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Adapting BA Practices for 
Complex Projects 

Part I 
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The Challenge 
Practices to Manage 

Complexity 

Diagnosing  

Complexity 
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Infrastructure 

The Global Challenge 
The 
Integrated 
Economy 

The 
Internet 

The Financial 
& Political 
Crises 

Hyper- 
Connectivity 

Information 
Technology 

Innovate or 
Evaporate 
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Complexity 

Tom Friedman, That Used to be Us 



Just 7 Years Ago… 

Facebook 

Twitter 

LinkedIn 

The Cloud 

An Application 

4G 

Skype 

―Didn’t exist 

― Was a Sound 

― Was a prison 

― Was in the sky 

― Was something you used to get into college 

― Was a parking space 

― Was a typo 

 

 
Tom Friedman, author of “That Used to be Us”  

Meet the Press, Sept. 4, 2011 
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…Fast Forward to NOW 

If I have an idea, I can go to: 

Taiwan 

Abu Dhabi 

Amazon.com 

Craig’s List 

Freelance.com 

― Product Design 

― Low-cost Manufacturing 

― Fulfillment and Delivery 

― An Account 

― A logo 

 

Tom Friedman, author of “That Used to be Us”  
Meet the Press, Sept. 4, 2011 

Traditional Work Has Been Commoditized 
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Traditional Jobs are Not Coming Back 

ÅMany companies in Silicon Valley do quarterly 
reviews 

ïThey can’t wait to find out they have a poor team leader 

ïThey can’t find the employees they need 

ÅEmployers are looking for 

ïCritical thinking 

ïAbility to 
ÅAdapt, invent, and re-invent  

ÅCollaborate, create, and innovate 

ÅLeverage complexity to compete 
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Tom Friedman, author of “That Used to be Us”  
Meet the Press, Sept. 4, 2011 



 

ñWe do not have the creative 

talent needed to innovateò 
 

  

  
  

Complexity  

is our biggest 

challenge 

Creativity  
is the most 

important 

leadership quality 

ñWe doubt our 

ability to 

manage 

complexityò 

1,500 CEOs Can’t Be Wrong 
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The 10 Commandments of  
Steve Jobs to Innovate 

1. Go for perfect 

2. Tap the experts 

3. Be ruthless 

4. Shun focus groups 

5. Never stop studying 

6. Simplify 

7. Keep your secrets 

8. Keep teams small 

9. Use more carrot than 
stick 

10. Prototype to the 
extreme 
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Source: Exit the King, Newsweek, Sept. 5, 2011 



Achieving Innovation  

Problem analysis  
Experimentation  
Opportunity analysis 
Business requirements 
Search for alternatives 
Solution assessment 
System requirements 
Feasibility analysis 
Business case analysis 
Benefits management 
Capitalizing on complexity 

Business Analysis 
 

Planning 
Execution 

Monitoring 
Controlling 

Prioritization 
Communication 

Risk management 
Conflict resolution 
Issue management 
Team management 

Managing complexity 

Project Management 
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Implementing the  

Innovation 

Arriving at the Creative 
Decision 
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The Troubling  IT Performance 

 

 

Only 37% of projects 
delivered on time, 
on budget, with 
required features and 
functions 

CHAOS Report 2011 
 Standish Group 

 

The Cause:  
Gaps in Business Analysis and 
Complex Project Management 

The Cost:  

USD 1.22 trillion/year  in the US             
USD 500 billion/month Worldwide 
If we could solve the problem of IT failure, the US could increase GDP by USD 1 
trillion/yr.                      Roger Sessions, Simple Architectures for Complex Enterprises 
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80% of Projects on 
Time, Scope, 

Budget 

Innovative 
Solutions 

Value to the 
Customer  

Wealth to the 
Organization 

We Need to Change our Project Approach 
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Project Complexity Exceeds our Capabilities 
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Greatest % of Challenged Projects:

§Greater Than 30% Over BSS

§30% Over BSS

§20% Over BSS

§10% Over BSS

§On Track
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1. Diagnose 
Project 

