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Document 1- Business case document template

Question 1: Why is this project initiated?
Answer: This project is initiated as a strategic response to shortcomings and inefficiencies identified in the previous system implementation within the aerospace organization. While the earlier implementation attempted to modernize specific processes through technology, it was fragmented, incomplete, and lacking in functionality, ultimately falling short of supporting the company’s operational and strategic goals.

Key Reasons for Project Initiation:
1. To Bridge Functional Gaps from Previous Implementation
The first phase of the system implementation only addressed isolated modules and failed to deliver a fully integrated and holistic platform. 
As a result:
· Critical business functions could not be executed due to missing features.
· Certain business processes were either manually handled or postponed, which created inefficiencies, delays, and risk of data inconsistency.
· Users were forced to rely on workarounds or offline methods, leading to increased operational overhead.

2. To Achieve End-to-End Data Integration and Visibility
The earlier system had multiple programs built for specific data tables without any unified interface or consolidated reporting capability. 
This siloed structure:
· Prevented users from accessing complete operational data in a single view.
· Made it difficult to generate real-time insights, impacting business decision-making and performance monitoring.
· Resulted in duplicate efforts and inconsistent information being used across departments.

3. To Unlock Business Capabilities That Were Previously Inaccessible
Certain business opportunities that the company wanted to pursue—such as entering new service markets, automating compliance tasks, or introducing predictive reporting—were not possible with the current system. 
This project is being initiated to:
· Deliver the full scope of business features and workflows originally envisioned.
· Enable process automation and data availability that supports expansion and innovation.
4. To Improve User Experience and System Adoption
The existing system, though partially operational, lacked a user-friendly interface and required extensive training and manual intervention. 
This led to:
· Low user satisfaction and reduced adoption.
· Frequent support issues due to unintuitive workflows.
The new project aims to deliver a more intuitive, integrated platform that aligns with actual user roles, responsibilities, and expectations.

5. To Establish a Scalable, Future-Ready System Architecture
The aerospace industry is evolving, with increasing focus on digital transformation, real-time analytics, and compliance. 
The current system lacks the flexibility and technical design to:
· Integrate with future technologies (e.g., IoT, AI, cloud platforms).
· Support regulatory updates and audits with minimal changes.
· Scale with the company’s growth in terms of data volume, complexity, or geographic expansion.
6. To Maximize Return on Investment (ROI)
Significant financial and human resources were invested in the earlier implementation. However, due to the incomplete delivery, the real benefits have not yet been realized. 
By re-initiating and enhancing the project:
· The company ensures that the initial investment is salvaged and amplified.
· Long-term ROI can be achieved through efficiency gains, reduced manual effort, and improved decision-making.

In short, the project is being initiated to transform a partially delivered and underperforming system into a fully functional, integrated, and business-aligned solution that drives operational excellence, user satisfaction, and strategic agility in a competitive aerospace environment.

Question 2: What are the current problems?
Answer: The initial implementation of the system, while partially successful, has revealed several critical problems affecting performance, usability, and overall business value. These issues have created operational bottlenecks, decreased user confidence, and hindered the company’s ability to scale or optimize its digital workflows.

1. Fragmented Data Architecture
· Description: The system was built with isolated programs for specific business tables (e.g., inventory, production, quality control), each functioning independently.
· Impact: 
· Users cannot extract or view a single, consolidated report encompassing all relevant data.
· Data reconciliation across programs is manual, error-prone, and time-consuming.
· Lack of real-time insights and poor data visibility for decision-making.

2. Incomplete Business Functionality
· Description: Several key processes that were originally intended to be part of the system were either postponed or excluded during the first phase of implementation. 
Examples:
· Inability to initiate certain workflows such as procurement approvals, defect traceability, or customer feedback integration.
· Lack of automation for critical processes (e.g., maintenance scheduling or part configuration).
· Impact:
· Business users must resort to offline tools (spreadsheets, emails, manual logs) to perform vital tasks.
· Leads to process duplication, inefficiencies, and a lack of audit trail.

3. No Unified User Experience
· Description: The interface and navigation differ across modules, resulting in a steep learning curve and inconsistent usage patterns.
· Impact:
· Users struggle to move between functions smoothly.
· System adoption is lower than expected due to confusion and lack of confidence in the system.
· Increased need for user support and retraining.
4. Difficulty in Tracking and Reporting
· Description: Current architecture doesn't support unified dashboards or cross-functional reporting.
· Impact:
· Decision-makers do not get a complete operational picture from a single source.
· Delayed reporting affects strategic planning, compliance, and stakeholder communication.

5. Lack of Scalability and Integration
· Description: The current system lacks flexibility to integrate new business units, features, or third-party applications.
· Impact:
· Future expansion (e.g., IoT integration, real-time analytics, mobile platforms) is severely limited.
· The system becomes outdated quickly without continued investment and refactoring.

6. Operational Bottlenecks and Inefficiencies
· Description: Users encounter frequent system limitations that force them to rely on workarounds.
· Impact:
· Slower process execution and longer cycle times for routine tasks.
· Higher likelihood of manual errors and miscommunication.
· Increased dependency on specific individuals or departments to fix or interpret data issues.

7. Poor Change Management and Support Infrastructure
· Description: Lack of formal support processes, training plans, and documentation means that changes or enhancements are not well understood by users.
· Impact:
· System updates create confusion or disruptions.
· Lack of clarity on how to log issues or request improvements delays problem resolution.

Summary of Consequences:
· Business Impact: Reduced productivity, lost business opportunities, compliance risk.
· User Impact: Frustration, inefficiency, low morale and trust in the system.
· Strategic Impact: Inability to scale the system to support growth, innovation, or competitive differentiation.


Question 3: With this project how many problems could be solved?
Answer: Several key problems—both technical and operational—can be addressed. Below is a detailed breakdown of how many and which problems can be solved, along with explanations:

1. Fragmented Data Systems
· Problem: Multiple programs were developed for different tables, but they could not be combined to provide a holistic view of data.
· Solution: By integrating these fragmented modules into a unified system, the organization can achieve:
· A centralized data repository.
· Improved cross-functional reporting.
· Elimination of manual data stitching.
· Real-time access to complete information.

2. Missing Business Features
· Problem: Key business functionalities were not available in the first phase of implementation, restricting operations.
· Solution: Including these missing features will:
· Enable business processes that were previously on hold.
· Eliminate the need for offline or workaround methods.
· Allow full operational coverage, improving productivity.

3. Inefficient Reporting and Decision-Making
· Problem: Disjointed data and lack of system intelligence limited timely and accurate decision-making.
· Solution: With consolidated reporting tools and integrated dashboards:
· Decision-makers gain access to real-time, actionable insights.
· Faster response times to operational or compliance issues.
· Improved accuracy and trust in business data.

4. Redundant Manual Work
· Problem: Due to missing features and lack of system integration, users had to manually combine data and perform redundant tasks.
· Solution: Automated workflows and complete system features will:
· Reduce human error.
· Save time on routine tasks.
· Allow employees to focus on higher-value work.

5. User Frustration and Low Adoption
· Problem: The initial system had limited scope and poor usability, causing frustration and limited adoption among users.
· Solution: A redesigned, user-centric system interface will:
· Increase user satisfaction and confidence.
· Minimize the need for extensive training.
· Lead to wider and more effective adoption.

6. Inflexibility for Future Enhancements
· Problem: The previous system was rigid and not easily scalable or adaptable to new requirements.
· Solution: A modernized and modular architecture:
· Enables scalability for future needs.
· Allows for integration with newer technologies like AI/ML, IoT.
· Supports continuous improvement and innovation.

7. Risk of Non-Compliance
· Problem: The incomplete system may not have supported all regulatory or audit requirements.
· Solution: A fully compliant system will:
· Provide audit trails, data access control, and documentation.
· Ensure compliance with aerospace standards (e.g., AS9100, ITAR).
· Reduce legal and regulatory risk

8. Difficulty in Justifying ROI
· Problem: The benefits of the existing system were not clearly measurable, making it difficult to justify ongoing investment.
· Solution: With enhanced usability, reporting, and business alignment:
· Tangible business value can be demonstrated.
· KPIs such as turnaround time, user adoption, and error reduction will help measure ROI

This project resolved 8 core operational and technical problems, leading to increased efficiency, user satisfaction, business process enablement, and regulatory compliance.
Question 4: What are the resources required?
Answer: In project management, a resource refers to anything that is needed to carry out a project successfully. Resources are not limited to people—they include materials, tools, infrastructure, time, money, and knowledge. 
This project requires a combination of people, time, budget, and other supporting resources to ensure successful implementation, system integration, and adoption.

