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                                     Document 1- Business Case 

1. Why is this project Initiated? 

Answer – This project is initiated to enhancing the existing portal to better support to Implement new portal which Addressing the current users’ challenges, Supporting the Goals, Improving technology for Provider Management.

· Disjointed Systems 
· Manual Systems 
· Limited Visibility 
· Customer Experience Goals.
2. What are the current Problems? 

· No structured Methods for users to update the provider details 
· Lack of Collaborative systems 
· Manual Data Entry 
· Delayed Updates
· Compliance Risks 

3. With this project how many Problems could be solved? 

· Four Major Issues are directly Addressed.
· Human Resources 
· Compliance and Security
· Development Costs 
· Legal and Compliance 

4.What are the sources Required?

· Business Analyst 
· Project Manager 
· Developers 
· Database Admins 
· System Admins 
· Business Stake Holders 
· Process Experts /End Users 

5- What are the challenges to adopt this technology? 

Organizational Changes - 

Moderate Change -Includes training sessions and briefings for users to use the digital Platforms.

6- Time frame to Recover ROI? 
 8-12 Months post -deployment based on increased platform usage and Improved digital system.

7- How to identify stake holders?

Analyzing current systems 
Identifying the Provider needs 
Consult department heads for implementing the digital platform 



Document -2 Business Analysis Strategy 

Project Name – HCPM Portal Enhancement 
Customer Name- First Source Healthcare Solutions 
Version-1.0 
Project Sponsor – Development Head 
Project Initiation Date – 08-10-2025 


1- Business Analyst Approach 
As a Business Analyst for this project, I have adopted the Waterfall Model for the end to end Execution of business analysis activities. Given the scope and Sequential nature of the HCPM Enhancements, this model ensures clarity, traceability, and documentation at each phase. 
This approach includes the following key phases –
1. Requirement Gathering: 
I conducted stakeholder interviews, process walkthrough and document review to understand current points and future expectations. I documented both functional and non -functional requirements based on these sessions. 
2. Design: 
I collaborated with the UI /UX and Technical teams to translate the requirements into wireframes, workflows and the systems architecture inputs.
3. Development – During Development, I provided clarifications actions, validated design interpretations and tracked requirements coverage to ensure that no business functionality was missed.
4- Testing - I supported the QA Team in preparing test cases, reviews test coverage against requirements, and functional alignments. I also helped analyzed and prioritize bugs raised during internal testing.
5- User Accepting Testing – UAT – I coordinated with the end users and stake holders to conduct UAT, prepared a UAT checklist, captured, feedback and ensured sign offs before final deployment. 

2. Roles and Responsibilities –
As a part of the strategy, I have mapped the key roles involved and my own collaboration with each –
Business Analyst (Me) – 
· Elicit and document the business and functional requirements.
· Act as a bridge between stake holders and Technical Teams 
· Supports testing, change management and UAT coordination.
· Development Team – 
Implement system enhancements based on a signed off requirements.
· Quality Assurance Team (QA) – 
Create and execute test plans based on my documented specifications.
· Database Administration -  
Modify schema and ensure data consistency for new features.
· System Administration – Manage deployment, server set up, and LMS performance 
· Stake Holders Academic Heads – Provide Insights, validates features and approve deliverables.
3) Stake Holder Communication Plans - 
To ensure transparency and timely updates, I have defined the following communications strategy: 
· Weekly Update Meetings – Project team syncs to track progress and blockers.
· Biweekly status Reports – Shared with sponsors and key stake holders.
· UAT Walk through sessions – To Ensure user understand features behavior and acceptance criteria.



