Business Case Document: Migration from ExShare to RDOS
1. Executive Summary
Provide a high-level overview of the project, including the problem/opportunity, the proposed solution, and the expected benefits.
2. Business Problem / Opportunity
Describe the limitations of the current system (ExShare), explain why a new system (RDOS) is needed, and highlight operational inefficiencies, compliance risks, or usability concerns.
Outdated Technology: ExShare is no longer supported by vendors and has frequent performance lags.
 Security Risks: Lacked compliance with modern data security and regulatory requirements (e.g., audit trails, role-based access).
  Inefficient Workflows: Manual document routing and approvals led to process delays and errors.
Poor Integration: No seamless integration with new enterprise systems (e.g., ERP, CRM).
 High Maintenance Costs: Increasing effort and cost to maintain, patch, and support ExShare.

3. Project Purpose and Objectives
Purpose: To select and implement a modern document management system (RDOS) to replace ExShare, improving usability, scalability, and compliance.
Objectives:
• Migrate all content from ExShare to RDOS
• Improve document search and access time by 30%
• Establish robust access control and audit trails
4. Proposed Solution
Replace ExShare with RDOS. Migrate all documents and metadata, configure role-based access and reporting, and provide end-user training and support.
5. Options Considered
Option 1: Do Nothing – Retain ExShare (Risks: Compliance, aging tech) – Cost: ₹0
Option 2: Upgrade ExShare – Limited vendor support – Cost: ₹5,00,000+
Option 3: ✅ Migrate to RDOS – Modern system, some migration risk – Cost: ₹10,00,000 est.
6. Financial Analysis
Estimated Budget: ₹9.5 – ₹17.7 Lakhs
Expected ROI: Improved efficiency, audit readiness, and reduced support overhead
7. Risks and Mitigations
• User resistance – Mitigation: Provide training and phased rollout
• Migration errors – Mitigation: Validate data during UAT and pilot runs
• Integration issues – Mitigation: Schedule buffer time and vendor involvement
8. Stakeholders
• Project Sponsor
• Business Analyst
• Admissions Office
• ITS Department
• Vendor Representatives
9. Timeline
Phase: Requirements Gathering    – Start: July 1 – End: July 15 – Duration: 2 weeks
Phase: Design & Configuration      – Start: July 16 – End: August 15 – Duration: 4 weeks
Phase: Migration & Testing           – Start: Aug 16 – End: Sept 15 – Duration: 4 weeks
Phase: Go-Live                                  – Start: Sept 20 – End: Sept 30 – Duration: 2 weeks
10. Recommendation
Proceed with migration from ExShare to RDOS using a Waterfall approach, with allocated budget and formal project governance.


Business Analysis Strategy Document: Migration from ExShare to RDOS
1. Introduction
This Business Analysis (BA) Strategy outlines the approach for analyzing, validating, and managing the requirements for the migration of the ExShare document management system to RDOS.

2. Business Analysis Objectives
· Understand stakeholder needs and document business requirements
· Ensure traceability from requirements to implementation
· Validate solutions align with business goals

3. Scope of Analysis
Covers all BA activities for replacing ExShare with RDOS:
· Current state analysis
· Requirements gathering and validation
· Stakeholder engagement
· Solution assessment and validation

4. Stakeholder Analysis
Key stakeholders:
· Project Sponsor
· Admissions Office
· ITS Team
· System Vendors
· End Users

5. BA Approach and Techniques
· Waterfall methodology to support sequential phases
· Stakeholder interviews, document analysis, process mapping
· Models: use case diagrams, DFDs, and BPMs

6. Requirements Management
· Maintain Requirements Traceability Matrix (RTM)
· Use formal change control and sign-off
· Prioritize based on impact and feasibility

7. Tools and Templates
· MS Word/Excel – documentation and tracking
· Visio – diagrams and workflows
· SharePoint/Teams – collaboration and versioning

8. Deliverables
· Business Case Document
· Requirements Document (BRD)
· Use Case Specifications
· RTM (Requirements Traceability Matrix)

9. Success Measures
· Stakeholder satisfaction
· Requirements completeness and traceability
· Solution alignment with business needs
Functional Specification Document: Migration from ExShare to RDOS
1. Introduction
This document outlines the detailed functional requirements for migrating from ExShare to RDOS, including system features, roles, and migration criteria.

2. Project Overview
The project aims to replace the outdated ExShare document system with RDOS, providing enhanced user experience, compliance, and maintainability.