1. People (Human Resources)
a) Project Team Members:
· Project Manager – Responsible for overall planning, execution, and monitoring of the project.
· Business Analysts – To gather and validate requirements, support testing, and ensure business alignment.
· System Architects/Designers – To define system integration approaches and technical frameworks.
· Developers/Programmers – For coding, module creation, and data unification.
· Quality Assurance (QA) Testers – To design and execute test cases, perform system validation.
· Data Migration Specialists – To safely transition legacy data into the new system.
· Change Management Lead – To manage communication, training, and adoption strategies.
· End Users/SMEs – From finance, operations, logistics, etc., to validate requirements and participate in UAT.
b) Stakeholders:
· Business unit heads, compliance teams, IT leadership, and external partners/vendors will be involved at various stages.

2. Time (Project Timeline)
The estimated duration for implementation is approximately 6–9 months, divided into the following phases:
	Phase
	Estimated Duration

	Project Initiation & Planning
	2 weeks

	Requirements Gathering
	3-4 weeks

	Solution Design
	3-4 weeks

	Vendor Evaluation
	2-3 weeks

	Development/Configuration
	8-10 weeks

	Testing & UAT
	4-6 weeks

	Training & Documentation
	2-3 weeks

	Deployment & Go Live
	1-2 weeks

	Post Go Live Support
	4-6 weeks




3. Budget (Financial Resources)
A realistic project budget should account for the following:
	Category
	Estimated Cost

	Hardware Infrastructure
	₹6,00,000

	Software Licensing and Tools
	₹10,00,000

	Vendor/Consulting Services
	₹12,00,000

	Internal Labor Cost Allocation
	₹8,00,000

	Training and Learning Materials
	₹2,00,000

	Travel and Stakeholder Workshops
	₹1,00,000

	Documentation & Audit Readiness
	₹1,00,000

	BI and Reporting Tools Integration
	₹3,00,000

	Contingency (approx. 10–15%)
	₹4,30,000

	Total Estimated Budget
	₹47,30,000



4. Other Resources
a) Third-Party Tools/Software:
· Evaluation software for vendor demos and shortlisting.
· Integration middleware or data connectors (if needed).
· Project management tools (e.g., Jira, MS Project).

b) Knowledge Resources:
· Industry benchmark reports (e.g., Dataquest, Gartner).
· Process documentation and manuals for legacy systems.
· Regulatory compliance documentation (e.g., AS9100, ITAR).

c) Infrastructure:
· Secure test environments (QA, staging, UAT).
· Backup and recovery systems.
· Servers or cloud infrastructure (on-premises or hybrid).

d) Site Visits and Demos:
· Travel and logistics for evaluating vendors or site reference checks.
· Scheduling time with external stakeholders for proof-of-concept demonstrations.


Question 5: How much organizational change is required to adopt this technology?
Answer: For a project like this—where the aerospace company is enhancing and integrating its existing system—the level of organizational change required is moderately high, but it’s manageable with proper planning. Below is a detailed elaboration of the organizational change involved:

1. Process Reengineering
· Change Required: Existing business processes that were built around the fragmented, manual, or partial systems will need to be realigned to new, integrated workflows.
· Impact: Moderate to high – teams must adjust to new processes and abandon older workarounds or duplicative systems.

2. User Roles and Responsibilities
· Change Required: Certain user roles may be redefined or expanded, especially where automation replaces manual inputs or approvals.
· Impact: Moderate – Some users will take on more decision-making or system administration tasks.

3. Training and Skill Uplift
· Change Required: Users need training to learn: -
· The new interface and workflows.
· How to access and interpret integrated data.
· How to use newly added features.
· Impact: High – Especially for long-term users of the old system who may find the transition challenging.

4. Governance and Control Shifts
· Change Required: The integrated system may require centralized control mechanisms (e.g., role-based access, audit logs), which differ from previously decentralized or siloed operations.
· Impact: Moderate – Some teams may lose autonomy over their data or systems and must comply with new governance protocols.

5. Collaboration Between Departments
· Change Required: Since the system integrates multiple functional areas, cross-department collaboration will increase—especially during implementation and UAT.
· Impact: Moderate – Teams that were used to operating in silos may need to coordinate more closely.

6. Performance Monitoring and Accountability
· Change Required: Enhanced data visibility can lead to new KPIs and performance tracking, potentially changing how employee contributions are measured.
· Impact: Low to moderate – May cause cultural resistance if not communicated clearly.

7. Mindset and Cultural Shift
· Change Required: Adopting a fully functional, data-driven, and scalable system demands a shift in mindset from reactive to proactive management and continuous improvement.
· Impact: High – This cultural change requires leadership engagement and consistent communication.

Summary:
	Change Area
	Level of Change
	Notes

	Business Process Redesign
	High
	Aligning to new system logic

	Training & User Enablement
	High
	Skill uplift required

	Roles & Responsibilities
	Moderate
	Slight role realignment

	Governance & Controls
	Moderate
	Centralized oversight

	Cross-Team Collaboration
	Moderate
	Shared system responsibilities

	KPI Tracking & Monitoring
	Low to Moderate
	New performance metrics

	Organizational Culture
	High
	Emphasis on agility, data, and integration



Conclusion:
While the technology implementation is technical in nature, the organizational change is just as critical to its success. The transition will impact people, processes, governance, and culture, and it requires a strong change management strategy involving communication, leadership support, and user engagement.

Question 6: Time frame to recover ROI?
Answer: Return on Investment (ROI) is a critical measure for any system implementation, especially in an aerospace environment where projects often involve high technical complexity and long development cycles. The time frame to recover ROI depends on several factors including project costs, operational efficiency gains, and the value of newly enabled capabilities.
Reduction in Support and Maintenance Costs
1. Typical ROI Recovery Time Frame:
· For a mid-size aerospace system enhancement project (with a budget around ₹40–₹50 lakhs), the ROI recovery is typically expected within 18–30 months post go-live, assuming the system is used effectively and the anticipated benefits are realized.

2. ROI Drivers – What Contributes to Payback:
· Cost Savings from Operational Efficiency:
· Automation of manual data handling.
· Elimination of redundant systems or spreadsheets.
· Time saved in report generation and inter-department communication.
· Improved Business Enablement:
· Launch of new business functions or services previously delayed due to system limitations.
· Higher throughput due to system speed and availability.
· Reduction in Support and Maintenance Costs:
· Modernized platforms require less reactive maintenance.
· Reduced dependency on outdated technology and legacy vendors.
· Fewer Errors and Rework:
· Better data accuracy through integration and validation.
· Decreased time lost in troubleshooting and reprocessing.
· Enhanced Decision-Making:
· Faster access to real-time data leads to quicker, more strategic decisions.

3. ROI Recovery Timeline – Phased View

	Phase
	Timeline
	Key ROI Impact

	Phase 1: Implementation
	Month 0–6
	Investment phase – high spending, no ROI yet

	Phase 2: Stabilization & Adoption
	Month 7–12
	Early benefits visible (e.g., time savings, training completed)

	Phase 3: Operational ROI Starts
	Month 12–18
	Efficiency gains begin to outweigh monthly operating costs

	Phase 4: Full ROI Realization
	Month 18–30
	ROI is fully recovered; long-term savings and business growth begin to scale




4. ROI Risks That Could Delay Payback
· Low User Adoption: If users don’t fully embrace the system, expected benefits are delayed.
· Scope Creep or Redesign: Poor initial requirements may require costly rework.
· Insufficient Change Management: Organizational resistance could lead to productivity dips.
· Hidden Support Costs: Unexpected post-go-live maintenance could reduce ROI margins.

The ROI recovery period for this aerospace system enhancement is estimated at 18 to 30 months after go-live, provided that the project stays on budget and achieves strong user adoption, full integration, and operational coverage.

Question 7: How to identify Stakeholders?
Answer: Identifying stakeholders is a critical step in any project, especially in structured methodologies like Waterfall, where detailed planning and requirement gathering happens early. Stakeholders are individuals or groups who are directly or indirectly affected by the project or have an influence over its success.
Here’s a detailed explanation on how to identify stakeholders for your aerospace system enhancement project:

1. Analyze the Project Scope and Objectives
· Start with the Project Charter or Business Case. Review what the project aims to deliver.
· Ask: 
· Who is impacted by this work? Who will use the system? Who provides inputs or resources?

2. Identify Stakeholder Categories
· Group stakeholders into key categories. For your aerospace project, the main categories could be:

	Category
	Examples

	Internal Users
	Operations team, quality control, logistics, manufacturing

	Business Leadership
	Department heads, strategic decision-makers, executive sponsor

	Technical Teams
	IT staff, developers, QA team, system administrators

	Vendors
	Software providers, consultants, third-party tool partners

	Regulatory Bodies
	Aerospace compliance auditors (AS9100, ITAR)

	External Partners
	Suppliers, logistics providers using the system

	Support Teams
	Training, documentation, and helpdesk teams



3. Conduct Stakeholder Interviews and Workshops
· Schedule sessions with business units and department heads to understand who uses the current system and who is impacted by changes.
· Ask questions like:
· What role do you/your team play in the current workflow?
· What challenges are you facing with the current system?
· Who else do you collaborate with regularly?

4. Review Organizational Charts and RACI Matrices
· Use the company's org chart to trace reporting lines and influence.
· Analyze RACI (Responsible, Accountable, Consulted, Informed) roles to map out each stakeholder's involvement.

