            Live Project – Waterfall Deliverables – Part 1/2 
                Developing online Coaching Application

Document 1: Business Case Document Template

Project Initiation: The Focus Educations was initiated to address the limited geographical reach, limited learning preferences for students and recruitment different qualified educators ultimately increasing the reach, recruiting qualified teacher and making profit. 
Current Problems: 
The current problem is limited accessibility, limited use of resources, space availability, finding qualified staff and irregular payments due to non-availability of specific payment mode.
Problem Solutions:
·  Implement online coaching platform will address the current inefficiencies. The platform will
· Increase accessibility: will be accessible to students of different geographical area.
· Recruiting qualified teacher: help to recruit qualified teacher for student.
· Access to Diverse Learning Resources: students will be able to learn from different resources making students learning easy.
· Secure payment method: Students will only be able to attend classes once they deposited their fees ensuring proper management of fees. 
Required Resources: the successful implementation of the project will require resources including: 
Human resources: 
· Project manager: oversees the project.
· Business Analysts: gather and analyse the requirement.
· Developers: build the online application.
· Designers: design the UI/UX interface.
· Testers: ensure functionality and reliability.
· IT support: handle deployment and support.
· Trainers: provide user training.

Technical Resources: 
· Development tool 
· Design tool
· Testing tool 
· Hosting infrastructure: Sever, database system.
· Security tool: data protection software.
Financial resources: 
· Budget: For salaries, hardware, software, licensing cost, infrastructure cost, supporting and maintenance cost.
Physical resources: 
· Workspace: offices or remote setups.
· Hardware: computers, headphones, microphones, webcams.
Documentation and Training Material: 
· User manuals: Guides for portal use.
· Training programs: Structured Training Sessions.
Organizational change: 
Process changes:
· Automated Payment: Payment will be paid automatically before admission to the course.
· Automated enrolment: once payment is done student will be automatically enrolled.
· Automatic teacher recruitment: teachers will be recruited online based on their qualification level.
· Digital study material: students will get study material online.
Training and support: 
· User training: comprehensive training for the teachers.
· Ongoing support: Dedicated support team for user assistance.
· Role and responsibilities; 
· New roles: potential creation of focus educations administration.
· Adjusted roles: student and teachers incorporate portal uses into daily tasks.
Roles and responsibilities:
New roles: Potential creation of Focus Education administrators.
Adjusted Roles: Teachers and student incorporate portal usage into daily life.
Communication and collaboration: 
· Enhanced communication: improved channels between IT, student and teachers.
· Technology integration: 
· IT infrastructure: transforming Focus Educations into online platform.
· Data Management: student, teachers and payment will be managed online.
ROI Timeframe: The expected timeframe for Focus Educations is approximately 1.5 year, with tangible benefits and cost saving becoming evident within 1.5 year of implementing.

Stakeholder Identification:
Primary Stakeholder: 
· Administrators: oversees the implementation and ensure the alignment with project goal.
· Student: main users of the application.
· Teachers: direct beneficiaries of the application.
  Secondary stakeholder: Managers and employers of the coaching centre.
  Tertiary stakeholder: Third party involved in providing study materials.
  Project team:
· Project manager: Lead the project ensure it stays within the time and budget.
· Business Analysts: Gathers requirement and ensure they meet stakeholders need.
· Developers: design and build the Focus Educations Application.
· Designers: create an intuitive and user friendly interface.
· Testers: ensure the portal is functional and free of defects.
· Trainers: develop and deliver training program for end users.



Document 2: Business Analysts approach strategy 

1. Project Initiation : 
· Understand the project objective, scope and constrains.
· Identify key stakeholder and establish communication channels.
· Conduct a preliminary assessment of business needs and requirement

2. Elicitation technique: 
Interviews
Conduct one to one survey with teacher, student to gather detailed requirements and insight.

Surveys and Questionnaire
Distribute questionnaire to larger group of stakeholder, including teachers and students to collect quantitative data on needs and expectations.

Focus Groups 
Organise focus groups sessions with teachers and SME’s to discuss challenges and potential solution collaboratively.

