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Document 1- Business case document template
Why is this project initiated? 
This project is initiated to bridge the gap between current PW-Learning Management System and enhance some features in it to make it a better learning platform for students and help teachers and parents to track the child’s progress.
1. Audio reading mode for students having visual problems
2. Assignment uploading for students 
3. Parent portal so that parents can track the progress of child
4. Homework checking/evaluating feature for teachers
5. Personalised offline video playlist and doubt solving feature 

What are the current problems? 
In the existing PW- LMS 
· Parents were not aware of students learning progress, they are having limited access to student’s progress.
· Teachers lack a digital tool to track and evaluate homework submissions.
· Assignments are managed by other tools or external application 
· No audio/text-to-speech feature for students with learning difficulties or visual impairments.
· In the remote area if the internet goes down there is no way that students can continue learning
· LMS content is not customized by educational board or class level.

With this project how many problems could be solved? 
With the enhancement in the existing PW-LMS application multiple problems can be solved like-
· Adding audio reading mode to help students who have visual problems
· Enable document upload & digital homework submission
· Add teacher homework checking sheet
· Build a parent portal with real-time updates
· Add textbook preview filtered by board/class

What are the resources required? 
Resources 
	People
	Business Analyst, Project Manager, Developers, QA team, Testers, UI/UX designer

	Time
	Approximately 5 months of duration for enhancement

	Budget
	Estimated cost for hardware, software, training, and implementation services not to exceed Rs. 4,50,000.00

	Other
	Third-party software evaluations, educational site visits and technology assessments not to exceed Rs. 50,000.00




How much organizational change is required to adopt this technology? 
Considering the fact that the project is enhancement so Moderate change is required to adapt this technology.
· Existing LMS remains the base, but enhanced with new modules.
· Teachers, Parents and students need training for the new features.
· Parents will need onboarding to access and use the parent portal.
· School admins may need to clean and structure their existing data (e.g., student records, class mapping).

Time frame to recover ROI? 
Estimated ROI recovery: 6–12 months post-deployment, depending on:
· Increase in platform usage by parents, students, and teachers
· Time saved by digital homework management
· Reduction in manual errors or repetitive admin work
· Improved student outcomes (long-term academic value

How to identify Stakeholders?
We can use RACI matrix to identify the stakeholders for the project
	Role
	Example Stakeholder
	Why Involved

	R – Responsible
	Teachers, Students
	They use the LMS directly

	A – Accountable
	Principal, Management
	They approve funding & strategic direction

	C – Consulted
	IT staff, Admin, Parents
	Provide inputs & feedback

	I – Informed
	Support staff, Government bodies (if needed)
	Kept in the loop on progress


Steps to Identify Stakeholders:
1. Review current LMS users and their roles
2. Conduct stakeholder mapping (internal + external)
3. Interview key groups (faculty, IT, admin, parent committee)
4. Document their expectations, pain points, and influence level







Document 2- BA Strategy
What elicitation techniques to apply?
The project includes -
· Multiple stakeholder types (students, teachers, parents, admin)
· Existing system with gaps to enhance
· New features like audio mode, assignment uploads, parent portal, etc.
As a BA I can use multiple elicitation techniques like –
Interviews: The objective of conducting an interview is to understand the teachers, parents and students’ expectations of the software. 
It is impossible to interview every possible stakeholder hence representatives from groups are selected based on their expertise and credibility.
Observation: Understand how users interact with the current system in their environment.
Active Observation technique- Here the observer means Business Analyst actively engages with the participants or the environment they are working with and asks questions, interact with participants, or guide the observation process.
Passive Observation technique- Here the observer takes a more non-intrusive and hands-off approach. They simply observe and record the behaviour, activity, working environment without directly interacting with the participants or influencing the observed context.
Document Analysis: Review existing materials to extract requirements and system behaviour.
-Existing LMS user manuals
-Support tickets or feedback logs
-Class policy documents or teaching plans of institutes 

How to do Stakeholders analysis RACI/ILS
Stakeholder identification-
Internal: Business users, Project manager, Developers, QA team
External: Teachers, Students and Parents
RACI Matrix-
Responsible- (BA) Business Analyst for BRD 
Accountable- Project Manager
Consulted-Teachers, Students, Java developers, DB Admin, Network Admin, Tester
Informed- QA team and Support Team
ILS-
Influence - How much impact does the stakeholder have on the project?
Level of Interest - Are they actively engaged or passive?
Support - Are they supportive, neutral, or resistant?





