Document 1- Business case document template 
Why is this project initiated?
· Cost Reduction: The lite automation tool can lower operational costs by reducing the need for human resource, streamlining processes, and decreasing errors that require expensive fixes.
· Increased Productivity: Tasks can be completed more quickly and efficiently, allowing for higher throughput and output, which boosts overall productivity.
· Improved Accuracy and Quality: Automating tasks reduces the risk of human error, leading to more consistent and reliable results, which enhances the quality of work and products.
· Better Resource Allocation: 
· Enhanced Efficiency: Making operations smoother and optimizing resource utilization.
· By handling routine tasks, automation frees up human employees to focus on more complex, strategic, and value-added activities.
· Faster Response Times: The tool drafts the mails to RM quickly and enabling rapid and  faster turnaround times for processes and tasks.
· Scalability and Flexibility: Automation tools provide the ability to handle increased workloads. 
· Consistency and Standardization: The tool ensures that processes are performed the same way every time, leading to standardized outputs and predictable outcomes.
  What are the current problems? 
· Repetitive and Tedious Tasks: Releasing payment throughout the day to be performed repeatedly and it needs significant manual effort with continuous monitoring  which is again time taking task.
· High Human Error Potential: The processes prone to human error, chances of financial risk, customer dissatisfaction.
· Less Speed and Efficiency: Manual processing takes more time, reduce overall processing times, and cause operational inefficiency.
· Increased Workload followed by backlog: When dealing with large volumes sometimes the increased workloads cause backlogs and extra working hours for team members.
With this project how many problems could be solved? 
	CURRENT PROBLEM
	        PROPOSED SOLUTION

	Repetitive Tasks: Repetitive task like checking payment as per urgency can’t be always with 100% accuracy. .
Human Error: Manual processing always errors prone.
	· Tool excels at handling repetitive tasks that are prone to human boredom and error.
·  By replacing manual work with precise, consistent execution, automated tools eliminate human mistakes in data processing, testing, and other operational areas.


	Slow Processes & Delays: Lack of Resources or any unplanned leave create a situation of volume spike and customer complains as the customer waits for his urgent payment release, or sometime due to human negligence urgent payment is not prioritized 
	· Automation accelerates task completion, leading to faster delivery of products and services.


	 Existing Resource
	· High Costs: While there is an initial investment, automation significantly reduces long-term costs by minimizing manual labour, correcting fewer errors, and improving resource allocation.


	Unreliable Performance: Poor work allocation, knowledge gap, hinder operational efforts.
	· Automated systems perform tasks consistently without fatigue or distraction, improving overall reliability and quality compared to manual methods.


	Delayed Feedback: QA team give feedback to the operator after the payment verification which is again a time-consuming task for any sort of modification.
	· Automation provides faster discovery and reporting of issues, allowing for quicker fixes.


	Inability to Handle Scale: On high volume day the Operator sometimes unable to prioritize the work which may cause High stress levels Fatigue and Stress:


	· Automation can easily handle large volumes of data and tasks, enabling systems to scale up or down without proportionally increasing human resources.


	
	



What are the resources required? 
Answer:
1. Human Resources:
Project Manager
Business Analyst
Frontend Developers
 Backend Developers
UI/UX Designer 
QA Analyst:
DeVos Engineer:
 Support & Training Team
2.Infrastructure:
Frontend: HTML, CSS (Cascading Style Sheets), JavaScript
Backend: Node.js
Database: MySQL
Cloud: AWS
Tools: Git
3. Hardware & Network Requirements:
Developers Machines
Backup Servers
VPN,Fireworks,Secure Access Controls.
How much organizational change is required to adopt this technology?
Answer:
i) A shift from manual to automated workflows.
ii) Adaptation of a new platform interface and process changes.
iii) New policies for handling huge volume.
To facilitate a smooth transition, change management support, documentation and user training session, user manual will be provided prior to and post deployment.
Time frame to recover ROI? 
Answer:
Return on investment (ROI) is a metric used to denote how much profit has been generated from an investment that’s been made for a project.
The financial return on investment is achieved within 12-18 months post-deployment. This estimate is based on following factors:
iv) Reduction in manual resource headcount.
v) Increased learner throughout with standardized process.
vi) Improved customer satisfaction and retention followed by global expansion
The platform will enable cost savings, enhanced productivity, scalability and sustainability of the project through high customer service.
How to identify Stakeholders?
Answer: Stakeholder identification determines who the stakeholders are, including customers, employees, suppliers, investors, and the community. 
Stakeholders were identified using structured techniques during the requirement gathering phase
Methods Used:
Stakeholder interviews and focus group discussion.
Impact analysis based on department functions.
	Stakeholder Type
	Examples

	Internal
	senior Management, admins,IT,Support Staffs.,Project Team

	External
	Customer,End user, Third party Service Providers



All stakeholders will be regularly engaged through status meetings, requirement sign-offs and feedback loops to ensure alignment and adaptation.
Conclusion: By introducing the automation tool the customer service will be enhanced by timely releasing the payment on time. With clear scope, robust project planning the project will sustain for long term and will bring the organization value.