Complexity 

2. Assign 
Competent 

Leaders 

3. Select the 
Project 

Approach 

4. Manage 
Complexity 
Dimensions 
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     Diagnosing Complexity 

ñEvery organization ðnot just businessðneeds 

one core competence: innovationó  
Peter Drucker 
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The Project Complexity Model 
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Complexity 

Dimensions 
Project Profile 

Independent - Low 

Complexity Project 

Moderately Complex 

Project 
Highly Complex Project 

Highly Complex Program 

ñMegaprojectò 

1. Size/Time/Cost 
Size: 3–4 team members  
Time: < 3 months 
Cost: < $250K 

Size: 5–10 team members  
Time: 3–6 months 
Cost: $250–$1M 

Size: > 10 team members 
Time: 6 – 12 months 
Cost: > $1M 

Size: Multiple diverse teams 
Time: Multi-year 
Cost: Multiple Millions 

1. Team Composition and 
Past Performance 

¶ PM: competent, 
experienced 

¶ Team: internal; worked 
together in past 

¶ Methodology: defined, 
proven 

¶ PM: competent, 
inexperienced 

¶ Team: internal and 
external, worked together 
in past 

¶ Methodology: defined, 
unproven 

¶ Contracts:  
straightforward 

¶ Contractor Past 
Performance: good 

¶ PM: competent; poor/no 
experience with complex 
projects 

¶ Team: internal and 
external, have not worked 
together in past 

¶ Methodology: somewhat 
defined, diverse  

¶ Contracts: complex 
¶ Contractor Past 

Performance: unknown 

¶ PM: competent, poor/no 
experience with 
megaprojects 

¶ Team: complex structure 
of varying competencies 
and performance records  
(e.g., contractor, virtual, 
culturally diverse, 
outsourced teams) 

¶ Methodology: undefined, 
diverse Contracts: highly 
complex  

¶ Contractor Past 
Performance: poor 

1. Urgency and Flexibility of 
Cost, Time, and Scope 

¶ Scope: minimized 
¶ Milestones: small 
¶ Schedule/Budget: flexible 

¶ Scope: achievable 
¶ Milestones: achievable 
¶ Schedule/Budget: minor 

variations 

¶ Scope: over-ambitious 
¶ Milestones: over-

ambitious, firm 
¶ Schedule/Budget: 

inflexible 

¶ Scope: aggressive 
¶ Milestones: aggressive, 

urgent  
¶ Schedule/Budget: 

aggressive 
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and Past 
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time, and Scope

Clarity of Problem, 

Opportunity, 
Solution

Requirements 
Volatility and Risk

Strategic 

Importance, 
Political 

Implications, 
Stakeholders

Level of Change

Risks, 

Dependencies, and 
External Constraints

Level of IT 
Complexity

Project #3 - Product Innovation

Highly Complex Project 
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Discussion 
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ÅHow complex is your project? 
ïLow complexity 
ïModerately complex 
ïHighly complex 
ïHighly complex mega project 

ÅDo you expect your current project to: 
ïMeet cost, schedule, scope commitments? 
ïBe 10% challenged for cost, schedule, or scope? 
ïBe 20% challenged? 
ïBe 30% challenged? 

 

http://images.google.com/imgres?imgurl=http://www.granitegrok.com/pix/question mark.jpg&imgrefurl=http://granitegrok.com/blog/misc/&usg=__21CIf2BeLGlv9x2VYS8lx4NhwdQ=&h=332&w=376&sz=48&hl=en&start=14&sig2=3cRoOFwIEJYsZ50xdRvoJw&tbnid=qSOPIESc9g6VkM:&tbnh=108&tbnw=122&prev=/images?q=question+mark&gbv=2&hl=en&ei=EMBIS7_fIJamM7Se8I8J


     
Practices to Manage  

Complexity 
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ñEveryone is Creativeò 

Edward de Bono, Ph.D. 
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Assign Competent Project Leaders 

1. Diagnose 
Project 

Complexity 

2. Assign 
Competent 

Leaders 

3. Select the 
Project 

Approach 

4. Manage 
Complexity 
Dimensions 
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PM/BA as Creative Leader 

Collaboration 

    Vision Innovation 
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LEVEL 2

LEVEL 1

It’s About Leadership NOT Management 

©KHass and Associates, Inc. 