What documents to write?
BRD (Business Requirements Document) - Captures business needs and high-level requirements.
FRD (Functional Requirements Document) - Contains detailed functional/system requirements.
RTM (Requirement Traceability Matrix) - Maps requirements to test cases and ensures full coverage.
Use Case / UML Diagrams - To model user interactions, system behaviour, and workflows.
User Stories and Acceptance Criteria – For agile environments.
The MOM(Minutes of Meeting) - Capturing decisions, discussions, and next steps.
Timesheet - Note the progress and working of employees.
Gantt chart- To know the time allotted for each task.
Change Request Log – To track and document all requested changes.
UAT Signoff Document / Client Acceptance Form – Used to validate and confirm final delivery.

What process to follow to sign off the document?
Share initial drafts with relevant stakeholders.
Schedule review meetings or walkthrough sessions.
Collect feedback and revise documents accordingly.
Circulate the final version with version control.
Obtain formal sign-off via email confirmation or e-signature tools.

How to take approvals form client?
I will provide a structured presentations during review meetings.
Make sure to share all key documents like BRD/FRD/RTM for validation.
I will try to use visual aids (diagrams, models, workflows) to enhance understanding to stakeholders.
I will make request written approvals example through email or project portal.
Maintain an approval tracker for audit/reference.

What are the communication Channels to establish and implement?
Email Communication: 
Maintain trails for decisions and updates.
Project Management Tools:
Tools like Jira, slack to track requirements and tasks.
Instant Messaging Tools:
Slack, Microsoft Teams for real-time updates.

Meetings:
· Daily stand-ups (for Agile projects)
· Weekly stakeholder updates




How to handle change request?
Maintain a Change Request Log (with details like requester, impact, status).
Conduct Impact Analysis (Scope, Time, Cost, Risk).
Discuss implications with relevant teams (Dev, QA, PM).
Get formal client approval before implementing changes.
Update affected documents (FRD, RTM, etc.) accordingly.

How to update the progress of the project to the stakeholders
Weekly Status Reports – Detailing work completed, pending tasks, blockers, and next steps.
Dashboard Updates – Through tools like Jira, showing requirement statuses.
Review Meetings – To share milestones achieved, delays, and action plans.
RAG Status Indicators – Green, Amber, Red format to quickly show project health.

How to take a sign off on the UAT- client project acceptance form
Prepare a UAT Plan based on FRD and test scenarios.
Coordinate UAT execution with client stakeholders.
Log and track UAT issues, ensure they are fixed.
Once UAT is successfully completed:
· Share the Client Project Acceptance Form
· Collect final feedback and obtain formal sign-off
Close the loop with a Project Closure Meeting.















Document 3- Functional Specifications
	Project name 
	Physics Wallah – LMS Enhancement

	Customer name 
	Physics Wallah . Pvt.Ltd.Alakh Pandey

	Project Version 
	0.9

	Project Sponsor 
	Devshree Thakur

	Project Manager 
	Ajinkya Joshi

	Project Initiation date
	20-07-2025



Functional Requirement specifications:
	Req ID
	Req Name
	Req Description
	Priority

	FR0001
	Login
	User should be able to login to the application to do inventory operations
	10

	FR0002
	Parent Portal Login
	Parent should be able to login in parents’ portal
	8

	FR0003
	Assignment management
	Teacher should be able to view the task submitted by students
	9

	FR0004
	Student assignment upload
	Students should be able to scan and upload their assignments on the portal
	10

