Document 1- Business case document template 

Project Title:
CRM Data Digitization Project – Sales Process Automation

Prepared By:
Bhumika Sahu

Date:
08-07-2025

· Why is this project initiated?
Answer -  This project is initiated to address the inefficiencies and risks associated with the current manual customer data collection process used by the sales team. Presently, customer information is captured using paper forms, which are then submitted to a backend team for manual data entry into the CRM system. This approach results in:

High error rates due to manual data entry
Delays in data availability and customer onboarding
Limited real-time visibility for sales tracking and decision-making
Operational bottlenecks and inefficiencies as customer volume increases
Data security and compliance risks due to handling physical documents

The objective is to implement a digital solution that enables sales officers to directly enter customer data into the CRM using mobile or tablet devices. This will reduce processing time, improve data accuracy, enhance user experience, and support organizational scalability and digital transformation initiatives.

· What are the current problems?
Answer - The current manual process of capturing and entering customer data presents several challenges:
1. Manual and Error-Prone Data Entry
Sales officers collect customer details on paper, which are later entered manually by the backend team into the CRM system.
This two-step process increases the risk of data entry errors, duplication, and incomplete records.
2. Delayed Data Availability
There is a significant time lag between data collection and data entry into the system.
This delay hampers timely customer onboarding, follow-ups, and reporting.
3. Lack of Real-Time Insights
Sales managers and decision-makers cannot access up-to-date customer information.
This limits the ability to track sales performance, measure productivity, and forecast accurately.
4. Inefficient Use of Resources
Backend teams are spending considerable time on non-value-adding manual work.
Sales officers are burdened with paperwork, which detracts from their core focus on selling and customer engagement.
5. Data Security Risks
Handling physical forms exposes the organization to risks such as data loss, misplacement, or unauthorized access to sensitive customer information.
6. Limited Scalability
As customer volume grows, the current process becomes increasingly unsustainable and difficult to scale without adding more manual resources.

· With this project how many problems could be solved?
Answer 
	Problem
	Solution Provided by Project
	Status

	1. Manual and Error-Prone Data Entry
	Sales officers will input data directly into CRM via mobile/tablet, eliminating redundant backend entry.
	Solved

	2. Delayed Data Availability
	Real-time data synchronization allows immediate access to customer records.
	Solved

	3. Lack of Real-Time Insights
	CRM dashboards can display up-to-date customer and sales data.
	Solved

	4. Inefficient Use of Resources
	Reduces backend workload and paperwork for sales staff.
	Solved

	5. Data Security Risks
	Digital forms reduce reliance on physical documents; CRM can use role-based access, encryption, and backups.
	Solved

	6. Limited Scalability
	Digital system can handle increased data volume without increasing manual effort.
	Solved

	7. Poor Customer Experience Due to Delays
	Faster onboarding and real-time updates improve customer satisfaction.
	Solved



This project solves at least 7 major operational and business challenges, transforming the customer data capture process from manual and reactive to digital, efficient, secure, and scalable.

· What are the resources required?
Answer 
	Role
	Responsibilities

	Project Sponsor
	Provides strategic direction, approves budget, ensures alignment.

	Project Manager
	Manages timeline, resources, and overall project execution.

	Business Analyst
	Gathers requirements, prepares documentation, supports testing.

	CRM Developer(s)
	Builds and integrates the new CRM module (data entry forms, APIs).

	UI/UX Designer
	Designs mobile-friendly user interface for sales officers.

	QA/Test Engineer
	Tests all features, reports bugs, ensures system quality.

	Sales Officers (Pilot Users)
	Test and validate the solution during UAT.

	Trainer/Support Staff
	Conducts user training and provides post-go-live support.


B. Technical Resources
· CRM Platform / Development Environment (existing CRM customization)
· Mobile/Tablet Devices (for sales officers if not already available)
· Secure Cloud or On-premise Hosting (for CRM data)
· Data Backup & Security Tools
· Testing Tools (manual or automation)
· User Training Materials (videos, manuals, FAQs)
· Project Management Tools (MS Project, Jira, etc.)
C. Financial Resources
· Development & Integration Costs
· Software Licensing or CRM Module Upgrade Costs
· Device Procurement Costs (if additional tablets/mobile devices are needed)
· Training & Change Management Costs
· Contingency Budget (10–15% for unforeseen issues)

· How much organizational change is required to adopt this technology?

Answer - The adoption of a digital CRM data entry system will require a moderate level of organizational change, primarily involving process changes, user training, and a shift in mindset from manual to digital operations. Below is a breakdown of the required changes:

A. Process Changes
· Current Process: Manual paper-based data collection → backend manual data entry.
· New Process: Sales officers directly enter customer data into CRM via mobile/tablet.
· Change Impact:
· Eliminates backend data entry.
· Introduces new workflows for sales data submission and validation.

B. User Adoption & Training
· Sales officers must learn how to use the new CRM interface on mobile/tablet.
· Backend teams will shift roles from data entry to data validation or monitoring.
· Training Required:
· System usage (basic navigation, form submission)
· Data accuracy guidelines
· Role-specific features (e.g., offline mode, sync functions)

C. Policy & Security Adjustments
· New security policies will be required for:
· Device usage and authentication
· Mobile data access and offline sync
· Customer data handling through digital means

D. Mindset and Cultural Shift
· Sales teams need to adopt a “digital-first” approach, leaving behind paper-based habits.
· Emphasis will be placed on accountability and data ownership at the point of capture.

Summary of Organizational Change:
	Change Area
	Impact Level
	Remarks

	Process Flow
	Moderate
	Requires workflow redesign

	User Training
	Moderate
	Essential for adoption and confidence building

	IT/Infrastructure
	Low to Moderate
	Use of mobile CRM, minor IT policy updates

	Organizational Culture
	Moderate
	Requires shift in habits and responsibilities



Overall Change Level: Moderate
With proper training, communication, and change management, the organization can adopt this technology smoothly. Resistance may be short-term and reduced through early involvement of users and ongoing support.


