                                                Waterfall Model Document Part 1 Evaluation

Core Customer Support Application

                                           Document 1- Business case document template
Answer:
1. Why is this project initiated?
To improve customer service efficiency by consolidating chat, email, and call interactions into a single application, enabling faster response times, better data access, and higher customer satisfaction.

2. What are the current problems?
· Multiple disconnected tools used by support agents
· Delayed responses due to lack of centralized customer data
· Repetitive questions frustrating customers
· No unified way to capture feedback or analyze interactions
· Inefficient escalation and ticket management processes

3. With this project, how many problems could be solved?
· Centralizes communication channels
· Provides real-time access to customer profiles and history
· Reduces response and resolution time
· Integrates article suggestions for faster issue resolution
· Enables customer feedback through surveys

4. What are the resources required?
Human Resources:
· Project Manager
· Business Analyst
· UI/UX Designer
· Developers (Frontend & Backend)
· QA/Testers
· DevOps Engineer
· Content Writer
Technical Resources:
· APIs for chat, email, and voice (e.g., Twilio, Gmail API)
· Web hosting (AWS/Azure)
· Database systems (e.g., PostgreSQL, MongoDB)
· Project management and design tools (e.g., Jira, Figma)
· Knowledge base and survey tools
· Reporting tools - For tickets on what type of issues we are getting, % of resolution time in how many hours – (power bi, tablue)

5. How much organizational change is required to adopt this technology?
· Moderate Change:
Support agents will need training on the new platform
Process alignment needed across support, product, and IT teams
Updates to existing SOPs and escalation workflows
Stakeholder alignment for feedback loops and reporting structures

6. Time frame to recover ROI (Return on Investment)?
· Estimated ROI recovery in 6–9 months, assuming:
Improved CSAT scores
Reduced resolution time by 30–40%
Lower support costs from tool consolidation
More productive agents requiring less manual effort

7. How to identify stakeholders?
Stakeholders can be identified by evaluating:
· Who will use the system → Support Agents, Team Leads
· Who will benefit from insights → CX Managers, Product Teams
· Who manages the data and infrastructure → IT & DevOps Teams
· Who approves compliance and privacy → Legal & Risk
· Who funds and sponsors the project → Senior Management, Finance
Use tools like:
· Stakeholder Analysis Matrix
· RACI Charts
· Interviews and department walkthroughs


                                                          Document 2: BA Strategy
Answer:
Project: Core Customer Support Application
(Features: Chat, Email, Call, Account Access, Knowledge Articles, Surveys)
Step 1: Understand Business Need
· Meet with project sponsor and stakeholders to understand the vision and pain points
· Identify the business goals (e.g., improve customer support efficiency, reduce handling time)
· Define success metrics (e.g., faster resolution, better CSAT/NPS)

Step 2: Identify and Engage Stakeholders
· Identify all stakeholders: Support agents, Team leads, CX managers, IT, Compliance, etc.
· Build a stakeholder map
· Define roles and expectations (RACI matrix)

Step 3: Elicitations techniques to apply:
1. Stakeholder Interviews
· Purpose: Gain direct insights into goals, challenges, and expectations
· Who to Interview:
Support agents and team leads
CX managers
Product owners
IT and compliance teams

 2. Workshops / Group Discussions
· Purpose: Encourage brainstorming and consensus on features and priorities
· When to Use: Early-stage planning, requirement validation sessions
· Example: Feature prioritization workshop with support teams

 3. Observation (Job Shadowing)
· Purpose: Understand current workflows and pain points by watching agents in action
· Where: Helpdesk environment or support team floor
· Benefits: Identifies gaps between current tools and real user needs

 4. Document Analysis
· Purpose: Review existing SOPs, chat/email logs, call recordings, and survey data
· Benefits: Reveals historical issues, compliance concerns, and customer feedback trends

 5. Surveys / Questionnaires
· Purpose: Collect feedback from a large group of users (e.g., agents or customers)
· When to Use: To validate or quantify pain points and preferences
· Tool Examples: Google Forms, Typeform

 6. Prototyping / Wireframes
· Purpose: Present early UI mockups to gather feedback on usability and layout
· Who to Involve: End users, support leads, product managers
· Tool Examples: Figma, Balsamiq

 7. Brainstorming Sessions
· Purpose: Generate innovative ideas or feature sets with cross-functional teams
· When to Use: During early ideation or enhancement planning

 8. Use Case / Scenario Analysis
· Purpose: Understand how users interact with the system in real-life scenarios
· Example: "An agent receives a customer query via email — what happens next?"
· Helps define end-to-end flows and data needs

 9. Focus Groups
· Purpose: Collect collective opinions and reactions from a targeted user group
· Participants: A small group of experienced support agents or team leads

 10. Interface Analysis
· Purpose: Understand how the new tool will interact with existing systems (e.g., CRM, knowledge base)
· Outcome: Defines API and data integration requirements