Traditional Project Team

Business 

Team &
End-users

IT          

Architecture

Team
Test

Team

Project 

Manager

Business 

Sponsor

Business

Analyst

Team 

Leads

Test 

Manager
Architect 

Business

Visionary

Development

Team

Core Project Team Concept

Business 
Team &

End-users

IT          

Architecture

Team

Test

Team
Project 

Manager

Business 

Sponsor

Business

Analyst

Team 

Leads

Test 

Manager

Architect 

Business

Visionary

Development

Team

SMEs

It’s About 
Shared 

Leadership 
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It Takes a Team to Lead Complex Projects 
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© K. Hass and Associates, Inc.   
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Use Complexity Thinking to Make PM 
and BA Assignments 

Low 
Complexity 

Projects 

Moderately 
Complex 
Projects 

Highly 
Complex 
Programs 

 
New 

Business 
Strategy and 
Innovation 

Highly 
Complex 

Projects and 
Programs 

PMs and BAs 

Senior PMs and 
BAs 

Complex Project 
Managers and 
Enterprise Business 
Analysts 

Strategic Business 
Consultants 

PMs increase their probability of having a 
successful project by 400% with an elite BA 

BA Benchmark Study, 2008 



Discussion: 

ÅWhat teams have you observed that you 
would consider great? 

ÅWhat do these teams have in common? 

25 

It’s Also About Great Teams  

©KHass and Associates, Inc. 



You’ll Know a Great Team When I See One  

ÅSmall but mighty 

ÅCore full-time leaders 

ÅShared leadership 

ÅHighly trained 

ÅHighly practiced 

ÅMulti-skilled 

ÅExperienced 

ÅPersonally  accountable 

ÅExpertly coached 

ÅDiverse 

ÅUnderstand strategic 
criticality of  
the effort 
ïCommon values and 

guiding principles 

ïPassionate about the 
mission 

ïKeep Score 

ïConstantly improve 

 

©KHass and Associates, Inc. 
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ÅHow is your project leadership team 
organized? 

1. PM in the lead 

2. PM and BA co-leading 

3. Shared Leadership Team leading: PM, 

BA, Business Visionary, Lead 

Technologist 

 

Discussion 

http://images.google.com/imgres?imgurl=http://www.granitegrok.com/pix/question mark.jpg&imgrefurl=http://granitegrok.com/blog/misc/&usg=__21CIf2BeLGlv9x2VYS8lx4NhwdQ=&h=332&w=376&sz=48&hl=en&start=14&sig2=3cRoOFwIEJYsZ50xdRvoJw&tbnid=qSOPIESc9g6VkM:&tbnh=108&tbnw=122&prev=/images?q=question+mark&gbv=2&hl=en&ei=EMBIS7_fIJamM7Se8I8J


Select the Right Project Approach 

28 

1. Diagnose 
Project 

Complexity 

2. Assign 
Competent 

Leaders 

 
3. Select the 

Project 
Approach 

4. Manage 
Complexity 
Dimensions 
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Low Complexity 

Independent 

 Projects 

Linear Approaches: 

The Waterfall Model 

The RAD Model 
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The 
Waterfall 

Model  

The Rapid 
Application 

Development 
Model  
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When do Linear Methods Work? 

ÅMaintenance, enhancement, continuous 
improvement, well-understood  projects 
when: 

ïBusiness problem, opportunity, and solution 
are clear 

ïRequirements are well understood 

ïNo major changes are expected  

ïWe have successfully done this before 
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Challenges with Linear Models 

ÅRequirements 
ïThe nature of requirement volatility prevents clean transition from 

phase to phase without iterating 

ïAs requirements and design defects are discovered, must go back to 
the beginning phases 

ÅChange Management 
ïThe “Big Bang” delivery of the solution is rarely successful 

ï It takes so long, business requirements have changed 

ïDoes not allow for adjustments to the solution  
as learnings occur 

ÅEstimating 
ïWe suffer from the “Conspiracy of Optimism” 

33 

We Just Aren’t That Good at: 

©KHass and Associates, Inc. 



