Business Case Document – Learning Management System (LMS) for Schools/Classes
1. Why is this project initiated?
This project is initiated to digitize and centralize the teaching–learning process in schools and coaching classes. Traditional education methods rely heavily on manual work (attendance registers, physical assignments, paper-based exams) which are time-consuming and error-prone. The Learning Management System (LMS) will provide a single digital platform for:
· Conducting classes (online/offline support)
· Managing attendance and records
· Uploading study materials and assignments
· Conducting exams and evaluations
· Communication between teachers, parents, and students
The initiative ensures efficiency, transparency, and accessibility for all stakeholders.

2. What are the current problems?
· Manual attendance records prone to errors.
· Physical study materials difficult to share and track.
· Lack of centralized storage for notes, assignments, and test results.
· Communication gaps between parents, teachers, and students.
· Difficulty in tracking student progress and performance.
· No proper system for online exams or automated grading.
· Teachers spend too much time on administration instead of teaching.

3. With this project how many problems could be solved?
This project will address most of the above issues:
· 100% digital attendance with reports and analytics.
· Central repository for study materials and recorded lectures.
· Automated assignment and test management (submission, grading, feedback).
· Parent portal for real-time updates on performance and attendance.
· Seamless communication (notices, messages, forums).
· Analytics dashboards for teachers and management to track performance trends.

4. What are the resources required?
· Human Resources:
· Project Manager
· Business Analyst
· Developers (Web & Mobile)
· UI/UX Designer
· QA/Testers
· System Administrator
· Trainers (for onboarding teachers and staff)
· Technical Resources:
· Cloud server hosting
· Database (MySQL/PostgreSQL)
· Web framework (Java/.NET/Python)
· Mobile app (Android/iOS)
· Security tools for data privacy
· Other Resources:
· Training manuals and workshops
· Helpdesk/support team

5. How much organizational change is required to adopt this technology?
· Moderate level of change is required.
· Teachers need to learn how to upload notes, create quizzes, and mark attendance digitally.
· Students and parents need to adapt to using the mobile app/portal.
· Administrative staff must move from manual registers to digital reporting.
· With training and support, the transition will be smooth.

6. Time frame to recover ROI?
· Development & Implementation: 6–9 months.
· Adoption Phase: 1 academic year.
· ROI Recovery: Within 1–2 years, since digitalization reduces manual workload, saves printing costs, and improves efficiency. Additionally, schools can save costs by reducing dependency on external apps (Zoom, Google Classroom, WhatsApp).

7. How to identify stakeholders?
· Internal Stakeholders:
· School Management (decision-makers)
· Teachers (end-users for teaching & monitoring)
· Administrative Staff (managing records)
· External Stakeholders:
· Students (primary users of the system)
· Parents (progress tracking & communication)
· Education Boards/Government Regulators (compliance needs)
Methods to Identify:
· Conduct stakeholder analysis (interviews, surveys, RACI chart).
· Engage with school leadership to identify key decision-makers.
· Involve end-users (teachers, students, parents) in requirement gathering workshops.

Document 2: BA Strategy
BA Approach Strategy — LMS (Waterfall)
1) Delivery approach & phases (Waterfall)
Why Waterfall here? School processes are well-known and academic calendars are fixed. Waterfall gives clear baselines and sign-offs at each stage.
Phases & BA outputs (with entry/exit criteria):
1. Initiation
· Inputs: Problem statement, high-level scope, sponsor nomination.
· BA outputs: Stakeholder list, high-level context diagram, Business Case draft.
· Exit: Sponsor approves to proceed to discovery. 
2. Discovery & Elicitation
· BA outputs: Elicitation plan, interview guides, observation notes, survey findings, current-state (AS-IS) flows.
· Exit: Stakeholders validate problems/opportunities.
3. Analysis
· BA outputs: Future-state (TO-BE) flows, data dictionary, business rules, non-functional needs, prioritised requirement set.
· Exit: Scope freeze for BRD drafting. (AS-IS/TO-BE are explicitly expected in your pack.) 
4. Specification
· BA outputs: BRD (business goals, scope, risks), FRS/SRS (detailed functional specs), RTM v1 linking BRD→FRS→Test. 
· Exit: Formal Approvals captured (see roles below). 
5. Design handoff
· BA outputs: Clarifications, UI wireframes annotations, updated glossary, RTM refresh.
· Exit: Design sign-off to start build.
6. Build support
· BA outputs: Requirement clarifications, change request (CR) analyses, RTM maintenance.
· Exit: SIT readiness confirmed.
7. Test support (SIT → UAT)
· BA outputs: UAT plan & scenarios, UAT traceability to FRs, defect triage notes, entry/exit criteria.
· Exit: UAT sign-off achieved (see Section 10).
8. Go-Live & Transition
· BA outputs: Cutover checklist, training packs, release notes, comms to users.
· Exit: Client acceptance form signed; move to warranty/support.
9. Closure
· BA outputs: Lessons learned, benefits realisation plan, BA handover.