3. Functional Requirements
· User Authentication – RDOS must support role-based user access
· Document Upload/Download – Secure upload and download functionality
· Metadata Management – Tagging documents with metadata (type, owner, department)
· Search Functionality – Advanced filtering and keyword-based search
· Audit Logs – Record all user actions with timestamps
· Version Control – Maintain historical versions of documents

4. User Roles and Permissions
· Admin – Full system access and configuration rights
· Department Head – Access to department-specific documents, approval permissions
· Staff – Limited access within their department for upload/view actions

5. Data Migration Requirements
· Migrate active documents from ExShare to RDOS
· Retain metadata such as upload date, creator, and access logs
· Validate data integrity after migration

6. Integration Requirements
· Integration with Active Directory (SSO)
· Integration with internal reporting tools

7. Reporting Requirements
· Daily usage reports by user
· Access history by document type
· Summary of migrated items and validation results

8. Assumptions and Constraints
· RDOS hosted internally
· No major changes to network/security setup
· End-users trained before deployment


Requirement Traceability Matrix (RTM): Migration from ExShare to RDOS
	Req ID
	Requirement Description
	Source
	Functional Spec Section
	Design Reference
	Test Case ID
	Status

	REQ-001
	System shall support role-based access control
	Stakeholder Interview
	3.1
	DR-SEC-01
	TC-001
	Implemented

	REQ-002
	Users shall be able to upload documents securely
	Stakeholder Interview
	3.2
	DR-UPLD-02
	TC-002
	In Progress

	REQ-003
	System shall allow document tagging with metadata
	Business Process Doc
	3.3
	DR-META-01
	TC-003
	Implemented

	REQ-004
	Advanced document search functionality shall be available
	Stakeholder Interview
	3.4
	DR-SRCH-01
	TC-004
	Planned

	REQ-005
	System shall maintain an audit log of user actions
	Regulatory Requirement
	3.5
	DR-AUDT-01
	TC-005
	Implemented

	REQ-006
	Document version history shall be retained
	Compliance Checklist
	3.6
	DR-VERS-01
	TC-006
	Planned

	REQ-007
	RDOS shall integrate with Active Directory
	Technical Requirement
	6.1
	DR-INTG-AD
	TC-007
	In Progress

	REQ-008
	System shall produce daily user activity reports
	Stakeholder Interview
	7.1
	DR-RPT-01
	TC-008
	Not Started

	REQ-009
	Migration must retain all metadata and logs
	Migration Plan
	5.1
	DR-MIGR-01
	TC-009
	In Progress



Legend
· Req ID: Unique identifier for each requirement
· Source: Where the requirement originated
· Functional Spec Section: Maps to section in Functional Specification Document
· Design Reference: Corresponding design document/code module
· Test Case ID: Related test case used to verify implementation
· Status: (Planned, In Progress, Implemented, Not Started)


Business Requirements Document (BRD)
Project: Migration from ExShare to RDOS

1. Project Overview
This BRD defines the business needs for migrating from the ExShare system to RDOS to improve document management, access, and security.

2. Business Objectives
· Improve document accessibility and searchability
· Enable secure, role-based access
· Streamline upload, tagging, and version control
· Enable real-time audit tracking and reporting

3. Current State Assessment
ExShare has been used for 7+ years. It lacks modern features, has limited search options, and is difficult to integrate with enterprise systems.

4. Proposed System
RDOS is the proposed replacement, offering enhanced security, better UI, advanced search, integration support, and reporting features.

5. Functional Requirements Summary
· Secure login and authentication
· Document upload/download
· Metadata tagging and management
· Advanced search and filtering
· Version control and audit logs
· Daily/weekly activity reporting

6. Non-Functional Requirements
· 99.9% system uptime
· ≤ 2 seconds search response
· Compliant with internal security and data policies

7. Assumptions and Constraints
· Users will be trained pre-go-live
· Migration will be scheduled during off-hours
· Data integrity and access must be preserved

8. Business Impact
Migration will reduce long-term costs, enhance user experience, and provide a scalable and supportable architecture.

9. Stakeholders
· Project Sponsor
· Department Heads
· ITS Infrastructure Team
· End Users
Business Case Document Template
Section: Why is this project initiated?

