Live Project : Waterfall Deliverables – Part -1
Document 1- Business case document template 
➢ Why is this project initiated? 
➢ What are the current problems? 
➢ With this project how many problems could be solved?
 ➢ What  are the resources required? 
➢ How much organizational change is required to adopt this technology? 
➢ Time  frame to recover ROI? 
➢ How to identify Stakeholders?
Ans :
1. Why is this project started?
This project is started to improve the CBI software used for medical coding and billing. It will help reduce mistakes, make work faster, and follow updated medical coding rules properly.
2. What are the current problems?
· Coders have to enter data manually, which can cause errors.
· The system does not suggest correct modifiers automatically.
· Reports for audits and productivity are created manually, which takes time.
· The software doesn’t give real-time alerts if codes or documents are wrong or missing.
· Managers cannot see real-time dashboards for tracking performance.
3. How many problems will be solved through this project?
This project will solve at least 5 main issues:
· It will suggest correct codes and modifiers automatically.
· Reports will be auto-generated to save time.
· It will show real-time alerts to avoid mistakes.
· It will help reduce the number of claim rejections.
· It will make the work of coders and auditors faster and smoother.
4. What resources (people or things) are needed?
· A Business Analyst to gather and write all the requirements.
· Medical Coders to share their feedback and test the changes.
· Testers to check if everything is working fine.
· A Project Manager to manage the schedule and progress.
· Software Developers to make changes in the CBI tool.
· IT team to help with installation and support.
· A Training team to train coders on the new updates.
5. How much change will be needed in the company?
· There will be medium-level change:
· Coders and auditors will need small training to understand new features.
· Some standard work steps (SOPs) may need updates.
· Teams will adjust slightly to new reports and dashboard views.
6. How long will it take to recover the cost of this project (ROI)?
· The cost can be recovered in 6 to 9 months after using the updated system.
· Because there will be fewer errors, less rework, and better coding speed.
7. How to identify stakeholders?
Stakeholders are the people who are involved or affected by this project.
We can identify them by:
· Seeing who uses or supports the CBI software.
· Talking to heads of coding, billing, compliance, and IT departments.
· Including senior coders, audit leads, and managers.
· Finding out who will approve and use the final software.

Document 2: BA Strategy. 
· Write a BA approach strategy. (As a business analyst, what are the steps that you would need to follow to complete a project 
· What elicitation technique to apply, how to do stakeholder analysisi, 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 in implement, 
· How to handle change request, 
· How to update the progress on project to the stakeholders, 
· How to take sign off on the UAT - Client project acceptance form.

Ans :

1. BA Approach (Steps to follow during the project):
As a Business Analyst, I will follow the below steps to complete the project successfully:
1. Understand the business need from the client and internal users (like coders, auditors, billing team).
2. Gather detailed requirements through meetings and documents.
3. Prepare and review documentation like BRD, Functional Specs, Change Logs.
4. Work closely with developers and testers to make sure the correct solution is built.
5. Coordinate UAT (User Acceptance Testing) with users.
6. Get client sign-off and close the project with acceptance.

2. Elicitation Techniques (How to collect requirements):
· Interviews with coders, audit leads, billing team.
· Workshops with stakeholders to gather detailed needs.
· Observation of real-time coding activities in the CBI software.
· Document analysis (SOPs, claim reports, audit logs).
· Questionnaires to get inputs from large groups quickly.

