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Executive Summary 
The goal of Business Intelligence (BI) is to help an organization analyze business operations, 
competitive position and productivity so that managers can make better decisions faster. Common 
functionality of BI solutions includes reporting, analytics, dashboards, scorecards, data mining, 
corporate performance management (CPM) and predictive analysis. BI refers to skills, knowledge, 
technologies, applications, quality, risks, security issues and practices used to help a business to 
acquire a better understanding of market behavior and commercial context.  

When properly built, BI solutions will assist a company in setting the proper course—either to stay 
one step ahead of the competition or to survive through a business downturn. Executives and 
managers throughout the enterprise need detailed insight into performance on strategic plans and 
day-to-day operations so they can make timely and informed decisions, but they typically lack 
access to actionable information that can help them improve their business conditions and 
operations. BI is not simple; it undertakes the collection, integration, analysis, interpretation and 
presentation of business information. BI is capable of delivering tremendous business value, but 
traditional IT delivery approaches for BI lack agility in providing timely and meaningful information 
that management can efficiently leverage to improve operations.  

Of all of the time and money spent on BI solutions today, relatively few organizations actually 
realize significant business value from their BI investments. To deliver the proper value and return 
on your BI investments, you must overcome one major obstacle: traditional BI delivery methods are 
too tactical, slow and expensive. This whitepaper provides an overview of the need for agile BI 
delivery and demonstrates how organizations can finally reap the many rewards of BI by leveraging 
Balanced Insight Consensus® to at least double the typical return on BI and performance 
management investments. 

The Need to Make Delivery of BI More Agile 
Today’s market-leading businesses run on data. To better compete in the global market, 
companies are transforming from intuition-based to fact-based decision-making cultures. To 
successfully make this transition, timely and swift access to actionable information that enables 
better management decisions is a necessity. But IT struggles with the requirement for timely and 
swift access due to the limitations of dated BI delivery processes and practices. 

While most IT organizations have begun to implement agile delivery methods for their application 
development projects, BI delivery methods are still broadly implemented using traditional waterfall 
methods. The reason often cited for why BI projects have not been transformed to agile delivery 
lies in a fundamental difference in how requirements are identified and documented.  

Requirements for application projects are typically well defined and static by nature, whereas BI 
requirements are driven by the business goals and objectives and are fluid, dynamic and 
continuously evolving. Since BI is focused on monitoring progress against goals and objectives, as 
the plan evolves and changes in response to the latest market shift or operational change the 
expectations are naturally that the BI solution will also change. For example, business 
consolidation arising out of a merger or acquisition or product pricing strategies impacted by new 
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competition entering the market could lead to a total revamping of an organization’s goals and 
objectives. 

Traditional BI Delivery is Disconnected and Slow  
Today, a majority of BI solutions are delivered with methods that have close ties to the heavily 
regimented waterfall software development methodologies. In waterfall methods, development is 
seen as a sequential process, flowing steadily downwards (like a waterfall) through the phases of 
conception, initiation, requirements, analysis, design, construction, testing, deployment and 
maintenance. Methodical, upfront requirements planning leads to heavily structured, well-
documented and highly bureaucratic processes. The idea behind the waterfall model may be 
"measure twice; cut once", but those opposed to the waterfall model argue that this idea tends to 
fall apart when the problem being measured is constantly changing due to requirement 
modifications and new realizations about the problem itself.  

Only 16% of all software development projects are delivered on time 
and on budget, and the average cost overrun is 189%. —The Standish 
Group 

Traditional BI delivery approaches do not build strong connections between users and BI 
information because of the time that passes between the requirements phase and the delivery of 
information. In an attempt to mirror application development practices, IT assembles requirements 
based on how users want to visualize the data in reports, graphs and dashboards – making the 
requirements static and rigid. Just as in traditional application waterfall development methods, 
traditional BI approaches suffer from major lag times between requirements definition and delivery 
of data. The end users feel disconnected from the delivery team and are often disappointed by the 
deliverables and their inability to address user requirements.  

The resulting BI solutions are either very narrowly focused on a small user population, or very 
complex and difficult to use—often forcing organizations to rely on centralized analysts to generate 
custom reports using tools such as spreadsheets to overcome the missed requirements. Driving 
information gathering in this manner is a timely and inefficient process. Users often wind up waiting 
weeks or months for specialized reports created from accessing multiple databases and 
applications—which is both ineffective and expensive. Time is lost because management cannot 
readily access timely information, and in this challenging economy more than ever, time is money. 

