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1. Why is this project initiated?

· Customer has a GCOS application, which is currently running on Mainframe. They are facing some problems currently and looking for solution to it.


2. What are the current problems?

· The mainframe server, on which GCOS application is currently running, is pretty old.
· The support for this mainframe server is going to stop in near future.
· Once the server support is stopped, there is risk of GCOS application getting crash at any point of time.
· There is no documentation available for the application.
· The current application support staff is getting old and will be retired after some time. 
· So there is risk of no documentation and no support available for GCOS application.


3. With this project how many problems could be solved?

· After completion of this project, the entire GCOS application will be ported to new platform IBMi.
· Hence the dependency on Mainframe server support will no longer be there.
· Also, the risk of GCOS application getting crash will not be there.
· While executing this project our team will be analysing the current GCOS application and documenting it. Hence, if needed, we can also support the IBMi version of GCOS application. This will address the issue of no application documentation and current resources getting retired in near future.

4. What are the resources required?

· Skilled IBMi development team with experience in Cobol/CL/DB2/RPGLE.
· Visit to Customer’s place to understand and analyse current GCOS application.
· Network connectivity to Customer’s IBMi server
· Support from current application support team.

5. How much organizational change is required to adopt this technology?

· Brief introduction of IBMi system is needed, so that Customer will be aware about it. 
· There will be some change in UI for the application users. Since users are used to see the GCOS screens, User Training will be required on how to handle the application on IBMI from UI perspective.



6. Time frame to recover ROI?

· In 6 months the application will be ported to IBMi and will be up and running. Then the dependency on mainframe server support will be no longer there. Also, the application documentation will be ready to refer, so dependency to current GCOS support staff will be reduced.

7. How to identify Stakeholders?

Stakeholder identification will be done using one or more methods from below list:
· The goal is to identify as many individuals, groups, as possible that might be affected by or have an impact on this GCOS migration project. 
· As a BA, I will use Brainstorm sessions with current GCOS support team that will help generating a comprehensive list of potential stakeholders. 
· I will examine contracts, organizational charts, and previous project documentation. 
· I will seek advice from subject matter experts or individuals with relevant experience from Client side.
· I will examine organizational structures to identify key departments and individuals who might be affected by this project.
· I will talk to Sales/Marketing team of my company to understand the management people who initiated this project.
· I will gather information directly from relevant individuals about their potential involvement and perspectives in this project.
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1. What elicitation techniques to apply?

· Reverse Engineering – Since there is no documentation available for current GCOS system, I will use this technique to go through the current application and code to understand what current system does.
· Observation – I will also use this technique and observe below of current GCOS application.
· User inputs/outputs
· Application navigation
· External interfaces 
· Business rules
· Interview – I will use this technique to have one-to-one discussions with current GCOS support team and Users to get below details:
· Different modules in the application and which are critical once.
· How application data gets stored in the Database
· Which are scheduled jobs in the current system and what they do.
· What validations are done for user inputs
· How data is sent/receive to/from external interfaces
· Prototyping – I will use this technique to mock up screens for new IBMi version of the application. Mock-up will help stakeholders to visualise the functionality of the system on IBMi.
· JAD Sessions – These sessions with all the stakeholders like Business owners, Managers, end users, Network and DB analyst, IT specialist etc. This can be used to get following:
· Any additional functionality business would like to add in IBMi version of application.
· Any changes are needed in current user interface or any new things to add.
· Network connections details to IBMI server.
· Design of database on IBMi
· How the control programs (EC/TCL) can be ported to IBMi version of application.
· What changes will be needed in application Cobol programs to work on IBMi system.

2. How to do Stakeholder analysis?
· I will do the Stakeholder analysis using RACI matrix method. 
· With this, I will be dividing all the stakeholders into four main categories i.e. Responsible, Accountable, Consulted and Informed. 
· This analysis will help me to understand things like:
· Who are the decision makers in the team?
· Who are the main impactors to the project?
· Who can act as SME in the project?
· Who are current GCOS application users?
· Who all are there in current GCOS application support team?
· From which people I will be taking approvals during entire project execution?
· Who all will be there in the development team for IBMi?
· Who will be testing the IBMi version of the GCOS application?
· Who can take care of database design on IBMi?
· Who can take care of network related activities?
· Who is project manager and delivery head for this project?