3. Stakeholder Analysis:
· Identify everyone who is impacted or involved.
· Create a Stakeholder Matrix:
· High power – High interest (Product Owner, Project Sponsor)
· High interest – Low power (Coders, QA)
· High power – Low interest (IT Head)
· Understand their expectations and concerns.
· Maintain regular communication.
4. RACI Matrix:
	Task/Deliverable
	Responsible
	Accountable
	Consulted
	Informed

	BRD Preparation
	BA
	PM
	Coders, SME
	QA, Dev Team

	Requirements Review
	BA
	Client
	PM, SME
	All stakeholders

	Development
	Dev Team
	Tech Lead
	BA, QA
	Client

	UAT Execution
	QA, Coders
	Client
	BA, SME
	PM

	Change Request Review
	BA
	PM
	Client, Dev Team
	QA, Auditors



5. Documents to Prepare:
· Business Case Document
· Stakeholder Analysis
· BRD (Business Requirements Document)
· FRD (Functional Requirements Document)
· RTM (Requirement Traceability Matrix)
· Change Request Log
· UAT Test Plan and Client Sign-Off Form
· Project Closure Document

6. Process to Sign Off Documents:
· Share the draft document with the client and internal team.
· Conduct a walkthrough meeting to explain contents.
· Collect feedback and update the document.
· Share final version with version control.
· Get formal email or e-signature approval from the client.

7. How to Take Approvals from Client:
· Set up approval gates after major milestones (BRD, UAT, Deployment).
· Schedule meetings for walkthrough and clarification.
· Use email or project tool (like Jira/Confluence) for approval tracking.
· Document approval date and name in project records.

8. Communication Channels to Establish:
· Emails for official communications and approvals.
· Weekly project status calls with client and team.
· MS Teams / Zoom for meetings.
· Jira / Excel tracker for issue tracking and updates.
· Confluence / SharePoint to store all documents.

9. Handling Change Requests:
· Log all change requests in a Change Request Tracker.
· Review impact on timeline, budget, and scope.
· Get approval from Project Manager and Client.
· Update related documents like BRD, RTM.
· Inform the development and testing teams.

10. Updating Project Progress:
· Send weekly status reports with:
· Tasks completed
· Tasks in progress
· Risks and issues
· Next steps
· Maintain a project dashboard (Excel or online tool).
· Highlight any delays or blockers.

11. UAT Sign-Off (Client Acceptance):
· Share UAT test cases with users and guide them through testing.
· Collect feedback and ensure all critical issues are resolved.
· Prepare a Client Acceptance Form:
· UAT passed
· Final features delivered
· No open major bugs
· Get client signature or email approval.
· Officially close the project.

Document 3- Functional Specifications
Ans :
	Field
	Details

	Project Name
	CBI Software Enhancement

	Customer Name
	Omega Healthcare & Management Services

	Project Version
	1.0

	Project Sponsor
	Product Owner / Business Head

	Project Manager
	[Insert PM Name]

	Project Initiation Date
	15th July 2025



Functional Requirement  Specifications : 
	Req ID
	Requirement Name
	Requirement Description
	Priority

	FR0001
	Login
	User should be able to log in to the application using secure credentials.
	High

	FR0002
	Code Entry Validation
	System should validate ICD-10 and CPT codes in real-time as per payer-specific guidelines.
	High

	FR0003
	Modifier Suggestion
	Application should suggest correct modifiers based on code combination logic.
	Medium

	FR0004
	Audit Report Generation
	System should generate coder audit reports with accuracy score and feedback.
	High

	FR0005
	Dashboard for Productivity View
	Managers should be able to view coder productivity and quality metrics on a dashboard.
	Medium

	FR0006
	Error Alerts
	System should show real-time alerts if required fields are missing or incorrect.
	High

	FR0007
	Claim Denial Analysis
	Provide a report section for denial reason mapping related to coding errors.
	Medium

	FR0008
	User Role Access Control
	Different roles (coder, auditor, manager) should have different access levels.
	High

	FR0009
	UAT Result Tracking
	System should track and store UAT results for each user with status and comments.
	Low

	FR0010
	Change Request Log
	A change log feature should track approved CRs with ID, description, date, and impact.
	Medium



Document 4- Requirement Traceability Matrix : 
Ans : 
	Req ID
	Requirement Name
	Requirement Description
	Design D1
	Test Case T1
	Design D2
	Test Case T2
	UAT

	FR0001
	Login
	User must be able to login to access the application
	Yes
	Pending
	No
	Yes
	YES