Step 4: How to do stakeholder analysis RACI/ILS:

1: Identify Stakeholders
List everyone who is impacted by, influences, or contributes to the Customer Support Application Project:
· Support Agents
· Support Team Leads
· Customer Experience (CX) Manager
· IT & DevOps Teams
· Product Manager
· Legal & Compliance
· End Customers
· Project Sponsor

  2: Create a RACI Matrix
RACI stands for:
· R = Responsible (owns the task)
· A = Accountable (final decision maker)
· C = Consulted (provides input)
· I = Informed (kept up to date)
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 3: Conduct ILS Analysis (Optional but Helpful)
Evaluate stakeholders based on:
· Influence: Power to impact project decisions
· Legitimacy: Right to be involved
· Support: Their attitude toward the project (supportive, neutral, resistant)
	Stakeholder
	    Influence
	
	
	
	
	
	
	
	
	 Legitimacy
	
	
	
	
	
	
	
	
	Support

	Support Agents
	    Medium
	
	
	
	
	
	
	
	
	High
	
	
	
	
	
	
	
	
	Supportive

	CX Manager
	    High
	
	
	
	
	
	
	
	
	High
	
	
	
	
	
	
	
	
	Supportive

	Legal & Compliance
	    High
	
	
	
	
	
	
	
	
	High
	
	
	
	
	
	
	
	
	Neutral

	Project Sponsor
	    High
	
	
	
	
	
	
	
	
	High
	
	
	
	
	
	
	
	
	Supportive

	IT Team
	   Medium
	
	
	
	
	
	
	
	
	Medium
	
	
	
	
	
	
	
	
	Neutral



 4: Use the Results
· Focus communication and involvement strategies based on stakeholder type
· Keep high-influence stakeholders regularly updated
· Involve “Consulted” stakeholders early for smoother buy-in
· Use the RACI chart to clarify roles and avoid conflicts or gaps

Step 5: BA Documents to write:
Initiation Phase
· Business Case – Why the project is needed
· Project Charter – Objectives, scope, stakeholders, budget
 Planning & Analysis Phase
· Stakeholder Analysis – Roles, RACI/ILSN
· Elicitation Plan – How requirements will be gathered
· BRD (Business Requirements Document) – Business needs
· FRS (Functional Requirements Specification) – Detailed features
· NFR (Non-Functional Requirements) – Performance, security, etc.
· Use Cases / User Stories – System-user interactions
· Process Flows / BPMN – Workflow diagrams
· UI Wireframes / Mockups – Interface previews
 Design & Development Phase
· Requirements Traceability Matrix (RTM) – Track requirement coverage
· Interface Requirements Document (IRD) – API/system integrations
· Glossary – Key terms and definitions
 Testing Phase
· UAT Test Plan – User acceptance test steps
· Defect Log – Issues during testing
Deployment & Closure
· Go-Live Checklist – Readiness validation
· Training Materials / SOPs – User guides for support staff
· Project Closure Report – Outcomes and lessons learned

Document Sign-Off Process:
· Prepare the final document with version info and sign-off section
· Share document with stakeholders for review
· Conduct walkthrough to clarify and gather feedback
· Incorporate feedback and update the document
· Send the final version for formal approval
· Collect sign-off via email, physical, or digital signature
· Store the signed document securely with version control
· Notify all stakeholders about completed sign-off

Step 6: How to Take Approvals from the Client 
1. Share Clear Documents
Provide the client with the final version of the document (e.g., BRD, FRS) in an easy-to-review format (PDF, Word).
2. Explain and Walkthrough
Schedule a meeting or call to walk through the document, highlight key points, and answer questions.
3. Request Formal Approval
Ask the client to approve by:
Sending an email confirmation (e.g., “Approved as-is”)
Signing a physical/digital copy
Using an approval tool if available (e.g., DocuSign)
4. Track Approvals
Keep a log of who approved, when, and any comments for audit purposes.
5. Follow Up Politely
If no response, send reminders with deadlines to keep the project on schedule.
6. Confirm & Communicate
Once approved, confirm with the client and inform your internal team.

Step 7: What communication channels to establish and implement?
Communication Channels
1. Email
Formal communications, document sharing, approvals, and status updates
Ideal for non-urgent, traceable communication
2. Instant Messaging (Slack, Microsoft Teams, etc.)
Quick questions, real-time discussions, informal updates
Great for daily stand-ups and team chats
3. Video Conferencing (Zoom, MS Teams, Google Meet)
Project kickoffs, requirement walkthroughs, demos, and review meetings
Enables face-to-face interaction and screen sharing
4. Project Management Tools (Jira, Trello, Asana)
Track tasks, bugs, progress, and collaboration
Centralized place for updates and documentation references
5. Document Collaboration Platforms (Google Docs, SharePoint, Confluence)
Real-time document editing and version control
Collaborative requirement gathering and reviews
6. Phone / Voice Calls
For urgent discussions or when immediate feedback is needed
Customer support team coordination
7. Status Reports / Newsletters
Weekly or bi-weekly email summaries on project progress, risks, and upcoming milestones
 Implementation Tips
· Define which channel to use for what purpose in a Communication Plan
· Ensure all stakeholders have access and training for chosen tools
· Set clear expectations for response times and meeting etiquette

