Business Requirement Document (BRD)

Document 1- Business case document template

1. Project initiated
This project is initiated to address inefficiencies in the manual reconciliation process between insurers and the BPO finance team. Currently, reconciliation is performed manually in Excel after insurers send statements via email. This leads to delays, errors, compliance risks, and lack of real-time visibility. The proposed portal aims to automate reconciliation, standardize uploads, improve accuracy, provide dashboards, and enable scalability.

1.1 Current Problems
Manual reconciliation is time-consuming and error-prone.
Insurers send statements in multiple formats (Excel/PDF), no standardization.
Follow-ups on overdue payments are manual and delayed.
Reports are prepared at month-end, limiting management visibility.
No proper audit trail, leading to compliance risks.
Process is not scalable as insurer base grows.

1.3 With this project how many problems could be solved?
  This project directly solves:
· Errors from manual matching (through automation).
· Delays in overdue follow-ups (with reminders/alerts).
· Poor traceability (via centralized portal storage).
· Scalability limitations (system can handle 50+ insurers).
· Lack of visibility (dashboards & real-time reports).
· Indirectly, it also strengthens client trust, compliance, and audit readiness.









1.4 What are the resources required?
Resources required for this project are:
People
· Business Analyst (requirement gathering & documentation).
· Developers (build upload, reconciliation, dashboard modules).
· Testers (system, integration, UAT support).
· Finance SMEs (domain knowledge & UAT).
· Project Manager (timeline, budget, coordination).
Technology
· Application servers (cloud/on-premise).
· Database (SQL/Oracle/MySQL).
· PDF/Excel format
· Reporting/dashboard tools.
· VPN & secure file transfer gateways.
Budget
· ₹25,00,000 (Development, Infrastructure, Licensing, Training, Support).

1.5 How much organizational change is required to adopt this technology?
Medium-level change:
· Finance teams need to move away from Excel to the new portal.
· Insurance partners must upload statements directly instead of sending by email.
· Training and adoption plans are required, but no major restructuring of roles.







1.6 Time frame to recover ROI?
Estimated ROI recovery: 12–18 months.
· Savings come from:
· Reduced manual effort (30%+ efficiency gain).
· Faster turnaround time (10 days).
· Reduced errors and penalties from delays.
· Improved client satisfaction → higher retention.
· Higher Volume handle by existing team, no more extra resources for growing volume in future

1.7 How to identify Stakeholders?
Stakeholders were identified by analysing who is impacted and who impacts the system:
· Primary Stakeholders:
· Finance SMEs (daily users).
· Insurance partners (uploading data).
· BPO managers (need dashboards).
· Secondary Stakeholders:
· IT team (development & maintenance).
· Compliance team (audit & regulatory checks).
· Senior Management (ROI, decision-making).
· External Stakeholders:
· Insurance regulators (indirect compliance needs).












Document 2: BA Strategy
[image: ]
2.1 Elicitation Techniques to Apply
· Interviews: With finance SMEs, managers, and insurers to capture requirements.
· Workshops/JAD Sessions: To resolve conflicts and validate requirements across stakeholders.
· Document Analysis: Reviewing existing Excel/PDF statements, reports, and compliance documents.
· Observation/Job Shadowing: Watching finance teams perform manual reconciliation.
· Brainstorming/Surveys: For gathering improvement ideas and validating non-functional requirements.

2.2. Stakeholder Analysis (RACI/ILS)
· Responsible (R): Developers, Testers, Finance SMEs.
· Accountable (A): Project Manager, Senior Client Sponsor.
· Consulted (C): Compliance team, IT security.
· Informed (I): Insurers, Senior Management.
ILS (Influence, Legitimacy, Support):
· High Influence, High Support → Finance SMEs, Client Sponsor.
· High Influence, Low Support → Some resistant finance staff.
· Low Influence, High Support → IT testers, compliance staff.

2.3 Documents to Write
· BRD (Business Requirements Document): High-level business goals.
· FRD (Functional Requirements Document): Detailed system features.
· SRD (System Requirements Document): Technical needs like processing speed, compliance.
· RACI Matrix: Roles & responsibilities.
· RTM (Requirements Traceability Matrix): Linking requirements → design → testing.
· UAT Plan & Acceptance Criteria.




2.4 Process to Follow for Sign-Off
· Share draft documents with stakeholders.
· Conduct walkthrough/review sessions.
· Capture feedback, update documents.
· Obtain formal approval sign-off (email confirmation or e-signature).

2.5 Approvals from Client
· Phase-end approvals: BRD, FRD, SDD, Test Plan.
· Final approval: Client Project Acceptance Form after UAT completion.

