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Welcome
www.badigest.co.uk to receive
their own copy, as well as other
useful updates and invites.

A very warm welcome to the Q2
2021 edition of BA Digest. It’s hard
to believe it’s been over six years
since the first ever edition of BA
Digest was published, and how
things have changed in that time!
If you’re curious, you can read one
of the first ever BA Digest
mailshots here (this one is from
January 2015).

Finally, I’d like to extend a huge
thank you to all of the authors who
have contributed to this edition.
Writing good content is extremely
hard, and it is fantastic that we have
such knowledgeable practitioners
in our community who are willing
to share their knowledge.

As we look forward to the coming
years, it seems likely that more and
more of us will be spending at least
some time working from home,
which has an impact on the way
that we can collaborate with our
stakeholders. We’ve curated a wide
range of articles in this edition, with
a particular focus on some of the
skills and knowledge that might be
relevant in the ‘next normal’. We
hope that you find them
interesting/informative. Please do
feel free to pass this magazine on
to your colleagues, and if they are
interested they can sign up at

Enjoy BA Digest, and I hope to
catch up soon!

Adrian
Adrian Reed, Blackmetric
PS - Would you like to have an
article featured in a future edition
of BA Digest? We’d love to hear
from you. Submit your idea here
and we’ll be in touch! It’s a great
way of raising your profile in the
BA community.
2

Contents
4 Making Workshops Work – Creative Collaboration for Business
Analysts - Penny Pullan
7 The Business World Needs to Lose Its “Hero” Mentality - Adrian
Reed
10 Mindful Stakeholder Engagement - Kathy Berkidge
13 A Modelling Dilemma: Precision and Accuracy - Adrian Reed
16 The Impact of AI on the BA Role - Marcus Udokang
20 Beyond the Hamper: Complaints as a Source of BA Insight - Adrian
Reed
22 The Business Analyst – Chameleon or Machiavelli? - Brenda Duffy
25 Empathy and the Fear of Change - Adrian Reed
28 9 Steps to Prevent Project Failure - Dr Cecily Macdougall
31 It’s Time to Challenge the Bravado of the ‘JDI’ Approach - Adrian
Reed
35 5 Tips for Your next Remote Meeting - Raluca Piteiu-Apostol
39 The Snowman Fallacy - Adrian Reed
42 No Pains, No Gains? When to Ask the Painful Questions in Change
and Transformation - Craig Willis
44 Deadlines Are Soon Forgotten: It’s the Quality They Remember Adrian Reed
46 What Does the FBI Have to Do with Building Stakeholder
Management Resilience? - Christina Tan
50 The Obviousness Trap: Double Yellow Lines and the Danger of
Unrecognised Misunderstandings - Adrian Reed
54 Changing the Culture of a BA team - James & Suzanne Robertson
3

Making Workshops Work –
Creative Collaboration for
Business Analysts
Penny Pullan
Working with people is at the very heart
of what we do as business analysts. We
help them to clarify problems, generate
ideas and come up with the best ways
forward. Much of this work is done in
groups, which means workshops.
Whether in-person, virtual or hybrid,
workshops are core to our work and our
value.

So many business analysts, though, have
no formal training in the art and science
of workshop facilitation. That was true
for me when I started years ago and I
know this still holds true for most. This
article (plus the book I spent most of the
COVID lockdown writing) is designed
to help people to deliver great workshops and facilitate really creative
4

collaboration amongst their stakeholders.

play? Design it with these particular people in mind.

Before we even start talking about workshops though, think about what you
already know about the things that make
people tick. What works for you yourself? What works for others? As a BA,
you will have honed your communication skills. How can you use these to put
people at ease? What have you found
useful as a participant? What can you
learn from workshops you have been
part of, both from what facilitators did
well and, crucially, what you’d like to
change to make things better? Consider
all of this, using your experience so far
as a foundation to build on.

● process: how will you get from
the very start of your workshop,
to achieving the purpose by the
end? This means having a plan of
activities to take people step-bystep from start to finish. As plans
never survive contact with the
enemy, it is a good idea to have
several variations up your sleeve.
Preparation is key.
When you run a workshop, be clear that
your role is to serve the group. It’s so
easy to become stressed and switch into
the unhelpful mindset which I describe
as the ‘I-absolutely-need-to-be-in-control’ state, especially with challenges
such as senior managers, large groups or
even dodgy collaboration technology!
Instead, a more relaxed ‘We-can-do-thistogether’ mindset focuses on the group
and listens to suggestions from participants, freeing up the brain to think
quickly, resulting in a much more effective facilitator.

As you begin to design a workshop,
consider three aspects:
● purpose: what is the workshop
for? What would the ideal
outcome be? The purpose is what
the people in the workshop are
there to do. On the day, you can
state it in the form: ‘Today we
will…’ What objectives lie below
this high-level purpose?

In your workshops, notice what’s
happening. If people are working well
together and on track, then leave them
alone, which can be very difficult. Just
stand there and resist the temptation to
meddle! If things are not going as well,
then you will need to intervene. Before
doing so, plan your intervention and
have some alternatives up your sleeve in
case you need them.

● people: who should be there?
What will work for those particular people? What are their
personalities,
preferences,
strengths and weaknesses? How
will they be joining and, given
that, how can you design their
workshop environment to be as
effective and productive as
possible? How can you make this
a successful workshop from their
perspective? What roles will they

What if things get complicated? Well,
absolutely they can, and they probably
will, although not in every single work5

shop, unless you’re very unlucky! There
isn’t space to cover complications in a
short article, but you can find much more
in my book. The important thing is that
if you can anticipate things upfront and
have a chance to think them through and
plan away from the stress of being in the
middle of all hell breaking loose, then
things will go much more smoothly.

There is so much more I could say, but
I hope this article is a helpful start, and
there is much more in my books. All the
best with your workshops.
Dr Penny Pullan’s latest book ‘Making
Workshops Work: Creative collaboration for our time’ will be published on
13th July 2021, with her BA Summit
running alongside the launch.

A huge bugbear of mine is that too many
actions just don’t happen after workshops! But there is no need for this to be
the case. Agree actions upfront in your
workshops, review them at the end,
check the intent for each person to
achieve their actions and, if necessary,
change the action to make it more likely
to get done. Plan in monitoring of
actions and follow up, plus reporting,
during your workshop.

Penny is a Master Facilitator and
consultant, who develops workshop and
leadership skills through her company
Making
Projects
Work
Ltd
www.makingprojectswork.co.uk. Her
previous book: ‘Virtual Leadership:
Practical Strategies for Getting the Best
Out of Virtual Work and Virtual Teams’
became a bestseller in the pandemic and
is a CEO Today top five book for
lockdown.

BA FILM REMAKES

BA FILM REMAKES

“You're gonna need
a bigger boat”

…never feed them
after midnight.

The problem of… a giant
shark eating tourists.

Why? What about 6am?
When can we start feeding?
In which time zone?
What counts as ‘feeding’?
We’re going to have to
define some business rules.

Is affecting… sales of
ice-cream.
A successful solution
would...
© BLACKMETRIC.COM

© BLACKMETRIC.COM
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The Business World Needs to
Lose Its “Hero” Mentality
Adrian Reed
Delivering large-scale change in organisations is tricky. When the chips are
down and tensions are high, there can be
pressure to put in long hours to get the
project “over the line”. I’m sure most
people reading this will have put in the
occasional very late night or early
morning at work. Arguably, there is
nothing wrong with long hours in the
short term, that is the reality of complex
projects, yet left unchecked in the long
term a worrying pattern could emerge.

could to ensure they were met. I still
vividly remember working in my hotel
room late one evening, being so
engrossed in my work I forgot to eat
(and by the time I realised it was
midnight so the hotel’s restaurant had
closed). I spent weeks in vibrant European cities and saw nothing other than
hotels, conference rooms and airports.
On reflection, this was a formative time
in my career. I learned a lot and I had a
very supportive line manager. Yet, with
the power of hindsight I wonder whether
I had fallen into the trap of trying to
solve underlying project and planning
issues by just “working harder” and
“working longer”. And a strange and
potentially
destructive
pattern
emerged: the more I worked, the more
some members of the project team
expected of me…

I was going through a box of old stuff a
few weeks ago and I came across an old
end of year appraisal document from a
long, long time ago. I remember the time
vividly—I was travelling a lot around
Europe as part of a project team, and
long hours became the norm. There were
tight deadlines—seemingly impossible
deadlines at times—but I did what I
7

The Danger of “Project
Heroes”

like the deadline and resource plan was
reasonable when in reality it was sheer
fantasy.

In times of pressure, a project hero will
often emerge. They will work long and
hard to keep the project on track, often
making personal sacrifices to do so. I
suppose we all play this role to an extent,
but some people seem to fall into this
pattern time and time again. Perhaps you
recognise this pattern?

An Alternative Approach
Arguably, a better and more ethical
approach is to raise the red flag and raise
it early. It is important to point out the
issue with the project or plan and to offer
options. Perhaps the date is achievable,
with reduced scope. Or perhaps additional resource might help. Or perhaps
we could consider some other form of
iterative or incremental approach. By
collaborating with our project colleagues
we work out what is possible, what is
viable and what is desirable.

On the face of it, a project hero sounds
like a good thing. Who wouldn’t want a
hero on their team? Yet project heroism
is only healthy if it’s occasional—if it’s
used to deal with unforeseeable problems that crop up. Too often project
heroes are compensating for poor planning or unrealistic decisions that have
been made elsewhere. Perhaps a project
schedule had been put together without
consulting the relevant experts—and the
team is now being pressured into
sticking to it as if it were etched into
stone. Is it ethical to insist that people
cancel their vacations, work weekends
and work until 11.30pm every day just
to meet the arbitrary deadline that was
plucked from thin air?