2) Elicitation techniques (what to use, when, and for whom)
· 1:1 Interviews (Principal, Admin Head, IT Head, senior teachers) — deep process pain points, policies, approval chains.
· Focus Groups (Teachers by subject) — content upload, assessment workflows, grading rubrics.
· Workshops (Mixed stakeholders) — agree to TO-BE, prioritise MVP vs later phases.
· Observation/Shadowing (Front office, teachers) — attendance taking, timetable mgmt, exam conduction.
· Surveys (Students/Parents) — device access, notification preferences, language needs.
· Document Analysis — academic policies, exam rules, data retention norms, current forms.
· Prototyping — low-fi wireframes of dashboards, timetable, assignment flows to validate usability early.
· Reverse engineering (if legacy portals exist) — identify gaps vs desired.
Tips for schools: schedule sessions around school timings; offer bilingual surveys; anonymise student data during discovery.

3) Stakeholder analysis & RACI
Stakeholder groups:
· Business: School Management (Sponsor/Owner), Principal, Admin Office, Finance/Bursar, Heads of Department, Teachers.
· External: Students, Parents, Education Board/Regulator.
· Project/IT: PM, BA, Solution Architect, Dev Lead, QA Lead, UX, Content Lead, System Admin.
Power–Interest mapping:
· High power/High interest: Sponsor, Principal, PM → keep closely engaged (weekly).
· High power/Low interest: Board reps → inform at milestones.
· Low power/High interest: Teachers, Students, Parents → frequent demos/comms.
· Low power/Low interest: Back-office roles → broadcast updates.
RACI (sample for major deliverables):
(Use your template’s RACI codes & Approvals roles.) 
	Deliverable
	Sponsor
	Business Owner/Principal
	PM
	BA
	Architect
	Dev Lead
	QA Lead
	UX
	Content Lead

	Business Case
	A
	C
	C
	R
	C
	I
	I
	I
	I

	BRD
	A
	A
	C
	R
	C
	I
	C
	C
	C

	FRS/SRS
	I
	C
	C
	R
	A
	C
	C
	C
	C

	RTM
	I
	C
	C
	R
	C
	C
	A
	I
	I

	UAT Plan & Sign-off
	A
	A
	C
	R
	I
	I
	R
	I
	I

	
	
	
	
	
	
	
	
	
	



4) Document set to write (and when)
Align to your assignment pack: Business Case, BA Strategy, Functional Specs, RTM, BRD. 
· Business Case – why, costs/benefits, options analysis, go/no-go.
· BA Strategy – this document (approach, RACI, comms, CR, sign-offs).
· BRD – goals, scope (in/out), business rules, assumptions, constraints, risks, AS-IS/TO-BE, requirements. (All sections are pre-outlined in your BRD template.) 
· FRS/SRS – detailed functional & non-functional requirements; UI behaviours; validations. (Use the FRS table pattern from your file.) 
· RTM – trace BRD→FRS→Design→Test→UAT (the matrix structure is in your file). 
· Supporting – Glossary, Data Model, Wireframes, UAT Plan, Training Plan, Release Notes.

5) Process to follow for sign-offs & approvals
Baselining:
· Version each artefact (e.g., BRD v1.0) and baseline after review.
· Keep a Decision Log for clarifications.
Who signs what (from your Approvals section):
· BRD: Sponsor + Business Owner + PM + Architect + QA + UX + Content Lead. 
· FRS/SRS: Architect (A), BA (R), PM (C), Dev & QA (C/I).
· UAT Plan: QA Lead (R), Business Owner (A), Sponsor (A).
How to capture approval:
· Circulate PDF with approval table (Name/Role/Signature/Date) exactly as your template shows. Digital signatures or email approvals embedded in the doc are fine. 

6) Communication plan (channels & cadence)
· Channels: Email (formal), Teams/Zoom (workshops), Project Portal (SharePoint/Drive for artefacts), Ticketing (Jira/ServiceNow) for CRs/defects.
· Cadence:
· Weekly Status to Sponsor/Principal (RAG; scope/schedule/cost; risks; decisions needed).
· Design/Build Clarification Huddles 2–3×/week (BA + Dev + QA).
· UAT Triage daily during UAT.
· Artefact repositories: Version-controlled folder structure (01-Business-Case, 02-BRD, 03-FRS, 04-RTM, 05-UAT). Approvals stored with each doc.

7) Change Request (CR) management
When is a CR needed? Any change after BRD/FRS baseline (scope, process, data, integrations, NFRs).
CR workflow:
1. Raise CR (any stakeholder) via form/ticket.
2. BA triage — clarify requirement, define current vs proposed, update RTM impact.
3. Impact analysis (BA + PM + Architect + QA): scope/time/cost/quality, risks, dependencies, training/comms impact.
4. CCB decision (Sponsor, PM, Business Owner, Architect): Approve/Reject/Defer.
5. Update baselines: BRD/FRS versions, RTM links, schedule, budget.
6. Communicate change & plan; execute.
CR form (fields you can use):
· Title, Requestor, Date, Description, Business Rationale/Benefit, Affected Modules (Attendance, Exams, Parent App), Priority, Impact (S/T/C/Q), Risks, Alternatives, Decision, Effective Version, Owner.
Tie-back: When a CR is approved, update the RTM so new/changed FRs trace to Design→Test→UAT. (Your RTM template supports this.) 

8) Progress updates to stakeholders
Weekly Status Report (1 page):
· RAG: Scope / Schedule / Cost / Quality.
· Milestones: planned vs actual (Gantt snapshot or list).
· Completed this week / Planned next week.
· Risks & Issues (Top 5) — owner, due date, mitigation.
· Decisions needed — with due owners.
· Metrics: RTM coverage (% FRs designed/tested), defect counts (open/closed by severity), UAT pass rate.
Steering updates (fortnightly): Focus on decisions, CRs, benefits, readiness for next gate.

