Business Case Document
1. Executive Summary
The CRM Enhancement Project aims to scale and optimize our custom-built CRM system to support Globalization Partners’ rapid international growth. It addresses scalability, automation, and cross-team collaboration challenges while ensuring compliance with global regulations.
2. Background and Context
Our current CRM is custom-built and serves sales, onboarding, legal, HR, and finance teams. However, with the company’s expansion into new markets and increasing demand for EOR services, we face scalability, manual process gaps, and limited cross-functional collaboration.
3. Problem Statement / Need for the Project
- The CRM struggles to handle growing data volume as we expand internationally.
- Manual processes hinder operational efficiency and accuracy.
- Siloed workflows create miscommunication between teams.
- Compliance with global labor laws requires more sophisticated tracking and automation.
4. Project Objectives
- Ensure CRM scalability to support global client and employee data growth.
- Automate manual processes to improve efficiency and consistency.
- Foster seamless cross-team collaboration.
- Strengthen compliance tracking and reporting across markets.
5. Critical Success Factors
- CRM can support 2x current client/employee data volume.
- Reduction of manual tasks by 40%.
- Improved real-time data sharing across departments.
- Compliance updates automated for key markets.
6. Proposed Solution
- Upgrade CRM infrastructure to handle larger datasets.
- Integrate automated workflows for contract generation, onboarding, and compliance tracking.
- Create shared dashboards for real-time data visibility.
- Implement APIs for integration with global HR/legal tools.
7. Benefits and Expected Outcomes
- Faster onboarding and client servicing.
- Improved client satisfaction and retention.
- Reduced compliance risks.
- Lower operational costs through automation.
8. Risks and Mitigation
- Data migration challenges → Conduct pilot migration and phased rollout.
- User adoption resistance → User training and clear communication.
- Integration complexities → Collaborate with IT for phased integration testing.
9. Financial Impact / Budget
Provide estimates for project costs, ROI, and resource allocation.
10. Timeline and Milestones
Provide a high-level timeline.

Time frame to recover Roi
Typical ROI Time Frame in CRM Projects:
· Short-term ROI (3–6 months):
· Reduction in manual work hours.
· Faster onboarding and contract processing.
· Improved data sharing (some quick wins).
· Medium-term ROI (6–12 months):
· Revenue gains from better client servicing and retention.
· Reduced compliance and error-related costs.
· Full adoption across departments.
· Long-term ROI (12–18 months+):
· Strategic value from global scalability.
· Supporting larger international expansion with reduced headcount needs.
· Foundation for new services (e.g., cross-selling, up-selling to clients).
· “We expect to start seeing initial ROI within 6 months through efficiency gains and 
Identify stakeholders:
✅ Step 1: Review Project Scope
· Understand what’s being delivered and which processes or systems are impacted.

✅ Step 2: Map Out Functional Areas
· List departments or teams using or impacted by the project.

✅ Step 3: Identify Decision-Makers & Users
· Who will use the system?
· Who funds or approves changes?
· Who supports or maintains it?

✅ Step 4: Look for External Stakeholders
· Are there clients, vendors, or regulators involved?

✅ Step 5: Validate & Update
· Share the list with your manager or project sponsor to ensure completeness.