	FR0002
	Code Entry Validation
	System must validate ICD-10 and CPT codes in real-time
	Yes
	Yes
	Yes
	Pending
	YES

	FR0003
	Modifier Suggestion
	Suggest correct modifiers based on code combinations
	Yes
	Yes
	No
	Yes
	YES

	FR0004
	Audit Report Generation
	Generate coder audit reports with scores and feedback
	Yes
	Yes
	Yes
	Yes
	YES

	FR0005
	Dashboard for Productivity
	Dashboard to show coder productivity and quality metrics
	No
	No
	Yes
	Yes
	Pending

	FR0006
	Error Alerts
	Show alerts for missing/incorrect fields in real-time
	Yes
	Yes
	Yes
	Pending
	YES

	FR0007
	Claim Denial Analysis
	Report of denial reasons linked to coding errors
	Yes
	Pending
	No
	Yes
	YES

	FR0008
	Role-based Access Control
	Access rights based on user role (coder, auditor, manager)
	Yes
	Yes
	Yes
	Yes
	YES

	FR0009
	UAT Result Tracking
	Track UAT results with status, user, and comments
	No
	No
	Yes
	Yes
	Pending

	FR0010
	Change Request Log
	Log all CRs with ID, impact, and status
	Yes
	Yes
	Yes
	Yes
	YES



Document 5- BRD Template : 
Ans : 
1. Document Revisions
	Date
	Version Number
	Document Changes

	05/07/2025
	0.1
	Initial Draft Created

	06/07/2025
	0.2
	Updated based on feedback

	07/07/2025
	1.0
	Final Version Approved



2. Approvals
	Role
	Name
	Title
	Signature
	Date

	Project Sponsor
	Mr. Rajeev Menon
	VP – Operations
	Rajeev Menon
	07/07/2025

	Business Owner
	Ms. Anita Rao
	Director – Coding Services
	Anita Rao
	07/07/2025

	Project Manager
	Mr. Karan Mehta
	IT Project Manager
	Karan Mehta
	07/07/2025

	System Architect
	Mr. Arvind Nair
	Senior System Architect
	Arvind Nair
	07/07/2025

	Development Lead
	Ms. Priya Shah
	Software Development Lead
	Priya Shah
	07/07/2025

	User Experience Lead
	Mr. Abhishek Jain
	UX Design Lead
	Abhishek Jain
	07/07/2025

	Quality Lead
	Ms. Neha Kulkarni
	QA Manager
	Neha Kulkarni
	07/07/2025

	Content Lead
	Ms. Meenal Joshi
	Documentation Specialist
	Meenal Joshi
	07/07/2025



3. RACI Chart for This Document
Codes Used in RACI Chart
	Code
	Meaning

	*
	Authorize – Has final authority to approve/sign changes to the document

	R
	Responsible – Creates the document

	A
	Accountable – Ensures accuracy and completeness

	S
	Supports – Provides support to create the document

	C
	Consulted – Provides expert input during document preparation

	I
	Informed – Needs to be kept updated on changes


RACI Chart – BRD Ownership
	Name
	Position
	*
	R
	A
	S
	C
	I

	Rajeev Menon
	Project Sponsor (Client)
	✔
	
	
	
	✔
	✔

	Anita Rao
	Business Owner (Client)
	
	
	
	
	✔
	✔

	Karan Mehta
	Project Manager (IT)
	
	
	✔
	✔
	✔
	✔

	Pradnya
	Business Analyst (IT)
	
	✔
	
	
	✔
	✔

	Arvind Nair
	System Architect (IT)
	
	
	
	✔
	✔
	

	Priya Shah
	Development Lead (IT)
	
	
	
	✔
	✔
	

	Abhishek Jain
	UX Lead (IT)
	
	
	
	
	✔
	

	Neha Kulkarni
	QA Lead (IT)
	
	
	
	✔
	
	✔

	Meenal Joshi
	Content Lead (IT)
	
	
	
	✔
	
	