· Time frame to recover ROI?
Answer - The estimated time to recover the investment made in this CRM digitization project (ROI) is approximately 12 to 18 months from the date of implementation.

ROI Recovery Factors:
	Factor
	Impact

	Reduction in Manual Effort
	Significant cost savings from reduced backend data entry workload.

	Improved Sales Efficiency
	Sales officers spend less time on paperwork and more time on selling.

	Faster Customer Onboarding
	Leads to quicker conversions and revenue realization.

	Error Reduction
	Minimizes cost of rework, corrections, and compliance risks.

	Scalability without Headcount Increase
	As the business grows, no proportional increase in staffing is needed.



Cost Components
	Cost Element
	Estimated Recovery Contribution

	CRM Module Development
	Covered in ~6–9 months via time savings

	Mobile Devices (if procured)
	Covered in ~12 months via increased field productivity

	Training & Change Management
	Covered in 6–9 months by faster adoption & reduced support tickets

	Licensing / Infrastructure
	Offset by operational efficiency and scalability over time



Conclusion:
With conservative estimates, the organization can expect to fully recover the cost within 12–18 months post go-live, with ongoing returns in the form of:

Operational cost reduction
Increased sales productivity
Better customer experience
Long-term scalability


· How to identify Stakeholders?
Answer - 1. Analyze the Business Process
· Start by mapping out the current and future workflows.
· Identify who is impacted by each step — either directly involved or affected by the outcomes.
2. Ask Key Questions:
	Question
	Helps Identify

	Who will use the new CRM features?
	End Users (e.g., Sales Officers)

	Who is responsible for the current process?
	Operational Teams (e.g., Backend Team)

	Who will approve the project or provide budget?
	Sponsors & Management

	Who supports the system?
	IT / Technical Teams

	Who needs to monitor or analyze the data?
	Business Managers / Analysts

	Who will be involved in training or support?
	Trainers, Support Staff



3. Conduct Stakeholder Interviews or Surveys
· Ask department heads or key users for names and roles of people involved.
· Document their level of influence, expectations, and concerns.
4. Use RACI Matrix (Responsible, Accountable, Consulted, Informed)
· Helps clarify roles and engagement level.
· Ensures no key stakeholder is left out.

Stakeholders for CRM Digitization Project
	Stakeholder Role
	Interest / Involvement

	Project Sponsor
	Approves budget, provides strategic direction

	Sales Officers (End Users)
	Will use the mobile CRM for data entry

	Backend Team
	Current manual data entry team; may transition roles

	Sales Manager / VP Sales
	Needs real-time reporting and performance tracking

	IT/CRM Development Team
	Builds and maintains the CRM system

	Business Analyst
	Gathers requirements, liaises between business & IT

	Trainers / Support Team
	Conducts user onboarding and resolves issues

	Compliance/Data Security Officer
	Ensures data handling meets standards

	Finance Team
	Tracks ROI, approves project costs



Tools to Help:
· Stakeholder Mapping Matrix (Power/Interest Grid)
· RACI Matrix
· Stakeholder Register/Sheet (Name, Role, Influence, Interest, Contact Info)


Document 2: BA Strategy

Write BA Approach strategy (As a business analyst, what are the steps that you would need to follow to complete a project – What Elicitation Techniques to apply, how to do Stakeholder Analysis RACI/ILS, What Documents to Write, What process to follow to Sign off on the Documents, How to take Approvals from the Client, What Communication Channels to establish n implement, How to Handle Change Requests, How to update the progress of the project to the Stakeholders, How to take signoff on the UAT- Client Project Acceptance Form ) 

Answer - Business Analyst Approach Strategy
As a Business Analyst, your role is to bridge the gap between business needs and technical solutions. Below is a detailed step-by-step strategy to guide the project lifecycle effectively.

1. Initiation & Planning Phase
Steps:
· Understand project goals, scope, and constraints.
· Identify key stakeholders and project sponsor.
· Define the BA responsibilities and align with Project Manager.
Key Activities:
· Conduct initial stakeholder meetings.
· Establish a communication plan.
· Prepare BA work plan and timelines.

2. Stakeholder Analysis (RACI/ILS)
Techniques:
· Stakeholder interviews, surveys, organization charts, workshops.
Deliverables:
· RACI Matrix:
· Responsible: BA, Developers
· Accountable: Project Sponsor
· Consulted: Sales Officers, Backend Team
· Informed: Management, Compliance, Trainers
· ILS (Influence-Location-Support) Model:
· Influence: High (Sponsor), Medium (Sales Leads)
· Support: Categorize by their willingness and resistance
· Location: Field staff, office-based teams

3. Requirements Elicitation
Elicitation Techniques:
· Workshops with Sales & Backend Teams
· Document Analysis (paper forms, CRM screenshots)
· Observation (shadowing field visits)
· Interviews with SMEs and stakeholders
· Process Mapping (AS-IS process flow)
· Questionnaires/Surveys (to gather feedback from a large group)
Best Practices:
· Use open-ended questions
· Validate understanding with stakeholders regularly
· Prioritize requirements based on business value

4. Documentation
Documents to Prepare:
	Document
	Purpose

	Business Requirement Document (BRD)
	High-level business needs and scope

	Functional Requirement Specification (FRS)
	Detailed system behaviours, use cases

	Process Flows (AS-IS / TO-BE)
	Understand and design workflows

	User Stories/Use Case Specs
	Describe user-system interaction

	Data Mapping Sheet
	Capture field-level mapping for forms

	Change Request Log
	Document changes to scope or requirements

	Traceability Matrix
	Map requirements to test cases

	UAT Plan & Scripts
	Ensure business needs are validated during testing



5. Document Sign-Off Process
Steps to Follow:
1. Share the document with stakeholders in a readable format (PDF/Word).
2. Conduct a walkthrough session to explain the content.
3. Collect feedback, address comments, and finalize the version.
4. Use email approval or e-signature tools (e.g., DocuSign) to get formal sign-off.
5. Maintain a sign-off tracker with names, dates, and document versions.