9) LMS-specific requirements focus (to guide your specs)
· Core: User management & roles (Student/Teacher/Admin/Parent), timetable, classes (online/offline), attendance, content library, assignments, exams, grading, results, notifications.
· Compliance: Student data privacy, audit trails, content copyright.
· NFRs: Accessibility (WCAG), performance (class launch <2s), mobile support, uptime SLAs (e.g., exam windows).
(These flow into BRD + FRS and must be traceable in RTM.) 

10) UAT & Client sign-off (project acceptance)
UAT Plan (what to include):
· Scope: Which modules (Attendance, Exams, Parent Portal, Reports).
· Environment & data: Near-production config; anonymised student data.
· Participants: Business Owner, Teacher leads, Admin reps; QA facilitates.
· Traceability: Map every UAT test case to an FR (via RTM). 
· Entry criteria: SIT passed, critical defects ≤ agreed threshold, UAT scripts ready, environment stable.
· Exit criteria: All Must-Have FRs accepted; Sev-1/2 defects closed or with signed workaround; training materials approved.
UAT execution & triage:
· Daily defect triage with Business Owner + QA + BA.
· Update RTM with UAT results (pass/fail evidence) — your template has a UAT column. 
Client Project Acceptance Form (contents):
· Project/Release name & version, scope summary, dates.
· List of accepted deliverables (BRD, FRS, RTM, training, release notes).
· UAT summary (pass rate, open non-blocking issues).
· Any approved deviations/waivers or CRs included.
· Go-live readiness checklist (backup, rollback, support contacts).
· Warranty/support window & SLAs.
· Signatures: Sponsor (A), Business Owner (A), PM (C), QA Lead (R noted), Architect (C). (Use the same Approvals table structure from your BRD template.) 

11) Risk management (brief)
Follow your BRD’s risk sections: Technological, Skills, Political, Business, Requirements, Others. Keep a RAID log and review weekly. 

12) How this maps to your assignment pack
· You are writing this strategy into Document 2: BA Strategy.
· Keep Document 1 (Business Case) answers you already prepared.
· Fill Document 3 (FRS) using the Req table style shown.
· Maintain Document 4 (RTM) using the provided matrix (Design/Test/UAT columns).
· Build Document 5 (BRD) with the sections & approvals exactly as in the template. 


· Document 3 – Functional Specifications
· Project Name
· Learning Management System (LMS) for Schools and Classes
· A digital platform to manage online/offline teaching, attendance, exams, assignments, and communication between teachers, students, parents, and school administration.
· 
· Customer Name
· XYZ International School / ABC Coaching Classes (example – you can replace with your institution’s name)
· The end customer is an educational institution (school or coaching center) that requires a centralized learning platform.
· 
· Project Version
· Version 1.0 (Initial Release)
· This is the first implementation covering core functionalities such as login, attendance, class management, study material sharing, and exam module. Later versions may include AI tutors, gamification, and advanced analytics.
· 
· Project Sponsor
· Mr./Ms. [Name], Principal / Director of XYZ School
· The Project Sponsor is responsible for providing budget, approvals, and strategic direction. In a school setup, this is usually the Principal or School Management Board.
· 
· Project Manager
· Mr./Ms. [Name], IT/Implementation Manager
· Responsible for planning, execution, and delivery of the LMS project, coordinating between developers, testers, and school management.
· 
· Project Initiation Date
· 01-September-2024 (example – update based on your project timeline)
· The date on which the project officially started, after approval of the Business Case and Project Charter.

Functional Requirement Specifications (FRS)
	Req ID
	Req Name
	Req Description
	Priority

	FR0001
	User Login & Role Management
	System must allow secure login for students, teachers, parents, and admin with role-based access.
	High

	FR0002
	User Registration
	Admin should be able to add students, teachers, and parents with unique IDs.
	High

	FR0003
	Attendance Management
	Teachers should mark daily attendance; system should auto-generate reports.
	High

	FR0004
	Class Scheduling
	Teachers/admins should be able to create and manage timetables (online/offline). Notifications should be sent to students and parents.
	High

	FR0005
	Study Material Upload
	Teachers can upload notes, e-books, recorded lectures, and assignments. Students can view/download them.
	High

	FR0006
	Assignment Management
	Teachers can create assignments, students can submit, and teachers can review/grade online.
	High

	FR0007
	Examination Management
	System should allow online exams (objective/subjective) with timer and auto-grading for objective tests.
	High

	FR0008
	Grading & Results
	Teachers should upload marks, system should auto-calculate results, generate report cards, and share with parents.
	High

	FR0009
	Parent Portal
	Parents can track attendance, marks, assignments, and communicate with teachers.
	Medium

	FR0010
	Communication Module
	System should have announcement board, chat, and discussion forum. Notifications should be sent via email/SMS.
	Medium

	FR0011
	Reports & Analytics
	Generate reports on student performance, attendance, and exam results for management and teachers.
	Medium

	FR0012
	Notification System
	System should notify students/parents about new assignments, upcoming classes, results, and announcements.
	Medium

	FR0013
	Content Security
	All study materials should be secure, accessible only by authorized users, and protected from plagiarism.
	High