Agile Delivery is Connected and Fast 
Companies need more timely access to BI so they can accelerate decision making and become 
more flexible—enabling them to adapt their business to ever-changing market conditions. They 
need the ability to deliver BI solutions at the speed of business requirements, and BI needs to 
deliver results faster—and at less cost. Just as organizations are migrating software development 
from legacy waterfall development methodologies to more nimble, agile development 
methodologies, they can reap similar rewards by turning to agile BI delivery.  
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Agile software development is a group of software development methodologies that generally 
promote a: 

� Project management process that encourages frequent inspection and adaptation. 

� Leadership philosophy that encourages teamwork, self-organization and accountability. 

� Set of engineering best practices that allow for rapid delivery of high-quality software. 

� Business approach that aligns development with customer needs and company goals. 

Agile software development chooses to do things in small increments with minimal planning, rather 
than long-term planning. Iterations are short time frames that typically last from one to four weeks. 
Team composition in an agile project is usually cross-functional and self-organizing, with little 
consideration for any existing corporate hierarchy or the corporate roles of team members. Team 
members normally take responsibility for tasks that deliver the functionality of an iteration, and they 
decide for themselves how they will execute during an iteration. 

Agile methods emphasize face-to-face communication over written documents, and agile methods 
emphasize working software as the primary measure of progress. Combined with the preference 
for face-to-face communication, agile methods usually produce less written documentation than 
other methods. In an agile project, documentation and other project artifacts all rank equally with 
working product. Companies can now leverage lessons learned from agile development 
methodologies to accelerate the delivery of BI throughout the enterprise. With agile BI delivery, 
users are connected to the information and valuable information can be delivered swiftly. 
Organizations can dramatically reduce the cost of BI while improving its timeliness, relevance and 
value to the organization.  

How to Make BI Delivery More Agile 
Agile BI delivery allows the organization to 
rely on shorter iterations and closer 
collaboration between users of BI and the IT 
organization. Feedback is provided early and 
often, and companies avoid the risk of 
investing months or even years of time to 
provide information that may not even turn out 
to be what the users require.  

Successful agile delivery of BI solutions 
requires a repetitive cycle of defining what the 
business needs, confirming the validity of the 
BI solution and promoting the use of BI 
solutions across the enterprise.  
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Define 
Agile BI delivery results in faster iterations and more meaningful user involvement in defining the 
information needed. It allows organizations to benefit from a business model-driven architecture 
where the team defines the BI functionality using a platform-independent model rich in shared, 
business terminology. IT can continuously refine the business models throughout their process—
without compromise the ability to define and enhance the underlying, supporting technical 
architecture. 

Agile BI delivery is therefore business driven and based on rapid iterations with frequent user input. 
Users and IT learn to speak a shared language, resulting in faster and better results—as well as an 
accelerated ROI for BI investments. AMR research estimates that over 43% of the costs of BI are 
labor-related, so making more productive use of IT staff and operational BI users is essential for 
increasing ROI on BI investments. Agile BI delivery improves productivity throughout the enterprise 
and results in much faster access to meaningful information for business users.  

Confirm 
Valuable information is wasted in companies because employees don’t describe or understand 
information in the same way across the organization. Words such as “profit”, “overhead” and 
“attrition” can mean different things in different departments. Through closer user collaboration and 
frequent user inspection of BI solutions, the agile delivery of BI solutions can assist in building out a 
standardized reporting language. Providing a business-driven, standardized reporting language will 
result in BI solutions that are not only accessible but also comprehensible to diverse groups within 
a company—helping to reduce misunderstandings, eliminate duplicative research efforts and 
increase innovative ideas. With such business-driven solutions, organizations can accelerate 
management access to information so that executives and managers can make timely and 
informed decisions that lead to more effective financial management, better customer service and 
improved operations.  