5. Analyze Documentation and Historical Projects
· Look at past implementation documentation or project records to find who participated before.
· These may reveal stakeholders that aren't obvious at first glance (e.g., legal/compliance officers, finance reviewers).

6. Use Stakeholder Mapping Techniques
· Use tools like a Stakeholder Matrix to identify and prioritize stakeholders:
	Influence
	Interest
	Examples

	High
	High
	Sponsor, end users

	High
	Low
	Executives, compliance officers

	Low
	High
	Frontline users, trainers

	Low
	Low
	External observers, minor teams



· This helps decide how to engage each stakeholder group (e.g., collaborate, keep informed, consult occasionally).

7. Leverage Your Project Team
· Work with project sponsors, BAs, and project managers to identify overlooked roles.
· Each team member may have insights from their departments or functional areas.
Stakeholder needs evolve throughout the project. Review and update your stakeholder register at key phases (e.g., before design freeze, before testing).
Once identified, create a Stakeholder Register with the following info:
· Name and role
· Department
· Level of influence/interest
· Communication needs
· Preferred contact method
· Engagement plan (inform, consult, approve, etc.)

Here's a sample Stakeholder Register tailored for your aerospace system enhancement project. This register includes roles, communication needs, and engagement strategies:
	Stakeholder Name
	Role
	Department
	Influence
	Interest
	Needs
	Method
	Engagement Plan

	John Smith
	Operations Manager
	Operations
	High
	High
	Weekly updates, workshops
	Email/
Meetings
	Collaborate

	Priya Rao
	Project Sponsor
	Executive
	High
	High
	Steering committee meetings
	Meetings
	Approve

	Michael Tan
	IT Lead
	IT
	Medium
	High
	Technical syncs
	Teams/ Email
	Consult

	Anita Desai
	QA Manager
	Quality Assurance
	Medium
	High
	Test case review meetings
	Teams
	Consult

	Vendor Support Team
	External Vendor
	Third-party
	Low
	Medium
	Email summaries
	Email
	Inform

	Compliance Officer
	Regulatory Liaison
	Compliance
	High
	Low
	Monthly reports
	Email
	Inform









Document 2- BA Strategy

Question 8: Write BA Approach strategy (As a business analyst, what are the steps that you would need to follow to complete a project – What Elicitation Techniques to apply, how to do Stakeholder Analysis RACI/ILS, What Documents to Write, What process to follow to Sign off on the Documents, How to take Approvals from the Client, What Communication Channels to establish n implement, How to Handle Change Requests, How to update the progress of the project to the Stakeholders, How to take signoff on the UAT – Client Project Acceptance Form)
Answer: A BA (Business Analyst) Strategy is a structured plan that outlines how a Business Analyst will approach the analysis and management of a project from initiation to completion. It defines the methods, tools, techniques, and deliverables to be used to ensure business needs are accurately captured, analyzed, communicated, and implemented effectively. 
It typically includes Elicitation techniques (how you gather requirements), Stakeholder engagement and analysis, Documentation standards, Approval workflows, Change management approach, Communication and reporting strategy and UAT (User Acceptance Testing) and sign-off process.

Business Analyst Approach Strategy: Step-by-Step
Step 1: Understand the Project Vision and Scope
· Conduct kick-off meetings with project sponsors and stakeholders.
· Understand business goals, project scope, expected outcomes, constraints, and timelines.

Step 2: Elicitation Techniques to Apply
· Elicitation is a critical activity in gathering accurate and complete requirements. Techniques used include:
	Technique
	Usage

	Interviews
	1:1 discussion with SMEs, department heads to uncover detailed process knowledge.

	Workshops
	Collaborative group sessions to capture cross-functional requirements.

	Document Analysis
	Review existing process documents, legacy systems, and audit logs.

	Observation
	Shadow users during daily operations to identify undocumented or implicit steps.

	Questionnaires
	Standardized forms for wider stakeholder groups when interviews aren’t scalable.

	Prototyping/Mock-ups
	Build low-fidelity screen mock-ups or process simulations to validate ideas early.



Step 3: Stakeholder Analysis Using RACI/ILS Models
a) RACI Matrix: Defines roles and responsibilities for major deliverables.
· R = Responsible: Person(s) doing the work.
· A = Accountable: Final decision-maker or sign-off authority.
· C = Consulted: Experts whose input is required.
· I = Informed: Kept in the loop on progress or decisions.

	Task
	BA
	PM
	SME
	QA
	Client

	Requirements Gathering
	R
	A
	C
	I
	C

	Document Review
	R
	C
	C
	I
	A

	UAT Planning
	C
	A
	I
	R
	C

	Sign-off
	C
	A
	I
	I
	R



b) ILS Model (Information, Logistics, Support): Used to map operational readiness.
· Information: Who needs what information and when.
· Logistics: What tools and systems are needed.
· Support: Training, help desk, documentation, etc.

Step 4: Documents to Prepare
	Document Name
	Purpose

	Business Requirements Document (BRD)
	Captures high-level business needs.

	Functional Requirements Specification (FRS)
	Maps business needs to system functionality.

	Process Flow Diagrams (As-Is & To-Be)
	Visualize current and future workflows.

	Use Cases/User Stories
	Define user interactions with the system.

	Requirement Traceability Matrix (RTM)
	Links requirements to test cases and design elements.

	Change Request Log
	Track changes and their impacts.

	UAT Test Plan & Scenarios
	Detail what will be tested and how.

	Client Project Acceptance Form
	Final approval document post-UAT.



Step 5: Document Sign-Off Process
· Submit drafts to stakeholders for review (via email or collaboration tools).
· Collect feedback through tracked changes or comments.
· Incorporate revisions and finalize the document.
· Schedule walkthrough meetings to validate content.
· Collect formal sign-off using digital signature tools (e.g., DocuSign) or email confirmation.

Step 6: Client Approval Process
· Formal presentation of key deliverables (BRD, FRS, UAT results).
· Include impact assessments, ROI, and system demonstration where applicable.
· Use a Client Project Acceptance Form for final sign-off.
· Maintain a record of all approval emails and signed forms in a secure document repository.

Step 7: Communication Channels to Establish
	Stakeholder
	Communication Method
	Frequency

	Project Team
	Daily stand-up meetings, Email/Teams
	Daily/As Needed

	Steering Committee
	Status Reports, Presentations
	Bi-weekly

	Business Users
	Workshops, UAT feedback sessions
	Weekly/Based on Phase

	QA/Dev Teams
	Technical Sync Calls
	Twice a Week

	Sponsors/Executives
	Email Summary, Dashboards
	Monthly



Use tools like MS Teams, Slack, Jira, Confluence, SharePoint, Trello, or email for seamless communication and updates.
Step 8: Handling Change Requests
· Maintain a Change Request Form with description, priority, impact, and cost/time estimate.
· Route through a Change Control Board (CCB) or governance group.
· Analyze and document impact on scope, timeline, and cost.
· Get stakeholder approval before incorporating changes.
· Update BRD, FRS, RTM, and other relevant documents.

Step 9: Updating Project Progress to Stakeholders
· Use a RAID Log (Risks, Assumptions, Issues, Dependencies).
· Maintain a centralized status tracker for:
· Completed tasks
· Tasks in progress
· Risks/issues
· Milestones
· Share progress through:
· Weekly status reports
· Dashboards (Power BI, Excel)
· Stakeholder meetings
· Highlight any blockers or escalations transparently.
 
Step 10: Client UAT Sign-Off Process
· Develop UAT Test Plan with client inputs.
· Conduct UAT sessions with scripts and scenarios tied to business use cases.
· Record results and defects (if any).
· After successful testing, capture outcomes in:
· UAT Summary Report
· Issue Tracker (closed/resolved status)
· Share the Client Project Acceptance Form summarizing:
· Project scope delivery
· UAT outcomes
· Any open items with mitigation plans
· Collect formal sign-off and file for audit/reference.

Summary
This Business Analyst Strategy ensures:
· Clear, documented requirements
· Strong stakeholder involvement
· Transparent change handling
· Effective communication and documentation control
· On-time project delivery with formal acceptance



Document 3- Functional Specifications

Question 9: Write down the Project Name, Customer Name, Project Version, Project Sponsor, Project Manager, Project Initiation Date and Functional Requirement Specifications (Req ID, Req Name, Req Description and Priority) and also Non-Functional Requirement Specifications (Req ID, Req Name, Req Description and Priority)
Answer: Functional specifications describe the core functionalities or features of a system. They outline what the system is expected to do in response to certain inputs or conditions. They form the basis for design, development, and testing. It also helps to ensure alignment with business needs. It provides developers with clear use cases and expected behaviours. And also allow testers to create test cases and scenarios.
Examples:
· User login and authentication
· Data entry and storage
· Generating reports
· Approval workflows
· Notifications and alerts
· Business rules and validations

Non-functional specifications define the quality attributes or operational parameters of the system. They don't describe what the system does, but how well it performs under certain conditions. It ensures the system is usable, secure, and scalable. It addresses the stakeholder expectations regarding system quality. They play a crucial role in system design decisions (e.g., architecture, platform). It also helps in system acceptance testing and performance benchmarking.
Examples:
· Performance (e.g., system must respond in < 2 seconds)
· Security (e.g., must use 256-bit encryption)
· Usability (e.g., accessible for visually impaired users)
· Scalability (e.g., support 1000 concurrent users)
· Availability (e.g., 99.9% uptime)
· Maintainability, Portability, Reliability

	Field
	Information

	Project Name
	Aerospace Operations System Enhancement

	Customer Name
	Thales Alenia Space Pvt. Ltd.