By having these discussions up front we
are transparent about the options, and the
implications of those options. We point
out the risks and allow our senior executives to make an informed choice. We
encourage organisational learning, and
hopefully the same issues won’t reoccur
again in future.
Of course, in some cases where the
project really is critical there will be no
other options but to “work longer”, at
least in the short term—and there is
certainly no “one size fits all” approach.
Yet we should ensure that we cultivate
a culture where the organisation learns.
Where the team collaborates to deliver,
and then collaborates to ask “how can
we ensure similar problems don’t
reoccur”. Transparency, collaboration
and constructive challenge are crucial.

If there is a genuine business reason why
the deadline is important, then of course
we should look at innovative ways of
achieving it. Yet, we should avoid immediately jumping into hero mode. When
we pull in unsustainable long hours over
long periods, we affect our own lives but
we also hide the real organisational
issue. We rob the organisation of its
opportunity to learn. We make it seem

(Connect with Adrian on LinkedIn)
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Upcoming FREE #BACommunity Events
Attending a #BACommunity event is a great way to accelerate
your professional development. In just an hour you can hear a
different perspective on a set of topics.
You’ll always find a list of upcoming community events on our
website. Here’s a taster.

Event

BA Fringe: Celebrating
Ideas at the Edges (S2E5)
A livestream BA TV show
and it’s the Season Finale!

Succeeding with
OKRs in Agile
with Allan Kelly

Date & Time

Link

May 11th
18:30 - 19:45
(UK Time)

More Info

May 20th
18:30 - 19:30
(UK Time)

More Info

June 3rd
18:30 - 19:30
(UK Time)

More Info

BA Open Mic
An immersive, informal
and interactive chance
to discuss all things
BA related

There will be many more events to come too,
so be sure to keep a regular eye on our website!
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Mindful
Stakeholder
Engagement
Kathy Berkidge
not, going to change. Something that
seems like an improvement to one group
of stakeholders may be perceived as a
retrograde step for others. For example,
an energy company that wants householders to download an app to submit
meter readings and receive bills – the
householders just want to keep things
the same as they are now – it’s much
easier!

Effective stakeholder engagement can
mean the difference between successful
project delivery and project failure. We
BAs work closely with stakeholders to
understand their needs and ensure they
are translated into solution requirements.
If we don’t engage with our stakeholders
successfully, requirements may be
missed or misinterpreted leading to
products and services that fail to deliver
the outcomes expected.

So we must plan our approach carefully
to establish, maintain and monitor effective working relationships with our
stakeholders. Conducting stakeholder
analysis helps us understand various
stakeholder types, perspectives and attitudes to ensure they are engaged and will
work with us to deliver successful
project outcomes. There are many tools
and techniques to perform stakeholder
analysis including power/interest matrix,
RACI, personas, and onion diagrams etc.
However, we also need to analyse the
mindset of our stakeholders – a deeper
level of analysis – to understand how
they will react in various situations, and
how we may respond to them.

There are many barriers that may affect
a stakeholder’s engagement, including:
● Lack of vision or not understanding the project context
● Resistance to share information
● Failure to understand what’s in it
for them
● Misinterpretation of their needs
● Lack of available time
● Poor communication
● Lack of trust
● Previous history or negative
perceptions from past experiences
and projects
● Fear of change

By examining their perceptions, beliefs
and opinions we can identify how we
can best work with them to understand
their needs, while maintaining healthy,

Also, stakeholders often have very
different expectations on what is, or is
10

productive relationships. This means we
must also know ourselves sufficiently,
so we can adapt to situations that arise
with them, while avoiding causing
misunderstanding, confusion or conflict.
We must be willing to look within
ourselves to understand how our behaviour, words and postures may be
perceived. This is where mindfulness is
needed.

our approach even with the most challenging stakeholders.
Mindfulness also helps us focus, remain
present and truly listen to our stakeholders to better understand their needs.
They need to feel as though their needs
are important. They want to share their
challenges, wishes and insights. And
stakeholders can sense whether you are
listening or not, as this great quote from
Maya Angelou says, “People won’t
remember what you said or did, they will
remember how you made them feel”.
We can help our stakeholders feel heard,
understood and that we care about their
needs.

Mindfulness enables greater self-awareness to help us remain conscious of how
we are acting and being perceived when
engaging our stakeholders. It allows us
to put our own perceptions and beliefs
aside to see things accurately, as they are
with clarity, free from our own assumptions. We remain open to new ideas and
willing to see things differently, from
their point of view, dropping our own
preconceived notions. Mindfulness
helps us be more aware and attuned to
our stakeholders’ needs and attitudes
while remaining calm and considered in

Stakeholder:

The ‘Stakeholder Engagement Canvas’
is a technique I developed that helps us
perform that deeper level of stakeholder
analysis. This tool looks at various
aspects of the stakeholder’s mindset in
context to the project as well as examining how best we can be more mindful
during our engagement with them.

Name & Role

Them

Needs

Context

Activities

Me

Who are they? What’s their world like?

What are their requirements?

What is the nature of the work
we will do together?

What interactions will we have?

What perceptions do I have about
this stakeholder?

Goals & Objectives

Outcome

What are their goals from this project?

What is the expected outcome of
this engagement?

Engagement Risks

Engagement Practices

What potential problems could happen during this engagement?

What practices will I employ to mitigate engagement risks?

© Mind At Work Consulting

mindatworkconsulting.com.au
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Stakeholder Engagement Canvas

The canvas contains nine areas to
analyse to develop a clear picture of how
best we can engage with the stakeholder.
By examining each element thoroughly,
we can formulate a mindful engagement
plan to assure successful engagement.
While best used to analyse one stakeholder at a time, it could be used to

analyse a group or category of stakeholders.
Here’s an example Stakeholder Engagement Canvas for a stakeholder, John
McKenzie, a marketing manager of a
medium sized furniture store:

Stakeholder:

Them

Needs

Context

Activities

Me

Who are they? What’s their world like?

What are their requirements?

What is the nature of the work
we will do together?

What interactions will we have?

What perceptions do I have about
this stakeholder?

Goals & Objectives

Outcome

What are their goals from this project?

What is the expected outcome of
this engagement?

Engagement Risks

Engagement Practices

What potential problems could happen during this engagement?

What practices will I employ to mitigate engagement risks?

© Mind At Work Consulting

mindatworkconsulting.com.au

Stakeholder Engagement Canvas

(To learn more about applying mindfulness to stakeholder engagement and
other
upcoming
courses
visit
www.blackmetric.com/events/category/
course/ )

With all the elements explored and
considered, now we can put together an
action plan that will ensure we can
effectively work with John and employ
various mindfulness techniques to build
rapport, trust and engagement.

(Connect with Kathy on LinkedIn)
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A Modelling Dilemma:
Precision and Accuracy
Adrian Reed
Understanding tricky business situations
often requires us to draw upon our
modelling skills. There are a wide range
of types of model that we might utilise,
ranging from conceptual models that
help us understand how stakeholders
think the situation ought to be operating,
right through to process models, data or
information models, state transition
diagrams and many, many more beside.

Yet with this plethora of models comes
a challenge: how do we create ‘views’
of the situation (or requirements) that are
actually meaningful? How can we
convey tricky and complex information
in an understandable way, to a whole
range of interested stakeholders, each of
whom have different preferences and
needs?

13

This is a perennial challenge. Executive
stakeholders often want a “helicopter
view” of a situation, and a detailed
process or data model may disengage
them. I remember working with one
senior manager whose mantra was “one
slide”. She took the view that if an idea
or proposal couldn’t be distilled to a
single slide, then it probably wasn’t well
enough thought through (yet). She was
probably right.

get us to our destination with a contingency reserve which would allow us to
divert to an alternative airport if required
for operational or safety reasons. All
statutory fuel tank checks have been
completed and concluded satisfactorily”

Which of these is “right”?
It is quite possible that they are all
right—they are all accurate—but what
they show is a different level of precision. And it is quite possible to imagine
different stakeholders would be satisfied
by the different statements. Passengers
would find (a) useful, the cabin crew
may find (b) re-assuring, but the pilots
may need the level of precision
expressed in (c).

Yet, as well as executive and senior
managers we need to communicate
effectively with end-users, subject
matter experts, vendors, third parties,
middle managers and so on, each of
whom will have different interests and
concerns. Can ‘modelling’ really help us
with this? Don’t we risk creating something that is too high level to be useful,
or so detailed that it will swamp and
overload our stakeholders?

We could even expand the statement
further, adding even more precision,
perhaps mentioning the viscosity or
grade of the fuel—indeed this might be
relevant to some stakeholders. Yet, as
with any communication, it is important
to know what the recipient needs. If we
were to gave the wrong message to a
stakeholder it would likely cause confusion (imagine being a passenger on a
plane where a pilot announces the
volume of aviation fuel and the split
between engines. I’d imagine this would
raise concern!).

Precision and Accuracy
I was recently discussing this challenge
with a client when a useful analogy
emerged. We could perhaps consider
communication—of any type, but
including
communication
using
models—along two dimensions: Precision and Accuracy
Take these three statements:

It’s all about stakeholders
and context

A.”The plane has been refuelled”
B. “We have sufficient fuel in the tank
to reach our destination”

This brings us to an interesting and
possibly intuitive conclusion: modelling
is about communication, and therefore
the amount of precision we need requires
us to think about our audience and the

C. “Flight BI276 (tail number GC-GCI)
has been re-fuelled with 40,000 gallons
of aviation fuel, which is sufficient to
14

types of artefacts that we’ll create, and
how we’ll maintain links between them.
Time is often short at the early stages
and it may be tempting to overlook these
activities.
Yet
spending
time
consciously considering these aspects
and deciding how we will get our
message across effectively will help us
avoid costly communication clashes!

context in which we are operating
within. Too much or too little detail and
we risk disengaging our stakeholders,
and potentially even causing unnecessary confusion, frustration or concern. It
also implies that having the ability to
create a range of models—to different
levels of abstraction—will help us
communicate relevant information to
stakeholders that need it.