Implementing a cross-functional, stewardship and governance processes within your agile BI 
solution will enable you to deliver an enterprise view of information assets—throwing out the 
traditional principles of data as a commodity. These information assets should be defined with a 
clear set of artifacts that trace their delivery to the enterprise, including specifications, designs and 
constructed objects. Frequent, cross-functional review of your project-oriented work will enable you 
to catch any potential issues and glaring deficiencies with these information assets early, reducing 
future re-work and increasing the overall utility of deliverables. This aligned method of agile BI 
delivery allows IT to address user concerns early in the BI delivery process—assuring the quality, 
reuse and user understanding of the information assets throughout the enterprise.  

Promote 
The final phase of agile delivery should be publishing all confirmed artifacts for consumption as a 
“single version of the truth”. This publishing process can be executed to your enterprise portal and 
within your BI solution and tools. Publication enables your team to build a socialization and 
promotion strategy throughout the enterprise to improve your information literacy and increase user 
adoption of BI solutions across the enterprise.  
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Accelerating ROI with Balanced Insight Consensus 
Balanced Insight Consensus is the ideal platform for delivering agile BI. Companies can more 
accurately define how BI solutions can be built earlier in the process, and bridge the 
communication gaps that often exist between business operations and IT. With Consensus, BI 
professionals can focus on defining what the end users need, confirming the solution via a cross-
enterprise alignment process and promoting a highly reusable set of well-defined information 
assets. Customers can therefore bridge the communications gaps that exist: 

• Between business units 

• Between IT and lines of business 

• Within the IT organization itself 

Consensus bridges the gaps in communications that exists between the silos of an enterprise by 
mapping the business world to the technical sources of information so that business users can 
access the right data at the right time. 

  

Consensus has been built upon Balanced Insight’s Information Packaging Methodology™ to 
establish business-driven techniques to define the demand, the requirements and the meaning of 
questions like:  



 

 

 

 
8Balanced Insight, Inc.—Implementing Agile BI for Higher Value 

� What outcomes is the business trying to achieve? 

� What decisions need to be made to achieve desired outcomes? 

� Who makes these decisions? 

� What information is required to make the decisions?  

The answers to these powerful questions allow IT to deliver BI solutions in an agile, “rapid time to 
value” delivery process. Consensus is a platform product that will allow your enterprise to 
implement agile BI through a built in maturity model. It follows a business-driven, top-down 
approach that starts with well-defined business requirements and creates a strong link between the 
business requirements for information and technical resources.  

Consensus has had a very deep and profound impact on how 
ICC delivers BI solutions. By adopting Consensus as a core 
component of our services, we have seen a marked 
improvement in our ability to deliver solutions that truly give our 
clients a competitive advantage.—Don Jackson, Director of BI 
for Information Control Corporation 

Define the Requirement 
Requirements documents can get quite voluminous, and the lack of simulation or prototyping limits 
the ability of users to envision the BI information they will receive. Business analysts need the 
ability to filter out the noise so stakeholders can focus on what is important. Many BI solutions have 
been architected and built with optimized data models as the cornerstone delivery technique – 
methods such as Kimball’s star schemas or Lindstedt’s data vaulting.  

While these methods improve the management of the data, data models are flat and two-
dimensional; they lack a multidimensional, navigation-oriented user perspective of the data. 
Consensus incorporates a multidimensional business model that provides the organization’s view 
of how the information should be aggregated and navigated. Within the requirements gathering 
phase, Consensus is populated not only with the business terminology important to helping users 
understand the solution but also with sample data that the simulation will leverage to show the user 
how the final solution will behave. This becomes an important tool to enable agile BI via quick 
iterations, since users swiftly get a feel for the end result and can provide steady input to ensure a 
successful BI initiative. 

Generate the Solution 
Consensus can simulate what the BI solution will look like. This is done by generating the required 
access layer and expected data sources and then building the access model bridge to the tool 
layer. Consensus can generate interfaces to most of the popular BI tools and databases—so that 
as easy as it was to simulate the final solution, we can also generate the tool mapping to the 
access layer for the plethora of tools that already exist in your enterprise. Companies can therefore 
leverage Consensus to first get users comfortable that they will be accessing the right data, and 
later they can consider further improving the economics of BI by consolidating the use of BI tools 
throughout the enterprise. Consensus interfaces to most of the popular BI tools and databases, 
providing investment protection for agile BI. 
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“I was blown away on how fast Balanced Insight Consensus® translated my 
business requirements into the proper data model. Literally this occurred with a 
push of a button.”—Julie Shannon, Independent BI Consultant 

Confirm the Standardized Reporting Language 
Consensus is focused on the development and automation of enterprise alignment of your 
reporting language. With Consensus’ built-in, flexible approval framework, your organization is 
enabled to take a cross-functional, enterprise view of project deliverables. With a clear set of 
business models and associated simulations—cross-functional users and teams can review the 
project-oriented work to ensure its validity while capturing any potential issues and glaring 
deficiencies early in the agile delivery process. With this unique alignment capability, Consensus 
will help you bridge the communication gaps between the business and IT and confirm that your BI 
implementation will provide a highly reusable set of well-defined information assets. 