3. What documents to write
Below are some documents I will be preparing during entire life cycle pf the project:
· Business Case Document
· SWOT analysis document – Identified Strengths, Weaknesses, Opportunities and Threats of GCOS project.
· Feasibility study document – This will tell if this porting of GCOS application from Mainframe to IBMi is feasible or not based on points like - Technology, Software, Hardware, Resources, Budget, Time frame etc.
· Gap Analysis document – Current and Desired state of GCOS application
· Risk Analysis document – Internal, External, Project based etc.
· Stakeholder Register – List of all the stakeholders and their responsibility in this project
· Gantt Chart – Which stakeholders will be involved in the project for what duration.
· BRD – This document will have high level requirements captured from stakeholders.
· FRD – This document will have the functional level requirements… those are converted from business requirements.
· Use Case Document – This document will have all the use cases created for each functional requirement.
· Test Case Document – This document will have all test cases written to test the application on IBMi
· UAT plan
· User Manual
· RTM (Requirement Trackability Matrix) – This document will have the mapping of each business requirement into functional requirements … then to use cases …then to test cases etc. It will also show what work is completed so far, what is in-progress and what work is remaining.
· MOM document
· Change tracker document
· Project Closure document


4. What process to follow to sign off on the documents

As BA, I will follow below process for sign-off:
· Stakeholder Identification for signoff - Determine who needs to review and approve the document. Based on what document it is, the sign-off person(s) will vary. For example, BRD can be signed off by business stakeholders, Test case document can be signed off by testing team, UAT document can be signed off by Users etc.
· Stakeholder Communication - Clearly explain the purpose of the document, its contents, and the sign-off process.
· Acceptance Criteria - Determine clear acceptance criteria for each requirement or deliverable, so stakeholders know what constitutes successful sign-off. 
For example, acceptance criteria for Business Case Document will be - has the document covered below points:
· Why is this CGOS porting project initiated?
· What are the problems being faced by business for current GCOS application?
· With this project to port the application to IBMi, how the current problems will be solved?
· What is the Success Criteria for this project?
· What Methods/Approach will be followed to do this porting?
· What are the resources required to port the GCOS application from Mainframe server to IBMi?
· What organizational change in required to adopt this new porting?
· What is the time frame to recover ROI?
· What are the associated Risks and Dependencies for this porting?
· Timeline – I will establish a clear timeline for the sign-off process and communicate it to stakeholders.
· Sign-Off Meeting - If necessary, I will schedule a sign-off meeting to discuss the document, address questions, and obtain consensus.
· Archiving – After sign-off is received, I will store the signed-off documents in a secure location for future reference. 
· Review and improve the signoff process – I will Gather feedback on the sign-off process itself to identify areas for improvement. I will adjust the process based on feedback to streamline it and make it more efficient.

5. How to take approvals from Client:

As BA, I will follow below process for taking approval from Client:
· First, I will identify all the stakeholders those need to approve the document.
· Then I will schedule a meeting and send invite to all identified stakeholders. I will also attach the document that needs to be approved for pre-meeting reading.
· In the meeting, I will first go thru and present the document.
· I will address any questions or concerns raised by the stakeholders.
· If any significant changes are needed, then I will re-schedule the same meeting later to present the updated document.
· Once the final approval is received, I will store the signed-off documents in a secure location for future reference.
· I will Gather feedback on the approval process itself to identify areas for improvement and I will adjust the process based on feedback.


6. What communication channels to establish and implement

In this GCOS migration project, I will be using below channels to have effective communication with all the stakeholders of the project:
· Meetings (in-person, video conferencing): This method is ideal for detailed discussions, brainstorming, and relationship building. Like BRD discussion, UAT test plan etc.
· Presentations: This is useful for delivering information to larger groups. Like to client higher management about how we are planning to do this GCOS migration.
· Notice boards: Suitable for displaying important information in public areas. For example, information about de-commissioning the GCOS application usage on old mainframe server etc.
· Emails: Great for targeted updates, announcements, and reports. Like meeting invites, MOM document distribution etc.
· Online portals: Provide a central hub for project information, documents, and progress tracking. I can use client’s website to provide updates about this migration project.
· SMS messages: Effective for quick updates and urgent notifications. Like change in venue of meeting or change in meeting timing etc.
· Informal meetings: Allow for relationship building and open dialogue. I can use this method with current GCOS support team, Users, SMEs to understand how the application is working currently and what are the grey areas. 
· Project management software: Provides a centralized platform for project updates and collaboration (e.g., Jira, Zendesk etc.). 