	FR0014
	Multi-device Access
	The LMS must work on web browsers and mobile apps (Android/iOS).
	High

	FR0015
	Data Backup & Recovery
	System should have periodic backups and quick recovery in case of data loss.
	Medium



Requirement Traceability Matrix (RTM) – LMS
	Req ID
	Req Name
	Req Description
	Design
	D1
	T1
	D2
	T2
	UAT
	Status

	FR0001
	Login & Role Mgmt
	User must be able to log in with secure authentication and role-based access.
	Yes
	Done
	Pending
	Yes
	Yes
	Yes
	In Progress

	FR0002
	User Registration
	Admin should be able to register/add users (students, teachers, parents).
	Yes
	Done
	Pending
	Yes
	Yes
	Yes
	Planned

	FR0003
	Attendance Management
	Teachers should mark attendance and generate reports automatically.
	Yes
	Pending
	No
	Yes
	No
	Yes
	In Progress

	FR0004
	Class Scheduling
	System should allow timetable creation and notify users.
	Yes
	Pending
	No
	Yes
	No
	Yes
	Planned

	FR0005
	Study Material Upload
	Teachers upload notes, e-books, and assignments; students download them.
	Yes
	Pending
	No
	Yes
	Yes
	Yes
	Planned

	FR0006
	Assignment Management
	Students submit assignments; teachers review/grade.
	Yes
	Pending
	No
	Yes
	No
	Yes
	Planned

	FR0007
	Examination Mgmt
	Online exams with auto-grading for objective questions.
	Yes
	Pending
	No
	Yes
	No
	Yes
	Planned

	FR0008
	Grading & Results
	Teachers upload marks, system generates report cards.
	Yes
	Pending
	No
	Yes
	No
	Yes
	Planned

	FR0009
	Parent Portal
	Parents track attendance, marks, and performance.
	Yes
	Pending
	No
	Yes
	No
	Yes
	Planned

	FR0010
	Communication Module
	Announcements, chat, discussion forums for users.
	Yes
	Pending
	No
	Yes
	Yes
	Yes
	Planned

	FR0011
	Reports & Analytics
	Generate performance and attendance reports.
	Yes
	Pending
	No
	Yes
	No
	Yes
	Planned

	FR0012
	Notification System
	System should notify users of assignments, exams, and announcements.
	Yes
	Pending
	No
	Yes
	Yes
	Yes
	Planned

	FR0013
	Content Security
	Study materials must be secure and restricted to authorized users.
	Yes
	Pending
	No
	Yes
	Yes
	Yes
	Planned

	FR0014
	Multi-device Access
	LMS should support web & mobile (Android/iOS).
	Yes
	Pending
	No
	Yes
	No
	Yes
	Planned

	FR0015
	Backup & Recovery
	Periodic backups and quick recovery in case of data loss.
	Yes
	Pending
	No
	Yes
	No
	Yes
	Planned



Explanation of Columns
· Req ID / Req Name / Description → Links directly from Document 3 (FRS).
· Design (Yes/No) → Whether requirement is covered in design docs.
· D1, D2 → Design phases (e.g., UI Design, System Design).
· T1, T2 → Test phases (Unit Testing, System Testing).
· UAT → Whether requirement is covered in User Acceptance Testing.
· Status → Progress (Planned / In Progress / Completed)

Business Requirement Document (BRD) – LMS for Schools/Classes
Project Name
Learning Management System (LMS) for Schools and Classes
👉 This identifies the project title. It clearly states that the purpose of the project is to build an LMS that supports teaching, learning, and administration for educational institutions.

Project ID
LMS-SCH-2024-01 (example – you can create a unique identifier)
👉 The project ID is an internal reference code used for tracking. A good format is:
· Acronym of the project (LMS)
· Type/Department (SCH = School)
· Year (2024)
· Sequential number (01)
This ensures easy identification of the project in records, emails, and reports.

Version ID
Version 1.0 (Initial Draft)
👉 The version number shows the stage of the BRD. As changes are made, you will update it to 1.1, 2.0, etc.
· Draft Version: 0.1
· Reviewed Version: 0.9
· Approved/Final Version: 1.0
For the LMS, this is the first baseline version of the BRD.

Author
[Your Name], Business Analyst
👉 The author is the person who prepared this document. In your case, it will be you (the BA trainee/student preparing the LMS project BRD).

✅ Example Filled Header:
· Project Name: Learning Management System (LMS) for Schools and Classes
· Project ID: LMS-SCH-2024-01
· Version ID: 1.0 (Initial Baseline)
· Author: Swapnil Ninawe, Business Analyst

Document Revisions (in BRD)
What it is?
· The Document Revisions section is like a history log (audit trail) of the BRD.
· It records all changes made to the document from the first draft until the final approved version.
· It helps everyone see when, what, and why changes were made.