	Project Version
	v2.0

	Project Sponsor
	Priya Rao, VP of Operations

	Project Manager
	Shaleen Gupta

	Project Initiation Date
	6th September 2024



Functional Requirement Specifications
	Req ID
	Req Name
	Req Description
	Priority

	FR001
	Unified Data Dashboard
	A consolidated dashboard to access operations, inventory, and procurement data.
	High

	FR002
	Business Module Integration
	Integration of all business-specific modules into a single workflow.
	High

	FR003
	Advanced Search Functionality
	Allow users to search across all tables and modules using configurable filters.
	Medium

	FR004
	Automated Alerts and Reports
	System to generate automated alerts and email reports based on trigger events.
	Medium

	FR005
	User Role Management
	Define and restrict access levels based on user roles (Admin, Ops, QA, etc.).
	High

	FR006
	Audit Trail Functionality
	Maintain a detailed log of all changes made in the system for compliance purposes.
	High

	FR007
	UAT Feedback Loop
	Interface to log UAT feedback, track defects, and push resolution updates.
	Medium

	FR008
	Business Process Resumption
	Enable business continuity features in case of system outages or rollbacks.
	Low



Non-Functional Requirement Specifications
	Req ID
	Req Name
	Req Description
	Priority

	NFR001
	System Availability
	Ensure 99.9% uptime with minimal scheduled downtime for maintenance.
	High

	NFR002
	Response Time
	The system should return all dashboard queries in under 3 seconds.
	Medium

	NFR003
	Scalability
	The system must support a 2x increase in user and data volume without performance drop.
	High

	NFR004
	Security Compliance
	Must comply with ISO 27001 and internal data protection standards.
	High

	NFR005
	Backup and Recovery
	Automatic daily backups and recovery plans with ≤1 hour restore time.
	Medium

	NFR006
	Cross-Browser Compatibility
	Support latest versions of Chrome, Firefox, Edge, and Safari.
	Medium

	NFR007
	Support Window
	Technical support should be available 24x7 during critical deployment phases.
	Low




Document 4- Requirement Traceability Matrix

Question 10: Write down the Req ID, Req Name, Req Description, Design, D1, T1, D2, T2, UAT for both Functional Requirement and Non-Functional Requirement
Answer: A Requirement Traceability Matrix (RTM) is a document or table used in business analysis and systems development to map and track the relationship between requirements and other project elements throughout the project lifecycle. It ensures that:
· Every business requirement is addressed in the design, development, and testing phases.
· Nothing is missed or added without justification.
The main objectives of a Requirement Traceability Matrix are:
· Track coverage of each requirement from start to finish
· Ensure alignment between requirements, design, test cases, and business objectives
· Assist in impact analysis for changes or scope shifts
· Demonstrate compliance (important in regulatory industries like aerospace, healthcare, finance)

Functional Requirement Specifications
	Req ID
	Req Name
	Req Description
	Design Ref (D1, D2)
	Test Case (T1, T2)
	UAT

	FR001
	Unified Data Dashboard
	Centralized dashboard integrating all operations, procurement, and inventory
	D1, D3
	T1, T3
	Yes

	FR002
	Business Module Integration
	Seamless connection of all functional business modules
	D2, D4
	T2, T4
	Yes

	FR003
	Advanced Search
	Search feature across all modules using filters
	D5
	T5
	Yes

	FR004
	Alerts and Reporting
	Auto-generation of alerts and periodic reports
	D6
	T6
	Yes

	FR005
	Role-based Access
	Access permissions based on user roles
	D7
	T7, T8
	Yes

	FR006
	Audit Trail
	Full audit log of user actions and changes
	D8
	T9
	Yes

	FR007
	UAT Feedback Integration
	Feature to log UAT feedback and escalate for fixes
	D9
	T10
	Yes

	FR008
	Business Continuity
	Auto-failover or manual switch options for critical workflows
	D10
	T11, T12
	Yes



Non-Functional Requirement Specifications
	Req ID
	Req Name
	Req Description
	Design Ref (D1, D2)
	Test Case (T1, T2)
	UAT

	NFR001
	High Availability
	99.9% system uptime with minimal scheduled downtime
	D11
	T13
	Yes

	NFR002
	Fast Response Time
	All dashboard queries to return in under 3 seconds
	D12
	T14
	Yes

	NFR003
	Scalability
	System should handle 2x the user load without affecting performance
	D13
	T15
	Yes

	NFR004
	Security Compliance
	System must comply with ISO 27001 and internal standards
	D14
	T16, T17
	Yes

	NFR005
	Backup and Recovery
	Daily automatic backups with <1 hour recovery
	D15
	T18
	Yes

	NFR006
	Cross-Browser Compatibility
	System supports Chrome, Firefox, Edge, Safari
	D16
	T19
	Yes

	NFR007
	24 X7 Support Availability
	Helpdesk and technical support available during key deployment phases
	D17
	T20
	Yes






Document 5- BRD Template

Question 11: Write a BRD template for the above project.
Answer: A BRD (Business Requirements Document) is a formal document that outlines the business needs and requirements of a project. It acts as a bridge between business stakeholders and the technical team, ensuring everyone has a common understanding of what needs to be built or changed.

Project Title: Aerospace Operations System Enhancement
Customer Name: Thales Alenia Space Pvt. Ltd.
Project Version: v2.0
Prepared By: Sramana Bhattacharya
Date: 11/11/2024


1.Document Revisions
	Date
	Version No.
	Document Changes

	15/04/2023
	1.0
	Phase 1

	02/10/2024
	2.0
	Initial draft

	11/11/2024
	2.1
	Changes after Meeting with Client

	
	
	



2.Approvals
	Role
	Name
	Title
	Signature 
	Date

	Project Sponsor
	Priya Rao
	Director of Operations
	
	

	Business Owner
	Vivek Sharma
	VP, Aerospace Business Unit
	
	

	Project Manager
	Shaleen Gupta
	Senior IT Project Manager
	
	

	System Architect
	Nikhil Menon
	Enterprise Solution Architect
	
	

	Development Lead
	Ajay Patil
	Lead Software Engineer
	
	

	User Experience Lead
	Sneha Kapoor
	UX/UI Design Lead
	
	

	Quality Lead
	Deepa Nair
	QA Manager
	
	

	Content Lead
	Rahul Joshi
	Documentation & Content Lead
	
	



3.1. RACI Chart for This Document
	Code
	Meaning

	R
	Responsible – The person(s) who does the work to complete the task

	A
	Accountable – The one ultimately answerable for the task’s outcome

	C
	Consulted – Person(s) whose input is sought before a decision/action

	I
	Informed – Person(s) kept up-to-date about progress or decisions



3.2. Codes Used in RACI Chart
It’s been divided into two perspectives:
· IT Side (Project Stakeholders)
	Activity
	Project Manager
	System Architect
	Development Lead
	UX Lead
	QA Lead
	Content Lead
	Business Analyst

	Drafting BRD
	A
	C
	C
	C
	C
	R
	R

	Requirement Validation
	C
	C
	C
	C
	C
	I
	R

	Technical Feasibility Review
	I
	R
	C
	C
	C
	I
	C

	Review & Revision
	A
	C
	C
	C
	C
	R
	R

	Final Approval for BRD
	A
	C
	C
	C
	C
	I
	R

	Communication of BRD to Team
	R
	I
	I
	I
	I
	I
	R



· Client Side (Business Stakeholders)
	Activity
	Project Sponsor
	Business Owner
	Process Owners
	SMEs
	End User
	Business Analyst

	Requirement Gathering Sessions
	I
	C
	R
	R
	C
	A

	Business Validation of Requirements
	C
	A
	R
	C
	I
	R

	Prioritization of Requirements
	C
	A
	R
	C
	I
	R

	Reviewing Draft BRD
	C
	A
	C
	C
	I
	R

	Approval of Final BRD
	A
	A
	C
	I
	I
	R

	UAT Criteria Definition
	C
	C
	R
	R
	R
	R



3.3. RACI Chart
· Authorize – Has authority to approve decisions/documents.
· Responsible – Executes the task or activity.
· Accountable – Ultimately answerable for completion.
· Supports – Provides active support to responsible parties.
· Consulted – Provides advice/input.
· Informed – Kept in the loop for awareness.
	Name
	Position
	Authorize
	Responsible
	Accountable
	Supports
	Consulted
	Informed

