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Document 1- Business case document 


Why is this project initiated?

· This project is initiated to optimize the Single Review Tool (SRT) moderation workflow by reducing manual effort, improving accuracy, and preventing critical errors. 
· Current processes require moderators to spend excessive time scrolling through lengthy transcripts, manually locating key policy rules, and verifying dispersed URLs
· Additionally, the proximity of serious escalation options to non-critical selections in the user interface increases the risk of tagging errors. By introducing features such as policy highlighters, centralized URL viewing, collapsible transcripts, and escalation confirmation prompts, the project aims to streamline operations, enhance moderator efficiency, and ensure higher compliance with platform standards.




What are the current problems?
· The existing Single Review Tool (SRT) workflow suffers from operational inefficiencies and elevated error risk.
·  Moderators spend excessive time navigating lengthy transcripts and manually searching for compliance policies, resulting in slower review cycles. Key information such as URLs is dispersed, increasing verification effort and reducing productivity. 
· Additionally, the interface design places high-risk escalation options near non-critical selections, raising the likelihood of mis-tagging. 
· These factors collectively hinder accuracy, delay decision-making, and limit the platform’s ability to scale moderation efforts effectively.

With this project how many problems could be solved?
This project resolves four key inefficiencies in the current moderation workflow, each with measurable impact:
1. Delayed policy referencing — addressed through policy highlighters, enabling up to 100% faster access to key rules.
2. Fragmented URL verification — solved with a centralized offsite URL viewing button, delivering a 95% reduction in navigation time.
3. Inefficient transcript navigation — improved by collapsible transcript sections, achieving a 90% reduction in average scroll length.
4. High risk of escalation tagging errors — mitigated through option repositioning and confirmation prompts, ensuring 100% prevention of mis-tagging incidents.

Resources Required:
· Business Analyst
· Project Manager
· Java Developers (2)
· Python Developers (2)
· Devops Engineer ( 1)
· QA Testers (3)
· Database Admins (2)
· System Admins (2)
· Business Stakeholders
· Process Experts / End Users
· Hardware
· Software
· Database and integrations.
· Network and security
· Human Resources
How much organizational change is required to adopt this technology?
Only moderate change is required. The solution builds on existing workflows, so no restructuring is needed. Adoption mainly involves short training sessions, updated process documentation, and minor adjustments to daily moderation practices.
Time Frame to Recover ROI:
It is expected to pay back within 6 to 8 months after deployment. These improvements reduce review turnaround time, minimize rework costs, and allow moderators to handle higher volumes without additional staffing. Together, these factors create rapid productivity benefits that justify and accelerate ROI realization.
How to Identify Stakeholders ?
Stakeholders are identified by mapping who uses, approves, or supports the project. For this SRT workflow initiative, they include:
· End users: Content moderators, policy reviewers
· Business owners: Policy and operations teams
· Project leadership: BAs, PMs, product managers
· Technical teams: UI/UX, developers, DB admins, QA
· Decision-makers: Senior managers and executives
· Support teams: Training, compliance, change management

Document 2 – Business Analysis Strategy

1. Business Analysis Approach
As the Business Analyst for this project, I have adopted the Waterfall Model for the end-to-end execution of business analysis activities. Given the well-defined scope and sequential nature of the SRT enhancements, this model ensures clarity, traceability, and documentation at each phase.
The approach includes the following key phases:
1. Requirement Gathering:
I conducted stakeholder interviews, process walkthroughs, and document reviews to understand current pain points and future expectations. I documented both functional and non-functional requirements based on these sessions.
2. Design:
I collaborated with the UI/UX and technical teams to translate the requirements into wireframes, workflows, and system architecture inputs. I ensured that all designs align with business objectives.
3. Development:
During development, I provided clarifications, validated design interpretations, and tracked requirement coverage to ensure that no business functionality was missed.
4. Testing:
I supported the QA team in preparing test cases, reviewed test coverage against requirements, and ensured functional alignment. I also helped analyze and prioritize bugs raised during internal testing.
5. User Acceptance Testing (UAT):
I coordinated with end users and stakeholders to conduct UAT, prepared a UAT checklist, captured feedback, and ensured sign-offs before final deployment.