Typical Columns
	Date
	Version Number
	Document Changes
	Author
	Reviewer
	Approver



Example for LMS Project
	Date
	Version Number
	Document Changes
	Author (BA)
	Reviewer (PM)
	Approver (Sponsor)

	05/02/2024
	0.1 Draft
	Initial Draft created with Business Goals, Scope, and Requirements for LMS
	Swapnil (BA)
	Mr. X (PM)
	Principal (Sponsor)

	10/02/2024
	0.5 Review
	Added detailed AS-IS & TO-BE processes after teacher interviews
	Swapnil (BA)
	QA Lead, Architect
	Principal

	15/02/2024
	0.9 Final Rev.
	Incorporated feedback from management & parents, updated risks section
	Swapnil (BA)
	Project Manager
	School Director

	20/02/2024
	1.0 Approved
	Final version approved for baseline and sign-off
	Swapnil (BA)
	PM & QA Lead
	Principal & Sponsor



Approvals Section in BRD
What it is?
· The Approvals table is a formal record showing who has reviewed and agreed to the contents of the BRD.
· Each person signs it to confirm:
1. The requirements are correct.
2. The scope is clear.
3. They accept accountability for their role.
👉 Once this table is signed, the BRD becomes a baseline. Any changes later require a Change Request (CR).




Roles in Approvals Table (Explained for LMS Project)
	Role
	Who in LMS Project
	Why their approval is needed

	Project Sponsor
	Principal / School Director
	Provides funding, overall authority, ensures alignment with school vision.

	Business Owner
	Academic Head / School Management Board
	Ensures requirements fit educational objectives and policies.

	Project Manager
	IT Implementation Manager
	Responsible for planning, execution, timelines, and delivery.

	System Architect
	IT Architect
	Approves technical feasibility (database design, integration, system security).

	Development Lead
	Lead Developer
	Confirms development team can build as per requirements.

	User Experience (UX) Lead
	UI/UX Designer
	Approves screens, navigation, and usability for teachers, students, parents.

	Quality Lead (QA)
	Testing Lead
	Confirms requirements are testable and measurable.

	Content Lead
	Academic Coordinator
	Ensures uploaded study materials and digital content align with curriculum.



Example Approvals Table for LMS BRD
	Role
	Name
	Title
	Signature
	Date

	Project Sponsor
	Dr. A. Sharma
	Principal
	_________
	20/02/2024

	Business Owner
	Ms. R. Mehta
	Academic Head
	_________
	20/02/2024

	Project Manager
	Mr. V. Kumar
	IT Implementation Manager
	_________
	20/02/2024

	System Architect
	Mr. S. Iyer
	IT Architect
	_________
	20/02/2024

	Development Lead
	Ms. P. Reddy
	Senior Developer
	_________
	20/02/2024

	UX Lead
	Ms. T. Deshmukh
	UI/UX Designer
	_________
	20/02/2024

	Quality Lead
	Mr. N. Gupta
	QA/Test Lead
	_________
	20/02/2024

	Content Lead
	Ms. J. Fernandes
	Academic Coordinator
	_________
	20/02/2024



What is a RACI Chart?
· A RACI Chart is a responsibility assignment matrix.
· It shows who does what when preparing or changing the BRD (or any project document).
· RACI stands for:
· R = Responsible → Person who does the work (writes the BRD).
· A = Accountable → Person who owns the document and ensures it is correct.
· C = Consulted → People who give input/feedback.
· I = Informed → People who are kept updated.
· Some templates also use S = Supports and * = Authorize (final approval authority).
👉 The RACI chart makes sure there is no confusion of roles in the project.

RACI Roles Explained for LMS Project
	Code
	Meaning in LMS context

	R – Responsible
	The Business Analyst (you) who writes and updates the BRD.

	A – Accountable
	The Project Manager or Principal (Sponsor) who ensures accuracy.

	S – Supports
	Teachers or Admin staff who provide data, examples, and test cases.

	C – Consulted
	Parents, Academic Head, IT Architect – they provide feedback.

	I – Informed
	Students, QA team, Content Lead – kept updated on changes.

	* Authorize
	The Project Sponsor (Principal/School Director) has final approval authority.



	Name
	Position
	* (Authorize)
	R
	A
	S
	C
	I



	Dr. A. Sharma
	Principal (Project Sponsor)
	*
	
	A
	
	C
	I



	Ms. R. Mehta
	Academic Head (Business Owner)
	
	
	
	
	C
	I



	Mr. V. Kumar
	Project Manager
	
	
	A
	
	C
	I



	Swapnil Ninawe
	Business Analyst (Author)
	
	R
	
	
	
	



	Mr. S. Iyer
	IT Architect
	
	
	
	
	C
	I



	Ms. P. Reddy
	Development Lead
	
	
	
	S
	
	I



	Ms. T. Deshmukh
	UX Designer
	
	
	
	S
	C
	I



	Mr. N. Gupta
	QA/Test Lead
	
	
	
	
	C
	I



	Ms. J. Fernandes
	Academic Coordinator (Content Lead)
	
	
	
	S
	C
	I




How it works in practice (LMS example):
· If a new requirement comes (e.g., “Add Parent-Teacher Chat in LMS”),
· R (Responsible): You (BA) update the BRD.
· A (Accountable): Project Manager ensures the update is correct.
· S (Supports): Teachers/UX help with input for feature.
· C (Consulted): Architect/Parents give feedback.
· I (Informed): Students, QA, Content Lead are notified.
· * Authorize: Sponsor (Principal) gives final approval.

Business Goals
What it is?
· Business Goals describe the big-picture organizational objectives and the need for the project.
· It explains why the organization is investing in this project and what long-term benefits they expect.
· It connects the project to the school’s overall vision and mission.
👉 In simple words: Business Goals = Why the school needs the LMS and what it will achieve.