6. Client Communication & Approvals
Communication Channels:
· Email: For formal approvals, updates, and document sharing.
· MS Teams / Zoom: For virtual meetings and discussions.
· Status Reports / Dashboards: Weekly or bi-weekly updates.
· Shared Folder (OneDrive/SharePoint): Central repository for project artifacts.
Approval Process:
· Use a client approval checklist.
· Ensure all stakeholders are in agreement before finalizing.
· Document every approval via email or official approval form.

7. Change Request Management
Steps:
1. Log the change in a Change Request Register.
2. Analyze the impact on scope, timeline, and cost.
3. Discuss with PM and client for prioritization.
4. Update requirements documentation and communicate changes to the dev/test team.
5. Get formal sign-off for each approved change.

8. Project Progress Reporting
Progress Tracking Tools:
· JIRA / Trello / MS Project for task tracking.
· Weekly Reports: Milestone updates, risk/issue log, status of deliverables.
· Stand-up/Review Meetings: Regular check-ins with stakeholders.
· Use dashboards in Power BI or Excel to visualize progress.

9. UAT and Client Sign-Off
User Acceptance Testing (UAT):
· Prepare UAT Test Plan and UAT Test Cases based on business scenarios.
· Conduct UAT sessions with end users and SMEs.
· Capture defects and feedback for fixes.
Client Project Acceptance (Sign-Off):
1. Share UAT Summary Report with test results.
2. Present Client Project Acceptance Form (includes version, deliverables, sign-off section).
3. Schedule a sign-off meeting with key stakeholders.
4. Collect signatures and close the UAT phase formally.

Document 3- Functional Specifications

Project Details : -
	Field
	Information

	Project Name
	CRM Data Digitization Project

	Customer Name
	[Enter Customer/Client Organization Name]

	Project Version
	1.0

	Project Sponsor
	[Name of Sponsor – e.g., Head of Sales / VP Sales]

	Project Manager
	[Name of Project Manager]

	Project Initiation Date
	[Insert Date – e.g., 04-July-2025]



Functional Requirement specifications: 
	Req ID
	Req Name
	Req Description
	Priority

	FR001
	Digital Data Entry Form
	Sales officers should be able to input customer details directly via a mobile/tablet form.
	High

	FR002
	Mandatory Field Validation
	The system should validate required fields (e.g., name, contact number, address) before submission.
	High

	FR003
	Real-Time Data Sync
	Submitted data should sync in real-time with the central CRM database when online.
	High

	FR004
	Offline Data Capture
	The system should allow data capture in offline mode and sync automatically when reconnected.
	Medium

	FR005
	User Login & Role-Based Access
	Sales officers should log in securely and have access only to relevant modules.
	High

	FR006
	Unique Customer ID Generation
	System should auto-generate a unique ID for every new customer entry.
	Medium

	FR007
	Edit/Update Customer Details
	Users should be able to update existing customer records based on access privileges.
	Medium

	FR008
	Data Export & Reporting
	Backend team/managers should be able to export reports of customer data in Excel/PDF.
	Low

	FR009
	Audit Trail
	The system should log all data entry and update activities for auditing purposes.
	High

	FR010
	Dashboard for Managers
	Managers should view real-time dashboards showing data entry status and TAT.
	Medium



Document 4- Requirement Traceability Matrix

	Req ID
	Req Name
	Req Description
	Design (D1)
	Test Case (T1)
	Design (D2)
	Test Case (T2)
	UAT

	FR001
	Digital Data Entry Form
	Sales officers should be able to input customer details via a mobile/tablet form.
	D1.1
	T1.1
	D2.1
	T2.1
	UAT1

	FR002
	Mandatory Field Validation
	System must validate required fields before allowing form submission.
	D1.2
	T1.2
	D2.2
	T2.2
	UAT2

	FR003
	Real-Time Data Sync
	Captured data should sync with CRM in real time when online.
	D1.3
	T1.3
	D2.3
	T2.3
	UAT3

	FR004
	Offline Data Capture
	Allow offline data capture and sync when internet is available.
	D1.4
	T1.4
	D2.4
	T2.4
	UAT4

	FR005
	User Login & Access
	Provide secure login and restrict access based on user roles.
	D1.5
	T1.5
	D2.5
	T2.5
	UAT5

	FR006
	Customer ID Generation
	Auto-generate unique ID for each customer record.
	D1.6
	T1.6
	D2.6
	T2.6
	UAT6

	FR007
	Update Customer Details
	Users should be able to edit/update records as per access.
	D1.7
	T1.7
	D2.7
	T2.7
	UAT7

	FR008
	Export & Reporting
	Allow data export in Excel/PDF for reporting needs.
	D1.8
	T1.8
	D2.8
	T2.8
	UAT8

	FR009
	Audit Trail
	Maintain logs of all user actions for auditing.
	D1.9
	T1.9
	D2.9
	T2.9
	UAT9

	FR010
	Manager Dashboard
	Provide real-time dashboard to monitor entries and TAT.
	D1.10
	T1.10
	D2.10
	T2.10
	UAT10



Legend:
· Design (D1, D2): Initial and updated design references.
· Test Cases (T1, T2): Functional and regression testing references.
· UAT: User Acceptance Testing scenario mapped to each requirement.
Document 5- BRD Template

Business Requirements Document (BRD)
Project Name: CRM Data Digitization Project
Project ID: CRM001
Version ID: 1.0
Author: [Bhumika Sahu – Business Analyst]

1. Executive Summary
Brief overview of the project, its purpose, and strategic alignment.
Example:
The CRM Data Digitization Project aims to automate customer information collection by enabling sales officers to directly enter data into the CRM system via mobile or tablet, replacing the current manual paper-based process. This will improve efficiency, accuracy, and data accessibility.

