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The paper consists of three sections. The first section explores the concept of business
Keywords requirements - what it is and how to identify business requirements. The second section explores

Business requirements in business  the concept of business model. Specifically, it will focus upon the concept of business model as

g . . conce _ _ _ :
modeling,  business  requirements o604 jn the Business Model Ontology. The final section details out how to develop the
incorporation, strategic objectives and

business requirements, strategy and DUSINEss perspective i.e. explicates methodology by which business requirements can be
business model alignment incorporated into the business model of a firm using Solution Summary matrix, Solution
Comparison matrix and the Solution Canvas.

1. Introduction

All businesses follow a model which may be explicitly stated or implicitly followed. [1] Today
business models are a prerequisite to ensure a successful enterprise. Indeed it is now standard for all start
ups to define their business model along with their business plan to secure any kind of funding. [2] While
designing a new business model there are certain prerequisites a business needs to perform to ensure that
the resulting business model is valid and relevant to the business. One extremely important prerequisite is
identifying and incorporating business requirements into the business model after all a business model
must meet the business requirements of an organization else it is of little value. Indeed, even for existing
businesses it is crucial to ensure that their current business model continues to meet and support their
business requirements. [3] [4] It is now considered to be a strategic exercise for businesses to analyze,
evaluate, and modify their business models periodically as the business environment changes and along
with it the business requirements of the firm. [5] [6] Figure 1 provides an overview of how to develop the
business perspective concerned mainly with identification and incorporation of business requirements

into the business model.
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Figure 1: Developing the business perspective
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The following section discusses in detail what business requirements are.

2.1 Business requirements overview

According to BABOK’s requirements classification schema, a business requirement is
defined as ‘statements of goals, objectives, and outcomes that describe why a change has been
initiated. They can apply to the whole of an enterprise, a business area, or a specific initiative.’
[6] There are two very important take away’s in this definition. First, business requirements are
objectives, goals and outcomes. Second, such objectives, goals and outcomes can be defined at
many different levels i.e. enterprise level, business area i.e. marketing, finance, production etc.
and at specific initiative levels i.e. project levels. The following are examples of objectives and
goals at the various levels.
Business goals at the enterprise level:

. To increase market share by 10%
Business objective at the business area level - production:
. To reduce wastage in production line by 5%

Business objective at the project level - new CRM project:
. To improve customer acquisition rate by 8%

The importance and significance of identifying business requirements cannot be
overemphasized. [7][8] It is the business requirements defined at the enterprise level that
dictate what activities a business undertakes, what resources a business acquires, how
resources are allocated, how partnerships are defined and much more. Indeed, objectives
defined at the enterprise level constitute strategic objectives of the firm and as such they stem
from the Vision and Mission of the firm. [9][10] Strategic objectives provides overall direction to
the firm. They set a course of action and employs resources, develops capabilities, designs
strategic solutions to achieve those objectives and hence is fundamental to a firm. [11] Hence,
while considering business modeling strategic objectives constitutes business requirements
that a modeler must consider and incorporate into the business model of the firm. Before
discussing the methodology for incorporating business requirements into the business model it
is imperative that the concept of business modeling should be clarified.

2.2.Business modeling overview

Despite a wealth of literature defining what is a business model surprisingly, there is no
one standard definition for what constitutes a business model. It means many different things to
many different people. Differences largely center upon what components make up a business
model. [12] Some experts state that a business model must specify business infrastructure.
[13][14] Other's state that a business model must include operational processes. [15] Still
others organizational policies [17], value chain of the firm [16][17], and even information
technology. [19] However, almost all authors agree on certain components: A business model
must specify the value proposition of the firm i.e. products and services it is offering. It must
articulate the economic logic of the firm i.e. how the firm plans to make money. [13-19]