Step 8: How to Handle Change Requests 
1. Receive the Change Request
Get the change in writing (email or form)
Note who requested it, when, and why
2. Log the Request
Add it to a Change Request Log or tool (e.g., Excel, Jira)
Assign a unique ID and set the status (e.g., "Under Review")
3. Analyze the Impact
Assess how the change affects:
· Requirements
· Scope
· Timeline
· Budget
· Dependencies
Consult technical teams or stakeholders if needed
4. Document the Change
Clearly describe:
· The requested change
· Reason for change
· Impact analysis
· Pros and cons
· Estimated cost and time
5. Review with Stakeholders
Present the change request and analysis to the Change Control Board (CCB) or project sponsor
Get their input and approval/rejection
6. Update Project Documents
If approved, update BRD/FRS, RTM, and relevant documents
Communicate the change to all impacted teams
7. Implement and Track
Ensure the change is implemented as planned
Track progress and update the change request status
             Always maintain a Change Request Tracker
             Keep a clear approval trail
             Prioritize changes based on business value and urgency

       Step 9: How to Update Project Progress to Stakeholders:

1. Set a Regular Update Schedule
Weekly, bi-weekly, or monthly (based on project size and urgency)
2. Choose Communication Channels
Use email, status reports, dashboards, or live meetings (e.g., MS Teams, Zoom)
3. Use a Standard Report Format
Include key sections:
Progress summary (tasks completed vs. planned)
Current status (On track, At risk, Delayed)
                      Milestones achieved or upcoming
Issues, risks, and blockers
Next steps or action items
4. Visuals Help
Add charts, timelines (Gantt), or RAG status (Red-Amber-Green indicators)
5. Tailor the Message
Be high-level for executives
Be detailed for delivery teams
6. Allow Questions/Feedback
Keep time or space for stakeholder queries and suggestions
7. Record & Archive
Save all status updates for tracking and accountability

Example Update Channels:
Email: Simple report with attachments
Slide Deck: For stakeholder presentations
Dashboard: Real-time tools like Power BI, Jira, tablue
Weekly Status Report: Word or Excel format

     Step 10: How to take signoff on UAT - client project acceptance form

1. Complete UAT Testing
Ensure all test cases are executed and major issues resolved.
2. Prepare UAT Summary & Acceptance Form
Include testing dates, results, open issues, and a sign-off section.
3. Send Form to Client
Share via email with the UAT report attached.
4. Walk Through if Needed
Offer a call to explain the form or results.
5. Request Formal Sign-Off
Accept digital/physical signature or email confirmation.
6. Follow Up Gently
Send a reminder if there's no response in 2–3 days.
7. Store Approved Form
Save in project documents and update project status as “Accepted.”

Document 3- Functional Specifications
Answer:

	Project name
	Core Customer Support Application

	Customer name
	Itunes and app store

	Project Version
	1.0

	Project Sponsor
	Raj (Marketing head of itunes and app store)

	Project Manager
	Mahesh

	Project Initiation date
	07-06-2025



Functional Requirement specifications:
	Req ID
	Req Name
	Req Description
	Priority
	Module

	FR0001
	Login
	User should be able to login to the application securely with username & password.

	10

	Authentication


	FR0002

	View Dashboard

	User should be able to view a dashboard showing assigned tickets and KPIs.

	8
	Dashboard


	FR0003

	Start Chat

	Agent should be able to initiate and handle live chat with customers.

	9
	Chat Module


	FR0004

	Receive Email

	Agent should receive and respond to customer emails within the app.

	9
	Email Module


	FR0005

	Make Calls

	Agent should initiate or receive VoIP calls with call logs maintained.

	8
	Call Integration


	FR0006

	Search Customer Profile

	Agent should search customer records using ID, phone, or email.

	10
	Customer Account Access


	FR0007

	Update Customer Info

	Agent should update address, phone, or preferences in customer profile.

	7
	Customer Account Access


	FR0008

	View Knowledge Articles

	Agent should access and share relevant KB articles.

	6
	Knowledge Base


	FR0009

	Submit Feedback Survey

	Customers should be able to submit post-interaction feedback.

	6
	Survey Module


	FR0010

	Role-based Access

	Users should have access only to permitted modules based on their role.

	10
	Access Management


	FR0011

	Ticket Assignment

	Supervisor should assign/reassign tickets to agents.

	7
	Ticket Management


	FR0012

	Export Reports
	Supervisor should export performance and feedback reports.