	FR0005
	Audio reading mode
	Students who have visibility problem should be able to access audio option
	7

	FR0006
	Personalised offline lecture 
	In remote area if the internet goes down student should have access to personalised offline lecture videos
	9



Document 4- Requirement Traceability Matrix
	Test case ID
	Req Name
	Req description
	Design
	D1
	T1
	D2
	T2
	UAT

	T1
	login
	User must be able to login to access the application
	Yes
	Pending
	No
	Yes
	Yes
	Yes

	T2
	Button functionality
	Verify upload button is visible to student user
	Yes
	Yes
	Yes
	Yes
	Yes
	Yes

	
	
	
	
	
	
	
	
	

	T3
	Assignment uploads
	Verify successful upload of a valid PDF file
	Yes
	Pending
	Yes
	Yes
	No
	Yes

	T4
	Audio
	Verify audio play button appears on reading page
	Yes
	Yes
	No
	Yes
	Yes
	Yes

	T5
	Error message
		



Verify error message for unsupported file formats
	Yes
	Yes
	Yes
	No
	Yes
	Yes

	T6
	Assignment evaluation
	Teachers should be able evaluate the student’s assignments
	Yes
	Yes
	Yes
	Yes
	No
	Yes
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4. Introduction
4.1. Business Goals
To provide an inclusive, efficient, and user-friendly digital learning platform that enhances student engagement, improves academic transparency, and supports the institution’s mission of delivering quality education at scale.
 Need:
Physics Wallah aims to scale its digital education platform to meet the growing needs of students, teachers, and parents across India. The current LMS provides basic e-learning functionality, but lacks personalization, offline access, assignment automation, and parental involvement features.

4.2. Business Objectives
To provide an IT solution for:
1 A comprehensive E-Learning Management System (LMS) that includes:
-Audio reading mode for visually challenged or auditory learners.
-Assignment upload feature for students and assignment management dashboard for teachers.
-Homework tracking and performance monitoring.
-Textbook preview filtered by board and class.
-Parent portal to monitor academic progress and communication.
-Offline access to personalized lecture videos for students in remote areas.
2 A Mobile Application for both Android and iOS, providing:
- Full access to the LMS features
- Push notifications for assignments, results, announcements
- Offline lecture viewing and file uploads
- Parent and student login options
3 An integrated HRMS (Human Resource Management System):
- For internal staff and faculty management.
- Attendance, payroll, and task tracking for teaching and support staff.
- Role-based access and admin dashboards.

4.3. Business Rules
1. User Role Segregation:
The system must provide separate login roles for students, teachers, parents, and administrators.
Each role should have access only to their permitted modules (e.g., parents cannot upload assignments).
2. Content Accessibility:
Only authorized and enrolled users can access academic content.
Offline content must be encrypted to prevent unauthorized sharing.
3. Data Privacy & Security:
User data (assignments, personal info, attendance, etc.) must comply with internal data protection policies.
No sharing of student data with third-party vendors without prior consent.
4. Assignment Submission:
Each assignment upload must be timestamped and linked to a specific teacher and subject.
Late submissions are auto-flagged in the system.
5. Parent Access:
Parents may view only their child's performance, homework status, and communication history.
Parent login must be secured via OTP-based verification.
6. Audit Logs:
All key activities (uploads, login, edits, deletions) must be logged and retrievable by the admin team for audit purposes.
7. Technical Standards:
The mobile app must support Android and iOS 
LMS must be scalable to support concurrent usage by 1 million+ users.

