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Document 1- Business case document template

➢ Why is this project initiated?
· Current company relies on a third-party ticketing tool.
· High recurring subscription/licensing costs.
· Limited flexibility in workflows and reporting.
· Data security concerns as sensitive support data is stored outside.
What are the current problems?
· Vendor dependency for upgrades/customization.
· High operational expenses due to subscription fees.
· Limited knowledge among staff about tool functionalities.
· Outage leads to downtime.
With this project how many problems could be solved?
· Full control over customization and workflows.
· Long-term cost savings by eliminating recurring fees.
· Improved security through in-house hosting.
· Faster resolution and transparency, enhancing user experience.
Resources required
· Hardware: Hosting & backup server, disaster recovery system.
· Software: Dev tools (Eclipse/IntelliJ, SQL Workbench)
· Network: VPN, load balancer.
· Human Resources: IT staff, developers, testers, BA, project manager.
How much organizational change required?
· Moderate: Training employees to adopt new system.
· User manuals, support, and workshops included.
Time frame to recover ROI?
· Estimated 6–8 months development; ROI recovery within first 1–2 years through subscription cost savings.
How to identify stakeholders?
· IT Helpdesk team (primary users).
· Managers and supervisors (reporting).
· Project Sponsor (COEPD).
· End-users (employees logging tickets).
· Development & QA team.

Document 2: BA Strategy
1. Elicitation Techniques
· Conduct workshops with IT helpdesk, managers, and end-users (as done in Requirement Gathering).
· Use interviews to capture specific pain points with the current third-party system.
· Apply document analysis (review existing manual ticketing & Excel-based processes).
· Use brainstorming sessions to define future workflows and reporting needs.
2. Stakeholder Analysis & RACI/ILS
· Key Stakeholders: IT Helpdesk team, End-users, Managers, Supervisors, Project Sponsor.
· RACI Matrix:
· Responsible: Business Analyst, Development Team.
· Accountable: Project Manager.
· Consulted: IT Staff, Helpdesk Agents.
· Informed: Senior Management, End-users.
	Task
	Responsible (R)
	Accountable (A)
	Consulted (C)
	Informed (I)

	Requirement Gathering
	Business Analyst
	Project Manager
	IT Helpdesk, End-users
	Senior Management

	System Design
	Design Team
	Project Manager
	Project Sponsor, IT Staff
	Senior Management

	Development
	Development Team
	Project Manager
	BA, IT Staff
	Senior Management

	Testing
	QA/Test Team
	Project Manager
	BA, IT Staff
	Senior Management

	UAT
	IT Staff & BA
	Project Manager
	End-users, Supervisors
	Senior Management

	Change Request Handling
	Business Analyst
	Project Sponsor
	Project Manager, IT Staff
	Senior Management

	Progress Reporting
	Business Analyst
	Project Manager
	Project Sponsor
	All Stakeholders


· 
3. Documents to be Produced
· Business Requirement Document (BRD).
· Requirement Traceability Matrix (RTM).
· Stakeholder Analysis Document.
· Use Case Diagrams & Flowcharts.
· Test Strategy Document.
· UAT Sign-off Document.
4. Process for Document Sign-off
· Circulate drafts to stakeholders for review.
· Conduct walkthrough meetings to clarify requirements.
· Obtain formal approval from Project Sponsor and Project Manager before moving to the next phase.
5. Client Approvals
· Requirements (BRD & RTM) – signed off before Design.
· Design Documents – signed off before Development.
· UAT Sign-off Document – final client approval before deployment.
6. Communication Channels
· Weekly status meetings with stakeholders.
· Progress updates via email reports and dashboards.
· Collaboration through secure internal portal / ticket system.
· Escalation handled via project manager.
7. Change Request Handling
· Use a formal Change Request (CR) log.
· Evaluate CRs for impact on cost, scope, and schedule.
· Approvals from Project Sponsor before implementation.
8. Progress Reporting
· Weekly progress reports to stakeholders.
· Dashboards with KPIs (ticket resolution time, SLA adherence, user adoption).
· Monthly steering committee review meetings.
9. UAT & Sign-off
· Conduct User Acceptance Testing with IT staff, helpdesk agents, and supervisors.
· Validate usability, reporting accuracy, SLA compliance.
· Capture feedback, apply minor improvements.
· Obtain final client sign-off using the Client Project Acceptance Form.
Document 3- Functional Specifications

