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142 Chapter 3 Requirements Determination

and document analysis are both easily capable of soliciting a wide range of information
from a large number of information sources. In contrast, interviews and observation require
the analyst to visit each information source individually and, therefore, take more time. JAD
sessions are in the middle because many information sources are brought together at the
same time.

Integration of Information One of the most challenging aspects of requirements
gathering is integrating the information from different sources. Simply put, different
people can provide conflicting information. Combining this information and attempting
to resolve differences in opinions or facts is usually very time consuming because it
means contacting each information source in turn, explaining the discrepancy, and
attempting to refine the information. In many cases, the individual wrongly perceives
that the analyst is challenging his or her information, when in fact it is another user in
the organization who is doing so. This can make the user defensive and make it hard to
resolve the differences.

All techniques suffer integration problems to some degree, but JAD sessions are
designed to improve integration because all information is integrated when it is collected,
not afterward. If two users provide conflicting information, the conflict becomes immedi-
ately obvious, as does the source of the conflict. The immediate integration of information
is the single most important benefit of JAD that distinguishes it from other techniques, and
this is why most organizations use JAD for important projects.

User Involvement User involvement refers to the amount of time and energy the
intended users of the new system must devote to the analysis process. It is generally agreed
that as users become more involved in the analysis process, the chance of success increases.
However, user involvement can have a significant cost, and not all users are willing to con-
tribute valuable time and energy. Questionnaires, document analysis, and observation
place the least burden on users, whereas JAD sessions require the greatest effort.

Cost  Cost is always an important consideration. In general, questionnaires, document
analysis, and observation are low-cost techniques (although observation can be quite time
consuming). The low cost does not imply that they are more or less effective than the other
techniques. Interviews and JAD sessions generally have moderate costs. In general, JAD ses-
sions are much more expensive initially, because they require many users to be absent from
their offices for significant periods of time, and they often involve highly paid consultants.
However, JAD sessions significantly reduce the time spent in information integration and
thus can cost less in the long term.

Combining Techniques In practice, requirements gathering combines a series of different
techniques. Most analysts start by using interviews with senior manager(s) to gain an under-
standing of the project and the big-picture issues. From these interviews, it becomes clear
whether large or small changes are anticipated. These interviews are often followed with
analysis of documents and policies to gain some understanding of the as-is system. Usually
interviews come next to gather the rest of the information needed for the as-is picture.

In our experience, identifying improvements is most commonly done using JAD ses-
sions because the JAD session enables the users and key stakeholders to work together
through an analysis technique and come to a shared understanding of the possibilities for
the to-be system. Occasionally, these JAD sessions are followed by questionnaires sent to a
much wider set of users or potential users to see whether the opinions of those who par-
ticipated in the JAD sessions are widely shared.
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