This method of implementing agile BI allows customers to address user concerns early in the BI 
delivery process. Consensus therefore becomes the assistant to the enterprise data stewards who 
assure the quality, use and literacy of the information assets throughout the enterprise. It supports 
flexible workflow approval processes to enable approval by stakeholders and/or stewardship 
counsels, allowing the organization to swiftly benefit from agile BI. 

“The Enterprise Data Warehouse only works… if the organization 
comes together to hammer out definitions and rules for commonly used 
terms and calculations, such as net margin, sale or profit.”—Wayne 
Eckerson, Director of Research, the Data Warehouse Institute. 

Promote the Standard Reporting Language Across the Enterprise 
Enterprise performance is driven by the ability to connect your executives, managers and 
employees around consistent performance metrics and their associated drivers that are presented 
in today’s BI solutions. For this information to be impactful, there must be a balanced set of metrics 
from the top of the organization to the bottom so that everyone can drive to the same objective—
success and moving the company in a positive direction. Additionally a common understanding of 
the information that is presented must exist by formulating a consistent vocabulary that provides 
business terminology, meaning and rules to the information presented (“semantics”).  

These semantics help in better describing information within the enterprise and describing how 
information components relate to each other. Consensus publishes all approved artifacts, 
supporting your information assets for consumption as a “single version of the truth”. This 
publishing process can be executed to your enterprise portal as well as to your BI solution and 
tools. The common form and publication enables your team to build a socialization and promotion 
strategy throughout the enterprise to improve your information literacy and retain the value of 
project knowledge far beyond the project boundaries. This semantic knowledge will assist in 
promoting broader use of the BI solutions and drive adoption rates higher throughout the 
organization. The enterprise can therefore leverage Consensus to browse, search and navigate its 
content, allowing for ongoing literacy around your portfolio of information assets so you can swiftly 
benefit from agile BI. 
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Reaping the Rewards of Agile BI
Balanced Insight’s experience has taught us that achieving success with building 
be a business-driven and agile process
clear, business understanding of the information required and
the investment and delivery strategies of your information technology team. This includes 
understanding what the business users need that will provide impact and value, as well as 
understanding what they do not need. Bala

• Align your people, processes and

• Drive more robust BI deployments 

• Increase the utility and value of your BI s

Balanced Insight is focused on enabling organizations 
their investments in BI and performance management.
could be that you have found ways to lower costs
far offset the cost of building your
create more value by uncovering 
revenue generation opportunities
investment in BI. Or it could be that your
enabling a more “fact-based” decision making organization
agile BI, ROI can be measured most effectively by the ability to deliver the right BI to the right users 
as fast as possible. 

Companies can increase ROI by 50 percent
implementing agile BI. For example, one leading energy company 

BI approaches, but gave up on the project because it was too expensive and too time consuming. 
Instead, they saw the value of agile BI and turned to 
clear definition of the semantics and the problem that needed to be solved, 
operational managers had access to the BI data that helped them bette
to most fruitfully improve cash flow.
reducing labor costs 90 percent. 
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Reaping the Rewards of Agile BI 
Balanced Insight’s experience has taught us that achieving success with building BI s

process. That is why Consensus deployments start with getting a 
clear, business understanding of the information required and demanded by the business to align 
the investment and delivery strategies of your information technology team. This includes 
understanding what the business users need that will provide impact and value, as well as 
understanding what they do not need. Balanced Insight will help you: 

lign your people, processes and technologies to optimize your information p

rive more robust BI deployments  

e utility and value of your BI solutions, making them true information asset

focused on enabling organizations to at least double the return they receive
and performance management. ROI can be characterized in many ways

could be that you have found ways to lower costs, and the savings resulting from the
your BI or performance management solution. It could be that you 

y uncovering new opportunities in the market, or that you discover new 
revenue generation opportunities—once again generating significant upside to offset your 