4. Introduction

4.1. Business Goals
Omega Healthcare aims to improve the efficiency, accuracy, and quality of its coding and billing operations by enhancing its existing CBI (Coding and Billing Interface) software.
Need:
· Reduce manual coding errors
· Improve compliance with payer guidelines
· Automate coding audits and reporting
· Enable real-time alerts for incomplete or incorrect coding
· Empower decision-makers with dashboards and analytics

4.2. Business Objectives
To provide an IT solution for:
· Enhancing CBI software with the following functionalities:
· Real-time code validation for ICD-10 and CPT
· Modifier suggestion engine
· Auto-generation of audit and productivity reports
· Dashboard for coder and auditor performance
· Alerts and error handling mechanism
· Future roadmap will include additional modules such as:
· Mobile Application for Android and iOS
· E-Learning Management System (for training coders)
· HRMS integration for resource and workflow management

4.3. Business Rules
· Coders must only use valid and compliant ICD-10 and CPT codes based on payer-specific rules.
· Modifiers must be used as per official guidelines and only when applicable.
· Each user must access the system using role-based login.
· Audit reports must be generated weekly and reviewed by the audit lead.
· No chart should be submitted unless it passes system validation.

4.4. Background
The current CBI software used by Omega Healthcare has limited automation and relies heavily on manual coding and auditing processes. This has led to increased coding errors, claim denials, and delays in productivity tracking. The need for a robust, rules-driven, and user-friendly platform led to the proposal of this enhancement project.
Expected benefits include improved coding quality, faster audit turnaround, and real-time visibility into coder performance.

4.5. Project Objective
The goal is to enhance the current CBI software by introducing intelligent automation features. These features will assist coders and auditors in reducing errors, improving speed, and complying with healthcare coding standards. The project will also support interaction with internal systems like billing, audits, and reporting tools.
The product will align with business needs by:
· Reducing coding errors
· Improving coder performance tracking
· Enabling timely billing and audits
· Supporting data-driven decision-making

4.6. Project Scope
4.6.1. In-Scope Functionality
· Login and secure access control for coders, auditors, and managers
· Real-time ICD-10 and CPT code validation
· Modifier suggestion logic based on code combinations
· Automated audit report generation
· Dashboards for productivity and quality tracking
· Alerts for missing/incorrect data during coding
· User Acceptance Testing (UAT) and audit result tracking
· Change Request tracking log within the system
4.6.2. Out-of-Scope Functionality
· Mobile application development (to be taken up in future phase)
· HRMS and employee management features
· E-learning system integration
· Integration with external claim submission portals
· AI-based predictive coding (for future enhancement phase)
5. Assumptions
Below are the key assumptions on which the project requirements are based:
· Stakeholders (coders, auditors, billing team) will be available for requirement discussions and UAT.
· The existing CBI software is technically compatible with the proposed enhancements.
· User roles and access levels are already defined and will not require major changes.
· All necessary ICD-10 and CPT reference data will be provided by the coding compliance team.
· The development team has access to the current CBI system environment.
· Any third-party tools or services needed (e.g., validation APIs) are already licensed or available.
· Required infrastructure (servers, databases) is already set up and will not delay the project.
· Changes to SOPs or training requirements will be handled by the business team separately.
· Users have basic familiarity with using the current system and will require only minimal training for the enhancements.
· Project scope, timeline, and budget will remain fixed unless a formal change request is raised.
6. Constraints
The following constraints may affect the design, development, and implementation of the project:
· Fixed Budget: The project must be completed within the approved budget for the current quarter.
· Limited Timeline: All enhancements must be delivered within the defined 2-month project timeline.
· Use of Existing Infrastructure: Only current servers, databases, and internal tools may be used; no new hardware/software purchases are allowed.
· Team Availability: Development, QA, and business teams have parallel project commitments, which may limit availability.
· Scope Lock: Scope changes are not allowed after the BRD is signed off unless a formal change request is submitted.
· Compliance Requirement: All coding functionalities must align with payer-specific and regulatory guidelines.
· No External Integration : This phase does not include integration with external claim processing systems.
· UAT Deadline: User Acceptance Testing must be completed within 5 working days to avoid timeline slippage.
7. Risks
This section outlines the key risks that may affect the success of the CBI Software Enhancement Project. Each risk includes its likelihood, potential impact, and a strategy to manage it.
7.1. Technological Risks
	Risk
	Likelihood
	Impact
	Strategy