Workshops
Facilitate workshops with key stakeholders to brainstorm ideas, define requirements, and prioritize features.

Observations
Observe teachers during classes to understand their workflows, pain points and areas for improvements.

Process reengineering:
Study the already existing online platform to get a better understanding of how to give students and teacher a better platform.

Prototyping:
Develop and present prototypes of online coaching platform to stakeholders for feedbacks and refinement of requirements

Brainstorming: conduct brainstorming sessions with project team and stakeholders to generate ideas and identify innovate solutions.



3. Stakeholders Analysis: 
· Identify stakeholders and their roles using RACI (Responsible, Accountable, Consulted, and Informed)/ILS (Influencer, Leader, Supporter) matrices.
· Determine each stakeholder’s level of involvement and expectation regarding the project.
· Need to use this analysis to allocate responsibilities, manage expectation and ensure effective communication.


	

Stakeholders
	Responsible 
(R)
	Accountable (A)
	Consulted
(C)
	Informed
(I)

	Administrator 
	      
	        A
	     C
	        I

	Teachers
	      R
	
	     C
	        I

	IT staff
	      R
	
	     C
	        I

	Parents
	
	
	
	        I

	Project manager 
	      R
	        A
	
	

	Business analysts
	      R
	
	
	

	designer
	      R
	
	
	

	Testers 
	      R
	
	
	

	trainers
	      R
	
	
	





4. Documents to write: 

· Business requirement document (BRD)
· Functional requirement specifications (FRS)
· Use case Document
· Test plan
· User acceptance testing (UAT) plan
· Training materials 
· Project Management plan

5. Document sign-off process: 

· Share the draft document with stakeholders for review and feedback.
· Incorporate feedback and revisions as necessary.
· Obtain formal sign-off from stakeholders indicating their acceptance of document.
· Maintain version control to track changes and update.


6. Client approvals:

· Present finalised document to the client for approval.
· Provide explanation and clarification as needed to ensure understanding.
· Obtain formal approval from client through signed agreement or email confirmation.



7. Communication channels: 

· Establish regular meetings with stakeholders to discuss project progress, issue and updates.
· Utilize email project management software and collaboration tools for communication.
· Maintain an open door policy for stakeholders to raise concern or provide feedbacks
8. Change Request Handling:

· Establish a formal change request management process to capture, assess, and prioritize change request.
· Evaluate the impact of proposed changes on scope, timeline and budget.
· Obtain approval from change control board before implementing changes.

9. Progress reporting to Stakeholders:

· Provide regular updates on project milestone, deliverables and risks.
· Use status reports, dashboards and presentations to communicate progress effectively.
· Highlight achievements, challenges, and upcoming tasks to keep stakeholders informed.

10.  UAT-Client Project Acceptance: 
· Coordinate user acceptance testing (UAT) with the clients to validate that the software meets requirements.
· Provide clear instructions and test cases for the client to execute during UAT.
· Obtain sign-off on the UAT- client project acceptance from clients once he confirms the satisfaction with the software functionality.

Document 3: Functional Specifications 

	
 Project Name 
	
             Online Coaching Application

	
Customer Name
	
   Mrs Seema Rathore

	
Project Version 
	
    1.0

	
Project Sponsor
	
     Mrs Seema Rathore

	
Project Manager
	
   Mr Vendanam

	
Project Initiation Date
	
 25/07/2025



Functional Specifications

	Req ID
	Req Name 
	               Req Description
	Priority

	FR001
	Registration and Authentication
	Users ( student and  Teachers ) should be able to register and create accounts with unique profile
	10

	FR002
	Role based access control
	Different user roles (student, teacher, and administrator) should have specific permission and access level within the system.
	10

	FR003
	Profile management
	User should be able to manage their profiles, including personal information, contact detail and preferences
	9

	FR004
	Scheduling session
	Automatic scheduling of session for classes based on student and teacher availability
	10

	FR005
	User search filtering
	Administrator and teachers should be able to search and filter users based on various criteria ( e.g. name , role , course enrolment)
	8