Business Analyst Approach Strategy
As a Business Analyst, here’s a step-by-step strategy to complete a project successfully:
1. Elicitation Techniques
Use a mix of these to gather clear, complete requirements:
✅ Interviews – One-on-one or group discussions with stakeholders.
✅ Workshops / JAD (Joint Application Design) – Collaborative sessions to brainstorm and refine requirements.
✅ Surveys / Questionnaires – Efficient for gathering data from multiple stakeholders.
✅ Document Analysis – Review existing documents like contracts, policies, and prior project docs.
✅ Observation – Shadowing users to understand real workflows.
2. Stakeholder Analysis
✅ RACI/ILS Matrix:
- RACI: Responsible, Accountable, Consulted, Informed roles for each deliverable.
- ILS (Influence, Legitimacy, Support): Analyze stakeholder influence, decision power, and support for the project.
✅ Identify stakeholders’ needs, pain points, and expectations.
3. Key Documents to Write
✅ Business Requirements Document (BRD)
✅ Functional and Non-Functional Requirements Document (FRD)
✅ Use Case / User Story Specifications
✅ Process Flow Diagrams / Wireframes
✅ RTM (Requirements Traceability Matrix)
✅ Change Request Log
✅ Test Case Document
✅ User Acceptance Testing (UAT) Plan and Signoff Form
✅ Project Closure Document (Client Project Acceptance Form)
4. Document Sign-off Process
✅ Share drafts with stakeholders for feedback.
✅ Incorporate changes and finalize the document.
✅ Obtain formal sign-off via email or e-signature platforms (e.g., DocuSign) to confirm stakeholder alignment.
5. Approvals from Client
✅ Schedule review sessions to walk stakeholders through key deliverables.
✅ Address any concerns or questions.
✅ Use formal signoff templates (e.g., Client Project Acceptance Form) to record approvals.
6. Communication Channels
✅ Establish clear channels like:
- Emails: For formal updates.
- Meetings: Weekly or biweekly status meetings.
- Project Management Tools (e.g., JIRA, Asana): For daily progress tracking.
- Instant Messaging Tools (e.g., Slack, Teams): For quick clarifications.
✅ Set expectations for update frequency and meeting cadence.
7. Handling Change Requests
✅ Maintain a Change Request Log.
✅ Analyze impact on scope, timeline, and cost.
✅ Discuss with stakeholders, document approvals, and adjust the RTM and project plan accordingly.
✅ Update the team on new requirements and related tasks.
8. Updating Stakeholders
✅ Weekly status reports (progress, risks, issues, next steps).
✅ Dashboards in project management tools for real-time visibility.
✅ Stakeholder-specific updates for tailored information (e.g., executive summaries for leadership, detailed updates for working teams).
9. UAT & Client Signoff
✅ Create a UAT Plan with test cases covering key scenarios.
✅ Coordinate testing sessions with end-users.
✅ Record feedback and resolve issues.
✅ Obtain formal signoff on the Client Project Acceptance Form to confirm delivery meets agreed requirements.
Summary
This BA approach ensures:
- Clear, complete requirements gathering
- Proper stakeholder engagement and communication
- Formalized documentation and approvals
- Smooth handling of change requests
- Client signoff and project closure compliance
uced manual processes. Full ROI
Functional Specifications Document
Project Information
• Project Name: Inventory Management System
• Customer Name: ABC Retail Corp
• Project Version: 1.0
• Project Sponsor: John Smith
• Project Manager: Sarah Johnson
• Project Initiation Date: 2025-06-05

Functional Requirements Specifications
	Req ID
	Req Name
	Req Description
	Priority

	FR0001
	Login
	User should be able to log in to the application to perform inventory operations.
	High

	FR0002
	View Inventory
	Users should be able to view current inventory levels, sorted by item name or category.
	High

	FR0003
	Add Items
	Users should be able to add new inventory items including details like item name, SKU, quantity, and supplier.
	Medium

	FR0004
	Update Inventory
	Users should be able to update inventory counts when items are received or sold.
	High

	FR0005
	Generate Reports
	Users should be able to generate reports on inventory levels, reorder points, and low-stock alerts.
	Medium

	FR0006
	User Management
	Admin users should be able to manage user accounts, including adding and removing users.
	Low

	FR0007
	Search Functionality
	Users should be able to search inventory by item name, SKU, or category.
	High

	FR0008
	Audit Logs
	System should maintain audit logs for all inventory changes.
	Medium



Requirements Traceability Matrix
	Req ID
	Requirement Description
	Design Specification ID
	Test Case ID
	Status

	FR0001
	User should be able to log in to the CRM to manage EOR services.
	DS001
	TC001
	In Progress