2. Roles and Responsibilities
As part of the strategy, I have mapped the key roles involved and my own collaboration with each:
· Business Analyst (Me):
· Elicit and document business and functional requirements
· Act as a bridge between stakeholders and technical teams
· Support testing, change management, and UAT coordination
· Development Team:
· Implement system enhancements based on signed-off requirements

· Quality Assurance (QA) Team:
· Create and execute test plans based on my documented specifications
· Database Administrators:
· Modify schema and ensure data consistency for new features
· System Administrators:
· Manage deployment, server setup, and LMS performance/security
· Stakeholders (L&D, Academic Heads):
· Provide insights, validate features, and approve deliverables
· Process Users (Students, Employees):
· Participate in UAT and provide real-world feedback

3. Stakeholder Communication Plan
To ensure transparency and timely updates, I have defined the following communication strategy:
· Weekly Update Meetings – Project team syncs to track progress and blockers
· Biweekly Status Reports – Shared with sponsors and key stakeholders
· UAT Walkthrough Sessions – To ensure users understand feature behavior and acceptance criteria
I also maintain a communication log and update minutes for every major interaction.

4. Requirement Management Plan
To manage the evolving set of requirements effectively, I follow this strategy:
· Use a Requirement Traceability Matrix (RTM) in Excel for mapping and tracking
· Maintain version-controlled documents on a shared Google Drive or Jira Wiki
· Assign unique IDs to every requirement for cross-referencing and traceability
All requirement updates are validated with stakeholders before any handoff to the development team.


5. Change Management Plan
To control scope creep and maintain stability, I have outlined a structured change process:
· Every change request (CR) is documented formally with expected impact
· Stakeholders review and approve all CRs
· I conduct impact analysis on cost, timeline, and effort before CR approval
The CR log is reviewed during project meetings and reflected in updated documentation.

6. Tools and Techniques I Use
For seamless execution, I leverage the following tools and techniques:
· Tools:
· MS, Excel, Visio,Balsmic – for documentation, wireframes, diagrams
· Google Meet, Zoom – for remote meetings and discussions
· Jira – for issue tracking and document repository
· Techniques:
· Stakeholder Interviews
· Document Analysis
· Brainstorming & Gap Analysis
· Wireframe Validation Sessions

7. Key Deliverables I Will Provide
· Business Case
· Business Requirements Document (BRD)
· Functional Specifications
· Requirement Traceability Matrix (RTM)
· UAT Checklist and Feedback Summary

Document 3 – Functional Specifications
Project Name: SRT Workflow Optimization Enhancement
Customer Name: Moksha India Pvt. Ltd.
Version: 1.0
Project Sponsor: Policy Operations Leadership
Project Manager: IT Solutions Pvt. Ltd.
Project Initiation Date: [28Th August 2025 ]



Functional Requirement specifications:
	Req ID
	Req Name
	Description
	Priority

	FR0001
	Policy Highlighter
	System should highlight key policy rules in the  SRT interface to allow moderators to quickly identify compliance guidelines.
	High

	FR0002
	Centralized URL Viewing
	System should display all URLs from offsite landing pages in a single popup/button to eliminate manual searching and scrolling.
	High

	FR0003
	Collapsible Transcript
	System should provide collapsible transcript sections to minimize excessive scrolling and speed up review operations.
	Medium

	FR0004
	Escalation Confirmation

	System should prompt a confirmation popup when tagging serious escalation policies to prevent misclicks or tagging errors.   
	Medium

	FR0005
	 UI Update for Risk Reposition
	System should reposition high-risk escalation options away from “None” or low-priority tags to reduce accidental selection.
	High

	
	
	
	





















