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Business Case Document: IGRS Enhancement Project

➢ Why is this project initiated?
This project is initiated to improve the efficiency, compliance, and traceability of the existing Inward Global Remittance System (IGRS) by integrating real-time SWIFT tracking, automating invoice matching, and enhancing trade compliance. As international trade and remittance volumes grow, there is a critical need for automation, transparency, and faster processing to meet client expectations and regulatory requirements.

➢ What are the current problems?
· Manual effort required to match remittances with invoices and BOEs
· Delays in settlement due to compliance bottlenecks
· Higher risk of non-compliance and audit findings
· Inadequate visibility into remittance status for internal teams and customers

➢ With this project how many problems could be solved?
This project directly addresses at least 5 major problems, including:
1. Reduced reconciliation time via auto-matching of invoices/BOEs
2. Streamlined compliance with automated monitoring and reporting
3. Enhanced user visibility through dashboards and alerts
4. Improved audit readiness and risk mitigation

➢ What are the resources required?
	Resource Type
	Description

	Human Resources
	Business Analyst, Developers, QA Testers, Compliance Analyst, Project Manager

	Technical Resources
	SWIFT GPI APIs, Invoice Matching Engine (custom or third-party), Compliance rule engine (AI-based), Internal server/cloud hosting, Dev/Test environments

	Financial Resources
	Budget allocation for licenses, development, UAT, and training



➢ How much organizational change is required to adopt this technology?
The change impact is moderate, requiring:
· Training of trade operations and compliance teams on the new modules
· Updates to internal SOPs to reflect automated workflows
· Integration with existing banking systems
· Change management efforts to support smooth user adoption

➢ Time frame to recover ROI?
The Return on Investment (ROI) is expected within 6 to 9 months post-implementation due to:
· Reduction in manual processing costs
· Faster remittance clearance leading to better client satisfaction
· Lower compliance penalty risks to bank from RBI

➢ How to identify Stakeholders?
Stakeholders can be identified using a combination of:
· Organizational Impact Analysis: Teams or departments affected by the new features (e.g., Operations, Compliance, IT)
· RACI Matrix: To define roles like Responsible, Accountable, Consulted, and Informed
· Interviews & Workshops: With key functional heads and power users
· Document Review: Identifying stakeholders based on existing process ownership and touchpoints within the remittance lifecycle





Document 2: Business Analyst Strategy Document

1. BA Approach Strategy Overview:
As the Business Analyst for the IGRS Enhancement Project, my approach is structured to ensure successful project delivery through clear requirement gathering, stakeholder alignment, documentation, approvals, and change management. The BA acts as the bridge between business needs and technical execution.

2. BA Project Lifecycle & Key Steps:

	Step
	Description

	1. Project Understanding & Initiation
	Understand business context, goals, and high-level scope

	2. Stakeholder Identification & Analysis
	Identify key stakeholders and analyze their interests/influence

	3. Requirement Elicitation
	Gather business, functional, and non-functional requirements

	4. Documentation & Validation
	Prepare key BA documents and validate with stakeholders

	5. Sign-offs & Approvals
	Obtain formal sign-off on finalized requirements

	6. Change Management
	Define a process to handle change requests during the lifecycle

	7. Communication & Reporting
	Regular status updates and risk/issue communication

	8. UAT & Project Closure
	Support UAT, capture signoff, and confirm project acceptance





3. Elicitation Techniques to be Applied:
	Technique
	When/Why Used

	Workshops
	For joint discussions with multiple stakeholders to gather detailed requirements

	Interviews
	For one-on-one sessions with SMEs and power users

	Document Analysis
	To understand existing processes, SOPs, and past project documentation

	Brainstorming
	For new feature ideation and problem-solving

	Prototyping/Wireframes
	To visualize UI features before development

	Surveys/Questionnaires
	To gather feedback from a broader user group

	JAD Sessions
	For collaborative sessions involving business and IT teams
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4. Stakeholder Analysis – RACI & ILS Model:
a. RACI Matrix Example:

	Task
	Business Owner
	BA
	Developer
	QA
	Client
	Compliance

	Requirement Gathering
	C
	A/R
	I
	I
	C
	C

	Document Sign-off
	A
	R
	I
	I
	A
	C

	UAT Support
	C
	R
	I
	A
	A/R
	C

	Go-Live Planning
	A
	R
	C
	C
	I
	I



(R = Responsible, A = Accountable, C = Consulted, I = Informed)

5. Documents to be Prepared by BA:
· Business Case Document
· BA Strategy Document
· Stakeholder Analysis (RACI, ILS)
· BRD (Business Requirements Document)
· FSD (Functional Specification Document)
· Use Case & Process Flow Diagrams (UML)
· Change Request Form
· Traceability Matrix
· UAT Test Cases & Sign-off Sheet
· Final Client Project Acceptance Form

6. Document Sign-Off Process:
1. Draft Creation: Prepare initial draft and circulate for review
2. Review Meeting: Walkthrough with stakeholders for comments
3. Incorporation of Feedback: Revise document based on inputs
4. Formal Sign-Off: Obtain email or digital signature from stakeholders
5. Repository Update: Save final signed copy in shared location (e.g., SharePoint, Confluence)

7. Client Approval Process:
· Share finalized documents via email or portal
· Conduct a client review meeting or demo
· Collect feedback in writing
· Capture changes (if any) through change request forms
· Request formal approval via:
· Email confirmation
· Physical signature if required

8. Communication Channels to Establish:

	Channel
	Purpose

	Email
	Formal communication and document sharing

	MS Teams / Zoom
	Daily stand-ups, meetings, workshops

	Jira 
	Task and progress tracking

	Slack (if internal)
	Quick team collaboration

	Project Status Reports
	Weekly/bi-weekly updates to client & internal stakeholders





9. Handling Change Requests (CR):
· Log all CRs in the Change Request Register
· Analyze impact on scope, time, cost, and risk
· Present CR to client for approval/rejection
· Update BRD/FSD if approved
· Get CR signed off as per the original sign-off process

10. Updating Project Progress to Stakeholders:
· Share weekly status reports with:
· Tasks completed
· Upcoming tasks
· Risks and mitigation
· CR summary (if any)
· Maintain project dashboard (Jira, Excel) for real-time visibility

11. UAT & Client Project Acceptance Sign-off:
· Prepare UAT Test Plan & Scenarios
· Coordinate UAT sessions with client users
· Record outcomes (Pass/Fail) in UAT Test Report
· Capture bugs or issues for resolution
· After successful UAT completion:
· Share UAT Sign-off Form with the client
· Obtain formal acceptance via email or signed document
· Include version/date of the product delivered in the sign-off form

Bottom of Form






Document 3: Functional Specification Document

Project Name:
IGRS Enhancement Project

Customer Name:
Global Trade Bank Ltd.

Project Version:
Version 1.0

Project Sponsor:
Mr. Alok  – Head of International Banking

Project Manager:
Ms. Ankita Sharma – Senior Project Manager

Project Initiation Date:
01-July-2025

Functional Requirement Specifications

	Req ID
	Req Name
	Req Description
	Priority

	FR0001
	Login
	User should be able to login to the application to perform remittance operations
	10

	FR0002
	SWIFT Tracking
	The system should fetch real-time SWIFT MT103/MT202 status via API integration
	9

	FR0003
	Invoice to Shipping Bill Matching
	Automatically match remittances with invoice and Shipping Bill data using reference numbers
	9

	FR0004
	Compliance Rules
	System should run predefined rules to flag suspicious or non-compliant entries
	8

	FR0005
	Alerts & Emails
	Trigger alerts and email/SMS notifications on remittance status or issues
	8

	FR0006
	Dashboard View
	Display key performance indicators (KPI) to operations and compliance teams
	7

	FR0007
	Audit Trail
	Maintain a complete log of actions performed by all users for compliance audits
	7

	FR0008
	Customer Access
	Allow customers to securely track remittance status through external portal
	6