	Priya Rao
	Project Sponsor
	Yes
	
	Yes
	
	Yes
	Yes

	Vivek Sharma
	Business Owner
	Yes
	
	Yes
	
	Yes
	Yes

	Shaleen Gupta
	Project Manager
	Yes
	Yes
	Yes
	Yes
	Yes
	Yes

	Nikhil Menon
	System Architect
	
	Yes
	
	Yes
	Yes
	

	Ajay Patil
	Development Lead
	
	Yes
	
	Yes
	Yes
	

	Sneha Kapoor
	UX/UI Design Lead
	
	
	
	Yes
	Yes
	Yes

	Deepa Nair
	QA Lead
	
	Yes
	
	Yes
	Yes
	

	Rahul Joshi
	Content Lead
	
	Yes
	
	Yes
	Yes
	

	Sramana Bhattacharya
	Business Analyst
	
	Yes
	Yes
	Yes
	Yes
	Yes

	Process Owners
	Dept. Heads (Client-side)
	Yes
	Yes
	Yes
	Yes
	Yes
	Yes

	SMEs
	Subject Matter Experts
	
	Yes
	
	Yes
	Yes
	Yes

	End Users
	Operational Staff
	
	
	
	
	Yes
	Yes




4.Introduction
The Aerospace Company is currently undergoing a major system enhancement initiative to address operational inefficiencies and capability gaps identified in a previously implemented solution. While certain components of the system were successfully deployed, several limitations have surfaced that restrict the organization from achieving full functional integration, data visibility, and support for strategic business operations.
This document outlines the business requirements and the strategic approach to resolving the identified issues through a structured Waterfall methodology. The primary aim is to align system capabilities with evolving business needs, ensuring that all critical functionalities are available, integrated, and scalable for future growth.
The new project phase will focus on addressing missing features, consolidating fragmented programs, improving data accessibility, and supporting new business models that were previously hindered by system constraints. Through this effort, the Aerospace Company seeks to create a unified, reliable, and business-aligned technology platform.

4.1. Business Goals
Business goals are strategic targets that a company sets to achieve within a specific time frame. They define what the organization wants to accomplish and guide decision-making across all departments, including operations, marketing, finance, and product development.
They serve as the foundation for creating strategies, measuring success, and ensuring alignment across teams.
Organizational Goals:
· Streamline operations by integrating previously siloed programs and data repositories.
· Improve business decision-making by enabling centralized access to accurate and timely information.
· Support new revenue streams and business services through enhanced system capabilities.
· Build a scalable and maintainable IT infrastructure to support future expansions and system upgrades.
· Ensure regulatory compliance through traceable, standardized data handling and reporting.
· Enhance user experience and reduce manual overhead through automation and process alignment.
Need:
Following the initial implementation, the Aerospace Company identified several critical gaps, including:
· Lack of a Unified System: Existing programs target individual data tables but cannot provide a combined, cohesive view across business operations.
· Feature Gaps: Several important business functionalities were left unimplemented due to system limitations or were deprioritized in the first phase.
· Unavailability of New Business Processes: The current system does not support certain services or business operations that were planned as part of the company’s expansion strategy.
· Inconsistent Data and Workflow Management: Due to isolated data silos, users face difficulty in managing workflows and retrieving critical insights.

4.2. Business Objectives
The primary objective of this initiative is to design and implement a comprehensive IT solution that resolves the limitations of the previous system phase and enables the Aerospace Company to meet its operational, strategic, and compliance needs. The solution will be developed following the Waterfall methodology to ensure clear requirements, thorough testing, and structured implementation.
To provide an IT solution that includes the following functionalities:
1. Integrated Data Management Module
· Combine and centralize data from multiple programs and tables.
· Provide a unified database schema that supports cross-functional queries and reporting.

2. Advanced Reporting and Dashboarding
· Enable real-time dashboards and automated reporting for leadership and operations.
· Include visual analytics, trend monitoring, and performance KPIs across business areas.

3. Support for New Business Processes
· Implement newly identified business functions that were excluded during the first phase.
· Ensure system configurability for future business service additions.

4. Business Workflow Automation
· Define and automate operational workflows for aircraft maintenance, procurement, inventory, and compliance checks.
· Include approval hierarchies and automated alerts.

5. User Role and Permission Management
· Role-based access control (RBAC) to ensure data security and compliance.
· Admin dashboard for managing permissions and activity logs.

6. Inter-System Integration Capabilities
· Establish APIs and middleware for integration with existing ERP, CRM, and legacy systems.
· Enable seamless data flow with external reporting or regulatory tools.

7. Audit and Compliance Module
· Track historical data changes and user actions.
· Generate audit reports for compliance with aerospace standards and safety regulations.

8. Mobile/Remote Accessibility
· Enable secure access to key system functionalities via mobile devices and remote workstations.

9. Exception and Alert Management
· Implement rules-based alerting mechanisms for process deviations, performance issues, or compliance concerns.

10. Data Validation and Input Control
· Improve data integrity through validation rules, mandatory field checks, and standardized formats.
These functionalities are aligned with the organization’s goal of eliminating system fragmentation, supporting strategic growth, and enabling a robust and scalable digital foundation for aerospace operations.

4.3. Business Rules
The IT solution must adhere to a set of established business rules that govern operations, compliance, and data integrity within the Aerospace Company. These rules reflect the organization's policies, standard operating procedures (SOPs), and industry-specific regulations, and they must be integrated into the system logic and workflows.
Organizational Policies and Procedures
1. Data Integrity Policy
· All records must be complete, accurate, and traceable.
· No data entry can be saved without validation checks and mandatory fields completed.

2. Access Control Policy
· User access must be role-based, with tiered permissions defined by department, function, and responsibility.
· Administrative rights are limited to authorized personnel only.

3. Change Management Procedure
· All changes to business processes or IT configurations must go through a formal Change Control Board (CCB) approval.
· Every change request must be documented, reviewed, approved, and tested before deployment.

4. Approval Hierarchy
· Specific transactions (e.g., procurement, aircraft parts replacement, compliance audits) must follow an approval chain based on monetary value or process type.
· Multi-level approvals are mandatory for high-risk or high-cost operations.

5. Data Retention and Archiving Policy
· Operational data must be retained for a minimum of 7 years in line with industry and regulatory standards.
· Archived records must remain accessible through the system’s audit module.

6. Incident and Exception Reporting
· Any deviation from standard operating procedure must be logged, reported, and resolved through the exception management system.

7. Workflow Compliance
· All tasks must follow pre-defined workflows with no shortcuts, backdoor entries, or manual overrides without authorization.

Industry Regulations and Compliance Requirements
1. Aviation Safety and Regulatory Compliance (DGCA, FAA, EASA)
· All system modules must support compliance with Directorate General of Civil Aviation (DGCA), Federal Aviation Administration (FAA), or European Union Aviation Safety Agency (EASA) requirements.
· Compliance documentation (maintenance logs, certifications, etc.) must be system-generated and version-controlled.

2. IT Security & Data Privacy
· Must comply with ISO 27001 standards and relevant national cybersecurity guidelines.
· Personal and operational data must be encrypted in transit and at rest.

3. Audit Trail Policy
· System must maintain a complete, non-editable audit log for all user activities, approvals, and changes.
· Audit logs should be exportable for internal and external audit purposes.

4. Service-Level Agreements (SLAs)
· The system must support SLA tracking for services such as maintenance turnaround time, spare part delivery, and vendor response time.

5. Business Continuity & Disaster Recovery
· Backup and recovery procedures must be in place with failover capability in case of system outage.
These rules must be incorporated into the system design to ensure compliance, operational discipline, data consistency, and audit-readiness across all aerospace operations.


4.4. Background
The Aerospace Company initiated this project following the realization of several functional and integration deficiencies in the initial implementation of its enterprise system. Although the first phase of the system deployment achieved partial success—particularly in digitizing key operational tables and departmental processes—it soon became apparent that the solution fell short of enabling a fully connected and business-aligned platform.

How the Project Was Proposed:
This project was proposed after a post-implementation review conducted by both business users and the IT team revealed multiple critical gaps:
1. Siloed Programs and Incomplete Integration:
· Individual systems were built around specific business tables and use cases, but they lacked the ability to communicate with each other effectively.
· This limited the organization’s ability to derive a complete operational picture, leading to inefficiencies in reporting and data management.

2. Feature Gaps and Unmet Business Requirements:
· Several strategic business operations that were part of the original scope were either postponed or dropped during Phase 1 due to technical limitations and time constraints.
· As a result, some core business units could not fully adopt the system, and manual workarounds continued to persist.

3. User Feedback and Operational Disruptions:
· End users reported difficulties navigating the system due to fragmented workflows, inconsistent interfaces, and lack of consolidated dashboards.
· This created process delays and hindered timely decision-making.