Best Practices 
ÅReduce or eliminate  interdependencies  
ïTo reduce complexity 

ïFeature-driven requirements 

ÅPrototype - Visualize 
ïFor requirements understanding 

ïTo reduce risk 

ïTo prove a concept 

ÅUse integrated tools  
ïFor traceability 

ïFor integration 

ÅEvolve requirements 
ïContinuously validate, evolve, and improve requirements and the 

solution throughout the project 

ïFreeze design at the last responsible moment 
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Core 

#1 
#2 

#3 
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     Complex Projects 

Iterative Approaches: 

The Agile Model 
 

 

 

òéthe nations and people who master the new sciences of 

complexity will become the economic, cultural, and political 

superpowers of the next century.ó  

Heinz Pagels, Physicist 
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Complex Projects 
Need to be the Hotbed of Creativity 

36 

Standout companies use projects to:  
ü Change work culture  

ü Reinvent business models  

ü Unlearn past success formulas  

ü Transform outmoded systems  

ü Reduce the number of trivial projects  

ü Co- create innovative new products and services with:  

Å Employees  

Å Customers  
External partners  

©KHass and Associates, Inc. 



Linear  Adaptive 

Structured, orderly, disciplined Spontaneous, disorganized 

Relies heavily on plans Evolves as more information is 

known 

Predictable, well defined, repeatable Surprising, ambiguous, unique, 

unstable 

Unwavering environment Volatile and chaotic environment 

Proven technologies  Unproven technologies 

Realistic schedule Aggressive schedule, urgent need 

} 21st century projects are chaotic, unpredictable 

}Methods that work on small projects break down 

} Combine the elements of classical PM practices, agile methods, 
and lean product development  

 Why are Traditional Approaches Not Enough? 

37 
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The 
Agile 

Model  
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Why do Adaptive Methods Work? 

ÅAgile decomposes the large batches of the waterfall 
model into a series of time-boxed iterations 

ÅThese smaller batches accelerate feedback, producing 
huge benefits 

ïEasier mid-course correction 

ïHigher quality 

ïGreater release frequency 

ïBetter IT/Business alignment 

39 

Source: Agile Software Requirements: Lean Requirements Practices for 
Teams, Programs, and the Enterprise, By Dean Leffingwell 

Agile Development 
Å 50% faster to market 
Å 25% more productive 
Å ¼ of expected defects 

©KHass and Associates, Inc. 
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Challenges with Adaptive Models 

The Culture must Support the New Assumptions 

üProjects will adapt to changing conditions and as more is learned 

üEmployees are valuable assets 

üAutonomous teams are the basic problem-solving mechanism 

üMinimal up-front planning/requirements 

üWelcome change that adds value 

üReduce the cost of 
change  through  
iteration 
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Agile with Distributed Teams 

Removes a key cornerstone of agile 

Defect rates double 

Tools are essential to:  

Gain back real-time communication 

Visualize, simulate integrate, validate 

©KHass and Associates, Inc. 



Best Practices 
ÅChallenge the belief that it is feasible to  

develop valid requirements up front 

ïCustomers don’t always know what they want 

ïIf they know, they can’t describe it 

ïThey often describe a solution vs. the real need 

ïThe context constantly changes 

ÅEvolve requirements as more is learned 

ÅInvolve all customers to validate  
requirements 

41 

Requirements, the Agile Way, Don Reinertsen , 
Projects@Work.com, February 23, 2011 

©KHass and Associates, Inc. 
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Analysis of 
Requirements, 
Possibilities, 
Innovations 

Synthesis, 
Combination, 
Experimentation, 
Feasibility, Business 
Case 

Solution 
Assessment, 
Validation, 
Refinement 
 
Requirements 
Evolution 

Iterate to Innovate! 