Document 4: Requirement Traceability Matrix
	Req ID
	Req Name
	Req Description
	Design
	D1
	T1
	D2
	T2
	UAT
	Req ID
	Req Name
	Req Description
	Priority
	
	
	
	
	

	FR0001
	Login
	User must be able to login to access the application
	Yes
	Pending
	No
	Yes
	Yes
	YES
	FR0001
	Login
	User should be able to login to the application to perform remittance operations
	10
	
	
	
	
	

	FR0002
	SWIFT Tracking
	System must fetch real-time SWIFT message status
	Yes
	Yes
	Yes
	Yes
	Yes
	YES
	FR0002
	SWIFT Tracking
	The system should fetch real-time SWIFT MT103/MT202 status via API integration
	9
	
	
	
	
	

	FR0003
	Invoice Matching
	Automatically match invoices with remittance entries
	Yes
	Yes
	Yes
	Yes
	Yes
	YES
	FR0003
	Invoice to Shipping Bill Matching
	Automatically match remittances with invoice and Shipping Bill data using reference numbers
	9
	
	
	
	
	

	FR0004
	Compliance Rules
	Flag suspicious entries based on pre-set logic
	Yes
	Yes
	No
	Yes
	Pending
	YES
	FR0004
	Compliance Rules
	System should run predefined rules to flag suspicious or non-compliant entries
	8
	
	
	
	
	

	FR0005
	Alerts & Emails
	Notify stakeholders of remittance status via alerts
	Yes
	Yes
	Yes
	Yes
	Yes
	YES
	FR0005
	Alerts & Emails
	Trigger alerts and email/SMS notifications on remittance status or issues
	8
	
	
	
	
	

	FR0006
	Dashboard View
	Visual KPIs for compliance/ops users
	Yes
	Pending
	No
	Yes
	Yes
	YES
	FR0006
	Dashboard View
	Display key performance indicators (KPI) to operations and compliance teams
	7
	
	
	
	
	

	FR0007
	Audit Trail
	Log all system actions for traceability
	Yes
	Yes
	Yes
	Yes
	Yes
	YES
	FR0007
	Audit Trail
	Maintain a complete log of actions performed by all users for compliance audits
	7
	
	
	
	
	

	FR0008
	Customer Access
	Secure access for customers to check remittance
	Yes
	Yes
	Pending
	Yes
	
	
	FR0008
	Customer Access
	Allow customers to securely track remittance status through external portal
	6
	
	
	
	
	






Business Requirements Document (BRD)
Project Name: IGRS Enhancement Project
Project ID: PR 001
Version ID: v 01
Author: Ritesh Singh	
Date: 03-July-2025

1. Document Revisions
	Date
	Version Number
	Document Changes

	03/07/2025
	0.1
	Initial Draft Created



2. Approvals

	Role
	Name
	Title
	Signature
	Date

	Project Sponsor
	Alok
	Head of International Banking
	
	

	Business Owner
	Meera Kulkarni
	VP – Treasury Operations
	
	

	Project Manager
	Ankita Sharma
	Senior Project Manager
	
	

	System Architect
	Rohit Sinha
	Lead Solution Architect
	
	

	Development Lead
	Arjun Mehta
	Technical Lead
	
	

	UX Lead
	Shruti Verma
	UI/UX Designer
	
	

	Quality Lead
	Priya Desai
	QA Manager
	
	

	Content Lead
	Vikram Shetty
	Documentation Specialist
	
	







3. RACI Chart for This Document
Codes Used:
· * Authorize
· R Responsible
· A Accountable
· C Consulted
· I Informed
	Name
	Position
	*
	R
	A
	C
	I

	[Your Name]
	Business Analyst
	
	✔
	
	✔
	

	Anita Sharma
	Project Manager
	
	
	✔
	✔
	✔

	Ramesh Nair
	Project Sponsor
	✔
	
	
	✔
	✔

	Rohit Sinha
	System Architect
	
	
	
	✔
	

	Arjun Mehta
	Development Lead
	
	
	
	✔
	

	Priya Desai
	QA Lead
	
	
	
	✔
	

	Quality Lead
	Priya Desai
	QA Manager
	
	

	Content Lead
	Vikram Shetty
	Documentation Specialist
	
	








4. Introduction
4.1 Business Goals
Need:
The organization seeks to upgrade its IGRS platform to meet rising global remittance demands, ensure regulatory compliance, and improve customer transparency in fund tracking.

