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  Everyone knows what a systems analyst is, right? They 
have been around for decades. They're the folks that 
sit between the business managers and the IT 
developers and mediate. They get requirements from 
the business people and translate them for IT. And, 
they communicate the IT considerations to the 
business people, explaining new technologies and 
suggesting how things might be done differently. Or, 
worse, why things can't be done differently because of 
the existing software systems that somehow can't be 
changed to do what business wants to do. 

If you talk with business managers, they tend to think 
of systems analysts, or business analysts, as they now 
often prefer to be termed, as IT people who just 
happen to be located in the business unit. If you talk 
with IT developers, they think of systems analysts as 
the business people who provide the requirements that 
business wants IT to support. As we say, they sit in the 
middle, and that's often an awkward place to be when 
business and IT disagree. 

Whatever role the business analyst may have had in 
the past, it is certain that the role is in transition at the 
moment. 

One good sign of this transition is the project currently 
under way at the International Institute of Business 
Analysis (IIBA) to revise their Guide to the Business 
Analysis Body of Knowledge. This Guide represents a 
major source document for those who work as 
Business Analysts. Compared to earlier Guides, the 
new Guide puts an emphasis on developments that any 
BPTrends reader would recognize. To begin with, their 
definition: 

"A business analyst works as a liaison 
among stakeholders in order to elicit, 
analyze, communicate and validate 
requirements for changes to business 
processes, policies and information 
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systems." 

It is subtle, but worth noting, that this definition 
distinguishes between business processes and 
information systems. Too many business analysts take 
a narrow view and think of processes as sets of 
procedures to be automated. This perspective really 
does mark them as representatives of IT and 
disqualifies them for a seat at the table at which the 
larger business processes - which include lots of 
activities performed by people -- are discussed. You 
don't find many business analysts at the Supply Chain 
Council meetings. It is assumed there that business 
analysts are concerned with automation issues and 
lack the vision required to design a worldwide supply 
chain. This will begin to change if the IIBA has its way. 

To underline this, a significant portion of the IIBA 
Guide is devoted to Enterprise Architecture issues. My 
own small role has been to help them think about how 
the business process architecture is separate from IT 
and needs to be created and maintained by people 
with skills different from those too often associated 
with an IT "Enterprise Architecture." The whole field of 
"Enterprise Architecture" has been dominated for too 
long by the Zachman perspective. In essence, the 
Zachman perspective breaks everything up into little 
boxes and serves to help people classify things. It's a 
nice way to guarantee that architecture analysts stay 
focused on the bits and bytes but it doesn't help them 
see the big picture. A real Business Process 
Architecture, on the other hand, begins with corporate 
value chains and organizational goals, and decomposes 
those high-level processes into business processes, 
and then into subprocesses. By keeping the focus on 
whole systems that produce results, and components 
that contribute to those results, we keep the focus on 
organizing for results and not on classification for its 
own sake. One major effort on the part of the IIBA is 
to embrace a more holistic view. 

We've been very encouraged by the evolving Guide 
and think the IIBA is defining a more interesting and 
creative future for Business Analysts. (For more 
information, check www.theiiba.org) 

A second sign that the job is evolving is suggested by 
SAP's recent launch of a Business Process Expert (BPx) 
portal within their overall SAP Developer Network. This 
development was announced in the spring of 2006 and 
was launched in the fall. (See 
https://www.sdn.sap.com/irj/sdn/developerareas/bpx.) 
In essence, SAP has suggested that the older role of 
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the business analyst needs to be extended, at the 
enterprise level, to provide broad support for business 
process work. 

To date, SAP has published a variety of different 
articles on their BPx site. Clearly, you don't move a 
large community, like the SAP business analyst 
community, quickly. But just as obviously, SAP 
believes that BPMS is coming - at least in the guise of 
NewWeaver - and that business analysts need to begin 
thinking of themselves more broadly - as Business 
Process Experts. 

The essence of BPMS is that it creates a new layer 
above the existing IT considerations. The new layer 
describes a business process in ways that both 
business people and business analysts understand. 
Increasingly, business people and business analysts 
will meet to discuss business processes and what can 
be done to improve or change processes, as needed. 
Most of today's BPMS applications are rather limited, 
but as companies become more confident with the 
technology, they will extend them to manage ever 
larger processes. We fully expect to see companies 
managing worldwide supply chains and national sales 
processes, before this decade is out. Moreover, if these 
large BPMS applications are done right, they will 
describe processes that integrate a broad mix of 
human activities and automated systems. The heart of 
any large business process, however, is always going 
to be the people. They are the knowledge workers that 
will increasingly function as the core resource of 
companies - they add the creative and responsive 
elements in any process. It follows that process 
analysts who can talk about processes of this scale and 
complexity are going to need to be more broadly 
knowledgeable and more flexible than the systems 
analysts of the past who were just there to get the 
requirements needed by IT for the latest automation 
project. 

A large business process, running in a BPMS 
environment, is going to be a dynamic entity. We 
aren't talking automation projects here - we are talking 
large scale systems that enable business managers to 
fine tune complex, ongoing processes on a day by day 
basis. In essence, SAP assumes that the role of the 
business analyst will morph into a role that helps 
senior managers manage real time BPMS systems - 
BPMS systems that will eventually manage all of the 
people and the systems used by huge business 
processes. For many companies, the BPMS systems 
will span companies and include the management of 
both in-house and outsourced processes throughout 



the world. 

Obviously, this won't occur overnight, but it is evolving 
very rapidly as large companies begin to ramp up their 
commitments to BPMS and dream of applications that 
can give business managers an unprecedented ability 
to plan, organize and control large-scale processes. 
And, it will only happen if there are business process 
analysts - or business process experts - who share that 
vision and can help business people conceptualize such 
large-scale processes, with all their complex flows and 
activities, their performance measures, and their 
management requirements. When you think about it, 
the role will require more synthesis than analysis, 
which is why I like the term Business Process Expert. It 
puts the emphasis on creating and organizing the 
process, and not just on analyzing a portion of it. 

Preparing people to do this will be a challenge that 
large companies will have to grapple with throughout 
the rest of this decade. Forward thinking organizations, 
like IIBA and SAP, are gearing up to do their part. 

Til next time. 
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