BI. Or it could be that your ability to get information to a broader set of users 
” decision making organization. For most companies benefitting from 
most effectively by the ability to deliver the right BI to the right users 

Companies can increase ROI by 50 percent—or more—by relying on Consensus and 
implementing agile BI. For example, one leading energy company turned to BI to answer

but very important, question. “What’s the 
effect of our customer notification activity on 
improving our revenue collections?
was trying to analyze which of its many 
methods of reaching customers yielded the 
best results to determine whether email, snail 
mail or outbound call center con
the best results. 

They tried to find the answer using traditional 
BI approaches, but gave up on the project because it was too expensive and too time consuming. 

y saw the value of agile BI and turned to Consensus. Our agile BI solution
clear definition of the semantics and the problem that needed to be solved, and in just two weeks 
operational managers had access to the BI data that helped them better direct collection activities 
to most fruitfully improve cash flow. This utility was able to swiftly benefit from agile BI while 

.  
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BI solutions must 
. That is why Consensus deployments start with getting a 

demanded by the business to align 
the investment and delivery strategies of your information technology team. This includes 
understanding what the business users need that will provide impact and value, as well as 

technologies to optimize your information portfolio 

olutions, making them true information assets 

they receive on 
in many ways. It 
these lower costs 
be that you 

discover new 
ing significant upside to offset your 

a broader set of users faster, 
. For most companies benefitting from 

most effectively by the ability to deliver the right BI to the right users 

by relying on Consensus and 
answer a simple, 

“What’s the 
effect of our customer notification activity on 
improving our revenue collections? This utility 
was trying to analyze which of its many 
methods of reaching customers yielded the 

s to determine whether email, snail 
mail or outbound call center contact delivered 

They tried to find the answer using traditional 
BI approaches, but gave up on the project because it was too expensive and too time consuming. 

solution resulted in a 
and in just two weeks 

r direct collection activities 
BI while 
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“Consensus delivers an unbelievable value to the clients by really 
addressing data warehouse agility and bridging the business/IT gap. 
Companies that take advantage of Consensus’ features will develop 
more accurate scope based on the ability to assist business people in 
articulating their needs and then rapidly deliver a mock up of the BI 
solution.”—Wayne Eckerson, Director of Research, the Data 
Warehouse Institute. 

Conclusions 
At Balanced Insight, we believe that enterprise intelligence is driven by the ability to connect your 
executives, managers and employees around a consistent vocabulary, a set of key master data 
topics and key performance metrics. These information assets formulate the basis of your 
enterprise information literacy, and properly managing your information asset portfolio will enable 
your entire enterprise to benefit from agile BI. 

Balanced Insight, Inc. is a premier provider of agile BI delivery solutions, and Consensus is the first 
commercially available platform for agile BI delivery and business metadata alignment. It allows the 
enterprise to swiftly build the infrastructure to facilitate a productive dialog between business 
leaders and technical delivery personnel to connect users with information and accelerate the 
delivery of BI throughout the enterprise.  

Just as organizations are accelerating the delivery of enterprise applications by implementing agile 
software development methodologies, the enterprise can accelerate access to meaningful BI 
information by leveraging the same concept of software agility. By turning to agile BI, companies 
can accelerate the delivery of actionable information that improves business operations. 
Consensus is the first BI platform that allows organizations to benefit from agile BI, allowing the 
enterprise to rapidly increase business performance and gain an increased return on BI 
investments. Deploying Consensus within the organization leads to increased agility without 
compromising cross-project alignment. 

About Balanced Insight 
Balanced Insight was organized in 2003 to respond to the increasing demand for information 
management solutions and services. Balanced Insight’s mission is to enable the management of 
our customer’s growing information portfolio, maximizing value by improving enterprise use and 
information literacy. For more information about how you can make your BI more agile, visit 
www.balancedinsight.com. 

 

Are you ready to discuss how you can leverage Consensus to double 
your ROI for BI? Call us at +1 513.322.1646 or send an email to us at 
sales@balancedinsight.com and we’ll schedule a free, 30-minute 
Consensus demo that will show you how you can dramatically improve 
your ROI by accelerating access to critical enterprise information. 