	FR006
	Course creation and management 
	Teachers should be able to create edit and organise courses with lesson, module and resources.
	9

	FR007
	Content delivery
	The system should support various content format
(Text, video, audio, documents) and allow for structured delivery. 
	8

	FR008
	Resources management 
	Teachers should be able to upload and manage various learning resources( assignment, mock test, supplementary material)
	9

	FR009
	Content scheduling
	The system should allow the for scheduling the release of content based on a predefined schedule or milestone
	7

	FR010
	Progress tracking 
	Student should be able to track their progress through courses , including completed lesson , scores and overall course completion
	9

	FR011
	Assessment 
	The system should allow for creation and delivery of assessment to evaluate student learning
	7

	FR012
	Feedback and Reviews
	Student should be able to provide feedback on courses and lessons
	7

	FR013
	Search functionality
	Allow student to easily search for courses, teachers and specific content.
	7

	FR014
	Responsive Design
	Ensure platform is accessible and user friendly across different devices( desktops, tablets and smartphones)
	10

	FR015
	Analytics and Reporting
	Provide insight into platform usage , student engagement and overall business performance
	8

	FR016
	Secure payment Gateway integration
	Integrating with trusted payment gateways to handle online transaction securely
	10

	FR017
	Subscription management
	Offer subscription options for different course packages or membership level
	9

	FR018
	Invoice generation
	Automatic invoice generation for each transactions
	7

	FR019
	Auto logout
	The system should automatically logout if portal is open for a long time and is not active
	9

	FR020
	Help Section
	System shall include a help section with user guide and FAQ’s 
	7


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

	FR001
	Registration and Authentication
	Users ( student and  Teachers ) should be able to register and create accounts with unique profile
	Yes
	Yes
	Yes
	Yes
	Yes
	Pending
	10

	FR002
	Role based access control
	Different user roles (student, teacher, and administrator) should have specific permission and access level within the system.
	Yes
	Yes
	Yes
	Yes 
	Yes
	Pending
	10

	FR004
	Scheduling session
	Automatic scheduling of session for classes based on student and teacher availability
	Yes
	Yes
	Yes
	Yes
	Yes
	Pending
	10

	FR014
	Responsive Design
	Ensure platform is accessible and user friendly across different devices( desktops, tablets and smartphones)
	Yes
	Yes 
	Yes
	Yes
	Yes
	Pending
	10

	FR016
	Secure payment Gateway integration
	Integrating with trusted payment gateways to handle online transaction securely
	Yes
	Yes
	Yes
	Yes
	Pending
	Pending
	10

	FR003
	Profile management
	User should be able to manage their profiles, including personal information, contact detail and preferences
	Yes
	Yes
	Yes
	Yes 
	Pending
	Pending
	9

	FR006
	Course creation and management 
	Teachers should be able to create edit and organise courses with lesson, module and resources.
	Yes
	Yes
	Yes
	Pending
	Pending
	Pending
	9

	FR008
	Resources management 
	Teachers should be able to upload and manage various learning resources( assignment, mock test, supplementary material)
	Yes
	Yes
	Yes
	Pending
	Pending
	Pending
	9

	FR010
	Progress tracking 
	Student should be able to track their progress through courses , including completed lesson , scores and overall course completion
	Yes
	Yes
	Yes
	Pending
	Pending
	Pending
	9

	FR017
	Subscription management
	Offer subscription options for different course packages or membership level
	Yes
	Yes
	Yes
	Pending
	Pending
	Pending
	9

	FR019
	Auto logout
	The system should automatically logout if portal is open for a long time and is not active
	Yes
	Yes
	Yes
	Pending
	Pending
	Pending
	9

	FR005
	User search filtering
	Administrator and teachers should be able to search and filter users based on various criteria ( e.g. name , role , course enrolment)
	Yes
	Yes
	Yes
	Pending
	Pending
	Pending
	8

	FR007
	Content delivery
	The system should support various content format
(Text, video, audio, documents) and allow for structured delivery. 
	Yes
	Yes
	Yes
	Pending
	Pending
	Pending
	8