2.6 Communication Channels
· Weekly status meetings with client stakeholders.
· Email updates for key milestones.
· Project tracker dashboards for progress.
· Issue log maintained in shared repository.

7. Handling Change Requests
· Capture change request in a Change Request Form.
· Analyse impact on scope, time, cost, and resources.
· Present impact analysis to client for approval.
· Update BRD/FRD if approved, else defer to future phase.

2.8 Updating Progress
· Weekly status reports to client with progress, risks, issues, and dependencies.
· Monthly steering committee updates for senior management.
· Highlight variances against planned timeline and budget.

2.9 UAT & Sign-Off
· Prepare UAT scenarios mapped to acceptance criteria.
· Finance SMEs execute UAT and log issues.
· BA verifies alignment with requirements.
· Once passed, obtain formal Client Project Acceptance Form sign-off.






Document 3- Functional Specifications

3.1 Project Information
	Field
	Details

	Project Name
	Insurance Finance Ledger Management Portal

	Customer Name
	Gallagher Shared Services (BPO Finance Team)

	Project Version
	1.0

	Project Sponsor
	Client Senior Finance Director

	Project Manager
	Girisha Singh / Sameer Swamy

	Project Initiation Date
	09/25/2025



3.2 Functional Requirement specifications

	Req. ID
	Req. Name
	Req. Description
	Priority

	FR0001
	Login & Authentication
	Users (Finance staff, Insurers, Managers) should be able to log in securely with role-based access.
	10

	FR0002
	Statement Upload
	Insurers should be able to upload financial statements in Excel/PDF format.
	10

	FR0003
	Automated Ledger Comparison
	The system should automatically compare uploaded statements with internal BPO ledgers.
	10

	FR0004
	Mismatch Detection
	System should flag mismatches (e.g., insurer ID, amount paid, overdue amounts, taxes).
	10

	FR0005
	Overdue Reminders
	System should generate automated reminders for overdue/aged payments.
	9

	FR0006
	Dashboards
	Provide dashboards with reconciliation status, overdue trends, and accuracy rates.
	9

	FR0007
	Reports
	Generate detailed reports (Mismatch Report, Overdue Report, Aged Dues Report).
	8

	FR0008
	Upload Validation
	System should validate uploaded files and reject incomplete/incorrect formats.
	8

	FR0009
	Audit Trail
	Maintain logs of all uploads, mismatches, follow-ups, and user activity for compliance.
	8

	FR0010
	Scalability
	The system should support 50+ insurance partners without performance issues.
	7


Document 4- Requirement Traceability Matrix

	Req. ID
	Req. Name
	Req. Description
	Design
	D1
	T1
	D2
	T2
	UAT

	FR0001
	Login
	User must be able to log in with role-based access (Finance, Insurer, Manager).
	Yes
	Pending
	No
	Yes
	Yes
	YES

	FR0002
	Statement Upload
	Insurers must be able to upload Excel/PDF files securely.
	Yes
	Yes
	Yes
	Yes
	Yes
	YES

	FR0003
	Ledger Comparison
	System should auto-compare insurer statements with BPO ledgers.
	Yes
	Yes
	No
	Yes
	Yes
	YES

	FR0004
	Mismatch Detection
	Highlight mismatches in ID, amounts, overdue, or taxes.
	Yes
	Yes
	Yes
	Yes
	Yes
	YES

	FR0005
	Overdue Reminders
	System should generate reminders for overdue payments.
	Yes
	Yes
	Pending
	Yes
	Yes
	YES

	FR0006
	Dashboards
	Provide real-time dashboards with reconciliation status.
	Yes
	Pending
	No
	Yes
	Yes
	YES

	FR0007
	Reports
	Generate mismatch, overdue, and aged dues reports.
	Yes
	Yes
	Pending
	Yes
	Yes
	YES

	FR0008
	Upload Validation
	Reject incomplete or incorrect files with error messages.
	Yes
	Yes
	Yes
	Yes
	Yes
	YES

	FR0009
	Audit Trail
	Maintain logs of all uploads, mismatches, and user activity.
	Yes
	Pending
	No
	Yes
	Yes
	YES

	FR0010
	Scalability
	Support 50+ insurers without performance issues.
	Yes
	Pending
	No
	Yes
	Pending
	YES
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Document 5- BRD Template

Project Name: Insurance Finance Ledger Management Portal
Project ID: IFMLP-2025
Version ID: 1.0
Author: Business Analyst 