7. How to handle change request

During the execution of GCOS migration project, if there is any change request come, I will use below process to handle that change request:
· First, I will understand the scope of change request and document it. 
· I will request team to size up the efforts required to implement this change.
· Then, I will determine the impact of this change request on things like Schedule, Budget, Resources, Risks etc.
· I will also make sure that change aligned and beneficial to the project.
· Then I will prioritize change request based on its urgency, importance, impact on the business etc.
· I will seek the approval for change request from the concern stake holders like Project Sponsor, PM, Users, Business managers etc.
· I will communicate the change request and its impact to all relevant stake holders in the project.
· Finally I will hand over the change request to project team for implementation. 
· I can think of following changes that may come up in this GCOS migration project:
· Change in GCOS UI screens
· Change to add or remove any functionality from GCOS application.
· Change in timeline to complete the migration or change in approved budget due to addition of new functionality.


8. How to update progress of project to Stakeholders

I will use below methods to update the project status/progress:
· I will circulate Weekly status report to all the concern stakeholders
· I will schedule and conduct project status review meetings 
· I can send Emails to provide specific update to specific stakeholder
· I can share the JIRA/Zendesk dashboard to inform current status of the project 


9. How to take sign-off on UAT and Client Project Acceptance form. 

Once the GCOS application is ported to IBMi and testing is complete by development and testing teams, I will follow below steps to sign-off on UAT and Client Project Acceptance form:

· Prepare UAT plan - In this step, planning to conduct UAT will be done. The blueprint for each feature to be tested will be made available. Also the acceptance criteria for each feature will be determined.
· Write Test Cases - Test cases will be designed to test each feature of the GCOS IBMi version in all possible ways. All positive and negative scenarios are considered
· Conduct UAT – I will schedule the timing for UAT testing and will send invite to all UAT testers. Test cases will also be shared. I will facilitate during actual UAT process.
· Fix issues if any - If there are any bug reported during the UAT, the development team will fix all those bugs and re-submit it for UAT verification. All the bugs will be documented for future references.
· UAT signoff Form - After removing all the bugs reported earlier and UAT team confirms that the UAT is complete and they signoff the UAT document.
· Go-Live of the project – The project will be deployed on IBMi and go-live is kicked off.

I will follow below steps to sign-off on Client Project Acceptance form:

· Client Project Acceptance form is a document used to formally acknowledge that a client has accepted the deliverables of a project and that the project is complete.
· I will schedule a meeting for Project Acceptance and invite all the relevant stakeholders.
· I will mention below details in Project Acceptance form:
· Project Details like the project name, project manager, project ID etc. 
· Client Information - Includes the name and title of the client representative(s) who are authorized to accept the project. 
· Acceptance Statement - A clear statement that the client acknowledges and accepts the completed work (i.e. Porting of GCOS to IBMi) and deliverables. 
· Deliverables List - A list of all the project's deliverables that are being handed over to the client. 
· Signatures and Dates - Signatures from the client representatives, along with the date of acceptance, to indicate their agreement. 
· Project Completion Confirmation - A statement confirming that the project is considered complete, and no further work should be done on it. 
· Feedback Section - A section for the client to provide feedback on their satisfaction with the project and to offer suggestions for improvement. 
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	Project Name
	GCOS application Migration

	Customer Name
	Greymine

	Project Version
	1.0

	Project Sponsor
	Gary Patterson

	Project Manager
	Mahesh

	Project Initiation date
	1-Sept-2025




Functional Requirement specifications:

	Req ID
	Req Name
	Req Description
	Priority

	FR0001
	Analysis of existing version of GCOS application
	Go thru current version of GCOS application to understand below:
1. List of modules and their functionality 
2. Screen navigations
3. External interfaces
4. Business rules
5. Security details
6. List of Users and their permissions

	10

	FR002
	Analysis of existing code base
	Go thru current code base of GCOS application to understand below:
1. Different types of programs used
2. Inventory of all programs as per program types (Cobol/EC/TCL/ /Screens/Reports etc)
3. list of Scheduled jobs and their functionality
	10

	FR003
	Analysis of existing database
	Go thru current database of GCOS application to understand below:
1. How the data is stored?
2. Inventory of database files
3. How the data/files are related to each other
4. Data types used
5. Identify master/transaction files and volume of data

	10

	FR004
	Analysis of current screens and reports
	Go thru current screens/reports of GCOS application to understand below:
1. How screens are designed?
2. How error messages are shown to user?
3. How data is validated?
4. How report layouts are built?
5. How reports are sent to users?