2. Business Objectives
· Eliminate manual data entry and associated errors
· Enable real-time data access for faster decision-making
· Reduce customer onboarding turnaround time
· Improve operational efficiency and reporting

3. Current State (AS-IS Process)
· Sales officers collect data on physical forms.
· Backend team manually enters this data into the CRM.
· Prone to errors, delays, and miscommunication.

4. Future State (TO-BE Process)
· Sales officers capture data directly in a digital CRM form.
· Backend team only verifies or monitors entries.
· Managers access real-time dashboards.

5. Scope
In-Scope:
· Design and development of mobile CRM data entry module
· Data validation, sync, and storage
· User login and access control
· Real-time dashboard and basic reports
Out-of-Scope:
· Full CRM overhaul or third-party integrations
· External customer portals

6. Business Requirements
	BR ID
	Requirement
	Priority

	BR001
	Enable sales officers to input data digitally
	High

	BR002
	Provide offline data entry capability
	Medium

	BR003
	Validate mandatory fields before form submission
	High

	BR004
	Auto-generate customer ID
	Medium

	BR005
	Dashboard for real-time monitoring
	Medium



7. Stakeholder Analysis
	Stakeholder
	Role
	Involvement

	Project Sponsor
	Budget & Strategic Oversight
	Approval, Direction

	Sales Officers
	End Users
	UAT, Feedback

	Backend Team
	Process Owners
	Transition Impact

	CRM Developers
	Technical Team
	Build & Integration

	Business Analyst
	Requirement Gathering & BAU
	End-to-End Ownership



8. Assumptions
· Sales officers will have access to mobile/tablet devices
· Internet access is available intermittently (offline mode needed)
· CRM platform supports customization

9. Constraints
· Must be delivered within 3 months
· Limited budget for new devices
· Data must comply with company privacy policies

10. Risks
	Risk
	Impact
	Mitigation

	Low user adoption
	High
	Training & pilot testing

	Device compatibility issues
	Medium
	Standardize supported devices

	Integration issues with CRM
	Medium
	Early technical feasibility study



11. Success Criteria
· 100% reduction in paper-based forms
· 90%+ user adoption within 3 months
· 50% reduction in onboarding time
· Improved data quality and reporting

12. Approval & Sign-Off
	Name
	Role
	Signature
	Date

	Project Sponsor
	
	
	

	Business Analyst
	
	
	

	Sales Manager
	
	
	

	IT / CRM Manager
	
	
	





1. Document Revisions

	Date
	Version Number
	Document Changes

	05/07/2025
	0.1
	Initial Draft

	12/07/2025
	0.2
	Added business requirements and stakeholder analysis

	20/07/2025
	0.3
	Updated AS-IS and TO-BE processes

	28/07/2025
	0.4
	Incorporated feedback from stakeholders

	05/08/2025
	1.0
	Final Version – Approved for sign-off



2. Approvals

	Role
	Name
	Title
	Signature
	Date

	Project Sponsor
	Savan Kalal
	
	
	

	Business Owner
	Vijay Durlekar
	
	
	

	Project Manager
	Yogesh Sahu
	
	
	

	System Architect
	Shubham Sahu
	
	
	

	Development Lead
	Aanchal Barchhiha
	
	
	

	User Experience Lead
	Ragini Verma
	
	
	

	Quality Lead
	Venuka Sengupta
	
	
	

	Content Lead
	Harish Basu
	
	
	



3. RACI Chart for This Document The RACI chart identifies the persons who need to be contacted whenever changes are made to this document. RACI stands for responsible, accountable, consulted, and informed. These are the main codes that appear in a RACI chart, used here to describe the roles played by team members and stakeholders in the production of the BRD. They are adapted from charts used to assign roles and responsibilities during a project.( RACI Can be made for IT side[Project stakeholder] as mentioned above, apart from that Can also Be made for Client side[Business Stakeholder]). The following describes the full list of codes used in the table:
Codes Used in RACI Chart * Authorize Has ultimate signing authority for any changes to the document. R Responsible Responsible for creating this document. A Accountable Accountable for accuracy of this document (for example, the project manager) S Supports Provides supporting services in the production of this document C Consulted Provides input (such as an interviewee). I Informed Must be informed of any changes

RACI Chart for Business Requirements Document (BRD)

	Stakeholder Role
	Authorize
	R
	A
	S
	C
	I

	Project Sponsor
	✅
	
	
	
	
	✅

	Business Owner (Client)
	✅
	
	
	
	✅
	✅

	Project Manager
	
	
	✅
	✅
	✅
	✅

	Business Analyst
	
	✅
	
	✅
	✅
	✅

	System Architect
	
	
	
	✅
	✅
	✅

	Development Lead
	
	
	
	✅
	✅
	✅

	Quality Lead (QA)
	
	
	
	✅
	✅
	✅

	User Experience Lead
	
	
	
	✅
	✅
	✅

	Content Lead
	
	
	
	✅
	✅
	✅

	Client SME (Subject Matter Expert)
	
	
	
	
	✅
	✅

	Client End Users
	
	
	
	
	
	✅



4. Introduction
4.1. Business Goals
[This should describe the organization goals& Organization Need]
The primary business goals of the CRM Data Digitization Project are to:
1. Eliminate Manual Data Entry
· Remove the dependency on physical paper forms and backend data entry by enabling digital data capture at the point of customer interaction.
2. Improve Data Accuracy and Integrity
· Reduce errors caused by manual entry and ensure standardized, validated data input through digital forms with field-level validations.
3. Enhance Sales Productivity
· Allow sales officers to focus more on selling and customer relationship management instead of administrative tasks.
4. Enable Real-Time Data Access
· Ensure customer data is immediately available in the CRM for backend teams and management, supporting faster decision-making.
5. Accelerate Customer Onboarding
· Reduce turnaround time for customer profile creation, approval, and activation in the system.
6. Improve Reporting and Visibility
· Enable sales managers and leadership to access dashboards and reports that reflect real-time field data.
7. Support Scalability
· Implement a scalable digital solution that can grow with the organization without a proportional increase in manpower or operational overhead.
8. Ensure Data Security and Compliance
· Digitally capture and store customer data in a secure, auditable, and compliant manner aligned with regulatory requirements.

