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Dedication

To Flutter, the one who brought peace.
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Introduction

All great things begin with a goal, and then by visualizing how to achieve it. These
steps go a long way when it comes to reducing surprises and pitfalls. However, it
takes knowledge to visualize your goals. If you have the knowledge to visualize the
key activities required to fulfill business needs and achieve your end goal, you will be
better prepared for success. 

Process visualization involves envisioning the actions needed to achieve the desired
outcome. Knowledge and visualization are essential to having a good plan.
Visualization makes it easier to know what to do before, during and after an event,
leading to more effective planning. Though the tips in this eBook have been slated
for after the event, it is important to be aware of them before and during the event as
well.

After the event, it is important to follow up on action points, plans and issues that
have been discussed. The end of the elicitation event does not signify the end of
business analysis activities, but the beginning of the BA’s involvement in other
aspects of the project.

From highlighting logical fallacies and thinking styles to requirements analysis, this
book sheds light on which business analysis deliverables should be prepared. In
addition, it describes the best practices for success and the role of the BA once
requirements have been elicited to a considerable extent.
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1. Review Elicitation Results: Spotting Logical Fallacies

Elicitation events, where stakeholders are convened to express their requirements,
result in the collection of data, opinions and information that the BA must analyze.
The BA is expected to review perceived facts, arguments and statements for any
logical fallacies that may need to be corrected or further explored. Looking out for
logical fallacies can help to spot assumptions that stakeholders have made. The BA’s
ability to identify false lines of reasoning and nip them in the bud can help in
developing accurate requirements.

Fallacious arguments are quite popular and often go unnoticed; consequently, it is
important to learn how to identify them. In some cases, the individual committing a
fallacy may not be aware of it, while in other cases, fallacies are committed intention-
ally in order to win the argument or push a specific opinion onto others, if only mo-
mentarily. The objective of this section is to enable the analyst to examine arguments
and viewpoints for their validity, or for other reasons.

For an argument to be considered valid, the conclusion must be factually based. An
argument is only sound if the supporting premise is true. In the process of making
sense of the data collected, cause and effect can easily yield inaccurate conclusions
or wrong decisions. 

Spotting logical fallacies is a crucial aspect of critical thinking, specifically in
conversations with stakeholders. Logical fallacies, when recognized, should not be
ignored, as ensuing decisions can lead to inaccuracies. Identifying these fallacies is
the first step in eliminating them, or further exploring them.

Keep in mind that spotting logical fallacies and questioning them is a skill that should
be applied throughout the course of the project, and its application should not be
limited to when the elicitation event is over.

The following section discusses ten logical fallacies that BAs should be aware of:

1. Argument from Authority

This fallacy goes like this: “Manager X believes Y. Manager X speaks from a position
of authority, therefore Y is true.” 

Stakeholders, in most cases, have preconceived notions of where problems exist in
an organization. As such, it’s possible for the analyst to elicit requirements from
several subject matter experts or authorities who are “knowledgeable” about
problems in the domain or organization. 

The mere fact that a person is highly placed, however, does not mean that their
claims are always true. The analyst should therefore look beyond posts, experience,
reputation and formal degrees to investigate all claims. After all, no matter the
amount of experience a person has, he or she can still be wrong.
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The same goes for frontline staff; the fact that frontline staff usually have less
authority does not mean that they do not have any valuable information to contribute.
The key takeaway is to investigate all claims, regardless of the authority (or lack
thereof) associated with the person.

Key Takeaway

 Ensure that any authority you refer to during the course of discussions, or
when following up after the event, actually have sufficient knowledge of the is-
sue at hand.

 Explain your reasoning and the reasoning of the authority anytime you need
to cite an example or a piece of information you have elicited from them. 

 Go the extra mile to confirm that the views of the expert you liaise with are not
biased but neutral and objective.

2. Hasty Generalization

Hasty generalization can occur when an analyst rushes to conclusions before
gathering all the facts or evaluating all the facets of the issue. Hasty generalization,
also known as overgeneralization, involves asserting something about a whole class
of things when it’s not true of all. Such rushed conclusions are usually based on
insufficient or biased evidence. 

Here’s an example of hasty generalization: After the first week on a project, an
analyst says, “I can tell that this project won’t work. The stakeholders don’t seem
enthusiastic about it.”

To make a fair and reasonable evaluation of a project’s acceptance, the analyst must
discuss it with several stakeholders, immerse themselves in the organization to get a
sense of the stakeholders’ perspectives, and invest significant effort into trying to
reduce negative vibes.

Another example is: “Running reports on the system is always slow.” 

This sort of statement begs the questions: How many report(s) were run? What
filters were applied? At what time of the day were the report(s) run? How many users
are experiencing this issue? 

Generalizing before getting all the facts right is a fallacy that should be avoided in all
situations to help prevent arriving at the wrong conclusions.

Key Takeaway

 Before drawing conclusions about an issue, ask yourself these questions:

 Have you sought the opinion of as many affected stakeholders as possible?
 Are you relying only on your own observations?
 Do you fully understand the specific situations under which the issue occurs?
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 Have you identified other aspects of the issue/problem you need to clarify fur-
ther?