	10

	FR005
	Analysis of current external interfaces to GCOS application
	Go thru current external interfaces to GCOS application and determine how data is sent and received for each interface.
	10

	FR006
	Porting of database to IBMi
	Design a process to port the GCOS application database to IBMi that include below:
1. Structure of tables on IBMi and key fields to sort the data
2. Built the relationship among tables
3. Mapping of tables and fields from Mainframe version to IBMi
4. Process to copy the data from Mainframe version to IBMi without any data loss
5. Data validation in IBMi database
	9

	FR007
	Porting of Cobol programs to IBMi
	Design a process to port the GCOS application Cobol programs to IBMi that include below:
1. How to take current Mainframe version of Cobol programs to IBMi?
2. What changes are needed in IBMi version of Cobol programs to run on IBMi?
3. What changes are needed in IBMi version of Cobol programs to use the new versions of database/screens/reports etc.

	9

	FR008
	Porting of control programs (EC/TCL) to IBMi
	Design a process to port the GCOS application EC/TCL programs to IBMi that include below:
1. Mapping of EC/TCL commands to CL commands
2. Plan to port the EC/TCL commands that don’t have corresponding CL commands
	9

	FR009
	Porting of screens to IBMi
	Design a process to port the GCOS application screens to IBMi that include below:
1. How to capture layouts of current GCOS forms?
2. How to use this layout information to design new screens on IBMi?
3. What changes are needed in Cobol programs to use these IBMi version of screens?

	9

	FR010
	Porting of reports to IBMi
	Design a process to port the GCOS application reports to IBMi that include below:
1. How to capture layouts of current GCOS reports?
2. How to use this layout information to design new reports on IBMi?
3. What changes are needed in Cobol programs to use these IBMi version of reports?

	9

	FR011
	Porting of scheduled jobs to IBMi
	Design a process to port the GCOS application jobs to IBMi that include below:
1. How to take the mainframe jobs to IBMi?
2. How to schedule these jobs on IBMi at the same time as Mainframe?

	8

	FR012
	Creation of GCOS application users on IBMi
	Design a process to create GCOS application users on IBMi with same permission as Mainframe
	7

	FR013
	Validate that the GCOS application is running correctly on IBMi
	Design a process to verify that the GCOS application is running correctly on IBMi that include below:
1. User login is working correctly. Permissions are same as Mainframe login.
2. Menu/Screen navigation is working correctly.
3. Data is seen correctly on screens.
4. Data validation is happening, and errors are shown.
5. Data is getting added and stored correctly in database.
6. Application reports are generated correctly.
7. GCOS application external interfaces are working same as on Mainframe.

	7
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	Req ID
	Req Name
	Req Description
	Analysis
	Design
	Coding
	Unit Testing
	System Testing
	UAT

	FR001
	Analysis of existing version of GCOS application
	Analysis of existing version of GCOS application to understand various modules, screen navigation, external interfaces etc.
	Yes
	N/A
	N/A
	N/A
	N/A
	N/A

	FR002
	Analysis of existing code base
	Analysis of existing code base to understand different types of programs used, inventory/size of application etc.
	Yes
	N/A
	N/A
	N/A
	N/A
	N/A

	FR003
	Analysis of existing database
	Analysis of existing database to understand how data is getting store, master/transaction tables, size of data etc
	Yes
	N/A
	N/A
	N/A
	N/A
	N/A

	FR004
	Analysis of current screens and reports
	Analysis of current screens and reports to understand how screens are designed, data validation, error showing method etc.
	Yes
	N/A
	N/A
	N/A
	N/A
	N/A

	FR005
	Analysis of current external interfaces to GCOS application
	Analysis of current external interfaces to GCOS application to understand what all interfaces are there and how the data is sent/received thru these interfaces.
	Yes
	N/A
	N/A
	N/A
	N/A
	N/A

	FR006
	Porting of database to IBMi
	Design a process to port the GCOS application database to IBMi
	N/A
	Yes
	Yes
	Yes
	Pending
	Pending