	FR015
	Analytics and Reporting
	Provide insight into platform usage , student engagement and overall business performance
	Yes
	Yes
	Pending
	Pending
	Pending
	Pending
	8

	FR009
	Content scheduling
	The system should allow the for scheduling the release of content based on a predefined schedule or milestone
	Yes
	Yes
	Pending
	Pending
	Pending
	Pending
	7

	FR011
	Assessment 
	The system should allow for creation and delivery of assessment to evaluate student learning
	Yes
	Yes
	Pending
	Pending
	Pending
	Pending
	7

	FR012
	Feedback and Reviews
	Student should be able to provide feedback on courses and lessons
	Yes
	Yes
	Pending
	Pending
	Pending
	Pending
	7

	FR013
	Search functionality
	Allow student to easily search for courses, teachers and specific content.
	Yes
	Yes
	Pending
	Pending
	Pending
	Pending
	7

	FR018
	Invoice generation
	Automatic invoice generation for each transactions
	Yes
	Yes
	Pending
	Pending
	Pending
	Pending
	7

	FR020
	Help Section
	System shall include a help section with user guide and FAQ’s 
	Yes
	Yes
	Pending
	Pending
	Pending
	Pending
	7

	NFR001
	System must connected to internet
	System must be connected to internet to operate the application
	Yes
	Yes
	Yes
	Yes
	Yes
	Pending
	10

	NFR002
	Page Loading time
	Each page should load within 2-3 sec
	Yes
	Yes
	Yes
	Yes
	Pending
	Pending
	10

	NFR003
	Applicable in phone, mobile and desktops

	Application must be operated in mobile, desktop and tablets
	Yes
	Yes
	Yes
	Pending 
	Pending
	Pending
	10

	NFR004
	System update
	System must be updated every 6 months
	Yes
	Yes
	Pending
	Pending
	Pending
	pending
	9




Document 4: Requirement Traceability Matrix




Document 5: BRD Template

                    Focus Educations online coaching System
                              LMS_COEPD_2025
                                    Version 1.0
                                  Mr Vandanam
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1. Document Revision: 

	Revision Number
	Date
	Author
	 Description of Changes
	Reviewer
	Approval Date

	  0.1
	27/07/25
	Mr Vandanam
	Initial draft of the project documentation
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	4/08/25
	Mr Vandanam
	Added project objectives and success criteria
	  XYZ
	5/08/25

	  0.3
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  XYZ
	
19/09/25
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	 25/09/25 
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	Final review and formatting adjustment
	  
XYZ
	
26/09/25
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3. RASCI chart for this document
Codes used in RASCI chart 
· R: Responsible
· [bookmark: _GoBack]A: Accountable
· C: consulted
· I: informed

	

Stakeholders
	Responsible 
(R)
	Accountable (A)
	Consulted
(C)
	Informed
(I)

	Administrator 
	      
	        A
	     C
	        I

	Teachers
	      R
	
	     C
	        I

	IT staff
	      R
	
	     C
	        I

	Students
	
	
	
	        I

	Project manager 
	      R
	        A
	
	

	Business analysts
	      R
	
	
	

	designer
	      R
	
	
	

	Testers 
	      R
	
	
	

	trainers
	      R
	
	
	