 Have you clarified your viewpoint with anyone else?

3. False Dilemma

False dilemmas occur when the analyst oversimplifies reality by reducing it to only a
limited set of choices.

Let’s say a company is having problems keeping up with competition. On closer
investigation, it is discovered that a system that allows the company to store,
manage and analyze customers’ buying patterns would help with improving customer
satisfaction and staying ahead of competition. If the analyst were to simplify this
reality by evaluating only two options—building or buying a CRM—a false dilemma
can occur. This is because there are a host of other solutions that could work well in
this scenario. 

What if data on customers’ buying patterns actually exists and those existing
solutions could be used to analyze this data without another solution? What if
outsourcing this function could deliver the desired benefits? 

Key Takeaway

By considering only two options or a limited set of options, the analyst has ignored a
range of choices that could manifest as viable solutions in the long run. When
deciding on what course of action to recommend, ask yourself if there are other
alternatives you haven’t considered.

4. Incorrect Association/False Cause

Incorrect association or false cause is about attributing an incorrect cause to an
occurrence. The fact that A and B happened together does not mean that A caused B
or B caused A. Likewise, the fact that A preceded B does not mean A caused B.

Let’s assume Company X lost a lot of sales during the holiday season. An example
of incorrect association would go like this: “Thelma was the demand planner when
sales fell to its lowest level in twelve years.”

One could assume that the holiday caused a reduction in sales. It's also possible,
that a third factor led to the reduction in sales. The morale of salesmen may have
been low during that period due to increased work pressure, or a failure to maintain
minimum stock levels could have caused a drastic reduction in inventory levels,
leading to a loss of sales.

It might have been a myriad of factors that led to the drop in sales and not a single
factor. Failing to consider other factors apart from the obvious, or incorrectly linking
association with causation, constitutes a logical fallacy that should be avoided.
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Key Takeaway

 The fact that B comes after A does not mean that A caused B.
 Correlation is not the same as causation.
 Examine all the potential root cause of issues to avoid attributing problems to

the wrong causative factor.

5. Ad Hominem

Ad hominem is a fallacy that attacks the person instead of the argument. The
argument’s validity is thus assessed based on the person making the argument
rather than the argument itself.

Have you ever worked in an environment where users would rather qualify the
system with every negative adjective in the book than say exactly what is wrong with
it? You can recognize this easily when you hear a statement like, “The current
system is ineffective; the vendor was only concerned with saving costs.” 

This type of statement attacks the person(s) in charge of implementing the system
without saying exactly what is wrong with it. Statements like this should prompt the
analyst to ask questions about what the exact issues are.

Analysts should recognize fallacies and nip them in the bud before they aggravate
the situation and create a negative impact on the project. Practise identifying these
logical fallacies in everyday situations to improve your critical thinking skills.

Key Takeaway

Discuss issues and not people. Elicitation events should not become fertile ground
for attacking people and their personalities.

6. Ad Populum

While trying to achieve consensus amongst a group of stakeholders, it can be quite
easy to get sucked into the trap of canvassing the “popular” opinion in order to get
stakeholders on your side or be in their good books. The fact that a course of action
is popular does not mean it is the right one.

The concept of Groupthink is at the root of this fallacy, where a group of people col-
lectively adopt a popular position in order to arrive at a consensus.
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Key Takeaway

 Examine yourself or the results of the elicitation event to see if the agreement
reached was the popular one and if other alternatives could have been con-
sidered.

 Ensure that you are not recommending a conclusion/requirement because it is
the popular opinion. Examine such ideas for the value they add to the busi-
ness.

7. Appeal to Tradition

Appeal to tradition is a fallacy that a viewpoint or situation is right because it has al-
ways been that way. The fact that we have served one particular group of stakehold-
ers well using one tactic does not mean it should not be challenged and potentially
better approaches considered.

By asking the difficult questions that need to be answered, the BA can challenge sta-
tus quo, thereby bringing about positive change in the business.

Traditions, as useful as they are, can impede progress. Resistance can be built with
statements like, “We have always done things that way, so why should it be any dif-
ferent?” BAs must be willing to challenge tradition to bring about innovation and in-
creased efficiency to current business operations.

Key Takeaway

 Make a habit of challenging status quo, especially those that do not have any
merit to them

 Think innovatively and differently when solving business problems

8. Argument from Inertia

This fallacy is wrapped around the idea that one should continue on a given course,
even after that course is proven to be the wrong one, because changing direction
would mean that resources expended were for nothing.

Business analysts should not be afraid to speak out if they notice the business is
moving in the wrong direction, regardless of sunk costs or the doubts that may be
cast on their credibility. Failing to flag problems early enough can cost the business
even more if the wrong actions are taken or prolonged.

Key Takeaway

Business analysts should fly the red flag whenever necessary, and as quickly as
possible, no matter how far the business is into a project. The fact that so many re-
sources have been sunk into the project does not mean that steps cannot be re-
traced, especially if not doing so will be to the detriment of the business.
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