	FR007
	Porting of Cobol programs to IBMi
	Design a process to port the GCOS application Cobol programs to IBMi.
	N/A
	Yes
	Yes
	Yes
	Pending
	Pending

	FR008
	Porting of control programs (EC/TCL) to IBMi
	Design a process to port the GCOS application EC/TCL programs to IBMi.
	N/A
	Yes
	Yes
	Yes
	Pending
	Pending

	FR009
	Porting of screens to IBMi
	Design a process to port the GCOS application screens to IBMi.
	N/A
	Yes
	Yes
	WIP
	Pending
	Pending

	FR010
	Porting of reports to IBMi
	Design a process to port the GCOS application reports to IBMi.
	N/A
	Yes
	Yes
	WIP
	Pending
	Pending

	FR011
	Porting of scheduled jobs to IBMi
	Design a process to port the GCOS application jobs to IBMi.
	N/A
	Yes
	Yes
	Pending
	Pending
	Pending

	FR012
	Creation of GCOS application users on IBMi
	Design a process to create GCOS application users on IBMi with same permission as Mainframe i.e. Admin, Security Admin, Application User, Application Programmer etc.
	N/A
	Yes
	WIP
	Pending
	Pending
	Pending

	FR013
	Validate that the GCOS application is running correctly on IBMi
	Design a process to verify that the GCOS application is running correctly on IBMi.
	N/A
	Yes
	Pending
	Pending
	Pending
	Pending
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	Date
	Version Number
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	Date
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	Jim Scotch
	Business Head
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	Project Manager
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Codes Used in RACI Chart
* Authorize Has ultimate signing authority for any changes to the document.
R – Responsible - Responsible for creating this document.
A – Accountable - Accountable for accuracy of this document (for example, the project manager)
S – Supports - Provides supporting services in the production of this document
C – Consulted - Provides input (such as an interviewee). 
I – Informed - Must be informed of any changes




4. [bookmark: _Toc206500649]Introduction
[bookmark: _Toc206500650]4.1 Business Goals

To port the GCOS application from Mainframe to some other system before the Mainframe support is stopped.

[bookmark: _Toc206500651]4.2 Business Objective

Port the GCOS application on IBMi platform, which is comprehensive, integrated system known for its reliability, security, particularly in business applications. 

[bookmark: _Toc206500652]4.3 Business Rules

The GCOS application needs to be up and running on new system BEFORE the mainframe stops the support to current application that is hosted on old mainframe server.	

[bookmark: _Toc206500653]4.4 Background

· Customer has an application called as ‘GCOS’, which is currently running on old mainframe server.
· The support for this mainframe server is going to stop in near future.
· Once the server support is stopped, there is risk of GCOS application getting crash at any time.
· Hence Customer need to port this GCOS application on to some other platform before the Mainframe support stops.
· Once the GCOS application is ported to new platform, the dependency on current Mainframe server support and risk of getting the support stopped will be addressed.

[bookmark: _Toc206500654]4.5 Project Objective

· This project is for porting the GCOS application to IBMi platform.
· The IBMi platform is a comprehensive, integrated system known for its reliability, security, particularly in business applications.
· IBMi gives Legacy and Modernization Support. It supports both older programming languages like RPG, COBOL, and CL, as well as modern languages like Java and Python, allowing for a mix of legacy and modern applications. 
· Our company has all the required things to port the GCOS application on IBMi (i.e. Infrastructure, Prior IBMi porting project experience, Skilled development team, Good quality work at reasonable rates etc.).
· We can smoothly port the GCOS application on IBMi and make it up & running well before the current mainframe support stops.

4.6 [bookmark: _Toc206500655]Project Scope
4.6.1 In-Scope Functionality
Porting of entire GCOS application from Mainframe to IBMi. The Application includes:
· Business rules implemented in the application
· Database
· Application programs
· Control programs
· Screens
· Reports
· Schedule Jobs
· All Interfaces to current GCOS application 
· Data validation and exception handling
· Any Requirement or UI addition/changes – subject to approval of additional budget and efforts
4.6.2 Out-of-Scope Functionality
		Below items will not be included in the GCOS application porting:

· IBMi set up with required configuration.
· Bugs/Issues in existing GCOS application.
· Any third-party dependencies of current GCOS application.
· Anything not explicitly mentioned in the project's in-scope section.