Document 4 – Requirement Traceability Matrix (RTM)
	Req ID
	Req Name
	Req Description
	Design D1
	Development D2
	Unit Test T1
	Integration Test T2
	UAT

	FR0001
	Policy Highlighter
	System must highlight key policy rules for faster reference in SRT.
	completed
	In Progress
	Pending
	Planned
	Planned

	FR0002
	Centralized URL View
	System must display all offsite URLs in a single popup/button.
	completed
	In Progress
	Pending
	Planned
	Planned

	FR0003
	Collapsible Transcript
	System must allow transcript sections to collapse and reduce scrolling.
	completed
	Not Started
	Pending
	Planned
	Planned

	FR0004
	Escalation Confirmation
	system must prompt confirmation for serious escalation tagging.
	completed
	In Progress
	Pending
	Planned
	Planned

	FR0005
	UI Risk Reposition
	System must reposition critical escalation options to avoid misclicks.
	completed
	Not Started
	Pending
	Planned
	Planned





Document 5 – Business Requirements Document (BRD)

     Document 5- BRD Template
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Project Name: SRT Workflow Optimization  Enhancement
Project ID: SRT-WFOE-001 
Version ID: 1.0
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	Date
	Version Number
	Document Changes

	28-08-2025
	1.0
	Initial draft of the Business Requirements Document

	29-08-2025
	1.1
	Updated project scope and business objectives

	30-08-2025
	1.2
	Incorporated stakeholder feedback and risk analysis

	31-08-2025
	1.3
	Added requirement traceability matrix and final refinements



1. Document Revisions


2. Approvals
	Role

	Name

	Title

	Signature

	Date


	Project Sponsor

	[Senior Manager Name]
	Policy Operations Lead
	
	28-08-2025

	Business Owner

	[Stakeholder Name]
	Content Moderation Manager
	
	28-08-2025

	Project Manager

	[Manager Name]
	Project Manager – SRT Initiative
	
	29-08-2025

	System Architect

	[Architect Name]
	Solution Architect
	
	29-08-2025

	Development
Lead

	[Developer Lead]
	Lead Developer
	
	30-08-2025

	User Experience
Lead

	[Designer Name]
	Senior UX Designer
	
	30-08-2025

	Quality Lead

	[QA Lead Name]
	QA/Test Manager
	
	31-08-2025

	Content Lead

	Bandari Vaishnavi
	Business Analyst / Author
	
	31-08-2025




3. RASCI Chart for This Document

3.1 Codes Used in RASCI Chart
· R (Responsible): The individual(s) who actually complete the task.
· A (Accountable): The person ultimately answerable for the correct and thorough completion of the task.
· S (Support): Resources allocated to assist in completing the task.
· C (Consulted): People who provide input based on how it will affect their work.
· I (Informed): Those who need to be kept informed of progress and decisions.

RACI CHART
	Project Phase
	Project Sponsor
	Business Owner
	Project Manager
	System Architect / Dev Lead
	QA Lead
	Content Lead (BA)
	UX Lead

	Requirement Gathering
	A
	C
	R
	I
	I
	I
	I

	Requirement Validation
	A
	C
	R
	S
	I
	I
	I

	BRD Preparation & Approval
	A
	R
	R
	I
	I
	I
	I

	Development
	I
	A
	C
	R
	I
	I
	I

	Testing
	I
	S
	C
	S
	R
	I
	I

	UAT & Sign-of
	A
	R
	C
	I
	S
	I
	I



	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


4. Introduction
4.1 Business Goals

· Provide quick scanning of key rules via Policy Highlights.

· Ensure safe navigation of external resources with Offsite Landing Page Redirect.

· Enhance user experience with Collapsible Transcript.

· Minimize tagging errors with Escalation Confirmation.


4.2 Business Objectives

· Reduce review time by surfacing important policies.

· Prevent workflow disruptions when opening offsite links.

· Improve focus by reducing transcript clutter.

· Prevent costly rework and quality issues from accidental escalations.

4.3 Business Rules

· Only admin-tagged policies are eligible for highlights.