 4.Requirement Management Plan –
· To manage the evolving set of requirements effectively. I will follow the below strategy.
· Using RTM 
· Mainitaing version-controlled documents 
· Assigning different IDs to every requirement for cross referencing and RTM.
· All requirements updates are validated 


5- Change Request Plan –
· Every change request is documented formally with expected impact.
· Stakeholders review and approve all change requests.
· I will conduct Impact analysis on cost, timeline, and effort before CR approval. The CR log is reviewed during project meetings and reflected in updated documentations. 
6- Tools and Techniques I Use –
For execution, I leverage the following tools and technique.
Tools- MS-Excel, Visio, Balsmiq -for documentation, wireframes diagrams.
Google Meet, zoom, Jira
Techniques- 
· Stakeholder Interviews 
· Document Analysis 
· Brainstorming and GAP Analysis 
7 – Key Deliverables I will provide –
· Business Case
· Business Requirements Document (BRD)
· Functional Specifications 
· Requirement Traceability Matrix 
· UAT 
Document -3 Functional Specifications 

 REQID           REQ NAME                     DESCRIPTION                                           PRIORITY 

FR001- Enable to the server     Users must be able to login           High 
                   Login  
FR002-   Upload the Inventory Uploading Provider Information High
FR003 – View Inventory Details   Current Inventory Details   Medium 
FR004- Add Inventory Item           New provider information in High 
                                                            The portal.
Document -4 Requirement Traceability Matrix (RTM) 

	REQ ID

	NAME 
	DESCRIPTION 

	DESIGN 

	TEST CASE 

	UAT 


	FR001


FR002



FR003




FR004    
	Login


Upload the Inventory

View Inventory Details  



Add Inventory Item           
	Enable to the server Login

Uploading Provider Information


Current Inventory Details  



New provider information in the portal  
	D001 


D002 



D003 




D004 
	T001 


T002



T003 




T004 
	YES 


YES 



YES 




YES 






Document -5 Business Requirements Documents (BRD) 



Project Name: US Healthcare First source provider Tool 
Project ID:
Version ID:
Author:
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1.Document Revisions-
Date                 Version No                       Document Changes 
10-10-2025              1.0                 Initial draft of the Business   
                                                            Requirement
11-10-2025             1.1                 Updated project Scope and obj
12-10-2025            1.2                 Incorporated stakeholder 
                                                                  Feedbacks 
13-10-2025              1.3                Added requirement traceability 
                                                     Matrix and final refinements.   
2.Approvals – 
Name                    Designation                signature          Date  
Sangeetha   Business Analyst                                              10- 10-2025  
                                                                                                          
Himansh     Project Manager                                             11-10-2025
                          
Navya            Project Sponsor                                                    12-10-2025

3. RASCI Chart for this Document 
· R – Responsible -The Individuals who will complete the task.
· Accountable – The person is responsible for the correct and through completion of the task.
        S- Support – Resources allocated to assist in completing the task.
· Consulted – People who provide input based on how it will affect the work.
· Those who need to be kept informed of progress and decisions.

RACI Matrix – 

Task   Business     Project        Development QA Team S.H
               Analyst      Manager     Team 
Req
Gathering    R,          A                    C                 C                 I 
Document           R            C                     I                 I                   C
Design                   C             A                    R               I                   C
Development        I              C                    R              I                      I 
Testing                   S               C                    S              R                   I 
User 
Acceptance           S                  A                   C             R                R 
UAT 
Final Approval       C                  A                     I           C                 R 

Introduction 
Business Goals – 
· To Implement Digital systems to make the provider details and accessible for the users to do the payments accurately and submission of the documents of the providers to Insurance Companies and communicating with the providers if needed 
· To make a Enforced Internal changes and communication among the users with the new digital platforms called FSPM tool 
· To simplify the access to the providers learning through directly in integration of   the tool called FSPM tool.
Business Objectives-
· Users Must update the provider Information in the integration tool like name of the provider, Place, city and state.
· Users should also check and refer the details of the providers and do the payments.
· Implementation of the system through installing new features to the tool where it makes the payments and validation of the details correctly.
Business Rules- 
· The tool is accessible to all the users and authorized persons to upload the information.
· Users must be able to check and navigate the provider information from the tool.
Project Objectives – 
In scope Functionality - 
· To introduce the new tool called FSPM and the major features like demographic information of the provider like name, place, city, state, zip code and specialty  
· Creation of the tool with basic content 
· Implementation of the provider research information with logical tools involved in the whole process.
Out Scope Functionality –
· Enhancement support or support for implementation of the tool 
· Designing the proposed features in viewing 
· Analytics dashboard for new features 
Assumptions –
· All users will and should have internet access for accessing the features.
· Stake holders will be available during the requirement gathering review and UAT phases. 
· The current platform architecture supporting integration of other parties like outlook, spreadsheets etc.