(Connect with Adrian on LinkedIn)
This is something that it is well worth us
considering in the early stages of a BA
engagement. Indeed BABOK® v3
includes the idea of ‘planning business
analysis information management’ as
well as ‘defining a requirement architecture’. These tasks are of course broader
than just considering which models to
use, and encourage us to consider the

NB: It should be noted that in scientific
and mathematical fields, the terms
‘accuracy’ and ‘precision’ have a
specific meaning, which is different in
intent from the article above which
focusses on the common usage of the
words.
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The Impact of AI on the BA Role

Marcus Udokang
Udakang
(Connect with Marcus on LinkedIn)

based on interpretation of your words.
IVR systems discern intent, and can be
used for a variety of services from
banking transactions, to mobile
purchases, online retail orders, and travel
bookings. It begs the question, how can
the business analyst have a space in the
world of AI?

When I started teaching VoiceXML at
Seneca College in Toronto, Canada
years ago, I didn't realise I was
embarking on a 4 year teaching career
in AI. VoiceXML is a natural language
speech recognition software, which
involves automated voice communications. It's a feature-rich computer
language for building interactive voice
response (IVR) applications. Natural
Language Processing is a sub-field of AI
where natural language data is processed
and analysed by computers. You may be
familiar with ringing up any call centre,
and receiving a voice chatbot asking you
"Tell me what you want to do today".
Algorithms detect your voice, and
provide customer-friendly responses

"Nothing is so painful to the human
mind as a great and sudden change"
(Mary Shelly, Frankenstein). AI is
certainly a great and sudden change in
the IT world, but perhaps not as frightening as Frankenstein. Change is at the
core of what business analysts do, and
change in the AI field is more prevalent
than ever. So what type of impact does
this change have on the role of the
business analyst in AI?
16

crucial technical and business solutions
need to be made.

Interactive Voice Response
(IVR)

Radio-Frequency
Identification (RFID)

AI adoption is on the increase in businesses, and IVR is an area where there
is large demand for the business analyst.
As businesses increase economies of
scale and expand collaboration, there
will be a stronger focus on AI tools,
practices and procedures, at the centre
of which will be people and data. This
is where BAs will thrive on a grand scale
within AI.

RFID is a form of automatic identification and data capture (AIDC). RFID
technology uses electromagnetic signatures with radio frequencies to capture
data. For example, using tags RFID can
track inventory goods like automobiles
during assembly line production, or for
pharmaceuticals in warehouses. And it
can be implanted in animals as a microchip to track livestock or pets. RFID tags
can also be attached to money, clothing,
various possessions, and even people.
All the data collected from these tags
need to be interpreted by BAs, to determine and understand product trends
within the marketplace. RFID has been
projected to grow to $15 billion USD
within 2021. This is definitely an
expanding area where BAs in the AI
field are in much demand.

For example, an IVR Business Analyst
might work directly with call centre
leadership, telephony support teams, or
network with vendors to determine business solutions for the IVR applications.
AI could report on IVR retention and
success levels, and fine tune speech
recognition analysis in applications like
Nuance Application Report (NAR) or
IBM Watson. The BA would be responsible to manage the requirements needed
to be programmed into the IVR system.
And the BA would be able to interpret
and articulate that output data for
management and C-Suite executives, to
enable them to make informed strategic
business decisions.

Brand Marketing
Noticing and understanding marketing
trends are paramount for many businesses, and is a task within the AI sphere
where BAs are much needed. For
instance, social media campaigns are
heavily influenced by the data gathered
from TagBoard, which collects hashtag
information from social media, or from
OneQube, which is an audience development platform. Business Analysts
would manage these tools, which track
online conversations that focus on
detecting keyword usage associated with

An IVR BA could also make recommendations on speech and touch-tone user
interface design enhancements, and
focus on managing risk within IVR
systems by liaising with legal, audit, and
risk and compliance teams. This
involves effective communication skills,
a key ingredient for all BAs. As a
conduit between business customers and
the technical teams, an IVR BA would
still have to identify issues or gaps where
17

branding. Of course, this inevitably
influences target advertising and
marketing use cases via AI.

this data is collected, managed and
analysed by AI software. BAs are
needed to interpret this data to maintain
quality customer service: to predict
when vehicle maintenance is required;
to locate customers during an emergency; to learn how to market a wider
range of customers, and so on.

Crunching and calculating all this data
would be done by AI software, while the
BA would be better suited to interpreting
the analytical data. The results from data
queries and reports can be used to understand customer patterns of behaviour,
which enables businesses to personalise
products based on geographic location,
income, age, gender, and a myriad of
other categories. Segmenting customer
characteristics is at the core of AI.
Undoubtedly the outcomes from predictive analytics can heavily impact
customer purchasing decisions, allowing
more streamlined access to new markets
or to new products, delivering products
faster to market with greater value, being
first to market, or forging new business
ventures.

Conclusion
Whether it be IVR, RFID, brand
marketing, or GPS, BAs can work within
different contexts using a variety of tools
from root cause analysis to decision
modelling, to determine the performance
levels of organisations.
The BA can look at the holistic picture,
and with the assistance of AI, can break
down large projects into smaller
manageable bite-sized chunks, devote
more focus on the crucial people aspect
of the business, and contribute to interpreting deeper insights into rich data.
These aspects are instrumental in
exploiting services and increasing ROI
for businesses.

Whether in banking, manufacturing,
retail, tourism, and the like, a BA can
use data points, produced through AI, to
discover what motivates a customer to
access a business, and what converts that
movement into sales. The objective is
influencing buyer behaviour, improving
quality assurance, and increasing
competitive advantage.

By leveraging AI, a BA’s role within an
organisation can ultimately be enhanced
by effectively adapting to change, no
matter how great, and devoting more
time to contribute to critical business
decisions. Such decisions could include
forecasting market trends, providing
different perspectives on a problem,
facilitating workshops, collaborating
with key stakeholders, enhancing current
capabilities, understanding customer
environments, or promoting an AI
strategy, all of which add immense value
to a business.

GPS
I once rented a minivan for a return road
trip from Phoenix, Arizona to Southern
Utah. It turns out these minivans are
equipped with GPS technology. Imagine
the hundreds of rental minivans and
rental cars all over the world that are
being tracked by GPS technology. All
18
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Beyond the Hamper:
Complaints as a Source of BA
Insight
Adrian Reed
Even the most customer-focussed organisation is likely to get the occasional
complaint. Even the best managed
organisations
occasionally
make
mistakes, and those firms that serve a
high volume of customers typically have
a full-time team that deals with issues
that have escalated into a formal
complaint.

service until it is resolved. It might also
identify issues where training is
required—perhaps a member of staff in
a call centre did not record a vital piece
of information that a customer gave
them. This might be because the member
of staff genuinely didn’t know the significance—and if they don’t receive this
constructive feedback (and the relevant
training) they will likely make the same
mistake time and time again, leading to
even more displeased customers.

Customer complaints can be a source of
significant insight. In some cases,
complaints point towards inefficiencies
that have emerged in existing business
processes. Perhaps a handover between
departments is not working well as there
is ambiguity over the roles of each team.
Identifying this is valuable—it isn’t a
one-off incident, and it is likely that
many customers will receive poor

Analysis of complaints can also help
determine where customer expectations
have changed (or are changing). In the
past, it might have been considered
perfectly acceptable for a courier firm to
offer a delivery window of ‘8am to
6pm’. Yet if its competitors now offer 1
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hour slots, this will change the tacit
expectation in the market. This will filter
through into the complaints that are
received. Of course, the firm ought to
have been looking at the external
competitive environment anyway, but
complaints sometimes highlight things
that are outside of the radar.

This isn’t, of course, directly the fault of
the complaints handler. It is a systemic
issue related to leadership, structure and
reward. Yet it is an area that can yield
significant insight for those working in
business analysis and those working in
business change generally. Complaints
can provide an untapped insight just
brimming with opportunities for
improvement.

Complaints Don’t Have To
Be ‘Negative’

Let’s imagine we were working for a
financial services company that was
looking to become more ‘digital’. It
wants to improve its sign-up process. It
would be typical to seek customer
insight through focus groups, surveys
and so forth. Yet as well as asking
customers what they want, why not find
out what is really irritating people? Why
not find out which parts of the existing
process are rusty, clunky, and annoying
enough to cause people to complain?

It is easy to view complaints as a negative thing—a chore to be ‘dealt’ with,
but the reality is that every customer
who complains is giving the organisation a gift. It might not feel that way, but
they are giving the organisation the
opportunity to put things right for them
and also to examine the root cause. If
the complaint is justified, it acts as a
useful feedback signal which can prompt
changes to processes and procedure. It
can even spark innovation.

In fact, by engaging with complaints
teams, and asking them for the information, we start to subtly nudge the organisation—we create a subtle recognition
that complaints can yield useful insight.
This small intervention, over time, may
lead to a shift away from the ‘gift certificate and hamper’ factory that so many
complaints teams seem to have become.
We are well placed to work with the
complaints handlers (who often have
huge insight into where the problems
are) and co-create positive change. And
I am sure our customers will thank us for
it!