It is beyond the scope of this paper to examine the concept of business model in detail.
For this paper we will rely on the business model concept as proposed by Alexander
Osterwalder. In 2004 Alexander Osterwalder developed the Business Model Ontology (BMO), an
ontology designed specifically to model businesses. According to Alexander Osterwalder, a
business model is a ‘conceptual tool that contains a set of elements and their relationships and
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allows expressing a company's logic of earning money. The Business Model Ontology is
comprised of four pillars - Product, Customer Interface, Infrastructure Management, and
Finance. The four pillars are in turn made of nine building blocks that together represent a
business model. For this paper, the Business Model Canvas (BMC), a lean version of the Business
Model Ontology will be used to demonstrate how business requirements can be incorporated
into the business modeling process. The BMC is a highly popular tool widely used by
entrepreneurs, businesses and analysts to quickly ideate business models and perform swift
analysis. The BMC consists of the same four pillars and nine elements that comprise the BMO.
However, unlike the BMO, the BMC is intended to be used as a canvas - one canvas to capture
the essence of a business model [4]. Figure 2 depicts the Business Model Canvas.

The Business Model Canvas
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Figure 2: Business Model Canvas. [22]

Incorporating business requirements into a business model.

As stated in the prior section, strategic objectives framed at the corporate, enterprise
and functional level constitute business requirements. These strategic objectives are the
cornerstone in defining and identifying business requirements. [4] However, it is not the
strategic objectives themselves that specify the business requirements. Strategic objectives like
any objective set the direction and give purpose to organizational action. They specify ‘where’
the organization aims to be. It exhibits management’s commitment to action and outcomes.
There is another part to the puzzle, strategic solutions that specify ‘how’ the organization aims
to achieve its goals and objectives. It is from the strategic solutions that business requirements
are derived. Developing the business perspective consists of the following steps: framing
strategic objectives, generating strategic solutions and finally mapping strategic solutions using
the Solution Summary matrix, Solution Comparison matrix and the Solution Canvas.

Perhaps the biggest challenge in framing strategic objectives is identifying the relevant
business areas where strategic objectives need to be framed. Generally, objectives must be set
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for key areas managers deem important to the overall success of the firm. Hence, it is suggested
that business strategists / modeler should start by examining individual business model
components. A business model by definition is an abstract representation of the business logic
of a firm and as such encapsulates the core of a firm. [20] The Business Model Otology (BM0)
consists of four pillars further divided into nine elements. These nine elements constitute the
core of any business and as such represent key areas of a firm and hence serves as an ideal
starting point for framing strategic objectives. This approach provides us with the following
advantages:

First, the BMO has already identified key areas of a business which can be used to frame
the strategic objectives. There is no need to reinvent the wheel.
Second, this approach ensures a clear synergy between business strategy and business model.
By framing strategic objectives in the nine areas of the Business Model Ontology, it is assured
that the business model created supports the overall business strategy and this is of immense
value to the firm.

Applying concepts to the case study
The best way to illustrate the development of business perspective is via a case study.
For the case study we will assume a hotel business. While framing strategic objectives it must be
ensured that objectives meet the SMART criteria, that is they must be specific, measurable,
attainable, relevant and time bound. [21] In addition some authors also call for challenging,
hierarchical, and congruent across departments. [22]
Table 1 depicts the strategic objectives framed for the case study. Since this step is for

BMO Element: Target Customer Pr.

OBJ1 To achieve and maintain outstanding customer service such that customer | 1
complaints are near zero and customer satisfaction ratings are at least 4 or
5, all within the first 12 months of operation.

OB]J2 To attract more international customers within the first two years of 4
operations.

BMO Element: Value Proposition (Product)

OBJ] 3 To ensure success of all events hosted by the hotel within one year of 3
operation.

OBJ 4 To provide opportunities to customers to experience local culture within 6

one year of operation.

BMO Element: Distribution Channel

OBJ 5 To develop online capability to support hotel reservations such that online | 2
reservations account for 60% of the total revenues by the end of the third
year of operations.

OBJ 6 To develop online capability to support marketing and sales functions 5
within one year of operation.