1. Document Revisions
	Date
	Version
	Changes

	01/10/2025
	0.1
	Initial Draft

	15/10/2025
	0.2
	Added Scope & Risks

	25/10/2025
	1.0
	Final Review & Sign-off



2. Approvals
	Role
	Name
	Title
	Signature
	Date

	Project Sponsor
	Client Finance Director
	Sponsor
	
	

	Business Owner
	Head of Finance Ops
	Business Owner
	
	

	Project Manager
	
	PM
	
	

	System Architect
	
	Architect
	
	

	Development Lead
	
	Lead
	
	

	Quality Lead
	
	QA Lead
	
	

	User Experience Lead
	
	
	
	

	Content Lead
	
	
	
	














3. RACI Chart for this Document
The RACI chart identifies the persons who need to be contacted whenever changes are made to this document. RACI stands for responsible, accountable, consulted, and informed. These are the main codes that appear in a RACI chart, used here to describe the roles played by team members and stakeholders in the production of the BRD. They are adapted from charts used to assign roles and responsibilities during a project. (RACI Can be made for IT side [Project stakeholder] as mentioned above, apart from that Can also Be made for Client side [Business Stakeholder]).

The following describes the full list of codes used in the table:

Codes Used in RACI Chart 
* Authorize document. 
R A S Responsible Accountable Supports document 
C I Consulted Informed 

RACI Chart Name Has ultimate signing authority for any changes to the Responsible for creating this document. Accountable for accuracy (for example, the project manager) of this document Provides supporting services in the production of this Provides input (such as an interviewee). Must be informed of any changes.


	Name
	Position
	R
	A
	C
	I

	BA
	Business Analyst
	R
	
	
	I

	PM
	Project Manager
	
	A
	
	I

	Finance SMEs
	Domain Experts
	
	
	C
	

	Dev Team
	Developers
	
	
	S
	

	Sponsor
	Client Finance Director
	
	*
	
	I


  


4. Introduction

4.1. Business Goals
To improve efficiency, accuracy, and compliance in finance reconciliation by replacing manual Excel/PDF processes with an automated, centralized system.

4.2. Business Objectives
· Automate reconciliation to achieve 95%+ accuracy.
· Enforce standardized file uploads across insurers.
· Enable real-time dashboards and instant reporting.
· Automate overdue payment reminders.
· Provide complete audit trail for compliance.
· Ensure scalability to support 100+ insurers.

4.3. Business Rules
· Insurer Should upload the statement in the 1st week of Every month
· Insurer uploads must be in PDF/Excel only.
· Overdue is flagged if not cleared within 10 days.
· Highlight mismatched amount
· All uploads and changes must be logged for audit.
· Role-based access: Finance staff, Insurers, Managers.

4.4 Background
Currently, reconciliation is manual, involving Excel/PDF statements and email follow-ups. This creates inefficiency, errors, poor visibility, and scalability issues.

4.5 Project Objective
To build a secure, automated portal that reduces turnaround time, improves reconciliation accuracy, and strengthens client trust.

4.6 Project Scope
· In-Scope Functionality:
              • Insurer ledger uploads (Excel/PDF) with format validation
              • Automated reconciliation with BPO ledger
              • Automated reminders for overdue payments
              • Real-time dashboards and reporting
              • Audit logs and compliance tracking
· Out of Scope Functionality:
• Changes to insurer’s internal ERP systems
• Payment gateway integration
• Legacy system upgrades outside reconciliation scope
5. Assumptions
· Insurers will provide data in Required format.
· Finance SMEs will be available for UAT.
· IT infrastructure (servers, VPN, parser) will be provisioned before deployment.

6. Constraints
· Budget capped at ₹25,00,000.
· Timeline fixed at 6 months.
· Compliance with insurance and data privacy regulations mandatory.

7. Risks 
you’ll note the likelihood of its occurrence, the cost to the project if it does occur, and the strategy for handling the risk. 

Risks are analysed continuously throughout the project. While not all risks can be avoided, their impact can be reduced through proper planning. Below are the risk categories and project-specific risks.

1. Technological Risks
Risks related to new technology, system performance, and integration.
· Risk Example: Integration failure between portal and BPO ledger.
· Likelihood: Medium
· Impact/Cost: High – delays UAT and production launch.
· Strategy: Mitigate → Perform early integration testing and involve IT architects.

2. Skills Risks
Risks of lacking the right expertise or staff availability.
· Risk Example: Finance SMEs not available to validate requirements/UAT due to quarter-end workload.
· Likelihood: Medium
· Impact/Cost: High – delays in Requirement finalization and UAT sign-off.
· Strategy: Mitigate → Schedule workshops/UAT outside busy finance periods; arrange backups.