V Start with the understanding that even the best requirements will 
contain major errors, and the errors grow exponentially with time 

άwŀǘƘŜǊ ǘƘŀƴ ǳǎƛƴƎ ƘŜŀǾȅ ŦǊƻƴǘ-end investment to 
create perfect ǊŜǉǳƛǊŜƳŜƴǘǎΧ 

Invest in creating processes and infrastructure that 
can rapidly detect and correct poor fits  
between our solution and the  
ŎǳǎǘƻƳŜǊΩǎ ŜǾƻƭǾƛƴƎ ƴŜŜŘǎΦέ 

Requirements, the Agile Way, Don 
Reinertsen , Projects@Work.com, 
February 23, 2011 
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“Just Enough” Requirements 
ÅAt the Beginning: 
ïSpreadsheet of features and independent user 

stories 

ÅEach sprint a mini-SDLC  
ï5-9 members teams : PM, BA, SME, QA, DEV 

ïLightweight requirements models 
ÅSimple low-fidelity mockups 

ÅIndependent user stories  

ïIf needed: structured use cases 

ïValidate via simulation to find errors  
and identify missed requirements 
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Keep the Focus 
ÅThe BA keeps the focus on value 
ïFoster creativity and innovation 

ïDevelop “Firm Basic Requirements” 

ïCreate a release plan prioritized by  
business value 

ïValidate after each sprint and each release 

ïMeasure real benefits after each release 

ÅThe PM keeps the focus on complexity management 
ïFoster creativity and innovation  

ïBuild an infrastructure that is flexible 

ïContinually adapt, re-invent 

44 ©KHass and Associates, Inc. 



     Highly Complex Projects 

Extreme Approaches: 

Discovery, then Modular Model  

Evolutionary Prototyping Model 

 

 

òWelcome a certain amount of complexity and churn because it 
creates a chemical reaction that jars creative thinking.ó  

Colleen Young, VP and Distinguished Analyst and IT Adviser, Gartner 
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The Most Creative, Productive State 

46 

Complex systems fluctuate between: 
ƁEquilibrium: paralysis, death 

ƁChaos: unable to function 

The genius of Complexity -  
it nourishes creativity 

©KHass and Associates, Inc. 



CPM Models Still Emerging 
}Combining  elements of existing models 
ƁIterative learning 

ƁAdapting and evolving 

ƁExperimenting 

ƁDelayed decision-making 

}Experimenting with contemporary practices 
ƁLate design freeze  

ƁBuilt-in redundancy 

ƁLots of experimentation 

ƁDesigning and building prototypes for multiple parallel 
solutions 
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Extreme Models 

ÅScaled-up Agile practices 

ÅMinimal early requirements 

Å“Emergent Architecture” - through many short 
experimental iterations to determine goals and identify 
the most viable solution 

ÅCustomer involved until the solution emerges 
ÅTerminates after the solution is found 

ÅOr when the sponsor is unwilling to fund any more research 

ïThen transitions to one of the other models 
 

 

48 

Source: Doug DeCarlo, eXtreme Project Management: Using Leadership, 
Principles, and Tools to Deliver Value in the Face of Volatility, 2004  

©KHass and Associates, Inc. 



Source:  Center for Strategic International Studies, 
Organizing for a Complex World, Developing Tomorrowõs 

Defense and Net - Centric Systems, 2009  

Discovery, 
Prototype, Then 

Modular  
Development 

Model 
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Challenges with Extreme Models 

ÅKnowing how long to keep your options open 

ÅBuilding options into the approach without 
undue cost 

ÅBringing the right group of experts to discover, 
experiment, create, innovate 
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Discussion 
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ÅWhat project model are you using? 

ÅWould it help project performance to use a more 
adaptive method? 

ÅWhat are the barriers to using adaptive methods? 

ÅWhat can you do to remove  
the barriers? 
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www.kathleenhass.com 

Adapting Practices for Complex 
Projects 
Part II 

52 © K. Hass and Associates, Inc.  



53 © K. Hass and Associates, Inc.  