                                                           DOCUMENT 2: BA STRATEGY
Answer: BA strategy will include:
i) Business Analysis resources and their Roles & responsibilities.
ii) Requirements Gathering Approach for the project
iii) Stakeholder Engagement.
iv) Requirements Review Process & Approval Cycles.
v) Change Management approach to requirements & agreed deliverables.
vi) Other elements such as team structure, assumptions and constraints could also be included.

Project Title: Lite Automation Tool Implementation
Skill up Track: Payment Release Platform
Prepared By: Piyali Chaudhuri, Business Analyst
BA Project Completion Strategy
Document Analysis: To understand in depth requirements, I reviewed the existing document, extracted information from various sources like Process reviews, customer feedback, system specifications, meeting minutes, and user manuals to understand & gather requirements. Document Analysis provided a starting point for understanding an existing problem and challenges, reduced the need for extensive interviews with SME. 
Observation Shadowing-To understand actual workflows and pain points.
Following questions analysis were done
i) What are the current problem team is facing now?
ii) Who will be using the new tool?
iii) What functions are expected from the tool?
Prototyping: Interactive mock ups to validate user expectation and refine requirements.
 Stakeholder Analysis & RACI/ILS MATRIX:
Stakeholder Identification
i) Internal: project sponsor, Admin Team, IT Department, Trainers
ii) External: End Users
Tools Used:
RACI MATRIX ( Responsible,Accountable,Consulted ,Informed)
Influence Vs Interest - The influence vs. interest grid, also known as the power/interest grid or stakeholder matrix, is a tool used in stakeholder analysis to categorize and prioritize stakeholders based on their level of influence (or power) and their level of interest in a project or initiative.
Map Stakeholders:
typically divided into four quadrants: 
· High Power/High Interest: These stakeholders should be managed closely, kept fully informed, and actively engaged. 
· High Power/Low Interest: These stakeholders need to be kept satisfied, often with high-level updates, to ensure their support. 
· Low Power/High Interest: These stakeholders should be kept informed and engaged, as they can be valuable advocates. 
· Low Power/Low Interest: These stakeholders require minimal attention and can be monitored. 

  Documents to write:
i) Project Vision Document
ii) Business Analysis Plan-Stakeholder Analysis Document (RACI)
iii) Business Requirement Document 
iv) Functional Requirement Specification (FRS)/Functional Specification Document (FSD)
v) System Requirement Specification (SRS)/System Requirement Document (SRD)
Document Sign Off Document sign off is the process generally involves selecting an e-signature platform, this includes steps like uploading documents, setting up signature fields, sending documents for signature, tracking progress, and storing signed documents. 
Once the above-mentioned documents are prepared I as a BA will took the sign off on the above documents via Emails and Physical Sign off as well from the respective Stakeholders.
i) Project Vision Document-Email to -Project Sponsor and CC-Financial Head, Project Coordinator and Project Manager.
ii) Business Requirement Document-Project Sponsor (Email and Physical)
iii) FRS/ FSD & SRS/SRD-Email to- Project Sponsor and CC-Financial Head, Project Coordinator & Project Manager.       
Taking Approvals: While taking approval for all above documents, I will call the respective Stakeholders & send them email with the details.
Selected a platform: an e-signature platform For Examples included
 Define the process: The exact steps were involved in our document signing process,       including who needs to sign, in what order, and what data needs to be collected. 
Manage notifications: Have Configured automated email notifications to alert signers when a document is ready for their signature and to provide updates on the signing progress. 
How to take approvals from the client?
Answer: Client approval is all about aligning our clients’ vision and expectations with our work. This means that client approval can take place in different project stages with other purposes. 
Here’s why client approvals are so important:
1. Establish clear expectations – Client approvals help manage client’s expectations and make sure there’s no room for disappointment. When clients review and approve project scopes, designs, or plans, they have a solid understanding of what they can expect, which helps reduce misunderstandings later on.
2. Alignment – Approvals make sure that the client’s vision, goals, and preferences are aligned with the work that you’re delivering. By aligning on our vision and goals, it make sure there are no surprises in the client’s final say on the project.
3. Accountability – Client approvals hold our clients accountable by making them agree to things like project scope, creative direction, and costs. And then they hold our team accountable for delivering on what’s been approved.
4. Risk management – Approvals can help avoid risks by making sure that issues are addressed before they have a chance to escalate. If a client raises concerns during the review process, it can easily make adjustments with the progress of the project.
5. Legal protection – In certain industries, obtaining client approvals can provide legal protection for our organization. By having a documented proof of client agreement, will be prepared for the worst case scenario.
6. Change request approval – When there are changes to the project scope, timeline, or other aspects, clients might need to approve these changes before they are implemented.

