Looking in Opposite Directions at the Same Time


Looking in Opposite Directions at the Same Time
In Roman mythology the god of gates and doors is Janus.  He is depicted with two faces, one looking ahead and the other behind.  In his capacity as god of doorways, he is also the god of beginnings and endings and used by the Romans to symbolize change and transitions, beginnings, the launch of new enterprises.  The image of the god Janus looking forward to the new and backward at the old is an appropriate representation of the relationship between the Project Manager and the Business Analyst.
The Project Manager and Business Analyst have the same overall purpose:  a high quality project.  They must work and act in partnership to achieve that purpose.  They are, however, looking in two directions:  the Business Analyst is facing the customer and business community while the Project Manager is facing the project team and development community.  The Business Analyst is determining what must be done to successfully solve the business problem brought forth by the business community.  The Project Manager is determining how to efficiently solve the problem in a timely fashion.
According to the Business Analyst Body of Knowledge (BABOK) from the International Institute of Business Analysis (IIBA) (page 9):  “A business analyst works as a liaison among stakeholders in order to elicit, analyze, communicate and validate requirements for changes to business processes, policies and information systems.  The business analyst understands business problems and opportunities in the context of the requirements and recommends solutions that enable the organization to achieve its goals.”  More specifically, facing the business community, the Business Analyst has responsibilities for:
· Working with the business community to define the real business problem,
· Gathering information from the business community about the problem and possible solutions,
· Analyzing the gathered information to produce the solution to the business problem in the form of requirements,
· Documenting the requirements in a form that the project team can use to solve the problem, and
· Ensuring the problem is solved through testing and product evaluation after solution delivery.
According to the Project management Body of Knowledge (PMBOK) from the Project Management Institute (PMI) (page 8):  “Project management is the application of knowledge, skills, tools, and techniques to meet project requirements.  Project management is accomplished through the application of the project management process of initiating, planning, executing, monitoring and controlling, and closing.  The project manager is the person responsible for accomplishing the project objectives.”  In other words, facing the development community and upper level management, the Project Manager has responsibilities for:
· Establishing clear and achievable objectives for the project,
· Preparing and maintaining project plans,
· Assigning roles, assembling and supervising the project team,
· Monitoring progress and performance,
· Evaluating and reporting results and communicating with upper level management, and
· Balancing the competing demands for quality, scope, time and cost.
The Differences
While both the Project Manager and Business Analyst share a single goal:  project success, they have slightly different views of what success is.  The Project Manager wants to complete a project that is on time, within budget and delivers everything promised within that timeframe and budget.  The PMBOK defines “high quality projects” as those that “deliver the required product, service, or result within scope, on time, and within budget.”  The PMBOK does not relate the product, service or result to a specific business problem.  Thus, it is possible to have a successful project that does not solve a business problem.

The high quality project to a Business Analyst is one in which the business problem is solved completely and in such a way that the business community will actually use the product to solve their problem.  The Business Analyst provides the link between the result of the project, or the product, and the solution to the business problem.
The differences between the Business Analyst and Project Manager may be inherent in the type of person who typically populates each of these roles.  It’s almost a right brain and left brain situation.  The Project Manager tends toward logic and structure, for example, the structure of the project.  The Business Analyst tends toward creativity and relationships as evidenced by the creation of the requirements that define the solution to the business problem.
Consider the differences between the IT manager and the business manager as described by Mark Goulston, MD, in an article in CIO magazine (November, 2005):  “If you're an IT person, there are three things that are likely to be true about you:  1). You're better with things and information than you are with people (especially where confrontations are required).  2). With regard to technology, you're as focused on what needs to be done to make IT work as you are on what it might actually do for the business.  3). You're most likely male…Consider the typical make-up of the Business [Analyst]:  1). They're better with people and information than things … 2). With regard to technology, they're more focused on what they want IT to do than what needs to be done to make it work.  3). They're most likely male too.”
Some of the differences between the Business Analyst and Project Manager can be found in their respective lexicons.  The Project Manager wishing to work with the Business Analyst should understand some of the differences in viewpoints between them.
While the Project Manager considers the stakeholder to be all “persons and organizations that are actively involved in the project, or whose interests may be positively or negatively affected by execution or completion of the project” (PMBOK Glossary), the Business Analyst defines the product stakeholders to be those in the business community who are affected by the business problem and who are impacted by the solution.  The Project Manager has a wider range of stakeholders to deal with including those involved with the development of the solution and those who are managing the overall effort. 