4.4. Background
Physics Wallah, a leading EdTech platform in India, has experienced exponential growth in student registrations. While its core teaching modules (videos, notes, and live classes) have been well-received, feedback from students, parents, and teachers highlighted several gaps in the existing LMS system:
Problems Identified:
· Manual assignment submission and feedback mechanisms.
· Lack of audio-based learning for visually challenged or auditory learners.
· No parent portal to view academic progress.
· Poor accessibility for students in low-internet areas.
· No centralized dashboard for tracking homework and performance.
How the Project Was Initiated:
Based on user surveys, internal audits, and platform performance data, the product team proposed a comprehensive enhancement to the existing LMS system. A business case was developed and approved by key stakeholders including the Founder, Product Manager, and Technical Team.
Expected Benefits:
· Improved learning outcomes through personalized and inclusive features.
· Enhanced communication and engagement with parents.
· Streamlined academic workflows and reduced manual effort for teachers.
· Increased user satisfaction and platform retention rate.
· Stronger positioning of Physics Wallah in the competitive EdTech space.





4.5. Project Objective
· Solution selection according to design criteria, specifications, and requirements
To identify and finalize functional and non-functional requirements based on stakeholder inputs and existing system limitations.
· Solution prototyping and testing
To develop feature-specific prototypes and conduct rigorous testing (unit, integration, and user acceptance testing) to ensure alignment with specified requirements.
· Requirements Documentation and Approval
To gather, document, and obtain formal approval on business, functional, and technical requirements from all stakeholders before moving to design.
· Design and Development of New LMS Features
To design and implement key enhancements including audio reading mode, assignment uploads, homework checking sheets, and parent portal within the defined technical framework.


4.6. Project Scope
In scope functionality-
1. Audio Reading Mode:
Text-to-speech functionality for lesson content and notes
Accessible to students with visual impairments or auditory learning preference
2. Student Assignment Upload:
Students can upload scanned or digital assignments in PDF/image format
Time-stamped uploads with subject tagging
3. Assignment Management for Teachers:
View and track student submissions
Provide feedback and grade assignments digitally
4. Parent Portal:
Login for parents to track student performance, homework status, and teacher communication
OTP-based login with secure access
5. Textbook Preview by Class & Board:
Content filtered based on user’s educational board and grade
Easy navigation for chapter-wise access
6. Offline Access to Personalized Lectures:
Downloadable lecture videos for students in low-connectivity areas
Smart syncing of watched content when reconnected
7. UI/UX Enhancements:
Improved interface for mobile and web users
Role-based access and clean navigation





Out scope functionality-
The following items are not included in this project:
· Development of a new LMS from scratch (only enhancement of existing system)
· Live class or test engine changes (handled by a separate module)
· Payroll, HRMS, or internal employee systems (unless specified in later phases)
· Advanced AI-based recommendation engine (for future scope)
· Non-English language support (Phase 2)

5. Assumptions
-All stakeholders (students, teachers, parents, admin) will be available during the elicitation and UAT phases.
-Users will have access to smartphones or computers with internet to use the LMS.
-The current LMS system infrastructure is stable and can support the new enhancements.
-Training materials will be provided to all users before go-live.
-All integrations with the backend (database, authentication system) are feasible within current      technology stack.
-Budget and timelines will remain consistent as per initial approval.

6. Constraints
Project timeline is limited to 5 months.
Budget is capped at Rs. 5,00,000.
Mobile application must support Android 8.0+ and iOS 13+.
All content must support English language only in Phase 1.
No major changes will be allowed once development begins
All user data must comply with privacy laws and institutional policies.

7. Risks
Technological Risks:
New features like audio reading and offline mode may face compatibility issues on older devices.

Avoid
For political risks, such as internal resistance to process changes, the team will use the avoidance strategy by conducting early stakeholder engagement sessions. This ensures users understand the benefits of the new features and reduces the chance of resistance, effectively eliminating the risk.

Mitigate
Technological risks, such as compatibility issues with older devices, will be mitigated through early testing across a wide range of devices.
Skills risks, where the internal team lacks expertise in offline features and text-to-speech functionality, will be mitigated by either training existing staff or bringing in experienced external consultants.
Requirements risk, such as misunderstanding stakeholder expectations will be mitigated by prototyping key features and getting formal approvals from users before development starts.
Transfer
If a specific technical module proves too complex or risky for the in-house team, the risk can be transferred to an experienced third-party vendor through outsourcing or subcontracting. This shifts responsibility while still allowing the project to proceed.