· All offsite links must display in popup before navigation.

· Transcript collapse state should persist during the session.

· Every “critical” escalation requires explicit confirmation.


4.4 Background
Currently, the Single Review Tool lacks usability features that make policy scanning, link handling, transcript viewing, and escalation confirmation efficient. Reviewers face time delays, errors, and distractions due to missing safeguards.


4.5 Project Objective
To implement four usability and quality enhancements that streamline review efficiency, ensure accuracy, and reduce workflow errors.

4.6 Project Scope

4.6.1 In-Scope Functionality

· Policy Highlights

· Offsite Landing Page Redirect

· Collapsible Transcript

· Escalation Confirmation

4.6.2 Out-of-Scope Functionality

· Mobile optimization of the tool

· Analytics dashboard for usage tracking (future phase)

· Major UI redesigns beyond the four features


5. Assumptions

· Reviewers have stable internet and system access.

· Admins will provide tagged highlights for policies.

· All users will be oriented with a short training/demo.

· Offsite navigation rules will not conflict with organizational security.

6. Constraints

· Budget capped at ₹13,00,000.

· Timeline limited to 5-6 months.

· Features limited to desktop browser version (no mobile release).

· Changes must integrate with current tool without breaking existing workflows.

7. Risks

7.1 Technological Risks

· Popup blockers may interfere with offsite redirect implementation.

· Collapsible transcript may impact screen rendering across browsers.

7.2 Skills Risks

· Developers may need UI/
· UX upskilling for collapsible and highlight features.

7.3 Political Risks

Reviewers may initially resist extra steps like escalation confirmation.

7.4 Business Risks

· If highlights are not accurate, reviewers may mistrust the feature.

· Additional steps in redirects and escalations could slow down users if not designed well.

7.5 Requirements Risks

Scope creep if additional usability requests arise during UAT.

7.6 Other Risks

Organization-wide browser restrictions may impact popup-based functionality.

8. Business Process Overview

8.1 Legacy System (AS-IS)

· Policy Review: Users must read full policy text; no highlights available.

· External Links: Clicking offsite link redirects directly, disrupting workflow.

· Transcript: Always open, consuming screen space.

· Escalations: No confirmation for critical tagging; prone to mistakes.



8.2 Proposed Recommendations (TO-BE)

· Policy Highlights: Key admin-tagged rules displayed at top for quick scanning.

· Offsite Landing Page Redirect: Popup lists all URLs; user confirms before navigating.

· Collapsible Transcript: Users collapse/expand transcript as needed.

· Escalation Confirmation: Mandatory confirmation dialog before tagging critical items.

9. Business Requirements

	Requirement ID
	Requirement Name
	Business Need

	BRD-001
	Policy Highlights
	Reviewers need quick access to key rules without reading full policy text.

	BRD-002
	Offsite Landing Page
	Redirect Prevent workflow disruption by confirming external navigation.

	BRD-003
	Collapsible Transcript
	Users need cleaner workspace by minimizing transcript view.

	BRD-004
	Escalation Confirmation
	Avoid errors caused by accidental “critical” tagging.







10. Appendices
10.1. List of Acronyms
	Acronym
	Definition

	SRT
	SINGLE REVIEW TOOL

	
	

	UAT
	User Acceptance Testing

	BRD
	Business Requirements Document

	RTM
	Requirement Traceability Matrix

	QA
	Quality Assurance

	
	

	UI/UX
	User Interface / User Experience

	
	



10.2 Glossary of Terms

· Policy Highlights: Condensed key rules extracted by admins for reviewer ease.

· Offsite Redirect Popup: A controlled window for all external URLs.

· Collapsible Transcript: Transcript section with expand/collapse feature.

· Escalation Confirmation: Extra step preventing unintentional critical tagging.


10.3 Related Documents

· Business Case Document

· Business Analysis Strategy

· Functional Specification Document

· Requirement Traceability Matrix (RTM)

· UAT Test Checklist