Table 1: Strategic objectives for the case study

illustrative purpose only, objectives were framed for only three elements of the BMO. For each
element, two strategic objectives were framed. Priority was also assigned to each objective. For
the case study this was done on a subjective basis.
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3.Mapping solutions

The next step involves strategic solution ideation. It is beyond the scope of this paper to
elucidate how to ideate strategic solutions to meet business objectives. Strategic solution
ideation is a core strategic process and as such vast number of literature exists on the topic. One
possible framework to aid in generating strategic solutions is the Strategy Formulation
Analytical framework. [22][23] The Strategy Formulation Analytical framework is depicted in
Figure 3.

For this paper, for illustrative purpose, a set of strategic solutions have been developed
to meet the strategic objectives. The following section describes the mapping process. The
mapping process consists of three steps performed in a sequential manner.

Step 1: Construct Solution Comparison matrix

Step 2: Construct Solution Summary matrix.

Step 3: Construct Solution Canvas using the Business Model Canvas (BMC)

Mapping strategic solution yields a number of benefits. It serves as a vital input to the business
model ideation process. The mapping exercise will infinitely ease the business model ideation
process by specifying how each and every solution fits into the business model. The following
are key advantages resulting from the mapping process.

First, it helps uncover how each strategic solution provides business value to the organization.
This business value is reflected by how well it satisfies strategic objectives.

Second, it serves as an excellent analytical tool. It allows us to assess the following regarding
each strategic solution:

. Why has a given solution been selected?

. What BMO elements are impacted by a given solution?

. How BMO elements are impacted by a given solution?

. How much (to what degree) are the BMO elements impacted by a given solution?

. How does a strategic solution leverage information technology? Information technology

is another dimension that requires careful analysis and assessment in terms of how it can be
leveraged by a business model. It is beyond the scope of this paper to discuss how new
technology/ies can be identified and assessed for its impact on businesses. In a separate paper
entitled ‘ICT Assessment Framework: A Generic Framework for Assessing and Prioritizing
Impact of Technology on Businesses’ I have discussed in depth how such an assessment and
evaluation can be conducted using the ICT Assessment Framework, a framework aimed at
identifying ICTs that can be adopted by the business that have substantial impact on business
performance. Here the term business performance is used in its broadest sense to encapsulate
everything from decision making capability, information dissemination, strategy development,
market analysis, quality control etc. [24]

Finally, it allows businesses to trace solution back to the BMO and its corresponding
strategic objectives. Such capability can allow for quick assessment and analysis should a
business decide not to opt for a given strategic solution or offer some variation of the business
solution.

Constructing the solution comparison matrix

The first step is to construct the Solution Comparison matrix. The Solution Comparison
matrix is a T matrix. It allows us to compare information along two dimensions. First between
strategic solutions and strategic objectives and second between strategic solutions and
technology including cost and revenue. It answers the following questions
. Why has a design solution been selected?
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. How much i.e. to what degree does a given design solution satisfy strategic objective?

. How does a given design solution leverage technology i.e. in what manner?

Finally, it also allows us to trace design solutions back to the strategic objectives it was designed
to fulfill. Table 2 depicts a sample Solution Comparison matrix.

Strategic Objectives
T Strategic Solutions Tech. | Cost | Rev

Description Pr. | Rt
OB]J1: Achieve and maintain 1 5 S$S1: CRM solution S M M
outstanding customer service 5 SS2: Property | N H H

Management System

(PMS)

5 S$S3: Intranet portal N M M

OB]J2: Attract more | 7 3 SS4: Strategic] NA L L
international customers partnerships

Table 2: Sample Solution Comparison matrix

Table 3 describes the contents of each column.

Column Label Description

Description The description column identifies the specific strategic objectives
being addressed. It is preceded by an identifier (CO,) followed by a
textual description.

Pr. Lists the priority assigned to a given objective. It is crucial that
firms prioritize their objectives. Here priority is assigned on a
subjective basis.

Rt. Lists the subjective rating of how well a given strategic solution
meets the associated strategic objective. The ratings are given on
the following scale:

1=Very unsatisfactory 2=Unsatisfactory 3=Somewhat
satisfactory 4=Satisfactory 5=Very Satisfactory

Strategic solutions Identifies each strategic solution. Each solution is preceded by a
unique identifier.