Need: The need for this project arises from the operational inefficiencies, data management issues, and delays caused by the existing manual process of customer data collection. Currently, sales officers record customer information on paper forms, which are later processed manually by the backend team. This outdated system results in:
· High error rates due to manual transcription
· Delayed availability of customer data for further processing
· Increased workload for backend teams performing redundant tasks
· Lack of real-time visibility into sales data and customer onboarding
· Difficulty in tracking, auditing, and reporting data across teams
· Limited scalability, especially as the customer base grows
To address these challenges, there is a strong business need to implement a digital CRM solution that allows direct data entry by field teams, enabling real-time access, greater accuracy, and process efficiency.

4.2. Business Objectives
To provide an IT solution for:
List what the functionalities are going to develop in software
Mobile application for android and for ios
E LEARNING MANAGEMENT SYSTEM.
HRMS
 
The primary objective is to provide a scalable and secure IT solution that digitizes and automates multiple core functions within the organization. This includes the development and deployment of integrated software modules and applications to enhance operational efficiency, accessibility, and user experience.
Objectives
1. Develop a Mobile Application
· Design and deploy a mobile application compatible with both Android and iOS platforms.
· Enable field users (e.g., sales officers, employees) to access key features anytime, anywhere.
· Ensure responsive UI/UX and secure data handling.
2. Implement an E-Learning Management System (LMS)
· Provide an online platform for employee and user training.
· Include features like:
· Course enrollment and assignment
· Progress tracking
· Assessment and certifications
· Multimedia content support (PDFs, videos, quizzes)
· Enable self-paced and instructor-led training modes.
3. Deploy a Human Resource Management System (HRMS)
· Automate core HR functions including:
· Employee onboarding and profile management
· Leave and attendance tracking
· Payroll processing
· Performance management
· Employee self-service (ESS) portal
· Provide role-based access to HR data and workflows.
Functionalities to Be Developed
Mobile Application (Android & iOS)
1. User Authentication
· Secure login/logout (with OTP or password)
· Role-based access (employee, manager, admin)
2. Customer Data Capture
· Digital forms with validation
· Offline data entry and sync
3. Push Notifications
· Alerts for new assignments, messages, and updates
4. Real-Time Sync with Server
· Automatic upload/download of data when online
5. Dashboard / Summary View
· Sales summary, pending tasks, upcoming meetings
6. Geo-tagging & GPS Integration
· Capture location of form submissions or visits
7. Document Upload
· Upload photos, ID proofs, or other attachments
8. Support Chat or Ticketing (Optional)
· In-app communication with support/helpdesk
E-Learning Management System (LMS)
1. User Management
· Admin can create learners, trainers, and assign roles
2. Course Management
· Create, edit, and publish training content
· Assign courses to users or departments
3. Multimedia Content Support
· Upload PDFs, videos, presentations, quizzes
4. Progress Tracking
· Monitor learner status (Not Started/In Progress/Completed)
5. Assessments & Certification
· Online tests, auto-grading, certificate generation
6. Notifications
· Course reminders, assignment alerts, completion updates
7. Reports & Analytics
· Course completion rate, user activity, scores
8. Feedback Mechanism
· Post-course survey or rating
Human Resource Management System (HRMS)
1. Employee Information Management
· Employee profile with personal, professional details
· Upload documents (ID, resume, offer letters)
2. Leave & Attendance
· Apply for leave, check balances, track attendance
· Manager approval workflow
3. Payroll Management
· Salary structure, tax deductions, payslip generation
4. Performance Management
· Set goals, self-evaluation, manager feedback
5. Employee Self-Service (ESS)
· View payslips, leave balance, update profile
6. Onboarding & Exit Process
· New joiner checklist, resignation handling
7. Recruitment Module (Optional)
· Track job applications, schedule interviews
8. Policy & Document Repository
· HR documents, handbooks, policies available for download

4.3. Business Rules
[List Organization Policies, Procedures, and Rules& Regulations]

Answer - Business Rules
Below is a list of business rules that must be followed to ensure compliance with organizational policies, process integrity, and regulatory requirements across the CRM Digitization, E-Learning, and HRMS modules:

General Organization-Wide Rules
1. Data Privacy & Confidentiality
· All customer, employee, and business data must be encrypted and securely stored.
· Only authorized personnel may access sensitive information based on their role.
2. Role-Based Access Control (RBAC)
· Users must only access data and features applicable to their role (Sales Officer, Manager, HR, Admin, etc.).
3. Audit and Logging
· Every action performed in the system must be logged for audit purposes.
· Audit logs must be retained for at least 12 months.

CRM System Rules
4. Mandatory Fields
· Customer Name, Contact Number, Address, and ID Proof must be filled before submission.
5. Customer ID Format
· Every customer must be assigned a system-generated unique ID (e.g., CUST-YYYYMM-XXXX).
6. Data Entry Deadline
· Field sales entries must be completed within 2 hours of customer visit.
7. Duplicate Record Prevention
· System should flag or prevent duplicate entries based on mobile number and ID.

E-Learning System Rules
8. Course Completion Rule
· Users must score a minimum of 70% in assessments to pass a course.
9. Course Access Duration
· Learners must complete assigned courses within 15 days from the assignment date.
10. Certificate Issuance
· Completion certificates will only be issued upon course completion and passing the test.

