                                                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)
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 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: 07/06/2025

1. Executive Summary
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. Business Objectives
Enhance customer interaction through multiple channels: chat, email, and calls.
Enable customer support agents to quickly access customer account details.
Provide integrated knowledge base/articles for quick resolution.
Collect and analyze customer feedback through surveys for continuous improvement.
Improve overall customer satisfaction and reduce response times.

3. Current Situation (As-Is)
Existing customer support process description.
Current challenges and pain points (e.g., slow response times, lack of unified communication).
Systems/tools currently in use (if any).
Gaps and limitations identified.

4. Future State (To-Be)
Description of the proposed core application and its capabilities.
Streamlined multi-channel communication (chat, email, calls) through a single platform.
Centralized customer account access for support agents.
Integration with knowledge base for faster resolution.
Automated feedback collection via surveys.
Expected improvements over the current state.

5. Project Scope
In Scope:
Development of chat, email, and call support modules.
Customer account access and management.
Knowledge base/article management and access.
Survey creation, deployment, and analytics.
User authentication and role-based access control.
Out of Scope:
Social media integration.
Mobile applications.
Advanced AI/chatbot features (for future phases).

6. Stakeholders
Project Sponsor: Provides funding and strategic direction.
Project Manager: Oversees project execution and delivery.
Business Analyst: Gathers requirements, facilitates communication.
Development Team: Designs and develops the application.
QA Team: Responsible for testing and quality assurance.
Customer Support Agents: End users who will use the application daily.
Customers: End recipients of support services.

7. Functional Requirements
Login: Secure authentication and authorization of users.
Chat Module: Real-time chat with customers, chat history, and escalation options.
Email Module: Ticket management for email inquiries.
Call Module: Log and track customer calls with recording if possible.
Customer Account Access: View customer profile, history, and interactions.
Knowledge Base: Search and access articles relevant to customer queries.
Survey Module: Create surveys, distribute post-interaction, collect responses.
Reporting: Basic dashboards and reports on support metrics and survey results.

8. Non-Functional Requirements
Performance: Application must support many concurrent users with minimal latency.
Security: Data encryption, secure login, role-based access control.
Usability: Intuitive UI for agents and customers.
Availability: 99.9% uptime expected.
Compliance: Follow applicable data privacy laws (e.g., GDPR, if relevant).

9. Assumptions
APIs for customer data access will be provided.
Support agents have basic computer literacy.
Internet connectivity will be stable at support centers.
Surveys will be voluntary and optional for customers.

10. Constraints
Budget capped at ₹39,010.
Project timeline of 3 months.
Limited availability of client resources during development.

11. Risks and Mitigation
Risk: Delay in API delivery.
Mitigation: Include buffer time in project schedule.
Risk: User resistance to new system.
Mitigation: Plan training and change management activities.
Risk: Scope creep due to additional feature requests.
Mitigation: Strict change control process.
12. Approval
	Name
	Role
	Signature
	Date

	Raj
	Project Sponsor
	Raj
	07/06/2025

	Mahesh
	Project Manager
	Mahesh
	07/06/2025

	Renuka
	Business Analyst
	Renuka
	07/06/2025