Technology Communicates whether technological solutions are being
leveraged and in what manner. This column can take the following
three values:

= S = Standard. This label implies that although technology
solution is being used, it is in a very standard manner i.e. exactly
how competitors and others may be using the same technology. In
the above example, online reservation system is labelled as S since
it is fairly common and popular method offered by hotels for
making reservations.

] N = Novel. This label identifies whether a given technology
solution is being used in a novel way i.e. competitors and others
may not be using the same technology or in the same manner. This
can be a source of advantage for a business. In the example,
property management system is listed as novel solution because
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Column Label

Description

majority of the hotels of this star category do not employ such
system to manage their daily operations.

] NA = Not applicable. Technology solutions are not
applicable for this strategic solution.

Cost

Subjective assessment of how much it would cost to implement
this strategic solution. It can take three values:

= H: high cost

] M: medium cost

= L: low cost

Revenue

Subjective assessment of how much a given strategic solution
contributes to revenue generation. It also takes the same three
values:

] H: high revenue generation
= M: medium revenue generation
] L: low revenue generation

Table 3: Description of the column headers

Table 4 depicts the Solution Comparison matrix for the hotel case study for the first five

objectives.
Strategic Objectives
. Strategic Solutions Tech. | Cost | Rev
Description Pr. | Rt
OBJ1: Achieve and maintain 1 5 S$S1: CRM solution S M M
outstanding customer service 5 S$S2: Property| N H H
Management System
(PMS)
5 $S3: Intranet portal N M M
OBJ2: Attract more | 7 3 S$S4: Strategic] NA L L
international customers partnerships
OBJ3: Ensure success of| 5 5 $S6: Event management | NA M H
events services
OB]J4: Provide opportunities 15 | 3 $S5: Online platform for | N L L
to customers to experience handicrafts
local culture 3 $S3: Intranet portal N M M
OBJ6: Online support for| 11 S$S1: CRM solution S M M
marketing and sales functions SS2: Property | N H H
Management System
(PMS)
S$S7: Web portal S M H

Table 4: Solution Comparison matrix for the case study

Constructing a solution summary matrix
Step 2 involves constructing a Solution Summary matrix. Table 5 depicts the Solution
Summary matrix for the case study. Here the strategic solutions identified in the Solution
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Comparison matrix is further defined and elaborated upon. A Solution Summary matrix is a L

matrix that answers two things:

. How a strategic solution creates business value and

. How BMO elements are impacted by a given solution.

Identifier | Name Description Technology

SS1 CRM solution Cloud based CRM solution. Such a | Internet (WWW)
system will have among other | based web
capabilities Social Media | application offering
Management, Case Management, | Software as a Service
Email Marketing Integration, | (SaaS). Requires
Campaign Management, | client connectivity to
Marketing Automation | the internet.

Integration etc. It will be offered
as a relationship mechanism.

S$S2 Property Cloud based Property | Internet (WWW)
Management Management System. A PMS is a | based web
System (PMS) software designed specifically for | application offering

hotel industry. Modules included | Software as a Service
in a standard PMS software are | (SaaS). Requires
Front-desk operations, Channel | client connectivity to
management, Revenue | the internet.
management, Housekeeping and

Back-office management. It will

be offered as a value proposition

but can also play a role as

customer relationship mechanism

and information channel.

SS3 Intranet portal Company owned intranet portal. | Intranet (WWW)
Such a portal will offer plethora of | based application
services aimed at improving | offering multitude of
customer experience and service. | services in the form
It will be offered as a value | of web apps.
proposition but can also play a | Requires client
role as customer relationship | connectivity to the
mechanism and information internet.
channel.

SS4 Strategic Strategic partnerships between | Not applicable

partnerships the organization and various
stakeholders such as travel
agents, transportation service
providers and other hotels. It will
be offered as partnership.