	FR0002
	Display a dashboard with client-specific onboarding and compliance status.
	DS002
	TC002
	Not Started

	FR0003
	Generate, track, and manage contracts for EOR services.
	DS003
	TC003
	In Progress

	FR0004
	Maintain complete records for employees under EOR management.
	DS004
	TC004
	Not Started

	FR0005
	Automate compliance workflows and track status for each employee and client.
	DS005
	TC005
	In Progress

	FR0006
	Assign and track tasks across HR, legal, and finance teams.
	DS006
	TC006
	Not Started

	FR0007
	Send automated alerts for upcoming compliance deadlines.
	DS007
	TC007
	In Progress

	FR0008
	Generate comprehensive reports on EOR operations and compliance.
	DS008
	TC008
	Not Started



Business Requirements Document (BRD)
Document Revisions Sheet
This document outlines the revisions made to the Business Requirements Document (BRD).
	Date
	Version Number
	Document Changes

	2025-06-05
	1.0
	Initial Draft created by Priya Sharma.

	2025-06-10
	1.1
	Feedback from HR, Legal, and IT incorporated.

	2025-06-12
	1.2
	Final version approved by Project Sponsor and Project Manager.

	
	
	


Approvals Sheet
This sheet lists the approvals for the Business Requirements Document (BRD).
	Role
	Name
	Title
	Signature
	Date

	Project Sponsor
	Michael Thompson
	Director of Global Operations
	 
	2025-06-12

	Project Manager
	Priya Sharma
	Senior Project Manager
	 
	2025-06-12

	HR Representative
	Anita Patel
	HR Manager
	 
	2025-06-12

	Legal Representative
	Rajesh Kumar
	Legal Counsel
	 
	2025-06-12

	IT Representative
	Laura Chen
	IT Systems Lead
	 
	2025-06-12





Project Information
• Project Name: EOR CRM Enhancement
• Customer Name: Globalization Partners
• Project Version: 2.3
• Project Sponsor: Michael Thompson
• Project Manager: Priya Sharma
• Project Initiation Date: 2025-06-05
1. Document Revisions
| Version | Date       | Description                   | Author       |
|---------|------------|-------------------------------|--------------|
| 1.0     | 2025-06-05 | Initial Draft                 | Priya Sharma |
| 1.1     | 2025-06-10 | Feedback Incorporated         | Priya Sharma |
2. Approvals
| Name             | Role             | Date       | Signature |
|------------------|------------------|------------|-----------|
| Michael Thompson | Project Sponsor  | 2025-06-12 |           |
| Priya Sharma     | Project Manager  | 2025-06-12 |           |
3. RASCI Chart for This Document
| Activity                  | R           | A                | S           | C                | I                |
|---------------------------|-------------|------------------|-------------|------------------|------------------|
| Document Creation         | Priya Sharma| Michael Thompson | HR, Legal, IT | Client Onboarding | All Stakeholders |
| Requirements Gathering    | Priya Sharma| Michael Thompson | HR, Legal, IT | Client Onboarding | All Stakeholders |
| Document Review & Approval| HR, Legal, IT | Michael Thompson | Priya Sharma  | Client Onboarding | All Stakeholders |
4. Introduction
4.1 Business Goals
- Enhance CRM functionality to support EOR operations at scale.
- Improve automation, compliance tracking, and cross-team collaboration.
4.2 Business Objectives
- Provide a single source of truth for client and employee data.
- Eliminate manual processes and improve turnaround times.
- Reduce compliance risks for international clients.
4.3 Business Rules
- Access to data based on roles and permissions.
- All onboarding and compliance workflows must follow local labor laws.
- Automation must be transparent and auditable.
4.4 Background
Globalization Partners is expanding rapidly as a leading EOR provider. Current CRM workflows are partially automated, leading to challenges with scalability and cross-team collaboration.
4.5 Project Objective
To scale the CRM to handle growing data volumes, automate key workflows, and improve compliance tracking.
4.6 Project Scope
4.6.1 In Scope Functionality
- Login
- Client Dashboard
- Contract Management
- Employee Records
- Compliance Tracking
- Task Assignments
- Automated Notifications
- Reporting & Analytics
4.6.2 Out Scope Functionality
- Payroll integrations and third-party APIs (not covered in this release).
5. Assumptions
- Users will have basic CRM training.
- Data migration will be supported by the IT team.
- Local compliance regulations are known to the legal team.
6. Constraints
- Limited budget and timeline for this release.
- Dependence on accurate data from onboarding and legal teams.
7. Risks
- Technological Risks: CRM integration challenges, scalability performance.
- Skills Risks: Gaps in user adoption and training.
- Political Risks: Regulatory changes in target markets.
- Business Risks: Delays in onboarding, client dissatisfaction.
- Requirements Risks: Changes in requirements during development.
- Other Risks: Resistance to change from staff.