5. [bookmark: _Toc206500656]Assumptions:
· Current version of GCOS application is up and running on Mainframe server.
· The IBMi server with required configuration will be available before the project starts.
· Required support will be given from application users and support team to understand existing GCOS application.
· Core business logic of the application will remain the same on new platform.


6. [bookmark: _Toc206500657]Constraints
· Time – Deadlines for porting an application is tight. This can influence the chosen migration strategy (e.g., opting for a faster but potentially less optimal approach).
· Budget – Application porting may result expensive, with costs associated with tools, infrastructure, and personnel. Unexpected challenges during the process can also lead to cost overruns.
· Resource availability - The availability of skilled personnel (e.g., developers, testers, security experts) is a constraint. Lack of expertise in specific technologies or platforms can hinder progress.
· Scope - Complex applications with many integrations require more time and resources
· Technical complexities - Compatibility issues between the old and new environments, performance degradation after migration, and security vulnerabilities are common technical challenges.
· Data migration challenges - Ensuring data integrity and security during migration is paramount. Data loss, corruption, or improper formatting can lead to significant problems.
· Potential security weaknesses - Migrating applications can expose new security risks. It's crucial to address potential weaknesses and ensure the migrated application is secure.
· Extended downtime - Minimizing downtime during migration is critical to maintain business continuity. Unplanned downtime can lead to lost productivity and revenue.


7. [bookmark: _Toc206500658]Risks
[bookmark: _Toc206500659]7.1 Technological Risks
· While porting the database, all current data types should get mapped to IBMi data types. Also the copy of data should not result any data loss or changes in values.
· Likelihood of occurrence of risk: Since the current database structure is flat files. The probability of occurring this risk is very less.
· The cost to the project if it does occur – Depending upon the # of cases we come up with.
· The strategy for handling the risk – To Mitigate the risk, we will first copy the flat files as it is to IBMi and then divide the data into field-based tables.
· While porting the Cobol application programs, some sections may not work as it is on IBMi.
· Likelihood of occurrence of risk: Since version of Cobol is old compared to IBMi version, there is chance of occurrence of this risk.
· The cost to the project if it does occur – Depending upon the # of cases we come up with.
· The strategy for handling the risk – To Mitigate the risk, we need to study the syntax/functionality of code and re-write it IBMi Cobol.
· While porting the Control application programs, some EC/TCL commands may not have corresponding CL command on IBMi.
· Likelihood of occurrence of risk: Since EC/TCL programs are not supported by IBMi, the chance of occurrence of this risk is high.
· The cost to the project if it does occur – Depending upon the # of cases we come up with.
· The strategy for handling the risk – To Mitigate the risk, we need to study the functionality of those EC/TCL commands and re-write them into CL commands.

[bookmark: _Toc206500660]7.2 Skill Risks
· Since the current GCOS application is running on old mainframe server and staff with that skill set is difficult to get, there might be some issues while understand the existing codebase.
· Likelihood of occurrence of risk: The chance of occurrence of this risk is high.
· The cost to the project if it does occur – No extra cost.
· The strategy for handling the risk – To Avoid this risk, during analysis of existing GCOS application, we will take help from current support team and work with them to understand the grey areas.

[bookmark: _Toc206500661]7.3 Political Risks
· [bookmark: _Hlk206324566]The current GCOS application support team may not co-operate fully due to fear of losing their job.
· Likelihood of occurrence of risk: Medium.
· The cost to the project if it does occur – No extra cost.
· The strategy for handling the risk – We will Transfer this risk to higher management from Customer side for solution.

[bookmark: _Toc206500662]7.4 Business Risks
· Due to any reason, if this project gets cancelled then GCOS application will continue to run on old mainframe server and when the mainframe support will be stopped, there is risk of GCOS application stop working and stop the entire business running on this application. 
· Likelihood of occurrence of risk: The chance of occurrence of this risk is very minimal.
· The cost to the project if it does occur – Not determined.
· The strategy for handling the risk – Since the occurrence of this risk very minimal, this risk and the consequences is Accepted.
[bookmark: _Toc206500663]7.5 Requirement Risks
· While going thru the existing GCOS application with Users/Support staff, some functionalities/features might be missed by Users/Support staff. This will lead to missing requirements/features.
· Likelihood of occurrence of risk: Since Users/Support staff has been working on this application for long time, the chance of occurrence of this risk is very minimal.
· The cost to the project if it does occur – Actual Time and Cost to port the missing features.
· The strategy for handling the risk – To Avoid this risk, once the analysis of existing GCOS application is done and all features are covered, we will document all that and get sign-off from Business Head, Users and Support Staff.

