides guidance on the communication 

needs for the project

Define a Collaboration and Communication Plan:



 Increases knowledge about the project

 Gains acceptance among stakeholders

 Provides opportunity for feedback

Define a Collaboration and Communication Plan:



Define a Collaboration and Communication Plan:

Kickoff Meeting
Project Status 

Reports

Meeting Notes



Details to include…

 Communication type

 Delivery method

 Frequency

 Audience

 Responsible

Define a Collaboration and Communication Plan:



Define a Collaboration and Communication Plan:



Define a Collaboration and Communication Plan:



Project Plan Initiation



Goal:
Establish performance measures in order to identify 

necessary actions to enable future success.



Elements within Set Performance Measures:

 Project Performance Measures

 Business Analysis Performance Measures



Project Performance Measures:

 Review project goals

Increase number of teenage (ages 13-19) customers who 

rate us very satisfied by 25% within 20 weeks

 Identify metrics

▪ Schedule adherence

▪ Customer satisfaction

▪ Quality assurance

▪ Cost variance

▪ Resource utilization

▪ Return on investment

▪ Missed milestones

etc.



Business Analysis Performance Measures:

 Identifies areas of improvement

 Provides actionable feedback

 Acknowledges and rewards achievement



Business Analysis Performance Measures:

 Identifies areas of improvement

 Provides actionable feedback

 Acknowledges and rewards achievement



Business Analysis Performance Measures:

1. Identify the metrics

2. Set the goals

3. Analyze results

KPI = Key Performance Indicator



Business Analysis Performance Measures:

Identify the metrics

 Accuracy and completeness

 Knowledge

 Effectiveness

 Organizational support

 Significance

 Strategic

 Timeliness



Business Analysis Performance Measures:

Set the goal

S

M

A

R

T

pecific – observable outcome 

easurable – track and measure the outcome 

chievable – feasible, can be done 

elevant – aligns with the project goals

ime-bounded – expected completion date identified



Business Analysis Performance Measures:

Analyze the results

 Send surveys, review project deliverables, etc.

 Compare results against defined measures

▪ Process

▪ Resources

▪ Deliverables

TIP: Utilize results to improve, not to 

compare between projects.



The BA Guide’s 

Business Analysis Process



Project Plan Initiation:

 Stakeholder identification

 Create a Project Charter

 Arrange and conduct a Kickoff Meeting



Requirements Management Plan:

 Requirement Abstraction

 Requirements Storage and Access

 Requirement Attributes

 Requirements Reuse

 Requirement Traceability

 Requirements Change Control Process

 Requirements Approval Process



Define the Project Plan Details:

 Break Down the Project

 Set the Project Schedule

 Define a Quality Plan

 Release Planning

 Update Project Risks



Stakeholder Analysis & Engagement:

 Conduct Stakeholder Power Interest Analysis

 Create a RACI Matrix

 Create a Responsibility Assignment Matrix

 Define a Collaboration and Communication Plan



Set Performance Measures:

 Set Project Performance Measures

 Set Business Analysis Performance Measures



The BA Guide’s 

Business Analysis Process





Provide outsourcing services

 IB/OB Sales

 IB/OB Customer Service

 Marketing

Company details

 Located in Florida

 Founded in 2014

 55 employees

 8 contractors/consultants



University of Wisconsin - Madison

 Public university

 Founded in 1848

 ~43,000 students

 Centron client since July 2017



Current State:

 Culture

 Organizational Chart

 Capabilities

 Project Proposal

 Processes

 Technology

Future State:

 Solution Scope

 Business Case

 Risk List

 Gap Analysis
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Methodology:

 Iterative (waterfall)





Requirement 
Abstraction



Requirement 
Storage & Access



Requirement 
Attributes



Requirement 
Reuse



Requirement 
Traceability



Requirement 
Change Control 

Process



Requirements 
Approval


