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1. Introduction

The discovery phase is the heartbeat of any successful project. It's where Business
Analysts define the problem space, align stakeholders, and set the foundation for solution
design. But let’s be honest — this phase can be messy. Information is scattered,
stakeholders have varied perspectives, and documentation takes time.

This is exactly where Atrtificial Intelligence (Al) becomes a powerful ally. Rather than
replacing the BA'’s critical thinking, Al acts as a **catalyst** — helping structure
unstructured information, draft initial deliverables faster, and give analysts more time to
focus on meaningful conversations and strategic analysis.

This eBook is designed as a **practical guide**. It walks you through how Al can be
applied to key discovery activities, supported by real examples, ready-to-use prompts, and
actionable techniques.

By the end of this guide, you'll be able to leverage Al tools to: « Speed up problem framing
and context understanding ¢ Draft stakeholder maps and RACI models quickly  Prepare
workshops and discovery questionnaires in minutes « Generate first-cut process maps and
SIPOC diagrams ¢ Use structured prompting techniques tailored for BAs

Let's begin the journey of supercharging your discovery phase with Al.
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2. Al for Problem Framing & Context Building

In the early days of a new project, BAs often receive fragmented information — a mix of
emails, PowerPoint decks, and verbal briefings. Traditionally, it can take hours to piece
this together into a clear “problem statement” and business context. Al can help you
**synthesize this messy input into a structured foundation** for discovery activities. By
providing high-level project information to a tool like ChatGPT or Claude, you can generate
structured summaries, business problems, impacted stakeholders, and even draft scopes.

m Practical Example:

Imagine you'’re assigned to a *Payment Gateway Enhancement** project. The only inputs
you have are a few lines in a kickoff email: > “We need to improve merchant onboarding,
support more currencies, and streamline reconciliation.” By feeding this into an Al model
and asking it to “Summarize the business problem, impacted stakeholders, and possible
scope areas in a structured format,” you could get a well-structured outline covering: -
Business Problem - Stakeholders (e.g., Merchants, Acquiring Banks, Ops Teams) - Scope
Buckets (Onboarding, Multi-currency support, Reconciliation) This saves hours of initial
scratch work and gives you a **Version 1** to refine with SMEs.

m Sample Prompt:

“Here is a high-level project description: [paste text]. Summarize the key business
problem, impacted stakeholders, potential scope areas, and any assumptions in a
structured format suitable for a Business Analyst starting discovery.”

3. Al for Stakeholder Analysis

Identifying and categorizing stakeholders is critical in discovery. It ensures you talk to the
right people early and capture perspectives from business, operations, compliance, and
technology. Al can speed this up by taking a list of departments or roles and generating a
**categorized stakeholder table**, including their interests, influence, and suggested
engagement mode.

m Practical Example:

Suppose you're working on a **Loan Origination System** project. You have a list of roles:
Sales, Credit, Risk, IT, Operations, Legal, Product, and Finance. When you ask Al to
categorize these stakeholders and suggest their likely concerns and responsibilities, it
might return something like: - Core Stakeholders: Sales (customer onboarding), Credit
(approval workflows), Risk (policy adherence) - Peripheral Stakeholders: Legal
(compliance), Finance (billing), IT (system support) It may also suggest creating a
**first-cut RACI matrix**, which you can validate and refine during workshops.
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m Sample Prompt:

“Here is a list of stakeholders/roles: [paste list]. Categorize them into core and peripheral
groups, describe their likely interests, responsibilities, and recommend how a Business
Analyst should engage them during discovery. Generate a draft RACI matrix.”
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4. Al for Workshop & Questionnaire Preparation

Preparing for discovery workshops can be time-consuming. Business Analysts usually
need to brainstorm and structure dozens of questions covering business processes, data
needs, pain points, user experience, and integrations. Al can help by generating
**structured discovery questionnaires** in minutes based on a short project brief. This
ensures no key area is missed and allows you to spend more time refining and prioritizing
guestions rather than starting from scratch.

m Practical Example:

Suppose you're working on an *eCommerce Return & Refund** module. You provide Al
with a short description of the module’s purpose and ask it to generate discovery
guestions grouped by category. Al might produce: - Business Process: What are the
current return eligibility criteria? How are refunds initiated? - Data: What data points are
needed to validate returns? How is refund status tracked? - Integration: Which external
systems handle payment reversals? - User Experience: How do customers currently
request returns? This structured list becomes the baseline for your workshop prep.

m Sample Prompt:

“Based on the following project description: [paste brief], generate a structured list of
discovery questions grouped by Business Process, Data, Integration, User Experience,
and Compliance. Format it in a way that a Business Analyst can directly use to plan
workshops.”