For LMS Example
Need:
Schools and coaching classes currently rely on manual registers, paper exams, and fragmented apps (WhatsApp, Zoom, Google Classroom). This leads to inefficiency, communication gaps, and difficulty in tracking student performance.
Business Goals for LMS:
1. Digitize school operations – Move attendance, exams, study material, and reports to a single platform.
2. Improve communication – Enable real-time communication between teachers, parents, and students.
3. Enhance learning experience – Provide students with easy access to study materials, assignments, and recorded lectures.
4. Increase transparency – Allow parents to monitor student attendance, marks, and overall progress.
5. Save time for teachers – Automate routine tasks like attendance, grading, and report generation.
6. Support hybrid learning – Enable both online and offline class management in one system.
7. Ensure compliance & security – Protect student data and maintain audit trails as per educational regulations.

Sample Wording for Your BRD (Section 4.1)
4.1 Business Goals
The goal of this project is to implement a Learning Management System (LMS) for schools and classes that supports teaching, learning, and administration on a single digital platform.
Need: The school currently faces challenges with manual attendance tracking, paper-based exams, limited parent communication, and lack of real-time performance tracking. To address these issues, the organization requires an LMS solution.
The business goals are:
· To digitize classroom operations and reduce dependency on manual processes.
· To provide a centralized platform for managing classes, assignments, exams, and reports.
· To improve collaboration and communication among teachers, students, and parents.
· To empower teachers with tools for online content delivery and automated grading.
· To provide parents with real-time access to student performance and attendance.
· To align with the institution’s digital transformation strategy.

4.2 Business Objectives
What it is?
· Business Objectives are the specific outcomes the project must achieve.
· Unlike Business Goals (broad vision), objectives are more detailed and actionable.
· They describe what functionalities/features will be developed to meet the business goals.
👉 In simple words:
· Goals = “Why we are doing it.”
· Objectives = “What exactly we will deliver.”

To provide an IT solution for:
· A centralized Learning Management System (LMS) accessible on web and mobile (Android & iOS).
· Managing student, teacher, and parent activities digitally.
· Supporting online, offline, and hybrid learning models.
Functionalities to be developed in software (Business Objectives):
1. User Management & Authentication – Secure login for students, teachers, parents, and admin with role-based access.
2. Class Scheduling & Timetable Management – Teachers can schedule classes, and students/parents get automatic notifications.
3. Attendance Management – Daily attendance tracking, automated reports for parents and management.
4. Study Material Repository – Upload and share notes, e-books, presentations, and recorded lectures.
5. Assignment & Homework Management – Teachers can assign tasks, students can submit, and teachers can grade online.
6. Online Examination Module – Support for objective and subjective exams with auto-grading and manual grading options.
7. Result & Report Card Generation – Automated result processing, downloadable report cards for parents.
8. Parent Portal – Parents can track student attendance, performance, and communicate with teachers.
9. Communication Module – Announcements, discussion forums, teacher-student chat.
10. Reports & Analytics – Generate dashboards for teachers and management (attendance %, marks trend, subject-wise analysis).
11. Notification System – SMS/Email/App notifications for assignments, exams, results, and announcements.
12. Multi-device Access – Fully functional on both mobile apps (Android & iOS) and web browsers.
13. Data Security & Backup – Protect student data, ensure compliance with privacy laws, and enable automated backups.


Business Objectives
The objective of this project is to provide an IT solution in the form of a Learning Management System (LMS) that enables schools and coaching classes to conduct academic and administrative activities digitally. The LMS will be accessible through both web browsers and mobile applications (Android and iOS) to ensure maximum accessibility.
The functionalities to be developed in this software include:
· User login & role-based access.
· Class scheduling and timetable management.
· Digital attendance management.
· Study material repository.
· Assignment submission and grading system.
· Online examinations with auto-grading.
· Result processing and report card generation.
· Parent portal for progress tracking.
· Communication & notification system.
· Reports and analytics dashboards.
· Secure multi-device access with data backup