Yet, the sad reality is that many organisations treat complaints as an irritation.
Complaints teams focus on “making the
complaint go away” and “satisfying the
customer’s immediate concern” rather
than “resolving the root cause”. Of
course it is important to resolve the
immediate issue at hand—to satisfy the
customer—but this shouldn’t be the only
focus. Too many complaints teams
become “gift certificate and hamper”
factories; simply putting the immediate
problem right and then issuing polite
letters that say sorry and sending a nice
box of chocolates and a bottle of wine.
Then, the complaints handler moves
onto the next case, as the complaints
queue gets longer and longer….

(Connect with Adrian on LinkedIn)
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The Business Analyst –
Chameleon or Machiavelli?

Brenda Duffy
As business analysts and agents of
change, it’s generally agreed that we
need to have strong communication
skills in order to get our point across and
understand the needs of others.
However, do we really always understand the importance of how we communicate,
versus
what
we
are
communicating?

how do we do this effectively? Are we
simply chameleons, changing our
approach to fit the situation, or is there
more to it? At a basic level, there is a
suite of skills that must be learned and
practiced.

Show Empathy
Obviously right? I know! but bear with
me! Empathy is a key attribute, we all
know this, but it is also tricky to get
right. People can detect fake empathy
and nothing is worse than ‘gushing’. So
how does someone build empathy if they
are not an empath by nature? This is
where we need to really put ourselves in

For a seasoned business analyst one of
the most important skills to hone is how
to read different stakeholders’ needs,
build rapport, and ensure the intended
message lands well. How we communicate with one stakeholder may fall
completely flat with someone else. So
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the shoes of our stakeholders. Sometimes there is more to a situation than
meets the eye and some careful digging
will expose this and help you to get
onside, and build rapport. Let’s really
get to know our stakeholders. It’s a great
idea to have an initial genuine intro
meeting just to get their perspectives
without any agenda or objectives. This
is going to really help score brownie
points because you’ve spent time getting
to listen to, and understand this person’s
perspectives and challenges so you can
make sure to acknowledge them later on.

across and avoid the pitfall of having a
stakeholder ‘digging in’ on a particular
point. Always provide an appealing
alternative or solution, and if you don’t
have one, bide your time until you do.
For example, imagine a stakeholder has
said no to an automated job running
overnight because of their worries about
failures, and needing to have staff on
call. A challenge may be to ask whether
this would be a concern if we can be
confident that there is a contingency
option that automatically kicks in if
something goes wrong. Always ask for
feedback and information rather than
shutting down ideas or responses you
don’t agree with. Body language should
be open without any defensiveness.

Persuade them
Persuasion is another textbook answer
but must be applied very carefully to
avoid putting people off. Sometimes the
best way to make a point is to subtly
persuade someone else that it was their
idea in the first place! This is a concept
that can work very well but it needs
careful thought and planning, and also
some careful groundwork setting. Most
importantly, it has to be authentic and
transparent. For example dropping an off
the cuff suggestion or the vaguest hint
of an idea allowing someone to run with
it and build it out themselves means
they’ll have picked up the kernel of an
idea and made it their own. You can then
helpfully add to it and help them build
out the idea, knowing you’re both on the
same page.

Convince them
It’s not just the message that gets heard,
it’s the way it’s delivered. A message
delivered authoritatively and confidently
means, quite often, the message is
accepted as fact. On the other hand, a
faltering delivery causes the audience to
query what is being said even if it
appears to be true. Here are some tips
for convincing communication:
● Firstly, make sure you are being
truthful and authentic to your
stakeholders. Nothing beats
honesty and authenticity.
● Be prepared. Understand what it
is you are trying to say and be
ready for questions. If you don’t
know the answer, don’t make it
up. Be honest and say you’ll get
back to them.

Challenge them
When challenging stakeholders, it’s
vitally important to do it in the right way.
Challenging an idea must be done in a
non-confrontational way to get our point
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‘cunning, scheming and unscrupulous,
especially in politics or advancing one’s
career’

● Speak clearly – don’t falter and
stumble. Speak slowly and calmly.
● Make eye contact - eye contact
helps to show you’re genuine, and
helps build rapport with your
audience.

This doesn’t ring true does it? If BAs are
sometimes a little bit tactical, I think we
can all agree, it’s always for the greater
good of our stakeholders and the overall
project outcomes, and to help nudge
things along in the right direction.

All of this leads to the question; ‘Are
exceptional BAs really chameleons, able
to change their communication style to
meet the environment in which they are
operating, or is there more to it?’ Are
BAs actually Machiavellian in their
approach to getting what they want? If
we look at the communication techniques, yes it could be said there are
elements that point to some level of
tactical persuasion. However for most
BAs, there is more to it than that. A
Business Analyst’s over-arching aim is
to ensure that the right outcomes are
achieved. If we look at the Oxford
Dictionary definition of Machiavellian:

In summary, talented BAs are chameleons, with perhaps a sliver of the Machiavelli, tailoring their communication
and approach to meet the situation and
personality they are dealing with. The
very best BAs do this so seamlessly that
it appears easy when in fact, there are a
whole plethora of skills and techniques
at play, working like an orchestra, in
harmony, but indistinguishable.
(Connect with Brenda on LinkedIn)
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Empathy and the Fear of
Change
Adrian Reed
As practitioners of business analysis, we
help facilitate valuable change in organisations. We help our organisations
strive towards their organisational objectives, and in doing so we help to define,
instil and reinforce change. Yet, whilst
we may be progressing objectives that
seem exciting and empowering to us, we
might find that some stakeholders resist
the change. We might even sense that
some people fear change altogether.

When talking about resistance and fear
of change, I am always reminded of a
situation I observed over a decade ago,
which is as relevant now as it was then.
A contact centre was rationalising its
processes and office space, and started
to standardise workers’ desk space. It
was seemingly positive and non-contentious—people would get new equipment—yet
one
seemingly
insurmountable issue emerged. Yet it
seemed so minor…
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The Problem with the Post
Tray

Change Is Scary and
Inconvenient

Historically some people had been given
three post trays rather than two, and the
new standard layout limited everyone to
having only two trays. The people who
had three trays tended to be people who
had been with the organisation the
longest, and they were very vocal and
reluctant to give up their extra tray. This
issue seemed to over-spill into general
cynicism and resistance to the initiative
generally. As a BA, it is easy to think
people are being petty. I mean, how
important can a plastic postal tray really
be? Yet it is important that we find out.

It is often the case that even valuable and
beneficial change actually causes inconvenience in the short term. Sometimes
it’s necessary for new processes and
ways of working to ‘bed in’. Sometimes
change might literally destroy knowledge that a stakeholder already has or
may require significant re-learning. This
can act as a major barrier to change.
It’s easy to think that as BAs we are
immune to this fear of change, but of
course we are not. When change affects
us personally, we will feel just as unsettled as any other stakeholder. Perhaps it
will help to consider an example…

In order to understand issues like this, it
is important that we get closer to the
reason for the reluctance or resistance.
Perhaps, for example:

Why Aren’t We Using
Dvorak Keyboards?

● The extra tray has become a
‘status symbol’ differentiating
those who are perceived as more
‘senior’

If you speak English as a first language,
you are probably sitting at a computer
or device with a QWERTY keyboard.
This keyboard layout was chosen back
in the days of manual typewriters,
specifically to avoid jamming. It is
believed it was designed minimise the
chance of two adjacent keys being simultaneously pressed. This creates more
motion for the typist’s hands, more
stretching, and (potentially) more strain
than is necessary.

● Staff weren’t consulted so don’t
feel bought in
● The extra tray is used for a
genuine purpose that wasn’t
considered
Of course, there may be many other
reasons too. These are symptoms of
distress and disengagement and
ignoring them is dangerous. Getting to
understand the reasons, and truly empathising and engaging will help us cocreate a solution that works all round.

A layout that is reportedly superior—the
‘Dvorak’ keyboard’—which reduces
stretching and strain was patented by Dr.
August Dvorak & Dr. William Dealey
in 1936. With the advent of computers,
and no need to worry about jamming
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typewriter hammers, we could transition
to the new layout tomorrow.

learn in a similar way—and they are
likely to experience similar justified
feelings of reluctance.

So, let me ask you this. If somebody
came into your office tomorrow and
replaced your keyboard with a
Dvorak layout, how would you feel?

Empathising with our stakeholders
whilst ensuring we maintain an ongoing
healthy focus on co-creation will help us
achieve change that sticks. Ensuring that
there is regular, clear communication,
and that we conduct ongoing stakeholder
analysis is crucial. Working to build
buy-in and enabling stakeholders of all
types to have a voice will help. But most
of all remembering that change can
be unsettling—and acting empathetically and ethically—will help us build
rapport and collaboratively cultivate
a shared solution.

I know how I would feel—annoyed! I
would have to re-learn a skill that I rely
on every day (typing!). It would slow me
down in the short term, and—even
though I know there is a long term
benefit—I’d struggle to be enthused.
Chances are you’d feel annoyed too if
this were to happen to you, re-learning
is hard.

Re-learning

(Connect with Adrian on LinkedIn)
When change is implemented in organisations, stakeholders often have to re-

THE DARK SIDE
OF REQUIREMENTS

Albums
For BAs
Not available in the shops …
… or online …
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9 Steps to Prevent
Project Failure
Dr Cecily Macdougall
Why do so many projects fail or miss
their goal? From innovation to change
strategy, the failure rate of projects can
be over 70% and waste millions of
dollars. Reasons for failure range from
scope creep to a breakdown in communications to failing due to lack of planning or cost overrun and unrealistic
deadlines. What is the common thread?
Organisations have numerous frameworks to choose from but why do they
continue to fall short of their goals?