4.2 Business Objectives
To provide an IT solution for:
· Invoice and BOE auto-matching
· Compliance rule engine
· Enhanced operational dashboards
· Customer self-service tracking feature

4.3 Business Rules
· All international remittance must comply with RBI and FEMA guidelines
· Remittance entries must be reconciled with invoices and BOEs within 3 business days
· Only authorized users can view or approve flagged transactions
· Customer access must be secured using OTP-based login

4.4 Background
The current IGRS system was built for basic inward remittance processing. Over time, inefficiencies such as manual invoice matching, lack of real-time SWIFT tracking, and compliance gaps have surfaced. This project was initiated after internal audits and customer feedback revealed a need for automation, transparency, and better reporting.

4.5 Project Objective
To develop a centralized, automated platform that improves compliance tracking, reduces reconciliation time, and offers real-time visibility to users across operations, compliance, and treasury departments. The platform will also interact with SWIFT APIs and existing ERP systems.

4.6 Project Scope
4.6.1 In Scope Functionality
· Invoice and BOE auto-matching engine
· Compliance rule engine with alerts
· Internal dashboards and reports
· Customer self-service tracking module
· Email/SMS notifications
4.6.2 Out of Scope Functionality
· Outward remittance processing
· Currency conversion automation
· Mobile application development

5. Assumptions
· Required APIs and data access from SWIFT and ERP will be available
· End users are trained to use new modules
· Customer master data is up-to-date and accurate
· Cloud infrastructure is already provisioned

6. Constraints
· Dependent on SWIFT and ERP response times
· Must comply with RBI/SEBI audit policies
· UAT must be completed within 10 business days
· Only internal systems allowed for hosting

7. Risks

	Type
	Risk Description
	Likelihood
	Impact
	Strategy

	Technological
	SWIFT API fails or is delayed
	Medium
	High
	Mitigate

	Skills
	Lack of in-house AI/ML expertise
	High
	Medium
	Mitigate

	Political
	Regulatory changes mid-project
	Low
	High
	Accept

	Business
	Low adoption by operations team
	Medium
	Medium
	Mitigate

	Requirements
	Stakeholders change requirements late
	Medium
	High
	Avoid

	Other
	Data privacy issues
	Medium
	High
	Transfer







8. Business Process Overview
8.1 Legacy System (AS-IS)
· Manual data entry for remittance details
· Invoice matching done manually via spreadsheets
· Compliance checks performed post-settlement



8.2 Proposed Recommendations (TO-BE)
· System auto-matches remittance with invoice/Shipping bill
· Compliance engine flags suspicious entries instantly
· Role-based dashboards for transparency




9. Business Requirements

	Req ID
	Requirement Name
	Description
	Priority
	Req ID

	BR001
	SWIFT Tracking
	Fetch and display real-time status of MT103 messages
	High
	BR001

	BR002
	Invoice Matching
	Auto-match inward remittance with invoice and BOE using reference
	High
	BR002

	BR003
	Compliance Engine
	Rule-based engine to flag high-risk transactions
	High
	BR003

	BR004
	Dashboard Reports
	Display KPIs and logs for operations and compliance teams
	Medium
	BR004

	BR005
	Customer Access
	Allow external users to track status securely
	Medium
	BR005





10. Appendices
10.1 List of Acronyms
· IGRS – Inward Global Remittance System
· SWIFT GPI – Global Payments Innovation
· BOE – Bill of Entry
· RBI – Reserve Bank of India
· UAT – User Acceptance Testing
10.2 Glossary of Terms
· Compliance Engine: A rules-based module that monitors transaction patterns
· Auto-Matching: Automatic linking of remittance entries to invoice/BOE data
10.3 Related Documents
· Functional Specification Document
· Requirement Traceability Matrix
· UAT Test Plan
· Change Request Log
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