Accept
Business risks, like potential project delay or reduced platform trust, are accepted with preparations such as transparent communication to users.
Other risks, like internet outages in rural areas during rollout, are accepted — knowing that the offline mode feature will help reduce the impact, even if the issue itself can’t be prevented.

Skill Risk
Limited internal expertise in mobile offline functionality and text-to-speech integration.

Political Risks:
Resistance from internal stakeholders if the platform requires major process changes.

Business Risks:
If project is delayed or fails, platform reputation may be affected, reducing student trust

Requirements Risks:
Misinterpretation of stakeholder needs, especially for new features like parent portal. 

Other Risks:
Internet outages during UAT and rollout in remote areas.

8. Business Process Overview
This section describes the overall academic process followed by students, teachers, and parents before and after implementing the proposed LMS enhancements. It identifies inefficiencies in the current process (AS-IS) and explains how the new features (TO-BE) will address them, improve usability, and streamline learning workflows.
8.1 Legacy System (AS-IS)
The current LMS system at Physics Wallah offers limited interaction beyond video-based learning. While students can access lectures and study material, the system lacks automation, integration, and inclusive accessibility.
Key Limitations:
· Assignment Submission: Students submit assignments via WhatsApp, Telegram, or email. Teachers review them manually, making tracking time-consuming and error-prone.
· No Parent Portal: Parents have no way to monitor their child’s performance unless they reach out to teachers personally.
· Limited Accessibility: Students with visual impairments or learning challenges struggle to consume text content.
· No Homework Tracking: Teachers manually maintain homework records. Students often miss submissions without reminders or digital logs.
· Poor Offline Support: Students in rural areas cannot access content if the internet is unstable.
8.2 Proposed Recommendations (TO-BE)
The enhanced LMS will resolve key gaps in assignment tracking, accessibility, parent involvement, and offline usability. The system will enable structured digital workflows and provide a centralized experience for all users.
Proposed Enhancements:
· Assignment Upload Portal: Students will scan and upload assignments directly on the LMS. Teachers can view, mark, and return feedback within the system.
· Audio Reading Mode: Students will have access to audio versions of reading content to support auditory learners and visually impaired users.
· Parent Portal: Parents can log in securely to monitor their child’s attendance, homework submissions, academic performance, and teacher remarks.
· Homework Tracker: A centralized dashboard for teachers to assign homework and track completion.
· Offline Lecture Access: Personalized video lectures can be downloaded and watched without an internet connection, improving access in low-network regions.

9. Business Requirements
	Req ID
	Requirement Name
	Description
	Priority

	FR0001
	User Login
	Users should log in securely to access the platform.
	High

	FR0002
	Parent Portal Login
	Parents should access their child's progress and homework updates.
	Medium

	FR0003
	Assignment Management
	Teachers should manage and grade student submissions within the system.
	High

	FR0004
	Assignment Upload
	Students should upload scanned/digital copies of homework.
	High

	FR0005
	Audio Reading Mode
	Students should hear the content read aloud for accessibility.
	Medium

	FR0006
	Offline Lecture Access
	Students should download lectures for offline use in low-connectivity areas.
	High



10. Appendices
10.1 List of Acronyms
· LMS: Learning Management System
· FR: Functional Requirement
· UAT: User Acceptance Testing
· UI/UX: User Interface/User Experience
· OTP: One-Time Password
· BRD: Business Requirements Document
· SRS: Software Requirements Specification
10.2 Glossary of Terms
· Assignment Management: Feature allowing teachers to manage student submissions digitally.
· Audio Reading Mode: Text-to-speech functionality for lesson content.
· Offline Access: Ability to view/download content without active internet.
· Parent Portal: Separate login interface for parents to track student progress.
· Stakeholder: Any individual or group involved in or affected by the project.
10.3 Related Documents
· Initial Stakeholder Meeting Notes
· Use Case Document
· Functional Specification Document (SRS)
· Risk Management Plan
· Project Timeline (Gantt Chart)