Rethink Your Strategy
Strategic business analysis done prior to
implementation helps achieve your
desired outcomes. Traditional frameworks provide materials and methods for
implementation of the business strategy.
Programs are like building a house, get
the foundation right and you have a
greater chance of success.
The nine guiding strategies and pathways are not necessarily linear, and
preferably precede implementation
activities, then focus on embedding the
change and driving adoption. The
Strategy to Execution Framework
provides the foundations for organisations to build a more successful project
or program to set the foundation for
successful implementations and business
transformations.

Taking a look at the data behind project
failures, Dr. Cecily Macdougall,
Founder and Managing Director of
Building4Business Pty Ltd recognised
the common elements causing these
failures. Having worked on many strategic projects, Dr. Macdougall recognised a gap in the industry available
knowledge which led her to develop the
nine guiding strategies and pathways
that should precede implementation
activities. After testing the outputs from
the nine steps with her clients, she found
repeated success which led to her partnering with Michael Augello, Senior
Advisor at the International Institute of
Business Analysis (IIBA), to publish the
Strategy to Execution Framework. Using
the framework has translated to
increased program and project success,
minimised business risk and costs, and
achieving the desired business outcomes
and return on investment goals.

The nine guiding strategies and pathways include:

The Program Strategy is the first
essential strategy. It visualises the business context and challenges of the organisation and its ecosystem, the
conceptualisation of the future business
concept of operations, and articulates the
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business problem and the business
outcome.
A sourcing strategy is a powerful
guiding document for procurement. It
outlines the approach and bundling of
products and services required for the
implementation and execution.

The Sponsorship and Governance
Framework is essential for managing
politics and relationships, communications, organisational ‘do-how’, gatekeeping and fixing, championing and
protecting. Sponsorship focuses on business, stakeholders and design. Governance manages the controls of time, cost
and quality.

User Journeys are a communication
mechanism to enable stakeholders to
visualise the flow of work and information in the future. They inform design
and organisational cultural change.

Stakeholder Strategy is about the identification of critical stakeholders to be
involved, what decisions they will make
and how they will be involved.

A transition strategy articulates the
ongoing operating model for embedding
the products or services and the roles and
responsibilities post implementation. It
also includes the outline of the next
generation.

Execution Roadmaps are high-level
timelines that provide powerful visualisation of what is needed from each
supplier and when, as well as stakeholder involvement and change activities.

A change and adoption strategy will
focus on uplifting competencies, business capabilities, communications,
adoption and the associated measurements.

A business case is a living document
and provides the justification for the
transformation. It articulates the desired
business outcomes and anticipated benefits.

“One of my client’s had brought me in
to help move a technology project
forward,” says Dr. Macdougall
explaining how she implemented the
framework. “Using the outputs from the
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nine strategies of the Strategy to Execution Framework, I enabled the sponsor
to regain the confidence of, and obtain
the buy-in from, the responsible executive and her peers. The sponsorship
group became empowered to drive the
change. The visual outputs enabled her
to easily communicate the change to
stakeholders and gain critical stakeholder buy-in. Obtaining the buy-in from
so many levels in the organisation,
translated to the sponsor obtaining
adequate funding and the right resources
to move to procurement and implementation.”

Learn more about the Strategy to Execution Framework and how it can help
your organisation achieve desired
outcomes.

So much of project success has to do
with focusing on people, talent, structure, competencies, processes, communication, buy-in, decision-making, and

Or learn more
about Strategic
Business Analysis.

planning. The nine steps outlined in the
framework make it easier for organisations to avoid the pitfalls of project
failure to achieve their desired business
outcomes.

Download your
preview copy at
https://go.iiba.org/
strategy-to-execution-roadmap

9-STEP
ROADMAP FOR

SUCCESSFUL
TRANSFORMATION
FREE DOWNLOAD
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It’s Time to Challenge the
Bravado of the ‘JDI’ Approach
Adrian Reed
JDI and it’s slightly more risqué cousin
‘JFDI’ are management maxims that we
have probably all come across from time
to time. The acronym ‘JDI’ stands for
‘Just Do It’, and its implications are that
we should stop thinking about anything
except the immediate task at hand, and
plough on—often without questioning
the validity of the task or considering
whether the results of the task will
actually be desirable.

urgency of getting out of the danger is
sufficient enough that we need to
quickly decide, commit to action, and
then ‘Just Do It’. Of course, once you
are out, there will be time to reflect and
it is highly likely that someone will want
to assess the root causes of the problem
(in this case the fire).

Organisational Problems are
Rarely Clear Cut

It has to be said that there are some
contexts where JDI really is the best
approach—where urgent action without
deliberation or hesitation is necessary.
If you are in a meeting and the fire alarm
goes off, there is some very clear action
that needs to be taken (evacuate via the
nearest and safest escape route). This is
likely to be fairly uncontroversial, and
even if people had different views on
how the situation could be handled, the

The types of problem we deal with in
organisations tend to be tricky, messy
and open to interpretation. So often there
are different perspectives on what the
business problem actually is, and if these
aren’t discussed then we are going to end
up at best delivering something that
disappoints some groups of stakeholders,
and at worst we’ll end up circling round
dealing with conflict and eventually
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‘pushing something over the line’ once
everyone is exhausted and fed up having
worked 15 hour days for the past six
months. Combine this with the human
tendency to fixate on solutions before
fully understanding the richness of the
situation and the problem, and that other
managers have a tendency to issue the
‘JDI’ to get those ‘solutions’ implemented we enter dangerous territory. In
some corporate cultures ‘JDI’ may be
seen as bravado – it reinforces the idea
that senior managers set the agenda,
middle managers set the work, and
everyone else just follows. Yet what if
someone on the shop-floor knows something fundamental that drastically affects
the range of possible solutions? Should
we ignore it? Of course not!

probably deliver a silo’d software
change that is unlikely to have the full
range of benefits that were anticipated.
Delving deeper, one of the first questions that ought to be answered is why
(or what outcomes/benefits are you
looking for and what problems are you
trying to solve)
Imagine the sponsor articulates the
problem as:
“Nobody is using CRM Package A, so I
want to buy CRM Package B – I used it
in my previous organisation and everybody loved it”.
Now we are getting closer to the nub of
the issue… the problem from the sponsor’s perspective is that people aren’t
using the CRM system. This can lead us
to ask why this is the case, and will lead
to many other questions besides. Techniques like multiple cause diagrams,
fishbone diagrams and problem statements can be useful exploratory tools
here. We can engage with the wider
stakeholder community, understand the
needs and perspectives of a whole range
of stakeholders, and come back with a
number of options.

In reality, there is a strong argument that
solving problems is about learning.
Rarely does any single stakeholder have
the full broad and detailed picture. It is
by facilitating collaboration that we start
to understand the detailed nuances of the
problem, and then we can start to discuss
and propose interventions (‘solutions’)
that might improve the situation.
This might sound abstract, so let’s take
a hypothetical example. Imagine a piece
of work is initiated to:

Perhaps we’ll even come back with
something quicker, cheaper, and more
effective than the initial idea. Perhaps
a better acronym is ‘GOAL’ (Get On
And Learn)—collaborating with
teams to understand the situation and
get closer to a shared objective. And
surely that’s more valuable than the
bravado of ‘JDI’?

“Migrate from CRM Package A to
CRM Package B”
We could ‘Just Do It’ – work on getting
the data migrated between the two packages. But then what? Surely there will
be processes that interact or rely on the
new software? And people that will need
to be trained? If we ‘Just Do It’ we’ll

(Connect with Adrian on LinkedIn)
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Get up to speed quickly:

Tailored training for BA teams

info@blackmetric.co.uk
+44 (0) 23 9298 4546

www.blackmetric.co.uk
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At Blackmetric, we specialise in hands-on business analysis
training courses designed by BA practitioners for BA practitioners.
Our courses are highly interactive, with a key aim of embedding
actionable learning.
A particular speciality of ours is the development of bespoke
training courses. We’ll work with you to understand your team’s
specific needs, and we’ll build a tailored course especially for
you. Here’s a sample of just some of the courses we offer.
●
●
●
●
●
●
●
●
●
●
●

Introduction to Business Analysis
BABOK® v3 Awareness Course
Pre-Project Problem Analysis
A Practical Introduction to Use Cases
Pragmatic BPMN
Systems Thinking
Non-Functional Requirements Workshop
Enterprise (Strategy) Analysis
Effective Workshop Facilitation
Business Analysis: Leading from the Middle
CBAP®/CCBA™ Accelerator

Interested? Get in touch. We’d love to hear from you.
You’ll find more details about our courses on our website.

info@blackmetric.co.uk
+44 (0) 23 9298 4546

www.blackmetric.co.uk
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5 Tips for Your next
Remote Meeting
Raluca Piteiu-Apostol

Whatever the meeting or event, it’s usual
to start with an opening that sets the
scene, develops themes and conveys
information. It is crucial to get to the
divergent bit of the story, which relates
to generating ideas and keeping an open
mind. That's why I've started using the
facilitation principles which we applied
in our design thinking workshop to my
meetings as well. Be it for a team ideation session, a retrospective, a project
kickoff or a requirements gathering
workshop, I want to share with you 5
tips which will come in handy.

Let's say you want to take your kids out
of the house and you get to an empty
field, just like the one below. You have
no toys with you, just yourself and the
kids. How long until they will get bored
and want to go home?

But before we get to it, what is facilitation?
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so, you require a STRUCTURE, just like
in our playground.

Alternatively, you could go into the
neighbourhood park, where the playground is located. Even if you don't have
any toys with you, the playground itself
is designed in such a way that it guides
the kids through it and they can have a
structured play.

The goal is to encourage full participation, promote mutual understanding,
foster inclusive decisions, and cultivate
shared responsibility. The structure from
Gamestorming, depicted below, is easy
to follow and will come in handy in any
kind of situation where you would like
to bring the workshop approach.