	5
	Reporting





Document 4- Requirement Traceability Matrix
Answer:

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

	FR0001
	Login
	User must be able to login to access the application
	D1
	Yes

	Yes

	Yes

	Yes

	Yes


	FR0002

	View Dashboard

	Show dashboard with assigned tickets and metrics
	D1
	Yes

	Yes

	Yes

	Yes

	Yes


	FR0003

	Chat Feature

	Agent can initiate and respond to chat messages
	D2
	Yes

	Yes

	Yes

	Yes

	Yes


	FR0004

	Email Handling
	System supports sending and receiving customer emails
	D2
	Yes

	Yes

	Yes

	Yes

	Yes


	FR0005

	Call Integration
	Agents can make/receive calls through VoIP integration
	D3
	Yes

	Yes

	Yes

	Yes

	Pending

	FR0006

	Customer Access

	Agent can view customer accounts and history
	D2
	Yes

	Yes

	Yes

	Yes

	Yes


	FR0007

	Knowledge Articles
	Provide relevant support articles to customers
	D3
	Yes

	Yes

	Yes

	Yes

	Yes


	FR0008

	Survey Collection
	Customer can submit surveys after interaction
	D4
	Yes

	Yes

	Yes

	Yes

	Yes





Document 5- BRD Template
Answer:
Project Information
· Project Name: “Core” Customer Support Application 
· Project ID: CSCAPP-001
· Version ID: 1.0
· Author: Renuka
· Date: 02/02/2025

1. Document Revisions

	Date
	Version Number
	Document Changes

	05/02/2025
	0.1
	Initial Draft

	08/02/2025
	0.2
	Added Business Objectives and Scope sections

	12/02/2025
	0.3
	Updated Functional Requirements

	15/02/2025
	0.4
	Added Stakeholder Analysis and Assumptions

	20/02/2025
	0.5
	Revised Project Constraints and Risks

	25/02/2025
	0.6
	Included Approval Section and Final Review Notes

	28/02/2025
	1.0
	Finalized Document for Sign-Off



2. Approvals

	Role
	Name
	Title
	Signature
	Date

	Project Sponsor
	Raj
	Marketing head of itunes and app store
	Raj
	28/02/2025

	Business Owner
	Suresh
	
	Suresh
	01/03/2025

	Project Manager
	Mahesh
	
	Mahesh
	02/03/2025

	System Architect
	Ramya
	
	Ramya
	03/03/2025

	Development Lead
	Ram
	
	Ram
	04/03/2025

	User Experience Lead
	Divya
	
	Divya
	05/03/2025

	Quality Lead
	Chandu
	
	Chandu
	06/03/2025

	Content Lead
	Sai
	
	Sai
	08/03/2025



3. RACI Chart for This Document

	Name

	Position

	Authorize*

	R
	A
	S
	C
	I

	Raj
	Project Sponsor

	Yes
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	Yes

	Suresh
	Business Owner

	Yes
	Yes
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	Mahesh
	Project Manager

	
	Yes
	
	
	Yes
	Yes

	Ramya
	System Architect

	
	Yes
	Yes
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	Ram
	Development Lead

	
	Yes
	
	
	Yes
	

	Chandu
	QA Lead

	
	Yes
	
	
	
	Yes

	Roja
	UX Lead

	
	Yes
	
	Yes
	Yes
	

	Sai
	Content Lead

	
	Yes
	
	
	Yes
	



4. Introduction 
4.1. Business Goals [This should describe the organization goals & Organization Need]
1. Organizational Goals :
· Enhance Customer Satisfaction
Provide quick, consistent, and reliable responses through unified communication channels (chat, email, and calls).
· Streamline Customer Support Operations
Centralize customer interaction into a single platform to reduce handling time and improve efficiency.
· Improve First Contact Resolution (FCR) Rates
Equip support agents with instant access to customer account history, knowledge articles, and support scripts.
· Increase Operational Transparency
Enable better tracking and reporting of customer issues, agent performance, and feedback trends.
· Support Decision-Making with Customer Insights
Capture and analyze data from interactions and surveys to improve service delivery and customer experience.
 2. Organizational Needs :
· Unified Communication Tool
A single interface for handling customer interactions via chat, email, and calls.
· Integrated Knowledge Base
Help agents access relevant articles and FAQs quickly to resolve issues efficiently.
· Customer Account Integration
Enable agents to view customer details, purchase history, and service status in real-time.
· Survey and Feedback Module
Allow customers to provide feedback on support quality to help the organization improve continuously.
· Scalable and Secure System
Ensure the application can scale with business growth while meeting data protection and compliance standards.