4.3 Business Rules
Business Rules are the policies, procedures, and regulations the LMS must follow.
For LMS Example:
· Attendance must be marked daily before 10:30 AM.
· Students can only access classes they are enrolled in.
· Parents must be notified if attendance falls below 75%.
· Exams must follow the school’s grading policy (e.g., 40% passing).
· Assignments must have a submission deadline.
· Teachers must approve results before they are visible to parents/students.
· Only admins can create new classes and assign teachers.
· Data must comply with student data privacy regulations.
4.4 Background
This section explains why the project was initiated and what problems it solves.
For LMS Example:
Currently, schools rely on manual registers, paper exams, and third-party apps (WhatsApp, Zoom, Google Classroom) for communication. This creates inefficiencies, lack of transparency, and poor tracking of student performance.
Problems identified:
· Manual attendance is error-prone.
· Teachers spend extra time grading.
· Parents lack visibility into student progress.
· Communication between teachers, parents, and students is fragmented.
Expected benefits of LMS:
· Centralized digital platform for teaching and administration.
· Automated attendance, exams, and grading.
· Real-time parent access to student progress.
· Time-saving and increased transparency.
4.5 Project Objective
Describes the overall purpose of the LMS.
For LMS Example:
The objective is to build a web and mobile-based Learning Management System that allows schools to conduct digital attendance, classes, assignments, exams, and communication in one platform.
· The system will integrate teaching, learning, and administration.
· It will align with the school’s digital transformation objectives.
· It will support interaction with other systems (like SMS/email notification services, payment systems in future).
4.6 Project Scope
4.6.1 In Scope Functionality (Included in Current Project):
· User registration & role-based login (Admin, Teacher, Student, Parent).
· Attendance management.
· Class scheduling & timetable.
· Study material repository.
· Assignments (upload, submit, grade).
· Online exams (objective & subjective).
· Results and report cards.
· Parent portal for tracking performance.
· Notifications & announcements.
· Reports and analytics.
· Mobile app (Android & iOS) + Web portal
4.6.2 Out Scope Functionality (Not Included in Current Project):
· AI tutor or chatbot support.
· Gamification features (badges, leaderboards).
· Online fee payment integration.
· Multi-school ERP integration.
· Offline mode with sync (planned for future version).
5. Assumptions
Assumptions are conditions we expect to be true for project success.
For LMS Example:
· Teachers and students have access to smartphones or computers with the internet.
· Teachers will receive training to use the LMS.
· School management is supportive of digital transformation.
· Parents are willing to use the parent portal.
· Budget approval will be provided on time.
6. Constraints
Constraints are limitations the project must work within.
For LMS Example:
· Limited budget (cannot include all advanced features in Phase 1).
· Strict timeline (system must be ready before new academic year).
· Compliance with student data protection regulations (GDPR, local rules).
· Limited IT skills among some teachers and staff.
· Dependency on stable internet connection.
· LMS must support at least 1,000 concurrent users.
What is a Risk in BRD?
· A risk is something that might happen in the future and could impact the project’s success.
· Risks can be technical, business-related, skill-related, political, or external.
· For each risk, we record:
1. Likelihood (Low/Medium/High)
2. Impact/Cost (Low/Medium/High)
3. Strategy to deal with it (Avoid, Mitigate, Transfer, Accept).

Risk Strategies Explained
· Avoid: Take action to remove the risk completely.
Example: Choose proven cloud servers to avoid downtime risk.
· Mitigate: Reduce the impact if the risk occurs.
Example: Provide teacher training to reduce skill gap issues.
· Transfer: Give responsibility to another entity.
Example: Use an external vendor for hosting → if downtime happens, vendor fixes it.
· Accept: Do nothing, just live with the risk.
Example: Accept that some parents may not use the app initially.

Risk Register for LMS Project
	Risk ID
	Risk Description
	Likelihood
	Impact
	Strategy
	Mitigation/Action Plan

	R1
	Teachers may resist using LMS due to lack of digital skills.
	High
	High
	Mitigate
	Conduct teacher training workshops.

	R2
	Internet connectivity issues in rural areas may disrupt LMS usage.
	Medium
	High
	Mitigate
	Enable offline downloads for study material.

	R3
	Data security breach (student records hacked).
	Low
	Very High
	Avoid/Mitigate
	Use encrypted database, 2FA login, secure cloud hosting.

	R4
	Parents may not adopt the system (low usage of parent portal).
	Medium
	Medium
	Accept/Mitigate
	Awareness sessions, SMS reminders, demo videos.

	R5
	Budget overrun if new features (e.g., gamification) are requested mid-project.
	Medium
	High
	Transfer/Mitigate
	Change Request process; get sponsor approval for scope expansion.

	R6
	System downtime due to server failure.
	Low
	High
	Transfer
	Use cloud vendor SLA (99.9% uptime guarantee).

	R7
	Project delays due to dependency on external vendors (e.g., mobile app store approval).
	Medium
	Medium
	Mitigate
	Start app submission process early, buffer timeline.

	R8
	Regulatory non-compliance with student data laws.
	Low
	High
	Avoid
	Ensure compliance with education board & government data privacy rules.


How to Use Risks in BRD
· Risks are monitored throughout the project.
· Each update to BRD should also update the risk register.
· Risks should be reviewed in status meetings with stakeholders.
Risk Analysis for LMS Project
1. Technological Risks
👉 Risks related to the technology/platform used.
Examples for LMS:
· LMS may not work smoothly on all devices (Android, iOS, low-end smartphones).
· Integration issues with existing school systems (attendance registers, grading).
· Server downtime or poor scalability if too many students log in at once.
· Data security breach or hacking attempts.
· Mobile app store approval delays (Google Play/Apple Store).
Mitigation: Use proven cloud infrastructure (AWS/Azure), stress testing, cybersecurity measures, cross-device testing.

2. Skills Risks
👉 Risks related to availability or capability of staff.
Examples for LMS:
· Teachers may lack digital literacy to use LMS.
· Shortage of skilled developers for mobile app features.
· Support staff may not understand how to troubleshoot system errors.
Mitigation: Conduct teacher training workshops, hire experienced IT staff, and provide user manuals/help desk support.

3. Political Risks
👉 Risks from government policies or political forces.
Examples for LMS:
· Government may introduce new data privacy regulations restricting student data storage.
· Change in school board/government policy could delay adoption.
· Political pushback on use of foreign software vendors.
Mitigation: Ensure compliance with local data regulations; maintain flexibility in system design to adapt to policy changes.

4. Business Risks
👉 Risks related to business value, adoption, or cancellation of the project.
Examples for LMS:
· If project is canceled, money already spent will be wasted.
· School reputation may suffer if LMS rollout fails.
· If students/parents don’t adopt LMS, ROI will be very low.
· Competitors may release better LMS platforms, reducing system value.
Mitigation: Strong stakeholder engagement, awareness sessions for parents/teachers, phased rollout to build trust.