In this RASCI Chart:
Administrator: is accountable and has ultimate authority (Authorise) for any changes to the document.
Teachers, IT staff, Project manager, Business Analysts, Designers, Testers and trainers are responsible for their respective roles.
Administra4.1tion is responsible for authorising the document and inform all stakeholders.
Project Manager is accountable for the documents.
Administrator, Teachers, IT staff and students are consulted during the document process. 
4. Introduction:
4.1. Business Goal: 
 The Goal of this project is to develop an online coaching platform alongside offline one is to expand reach, cater diverse learning preferences by recruiting different qualified educator and increase the profit. Increased Accessibility and flexibility for student and educators, Cost effectiveness, Reach a wider audience, Utilize digital resources, direct teacher student interaction, structured learning environment.
4.2. Business Objectives:
Student Engagement: creating interactive and engaging learning environment to enhance student participation and motivation.
Generate Revenue: by providing educational training and training services.
Increased accessibility: wide range of accessibility for both teachers and students.
Facilitate scheduling: automatic scheduling of classes depending to teacher and student availability.
Enhance data accuracy: reduce errors in data entry.
Ensure Compliance: maintain educational and data protection regulation Compliance 
Improved user satisfaction: reach at least 85% user satisfaction with intuitive and efficient design.
Support Scalability: Handle user load and large data volumes without performance issues.
4.3. Business Rule: 
Role Based Access Control: user can access only the functionalities and data related to their roles (e.g. teachers, students, and administrator)
Automatic Logout: users will automatically logged out after a specified period of inactivity o maintain security.
4.4. Background:
 The tuition centre which are operated offline only those students who live in neighbourhood are able to attend the classes. Limited study material and mock test are shared offline. Managing the increased number of student in limited space is becoming challenging. Not being a recognised brand securing and retaining qualified educator is a challenge. Parents often delays in submitting tuition fees. To address these issues Focus Education online application aims to increase its accessibility in different geographical area, increase the scalability without worrying about the space problem, online payment ensure timely deposition of fees and provide students with diverse learning resources and one to one teachers interaction.
4.5. Project objective: 
· Online Coaching Platform: Develop and launch a fully functional online platform for delivering educational content and service.
· Implementing secure authentication: for both students and educators.
· Develop comprehensive tool:  implement tool for generating educator session, educator availability and booking student schedule.
·  Accessibility: Increased accessibility to students and qualified educators.
· Enhanced monitoring and tracking: implementing a system for automatic monitoring and tracking of income and expenses.
· Automatic student enrolment once payment is done.
· Secure payment gateway: giving students a secure payment option making payment on time.
· Improve student teacher communication: Application for connecting student and educator one to one.
· Enhanced learning resources:  providing students with different resources so that students can learn effortlessly.
4.6. Project Scope:  
The project scope outlines the boundaries and deliverables of the focus Educations online project.it define what feature and functionalities will be added in the final product and what aspects are considered out of scope. The project scope encompasses both the in –scope functionality that will be developed as a part of the project and the out of scope functionality that will not be addressed.

4.6.1. In Scope Functionality
User Authentication and Authorisation: Secure login and role based access control.
Automatic enrolment: Student automatic enrolment once the course is chosen and payment is done.
Data Validation: Automatic checks to ensure marks accuracy.
Comprehensive Tool: for scheduling sessions, student teacher interaction, learning resources.
Monitoring and tracking tool: for income and expenses.
User interface: Responsive design for desktops, tablets and smartphones.
Security Measure: Data Encryption, audit trails, and automatic logout.
Scalability: design for increase student number, and more sessions.
Training and support: Use guides, Training material, and technical support.
API development: for future integrations with other educational tools.

4.6.2. Out Scope Functionality: 
Hardware procurement: no hardware for end-users (students and teachers).
Non educational integration: no integration with unrelated third party system.
Extended Customization: No customization outside predefined feature. 

5. Assumptions:
I. User Readiness: All the user have basic computer literacy and are willing to adopt the new system.
II. Internet connectivity: all the users will have high internet connectivity for smooth working of system.
6. Constraints: 
I. Budget: Project must stay within allocated budget.
II. Timeline: Project must be completed within 8 months.
        