 Four steps as follows for making client approval process more efficient.
1. Share the files with our reviewers. ... in any format
1   Documents
2. Video Files
3. Audio Documents
4. Live Websites 
5. HTML Content

2.Get feedback and discuss ideas for improvements. ...
 Here are three key reasons fr what I  should always ask for client feedback: 
1.Improved results
2.Increased client retention
3.Work more efficiently

3.Develop and share a new version. ...With all the feedback in one place, it’s time to get to work on the next version. As we improve our work with each review round, we need a clear way of showing reviewers which version is the latest.  This way, our clients will have a clear overview of all previous versions, the current version of the file, and, most importantly, the ability to compare versions.
4.Repeat until I get approval.
If more than one person needs to approve our work, we can quickly lose track of who’s approved it and whose approval we’re still waiting for.
So File stage helps keep our approval process smooth and more organized:
· Reviewers can give approval with a single click
· You can instantly see who’s approved what from your dashboard
· Send automated reminders to make sure content gets approved on time
Communication Channels to establish and implement: As a BA, I did the below communication channels:
i) Face to Face communication: For requirement gathering stage, for example Interview with Stakeholders.
ii) Video Conferencing: This communication is also used when the Stakeholder is at a different geographical location.
iii) Phone Calls: This communication is used for setting up meeting with Stakeholders and for taking approvals.
iv) Emails-This communication is used for setting up meeting with Stakeholders and taking approvals.
How did I handle Change request  :As a BA I handled the change request of sorting the client not by the Customer name but by the customer ID  by understanding the below steps 
Identify the change:
Determine what aspect of the project scope is being modified, such as deliverables, requirements, or timelines. 
Understood the reason:
Investigated why the change is being requested. Is it due to a new requirement, an unforeseen issue, or a shift in priorities? 
Assess the impact:
Evaluate how the change will affect the project's schedule, budget, resources, and overall objectives. 
2. Documenting the Change:
Created a change request:
Formalize the change by documenting it in a change request form. This  included details about the change, the reason for it, and its potential impact. 
Updated project documentation:
Adjust the project plan, requirements document, or other relevant materials to reflect the change. 
3. Communicating with Stakeholders:
Informed stakeholders:
I Shared the change request with all relevant stakeholders, including the project team, sponsors, and clients.
Set expectations:
Clearly communicated the potential impact of the change on the project's timeline, budget, and deliverables.
Addressed concerns:
Provided a forum for stakeholders to ask questions and voice any concerns they may have about the change. 
4. Evaluating the Impact:
Conduct a thorough impact analysis:
Assess the potential consequences of the change on various aspects of the project, such as resources, schedule, budget, and quality. 
5. Managing the Change:
Implement a change control process:
Establish a formal process for reviewing, approving, and implementing changes to the project scope. 
Secure approvals:
Obtain necessary approvals from relevant stakeholders before implementing the change. 
Monitor and control:
Track the progress of the change and ensure that it is being implemented as planned. 
6. Learning and Improving:
Conduct post-implementation reviews:
After the change has been implemented, reviewed its impact and identify lessons learned. 
HOW TO ADRESS THE STAKEHOLDER ABOUT THE PROJECT PROGRESS?
To effectively update stakeholders on project progress, a consistent and clear communication was made through various channels like regular meetings, status reports, and dashboards. 
Here's a more detailed breakdown:
1. Established a Communication Plan Stakeholders:
Determine who needs to be informed and their specific information requirements. 
2.Choose Communication Methods:
The most appropriate channels followed (e.g., email, presentations, dashboards) based on stakeholder preferences and the nature of the information. 
3.Frequency and Timing:
Scheduled regular updates, considering the project's pace and stakeholder availability. 
4. Clear and Concise Updates:
Provided a clear summary of current progress, highlighted accomplishments, and outlining next steps. 
5.Active Listening: stakeholder feedback and their concerns were promptly accepted. 
Schedule weekly team meetings: where progress is reviewed and discussed. 
Send out a weekly status report: summarizing key accomplishments, issues encountered, and upcoming tasks.

Document 3- Functional Specifications
Answer: Functional requirements for developing an automation tool define what the tool must do to achieve its purpose. These requirements directly relate to the features and capabilities the tool will offer to users.
	PROJECT NAME
	LITE AUTOMATION TOOL

	CUSTOMER NAME
	SEPA 

	PROJECT VERSION
	1.1 

	PROJECT SPONSOR
	HSBC

	PROJECT MANAGER
	RAVI YADAV

	PROJECT INITIATION DATE
	10.10.2015



	REQ ID
	REQ NAME
	REQ DESCRIPTION
	PRIORITY

	FR0001
	USER AUTHENTICATION
	User authentication and authorization for tool access control.