	Compatibility issues with the current CBI system
	Medium
	High
	Mitigate – Conduct early technical feasibility testing

	Performance degradation after enhancements
	Low
	Medium
	Mitigate – Perform system load testing before UAT

	Dependency on outdated third-party validation APIs
	Medium
	Medium
	Avoid – Replace outdated APIs during enhancement


7.2. Skills Risks


	Risk
	Likelihood
	Impact
	Strategy

	Lack of internal expertise in ICD-10/CPT logic
	Medium
	High
	Mitigate – Conduct knowledge-sharing sessions with SMEs

	Key developers or QA resources unavailable
	High
	High
	Accept – Adjust timelines if critical resources are reallocated


7.3. Political Risks
	Risk
	Likelihood
	Impact
	Strategy

	Resistance to change by coders and auditors
	High
	Medium
	Mitigate – Involve end users early and provide training

	Delay in approvals from senior stakeholders
	Medium
	High
	Mitigate – Set regular review checkpoints and reminders


7.4. Business Risks
	Risk
	Likelihood
	Impact
	Strategy

	Project delay may impact quarterly audit targets
	Medium
	High
	Mitigate – Prioritize critical features for early delivery

	Cancellation due to shifting business priorities
	Low
	High
	Accept – Proceed with documentation to enable future revival


7.5. Requirements Risks
	Risk
	Likelihood
	Impact
	Strategy

	Misinterpretation of coding validation logic
	Medium
	High
	Mitigate – Validate logic with SMEs and coders during BRD reviews

	Missing edge-case scenarios during requirements
	High
	Medium
	Mitigate – Conduct UAT with a broad sample of real case charts


7.6. Other Risks
	Risk
	Likelihood
	Impact
	Strategy

	Downtime during deployment affecting live operations
	Low
	High
	Transfer – Plan deployment during non-peak hours with IT ops team

	Data loss or corruption during migration
	Low
	High
	Avoid – Take full backup before implementation



8. Business Process Overview

This section explains how the business process currently works (AS-IS) and how it will improve with the proposed CBI software enhancement (TO-BE).
8.1. Legacy System (AS-IS)
Current Workflow:
1. Coder logs into CBI software manually.
2. ICD-10 and CPT codes are entered manually from patient charts.
3. No real-time validation – coders use external documents or manual knowledge to check compliance.
4. Modifiers are added manually, often skipped or incorrectly applied.
5. Charts are submitted without system-level validation.
6. Auditor manually reviews coded charts using Excel-based reports.
7. Reports and productivity dashboards are prepared manually and sent weekly to managers.
Challenges:
· High chance of human errors in code selection
· Missing modifiers or incorrect combinations
· Delayed audit feedback
· Manual reporting takes time and may miss performance trends
· No alert mechanism for missing or incorrect data
AS-IS Process Flow (Text Description for Drawing):
[image: ]
8.2. Proposed Recommendations (TO-BE)
Enhanced Workflow with New Features:
1. User logs in securely using a role-based access system.
2. ICD-10 and CPT codes are validated in real-time using built-in rules and payer-specific logic.
3. System suggests correct modifiers based on the procedure and diagnosis.
4. Alerts and error messages are shown for missing or incorrect entries.
5. Coder submits validated chart to auditor.
6. Audit reports are generated automatically and linked to coder ID and chart ID.
7. Dashboards show real-time coder productivity and quality scores.
Benefits:
· Improved coding accuracy and modifier application
· Reduced chart rework and denials
· Faster audit cycles
· Real-time visibility into team performance
· Coders receive instant feedback from system validation
· 
TO-BE Process Flow (Text Description for Drawing):
[image: ]

9 Business Requirements
The following are the business requirements identified through stakeholder interviews, workshops, and document reviews. Each requirement is categorized by functionality, assigned a priority, and labeled as Functional (F) or Non-Functional (NF).