HRMS Rules
11. Attendance Rules
· Attendance must be marked before 10:00 AM daily.
· Three consecutive absences without leave application will trigger an HR alert.
12. Leave Policies
· Employees can only apply for leave if they have sufficient balance.
· Leaves require manager approval and will reflect in payroll deductions if unapproved.
13. Payroll Cut-Off
· Monthly payroll is processed on the 25th of each month; no changes are allowed post cut-off.
14. Performance Review Cycle
· Performance evaluations must be completed twice a year — June and December.
15. Document Retention
· Employee-related documents (resumes, contracts) must be retained for 5 years after exit.

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.]

Answer - The CRM Data Digitization Project was initiated in response to ongoing operational inefficiencies faced by the sales and backend teams in managing customer onboarding data. Currently, sales officers collect customer details using physical paper forms during field visits. These forms are later handed over to the backend operations team, which manually enters the data into the CRM system.
This manual process has resulted in multiple business challenges:
· Frequent data entry errors due to illegible handwriting and manual mistakes
· Delays in customer onboarding, often taking multiple days
· Lack of real-time visibility for managers and decision-makers
· Increased operational cost and workload on the backend team
· Difficulty in auditing and tracking data submissions

As the organization scales, this manual approach poses risks to both customer experience and data quality. To address these issues, the project was proposed with the goal of digitizing the data capture process by equipping field teams with a mobile CRM interface. This allows customer data to be entered directly at the point of interaction, ensuring accuracy, real-time availability, and reduced turnaround time.
The implementation of this project is expected to:
· Streamline the customer onboarding process
· Improve data accuracy and validation
· Enhance productivity of sales and operations teams
· Enable better reporting and decision-making through real-time dashboards
· Lay the foundation for future digital transformation initiatives

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]

Answer - Project Objective
The primary objective of this project is to design and implement a digital CRM solution that enables sales officers to capture customer information electronically at the point of interaction, eliminating the need for paper-based forms and manual data entry.

High-Level Goals of the Project:
· Automate data collection using a mobile application compatible with Android and iOS devices.
· Reduce manual intervention by backend teams through real-time synchronization with the CRM system.
· Ensure data accuracy and integrity via form-level validations and standardized input formats.
· Enable real-time access to customer information for backend operations, sales managers, and leadership.
· Shorten customer onboarding time by streamlining the information flow and removing redundant steps.

Alignment with Business Objectives:
· Supports the organization's goal of digital transformation and process optimization.
· Contributes to higher operational efficiency by reducing paperwork and manual errors.
· Improves customer experience by enabling quicker and more accurate onboarding.
· Facilitates better compliance and audit readiness by maintaining a clear digital trail of interactions.
· Lays the foundation for scalability, allowing the organization to grow without proportionally increasing operational overhead.

System Integration Requirements:
· The mobile application will integrate with the existing CRM platform, ensuring seamless data flow.
· If applicable, it may also need to interface with:
· HRMS (for user role management)
· Reporting tools (e.g., Power BI, Excel) for dashboard and analytics
· Email/SMS gateways for notifications to users or customers


4.6. Project Scope
[What we are going to develop in the current project]

Answer - Project Scope
The scope of this project includes the design, development, testing, and deployment of a digital solution that enables field sales officers to capture customer data directly into the CRM system using mobile devices, thereby eliminating the existing paper-based data collection process.

4.6.1. In Scope Functionality
[List what functionalities we are going to do with in the project in bullets]

Answer - In-Scope Functionalities
· Development of a mobile application (Android/iOS) for field sales officers
· Digital customer data entry forms with mandatory field validations
· Offline data capture capability with auto-sync upon reconnection to internet
· Real-time synchronization of captured data with the CRM backend
· Auto-generation of unique customer IDs for each new entry
· User authentication (login/logout) with role-based access control
· Ability to edit or update existing customer records (for authorized users)
· Geo-tagging and timestamping of customer entries for tracking purposes
· Real-time dashboards for managers to monitor customer onboarding progress
· Data export functionality (Excel/PDF) for reporting purposes
· Audit trail to track data entry, modification, and user actions
· User training sessions and user manuals for mobile application usage
· Execution of User Acceptance Testing (UAT) before go-live
· Basic notification alerts (e.g., data submitted, sync success/failure)


4.6.2. Out Scope Functionality
[List of functionality what is not included in the current project]

Answer - Out-of-Scope Functionalities
· Full revamp or replacement of the existing CRM system
· Development of a customer-facing self-service portal
· Integration with third-party systems (e.g., ERP, external APIs)
· Advanced analytics dashboards or AI-based reporting tools
· Bulk customer data upload or migration from legacy systems
· Custom workflow automation beyond basic data submission
· In-app customer communication features (chat, messaging)
· Gamification elements for sales officer engagement
· Integration with payroll, incentive, or HRMS modules
· Procurement and provisioning of mobile devices for field teams
· Support for multiple languages or localization features
· Real-time GPS tracking of field staff location
· Biometric authentication or advanced security features
· Support ticketing or helpdesk system integration