Project Name: In-house Ticket Management System
Customer Name: Internal IT & Support Department
Project Version: 1.0
Project Sponsor: COEPD
Project Manager: Kirty Sharma
Project Initiation Date: 5th September 2025
	Req ID
	Req Name
	Req Description
	Priority

	FR0001
	User Login & Authentication
	Users should be able to log in securely using role-based access (Employee, Manager, Admin).
	10

	FR0002
	Ticket Creation
	End-users should be able to create new support tickets with category, priority, and description.
	10

	FR0003
	Ticket Assignment
	System should automatically assign tickets to available support agents based on category and SLA rules.
	9

	FR0004
	SLA Countdown Timer
	Display SLA countdown on tickets with alerts for breaches (email/SMS notifications).
	9

	FR0005
	Escalation Handling
	Tickets should auto-escalate if not resolved within SLA timelines.
	8

	FR0006
	Ticket Tracking & Status
	Users should be able to track ticket progress (Raised → Assigned → In Progress → Resolved → Closed).
	9

	FR0007
	Reports & Dashboards
	Managers should be able to generate real-time reports (ticket volume, SLA adherence, resolution time, KPIs).
	8

	FR0008
	Comment & History Logs
	Maintain complete history of ticket actions (status updates, comments, escalations).
	7

	FR0009
	Admin Console
	Admin should manage users, roles, workflows, categories, and escalation matrix.
	10

	FR0010
	Knowledge Base Integration
	Provide solutions for recurring issues and FAQs to reduce ticket volume.
	7

	FR0011
	Audit & Security
	Maintain audit logs for all ticket operations ensuring compliance & security.
	10



Document 4- Requirement Traceability Matrix
Project Name: In-house Ticket Management System
Customer Name: Internal IT & Support Department
Project Version: 1.0
Project Sponsor: COEPD
Project Manager: Kirty Sharma
Project Initiation Date: 5th September 2025

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

	FR0001
	User Login & Authentication
	Secure role-based login for employees, managers, and admins.
	Completed
	Completed
	Completed
	Completed
	Completed
	Yes

	FR0002
	Ticket Creation
	End-users can create new tickets with category, priority, and description.
	Completed
	Completed
	Completed
	Completed
	Completed
	Yes

	FR0003
	Ticket Assignment
	Automatic assignment of tickets to agents based on category & SLA rules.
	Completed
	Completed
	Pending
	Completed
	Completed
	Yes

	FR0004
	SLA Countdown Timer
	Display countdown with alerts for SLA breaches (email/SMS).
	Completed
	Completed
	Completed
	Pending
	Completed
	Yes

	FR0005
	Escalation Handling
	Auto-escalation of tickets if SLA not met.
	Completed
	Completed
	Completed
	Completed
	Pending
	Yes

	FR0006
	Ticket Tracking & Status
	Track ticket lifecycle (Raised → Assigned → In Progress → Resolved → Closed).
	Completed
	Completed
	Completed
	Completed
	Completed
	Yes

	FR0007
	Reports & Dashboards
	Real-time reports on ticket volume, SLA adherence, resolution times, KPIs.
	Completed
	Completed
	Completed
	Pending
	Completed
	Yes

	FR0008
	Comment & History Logs
	Maintain complete ticket history (status updates, comments, escalations).
	Completed
	Completed
	Completed
	Completed
	Completed
	Yes

	FR0009
	Admin Console
	Admin can manage users, roles, workflows, categories, and escalation matrix.
	Completed
	Completed
	Pending
	Completed
	Completed
	Yes

	FR0010
	Knowledge Base Integration
	Provide FAQs and solutions for recurring issues to reduce ticket volume.
	Completed
	Completed
	Completed
	Completed
	Completed
	Yes

	FR0011
	Audit & Security
	Maintain audit logs for all ticket operations ensuring compliance & security.
	Completed
	Completed
	Completed
	Completed
	Completed
	Yes



Document 5- BRD Template
Project Name: In-house Ticket Management System
Project ID: TMS-001
Version ID: 1.0
Author: Kirty Sharma
Date: 5th September 2025
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1. Document Revisions
	Date
	Version Number
	Document Changes

	5/9/2025
	0.1
	Initial Draft Created

	7/9/2025
	0.2
	Added Functional Specs & RTM refs

	9/9/2025
	0.3
	Incorporated feedback from sponsor

	10/9/2025
	1
	Final Version Approved



2. Approvals
	Role
	Name
	Title
	Signature
	Date

	Project Sponsor
	COEPD
	Sponsor
	 
	 