[bookmark: _Toc206500664]7.6 Other Risks
· Nothing identified as of now.

8. [bookmark: _Toc206500665]Business Process Overview

8.1 Legacy System (AS-IS)

[image: ]

· The current GCOS application is on Mainframe server.
· It uses the flat structure for database. The record layout is described in Cobol programs using copybooks.
· The control programs are written in EC and TCL.
· The Application programs are written in Cobol.
· The UI is designed using Forms.
· The interface to other applications is done using EC/TCL and Cobol programs




8.2 Proposed Recommendations (TO-BE)
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· The proposed GCOS application will be on IBMi system.
· It will use the Db2 (RDBMS) as database.
· The control programs will be written in CL.
· The Application programs are written in Cobol.
· The UI will be designed using DSPFs.
· The interfaces to other applications will done using CL and Cobol programs.

9. [bookmark: _Toc206500666]Business Requirements:

	Req ID
	Req Name
	Req Description
	Priority

	BR0001
	Porting of GCOS application
	GCOS application should be ported to some other platform.
	5

	BR002
	Database structure
	The current database structure is old. We need to have the latest database structure to manage the data effectively.
	5

	BR003
	Application Data
	Current application data should be ported as it is to target system without any data loss.
	5

	BR004
	Business logic and rules
	The current business logic and rules should be kept as it is in the target application version.
	4

	BR005
	UI/UX of application
	The current UI/UX of the application is very old. We need to have some better UI/UX of target system with better way to show the error messages.
	3

	BR006
	Application Security
	The application level and user level securities needs to be as it is on the target system.
	4

	BR007
	External Interfaces to GCOS
	All the current external interfaces to GCOS application should work as it is on the target system.
	4




10. [bookmark: _Toc206500667]Appendices:

10.1 List of Acronyms

· RDBMS – Relational Database Management System
· UI/UX – User Interface/User Experience
· CL – Control Language
· ROI – Return On Investment
· DB - Database
· JAD - Joint Application Development
· IT – Information Technology
· RACI – Responsible, Accountable, Consult, Informed
· SME – Subject Matter Expert
· SWOT – Strength, Weakness, Opportunity, Threats
· BRD – Business Requirement Document
· FRD – Functional Requirement Document
· UAT – User Acceptance Testing
· MOM – Minutes of Meeting


10.2 Glossary of Terms

	Term
	Definition

	Application Porting/migration
	Moving the application from one platform to other

	BRD 
	This is a document that is prepared to capture all business requirements

	CL
	This is a control language used in IBMi to do system level operations

	DB2
	This is the database used for IBMi system

	FRD
	This is a document that is prepared to capture all functional requirements

	Go-Live of the project
	Start using the project in production environment i.e. real time.

	IBMi
	This is IBM iSeries server 

	IT
	Information Technology 

	JAD
	This term is used for having a discussion with project team on specific feature of application

	Mainframe
	It is kind of old IBM server/system

	Matrix
	Information in tabular form.

	MOM
	Document that captures meeting details like who all attend the meeting, what was discussed etc.

	Prototyping
	Way to show how the real screens will look like.

	RACI
	This is the method used by business analyst to categorise all the stakeholders into 4 different types i.e. Responsible, Accountable, Consult, Informed

	Reverse Engineering
	Start with end product and do reverse analysis to get details like design etc.

	RDBMS
	This term is used to indicate that the database tables can have relations among them  

	ROI
	This term is used to indicate what returns are expected on the investment done

	SME
	This is the person who has in-depth knowledge of particular functionality.

	Stakeholders
	All the persons those are related to project directly or indirectly

	SWOT
	It is a technique used to evaluate the Strengths, Weaknesses, Opportunities, and Threats involved in a project.

	UAT 
	It is a term used for testing of application/product done by actual users of that application/product.

	UI/UX
	This term is used to represent how user will see the application/product via screens





10.3 Related Documents
· GCOS application documentation
· Application codebase
· Application porting guidelines
· Stakeholder register
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