The Project Manager must be always aware of the triple constraints, balancing schedule, resources, and scope.  The Business Analyst is only concerned about the schedule when there is a product deadline, such as a government regulation that has to be met by a certain date or some negative consequence will befall the organization.  Basically, the business community doesn’t care when the problem is solved as long as it is solved, and would prefer that it be solved yesterday, so any project deadline is artificial and too late.  The Business Analyst has no concern for project resources as long as the problem is solved.  The Business Analyst’s concept of scope is more limited than that of the Project Manager.  The Business Analyst is concerned with product scope:  what must be done to solve the problem and achieve the vision.  The Project Manager’s scope is “the work that must be performed to deliver a product, service, or result with the specified features and functions.”
The biggest difference between the two roles is the authority.  The Project Manager is granted the authority to get the project done and the objectives met.  Except in the case of a Business Analyst team working on the same project, where one Business Analyst is the manager of the team, the Business Analyst typically has no vested authority and must rely on influence to make things happen.  The primary influence the Business Analyst must exert is with the Project Manager in the form of the requirements document, the business case or project charter, and the relationship the Business Analyst has with the business community.
In the end the Project Manager is held responsible by upper level management for the success of the project in terms of on-time, within budget performance.  If the project delivers the product as specified within the project constraints, the project is successful.  The Business Analyst is held responsible by the business community – the product stakeholders – for the solution to the problem that was initially defined.  Being the customer-oriented face of Janus, it is the Business Analyst who is the embodiment of the solution.  Should the project be successful and yet the product not solve the problem, the Project Manager will be lauded and the Business Analyst must face the customer to explain why.  On the other hand, when the customer is satisfied with the solution, and the project is late and over-budget, the Project Manager is the one taking the heat while the Business Analyst receives the thanks of a grateful constituency.
The wise Project Manager embraces the differences in the outlooks of the Business Analyst and herself.  The relationship the Business Analyst has with the business community and the Business Analyst’s knowledge of the business provides the Project Manager with the perspective she needs to embrace the entire scope of the project while still focusing on the development of the solution.  The focus the Business Analyst has on the quality delivery of the solution provides a check and balance to the Project Manager’s focus on schedule and resources especially when there is a temptation to cut quality to achieve an imposed deadline.  The Business Analyst can better relate project status and problems to the business community in terms that they can understand and deal with, relieving the Project Manager of the sometimes unsavory task of reporting bad news to the customer or having to negotiate for more time and/or money.
The Similarities
Being two sides of the same coin, there must be a number of shared traits between the Project Manager and Business Analyst.  Both must be good communicators with their respective constituencies.  Both must be versed in negotiation skills which they will be bringing into play constantly during the project, especially between each other.  While the Project Manager needs to be a mediator for technical and team issues, the Business Analyst tends to mediate among all parties to keep things on track.
Both the Project Manager and the Business Analyst are involved in the final solution definition.  The Business Analyst defines what must be done to solve the problem and the Project Manager conditions that solution based on the technical and management constraints of the project.  It is then the Business Analyst’s job to influence the business community to accept the solution and the Project Manager’s job to influence the team into implementing that solution.
The successful Project Manager working with a Business Analyst will assign ownership of the requirements document to the Business Analyst.  The Business Analyst will be responsible for tracking all changes made to requirements during the solution development life cycle, ensuring changes have been approved, and approved changes are recorded in the requirements baseline document.  The Project Manager will also assist the Business Analyst in that effort by requiring her team to work with or consult the Business Analyst for all variances from the requirements.
The Fit
The Business Analyst and Project Manager have certain roles to play during the solution development life cycle.  The general activities of each during the life cycle are depicted in the table below.
	Phase
	Initiation
	Planning
	Requirements
	Design
	Build
	Test
	Acceptance

