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Introduction

[image: image2.png]The Business Needs Model relates an organization's mission, goals, strategies, and objectives to the things that have a significant impact on the organization. These include: critical assumptions, problems, critical success factors, and information needs.

The model may be used to provide a business focus during the software development process, as it is combined with models of information and activities. The business needs, information, and activities provide a complete picture of an organization's business goals, the information on which the organization depends, and the activities that are conducted by the organization.

The Business Needs Model is developed using a technique called Critical Success Factor Analysis. By grouping an organization's mission, goals, and critical success factors into a hierarchy, we can represent the business drivers in a graphical format.

Critical Success Factors

A Critical Success Factor (CSF) is a key area of the business where high performance is required if goals are to be achieved. These factors most affect an organization's ability to succeed. In other words, CSFs are those things that must go right to reach the goal they support.

John F. Rockart introduced the Critical Success Factor approach as a general business planning tool. The CSF concept has been used within many organizations to determine individual managers' information needs, set priorities for the organization's information systems, as well as to identify programs and project priorities for the management team's agenda.  

Rockhart identified six sources of CSFs. The first four are more global and objective from the viewpoint of the firm and the industry. The last two tend to be more subjective and specific to each individual's vision of what the future should be.  

The CSF sources include:  

Industry: There are some CSFs common to all companies operating within the same industry. Different industries will have unique, industry-specific CSFs.

Competitive position or strategy: The nature of position in the marketplace or the adopted strategy to gain market share gives rise to CSFs. Differing strategies and positions have different CSFs.

Environmental changes: Economic, regulatory, political, and demographic changes create CSFs for an organization.

Temporal factors: These relate to short-term situations, often crises. These CSFs may be important, but are usually short-lived.

Managerial role: An individual role may generate CSFs as performance in a specific manager's area of responsibility may be deemed critical to the success of an organization.

The individual's view of the world: The vision expressed by top management can imply CSFs that are very often unique to that organization and very different from others in the same industry.

It is important to identify CSFs from each of these sources so that the set of CSFs  embraces collectively all of the potential areas of criticality.

CSFs are hierarchical. CSFs support and refine the meaning of the strategies and goals that are critical to the success of the business. The hierarchy provides a structured approach to organizing and defining the requirements of supporting information systems. A CSF supports a goal or another CSF. Each CSF in turn is supported by subordinate CSFs that must be accomplished if the superior CSF is to be successfully attained. 

Parent-child relationships between CSFs are documented and provide a mechanism to establish traceability and linkages from strategies to functions to requirements to design and finally to the implementation of manual and automated procedures (systems). An example CSF hierarchy is displayed below. 
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At a high level, CSFs may be used to define important strategic aspects of an organization so that it becomes possible to identify what is important and to facilitate the setting of priorities. CSFs may also be used to refine fuzzy goals into clearly stated definitions of scope.

When carried to a detailed level, they can used to define a complete set of requirements for an information system. In addition to communicating the linkages from implementation of information systems back to the needs of the business, the process also helps to clarify the nature of the business, the organizational roles, and the information needs that are required to meet objectives at each level.

Additional Model Elements

The other model elements enhance the rigor of the model by looking at the critical success factors or business needs from other perspectives. Specifically, we document information needs, problems, and assumptions to determine whether we have all the critical success factors necessary to achieve the organization’s goals. 

	Assumption
	Condition(s) that the organization expects to remain constant for the time period covered by a goal / critical success factor. Changes in expected conditions may cause problems, change information needs, or require new / changed CSFs.

	Goal
	Statement of time oriented accomplishments that directly support the mission. Typically stated as the top three to five things that turn the mission into action. Since goals are time-based, they may be replaced with new goals as the old ones are achieved. 

	Information Need
	Identifies categories of information that are required to support a goal or critical success factor, to resolve a problem, or validate an assumption.

	Mission
	Statement of purpose, explaining why the organization exists. The mission remains constant over time.

	Problem
	Statement of something that is adversely affecting the organization’s ability to achieve its goals.


Conclusion

In summary, Business Needs Modeling is a technique used to organize business strategies into refined, detailed statements of need that can be implemented and measured. The technique can also be used to gather requirements for a variety of information systems within an organization. By representing the requirements in a hierarchical, graphical format, the technique builds a foundation on which data and processing requirements are based.
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