5. Al for Early Process Mapping & SIPOC

Creating first-cut process maps or SIPOC diagrams early in discovery helps stakeholders
visualize how processes flow end-to-end. But drawing these manually from scratch can
take hours. Al can transform textual process descriptions into **draft process maps or
SIPOC tables**, which you can later refine using BPMN tools or whiteboards during
workshops.

m Practical Example:

For a **Healthcare Claim Submission** process, you provide Al with a plain-text
description of the steps. Within seconds, Al can generate a structured SIPOC table: -
Suppliers: Patient, Provider - Inputs: Claim Form, Patient Data, Insurance Policy -
Process: Submit Claim - Validate — Adjudicate — Approve/Reject — Notify - Outputs:
Payment, Rejection Notice - Customers: Patient, Provider, Insurer Or it can give you a
*PlantUML/BPMN draft** that can be pasted into a diagramming tool like Camunda or
draw.io for refinement.
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m Sample Prompt:

“Convert the following process description into a structured SIPOC table and a draft
BPMN/PlantUML diagram representing the process flow. Ensure the diagram includes
actors, key steps, and decision points.”
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6. Prompting Techniques for Business Analysts

Al is only as good as the instructions you provide. As a Business Analyst, learning to
*prompt strategically** can drastically improve the quality of outputs you receive from Al
tools. Instead of vague questions, use structured prompts that clearly specify the context,
task, and format you expect.

m Prompting Patterns:

1. Context —» Task — Format - “Here is a project brief. Summarize the key business
problems (Context), identify stakeholders (Task), and output in a structured table
(Format).” 2. Role-Based Prompting - “Act as a Senior Business Analyst. Generate
discovery questions for a Payments onboarding project, grouped by categories.” 3.
Iterative Prompting - Start broad: “Summarize the business context.” - Then refine:
“Break this down into scope buckets with dependencies.” - Then deepen: “Generate edge
cases for each scope bucket.” 4. Transformation Prompting - Convert meeting notes
into use cases, SIPOC tables, or problem statements with a single prompt.

m Sample Master Prompt:

“You are a Senior Business Analyst. Based on the following business scenario, generate:
1. A structured business problem statement 2. Key stakeholders categorized as
core/peripheral 3. Discovery questions grouped by category 4. A SIPOC table for the core
process. Respond in a professional format suitable for documentation.”

7. BA + Al Collaboration Mindset

The most successful Business Analysts don'’t view Al as a replacement, but as a
**co-pilot**. Al accelerates the “version 1” of your deliverables, giving you more time to
think strategically, engage stakeholders, and solve problems creatively. Some practical
collaboration principles: « m You define the direction; Al drafts the path. Start with your
BA intuition and let Al structure it. « m Iterate. Don’t expect perfection in one go — refine
with follow-up prompts. « m Use Al for groundwork, not final decision-making. Final
validation always rests with human analysis. « m Keep learning prompt patterns. Just
like learning SQL or BPMN, prompting is a skill.

8. Templates & Practical Tips

Below are some simple, reusable templates you can adapt during the discovery phase
with Al:
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m Business Problem Structuring Template

» Business Problem: [Describe the core issue or need] ¢ Business Impact: [Explain
consequences of not solving] « Stakeholders: [List and categorize] ¢« Possible Scope
Buckets: [Group functionalities/areas] « Assumptions & Constraints: [List known factors]

m Stakeholder Mapping Template

| Stakeholder | Category | Interest | Influence | Engagement Mode |
| | | | | | | Example | Core | Approval workflows |
High | Workshops + Interviews |

m Discovery Workshop Prompt Template

“Based on the following project description, generate discovery questions grouped by: -
Business Process - Data - Integration - User Experience - Compliance/Regulatory”

m SIPOC Prompt Template

“Convert the following process description into a structured SIPOC table and a BPMN
diagram. Ensure all actors, inputs, outputs, and decision points are represented.”
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9. Closing Thoughts & Call to Action

Al is not here to replace Business Analysts — it's here to elevate the role.
By mastering Al-assisted techniques during the discovery phase, you can focus on what matters m
strategic thinking, stakeholder alignment, and creating real business value.

Start small. Pick one or two techniques from this guide. Experiment with them in your next project.
Refine your prompts. Build your own reusable Al templates. Over time, Al will become your silent c

If you found this guide valuable, share your feedback or reach out on LinkedIn.
Let's shape the future of Business Analysis together m

— Diwakar Singh
Business Analyst Mentor & Al Strategist
www.zskillacademy.com
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