
PRINCIPLES OF BUSINESS ANALYSIS AND PLANNING HORIZONS

Principles Description Strategy Horizon Initiative Horizon Delivery Horizon

Guides business analysis practitioners to analyze the need in the 
context of the big picture, focusing on the business context and why a 
change is necessary

It is applied when Bas work with decion maker to make effective 
decision

It is applied when when decisions to satisfy needs are made.

It is applied when there is a shared understanding of how 
individual stories advance the business outcomes and value is 
created, and there is a means to measure progress against 
desired goals.

Understanding of the context, solution, stakeholders
Holistic view of the context - and realistic undrstanding of AS IS, 
Strengths and Challenges

BAs see the Whole when analyzing which solution components to 
deliver next and the determination if a need has been satisfied, 
even if all the solution components have not been delivered.

BAs ensure that each item in the backlog is prioritized and 
sequenced in order to contribute to the overall goal of the 
solution.

Influenced by System thinking 
Understand  context - evaluation - feedbacks - deep collaboration 
with stakeholder

BAs make this assessment based on the identified strategic need, 
not the output of solution components delivered.

During reviews and retrospectives, recommendations for 
improvement are assessed to determine if they have a positive 
impact on the overall delivery of the solution.

Guides business analysis practitioners in ensuring solutions incorporate 
the voice of the customer through a clear understanding of the 
expected user experience.

the agile principle of Think as a Customer is applied when business 
analyysis practitioners maintain a strategic focus on customer 
value.

It is applied when the priority and sequencing of solution 
components are assessed.

It is applied when BAs align the value being delivered to the 
customer experiences learned from feedback.

Understanding the needs 
Thinking as a customer provides a clear focus on customer value 
and helps the organization to set goals and align work across the 
organization.

BAs thinking as a Customer support creating a viable solution with 
the least amount of output possible.

BAs continually consider how both processes and products 
delivered meet the needs of the customer. 

Feedback and Learnng is central ro ensure that the changes, needs 
evolved are incorpored into future iterations of the solution

Agile business between teamsanalysis facilitates a customer focus 
by communicating learning and by enabling decision makers to 
align the limited resources of the organization to most effectively 
focus on the greatest overall customer value

Provide clarity and a greater understanding of the need
Personas (or roles) are frequently used to model and understand 
customer needs and experiences.

The agile practice of rapid and frequent delivery aligns with the 
principle of Thinkas a Customer

BAs concentrate on who the customer is for each story, and 
experience a benefit from the delivery of that story, and  help to 
prioritize items that the customer finds valuable.

Guides business analysis practitioners to continuously assess and 
prioritize work to be done in order to maximize the value being 
delivered at any point in time.

It is applied when identifying the strategic needs to be met.
is applied when business analysis practitioners use the shared 
understanding of the need to identify solution options and 
prioritize and sequence solution components.

It is applied when continuous feedback and learning is used to 
maintain the backlog. BAs collaborate with stakeholders to 
achieve a shared understanding of what is valuable and who 
derives that value for each story.

Determining what is valuable involves understanding the purpose of 
requirements and ensuring solution options and solution components 
continue to support the desired outcome. 

Business analysis practitioners help decision makers better 
allocate resources inthe pursuit of the organization's goals.

BAs thinking to value, are able to make faster decisions about 
what solution components to create.

BAs analyze what is valuable from both a product and process 
perspective. From the product perspective, the analysis of 
feedback and learning guides decisions on maintaining the 
backlog and refining stories. 

It includes avoiding waste by maximizing the amount of work not 
done and delivering valuable solutions early and continuously.

Agile business analysis helps decision makers at the Strategy 
Horizon understand what is truly valuable as the organizational 
context evolves.

It helps to identify solution components that donot contribute 
directly to the desired outcome

From the process perspective,onsideration is given to what 
impacts the creation of value - Team Happy  Impediments - 
velocity - beneffits - improvements 

Guides business analysis practitioners in building a shared 
understanding of the need and how the solution will satisfy that 
need.

It is applied when communicating current evidence based 
information to decision makers.

It is applied when establishing a shared understanding of the need, 
investigating possible solution options, and deciding on the 
solution to deliver.

It is applied when examples are used to collaborate when 
prioritizing stories in the backlog and when creating clear, 
meaningful acceptance criteria.

examples can be used to iteratively develop and elaborate analysis 
models to explore multiple dimensions (for example, user role, user 
actions, data, and business rules) of a need. 

Agile business analysis is based on real evidence and real 
examples that occur in real time.

examples that represent the most common scenarios that 
customers face

BAs use examples to clarify the experience of the customer as they 
use the story or feature being analyzed.

This practice continuously engages stakeholders and supports a 
shared understanding of needs.

Business analysis practitioners communicatethe goals of the 
initiative, what is known, and which untested hypotheses they 
believe to be true.

when making decisions around solution options, solution 
components, prioritizing, sequencing, and the viability of the 
solution

See the Whole

Think as a Customer

Analyze to 
determine What is 
Valuable

Get Real Using 
Examples
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guides business analysis practitioners to understand how to deliver a 
solution within given constraints. Constraints can include the 
capabilities of the technology used to deliver the solution, the skills of 
the team, and the time in which you have to deliver a valuable 
solution.

It is applied when making strategic decisions regarding the 
organization's resources and the strategic needs the organization 
wishes to satisfy.

It is applied when prioritizing and sequencing solution 
components.

It is applied when need, outcome, constraints, and risks are used 
to refine and prioritize user stories.