Facilitation is about designing the conditions that enable people to work
together to accomplish a desired
outcome in a given time. In order to do

Opening
(Divergent)

Exploring
(Emergent)

Closing
(Convergent)

Diagram adapted from Gamestorming
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You always start with the opening where
it's all about setting the stage, developing
themes or conveying information. It is
the divergent bit of the story, where it's
all about generating a lot of ideas and
keeping an open mind.

2. Remote is different than in-person
This is most likely not news to you, but
especially for facilitation there are some
aspects which need considering for
remote facilitation sessions. One of the
most important ones refers to the length
of sessions - I recommend no longer than
3 hours at a time, and split over a few
days. If you must have a full day session,
make sure to have longer breaks (30 min
shorter breaks and a 1.5-2 hours lunch
break) and remind your participants to
move away from the computer during
this time, maybe even go outside.

Once the ideas are there, it's time to do
some exploring, it's where we want
things to emerge or to look at known
things in new ways and make connections, analogies. All those lead to the
closing, or convergent phase, where we
narrow down towards conclusions, make
decisions and decide next steps.
You can apply this recipe to any situation where you want a group of people
to work together, and have a tangible
outcome in a short amount of time.

3. Choose your tools wisely & always
have a plan B
You can use digital whiteboard tools
such as Miro or Mural to ease collaboration. Should your or your client's organisation not allow such tools, there are
alternatives such as Google Jamboard,
Microsoft's Whiteboard or plain old MS
Office would do (NN Group has a
perfect example of how to use Google
Sheets for this).

So here are 5 tips to consider for your
next remote facilitation experience.
1. Preparation is more important
than ever
In remote settings it is very important to
prepare properly. Consider the goal of
your session, make sure you have the
right people in the room and prepare in
advance as much material as possible to
make sure you get the most out of the
dedicated time. Remember that in online
workshops everything lasts longer than
in-person ones.

Should the tool be new to your group,
make sure to send an email with instructions and a link to the board beforehand,
allowing them to play around and get
familiar with it. This way you will only
have to care about the process, not the
technology as well.

If you want some ideas, why not try a
Lightning Decision Jam. You can read
more
about
them
here:
https://ajsmart.com/ldj

As we are fully remote, make sure to
have a plan B in case the internet does
not work as expected or other technical
issues may arise. I found out it is best to
have a co-facilitator, especially for
longer sessions.
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Here is a list of tools which can be used
for some common workshop types.

together on the same problem, but alone
in the sense that every participant first
gets to complete the task on their own,
and only then does it get shared with the
group. It helps you make sure that everyone's voice is heard and it helps avoid
endless discussions as they would in a
regular meeting. Should they arise, you
can always have a dedicated space - a
parking lot - on your board where you
agree from the beginning that all topics
which may derail the workshop or need
more time discussing will end up. At the
end make sure to revisit them and assign
action points to them.

4. Make it a safe and engaging environment using icebreakers and energisers
Never jump directly into the content of
your workshop. As part of the opening
phase, use icebreakers to foster psychological safety to prepare the group for
different activities. This way they can
get acquainted with each other if they
have not worked together before, or are
not familiar with the tool.
You can find a nice list on miro.com
here.

The next time you have a meeting where
you want to achieve something fast and
avoid endless discussions, why not try a
workshop format, which will guide the
participants through a few activities
aimed at helping them get to the desired
outcome together in a limited amount of
time?

5. Make sure everyone is heard
If I were to choose just one of the
facilitation tools which I've come across
since I've been facilitating workshops,
"together alone" is the one I’d choose.
The exercise implies that we all work

(Connect with Raluca on LinkedIn)

New Words For BAs
“ Bisquiter ”
A Stakeholder who will only attend meetings where they
know food (biscuits as a minimum) will be provided.
(Note, as as result they have attended remarkably few meetings
over the past year)
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The Snowman Fallacy
Adrian Reed

no dialogue, but features the signature
tune “Walking in the Air”.

When I was in primary school, some of
the most exciting lessons were the ones
taken in the “television room”. Upon
entering the room, a seemingly giant
CRT TV stood on a metal stand on
wheels, and the lesson inevitably started
with the teacher fiddling with cables and
working out how to use the VCR.

I distinctly remember me and my friends
watching in a state of ambivalence and
confusion. I mean, as a five or six year
old it seemed like there were much better
cartoons out there, and although the
animation was certainly more artistic it
didn’t seem as colourful and exciting as
other programs. Without dialogue it
requires the capability to interpret a story
arch and subtext that, well, I’m not sure
I had at that age. In fact I don’t think I
had the attention span at that age either!

I remember one year in late December a
teacher showed us “The Snowman“. For
those of you not familiar, The Snowman
is an animated children’s film focussing
on a snowman that comes to life. It has
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Then, much to my confusion suddenly
The Snowman seemed to be everywhere.
Friends parents would put it on. It
became inescapable.The signature tune
was forever on the radio. All the adults
seemed to think that children loved it,
but I just didn’t understand why people
thought it was a big deal. “Maybe it’s
just like Star Wars. You either like it or
you don’t” I can imagine myself
thinking as I build another spaceship out
of Lego.

● Adults who have children: the film
gives them the ability to put on a
nice gentle TV programme for
their kids. The kind they’d
imagine loving when they were
younger.
● Commissioning studio: With no
dialogue, it can be sold worldwide.
● TV stations: a heartwarming film
to show year after year, creating
nostalgia and drawing in viewers
(who will then watch the adverts
around the show).

I was reminded of this experience a few
months ago when discussing the film
with someone who had the exact same
experience. Which led me to wonder if
any kids liked it at all!

● Music producers, writers and
performers: Getting the show
aired means people hear the music
and buy it (there was no Spotify
in the 80s…). “Walking in the
Air” eventually became a top 10
hit in the UK.

(Of course, I’m being provocative here,
I’m sure many kids did, but roll with me
for the rest of this blog)

It’s About The
Customers/Beneficiaries

Deconstructing this further helps us
understand other key facts about the film
too. It’s 25 or 26 minutes long (presumably to allow for advert breaks whilst
still enabling it to fit in a 30 min slot.
There must have been fewer adverts
shown on TV in the 80s!).

In situations like this, it’s worth asking
“who are the real customers here?” and
“who are the beneficiaries?”.
Ostensibly, the kids watching the film
are the beneficiaries. But, given a choice,
how many kids in the early 80s would
really choose The Snowman over The
Smurfs, Masters of the Universe or Jem?
If the supposed target audience doesn’t
value the film, then we should probably
look more broadly. Perhaps we might
argue the following stakeholders are
likely to be the real customers or beneficiaries, in addition to (or even instead
of) kids:

OK, OK, I’m sounding cynical now
aren’t I? As an adult I now do appreciate
the creativity and art that went into the
film’s production and I’m sure this
creativity wasn’t entirely driven by the
need for commercial gain. But the fact
remains that the film could probably
never have been made if it didn’t balance
the needs of different customer and
stakeholder groups.
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seriously, who wants an app and
ANOTHER set of passwords when the
automated phone system worked just
fine. Few people get excited about their
energy supplier…

Understanding The
Snowman Fallacy
This brings us on to a common fallacy
that has relevance for business and
business analysis too. The assumption
that a product or service is relevant to
just one single homogenous customer
group. This manifests itself throughout
the business lexicon, from executives
talking about “customer value” (Which
customers? And how do we know what
they value?) Right though to granular
user stories that start “As a customer…”.
(What type of customer? What research
has been done? How will we balance the
needs of different customer and beneficiary groups?). It’s crucial to ask these
questions and more to make sure that the
product or service balances the needs of
different groups, including those whose
voices might not usually be heard.

Whereas if they accepted that it was
largely for the benefit of the company,
and might be marginally less convenient
for the customer (at least to start with)
this changes the conversation. Would I
download the app voluntarily when there
are other options? No, probably not. If I
was offered a free pack of energy saving
light bulbs would I agree to submit my
readings this way? Probably. However
if the real customers, beneficiaries and
stakeholders had been identified then it’s
likely that a different solution would
have been chosen in the first place.

Curiosity Melts The Snow
As with so much in life, curiosity plays
a part in avoiding the snowman fallacy.
Asking questions, spreading the net wide
and understanding a diversity of views
is crucial. Most of all asking questions
such as “Who are the customers and
beneficiaries here, who else is affected
or interested, and how are their voices
being heard?” is so important.

Most of all it highlights the fallacy of
pretending something is solely for one
type of customer when actually it is
largely for another. Take the example of
an energy company that constantly tries
to coerce customers into downloading
an app to submit meter readings so they
can phase out their automated phone
submission system. They might market
this in the name of “convenience” but

(Connect with Adrian on LinkedIn)

If you enjoy this magazine, subscribe to the free BA
Digest newsletter with BA resources from around the web

www.badigest.co.uk
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No Pains, No Gains? When to
Ask the Painful Questions in
Change and Transformation
Craig Willis
When working on any change or transformation programme, we’re all familiar
with the activity of gathering and documenting the pain points from across the
business. We understand the value of
this.

help them feel like they’ve been listened
to.
However, the timing and the approach
you use can have a significant impact on
the overall programme. In a recent
webinar, on ERP Implementation, one
of the consultants highlighted the challenge of starting off process discovery
interviews by asking about pain points.

However, how much time have you
spent thinking about how and, perhaps
more importantly, when you capture
them?

“In times of change people can become
suspicious, especially when an outside
consultant has been brought in. We
found that when we started asking about
what was wrong with the current ways
of working some people would become
very defensive and close up.”