1. Diagnose 
Project 

Complexity 

2. Assign 
Competent 

Leaders 

 
3. Select the 

Project 
Approach 

4. Manage 
Complexity 
Dimensions 

Capitalize on Complexity   
to Drive Innovation 



Long-Duration Project 

ÅUse micro-projects 

ÅLimit dependencies 

ÅMinimize scope 

ÅEnd when ROI is achieved 

Causes of Complexity: team fatigue, managing constant 
change, sheer volume of work 
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Large, Distributed Project Teams 

ÅFocus on creative team leadership 

ÅGet the “Right Stuff” 

Å Instill a culture of discipline 

Å Lead vs. manage 

Causes of Complexity: multi-layered interdependent teams, 
unpredictable human behaviors, communication, coordination, 

cultural differences, integration 
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Innovative Urgent Projects 

ÅHand-pick the best resources 

ÅFoster experimentation, imagination, 
prototyping, “out-of-the-building” thinking 

ÅUse “last responsible moment” 
 decision making 

ÅDrive innovation 

Causes of Complexity: high stakes, high visibility, team 
pressure, confusion, mistakes, misinformation 

What is 
unprecedented? 

What is 
commercially 

viable? 

What is 
technically 
possible? 

INNOVATION 

Complexity Breeds Creativity 
56 © K. Hass and Associates, Inc.  



Ambiguous Problem or Solution 

Å Clarify business objectives 
Å Foster creativity and innovation through edge-if-chaos management 
Å Imagine, experiment, challenge, prototype 
Å Validate, Validate, Validate 

Causes of Complexity : ambiguity, unclear objectives, 
stakeholders, project boundaries, scope, dependencies 
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Volatile Requirements 

ÅInvolve customers throughout 

ÅUse requirements integration teams 

ÅWelcome changes that add value 

ÅReduce cost of change through 
iteration 

Causes of Complexity: Requirements interdependencies, 
overlaps, inconsistencies, changes, traceability  

Analysis of 
Requirements, 
Possibilities, 
Innovations 

Synthesis, 
Combination, 
Feasibility, 
Business Case 

Assessment, 
Validation, 
Refinement 

Let Requirements Evolve 
58 © K. Hass and Associates, Inc.  



Strategic, Highly Visible Projects  

ÅDevelop a political management 
plan 

Å Insist on an executive sponsor 
and a steering committee with 
effective decision-making 

ÅBecome a public relations expert 

ÅBuild strong relationships 

Causes of Complexity: political maneuvers, power struggles, 
changing strategies, inconsistent expectations 
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Large-Scale Organizational Change 

ÅEstablish a cultural change 
framework 

ÅEstablish a clear, compelling 
vision 

ÅBuild an influential guidance 
team 

ÅEstablish a sense of urgency 

Causes of Complexity: resistance to change, complacency, 
loss of executive support, unclear vision, culture blocks 

What’s In It For Me? 
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Risks, Dependencies, and External 
Constraints 

ÅMap, visualize, remove dependencies  

ÅAssign owners to dependencies  
and uncertainties 

ÅEstablish a framework for  
managing external partner  
dependencies 

ÅDesign only one-way dependencies 

Causes of Complexity: unknown dependencies and constraints, 
unpredictable reactions to change, unintended consequences, 

outsourced team dependencies, regulations 

Core 

#1 
#2 

#3 
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IT Complexity 

ÅDesign for people 
ïSolutions that empower customers 

ÅBuild for change 
ïLimit component dependencies 

ÅUse iterative development 
ÅLaunch application  

modernization effort 

Causes of Complexity: systems of systems, unknown and 
unproven technology, multiple contractors 
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Define 
Opportunity 

Generate 
Ideas 

Decide 
Quickly 

Model 
Test 

Refine 

The Continuous Innovation Loop 
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The Seven Principles of Continuous 
Innovation: the Heart and Soul of the BA 

1. Delighting Clients 

2. Self-Organizing Teams 

3. Client-Driven Iterations 

4. Delivering Value to Clients in Each Iteration 

5. Radical Transparency 

6. Continuous Self-Improvement 

7. Interactive Communications 
              

    Source: Stephen Denning, The Leader's Guide to Radical 
Management: Reinventing the Workplace for the 21st Century 



Discussion 
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ÅWhich complexity dimensions exist on your 
project? 

ÅWhat complexity management strategies are you 
using to reduce the adverse impact of the 
complexity? 
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Kathleen Hass and Associates 

Contact us today to register for our support program providing help to 
implement mature BA Practices 

Principal Consultant 

kittyhass@comcast.net 

303.663.8655 

 

IIBA Board of Directors 

Kitty.Hass@iiba.org  
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