 Understanding what is doable involves continually analyzing the need 
and the solutions that can satisfy that need within the known 
constraints.

Business analysis practitioners continuously interpret the 
significance of new information in a way that decision makers can 
make effective decisions without being distracted by important 
seeming, but ultimately irrelevant, information. 

BAs ensure that agile teams do not attempt to deliver solution 
components that are not possible to deliver within existing 
constraints.

BAs consider their current and evolving understanding of the 
context to collaborate with stakeholders to achieve a common 
understanding of what stories or process improvements can 
actually be accomplished and which ones are not realistically 
achievable

 It also involves considering measures such as team capacity and 
velocity trends to maintain reasonable expectations on an ongoing 
basis.

When this is done, decision makers can quickly decide what 
should be done next to add customer value, outperform 
competitors, or respond to emerging threats.

Understanding what is doable increases efficiency and reduces 
waste by reducing efforts spent on solution options and solution 
components that will not satisfy the need because they cannot be 
delivered.

Guides business analysis practitioners in creating and contributing to 
an environment where all stakeholders contribute value on an 
ongoing basis.

It is applied to the agile organization's culture as a means of 
developing and supporting high-performing teams.
Collaboration and continuous improvement are core components 
of any high performing team.

It is applied when decisions are made based on information 
provided by a cross-functional team who collaborates to provide 
the decision maker with timely information relevant to the 
decision at hand

It is applied when delivery teams collaborate on analysis and 
delivery activities as part of their daily work efforts, and during 
structure review sessions such as reviews and retrospectives.
Collaboration and continuous improvement is a central paradigm 
in agile business analysis. 

Agile approaches emphasize the usefulness of continual collaboration 
between those with a need and those who are delivering a solution 
to meet that need.

At the Strategy Horizon, business analysis practitioners add value 
by facilitating the transfer of relevant knowledge between 
teams. 

there is generally a decision maker who is responsible for each 
decision. Agile teams share the responsibility to provide that 
decision maker with the appropriate information to make an 
informed decision.

BAs seek to collaborate and continuosly improve in  every activity 
and every interaction with a view to leveraging the variety of 
strengths present on cross-functional agile teams.

A key aspect of the agile mindset is continuous improvement through 
unstructured and structured feedbacks. Retrospectives. Healthy, 
collaborative teams have the trust and safety necessary to 
transparently identify opportunities for improvement and implement 
them.

This speeds the collaboration and continuous improvement 
because the teams learn quickly from each other and are not 
impeded by having to rely on a central authority to determine 
what they should know and what they should share.

Collaboration to determine whether enough value has been 
delivered; to continue, change, or  cancel solution; retrospective

BAs use their skills in problem definition, facilitation,and solution 
exploration to support process improvement  in the delivery of the 
solution.

Guides business analysis practitioners in identifying which activities 
add value and which activities do not add value. Agile business 
analysis seeks to understand the need and to deliver a solution that 
satisfies that need. Any activity that does not contribute directly to 
this goal is waste.

is applied when business analysis practitioners ensure decisions 
are made on current and accurate information, and when the 
entire organization has a shared understanding of the 
organization's goals and priorities.

is applied when BAs apply the learning from the agile principle of 
Understand What is Doable. Informed decision making is central 
to the principle of Avoid Waste.

is applied when prioritizing the backlog and focusing on stories 
that deliver maximum value first, while deferring areas that are 
not currently of high value.

Waste can be divided into two sets of activities:1) those that have 
value but do not directly contribute to satisfying the need; 2 those 
activities that do not add value at all.
The aim is to completely remove those activities that do not add 
value, and minimize those activities that do not directly contribute to 
satisfying the need.

At the Strategy Horizon, waste is created when: 1)  decisions are 
based  on bad information 2) initiatives deliver outcomes that are 
not aligned with each other, duplicate each other, or undermine 
the work done by other initiatives, 3) resources continue to be 
allocated to an initiative that no longer delivers value.

Waste is avoided when there is a shared understanding about 
what outputs will not be delivered because they are not necessary 
for delivering the desired outcome.

BAs avoid waste is by maximizing the work not done. 

When avoiding waste, agile business analysis practitioners: 1) avoid 
producing documentation before it is needed, and when 
documentation is needed do just enough; 2) ensure commitments are 
met and there are no incomplete work items that adversely impact 
downstream activities; 3) avoid rework by making commitments at the 
last responsible moment; 4)try to elicit, analyze, specify, and validate 
requirements with the same models; 5)make analysis models as 
simple as possible to meet their intended purpose, 6)ensure clear and 
effective communication, and
7) pay continuous attention to technical excellence and accuracy. 
Quality defects (such as unclear requirements) result in rework and are 
waste.

At the Strategy Horizon, business analysis practitioners reduce 
waste by providing the right information to
1) teams at the Initiative Horizon about what is happening in the 
rest of the organization so they can make more effective local 
decisions,
2) decision makers to support decisions about which initiatives 
should be initiated or cancelled , and
3) organizational leaders regarding which initiatives will benefit 
most from the allocation of available resources.

Waste is also avoided when initiatives are cancelled when it 
becomes clear that the solution will not satisfy the need, or when 
the solution has providedsufficient value to satisfy the need

Directing efforts to the stories that deliver maximum value reduces 
the efforts directed to activities that do not add the most value to 
the solution.

Avoid Waste 

Understand What is 
Doable

Stimulate 
Collaboration and 
Contnuous 
Improvement
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