Of course talking about and recording
pain points is useful for many reasons;
it helps to focus in on where the issues
are, how the issues are perceived, it
brings a human perspective, it gives
participants a stake in the change and to
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Another challenge with asking about
pain points in isolation is that they tend
to be subjective. Admittedly to some
extent that’s OK, because you want to
see how people feel, but consider that it
also means that it’s much harder to size
and prioritise a problem. Remember that,
different people may articulate the same
problems in very different ways, making
your task of deciphering them way more
complex.

You could consider instead running an
as-is process mapping workshop to give
people the chance to first talk about how
things actually work today. One of the
most important benefits of running a live
workshop is that it gives a chance for
people to align on how they believe the
process works. Very often people
involved in a process will have a
different view of how it works and
therefore the problems or pains will be
approached with a different set of
assumptions.

Daniel Kahneman, in his book ‘Thinking
Fast and Slow’, describes the concept of
‘Substitution’. This is where you are
asked a complex question but in the
interests of answering quickly your
intuition substitutes the complex question with a simpler one that has an
immediate answer.

This activity allows the individuals to
think more objectively about the process
and its problems. It will remind them of
issues that hadn’t immediately come to
mind and help them re-evaluate other
pains in context. The participants
synthesise and analyse the shared knowledge in order to come up with a more
accurate picture of the pain points.

To put it into context, imagine you are
asked: ‘what are the pains you experience in your job.’ There are probably
many. Each has varying degrees of
importance and impact to both you
and/or the business. However, trying to
first remember and then assess each of
these is a complex exercise.

The next time you are planning process
discovery sessions for a change or transformation programme consider when
you will raise the pain points. The key
to success isn’t just recognising that that
pain exists at the end of the day, it's
putting it in the right context. After all,
a pain point by itself is nothing, the
learning it brings is where the magic
happens.

Therefore you are likely to substitute this
question in your mind with something
easier to answer such as “what was the
last pain you suffered in the course of
doing your job?” You then list the pains
and importance by the order in which
you remember them. It seems logical
that the most important pain is the one
that springs immediately to mind but
actually as Kahneman points out, this is
likely to be an incorrect assumption.

Craig Willis is the CEO of Skore, the
Process Improvement Software Platform. Designed to be used by everyone
in the organisation, Skore's simple two
shape systems enables businesses to
effortlessly map and manage processes
whilst gaining valuable insights in
minutes.
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Deadlines Are
Soon Forgotten:
It’s the Quality
They Remember
Adrian Reed
This is a picture of the Spinnaker Tower,
located in my home-town of Portsmouth, UK. It’s a 170 metre (560 foot)
construction with viewing decks at the
top that opened in 2005. It’s a real
tourist attraction and if you’re ever in
the area be sure to go and see it – there
are superb views from the top! (In fact,
if you’re going to be in the area contact
me and we’ll catch up for a beer…)
If you do visit the tower, you might hear
that the building hides a rather
embarrassing secret: It was built with an
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six years late, and significantly overbudget (an £11 million overrun). Yet this
has largely been forgotten about now, it
is the faulty lift that people talk about.
Or, put differently, it is the quality that
persists in people’s consciousness.

external scenic lift (elevator) attached to
the side that never worked reliably.
There is an internal lift that you can use,
but to my knowledge, the external lift
was never opened for public use.
If you speak to the locals, you’ll be told
anecdotes about how on its day of
opening several people – allegedly
including the project manager – were
trapped in the lift for over an hour. This
was a thorn in the building’s side for
years, and the external lift was
eventually removed.

Similarly, the landmark Sydney Opera
House was delivered ten years late and
cost 14 times the original budget. I
wonder how many residents and tourists
talk (or even care) about that now?
Often the processes and business
systems we define and design will
persist years after the project that
delivered them has been disbanded. The
level of quality that we deliver (and the
level of business and customer value that
the project delivers) should be a constant
focus.

I heard this story again recently, and it
reminded me of something that should
be kept firmly in mind when progressing
projects:
The quality of the product, and the
benefit it brings, will be remembered
long after the project budget and
deadlines have been forgotten about.

In most situations, a one week delay will
soon be forgotten about. A flawed or
missing critical feature won’t be.

You see, the interesting thing about the
Spinnaker Tower is that it was delivered

(Connect with Adrian on LinkedIn)
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What Does the FBI Have to
Do with Building Stakeholder
Management Resilience?
Christina Tan
For many of us, working in a remote
setting has now become the 'new
normal'. According to McKinsey, the
finance, management, professional services and information sectors have the
highest potential for remote work, with
76-86% maximum potential1. Whilst a
lot can be achieved through a virtual
setting, delivering change of any kind
impacts humans and their ways of
working. As Business Analysts, we are

likely to be working with a broad spectrum of stakeholders with different
perspectives. There will be the occasional disagreement along the change
journey leading to peaks and troughs in
stakeholder relationships. How do Business Analysts deal with stakeholder
disagreements, move on and develop
stakeholder management resilience in an
increasingly virtual environment?
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negotiator. Rapport continues to be built
through conversations that focus on the
positive reframing of the situation and
exploring areas of common ground.

Introducing the Behavioural
Change Stairway Model
It is essential to accept that disagreements are inevitable during a change
journey and that we need to recover
effectively and focus on the big picture.
The US Federal Bureau of Investigation's (FBI) Behavioural Change Stairway Model (BCSM) is a staple
framework in the high-stakes world of
crisis negotiation that can also be applied
when delivering change. The BCSM
outlines a five-step process for developing a relationship between a negotiator
and their counterpart and consists of five
steps:

4. Influence: When rapport is
firmly established, negotiators are in a
position to begin to make suggestions to
the other side, explore potential and
realistic solutions to the conflict, and
consider the likely alternatives available
to the other side.
5. Behavioural change: The final
step in the BCSM hinges on how thoroughly and prudently the negotiator
progressed up the first four steps. If the
negotiator has established a stable relationship with the other side, they will
propose solutions to the conflict that will
affect the desired behavioural change.

1. Active listening: This first step
of the BCSM establishes the foundation
for the subsequent steps and involves a
collection of techniques aimed at establishing a relationship between the negotiators. Active listening encourages
dialogue through the use of open-ended
questions, suggesting a paraphrased
understanding of the other side's story,
and attempting to identify and confirm
emotions expressed by the other side.

Building Relationships and
Understanding Stakeholder
Emotions through Change
These five steps of the BCSM are not
dissimilar to the soft skills that most
Business Analysts would embody. As
Business Analysts, we would play the
part of the negotiator in the BCSM
model. Combining the BCSM with the
SARAH model of change allows us to
understand the range of emotions stakeholders go through in the BCSM's fivestep journey, allowing us to identify
their current emotional footing within a
change journey.

2. Empathy: The second step
intends to empathise with the other side.
Empathy suggests an understanding of
the other side's perceptions and feelings
is accomplished, and it is a crucial aspect
of developing the relationship between
both parties. A mutual agreement can be
achieved through a genuine tone conveying an interest in and concern for the
other side.

The following displays the amalgamation of both models and suggests how
we might gauge stakeholder sentiments
during the change journey in a virtual
setting.

3. Rapport: Through active listening and expression of empathy, the other
party strengthens their trust with the
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Energy
Behavioural Change
Stairway
Model

4. Influence

5. Behaviour
change

3. Rapport
2. Empathy

1. Active listening

Time

SARAH Model of
Change

What are stakeholders likely to be feeling?

Shock

Anger

Resistance

Acceptance

Healing

Hope

What are stakeholders' possible thoughts?
Stakeholder
Thoughts

●
●
●
●

Did I hear that right? I don't think so.
No way! I just can't talk about this right
now.
I get it, but I don't buy it so why waste my
time?
What's the real motive behind this change?

●
●
●
●

I think I understand the change now. What
do I need to consider?
What can I do to help promote this
change?
What's the art of the possible?
Who else might be willing and able to help?

Virtual Cues

Possible virtual cues
●
●
●
●
●
●

Silence
Lack of participation/ non-responsiveness
Facial expression
Reluctance to participate when asked
Tone of communications (frustration,
curtness, assertiveness)
Tone of communications (relaxed, positive)

It is important to note that stakeholders'
footing in the change journey may occasionally fluctuate and that stakeholder
disagreements can occur during any
stage within the BCSM. This means that
stakeholder relationships can shift
upwards or downwards along the BCSM
continuum. The scale of stakeholder
disagreement is likely to be greater
during its earlier stages and gradually
improves as rapport is built. But will the
stakeholder relationship stay in its
'honeymoon' phase forever? What
happens if you do not see eye to eye with

●
●
●
●
●

Facial expression
Swift turnaround with communications
Improved engagement: willingness and
enthusiasm to participate
Openness to new ideas and suggestions
Inclination to champion the change

your stakeholder? Conflicting perspectives may still occur after building
rapport. Should disagreements arise after
rapport is built, it is critical that physical
and virtual 'cues' are identified so that a
rapid feedback loop is established to
build stakeholder management resilience.
Some possible ways of doing this are:
1. Open the feedback loop: Having
one-on-one transparent conversations
with the stakeholder to understand the
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causes of disagreements, acknowledge
the different viewpoints, identify opportunities to compromise. Recapitulation
of past discussions during earlier relationship-building stages could be an
effective means of reestablishing
common ground, opening up the other
party to understand different perspectives.

etiquettes that give us the best possible
chances of quickly identifying stakeholder sentiments. For example,
promoting practices such as webcams to
view meeting attendees' facial expressions, introducing agenda items
designed around opinions and conjecture
and leaving unstructured time during
meetings to encourage open discussions.

2. Reflection: After the conversation, reflect on key insights, capture your
thoughts in writing and put together a
roadmap for the agreed actions.