Reason for Initiation:
The Migration from ExShare to RDOS project is initiated due to the following key drivers:
1. Obsolescence of Existing System (ExShare):
ExShare has been in use for over 1 years and lacks critical modern capabilities such as advanced search, audit logging, and integration with enterprise authentication systems.
2. Security & Compliance Requirements:
The current system does not meet the latest IT security policies or regulatory compliance standards (such as audit trails and access logs), creating potential risk exposure.
3. Operational Inefficiencies:
Users report difficulties in locating, tagging, and managing documents efficiently in ExShare, leading to productivity loss and support overhead.
4. Integration Needs:
RDOS offers seamless integration with Active Directory (SSO), internal reporting tools, and backup systems—something not feasible with ExShare.
5. Strategic Alignment:
The migration aligns with the organization’s IT modernization roadmap, aiming to standardize platforms, reduce maintenance costs, and improve system scalability.
6. Vendor & Support Limitations:
ExShare’s support model has become limited or cost-prohibitive, while RDOS has robust vendor support and documentation.

Current Problems with ExShare:
1. Outdated User Interface & Poor Usability
· The UI is not intuitive, making it difficult for users to upload, tag, or retrieve documents efficiently.
· Lacks modern features like drag-and-drop upload or advanced filters.
2. Limited Search Functionality
· Users struggle to find documents due to limited metadata support and basic keyword search only.
· No filtering by tags, date range, or document type.
3. No Version Control or Change History
· ExShare lacks built-in version control, increasing the risk of data loss or overwriting important documents.
· Users cannot track changes over time.
4. No Real-Time Audit Trails
· The system does not log who accessed, modified, or deleted documents.
· This is a major gap for security audits and compliance.
5. Lack of Integration Capabilities
· Cannot be integrated with enterprise systems such as Active Directory, reporting dashboards, or data backup tools.
· Leads to manual processes and duplication of efforts.
6. Poor Support and Maintenance
· Vendor support is either discontinued or expensive.
· Internal teams struggle with customization or issue resolution.
7. High Operational Overhead
· Frequent helpdesk requests and workaround implementations drain IT and support resources.
· Maintenance and upgrades are time-consuming and costly.
8. Security Vulnerabilities
· The platform does not align with current cybersecurity standards (e.g., access control, encryption, secure APIs).
· This could expose sensitive organizational data.


Problems Solved by RDOS Migration
	Problem in ExShare
	How RDOS Solves It

	1. Outdated User Interface & Poor Usability
	RDOS offers a modern, intuitive interface with drag-and-drop, dashboards, and tooltips

	2. Limited Search Functionality
	Advanced search options with filters, tags, and full-text indexing

	3. No Version Control or Change History
	Built-in version control and history tracking for all documents

	4. No Real-Time Audit Trails
	Comprehensive audit logs with timestamps, user IDs, and activity tracking

	5. Lack of Integration Capabilities
	Integrates with Active Directory, reporting tools, and backup systems

	6. Poor Support and Maintenance
	Vendor-backed support, frequent updates, and easier internal configuration

	7. High Operational Overhead
	Automation reduces manual intervention; less IT support required

	8. Security Vulnerabilities
	Enhanced role-based access, encrypted data storage, and secure APIs




Resources Required

 People Resources
	Role
	Responsibility

	Business Analyst (BA)
	Requirement gathering, stakeholder communication, documentation

	Project Manager (PM)
	Project planning, monitoring, risk management

	Solution Architect
	Designing system architecture and integration roadmap

	Developers (Backend & UI)
	Development and customization of RDOS

	QA/Test Engineers
	Prepare and execute test cases, validate migration success

	Migration Specialist
	Plan and execute data migration from ExShare to RDOS

	IT Security Analyst
	Ensure compliance with security standards and perform risk reviews

	End Users (Pilot Group)
	Participate in UAT (User Acceptance Testing)

	Training & Support Staff
	Create training materials, deliver user training and post-go-live support



Time Resources
· Project Duration: Estimated 4–6 months
· Major Phases:
· Requirement Analysis – 2 weeks
· Design & Planning – 3 weeks
· Development & Configuration – 2 months
· Testing & Validation – 3 weeks
· User Training & Go-Live – 2 weeks
· Post-Implementation Support – 2 weeks

 Budget Resources
	Cost Item
	Estimated Cost (INR)

	Hardware Infrastructure
	₹ 1,00,000

	RDOS Software Licensing
	₹ 2,50,000

	Development and Integration
	₹ 1,50,000

	Training and Change Management
	₹ 50,000

	Data Migration & Validation
	₹ 75,000

	Contingency & Miscellaneous
	₹ 25,000

	Total Estimated Budget
	₹ 6,50,000



 Other Resources
· Software Tools: Migration utilities, reporting tools, testing frameworks
· Documents: Current system documentation, compliance checklists, training guides
· External Inputs: Site visits, vendor demos, analyst reports (Dataquest, Gartner, etc.)