	9

	FR0002
	USER FILTER
	Ability to define and filter automated tasks or workflows.

	8

	FR0003
	TASK EXECUTION
	Capability to execute tasks on demand or on a scheduled basis.

	7

	FR0004
	ERROR DETECTION
	Robust error detection and handling mechanisms
	9

	FR0005
	ERROR NOTIFICATION
	Notification mechanisms for errors or critical events protocols 
	9

	FR0006
	DATA VALIDATION
	Data validation and manipulation functionalities.

	8

	FR0007
	HANDLING SENSITIVE DATA
	Secure handling of sensitive data.

	7

	FR0008
	Ease of Use
	The tool should be user-friendly and intuitive, with a clean interface and easy-to-understand scripting language to minimize the learning curve and accelerate test creation.
	9

	FR0009
	Handling high volume
	Ability to handle a growing number of automated tasks and concurrent executions.

	8

	FR00010
	Resource utilization
	Efficient resource utilization to ensure optimal performance.

	7

	FR00011
	Easy Maintenance
	The tool should allow for easy maintenance and reuse of test cases, even if the application UI changes.
	7


 
Document 4- Requirement Traceability Matrix
Answer:
A Traceability Matrix should be used in the following situations:
· Requirement coverage assessment: To ensure that all requirements are covered by appropriate test cases.
· Change impact analysis: To assess the impact of a requirement change on related test cases.
· Regression testing: To identify which test cases need to be executed when a requirement changes.
· Gap analysis: To identify any missing requirements or test cases in the project.

	REQ ID
	REQUIREMENT DESCRIPTION
	DEVELOPMENT TASK ID
	TEST CASE ID
	UAT SCENARIO ID
	STATUS

	FR001
	Verify operator can successfully login into tool
	DEV001
	TC001
	UAT001
	COMPLETED

	FR002
	Verify error message is displayed for invalid inputs
	DEV001
	TC001
	UAT001
	COMPLETED

	FR003
	Verify operator can log in with valid credentials
	DEV001
	TC001
	UAT001
	COMPLETED

	FR004
	Verify operator receives a confirmation message after login
	DEV001
	TC001
	UAT001
	COMPLETED

	FR005
	Verify error message is displayed for incorrect login
	DEV001
	TC001
	UAT001
	COMPLETED

	FR006
	Verify error message is displayed for empty content
	DEV001
	TC001
	UAT001
	COMPLETED

	FR007
	Send reminders for session log out
	DEV001
	TC001
	UAT001
	COMPLETED

	FR008
	Verify "Forgot Password" link redirects correctly
	DEV001
	TC001
	UAT001
	COMPLETED

	FR009
	Verify operator can create a new password
	DEV001
	TC001
	UAT001
	COMPLETED

	FR010
	
	DEV001
	TC001
	UAT001
	COMPLETED

	FR011
	
	DEV001
	TC001
	UAT001
	COMPLETED

	FR012
	
	DEV001
	TC001
	UAT001
	COMPLETED



Document 5- BRD Template
1.DOCUMENT REVISIONS
	DATE
	VERSION NUMBER
	DOCUMENT CHANGERS

	01/04/2016
	0.1
	Initial Draft

	12/04/2016
	1
	Finalized BRD client Approved



2.APPROVALS
	ROLE
	NAME
	TITLE
	SIGNATURE
	DATE

	PROJECT SPONSOR
	MR A Das
	Head-Trianer
	
	

	BUSINESS OWNER
	MR TS GOPALAN
	Director
	
	

	PROJECT MANAGER
	Ms P Chaprasi
	Senior PM
	
	

	SYSTEM ARCHITEC
	MR Tia  Goel
	Solution Architech
	
	

	DEVELOPMENT LEAD
	Mr Atul Raj
	Tech Lead
	
	

	USER EXPERIENCE LEAD
	Mr Arjun Tripathi
	Ui/UX Manager
	
	

	QUALITY LEAD
	Stephanie Lamoire
	
	
	

	CONTENT LEAD
	Mr R Lakhman
	
	
	



3. RACI CHART
	PROJECT INITIATION
	PROJECT SPONSOR
	PROJECT MANAGER
	BUSINESS ANALYST
	TECHNICAL ARCHITECH
	DEVELOPERS

	TASK 1
	C
	
	C
	I
	I

	TASK 1
	A
	I
	R
	C
	I

	TASK 1
	A
	I
	R
	C
	I

	TASK 1
	C
	I
	I
	R
	I



