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The Role of the Business Analyst in a Scrum Environment 
 
Under traditional business models, rigorous business analysis is a vital part of any 
organization’s success. Some form of business analysis is needed before a company even 
opens its doors in order to start from a strong strategic foundation, and regular recurring 
analyses of a business is needed to ensure it stays on course for success. Identifying these 
business needs and challenges and determining the strategies and solutions to employ to 
result in success and profit is the job of the business analyst. 
 
The analyst in charge of conducting the business analysis may perform one or all of the 
following during this process: a strategic assessment of a company’s business needs, a model 
analysis to determine the best policies and market approaches for a business given those 
identified needs and goals, a systems analysis of an organization’s rules and requirements for 
its IT systems, and a process design to generate efficient, standardized workflows. The best 
business analysts adopt a broad, holistic approach, taking into account not just a company’s 
software systems and IT department, but the entire organization, from front to back office. 
 
The overarching goal of a business analyst is to understand the structure, policies and 
operations of a business in order to recommend the best practices and solutions to make it 
possible for the organization to be successful. The analyst is always examining a company’s 
processes against the backdrop of its desired goals in order to offer options for improvement 
at all levels of the organization. 
 
While the business analyst performs a number of functions in a company, from an IT 
perspective, the business analyst is often the liaison between IT and the other departments, 
transferring the knowledge and information the analyst has gained during his or her analysis. 
 
Agile methodologies can throw traditional business analysis models—which utilize a waterfall 
model of workflow and in which the flow of information is from departments to the analyst 
who then prepares the development plan and disseminates it for development—and the 
analysts who perform them into a tailspin.  
 
Because of the way Agile—and in particular, Scrum—methodologies work (for more 
information on this, see our article on Agile and Scrum), it might seem at first glance as though 
there’s no room for the business analyst at the table. When all departments are part of the 
team, what need is there for a liaison? When all departments are at the table sharing 
information, the business analyst is no longer the information gatekeeper, nor the only one 
presenting solutions. 
 
Which is why we see articles about the “death” of the business analyst because of the strong 
adoption of agile methodologies in many organizations: a 2015 survey by Hewlett Packard 
showed that two-thirds of responses said their business was either “leaning towards agile” or 
“pure agile”1 and VersionOne’s 2015 State of Agile report and survey showed an even higher 
response: 96% of its respondents said that at least some teams at their companies were using 
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agile methodologies, with 43% saying at least half or more of their workflows and teams were 
agile.2 
 
Is there still room at the table for the business analyst? We think so – which then raises the 
question: 
 

What is the role of the business analyst in today’s Scrum environments? 
 
First and foremost, let’s talk about how not to utilize a business analyst in the Scrum 
environment, and that’s as a proxy Product Owner. 
 
Remember, with the Scrum framework, there are only three possible Roles: the Product 
Owner, the ScrumMaster, and the Team (sometimes called the development team). Placing a 
business analyst as a “middle man” between the actual Product Owner and the rest of the 
team is counter to the ideals of Scrum, and also increases the likelihood of miscommunication 
and misunderstanding, which reduce the effectiveness and efficiency of the team and, 
subsequently, the project. In other words, adding in a proxy role removes agility, adds 
information confusion and obfuscation, and increases the likelihood of project delay or failure. 
 
Where, then, does the business analyst fit? 
 
For some organizations, allowing the business analyst to assume the role of Product Owner 
can make sense. Their traditional role and responsibilities can make them a natural fit for the 
Product Owner role. It should be noted, though, that this means the C-level team at the 
company must be willing to relinquish ownership of the product and give full support to the 
business analyst in the role. The business analyst as Product Owner must also be ready and 
able to take full ownership of the product and be responsible for the success of the project. 
 
In most cases, the best fit for the business analyst is as a member of the Team. While the 
analyst may not be able to do the same hands-on development and coding work as other 
members, having their detailed insight into the organization overall and their unique skillset 
available to the team during Sprints can prove highly valuable as sprint deliverables will be 
created with the ‘big picture’ in mind. 
 
Scrum Challenges for the Business Analyst 
 
A business analyst stepping into a Scrum environment will face duo challenges in adaptability 
and speed. 
 
In the waterfall development model, a great deal of time and energy is spent at the inception 
of a project, performing needs assessments and gathering up requirements, reading through 
                                                           
2 http://stateofagile.versionone.com/ 
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enterprise documents and information, then putting together documentation and reports. This 
process is greatly accelerated in the Scrum model and the resulting document looks quite 
different.  
 
While there is still the creation of an initial Product Backlog document, that document is not 
intended as the concrete “be-all, end-all” of the project, nor is it considered a final blueprint. 
It’s only a starting point; a document that, over the course of the project, undergoes constant 
evolution and change. In addition, there is full collaboration on the Product Backlog, which is 
atypical for the business analyst, who may be used to doing much of this task alone. 
 
Scrum requires the business analyst be able to adapt and respond much faster than more 
traditional methods, and some may be uncomfortable with what can feel like “on the fly” trial-
and-error analysis when it comes to Scrum as opposed to the slower, more deliberate “all your 
ducks in a row first” traditional analysis the analyst is more accustomed to. 
 
The Business Analyst Scrum Team Member 
 
One of the first ways the business analyst can bring their knowledge and skillset to bear is in 
assisting to create the starting Product Backlog. They are also ideally suited to helping identify 
missing requirements and needs as the project progresses. 
 
The business analyst is also uniquely suited to providing insights into how the “business side” 
of the company thinks and operates to the developers on the team, as well as knowledge on 
all current office workflows and processes, which can help the entire team make decisions 
during its Sprint planning and retrospective meetings. This intimate knowledge of the 
“business” side of the business also makes them excel at testing and quality assurance 
activities and user interface and experience design, and it can help the business analyst still 
function in something of a liaison role between different team members and the Product 
Owner, ensuring a shared understanding of the project and its goals. 
 
Since many business analysts may be lacking in coding skills, having them help and support the 
ScrumMaster and the team with the more organizational and administrative tasks—such as 
keeping the Product Backlog items ordered and adding/removing items as needed, seeking out 
needed documentation or getting clarification on items on the Product Backlog—will free up 
more of the rest of the team’s time to do the hands-on tasks that move the project forward. 
 
Werth IT and Business Analysis 
 
At Werth IT, business analysis – and working with client business analysts as part of our Scrum 
teams – is an integral part of our work. We cannot possibly understand the needs of our clients 
and thus, the solutions that will work for them, without understanding the client’s business. 
For our clients that have a business analyst on staff, we always recommend they be a part of 
the Scrum Team, and we find them to be a valuable resource throughout the project. 
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We recognize that in the current vein of less-is-more and of “running lean and mean,” many 
businesses no longer have a full-time business analyst on staff, yet they still have need of and 
can benefit from, that skillset. Werth IT offers a focused, project-specific business analysis to 
our clients as part of our process when we begin our work, but we can also provide a broader, 
more robust analysis of the entire organization if desired. 
 
A final note: we would offer the opinion that, if properly trained, a business analyst can make a 
capable ScrumMaster. Their already-existing broad base of knowledge can increase their value 
to the Product Owner as the Product Backlog is created and refined, and they already have 
writing, organizational, and administrative skills to allow them to excel at the tasks required of 
a ScrumMaster. 
 
No matter which role they come to fill in a Scrum environment, the business analyst has 
knowledge and skills that make them an important part of the team. 
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