4.2. Business Objectives 
To provide an IT solution for:
1. Unified Customer Communication Platform
Handle chat, email, and voice call support through a centralized application.
2. Customer Account Access
Allow support agents to view and manage customer accounts, order history, and service status in real time.
3. Integrated Knowledge Base
Provide agents with access to articles, FAQs, and predefined solutions for faster issue resolution.
4. Customer Feedback and Survey Module
Collect customer satisfaction surveys and feedback post-interaction to measure service quality and make improvements.
5. Support Dashboard and Reporting
Generate real-time reports on support metrics such as ticket volume, resolution time, and agent performance.
6. Mobile Application for Android and iOS
Enable agents to respond to customers via mobile devices, ensuring support continuity on the go.
7. E-Learning Management System (LMS) Integration
Equip support agents with training modules, tutorials, and certifications to ensure consistent knowledge and skills.
8. Human Resource Management System (HRMS) Integration
Allow seamless syncing with HR tools to manage agent schedules, shifts, and performance reviews.

4.3. Business Rules 
[List Organization Policies, Procedures, and Rules & Regulations]
1. Authentication Policy
All users must log in using secure credentials (2FA-enabled).
Passwords must follow minimum length and complexity requirements.
2. Customer Data Privacy
Customer data must be accessed only by authorized personnel.
No customer data is to be exported or shared outside the application.
3. Response Time Policy
Agents must respond to customer queries within 5 minutes (chat), 2 hours (email), and within 10 seconds (call queue).
4. Escalation Procedures
Unresolved issues must be escalated to Level 2 support within 4 hours of first contact.
5. Survey & Feedback Handling
Customers must be prompted for feedback after each interaction.
Negative feedback must be reviewed and acknowledged by a supervisor within 24 hours.
6. Communication Standards
All interactions must follow approved communication templates.
Use of inappropriate or unprofessional language is strictly prohibited.
7. Knowledge Base Update Policy
Agents must suggest updates for outdated articles after every issue resolved using the knowledge base.
The content team must review and revise articles monthly.
8. Call Monitoring and Quality Checks
Random quality checks must be conducted on 10% of calls weekly.
Agents will receive performance feedback monthly.
9. Data Retention Policy
Customer support records must be retained for 3 years for compliance.
Surveys and feedback will be stored for 2 years for quality tracking.
10. Compliance and Regulatory Rules
All operations must comply with GDPR, IT Act (India), and company-specific compliance standards.

4.4. Background
[Provide a brief history of how the project came to be proposed and initiated, including the business issues/problems identified, and expected benefit of implementing the project/developing the product.]
The Customer Support Core Application project was initiated in response to increasing customer dissatisfaction and inefficiencies observed in the existing customer support process. The organization relied on disjointed communication channels, where chat, email, and phone support were handled across separate systems. This caused delays in response, inconsistent support quality, and poor tracking of customer history.
Internal evaluations revealed that customer service agents lacked centralized access to customer data, knowledge articles, and feedback mechanisms. Furthermore, the absence of an integrated platform made it difficult to monitor support performance and customer satisfaction metrics effectively.
To address these challenges, the project was proposed to develop a unified support tool that enables customer interaction through chat, email, and calls; provides agents with real-time access to customer accounts; and allows for the delivery of consistent support using integrated knowledge resources. A feedback and survey module will also help in continuously improving service quality.
The expected benefits include:
· Improved customer satisfaction and response times
· Better support quality and consistency
· Streamlined internal workflows
· Centralized reporting and monitoring
· Stronger data compliance and audit trail
This initiative aligns with the organization's strategic goal of enhancing customer experience through digital transformation.

4.5. Project Objective 
[These should describe the overall goal in developing the product, high level descriptions of what the product will do, how they are aligned to business objectives, and the requirements for interaction with other systems]
The objective of the Customer Support Core Application project is to develop a centralized, scalable, and secure platform that facilitates seamless customer interactions through chat, email, and voice calls, and equips support agents with real-time access to customer account information and a knowledge repository for effective issue resolution.
High-Level Descriptions of What the Product Will Do:
Allow agents to manage customer queries via chat, email, and voice in a unified interface.
Enable agents to view and update customer profiles, orders, and service history.
Integrate a knowledge base with searchable support articles and guided solutions.
Collect customer feedback and satisfaction surveys post-interaction.
Provide dashboards and reports for performance tracking and quality monitoring.
Alignment to Business Objectives:
Improves customer satisfaction and loyalty by providing fast and consistent responses.
Supports operational efficiency by reducing time to resolution and manual effort.
Enhances transparency and accountability through robust reporting and tracking tools.
Strengthens compliance by enforcing business rules and data governance.
Interaction with Other Systems:
CRM System – for fetching and updating customer profiles and history.
HRMS – for managing agent access, shifts, and performance metrics.
Learning Management System (LMS) – to train agents on product knowledge and procedures.
Telephony/IVR System – to route and manage customer voice calls.
Email and Chat Servers – to send, receive, and archive communications.

4.6. Project Scope 
[What we are going to develop in the current project] 
The scope of this project is to design and implement a core customer support application that enables customer service agents to manage communications via chat, email, and voice calls, access customer account data, and utilize a knowledge base to resolve queries efficiently. The application will also include survey/feedback collection, reporting, and limited integrations with external systems.