· Constraints – The total budget for the project is 10,00,000
· The delivery   timeline for all the features is 5 to 6 months from the starting of the project. 
· The scope is limited to the desktop, mobile applications will not be addresses in this phase.
· Changes must be backwards with the existing systems 
· Any additional change requests beyond the defined scope will follow a formal change control process.
Risks –
Technological Risks -
· Integration issues may arise during the Implementation of the website
· Existing features may need optimization to support additional features. 
· Risk of the time which has been assigned during development of new features.
Skills Risks – 
· Development team may require upskilling or training to work with the providers data
· QA team face challenges in testing with the FSPM and ensuring secure access to employee.
Political Risks – 
· Resistance to change of the users who are used for the current process.
· Complaints and concerns from employees about visibility or monitoring the tool
Business Risks –
· If the users are unable to login into the portal with the sign credentials 
· Employees may not adopt the changes unless there is a clear view of the portal.
Requirement Risks –
· Scope Creep due to evolving stake holders during UAT could delay the final sign off and deployment.
· Delaying Feedback from stake holders 
Other Risks – 
· Network Issues may block the portal 
· Compliance Issues and Users discussions 
8. Business Process Overview –
Legacy System – (AS-IS)
· Provider Data Submission 
· User Communications 
· Performance Monitoring 
· Integration Developments 







	           Create the provider 



	   
	        Submit Invoice Manually 




	     Reviewed by     admins/finance teams 




	Payment sent through email




	Confirmation mail received from the provider 





Proposed Recommendations (TO -BE) 
· Portal Access 
· Using Process   Logics and Identify the provider details 
· Making Communications easier 
· Making the providers payment easier.



	Provider will login into the portal 



	 Checks the details are updated and goes to payment modules 



	Payment Gateway API 


                                                       
	Provider Dashboard 
Receives the payment 



9- Business Requirements –

Req                                Requirement                                    Business   
                                                                                                       Need 
ID                                        Name 

BRD-001                         Login page                                 Users should be 
                                                                                               Able to login
BRD-002                      Upload                                          Uploading 
                                                                                       Provider Information 
BRD-003                 Add Inventory item                Add new provider
                                                                                    Information to portal 
BRD-004                 Notifications                                    Email Alerts 

BRD-005                    Delete the Details                  Delete all the Items  




10 – Appendices 
Acronym                                                      Definition 
HIPAA              Health Insurance Portability and Accountability Act
CMS                 Centers for Medicare & Medicaid Services
EFT                Electronic Funds Transfer
ERA                   Electronic Remittance Advice
EDI                   Electronic Data Interchange
FHIR           Fast Healthcare Interoperability Resources
NPPES           National Plan and Provider Enumeration System
BRD              Business Requirements Document
TAT                Turnaround Time
MFA           Multi-Factor Authentication

Glossary of Terms –
Provider   -  A healthcare professional or organization delivering medical services (e.g., physician, hospital).
Payer     - An entity responsible for reimbursing providers for healthcare services (e.g., insurance company, CMS).
Claim   - A formal request for payment submitted by a provider to a payer for services rendered.
Adjudication -       The process by which a payer reviews and determines the validity and reimbursement of a claim.
Remittance-Advice -    A document detailing the payment made to a provider, including any adjustments or denials.
Clearing house -   A third-party intermediary that facilitates the exchange of healthcare data between providers and payers.
Smart Contract -A digital agreement that automatically enforces payment terms based on predefined rules.
Interoperability- The ability of different systems and organizations to exchange and use healthcare data seamlessly.


                  







 


         