Business Requirement Table

	Req ID
	Requirement Description
	Category
	Priority
	Type
	Linked Docs

	BR001
	Users must be able to log in securely using unique credentials.
	User Access
	High
	F
	Use Case: Login (UC001)

	BR002
	The system should validate ICD-10 & CPT codes in real-time based on payer rules.
	Coding Validation
	High
	F
	Functional Spec FR0002

	BR003
	The system should suggest modifiers when applicable based on coding logic.
	Modifier Logic
	Medium
	F
	Functional Spec FR0003

	BR004
	Real-time alerts should be shown if required fields are missing or invalid.
	Error Handling
	High
	F
	Functional Spec FR0006

	BR005
	Coder audit reports should be auto-generated and include accuracy metrics.
	Reporting
	High
	F
	Functional Spec FR0004

	BR006
	Dashboards should display coder productivity, audit scores, and trends.
	Analytics & Dashboard
	Medium
	F
	Functional Spec FR0005

	BR007
	The system must support role-based access (coder, auditor, manager).
	Security & Access
	High
	F
	Functional Spec FR0008

	BR008
	The system must log and track all Change Requests with status and impact.
	Change Management
	Medium
	F
	Change Request Log

	BR009
	UAT results must be tracked and exportable for sign-off.
	UAT Tracking
	Low
	F
	UAT Plan / Acceptance Form

	BR010
	The system must respond within 2 seconds for validation functions.
	Performance
	Medium
	NF
	NFR Document

	BR011
	The system must be available 99.5% during working hours.
	Availability
	High
	NF
	NFR Document

	BR012
	System should comply with HIPAA & internal data protection policies.
	Compliance & Security
	High
	NF
	Compliance Checklist



Notes:
Use Case Documentation: Each functional requirement is linked to a relevant use case (UC001 to UCXXX).
Traceability: These requirements are included in the Requirement Traceability Matrix (Document 4) for tracking throughout the SDLC.
[bookmark: _GoBack]Change Control: Any changes to these requirements must follow the formal Change Request process outlined in the project governance plan.

10.Appendices 
10.1. List of Acronyms 
10.2. Glossary of Terms 
10.3. Related Documents

List of Acronyms
	Acronym
	Full Form

	BRD
	Business Requirements Document

	CBI
	Coding and Billing Interface

	CPT
	Current Procedural Terminology

	ICD
	International Classification of Diseases

	FR
	Functional Requirement

	UAT
	User Acceptance Testing

	SLA
	Service Level Agreement

	QA
	Quality Assurance

	SME
	Subject Matter Expert

	HIPAA
	Health Insurance Portability and Accountability Act


10.2. Glossary of Terms
	Term
	Definition

	Modifier
	A two-character code that provides additional information about a CPT code.

	Validation
	The process of checking whether a code or entry is correct and acceptable.

	Audit
	A review of coded charts for accuracy and compliance.

	Dashboard
	A visual display of key metrics such as coder performance and audit outcomes.

	Use Case
	A document that describes how a user interacts with the system to achieve a goal.

	UAT
	Testing done by end-users to verify the system meets business requirements.


Related Documents
	Document Name
	Reference ID / Version
	Remarks

	Functional Specifications Document
	FRD-CBI-V1.0
	Describes system behavior

	Requirement Traceability Matrix (RTM)
	RTM-CBI-V1.0
	Maps requirements to testing

	Change Request Log
	CRL-CBI-V1.0
	Tracks requested changes

	UAT Test Plan and Acceptance Form
	UAT-CBI-V1.0
	Documents testing and approvals

	Compliance Checklist
	COMP-CBI-V1.0
	Verifies HIPAA/data protection
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