4.6.1. In Scope Functionality 
[List what functionalities we are going to do with in the project in bullets] 
 Chat, email, and voice call integration in a unified agent dashboard
 Agent login and role-based access control
 Customer profile viewing and basic account management
 Knowledge base integration with search and filter options
 Automated post-interaction customer surveys
 Reporting and analytics on tickets, agent performance, and satisfaction
 Integration with CRM for customer information access
 Mobile responsiveness or mobile app for agents
 Admin panel for user management and article updates
 Basic audit logs for interactions and changes

4.6.2. Out Scope Functionality 
[List of functionality what is not included in the current project]
Advanced AI-based chatbot or auto-response engine
Integration with third-party e-commerce or logistics systems
Full HRMS or payroll functionalities
Multi-language support or translation services
Complex workflow automation or robotic process automation (RPA)
Real-time social media support channels (e.g., WhatsApp, Twitter, Facebook)
Offline desktop client application
Large-scale enterprise ticketing module beyond core functions

5. Assumptions 
[List all assumptions requirements are based on]

1. All customer support agents will have access to required hardware (PCs/headsets/internet) and necessary login credentials.

2. The organization already has a centralized CRM system in place for customer data access.

3. The application will be used by internal customer service teams only and not by end customers directly.

4. Necessary APIs and data access from third-party systems (e.g., CRM, telephony) will be made available by the technical team.

5. Required infrastructure and hosting environment (cloud/on-premise) will be provided and maintained by the IT department.

6. Users are assumed to have basic digital literacy and will receive training before the system goes live.

7. The system will be built for English language only, unless stated otherwise in future phases.

8. Any integration with Learning Management System (LMS) or HRMS will be through available standard interfaces.

9. All compliance, legal, and data privacy requirements will be handled by the compliance team and shared with the project team in time.

10. The client-side approval process for design and testing is assumed to occur in a timely manner as per the agreed project schedule.


6. Constraints [List all Constraints]
1. Budget Limitation: The total project budget is capped at INR 9,900, limiting scope and technology choices.

2. Time Constraint: The project must be completed and implemented within <<n>> months from the start date.


3. Technology Stack: The application must be developed using pre-approved technologies already in use within the organization (e.g., .NET, MySQL, existing CRM platform).

4. Resource Availability: Limited availability of skilled development, QA, and support personnel during certain phases.

5. Compliance Requirements: The system must comply with data privacy laws (e.g., GDPR, IT Act) and internal audit standards.

6. Integration Limits: Only existing APIs and system interfaces can be used for CRM, telephony, and email services — custom integrations are out of scope.


7. Training Time: Only minimal user training (2–3 sessions) can be arranged due to agent shift schedules and workload.

8. Scope Control: New feature requests during execution will be handled as change requests and may be deferred to future phases.


9. Infrastructure Dependency: Application hosting depends on internal IT team provisioning timely infrastructure (e.g., server setup, network access).

10. Single Language Interface: The system will support only English for the initial release; no multilingual interface is planned.


7. Risks:
In this section of the BRD, you describe risks. A risk is something that could affect the success or failure of a project. Analyze risks regularly as the project progresses. While you may not be able to avoid every risk, you can limit each risk’s impact on the project by preparing for it beforehand. For each risk, you’ll note the likelihood of its occurrence, the cost to the project if it does occur, and the strategy for handling the risk. 
Strategies include the following: 
Avoid: Do something to eliminate the risk.
Mitigate: Do something to reduce damage if risk materializes. 
Transfer: Pass the risk up or out to another entity. 
Accept: Do nothing about the risk. Accept the consequences.
	Risk ID
	Risk Description
	Likelihood
	Impact
	Strategy
	Plan of Action

	RSK001
	Integration Delays – CRM or telephony systems not available as planned
	Medium
	High
	Mitigate
	Begin integration planning early; confirm API specs with vendors during planning

	RSK002
	Budget Constraint – Limited budget (under ₹9,900) restricts capabilities
	High
	High
	Mitigate
	Prioritize core features only; phase non-essential features for future releases

	RSK003
	Limited Resource Availability – Dev/test/support team bandwidth is low
	Medium
	Medium
	Transfer
	Engage additional temporary contractors or reallocate internal resources

	RSK004
	Stakeholder Approval Delays – Client-side review cycles may be slow
	Medium
	High
	Avoid
	Lock down stakeholder review timelines; escalate delays through PMO

	RSK005
	Data Privacy Non-Compliance – Changes in data protection laws
	Low
	High
	Mitigate
	Consult compliance team early; design with data protection as core requirement

	RSK006
	User Adoption Resistance – Agents may resist using the new system
	High
	Medium
	Mitigate
	Provide training, collect feedback during UAT, and involve early adopters