3. Political Risks
Risks from organizational politics or leadership changes.
· Risk Example: Change in project sponsor or leadership priorities leads to reprioritization.
· Likelihood: Low
· Impact/Cost: High – loss of direction, project stall.
· Strategy: Transfer → Ensure backup sponsor and keep steering committee engaged.

4. Business Risks
Risks related to the financial/business case of the project.
· Risk Example: If adoption is low, ROI may not be achieved within expected timeframe.
· Likelihood: Medium
· Impact/Cost: High – wasted investment, poor stakeholder satisfaction.
· Strategy: Mitigate → Provide training, change management, and highlight efficiency benefits to insurers.

5. Requirement Risks
Risks of incomplete or misunderstood Requirements.
· Risk Example: Reconciliation rules not fully captured, leading to missed functionality.
· Likelihood: Medium
· Impact/Cost: High – costly rework, scope creep.
· Strategy: Avoid → Use workshops, RTM (Requirement Traceability Matrix), and frequent validations with SMEs.

6. Other Risks
Covers any additional risks outside the above categories.
· Risk Example: Vendor delay in delivering hosting infrastructure; force majeure events like system outages.
· Likelihood: Low
· Impact/Cost: Medium to High – delays or disruptions in go-live.
· Strategy: Accept (force majeure) / Transfer (vendor SLA-based contracts).


8. Business Process Overview
[This describes the overall process flow from each phase]

The project followed the Waterfall methodology, so the process flow was structured in sequential phases: -

Phase 1: Requirement Gathering & Analysis
· Activities:
· Conducted interviews with finance SMEs and insurers.
· Reviewed existing Excel/PDF ledgers and manual reports.
· Conducted workshops to validate pain points and business needs.
· Deliverables:
· Business Requirements Document (BRD).
· Functional Requirements Document (FRD).
· System Requirements Document (SRD).
· Outcome:
· Finalized Requirements with sign-off.









Phase 2: System Design
· Activities:
· Prepared process flows, use case diagrams, and data models.
· Designed the architecture: upload module, reconciliation logic, dashboards, reports.
· Validated database schema and role-based access design with stakeholders.
· Deliverables:
· System Design Document (SDD).
· Approved data model and workflows.
· Outcome:
· Blueprint of the portal ready for development.
Phase 3: Development
· Activities:
· Built modules: statement upload, automated comparison, mismatch detection, overdue reminders, dashboards, and reporting.
· Configured user roles and permissions.
· Unit testing by developers.
· Deliverables:
· Working portal with core functionalities.
· Outcome:
· System ready for integrated testing.

Phase 4: Testing
· Activities:
· Conducted System Testing and Integration Testing with insurer files.
· User Acceptance Testing (UAT) with finance SMEs.
· Validated against acceptance criteria (95% accuracy, 2-min processing time, real-time dashboards).
· Deliverables:
· Test Plans, Test Scenarios, Defect Logs, UAT Sign-off.
· Outcome:
· Tested, validated system ready for deployment.








Phase 5: Deployment
· Activities:
· Migrated insurer ledger data into portal.
· Deployed portal in production environment.
· Verified role-based access (Finance, Insurer, Manager).
· Deliverables:
· Live system, deployment checklist, go-live confirmation.
· Outcome:
· Portal successfully launched.


Phase 6: Training & Support
· Activities:
a. Conducted training workshops with finance staff and insurers.
b. Shared user manuals, quick reference guides, FAQs.
c. Set up helpdesk/ticketing system for issue resolution.
d. Collected feedback for enhancements.
· Deliverables:
a. Training materials, support process, knowledge base.
· Outcome:
a. 100% adoption within 2 months, smooth transition from Excel to portal.

[Brief Explanation about the process in legacy system and draw process flow diagrams]


8.1 Legacy System (AS-IS)
In the legacy process, reconciliation between insurers and the BPO finance team was fully manual. Insurers would prepare their ledgers in Excel or PDF format and send them via email. The finance team then downloaded these files and compared them manually against internal ledgers using Excel.
If mismatches were found (missing payments, wrong amounts, overdue items), the team logged them separately and followed up with insurers through emails or phone calls. Overdue follow-ups had no automation; reminders depended on individual finance staff remembering timelines.
At the end of the month, the finance team consolidated multiple Excel sheets into reports for management. This was highly time-consuming, error-prone, and lacked real-time visibility. Also, there was no centralized system or audit trail, which created compliance risks and scalability issues as the number of insurers grew.
[Describe the recommended process and how the proposed system will address the challenges in legacy system]
AS-IS Process Flow
1. Insurer prepares Excel/PDF ledger → sends via email.
2. Finance team downloads files.
3. Finance team compares insurer statement with BPO ledger manually in Excel.
4. Mismatches identified → logged separately in Excel.
5. Overdue payments → manual follow-up emails to insurers.
6. Finance team prepares monthly reports manually and sends them to management.