5. Requirements Risks
👉 Risks of incorrect, incomplete, or misunderstood requirements.
Examples for LMS:
· Teachers’ needs (like custom grading systems) may not have been captured properly.
· Parents may want features (like fee payment tracking) that were not included.
· Misinterpretation of exam/reporting rules across different classes.
· Overlooked accessibility requirements for differently-abled students.
Mitigation: Multiple stakeholder workshops, reviews, Requirement Traceability Matrix (RTM) to map requirements to design/test cases, User Acceptance Testing (UAT).

6. Other Risks
👉 Miscellaneous risks not covered above.
Examples for LMS:
· Natural disasters or pandemic situations may delay deployment.
· Budget cuts during mid-project phase.
· Resistance to change from school staff (“we’ve always done it manually”).
· Cyberattacks like ransomware targeting educational systems.
Mitigation: Business continuity planning (backup servers, contingency budget), change management program for staff adoption.
Sample BRD Wording for Section 7 – Risks
Technological Risks: The LMS may face compatibility issues across devices, integration challenges, and cybersecurity threats. Mitigation includes using cloud servers, encryption, and thorough testing.
Skills Risks: Teachers and IT staff may lack required skills to adopt and support the LMS. Mitigation includes structured training, documentation, and hiring experienced developers.
Political Risks: New education regulations or government policies on data privacy could impact the project. Mitigation includes compliance checks and adaptable design.
Business Risks: If the project is canceled or poorly adopted, the school risks losing investment and reputation. Mitigation includes phased rollout and strong stakeholder engagement.
Requirements Risks: Incomplete or misunderstood requirements may cause system gaps. Mitigation includes stakeholder workshops, RTM, and UAT.
Other Risks: Natural disasters, budget cuts, or resistance to change may affect success. Mitigation includes contingency planning and strong change management.
8.1 Legacy System (AS-IS)
👉 The current/manual process followed in schools before LMS.
· Attendance taken manually in registers.
· Teachers distribute assignments on paper.
· Exams conducted in classrooms with physical answer sheets.
· Parents informed via phone calls, SMS, or circulars.
· Reports prepared manually by teachers.
Problems with AS-IS:
· Time-consuming, error-prone, lack of transparency.
· Parents not updated in real time.
· Data storage and retrieval is difficult.
· No central platform for communication and learning.
[image: ]










8.2 Proposed Recommendations (TO-BE)
👉 The future process with LMS (digital system).
· Attendance marked digitally → stored automatically in database.
· Assignments uploaded, submitted, and graded online.
· Online exams with auto-grading & instant results.
· Parents get real-time notifications on mobile app.
· Reports and dashboards generated automatically.
Benefits of TO-BE:
· Saves time, reduces errors.
· Transparent, real-time access for parents and students.
· Teachers focus more on teaching, less on admin work.
· Centralized, secure system accessible anytime, anywhere.
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egacy System (AS-IS):
Currently, the school manages academic and administrative processes manually. Teachers mark attendance in registers, distribute assignments on paper, and conduct exams in classrooms. Results are prepared manually and shared with parents through phone calls, SMS, or circulars. This system is time-consuming, lacks transparency, and does not support real-time communication.
8.2 Proposed Recommendations (TO-BE):
The proposed LMS will automate attendance, assignment distribution, exam conduction, and report generation. Parents will be updated instantly via mobile notifications. Teachers will be able to upload study materials, track student progress, and generate automated reports. This will ensure transparency, save time, and enhance learning outcomes.
Business Requirements
This section lists everything the business needs the system to do. These requirements are gathered from discussions with stakeholders, like managers, users, or clients. They are often categorized to make them easy to read and track.
Key points:
1. Categorize by priority:
· High Priority: Must-have features for the system to function.
· Medium Priority: Important but not critical features.
· Low Priority: Nice-to-have features.
2. Categorize by area of functionality:
· Example: User Management, Reporting, Inventory, Payments, Notifications, etc.
3. Links to use case documentation:
· Use cases explain how users interact with the system. Linking them helps anyone reading the requirements see the practical scenario for each requirement.
4. Traceability matrix:
· This is a table that connects business requirements to design, development, and testing.
· It ensures that all requirements are implemented and tested.
· Example table format:
	Requirement ID
	Requirement Description
	Priority
	Functional Area
	Use Case Reference
	Test Case Reference

	BR-01
	User can login
	High
	User Management
	UC-01
	TC-01



Appendices
Appendices provide extra information that supports the main document. They are usually optional but very useful for clarity.
10.1. List of Acronyms:
· A list of abbreviations used in the document so readers can understand terms easily.
· Example:
· LMS – Learning Management System
· BRD – Business Requirement Document
· UAT – User Acceptance Testing
10.2. Glossary of Terms:
· Explains important terms in simple language. Helps avoid confusion, especially for technical or domain-specific words.
· Example:
· Stakeholder: Any person or group affected by the project.
· Functional Requirement: A feature the system must perform.
· Non-Functional Requirement: Performance or quality criteria (like speed, security, usability).
10.3. Related Documents:
· A list of other documents connected to this project for reference.
· Examples:
· Use Case Documents
· System Design Document (SDD)
· Test Plan
· Project Plan
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