4. Strategic Limitations:
· The system’s shortcomings began to impact the company’s ability to scale operations, integrate future service lines, and maintain a competitive edge in a data-driven aerospace environment.

Why the Project Is Being Implemented:
The current project aims to resolve these limitations by analyzing the gaps, defining detailed requirements, and developing a robust, integrated, and scalable IT solution using the Waterfall methodology. The project will deliver enhanced functionalities, unify siloed components, and improve user adoption.

Expected Benefits of the Project:
· End-to-End System Integration: Enable unified data access and interoperability across departments and business units.
· Support for New Business Models: Implement the necessary features to support additional business processes and services.
· Improved Efficiency: Automate workflows, reduce manual interventions, and eliminate process redundancies.
· Better Decision-Making: Deliver consolidated dashboards and reporting tools to provide actionable insights in real time.
· Regulatory Compliance: Ensure traceability, audit readiness, and compliance with aerospace industry regulations.
· User Adoption & Satisfaction: Enhance the user experience through streamlined interfaces and logical workflows.
· Scalability: Design the system architecture to support future enhancements, modules, and business growth.
This background sets the foundation for a strategic system transformation aimed at aligning IT capabilities with evolving aerospace business goals.

4.5. Project Objective 
The objective of this project is to develop a comprehensive, integrated, and scalable IT solution that addresses the functional and architectural limitations identified in the previous implementation. The goal is to ensure that all critical business operations are effectively supported by a unified platform, facilitating smooth interaction between systems, better data accessibility, and operational efficiency.

Overall Goal:
To design, develop, and deploy an enhanced enterprise system for the Aerospace Company that:
· Consolidates previously siloed programs and data sources.
· Introduces the missing business functionalities and workflows from the initial phase.
· Ensures seamless integration with existing internal and external systems.
· Aligns fully with current and future business goals.
High-Level Descriptions of Product Capabilities:
1. Unified System Architecture
· Merge fragmented tables and modules into a cohesive system.
· Standardize data models and interfaces to eliminate redundancy.

2. Enhanced Functional Coverage
· Incorporate missed business features, such as new service modules and operational workflows.
· Automate core aerospace business processes (e.g., maintenance tracking, procurement, compliance reporting).

3. Advanced Data Management and Reporting
· Enable centralized dashboards, real-time analytics, and KPI monitoring across all departments.

4. User-Centric Design
· Provide role-based dashboards, simplified navigation, and a consistent interface across modules.
· Improve user onboarding and reduce the learning curve.

5. Compliance and Audit Features
· Include logging, data trails, versioning, and mandatory checkpoints for compliance with aerospace regulatory standards.

6. Scalability and Extensibility
· Design the system to support additional features and future integrations without major restructuring.

Alignment to Business Objectives:
This project directly supports the Aerospace Company’s business goals by:
· Enhancing operational efficiency through integration and automation.
· Enabling new business processes and services that were previously unsupported.
· Providing accurate and real-time insights to leadership for data-driven decision-making.
· Improving compliance readiness and reducing the risk of regulatory penalties.
· Supporting scalable IT infrastructure to accommodate business growth.

Requirements for Interaction with Other Systems:
· The solution must integrate with the existing ERP, legacy systems, and third-party aerospace tools via secure APIs.
· Data exchange must be seamless, standardized, and comply with internal data governance policies.
· The system must be capable of receiving, processing, and sending information in real-time where needed (e.g., inventory updates, maintenance records).
· The platform should support automated data synchronization between internal modules and external systems to ensure consistency.

4.6. Project Scope
This project will focus on developing and deploying an enhanced IT solution for the Aerospace Company that resolves previously identified system gaps, integrates siloed components, and introduces critical missing functionalities. The solution will follow the Waterfall methodology, moving through distinct and well-defined phases of requirements gathering, design, development, testing, and deployment.

4.6.1. In-scope functionality
The current project phase will include the following functionalities:
1. System Integration
· Consolidation of all existing siloed programs into a unified, centralized platform.
· Establishment of secure data pipelines between operational modules.

2. New Business Feature Implementation
· Development of business functionalities that were identified but excluded in the initial implementation (e.g., inventory control, vendor service tracking).

3. Role-Based Access Control
· Configuration of permissions and roles based on user profiles and departments.

4. Workflow Automation
· Automation of key processes including procurement approvals, aircraft maintenance workflows, and compliance tracking.

5. Reporting and Dashboarding
· Real-time dashboards and custom reporting tools for analytics and operational oversight.

6. Audit and Compliance Support
· Implementation of traceable audit logs and documentation tools for regulatory compliance.

7. Data Standardization
· Standardization of table formats, naming conventions, and validations across the system.

8. Training and User Enablement
· Training modules for end-users, super-users, and technical support teams.

9. System Testing and UAT
· Thorough unit testing, system integration testing, and user acceptance testing (UAT) before go-live.

10. Change Management and Documentation
· Proper documentation of the system, including SOPs, user manuals, and change management protocols.

4.6.x2. Out-scope functionality
The following items are not included in the current project phase and may be addressed in future phases:
1. Mobile App Development
· While the system will be mobile-accessible via browsers, a native mobile app is not included in this scope.

2. AI-Based Predictive Analytics
· Advanced analytics using AI or machine learning algorithms will not be implemented in this phase.

3. New ERP or CRM Integration
· While the system will be compatible with ERP/CRM tools, full integration with new ERP/CRM platforms will be deferred to a later phase.

4. Third-Party Vendor Onboarding Platforms
· Platforms for onboarding or self-service access for external vendors are not in scope.

5. Infrastructure Upgrade
· Hardware upgrades or data center changes are outside the scope unless critical for implementation.

6. Legacy System Decommissioning
· Decommissioning old systems will be handled in a future, post-implementation phase.

7. Global Multi-Language Support
· The current phase supports only the primary operating language (e.g., English); localization/multi-language support is out of scope.

This scoped definition ensures the development team focuses on high-priority features while setting the stage for future expansions.

5.Assumptions
The following assumptions have been made during the planning, analysis, and requirement gathering phases of this project. These assumptions form the basis upon which requirements have been defined and the project scope has been planned. If any of these assumptions change, the project timeline, budget, or outcomes may be impacted.

General Project Assumptions:
1. Stakeholder Availability:
· Key stakeholders from both the business and technical sides will be available as needed for requirement gathering, reviews, approvals, and testing phases.

2. Timely Decision-Making:
· All decisions (e.g., scope changes, requirement clarifications, vendor selections) will be made within the agreed response timeframes to avoid delays.

3. Stable Business Processes:
· The core business processes will remain relatively stable throughout the project lifecycle, with any major changes formally communicated and managed through a change request process.

4. Support from IT and Business Teams:
· Subject Matter Experts (SMEs), IT resources, and business users will provide timely inputs and validations during requirements elicitation and solution testing.

5. Access to Existing Systems:
· The project team will have access to current systems, documentation, and architecture to perform gap analysis and integration planning.

Technical and System-Related Assumptions:
6. Infrastructure Availability:
· Necessary hardware, environments (development, QA, UAT, production), and software licenses will be available and set up before the development and testing phases begin.

7. System Integration:
· Existing ERP and third-party tools have APIs or interfaces that allow integration without major architectural overhaul.

8. Data Quality and Migration:
· Data required for migration or integration is assumed to be clean, complete, and accessible. Any data cleansing required will be the responsibility of the respective departments.

9. Compliance Alignment:
· Regulatory standards and compliance rules will remain unchanged during the development period, or timely updates will be provided for alignment.

Project Management Assumptions:
10. Waterfall Methodology Will Be Followed:
· The project will follow a sequential Waterfall methodology with distinct, non-overlapping phases (Requirements → Design → Development → Testing → Go-Live).

11. Budget Approval:
· The allocated budget will be approved and made available as per the financial schedule for procurement, development, training, and deployment.

12. Training Participation:
· Business users will participate in system training and UAT before system go-live.

13. Change Management:
· Any changes to requirements, scope, or deliverables will follow a formal change control process, with appropriate review and sign-off.

If any of these assumptions are proven invalid during the course of the project, a reassessment will be necessary to address risks and adjust the plan accordingly.

6.Constraints
The following constraints define the boundaries and limitations within which this project must operate. These constraints may affect the design, development, implementation, and support of the new system. Understanding and managing these constraints is critical for project success.

Time Constraints:
1. Fixed Project Timeline:
· The entire project must be completed within <<insert timeline, e.g., 6 months>>, including all phases: requirements, design, development, testing, and deployment.
· Specific deadlines are aligned with regulatory audits and business cycle schedules (e.g., year-end reporting, operational reviews).

Budget Constraints:
2. Limited Financial Resources:
· The project must be completed within a total approved budget of Rs. <<insert amount>>, covering software licensing, infrastructure, consulting, development, training, and implementation.

3. Cost-Control Measures:
· Preference will be given to leveraging existing infrastructure and open-source tools wherever feasible.

Technical Constraints:
4. Legacy System Compatibility:
· The new solution must interface with existing legacy systems that cannot be retired or extensively modified due to operational dependencies.