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

Answer Assumptions
The following assumptions are made while defining the project requirements and planning execution:
1. Mobile Device Availability
Field sales officers will have access to compatible smartphones or tablets with sufficient specifications to run the CRM mobile application.
2. Internet Connectivity
Users will have intermittent internet access, enabling data sync with the CRM system when online. Offline functionality is assumed to be a critical requirement.
3. Existing CRM Infrastructure
The current CRM system supports integration via APIs or allows direct database interaction for storing and retrieving customer data.
4. User Willingness to Adopt
Sales and backend staff are willing to adopt the new digital solution after adequate training and user onboarding.
5. Stable Requirements
The core business requirements will remain stable during the initial development phase, with change requests being managed formally.
6. Role-Based Access Control (RBAC)
Roles, responsibilities, and access privileges for users are well-defined and can be mapped in the system.
7. No Major Process Overhaul
The project focuses only on digitizing data collection, not reengineering the entire customer onboarding or CRM workflow.
8. Training & Support
The organization will provide necessary training, manuals, and helpdesk support post-implementation.
9. Security & Compliance Standards
The solution will align with existing organizational policies on data protection, security, and compliance (e.g., GDPR, ISO, etc.).
10. Timely Stakeholder Feedback
Key stakeholders will provide timely input and approvals during requirement sign-off, testing, and UAT phases.
6. Constraints [List all Constraints]
Answer  -The following constraints may impact the planning, design, implementation, or outcome of the project:
1. Budget Limitations
The project must be delivered within the allocated budget, limiting options for premium tools, third-party integrations, or extensive customizations.
2. Fixed Timeline
The project has a defined go-live date, which restricts flexibility for scope changes or delays in deliverables.
3. Limited Technical Resources
Development and support resources are limited, and shared across multiple projects, which may impact delivery speed.
4. Device Compatibility
The mobile application must be compatible with existing field devices, restricting the use of advanced features that require higher device specifications.
5. Minimal CRM Backend Changes
The core CRM platform cannot be significantly modified due to dependency on other ongoing business operations.
6. Offline Functionality Complexity
Implementing robust offline features (data storage, conflict resolution) introduces technical complexity and risks.
7. Data Security & Compliance Requirements
All data captured and transmitted must comply with internal data protection policies and external regulatory requirements (e.g., GDPR, industry-specific laws).
8. User Training Timeframe
The window available for end-user training and onboarding is short, requiring the solution to be intuitive and user-friendly.
9. Language & Localization
The initial version must be developed in a single language (e.g., English), with no current scope for multilingual support.
10. UAT Scheduling
Stakeholder availability for UAT may be limited due to ongoing business operations, potentially impacting testing timelines.

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. 
Technological Risks This subsection of “Risk Analysis” specifies new technology issues that could affect the project. 
Skills Risks This subsection of “Risk Analysis” specifies the risk of not getting staff with the required expertise for the project. 
Political Risks This subsection of “Risk Analysis” identifies political forces that could derail or affect the project. 
Business Risks This subsection of “Risk Analysis” describes the business implications if the project is canceled. 
Requirements Risks This subsection of “Risk Analysis” describes the risk that you have not correctly described the requirements. List areas whose requirements were most likely to have been incorrectly captured. 
Other Risks In this subsection of “Risk Analysis,” document any other risks not covered in the prior subsections.

Answer - Risks
This section outlines the potential risks that may impact the CRM Data Digitization Project, their likelihood, potential impact on the project, and mitigation strategies. Risks are grouped by type to ensure comprehensive risk management planning.
A. Technological Risks
	Risk Description
	Likelihood
	Impact
	Strategy
	Comments

	Compatibility issues with mobile devices
	Medium
	High
	Mitigate
	Define minimum device requirements early

	Offline sync failure due to technical limitations
	Medium
	Medium
	Mitigate
	Plan robust testing in low-network areas

	Integration issues with existing CRM platform
	Medium
	High
	Mitigate
	Conduct early API/architecture review

	Data loss during offline-to-online transition
	Low
	High
	Avoid
	Use local encryption and retry logic



B. Skills Risks
	Risk Description
	Likelihood
	Impact
	Strategy
	Comments

	Lack of skilled mobile app developers
	Medium
	High
	Transfer
	Consider outsourcing or staff augmentation

	Inexperienced end users may resist adoption
	High
	Medium
	Mitigate
	Plan early training and pilot rollout

	Limited QA/testing staff during UAT
	Medium
	Medium
	Accept
	Prioritize critical test cases



C. Political Risks
	Risk Description
	Likelihood
	Impact
	Strategy
	Comments

	Change in leadership or department priorities
	Medium
	High
	Mitigate
	Secure written approvals and milestones

	Internal resistance to process change
	High
	Medium
	Mitigate
	Conduct stakeholder workshops and demos



D. Business Risks
	Risk Description
	Likelihood
	Impact
	Strategy
	Comments

	Project cancellation due to budget cuts
	Low
	High
	Accept
	Ensure early delivery of visible benefits

	Delayed ROI realization
	Medium
	Medium
	Mitigate
	Start with high-impact use cases first

	No measurable improvement in efficiency
	Medium
	High
	Mitigate
	Define and monitor success KPIs



E. Requirements Risks
	Risk Description
	Likelihood
	Impact
	Strategy
	Comments

	Requirements not fully captured during elicitation
	High
	High
	Mitigate
	Conduct multiple review sessions and sign-offs

	Stakeholders change requirements mid-development
	High
	High
	Mitigate
	Freeze scope early; manage via change control

	Misalignment between business needs and solution
	Medium
	Medium
	Mitigate
	Involve stakeholders in walkthroughs



F. Other Risks
	Risk Description
	Likelihood
	Impact
	Strategy
	Comments

	Poor user adoption post-launch
	High
	High
	Mitigate
	Plan change management and awareness

	Inadequate support or helpdesk post-deployment
	Medium
	Medium
	Mitigate
	Set up first-line support and feedback loop

	Dependency on single vendor/technology
	Medium
	Medium
	Transfer
	Use modular architecture, multiple vendors




8. Business Process Overview [This describes the overall process flow from each phase] 

Business Process Overview
This section provides a comparison of the current business process (AS-IS) with the recommended improvements (TO-BE) for digitizing customer data entry through a mobile CRM application.