Test
	Deploy
	Post Project

	Project Manager 
	
	Creates project plans
	Builds team

Monitors status
	Builds team

Monitors status
	Manages Project 

Monitors status
	Manages Project 

Monitors status
	Manages Project 

Monitors status
	Project close
	

	Business Analyst
	Prepares business case
	
	Defines requirements 
	Maintains requirements changes
	
	
	Creates test cases

Manages effort
	Ensures
readiness
	Product evaluation


There are a number of collaborative points during the solution life cycle where the Project Manager and Business Analyst are working in tandem and other points where one or the other takes the lead in the process.  The first of these points is during Project Initiation and the development of the project charter.  The PMBOK says (page 81) “A project initiator or sponsor external the project organization, at a level that is appropriate to funding the project, issues the project charter.”  In real business life the role that is at the level “appropriate to funding the project” usually doesn’t have the detail expertise to provide the detailed information necessary to define the project so that first a decision can be made to solve the problem and second the plans can be made to do so.  This implies that some other role be available to assist in creating the project charter.  Enter the Business Analyst.  While the PMBOK does suggest that the Project Manager might be available to help devise the project charter – “A Project Manager is identified and assigned as early in the project as is feasible.  The Project Manager should always be assigned prior to the start of planning, and preferably while the project charter is being developed” – there is an inherent conflict of interest.  A Project Manager might be more interested in setting up the conditions for a successful project than in defining what must be done to solve the business problem.  While the Project Manager is usually the first person assigned to the project, the Business Analyst is usually involved with the definition of the project before it becomes a project.  The Business Analyst is assisting the business define the business case or project charter.
Once a project is underway, the Business Analyst typically works on the project team defining the requirements that specify the solution to the business problem.  Once the requirements have been defined, the Business Analyst maintains involvement with the SDLC to ensure that all changes are posted to the baseline requirements document and to facilitate issues between the development and business communities.
At the end of the project while the Project Manager is performing lessons learned, administrative close out and preparing for the next project, the Business Analyst is working with the business community to make sure they are ready to receive the solution, that the natural resistance to change is minimized, and that there are no untoward problems with the delivery.  This effort is post-project and may continue until the business community is fully comfortable with and using the solution to eradicate the problem.

A Project Manager who knows where the Business Analyst fits in the overall solution development life cycle will be able to use the skills, talents, and especially the knowledge of the Business Analyst at the appropriate times.

Final Note
Many problems arise with new Project Managers, especially those from technical side of the organization, who are given the chore of playing both the Business Analyst role and the Project Manager role.  Keeping their Project Manager role as primary because usually that is their title and their compensation is based on their achievements as Project Manager, they tend to start negotiating the project constraints as soon as the business sponsor or customer starts defining what is needed.  Being from the solution side, the Project Manager starts coming up with solutions sometimes before the problem is fully stated.  Similarly when the Project Manager focuses on defining the requirements or negotiation with the business to change the requirements she may return with changes that cannot be implemented within the project schedule or budget.
The Project Manager playing both roles must attempt to focus only on one role at a time to the best of her ability.  She must also make it clear which role she is playing at any given time so that the team and stakeholders are aware of the viewpoint being expressed.  It’s not the ideal situation.  It will help clarify and simplify the many decisions the unitary Project Manager has to make.

A high quality project requires a view of both the needs and attitudes of the business community who have the problem to be solved, and a view of the development community as they solve the problem.  It is difficult for a single person to balance the pressures of both communities successfully.  The alternative is to forge a Janus-like partnership between the Business Analyst and the Project Manager where both are aiming at the same target and achieving the same vision.  When the two are working in tandem, while serving their respective communities, the results are harmonious for the project and the organization.
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