RASCI Chart for BRD
Below is the RASCI Chart specifically for the Business Requirements Document (BRD) of the EOR CRM Enhancement Project.
	Activity
	R (Responsible)
	A (Accountable)
	S (Support)
	C (Consulted)
	I (Informed)

	Document Preparation
	Priya Sharma
	Michael Thompson
	IT, Legal, HR teams
	Client Onboarding Team
	All Stakeholders

	Requirements Gathering
	Priya Sharma
	Michael Thompson
	IT, Legal, HR teams
	Client Onboarding Team
	All Stakeholders

	Review of BRD Draft
	HR, Legal, IT teams
	Michael Thompson
	Priya Sharma
	Client Onboarding Team
	All Stakeholders

	Approval of BRD
	Michael Thompson
	Michael Thompson
	Priya Sharma
	HR, Legal, IT teams
	All Stakeholders

	Communication of Updates
	Priya Sharma
	Michael Thompson
	IT, Legal, HR teams
	Client Onboarding Team
	All Stakeholders


 
**Codes Explained:**
- R (Responsible): Who is actually completing the task.
- A (Accountable): Who makes final decisions and ensures completion.
- S (Support): Who provides resources, expertise, and assistance.
- C (Consulted): Who is consulted for feedback and input.
- I (Informed): Who needs to be kept up to date.

8. Business Process Overview
8.1 Legacy System (AS-IS)
- Partial automation; manual processes for contract generation and compliance tracking.
- Limited cross-team visibility.
8.2 Proposed Recommendations (TO-BE)
- Fully automated contract generation and compliance workflows.
- Shared dashboards and improved task assignments.
- Real-time data visibility across teams.
9. Business Requirements
| Req ID | Req Name             | Description                                                              | Priority |
|--------|----------------------|--------------------------------------------------------------------------|----------|
| FR0001 | Login                | Users should be able to log in to the CRM to manage EOR services.         | High     |
| FR0002 | Client Dashboard     | Provide a dashboard showing onboarding and compliance status for each client. | High     |
| FR0003 | Contract Management  | Enable automated contract generation, tracking, and versioning.            | High     |
| FR0004 | Employee Records     | Maintain comprehensive records for each EOR employee.                     | Medium   |
| FR0005 | Compliance Tracking  | Automate compliance workflows and track them for each client and employee. | High     |
| FR0006 | Task Assignment      | Allow assigning and tracking tasks across departments.                     | Medium   |
| FR0007 | Automated Notifications | Send alerts for upcoming compliance deadlines or data updates.         | High     |
| FR0008 | Reporting & Analytics| Generate operational and compliance reports.                               | Medium   |
10. Appendices
10.1 List of Acronyms
- EOR: Employer of Record
- CRM: Customer Relationship Management
- BRD: Business Requirements Document
- HR: Human Resources
10.2 Glossary of Terms
- Client Dashboard: Visual summary of client-specific data.
- Compliance Tracking: Monitoring adherence to labor laws.
10.3 Related Documents
- Project Charter
- Project Plan
- Functional Specifications Document
- UAT Plan