5. Platform and Tool Selection:
· Technology stack selection must align with existing IT policies and support capabilities to ensure maintainability post-deployment.

6. Data Migration Limitations:
· Only a subset of historical data (as agreed upon) will be migrated to the new system due to performance and relevance considerations.

Resource Constraints:
7. Limited Resource Availability:
· Internal IT and business resources are limited and are concurrently involved in other operational duties, which may impact availability.

8. Vendor Dependency:
· External vendor support may be limited to specific hours or service agreements, potentially affecting delivery during critical project stages.

Process Constraints:
9. Strict Adherence to Waterfall Model:
· The project will follow a Waterfall methodology; scope or requirements changes post sign-off must go through a formal change control process.

10. Compliance and Regulatory Boundaries:
· All system functionalities and data processes must comply with aerospace industry regulations such as DGCA, FAA, or EASA standards, limiting the freedom to alter certain workflows.

Organizational Constraints:

11. Standardized Approval Cycles:
· All document reviews, requirement validations, and phase sign-offs must go through the organization’s formal approval cycles, which may take time and delay transitions between phases.

12. Training Window:
· User training must be conducted within a short window prior to go-live to ensure minimal disruption to ongoing business activities.

These constraints will guide project planning, scope management, and risk mitigation. Any deviation from these constraints must be formally approved and may affect project outcomes.

7.Risks
This section outlines the potential risks that could impact the successful delivery of the project. Each risk is categorized by its likelihood, impact, and proposed mitigation strategy. Risk analysis will be revisited regularly throughout the project lifecycle to monitor and update the risk register.
Risk Response Strategies
1. Avoid – Eliminate the Risk Entirely

· Definition: This strategy involves changing the project plan or scope in such a way that the risk no longer exists. It’s the most proactive strategy and is used for risks with high probability and high impact.
· Example (for Aerospace Project): If there’s a risk that legacy systems cannot be integrated due to outdated architecture, you might decide to avoid that risk by replacing the legacy system entirely with a new one instead of attempting risky integration.
· When to Use:
· The risk could jeopardize the entire project.
· You have the authority and resources to make fundamental changes.

2. Mitigate – Reduce the Likelihood or Impact

· Definition: Mitigation doesn’t eliminate the risk but reduces either the likelihood that it will happen or its impact if it does happen. This is the most common and practical approach for many project risks.
· Example (for Aerospace Project): If there is a risk that stakeholders may be unavailable during the requirements phase, you can mitigate the risk by scheduling workshops in advance, sending reminders, and having backup representatives available.
· When to Use:
· You can't avoid the risk entirely.
· You have partial control over the contributing factors.

3. Transfer – Shift the Responsibility to Another Party

· Definition: In a transfer strategy, the responsibility or consequences of the risk are passed to a third party. You’re not getting rid of the risk — just shifting the burden.
· Example (for Aerospace Project): If there’s a risk that a specific module may fail due to specialized integration, you can outsource that part of the work to a third-party vendor with expertise, and include penalties or SLAs (service-level agreements) in the contract.
· When to Use:
· You lack expertise or capacity to handle the risk internally.
· A vendor, insurer, or external entity can take on the risk.

4. Accept – Acknowledge the Risk and Plan for It

· Definition: Acceptance means acknowledging that the risk exists but choosing to do nothing actively to address it, either because the impact is minimal or because mitigation is not cost-effective.
· Example (for Aerospace Project): If there’s a low probability that an optional reporting feature might be delayed, and it does not affect core operations, you may choose to accept the risk and include it in your post-launch enhancement plan.
· When to Use:
· The cost of addressing the risk is higher than its potential impact.
· The risk is very unlikely and not mission-critical.





	Risk ID
	Risk Description
	Likelihood
	Impact
	Strategy
	Planned Action

	R-01
	Stakeholder Unavailability during Key Phases
	High
	High
	Mitigate
	Schedule stakeholder interviews and validations in advance. Use documentation and email confirmations to avoid rework.

	R-02
	Scope Creep due to Uncontrolled Change Requests
	Medium
	High
	Avoid
	Implement strict change control process. Require formal approval and impact analysis for all changes.

	R-03
	Incompatibility with Existing Legacy Systems
	Medium
	High
	Mitigate
	Conduct technical feasibility assessments early. Engage legacy system SMEs during design. Use APIs or middleware for integration.

	R-04
	Inaccurate or Incomplete Requirement Elicitation
	Medium
	High
	Mitigate
	Use a variety of elicitation techniques (workshops, interviews, document analysis). Validate requirements with SMEs and stakeholders.

	R-05
	Budget Overrun due to Underestimation
	Low
	High
	Transfer
	Include contingency in the budget. Clearly define scope and deliverables. Escalate scope increases for sponsor approval.

	R-06
	Vendor Non-Performance or Delays
	Medium
	Medium
	Transfer
		


Use performance-based contracts. Include penalties for delays and define service levels. Maintain backup vendor options.


	R-07
	Data Quality Issues during Migration
	High
	Medium
	Mitigate
		



	


Perform data profiling early. Clean and validate data in collaboration with business users before migration.

	R-08
	Resistance to Change from End Users
	Medium
	Medium
	Mitigate
	Conduct change management sessions. Offer training and communication throughout the project. Gather feedback actively.

	R-09
	Compliance or Regulatory Violation
	Low
	High
	Avoid
	Engage compliance officers early in the requirements phase. Ensure the system is reviewed against applicable standards (DGCA, FAA, etc.).

	R-10
	Missed Project Deadlines due to Underestimated Workload
	Medium
	High
	Mitigate
	Develop a realistic project schedule. Use buffer time for critical tasks. Monitor progress weekly with clear milestones.



Ongoing Risk Management Process:
· Risks will be reviewed during weekly project status meetings.
· A risk owner will be assigned to each critical risk.
· Risks will be tracked in a Risk Register with action statuses updated regularly.
· Mitigation strategies will be escalated to the Project Sponsor if a risk threatens key milestones or deliverables.

7.1. Technological Risks
· Definition: Risks associated with new or existing technology platforms, integration limitations, or technical obsolescence.

· Examples for the Project:
· Integration challenges due to incompatibility between newly proposed system modules and existing legacy aerospace systems.
· Performance issues may arise if the data from multiple programs and tables are not harmonized effectively.
· Risks from vendor-delivered tools not being production-ready, leading to last-minute fixes or rollbacks.

· Mitigation Strategy:
· Conduct thorough technical feasibility studies during the design phase.
· Choose technologies already in use within the organization to ensure compatibility.
· Run pilot testing on key integration modules before full-scale deployment.

7.2. Skills Risks
· Definition: Risks related to the availability and capability of human resources, particularly those with domain knowledge or technical expertise.

· Examples for the Project:
· Lack of experienced business analysts who understand aerospace operations and system dependencies.
· Shortage of skilled developers with experience in integrating multi-table aerospace data systems.
· Inadequate internal trainers for end-user education on the enhanced system.

· Mitigation Strategy:
· Plan early recruitment or external hiring of consultants with aerospace domain expertise.
· Provide upskilling and certification programs before project execution.
· Ensure cross-functional team involvement to spread knowledge and reduce dependency on a few individuals.

7.3. Political Risks
· Definition: Risks arising from internal or external politics, conflicts of interest, or organizational change in leadership.

· Examples for the Project:
· Senior stakeholder turnover mid-project could lead to a shift in priorities or withdrawal of support.
· Departmental resistance to standardizing processes across all business units, particularly if they previously used siloed solutions.
· Budget cuts or reprioritization from top management impacting funding or scope.

· Mitigation Strategy:
· Secure formal sign-offs and approvals early in the project.
· Conduct regular stakeholder meetings and briefings to maintain alignment.
· Include project sponsorship from high-level executives to ensure top-down support.

7.4. Business Risks
· Definition: Risks related to the financial or strategic impact on the organization if the project fails or is cancelled.

· Examples for the Project:
· Failure to implement the full data consolidation may lead to continued operational inefficiencies, impacting critical aerospace decisions.
· Delays in the rollout could affect revenue-generating business units unable to adopt new service lines due to system limitations.
· Abandoning the project mid-way could lead to loss of sunk costs and vendor penalties.

· Mitigation Strategy:
· Align project outcomes to tangible business benefits (e.g., faster reporting, operational integration).
· Use clear KPIs and ROI analysis to justify investment and ongoing funding.
· Phase-wise delivery with incremental value to prevent total project failure.


7.5. Requirements Risks
· Definition: Risks associated with incorrect, incomplete, or misunderstood business or technical requirements.

· Examples for the Project:
· Key business functions (e.g., new aerospace services) were missed during the first phase, raising the risk that requirements may again be overlooked.
· Misalignment between business expectations and system deliverables due to lack of cross-departmental coordination.
· Over-reliance on a few stakeholders for requirement gathering without validating with a broader user base.

