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Collaborative Functional Specifications 
Development for Large Fixed Bid 

Applications
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Dilbert on Requirements
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Background 

� Outsourcing market growing 

� End to End Large System development projects are being 
outsourced 

� Outsourcing moves towards fixed bid projects 

� Functional Requirements is the area 
� Most Variability 
� Avenue for lost margins 
� Foundation for user acceptance
� Tools exist for documentation but we did not have a single standard 

methodology for managing the process 
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Key Challenges 

The cost of correcting an error at the Requirements 
stage is five to ten times cheaper than the cost of 
correcting the error at the coding stage.”

Dean Leffingwell, “Calculating your ROI from more effective 
Requirements Management”, Rational Software Corporation

� Requirements Accuracy 

� Compromises between various client Business users and groups

� Visualization of future processes

� Alignment across various teams
� Client : Business Users ; Client IS Analysts

� System Integrator: Functional Consultants; IT Analysts 

Functional Specification Issues
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Key Challenges (contd.) 

� Scope and Schedule
� Managing team members idle time due to external dependencies 

� Controlling the scope due to increase in complexity of a feature

� Balance requirements documentation to satisfy BOTH Functional 
reviewers and IT developers

� Cultural integration 
� Business Teams and IT teams 

� Client Teams; System Integrator (SI) Onsite Teams; SI Offshore 
teams

Fixed Bid Issues
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The Solution – EUReqA (Tailored RUP)

EUReqA – Evolutionary Use Case driven Requirement Engineerin g Approach
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The Solution Approach 

� Flesh out the 
requirements in 
stages  adding more 
granularity in each 
iteration. 

� Get sign-offs for 
each Iteration from 
an ever widening 
circle stake-holders 
with more details
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Developing Vision and Strategy – Discovery Stage

� Detailed study of the as-is 
business processes

� Opened up the 
communication channels 
for the team with all 
business units for future 
clarifications

� Thorough understanding of 
Clients’ business 
processes, environment, 
current applications and 
working methods 

� High Level Business 
process identified and 
documented
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Capturing System Requirements
- The Elicitation Stage 

� Imparted training to Clients’ Team on Methodology

� Sign off criteria established

� High level business process served as platform for actors and use case 
identification

� Skelton Use Cases reviewed by core team
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Capturing System Requirements 
- The Creation Stage  

� Semantics normalized

� Merging and De-merging of use cases to ensure logic ality of each 
functional module

� Business validation workshop conducted with entire user community

� Broad consensus was reached among the Client SMEs, IT analysts, 
System Integrators’ functional consultants and IT an alysts on the 
functionality that will be addressed in the new sys tem
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Capturing System Requirements 
- The Creation Stage  (Contd.)

� All gaps identified during the business validation are plugged and 
documented in the use cases.

� Final review and sanity check is made to ensure tha t the requirements 
are crisp and clear
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Capturing System Requirements
– The Transition Stage

� Functional Requirements are plugged into unified Fu nctional Design 
document.

� The ground is prepared for technical design and cod ing
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EXAMPLE Project 

� Develop a customized Transportation Management system 

� Client Team 
� 5 Full Time Dedicated Business Users 

� 3-5 Full Time Dedicated IT users 

� Part time members – Total FTE = 3 – 4 Person Years 

� Systems Integrator 
� 5 Full time Onsite 

� 20 Full Time Offshore 

� Project Length = 18 Months 

� (some modules go live after 24 months) 

� System size : 
� 400,000 Lines of Code 

� Over 1000+ Objects 

� 180 Tables in custom data model 
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Example of EUReqA Usage at a client 
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Example of EUReqA Usage at a client 
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Critical Success Factors

� Progressive Signoff: 
� Iterative development of the use cases progressively adding details 

� Developing consensus at each iteration with different audiences 

� Getting Business Sponsors signoff regularly during each iteration of 
the use cases 

� Avoiding scope creep in the form of more complex 
functionality within the pre-defined ‘features’

� Good Insight as well as documentation of current 
business process, existing enterprise systems and 
cultural ethos 
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Critical Success Factors (continued)

� During the Elaboration stage an executive decision 
making group from the steering committee met every 
week to ensure faster resolution of outstanding issues

� Integrated and Happy Team 
� Good rapport among varied players 

� Keeping the whole team focused on the final common goal,

� Keeping the morale up during the tough, long days of consensus 
building 

� Creating a sense of urgency to adhere to the timelines 
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Benefits

� Significant Business value realized  
� The project should save over 10 million USD annually in 

Transportation Management Costs due to closed loop and 
continuous move execution. 

� Implementation acceptance despite having multiple functional 
divisions and IT teams involved 

� Project Benefits from EUReqA Methodology
� Well articulated & reviewed processes and requirements 

� Scope of the project maintained

� Requirements that could be easily transitioned by architecture and 
development teams 

� Close Knit well bonded team to help us in the next stages of design 
development testing and deployment of the system 
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Lessons Learnt

� Develop good rapport with business users and IS teams 
and internal teams and nurture through out

� Expectations should be clearly understood by all 
stakeholders 

� Have clearly defined roles & responsibilities for all 
dedicated and  “extended” team members 

� Develop a comprehensive project management plan and 
monitor very closely against the schedule 

Fixed Bid Issues
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Lessons Learnt

� Document quickly without fearing mistakes – but review 
with the appropriate group often 

� Do Not move to the next stage till consensus is achieved 

� Freeze scope in stages, progressively building details. 

� Collect Data early and react quickly - taking an early 
pulse 

Functional Specification Issues
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Conclusion

� EUReqA generates Complete, 
Comprehensive, Consensus-built 
Functional Requirements
� It reduces the overall risk of the project

� It promotes Schedule and Budget 
compliance 

� It Avoids Scope Creep

� Keeps all the team members engaged

� EUReqA ensures that the final product 
is what the client desires

As the Fixed bid projects become the norm in the IT  industry, 
it is imperative that the EUReqA approach be adopte d, fine-
tuned and developed as a discipline in its own righ t. 

Associates 
Win 

Integrator 
Wins

Client Wins

EUReqA is a 

WIN-WIN-WIN 

Methodology
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