SS5 Online platform for | Intranet based web portal that Intranet (WWW)

handicrafts will showcase local handicrafts. based application.
Customers can order products Requires client
Eleyon Publishers Page 39-44




Wangchuk Chungyalpa et. al/2020

Identifier | Name Description Technology

online which will then be | connectivity to the
delivered to the hotel. For larger | internet.
items delivery can be arranged to
customer’s place of residence. It
will be offered as a value

proposition.
SS6 Event management | In-house event management | Not applicable
services services offered by the business.
Such  services will include
devising event concept,

coordinating technical aspects,
acquiring necessary  permits,
scheduling, arranging for
entertainers, arranging decor,
event security, catering etc. It will
be offered as a value proposition.

SS7 Web portal Company web portal that will | Internet (WWW)
promote and showcase the hotel. | based web
Amongst many other features the | application. Requires
web portal will feature user- | client connectivity to
generated  reviews, content | the internet.
management capabilities,
promotion and discount code
tools. It will be offered as a value
proposition but can also play a
role as customer relationship
mechanism and information

channel.

Table 5: Solution Summary matrix for the case study

Constructing a solutioncanvas
The final step involves constructing the Solution Canvas using the Business Model
Canvas (BMC). The purpose of the Solution Canvas is primarily informative i.e. convey
information like an executive dashboard. It is the end result of the earlier two steps. Figure 4
depicts the Solution Canvas for the case study.
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Figure 4: Solution Canvas for strategic business solutions

SS1 - identifies a particular strategic solution. Details of each strategic
solution is provided in Solution Summary matrix constructed earlier. For example,
SS1 in this case refers to CRM system.
Blue quadrant (bottom-left) - identifies whether a strategic solution is a
core offering represented by letter C or a supportive offering represented by letter S.
In this given example, SS1 is a core customer relationship mechanism and is listed as
such under customer relationship element.
Yellow quadrant (bottom-right) - represents the technology quadrant. It
can take one of the following three values:

S - standard solution

N - novel solution

Shaded cell - technology is not applicable or relevant to thissolution.

The green quadrant (bottom) represents monetary scale. It can either have one (low)
or two (medium) or three (high) rupee symbols.

Table 6: Description of the elements in the Solution Canvas

The final step involves inputting these solutions into the BMC. Fig. 4 depicts the business
model for the case study. It is a partial model as only five objectives have been considered.
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4. Conclusion

Business modeling is a very value intensive creative exercise designed to capture and
communicate the business and economic logic of a firm. A business model plays multiple roles.
It serves to promote a shared understanding of the core aspects of the enterprise amongst its
stakeholders. It also serves to identify and align internal capabilities and with other business
elements and to ensure adoption of appropriate IT infrastructure and applications to support
the business requirements. But above all a business model serves as an excellent tool in
ensuring that business requirements of a firm are being supported. Business requirements with
its roots in strategic objectives and goals are subject to constant changes based on changes in
the internal and external environment. Hence, it is critical for businesses to ensure that the new
business model or an existing business model continues to meet the requirements of thefirm.

This paper provides a methodology for conducting just such as assessment by mapping
strategic solutions to the business model using the Solution Comparison matrix, Solution
Summary matrix and the Solution Canvas. The outputs from these mapping exercises serve as a
vital input to the business model ideation process. The mapping exercise will infinitely ease the
business model ideation process by specifying how each and every solution fits into the business
model. Most of all it ensures that the business model created supports the overall business
requirement. [t assures a clear synergy between business strategy and business model - the final
aim and outcome of developing the business perspective.

Eleyon Publishers Page 42-44



Wangchuk Chungyalpa et. al/2020

References

1.

10.

11.

12.

13.

14.

15.

16.

17.

H. Chesbrough, Business Model Innovation: Opportunities and Barriers, Long Range
Planning, 43 (2010) 354-363.

Craig S Galbraith, Bruce C. McKinney, F. DeNoble Alex, and B. Ehrlich Sanford, The
impact of presentation form, entrepreneurial passion, and perceived preparedness on
obtaining grant funding, Journal of Business and Technical Communication, 28 (2014)
222-248.