7. Risks: 
    Technological risks: 
      Data Security: Protection student and teachers information from breaches and 
      Unauthorised access.
     Scalability:  Ensure portal can handle large number of users.
     Reliability and uptime: Ensuring System is robust and consistently available.
Skill risks:
Technical Expertise: availability of skilled developers and IT staff proficient in the required technologies.
Training and support: Ensuring students and teachers can effectively use the new system.
Project management: Ensuring project manager have required experience in handling large scale project.
Political Risks: Change in government policies.
Business risks: 
Costs Overruns: The project exceeding the budget due to unforeseen issue or scope changes.
Market Acceptance: Student and teacher may prefer other trusted coaching centres.
Return on Investment (ROI): The project may not deliver the expected profits.
Requirement Risks:
Changing Requirements: evolving needs from stakeholders leading to scope creep and potential delays.
Incomplete requirements: initial requirement may not capture the need of all the users, leading to rework.
Requirement conflict: different stakeholders might have conflicting requirements.
Other Risks: 
Project timeline: unforeseen delays leading to extension of timeline.
Maintenance and support: ensuring ongoing support and maintenance post launch to address bug, updates and user issues.
Competition: competitors releasing similar or superior product affecting focus educations market positions.

8. Business process Overview: 
8.1. Legacy System (As-IS): 
The legacy system for tutoring students is characterised by offline process, limited space, basic study resources, limited teachers. This system poses several challenges including limited accessibility, irregular payments, limited resources for students to learn, lack of qualified staff. A transition to online platform aims to address these challenges by making it online platform and all the process automatic entire process thereby increasing accessibility, diverse learning resources, qualified teacher availability, and safe and secure payment method increasing the profit.
· They take admissions of students manually by taking to their parents.
· They receive the tuition fees via cash or phone pay.
· The coaching centre is operated in a rented space.

8.2. Proposed Recommendation (TO-BE): 
To address the challenge identified during offline tutoring and developing it to an online coaching platform , the proposed recommendation include automatic student enrolment and fees payment, recruiting qualified teachers and proving diverse learning resources and thereby addressing the issues. Key recommendations include: 
· Integrated database: centralize all the student data and teacher data, marks in unified database allowing real time access and updates.
· Implementing secure authentication: for both students and educators.
· Develop comprehensive tool:  implement tool for generating educator session, educator availability and booking student schedule.
· Enhanced monitoring and tracking: implementing a system for automatic monitoring and tracking of income and expenses.
· Automatic student enrolment once payment is done.
· Secure payment gateway: giving students a secure payment option making payment on time.
· Improve student teacher communication: Application for connecting student and educator one to one.
· Enhanced learning resources:  providing students with different resources so that students can learn effortlessly.
· Load testing: conduct regular load testing to ensure system can handle peak usage time.
· Feature enhancement: regularly update the system with new features and improvements based on evolving user needs and technological advancements.

9. Business Requirements: 

	Req ID
	Requirements
	                    Description
	Priority

	BR001
	User Authentication 
	The system must provide registration and login mechanism for user, including password protection and multi factor authentication
	high

	BR002
	Role- based access control
	The system should support role based access control, allowing different levels of access for different users
	High

	BR003
	Data validation
	The system should include automated data validation
	High

	BR004
	Schedule online session
	The system should be able to schedule automatic online session based on availability of teachers and students
	High

	BR005
	Assessment
	The system should enable teacher to manage and update student assessment
	Medium

	BR006
	Responsive UI
	The system should have a responsive user interface that works on desktop, tablets and smartphones
	High

	BR007
	customization
	The system should allow for customization of workflows, user interfaces and reporting templates
	Medium

	BR008
	Security
	The system must implement robust security features, including data encryption, audit trails and automatic logout with a secure payment gateway.
	High

	BR009
	Training and support
	The system should provide comprehensive user guides, training material and technical support
	Medium

	BR010
	Scalability 
	The system should be designed to handle increased user loads and data volume
	High

	BR011
	Notifications and alerts
	The system should provide notifications and alerts for important deadlines and tasks requiring attention
	Medium

	BR012
	Use Management 
	The system should allow administrator to update and delete user accounts
	Medium

	BR013
	Data backup and recovery
	The system should have regular data backups and recovery procedures to minimize the risks of data loss
	high

	BR014
	User feedback
	The system should include user feedback to continuously improve the system
	medium

	BR015
	Scalability and performance
	The system should ensure high performance and quick response time under varying load.
	high

	BR016
	Support and maintenance
	The system should provide ongoing support and maintenance services, including bug fixing and updates.
	high
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