· Mitigation Strategy:
· Use a combination of elicitation techniques (interviews, workshops, document analysis) to ensure full coverage.
· Maintain a Requirements Traceability Matrix (RTM) to track requirements from capture through testing.
· Conduct peer reviews and validation sessions with both technical and business stakeholders.


7.6. Other Risks
· Definition: Any additional risks that don’t fall neatly into the categories above.

· Examples for the Project:
· Data privacy and protection concerns related to the handling of sensitive operational or customer data during migration.
· Vendor lock-in risk if proprietary software is used without source-code access or long-term support.
· Risk of user dissatisfaction if the system UI is significantly different or perceived as less efficient than previous tools.

· Mitigation Strategy:
· Conduct security audits and compliance reviews during design and testing.
· Choose vendors with transparent support contracts and technology roadmaps.
· Include end-users in UI design walkthroughs and UAT to ensure adoption and satisfaction.


8.Business Process Overview
The Aerospace Company aims to enhance its existing operations system by resolving identified gaps and implementing a robust, fully integrated IT solution. The process flow follows a Waterfall methodology, meaning each phase must be completed before the next begins. The following describes the sequential process phases and associated activities:

Phase 1: Requirement Gathering and Analysis
· Conduct stakeholder meetings, workshops, and document reviews to gather complete and clear functional and non-functional requirements.
· Identify business gaps such as missing functionalities and inability to generate consolidated reports.
· Define detailed business process flows and use cases.
· Output: Business Requirements Document (BRD), Functional Specification Document (FSD), Requirements Traceability Matrix (RTM).

Phase 2: System Design
· Develop a comprehensive system architecture that addresses all identified requirements.
· Design logical data flow and system integration to ensure all previously siloed data sources are consolidated.
· Establish data mapping between legacy systems and the new solution.
· Output: High-Level Design (HLD), Low-Level Design (LLD), Interface Design Documents.

Phase 3: Development
· Begin software development in accordance with the specifications laid out in the design documents.
· Develop integration logic for multiple databases/tables to ensure unified reporting capabilities.
· Code modular components to support flexibility and future scalability.
· Output: Working software modules, developer documentation, integration scripts.

Phase 4: Testing
· Conduct unit testing, system testing, integration testing, and user acceptance testing (UAT).
· Validate all functional and non-functional requirements against the RTM.
· Ensure missing functionalities from Phase 1 are now incorporated and work as intended.
· Output: Test Plans, Test Cases, Bug Reports, UAT Sign-off Forms.

Phase 5: Implementation (Go-Live)
· Migrate existing data into the new system using validated data migration scripts.
· Roll out the application in the production environment.
· Conduct final round of sanity checks and system validation.
· Output: Live system, go-live report, deployment documentation.

Phase 6: Training and Knowledge Transfer
· Train end-users and technical teams on how to operate and maintain the new system.
· Distribute user manuals and quick reference guides.
· Conduct walkthrough sessions and hands-on training.
· Output: Training materials, attendance logs, user feedback forms.

Phase 7: Support and Maintenance
· Set up a post-implementation support team to address early-stage issues.
· Monitor system performance, user feedback, and incident logs.
· Begin planning for future enhancements or optimization based on real-time usage data.
· Output: Support logs, SLA reports, performance tuning recommendations.

8.1. Legacy System (AS-IS)
The existing system at the Aerospace Company was developed to handle various operational modules across departments. While some basic automation was in place, the legacy system exhibited significant limitations that impacted efficiency and decision-making. The current (AS-IS) setup relied heavily on disparate programs for specific functions, with no centralized mechanism to consolidate or synchronize data across multiple modules.
The system could not support some business functions during the initial phase due to:
· Siloed data sources.
· Lack of integration across applications.
· Manual interventions to gather and reconcile data.
· Absence of certain business-critical modules due to unavailability in the system.
Key Characteristics of the AS-IS System
	Component
	Status in Legacy System

	Data Integration
	Not available; data scattered across tables

	Reporting
	Manual, Excel-based; time-consuming

	Business Function Coverage
	Partial; some services/functions unsupported

	User Experience
	Inconsistent interfaces across departments

	Automation
	Limited to individual processes

	Error Handling
	Manual correction and issue logging



8.2. Proposed Recommendations (TO-BE)
To address the gaps and inefficiencies in the existing (AS-IS) system, the proposed (TO-BE) solution aims to implement a fully integrated IT system tailored to the Aerospace Company's operational needs. This solution will unify data from multiple business functions, automate currently manual processes, and incorporate missing functionalities that are essential to business operations.
The new system will be designed using the Waterfall methodology, ensuring a structured, phase-by-phase implementation. This approach will allow for precise requirements gathering, thorough testing, and step-wise system rollout — reducing the risk of project failure and aligning the solution closely with business needs.
[image: ]


Key Functional Capabilities in the TO-BE System
· Integrated Dashboard for real-time operational visibility.
· Advanced Reporting Tools to extract and analyze data across departments.
· Role-based Access Control (RBAC) to enhance security and task accountability.
· System Notifications for task alerts, escalations, and error handling.
· Audit Trail & Logging to support compliance and traceability.

Key Enhancements in the TO-BE System
	Legacy Challenge
	TO-BE System Resolution

	Multiple siloed programs and data tables
	Centralized database with unified data access and reporting

	Missing business functionalities
	Incorporation of additional modules as per redefined requirements

	Manual report generation
	Automated real-time reporting dashboards

	Lack of integration across departments
	Interconnected modules with consistent user interface across teams

	Limited scalability and flexibility
	Modular, scalable architecture allowing future expansion

	High dependency on manual error resolution
	Built-in validation, error tracking, and automated notifications

	No business continuity or backup systems
	Introduction of data redundancy and failover mechanisms



9.Business Requirements
This section outlines the specific business requirements identified during the elicitation phase from key stakeholders. The requirements are grouped based on functional areas and prioritized based on business impact. Both functional and non-functional requirements are included to ensure a complete understanding of system expectations. These requirements will be tracked in the Requirement Traceability Matrix (RTM) throughout the lifecycle of the project.
Legend for Priority Levels
· High – Must-have for system operation or legal compliance.
· Medium – Important but not critical for initial operation.
· Low – Nice-to-have features that enhance usability or future upgrades.
Functional Requirements (FRs)
	Req ID
	Area
	Requirement Name
	Description
	Priority
	Reference

	FR-001
	Reporting & Data
	Consolidated Report Module
	System should generate reports pulling from multiple data sources/tables.
	High
	UC-01

	FR-002
	Maintenance Ops
	Maintenance Scheduling
	Ability to auto-schedule maintenance activities and assign personnel.
	High
	UC-02

	FR-003
	Inventory
	Inventory Sync
	Real-time sync between maintenance and inventory modules.
	High
	UC-03

	FR-004
	User Management
	Role-Based Access Control
	Define user roles and restrict access accordingly.
	Medium
	UC-04

	FR-005
	Notifications
	Email & Alert System
	Send email/SMS alerts for critical events and task due dates.
	Medium
	UC-05

	FR-006
	Data Import/Export
	Data Migration Tools
	Allow bulk upload and download in CSV/Excel formats.
	Medium
	UC-06

	FR-007
	Dashboard
	Real-Time KPIs
	Dashboard to show live metrics for leadership overview.
	Low
	UC-07




10.Appendices
This section provides supporting information to aid in the interpretation and use of the BRD. It includes definitions, acronyms, and links to related documents for cross-reference.

10.1. List of Acronyms
	Acronym
	Full Form

	BRD
	Business Requirements Document

	BA
	Business Analyst

	UAT
	User Acceptance Testing

	RTM
	Requirement Traceability Matrix

	RACI
	Responsible, Accountable, Consulted, Informed

	FR
	Functional Requirement

	NFR
	Non-Functional Requirement

	UI
	User Interface

	UX
	User Experience

	RFP
	Request for Proposal

	ITS
	Information Technology Services

	SME
	Subject Matter Expert

	KPI
	Key Performance Indicator



10.2. Glossary of Terms
	Term
	Definition

	Functional Requirement
	A specific behaviour or function of the system (e.g., report generation).

	Non-Functional Requirement
	A system attribute like performance, security, or scalability.

	Stakeholder
	Any individual or group affected by or having interest in the project.

	Legacy System
	The old or existing system being replaced or improved.

	User Acceptance Testing
	The final phase where users test the system against their requirements.

	Business Rule
	A rule that defines or constrains some aspect of the business.

	Traceability
	The ability to track a requirement from origin to implementation.



10.3. Related Documents
	Document Name
	Description
	Reference/Link

	Business Case Document
	Outlines the rationale and justification for the project
	[Provided Internally]

	Stakeholder Analysis Report
	Identifies and categorizes stakeholders
	[Provided Internally]

	Requirement Traceability Matrix (RTM)
	Maps requirements to design, test, and implementation stages
	[Provided Internally]

	Use Case Documentation
	Detailed use cases for functional requirements
	[Provided Internally]

	Project Plan
	Detailed project timeline, tasks, and resources
	[Provided Internally]
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