	RSK007
	Technical Deployment Issues – Go-live complications, server crashes, etc.
	Medium
	High
	Mitigate
	Conduct pilot rollout and rollback-ready deployment plan

	RSK008
	Survey Feature Underused – Customers do not engage with feedback tools
	Medium
	Low
	Accept
	Keep surveys optional; monitor usage and improve with incentives later

	RSK009
	Knowledge Base Not Maintained – Articles become outdated
	Medium
	Medium
	Mitigate
	Assign content lead for ongoing updates and establish review cycles

	RSK010
	Scope Creep – Unplanned feature requests during execution
	High
	High
	Avoid
	Enforce change control process; defer enhancements to post-release roadmap



Technological Risks
New technology integrations (e.g., chat/email APIs, call systems, knowledge base engines) may have compatibility issues or lack sufficient documentation. There's also a risk of using unproven tools which may not scale as expected.
Skills Risks
Project may face difficulty in acquiring resources skilled in AI-enabled chat systems, CRM integration, telephony APIs, or cloud deployment. Existing internal teams may lack expertise in all required domains.
Political Risks
Internal organizational changes (e.g., leadership shifts or department reorganizations) or client-side funding issues may delay decisions or shift project priorities.
Business Risks
If the project is canceled or significantly delayed, it may result in continued inefficiencies in customer support, loss of customer trust, and failure to meet CSR goals. Budget already spent may be unrecoverable.
Requirements Risks
Requirements related to customer survey mechanisms, knowledge base usability, and omnichannel support might be misunderstood or under-specified. Ambiguities in integration with external systems pose additional risk.
Other Risks
Vendor dependencies for telephony or email services, regulatory compliance changes, or major shifts in market demand for customer support solutions may also affect project delivery.

8. Business Process Overview [This describes the overall process flow from each phase]
1. Customer Inquiry Phase
· Customer initiates contact via chat, email, or call.
· The system automatically logs the interaction and identifies the customer using account details.
2. Case Creation Phase
· A support ticket is automatically created in the system.
· The agent receives the ticket with all customer context and previous interaction history.
3. Response & Resolution Phase
· Agent uses the built-in knowledge base and customer account access to resolve the issue.
· Agent communicates with the customer through the same channel or switches channel (if needed) seamlessly.
4. Follow-Up Phase
· Once the issue is resolved, a customer feedback survey is sent automatically.
· Survey results are stored in the system for analysis and reporting.
5. Escalation Phase (If Needed)
· If the issue cannot be resolved at Level 1 support, it is escalated to Level 2/3.
· The system notifies the relevant support level and carries forward all case details.
6. Reporting & Analytics Phase
· Managers generate reports on resolution time, customer satisfaction, and agent performance.
· Data from all support channels is unified for strategic decision-making.

8.1. Legacy System (AS-IS) 
[Brief Explanation about the process in legacy system and draw process flow diagrams] 
The legacy customer support system relies heavily on disjointed tools and manual processes. Each communication channel (chat, email, call) operates independently, often handled by separate teams or platforms, leading to inefficiencies such as:
· Lack of centralized customer data across channels.
· Manual ticket creation from emails or call logs.
· Limited integration with customer account systems.
· No unified view of customer history or support analytics.
· Surveys (if collected) are manual and inconsistently recorded.
· Articles and FAQs are managed in static documents or non-integrated portals.
As a result, customer experience is inconsistent, agents duplicate efforts, and reporting is fragmented.



8.2. Proposed Recommendations 
(TO-BE) [Describe the recommended process and how the proposed system will address the challenges in legacy system]
Recommended Process Overview:
The proposed core customer support application is a unified platform integrating Chat, Email, and Call support while giving support agents access to customer profiles, knowledge base articles, and survey feedback. It addresses the inefficiencies of the legacy system and streamlines customer service workflows through automation, integration, and centralized data.
Key Features of the Proposed (TO-BE) System:
· Unified Customer Communication Hub: Single platform to handle chat, email, and call interactions.
· Centralized Customer Profiles: Real-time access to all relevant customer details, history, and status.
· Automated Ticket Logging: All interactions automatically logged with ticket IDs and timestamps.
· Integrated Knowledge Base: Agents can access or share relevant articles during live conversations.
· Customer Surveys: Post-resolution feedback automatically triggered via email or chat.
· Dashboards & Reporting: Real-time analytics and reports for management and quality control.
· Workflow Automation: Escalations, notifications, and SLA tracking done automatically.

How It Solves Legacy System Challenges:
	Legacy Challenge
	TO-BE System Solution

	Multiple disconnected channels
	Unified interface for chat, email, and call

	Manual logging and tracking
	Auto-ticket generation and status tracking

	No centralized customer view
	Linked customer profiles with full history

	Time-consuming investigations
	Article suggestions, customer context, and internal notes

	Delayed or inconsistent follow-ups
	Automated follow-ups with templates and reminders

	No analytics or reporting
	Real-time dashboards and customizable reports



Proposed Process Flow:
1. Customer initiates contact via chat/email/call.
2. System auto-generates a ticket and pulls customer profile.
3. Agent responds using integrated chat/email/call tool.
4. Knowledge base is suggested automatically (AI-based recommendations).
5. Resolution is recorded, and customer is sent a feedback form.
6. System updates dashboard for reporting and quality analysis.