	Business Owner
	IT Department
	Owner
	 
	 

	Project Manager
	Kirty Sharma
	Project Manager
	 
	 

	System Architect
	–
	Architect
	 
	 

	Development Lead
	–
	Lead Developer
	 
	 

	User Experience Lead
	–
	UX Designer
	 
	 

	Quality Lead
	–
	QA/Test Lead
	 
	 

	Content Lead
	–
	Documentation Lead
	 
	 



3. RACI Chart for This Document
Codes Used in RACI Chart
·  Authorize → Has ultimate signing authority for any changes to the document.
· R (Responsible) → Creates this document.
· A (Accountable) → Ensures accuracy of this document (e.g., Project Manager).
· S (Supports) → Provides supporting services in preparation.
· C (Consulted) → Provides input (e.g., via interviews, feedback).
· I (Informed) → Must be informed of any changes
	Name
	Position
	*
	R
	A
	S
	C
	I

	Kirty Sharma
	Project Manager
	 
	 
	A
	 
	 
	I

	Business Analyst
	BA Team
	 
	R
	 
	 
	 
	I

	IT Helpdesk Team
	End Users (Client)
	 
	 
	 
	S
	C
	 

	COEPD Sponsor
	Project Sponsor
	★
	 
	 
	 
	C
	I

	Development Lead
	Technical Lead
	 
	 
	 
	S
	C
	I

	QA/Test Lead
	Quality Assurance
	 
	 
	 
	S
	C
	I

	Senior Management
	Steering Committee
	 
	 
	 
	 
	 
	I


· 
4. Introduction
4.1. Business Goals
· Reduce dependency on third-party ticketing tools.
· Ensure full data ownership and security.
· Improve SLA compliance and ticket resolution times.
· Enable better reporting and transparency.
4.2. Business Objectives
· Replace third-party tool with in-house Ticket Management System.
· Provide customizable workflows and dashboards.
· Eliminate recurring subscription/licensing costs.
· Integrate with internal IT systems seamlessly.
4.3. Business Rules
· All tickets must have a unique Ticket ID.
· SLA timers and escalation must be automatically enforced.
· Only authorized users (role-based access) can create, assign, or resolve tickets.
· Audit logs must be maintained for compliance.
4.4. Background
The company currently relies on a vendor-provided ticketing system that is costly, inflexible, and raises data security concerns. The proposed in-house solution will reduce costs, improve control, and enhance user experience.
4.5. Project Objective
Develop and implement a secure, scalable Ticket Management System to replace the third-party tool, improve operational efficiency, and reduce costs.
4.6. Project Scope
4.6.1. In Scope Functionality
· User login & authentication
· Ticket creation, assignment, and tracking
· SLA countdown & escalation handling
· Reports and dashboards
· Comment & history logs
· Admin console for configuration
· Audit & security compliance
4.6.2. Out of Scope Functionality
· Third-party integrations (except email/SMS)
· Mobile applications (future scope)
· AI-driven automation (future scope)
5. Assumptions
· Stakeholders will provide timely inputs.
· Skilled technical team will be available.
· Existing data can be migrated successfully.
6. Constraints
· Budget limited to ₹8.7 Lakhs.
· Timeline: 6–7 months.
· Waterfall methodology must be followed.

7. Risks
· Technological Risks: Data migration challenges, integration issues.
· Skills Risks: Limited knowledge of legacy system among employees.
· Political Risks: Resistance from employees to adopt the new system.
· Business Risks: Delays may increase operational costs.
· Requirements Risks: Scope changes may lead to cost overruns.
8. Business Process Overview
8.1. Legacy System (AS-IS)
· Third-party vendor tool.
· High subscription/licensing costs.
· Limited customization & data security issues.
8.2. Proposed System (TO-BE)
· In-house TMS with full control.
· Customizable workflows & reports.
· Lower operational cost and higher security.
· Improved SLA compliance and faster resolution.
· [image: ]
9. Business Requirements
· Functional Requirements: (FR0001–FR0011 from Functional Specs).
· Non-functional Requirements: Scalability, Performance, Security, Data Ownership.
10. Appendices
10.1. List of Acronyms
· TMS – Ticket Management System
· SLA – Service Level Agreement
· UAT – User Acceptance Testing
10.2. Glossary of Terms
· Ticket: A recorded issue or request from an end-user.
· Escalation: Automatic forwarding of unresolved ticket to higher authority.
10.3. Related Documents
· Business Case Document
· BA Strategy Document
· Functional Specifications
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