K. M. Khan, M. Kapurubandara, U. Chadha, Incorporating business requirements and
constraints in database conceptual models, In Proceedings of the first Asian-Pacific
conference on Conceptual modeling, 31 (2004) 59-64.

A. Osterwalder, P. Yves, Business Model Generation: A Handbook for Visionaries, Game
Changers, and Challenger, Wiley India Pvt. Ltd. New Delhi, India (2010).

W. M. Johnson, M. C. Christensen, H. Kagermann, Reinventing Your Business Model],
Harvard Business Review, 86 (2008) 57-68.

P. H. Coombes, |. D. Nicholson, Business models and their relationship with marketing: A
systematic literature review, Industrial Marketing Management, 42 (2013) 656-664.

E. Mumford, Defining system requirements to meet business needs: a case study
example, The Computer Journal, 28 (1985) 97-104.

D. Quartel, M. W. Steen, M. M. Lankhorst, Application and project portfolio valuation
using enterprise architecture and business requirements modeling, Enterprise
Information Systems, 6 (2012) 189-213.

L. E. Quezada, F. M. Cordova, P. Palominos, K. Godoy, J. Ross, Method for identifying
strategic objectives in strategy maps, International Journal of Production Economics,
122 (2009) 492-500.

W. Chungyalpa, B. Bora, Towards Conceptualizing Business Strategies, International
Journal of Multidisciplinary Approach and Studies, 2 (2015) 73-83.

G.B. Alogan, N. Yet, Defining strategic objectives: A methodology suited for public
organizations, Total Quality Management & Business Excellence, 17 (2006) 669-684.

A. Osterwalder, P. Yves, and L. T. Christopher, Clarifying Business Models: Origins,
Present, and Future of the concept, Communications for the Associations for Information
Systems, 15 (2005) 43-54.

J. Linder, and S. Cantrell, Changing Business Models: Surveying the Landscape, Institute
for Strategic Change, (2000)..

P. Timmers, Business Model for Electronic Markets, Focus Theme, 8 (1998)3-8

P. B. Seddon, G. P. Lewis, Strategy and Business Models: What's the Difference? Paper
presented at the annual meeting for the 7th Pacific Asia Conference on information
Systems, (2003) 13-27

G. Mansfield, and L. Fourie, Strategy and business models - strange bedfellows?: A case
for convergence and its evolution into strategic architecture, South African journal of
business management, 35 (2004)35-44.

J. Magretta, Why Business Models Matter?, Harvard Business Review, 80 (2002)3-8.

Eleyon Publishers Page 43-44



Wangchuk Chungyalpa et. al/2020

18. D.]. Teece, Business Models, Business Strategy, and Innovation, Long range planning 43
(2010) 172-194.

19. P. Otto, K. Christian, D. T. Ryan, Developing Business Models for eBusiness, SSRN Electronic Journal,
(2003)

20. W. Chungyalpa, Understanding Business Models: Examining Definitions, Components
and Roles of business model, Journal of Science, Technology & Management, 7 (2014)
42-52.

21. L. A. Jung, Writing SMART objectives and strategies that fit the ROUTINE, Teaching
Exceptional Children, 39 (2007) 54-58.

22. F. R. David, Strategic Management: Concepts and Cases (13th edt). New Jersey, USA:
Prentice Hall, (2011).

23. M. E. David, F. R. David, and F. R. David, The Quantitative Strategic Planning Matrix
(QSPM) applied to aretail computer store, The Coastal Business Journal, 1 (2009) 42-52.

24. W. Chungyalpa, B. Bora, and S. Borah, ICT Assessment Framework: A generic Framework
for Assessing and Prioritizing Impact of Technology on Businesses, International Journal
of Applied Business and Economic Research, 16 (2018) 665-676

Eleyon Publishers Page 44-44



	1. Introduction
	2.1 Business requirements overview
	2.2.Business modeling overview
	Incorporating business requirements into a business model.
	Applying concepts to the case study
	3. Mapping solutions
	Constructing a solution summary matrix
	Constructing a solution canvas

	4. Conclusion
	References