8.1. Legacy System (AS-IS) [Brief Explanation about the process in legacy system and draw process flow diagrams] 

Brief Description:
Currently, customer information is captured by field sales officers using paper forms during on-site visits. These forms are physically submitted to the back-office team, who manually enter the data into the CRM system. This method introduces several issues:
· High error rates due to handwriting, miscommunication, and manual entry
· Delays in customer onboarding and CRM updates
· Lack of real-time visibility for sales managers
· Difficulties in tracking and auditing data
AS-IS Process Steps:
1. Sales officer visits customer and collects data on a paper form
2. Form is submitted to backend team at the end of the day or week
3. Backend team manually enters data into the CRM
4. Data is validated, updated, or corrected if issues are found
5. Customer record is created in CRM after delay

Process Flow Diagram – AS-IS
[image: ]
8.2. Proposed Recommendations (TO-BE) [Describe the recommended process and how the proposed system will address the challenges in legacy system]

Proposed (TO-BE Process)
Brief Description:
In the new process, sales officers will use a mobile application to directly input customer data at the point of interaction. The mobile app will sync with the CRM system in real-time (or offline with sync upon network availability). This will eliminate manual paperwork, reduce delays, improve data quality, and provide immediate visibility of new customer entries.
Benefits Over AS-IS:
· Elimination of paper forms and duplicate manual entry
· Real-time customer data availability in CRM
· Improved data accuracy with built-in validations
· Streamlined onboarding process and better tracking
· Enhanced reporting for management using real-time dashboards
TO-BE Process Steps:
1. Sales officer logs in to mobile app
2. Customer details are entered in a digital form with validation
3. Data is synced immediately with CRM system (or queued for sync if offline)
4. Customer record is created automatically
5. Sales manager can view data instantly through dashboard

Process Flow Diagram – TO-BE

[image: ]
9. Business Requirements [The specific business requirements elicited from stakeholders should be listed, categorized by both priority and area of functionality to smooth the process of reading and tracking them. Include links to use case documentation, and other key reference material as needed to make the requirements as complete and understandable as possible. You may wish to incorporate the functional and non-functional requirements into a traceability matrix that can be followed throughout the project]

Answer - Business Requirements
This section outlines the specific business requirements gathered from stakeholders. The requirements are categorized by functional area and assigned a priority to facilitate implementation planning and traceability.
Legend:
· Priority:
· High (H): Critical to project success
· Medium (M): Important, but not business-critical
· Low (L): Nice-to-have
A. Mobile Application Requirements
	Req ID
	Requirement Name
	Requirement Description
	Priority

	MOB-001
	Digital Form Entry
	Sales officers must be able to enter customer details via a mobile app
	H

	MOB-002
	Field Validations
	Fields such as phone number, email, and ID proof must include validation rules
	H

	MOB-003
	Offline Data Capture
	App must support offline form submission with sync capability
	H

	MOB-004
	Real-Time Sync
	Data must sync with CRM when connectivity is available
	H

	MOB-005
	Geo-tagging and Timestamping
	Each entry must record location and date/time of submission
	M

	MOB-006
	Role-Based Access
	Only authenticated users should access their respective modules
	H


B. CRM System Integration Requirements
	Req ID
	Requirement Name
	Requirement Description
	Priority

	CRM-001
	Auto-Create Customer Record
	Entries from mobile app must auto-create a customer profile in CRM
	H

	CRM-002
	Duplicate Check
	Prevent duplicate entries using phone number/ID
	H

	CRM-003
	Edit Capability
	Authorized users can edit/update records
	M

	CRM-004
	Audit Trail
	System must track who created/modified data and when
	H

	CRM-005
	Dashboard View
	Managers must be able to view new entries via real-time dashboard
	H


C. Reporting & Analytics Requirements
	Req ID
	Requirement Name
	Requirement Description
	Priority

	REP-001
	Daily Summary Report
	Generate daily report of new entries
	M

	REP-002
	Export to Excel/PDF
	Users can export data into standard formats
	M

	REP-003
	Dashboard Metrics
	View KPIs like submissions per day, area-wise activity
	L


D. Security & Compliance Requirements
	Req ID
	Requirement Name
	Requirement Description
	Priority

	SEC-001
	User Authentication
	Only authorized users should access the system via secure login
	H

	SEC-002
	Data Encryption
	All data must be encrypted at rest and in transit
	H

	SEC-003
	Compliance Logging
	Must maintain logs for audit and regulatory purposes
	H


E. Testing & UAT Requirements
	Req ID
	Requirement Name
	Requirement Description
	Priority

	UAT-001
	Test Environment Setup
	A separate environment must be available for UAT
	H

	UAT-002
	UAT Test Cases
	All business requirements must be verified through UAT test scenarios
	H

	UAT-003
	Defect Tracking
	A process to log and track defects during UAT
	H




10.Appendices 10.1. List of Acronyms 10.2. Glossary of Terms 10.3. Related Documents


10.1 List of Acronyms
	Acronym
	Full Form

	BRD
	Business Requirements Document

	CRM
	Customer Relationship Management

	UAT
	User Acceptance Testing

	UI/UX
	User Interface / User Experience

	API
	Application Programming Interface

	RBAC
	Role-Based Access Control

	RTM
	Requirements Traceability Matrix

	KPI
	Key Performance Indicator

	PDF
	Portable Document Format

	OTP
	One-Time Password

	QA
	Quality Assurance

	SRS
	Software Requirements Specification



10.2. Glossary of Terms

	Term
	Definition

	Sales Officer
	Field executive responsible for acquiring customer data during visits

	CRM System
	Software platform used to store and manage customer information

	Backend Team
	Internal staff responsible for data entry and record maintenance

	Digital Form
	An electronic version of the paper-based data collection form

	Sync
	Synchronization of data between mobile app and central CRM database

	Geo-tagging
	Capturing of geographic location (latitude/longitude) when data is submitted

	Audit Trail
	A log that tracks system and user activities for monitoring and compliance

	Data Validation
	Ensuring data entered meets predefined criteria before submission

	Real-Time Dashboard
	A visual interface showing live data and metrics to the management team



10.3 Related Documents

	Document Name
	Description
	Version

	Business Case Document
	Justification for initiating the project
	1.0

	Functional Requirements Specification
	Detailed functional needs of the system
	1.0

	Use Case Document
	User interaction flows with the system
	1.0

	UI Wireframes
	Mock-ups and design layouts of application screens
	1.0

	Requirements Traceability Matrix
	Mapping of requirements to design, test, and UAT cases
	1.0

	UAT Test Plan
	Document outlining test scenarios and test results
	1.0
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