9. Business Requirements 

The following table lists the specific business requirements identified for the Core Customer Support Application. These are categorized by priority and functional area, making them easier to track and align with stakeholders’ expectations.
Each requirement references related use cases, and where applicable, is tagged for traceability throughout the SDLC.

	Req ID
	Requirement Name
	Description
	Priority
	Category
	Use Case Reference

	BR001
	Multi-channel Support
	Enable customer communication through Chat, Email, and Call
	High
	Communication
	UC001

	BR002
	Ticket Management
	Automatically generate and assign support tickets
	High
	Operations
	UC002

	BR003
	Customer Profile Access
	Agents should access complete customer history and account information
	High
	Data Access
	UC003

	BR004
	Knowledge Base Access
	Agents and customers should view help articles for self-service
	Medium
	Self-Service
	UC004

	BR005
	Feedback Collection
	Collect feedback post-resolution through automated surveys
	Medium
	Customer Insights
	UC005

	BR006
	Reporting and Analytics
	Generate real-time dashboards for support performance metrics
	Medium
	Reporting
	UC006

	BR007
	Mobile Compatibility
	Application should work on both iOS and Android platforms
	Low
	Platform Support
	UC007

	BR008
	SLA Monitoring
	Automatically monitor and alert when SLAs are breached
	High
	Service Compliance
	UC008

	BR009
	User Roles & Permissions
	Define roles (Agent, Admin, Supervisor) with access control
	Medium
	Security
	UC009

	BR010
	Integration API
	Integration with CRM, email, and telephony systems
	High
	Integration
	UC010



	
	
	
	
	
	
	

	
	
	
	
	
	
	


Functional and non- functional requirements into a traceability matrix
	Req ID
	Requirement Type
	Requirement Name
	Description
	Design ID
	Test Case ID
	UAT Status

	FR001
	Functional
	Login
	User must be able to log in to access the application
	D1
	T1
	Yes

	FR002
	Functional
	Chat Integration
	Enable chat functionality between customer and support team
	D2
	T2
	Yes

	FR003
	Functional
	Email Integration
	Enable email communication and tracking within the application
	D3
	T3
	Yes

	FR004
	Functional
	Call Logging
	Support team can log and view call records with customers
	D4
	T4
	Yes

	FR005
	Functional
	Customer Profile Access
	Agents should be able to access and view customer account details
	D5
	T5
	Yes

	FR006
	Functional
	Knowledge Base Access
	Provide access to articles and documents for self-help
	D6
	T6
	Yes

	FR007
	Functional
	Feedback & Surveys
	Customers can provide feedback via surveys post-interaction
	D7
	T7
	Yes

	NFR001
	Non-Functional
	Performance
	System should respond to user actions within 2 seconds
	D8
	T8
	Yes

	NFR002
	Non-Functional
	Availability
	System should be available 99.9% of the time
	D9
	T9
	Yes

	NFR003
	Non-Functional
	Security
	Only authenticated users can access sensitive customer data
	D10
	T10
	Yes

	NFR004
	Non-Functional
	Scalability
	The application should support up to 10,000 concurrent users
	D11
	T11
	Yes

	NFR005
	Non-Functional
	Usability
	UI should be intuitive and user-friendly for first-time users
	D12
	T12
	Yes


10. Appendices
10.1.    List of Acronyms
	Acronym
	          Full Form

	
	

	BRD
	          Business Requirements Document

	UAT
	          User Acceptance Testing

	UI
	          User Interface

	UX
	          User Experience

	SLA
	          Service Level Agreement

	API
	          Application Programming Interface

	CRM
	         Customer Relationship Management

	KB
	         Knowledge Base

	FR
	         Functional Requirement

	NFR
	         Non-Functional Requirement



10.2. Glossary of Terms

	Term
	      Definition

	Chat Module
	      Feature that allows real-time messaging between users and support agents

	Knowledge Base
	     Repository of helpful articles and FAQs accessible by users and agents

	UAT
	     Final phase of testing where actual users verify the system’s functionality

	Survey
	    Form filled by users to give feedback after a support interaction

	Call Logging
	    Process of recording and storing details of customer calls

	Customer Profile
	    Detailed account of a customer’s information accessible to support agents



10.3. Related Documents
· Project Proposal Document – Customer Support Core Application
· Functional Specification Document
· Requirement Traceability Matrix
· UI Wireframes and Prototypes
· Test Plan and Test Cases
· UAT Sign-Off Document
· Change Request Log
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