One of the most effective ways to build
resilience with stakeholder relationships
is to improve how you work together.
Identifying and mitigating potential
conflict sources requires constant attention to details during your communications with them, as these are not always
explicit. Fostering a culture of feedback
allows a team to achieve results cohesively and allowing disagreements to
surface earlier enforces stakeholder
management resilience in an increasingly virtual world.

3. Close the feedback loop: Close
the feedback loop by closing the
dialogue positively and following
through with the agreed actions, which
is imperative to develop stakeholder
resilience.

Learnings from Virtual
Working

(Connect with Christina on LinkedIn)

In the current pandemic, efforts of
fostering colleague interactions have to
be reinvented. With the rise in virtual
working, it is worth encouraging work

1

Lund et al, What’s next for remote
work: An analysis of 2,000 tasks, 800
jobs, and nine countries, McKinsey &
Company, 2020.

New Words For BAs
“ Alexasperate ”
An embarrassing song that a ‘smart’ speaker
randomly starts playing mid call.
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The Obviousness Trap:
Double Yellow Lines and
the Danger of Unrecognised
Misunderstandings
Adrian Reed

Progressing change is an inherently
human endeavour. It doesn’t really
matter how slick a change ‘process’ is,
if people aren’t on-board with a common
understanding of what needs to change
then the initiative is unlikely to be as
successful as it otherwise could have
been.

this blog will have a driving licence, and
many people reading this will have a
driving licence issued within a country
that allows them to drive a car in the UK.
Even if you don’t, you probably have a
vague awareness of the meaning of road
markings and signs. So, here’s a quiz for
you, what does this set of road markings
mean? It’s not a trick question, I
promise, so go ahead and shout the
answer at the screen!

One challenge that we face when
working with others is communication.
It’s very easy to discuss something with
a group of stakeholders and appear to
reach a consensus, only later to find that
everyone in the room had a slightly
different understanding of what was
being discussed. Precise communication
is difficult even amongst professionals
who supposedly have a shared professional language, and words and symbols
can be interpreted subtly differently
leading to vast misunderstandings.
This might sound crazy, so let’s take an
example. I suspect many people reading
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This question seems so simple, so
obvious and if you’re a UK-based driver
you’re probably shouting something like
“it means no parking!”.

● Allegedly, if the terminating ‘TBar’ has not been drawn (or has
worn off) at the end of the markings, then they may be technically
meaningless and unenforceable

But does it mean that? What if I were to
tell you it doesn’t… or rather it doesn’t
always mean that and that it’s actually
more complicated than it looks…

● Although, some local authorities
have passed bylaws to overcome
the ‘T-Bar’ loophole, so don’t risk
it!

Things Are Often More
Complicated Than They
Appear

● If you’re a driver with a blue
(disabled) badge, you may be able
to park there if there aren’t any
signs to the contrary.

The answer to the question of what the
lines mean, if there is one, is “it
depends”. There actually isn’t enough
information contained within the picture
for us to know for sure what the road
markings mean. That sounds like a
typically annoying BA ‘get out’ clause,
so let me explain my understanding
(disclaimer: this is not parking or legal
advice :

What’s more, the meaning of the lines
can be subtly changed with other road
markings. Take this example:

● Double yellow lines generally
mean ‘no waiting’ at any time. (so
‘no parking’ is a pretty good
approximation for most situations).
● However, loading and unloading
is permitted on double-yellow
lines, with an accepted convention
being 20 minutes is permitted for
most types of drivers.

Notice the horizontal lines on the kerb?
This alters the meaning so that loading
and unloading is not permitted. There’s
a lot of nuance conveyed by a few simple
road markings. And even though many
of us have passed a common ‘certification’ (the driving test) we might have
subtly different understandings of what

● Also, the meaning of the road
markings can be altered by signs
which state the times or seasons
in which they operate.
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these road markings mean, which could
lead to us interpreting them differently
(which leads us to act differently).

This is a question I probably wouldn’t
have felt comfortable asking earlier in
my career—it could be interpreted to
show vulnerability—however I’ve found
this curiosity crucial in moving towards
shared understanding. I’ve even been
known to collate the responses and play
them back to the stakeholders, highlighting that different understandings
and expectations exist. What better way
to illustrate the point?

If we can’t reach agreement on what two
painted lines mean even with fairly
prescriptive publicly available guidance,
no wonder there are misunderstandings
on projects and change initiatives.

Moving From Tacit To
Explicit

Modelling and diagramming can help us
ensure that we are on the ‘same page’
too, particularly if those we are collaborating with were part of creating the
diagram or model. The danger with
using diagrams with people who weren’t
involved is they might have a different
understanding of the symbols and
semantics of the model. If you’ve ever
shown a detailed BPMN model to a
stakeholder, you probably know what I
mean (how many types of intermediate
event?!). BPMN is great, but creating
the right ‘view’ for the right set of
stakeholders is crucial.

The beauty of a symbol like a set of
double yellow lines is they can convey
rich meaning concisely, it’s like sending
a broadcast ‘message’ to road users. The
danger is, without a common understanding of what that meaning is we can
end up miscommunicating. The ‘sender’
of the message might have a very precise
meaning in their minds, but this has to
go through the eyes, brains and ‘filters’
of the receivers who might draw very
different conclusions over what the
message means.
This example illustrates a set of implications that are relevant for what we do as
business analysts and change professionals. It goes some way to explaining
some of the misunderstandings that
inevitably happen on change initiatives,
those situations where people think they
agree but they are agreeing to different
things.

Assuming nothing, asking questions,
co-creating and drawing pictures moves
us closer to a common understanding.
Beyond all of this, curiosity is crucial,
and it’s important that we dodge the
‘obviousness trap’.
(Connect with Adrian on LinkedIn)

A question I find myself asking more
and more is:
“Can you help me understand what
exactly you mean by X?”
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For BA related Videos,
Interviews & Webinars subscribe
to Blackmetric on YouTube.
Search ‘Blackmetric’ on YouTube
or visit
www.blackmetric.co.uk/youtube
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Changing the Culture of a BA
team
James & Suzanne Robertson
Culture determines how people behave.
If you want to change behaviour, you
have to look to changing the culture.
This is the story of how we changed the
culture of a team of business analysts.

away with it. Naturally enough, performance and productivity were abysmal.
Our first instinct on taking over was to
try and change the culture within our
team. The culture of the organisation as
a whole was poor, but we guessed that
we could succeed if we made this a local,
rather than global effort. We had to in
some way isolate our team or make them
feel distinct from the rest of the organisation.

We inherited this team; they worked in
an organisation where the culture was
pretty poor. People were uninterested in
their work. They resented the time they
spent at work; they cheated on timecards; they simply did not do any work
whenever they thought they could get
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Our first move was the seemingly trivial
one to establish a team identity. We
talked this over with the team and they
came up with a rather silly but unanimously accepted name. We invented
some silly but self-identifying games to
play. We also reorganised the desks so
that they formed a cohesive space,
connected the people and gave them far
more opportunity to talk to each other.

were expected to comply with them. But
everybody knew the schedules were a
joke. Now we were showing people that
their schedule was real: they had contributed to it, and they knew that they were
going to be held to account for finishing
the work within the scheduled time.
This had a galvanising effect on the
culture. People now felt valued, and they
valued time.

That was the easy part. Now we had to
make people feel relevant and valued.
We did this by taking an interest in the
work that they were doing — actually
looking at their work and talking to them
about it. Naturally enough coaching was
part of these conversations, but the
emphasis was placed on the value of the
work that they were doing which, in
turn, made them feel more valued.

We had somewhat insulated our team
from the rest of the organisation. The
repositioning of the desks mentioned
above, and the improved behaviour of
our team meant that we were now a
haven within the organisation. This led
to a certain amount of outside resentment, “Why should you guys be having
fun at work when we aren’t?” None of
our team cared about this — they knew
they were good and doing good work.
That turned out to be the important
factor. The team finished the project
more or less on time, and enjoyed doing
it.

We also spent time discussing how each
individual’s work fitted into the project
at large. Our intention here was to make
people feel relevant. When they understood how their piece of the work fitted
into the larger picture, they had more of
a sense that what they were doing was
important and relevant, and had a greater
sense of ownership.

Of course, this was not 100% perfect.
There were a few that did not buy in to
the culture change. However, their recalcitrance eventually led them to drift
away to other projects, or in one case to
find a new employer.

Time was raised in the team’s level of
consciousness. We were in an organisation where time didn’t mean a lot; if
projects ran over time or budget nobody
seemed to care. Deadlines were set with
little regard for how long it would take
to actually do the work. We covertly
reworked the schedules, involving the
team in the estimates and planning.
Previously, schedules were simply
handed down from above and people

There is much more to culture change
than we have talked about in this
example. We recently collaborated with
our Guild partners to use our collective
experience of many organisations to
write the book, Happy to Work Here:
Understanding and Improving the
Culture at Work.
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This book discusses the six drivers of
workplace culture:
●
●
●
●
●
●

the example of our team’s culture
change.

The value of people
The value of time
Safety and Security
Navigation by Grownups
Collective Confidence
The value of excellence

Culture is not immutable. It can be
changed and should be changed if you
want to see an improvement in your
team’s productivity and quality of output.
James Robertson and Suzanne
Robertson are Principals of the Atlantic
Systems Guild.

We mention these because if you are
planning to make a larger scale or more
permanent cultural improvement, it is
well worth knowing about the factors
that drive workplace culture. You will
note that the first two drivers are about
the value of people and the value of time
— the drivers we briefly touched on in

SEAS

Happy to Work Here: Understanding
and Improving the Culture at Work is
available from Amazon.
LinkedIn group:
Culture in the Workplace
YouTube channel: Culture at Work
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