[image: ]


8.2 Proposed System [Describe the recommended process and how the proposed system will address the challenges in legacy system]

Describe the recommended process:
The recommended process is that insurers upload ledgers directly into the portal instead of emailing Excel sheets. The portal automatically validates and reconciles data with BPO ledgers, flags mismatches, and sends overdue reminders automatically. Managers and finance teams can view dashboards and reports in real time, and every action is logged for compliance. This makes the process faster, more accurate, scalable, and transparent.

Recommended process:

1. Insurer uploads ledger into portal (Excel/PDF).
2. System validates the file format and mandatory fields (Insurer ID, Payment Date, Amount). Invalid files are rejected with error messages.
3. System auto-reconciles uploaded statements against BPO’s internal ledgers.
4. System flags mismatches (e.g., wrong amounts, overdue payments, missing entries) automatically.
5. Automated overdue reminders are sent to insurers through email notifications.
6. Dashboards & reports (Mismatch, Overdue, Aged Dues) are generated in real time for Finance Team and Management.
7. Audit trails record all uploads, mismatches, actions, and reports for compliance.
8. Real-time visibility of reconciliation through dashboards and reports.

How the proposed system will address the challenges in legacy system

	Legacy Challenge (AS-IS)
	Proposed Solution (TO-BE)

	Manual reconciliation in Excel, prone to errors.
	Automated reconciliation in portal ensures 95%+ accuracy.

	Insurers emailed files in different formats.
	Portal enforces standardized upload and validates file format.

	Manual follow-up for overdue payments.
	System sends automated reminders to insurers.

	Reports created manually, very slow.
	Instant dashboards and reports available in real time.

	No audit trail, weak compliance.
	Full audit logs of uploads, mismatches, and actions maintained.

	Not scalable with more insurers.
	Portal supports multi-insurer uploads with scalability for 100+ insurers.

	No management visibility until month-end.
	Live dashboards give managers real-time visibility.



9. Business Requirements
The following business Requirements were elicited from stakeholders and are categorized by priority (High/Medium/Low) and functionality area for clarity: - 

Functional Requirements:
	Req. ID
	Requirement
	Area
	Priority

	FR001
	Users should be able to securely log in with role-based access (Finance, Insurer, Manager).
	Authentication
	High

	FR002
	Insurers should be able to upload financial statements in Excel/PDF format.
	File Upload
	High

	FR003
	The system should validate uploaded files and reject incorrect/incomplete ones.
	Data Validation
	High

	FR004
	Uploaded statements must be automatically compared against internal BPO ledgers.
	Reconciliation
	High

	FR005
	The system should flag mismatches (amounts, IDs, overdue, tax).
	Mismatch Detection
	High

	FR006
	Generate automated reminders for overdue/aged payments.
	Notifications
	Medium

	FR007
	Provide real-time dashboards for managers showing reconciliation status and overdue trends.
	Dashboards
	Medium

	FR008
	Generate detailed reports (Mismatch, Overdue, Aged Dues).
	Reporting
	Medium

	FR009
	Maintain an audit trail of all uploads, mismatches, user actions, and reports.
	Compliance
	High

	FR010
	System should support 50+ insurers without performance issues.
	Scalability
	Low



Non-Functional Requirements:
	NFR ID
	Requirement
	Category
	Priority

	NFR001
	Each file should be processed in under 2 minutes.
	Performance
	High

	NFR002
	The system should achieve at least 95% reconciliation accuracy.
	Quality
	High

	NFR003
	The system should be available with 99% uptime.
	Reliability
	High

	NFR004
	Data must be encrypted in transit and at rest.
	Security
	High

	NFR005
	The portal should support multi-browser access (Chrome, Edge, Firefox).
	Usability
	Medium

	NFR006
	System should be able to scale for future addition of 100+ insurers.
	Scalability
	Medium

	NFR007
	All actions must be logged to meet audit/compliance standards (ISO, GDPR, Insurance Regulations).
	Compliance
	High












10. Appendices
· 10.1 Acronyms: SME – Subject Matter Expert, UAT – User Acceptance Testing, ROI – Return on Investment.

· 10.2 Glossary: Reconciliation = Matching insurer and BPO ledgers.
· 10.3 Related Documents: Business Case Document, Functional Specification Document, RTM.
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