CRM – Immigration Consultancy
Document 1: Definition of Done
The "Definition of Done" (DOD) is a term used primarily in Agile and Scrum methodologies to define the criteria that a product increment must meet in order to be considered complete and potentially shippable. It serves as a checklist of requirements or conditions that need to be fulfilled before a task, user story, or feature can be considered finished.
Project context: A CRM system for an immigration consultancy involves modules such as client onboarding, visa tracking, document management, case-status updates, vendor/partner management (e.g., immigration agents), reporting & dashboards, communications (email/SMS), regulatory compliance, and data-privacy. The Agile Scrum team will use this DoD to ensure each user story, sprint increment or release meets functional, quality, regulatory and deployment readiness standards.
1. Produced code for presumed functionalities – The development team has implemented the features described in the user story (for example: client onboarding, visa-status tracking, document upload). All expected modules or functions exist in the code and no major piece of the functionality is missing.
2. Assumptions of the User Story met – Any assumptions made when writing the user story (such as supported visa types, user roles, geographical scope) have been validated and addressed. If any assumption turned out to be incorrect or out-of-scope, that has been noted and communicated.
3. Project builds without errors – The current code base compiles (where applicable) and the build pipeline passes without errors or broken dependencies. The artefact produced from the build is deployable to the test/staging environment.
4. Unit tests written and passing – Automated unit tests have been created for the new logic and all of them are currently passing. This ensures that individual components (business logic, workflows) behave as expected and help guard against regressions.
5. Project deployed on test environment identical to production platform – The feature has been deployed to a staging/test environment whose configuration closely mirrors production (same OS, browser versions, database schema, integrations). This enables realistic validation of vendor/agent workflows under near-live conditions.
6. Tests on devices/browsers listed in the project assumptions passed – If vendors, agents or clients access the CRM via different devices or browsers (as assumed in the project), those platforms have been tested and the feature works correctly across all of them. Any compatibility gaps are logged and mitigated.
7. Feature ok-ed by UX designer – The user interface and user experience of the feature have been reviewed by the UX designer, who confirms it meets design guidelines, usability standards, and is intuitive for end-users (agents, clients, consultants).
8. QA performed & issues resolved – The QA team has executed test cases (functional/integration/regression) for the feature and critical/high-severity defects have been fixed and retested. Lower-severity issues are documented with action plans.
9. Feature is tested against acceptance criteria – The user story’s specific acceptance criteria (e.g., “when agent uploads document, client is notified within 10 minutes”) have been checked and met. Each criterion is verified and passed, otherwise the story isn’t considered done.
10. Feature ok-ed by Product Owner – The Product Owner (representing business/stakeholder view) has reviewed and approved the delivered feature, confirming it aligns with the project vision, business goals (immigration consultancy workflows) and stakeholder expectations.
11. Refactoring completed – Any identified code smells, architectural issues or performance optimization tasks related to the new feature have been addressed and the code is cleaned up. This ensures maintainability and scalability for the CRM system.
12. Any configuration or build changes documented – All changes to configuration (like database switches, third-party API integration parameters, feature toggles) or build/deployment scripts have been logged and explained. This documentation supports future maintenance, operations and troubleshooting.
13. Documentation updated – Relevant user-facing and internal documentation (user guides, agent/consultant manuals, technical docs, release notes) have been updated to reflect the new feature and workflows in the immigration consultancy context.
14. Peer Code Review performed – The code changes have been reviewed by one or more peers (developers) to check for readability, correctness, standards compliance, security/data privacy concerns and maintainability. Feedback has been incorporated and the review is complete. 
Document 2- Product Vision
A Product Vision serves as a guiding statement that provides a clear direction for the development team and stakeholders, aligning everyone towards a common objective.
To empower immigration-consultancy firms with an intuitive, end-to-end CRM platform that enables transparent, efficient, and compliant client journeys—so consultants can focus on delivering life-changing outcomes while the system handles process, communication and data-insight excellence.
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	Scrum Master:
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	Scrum Developer 3:
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	Scrum Developer 4:
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1. Scrum Master:
Name: Mr. XYZ
Role: Scrum Master
Responsibilities: Facilitating Scrum events, coaching the team on Agile principles and practices, removing impediments, and ensuring adherence to Scrum processes.
2. Product Owner:
Name: Mr. ABC
Role: Product Owner
Responsibilities: Representing the interests of stakeholders, maintaining the product backlog, prioritizing user stories, and ensuring the delivery of value to the customer.
3. Scrum Developers (1-5):
Name: Ms. RTS, Mr. PQR, Mr.YXH, Ms. JKL, Mr. LSC
Role: Scrum Developer
Responsibilities: Participating in sprint planning, developing and delivering user stories, collaborating with team members, and ensuring the quality and completeness of the product increment.
Vision
To build a purpose-built CRM platform that transforms how immigration consultancies manage client journeys, from lead through to visa outcome, by delivering a seamless, transparent, and high-trust experience for clients, agents, and consultants.
Target Group
Market Segment: Immigration-consultancy firms, visa-service agencies, relocation advisers and their partner networks (agents, sub-agents) operating across one or multiple countries.
Users & Customers:
· End-clients/applicants (individuals or families applying for visas)
· Firm staff (case-managers, consultants, document officers)
· Partner agents/sub-agents (who refer leads or handle local tasks)
· Business owners/operations managers of the consultancy who need oversight and analytics.
Needs
Problems to solve:
· Disparate spreadsheets, email threads and document siloes that lead to missed deadlines or missing documents for visa cases.
· Lack of transparency for clients and agents about the current status of applications, leading to frequent follow-ups and client anxiety.
· High manual effort for routine tasks (reminders, follow-ups, document tracking) and risk of human error in a compliance-driven environment.
Benefits provided:
· Centralised case tracking and document management ensures nothing falls through the cracks.
· Automated workflows and reminders free up staff to focus on high-value consulting rather than admin.
· Real-time dashboards and status updates improve client trust, partner engagement and staff productivity.
Product
What product is it?
A cloud-based CRM system tailored specifically for immigration consultancies: combining lead & client management, case/workflow tracking, document repository, communication automation, agent/partner portal, and analytics.
What makes it special and desirable?
· Industry-specific workflow templates (visa types, countries, agent roles) built-in rather than a generic CRM.
· Transparent portals for clients and partners so everyone sees status updates, reducing follow-up burden.
· Compliance and security features (document checklists, audit logs) designed for immigration-consulting context.
Feasibility:
Given existing examples of immigration-specific CRM providers (e.g., for visa tracking, document automation)-- see sources: ImmigCRM, Maple CRM. immigcrm.com+2immigration.maplecrm.com+2 With a dedicated team and clear workflows, development is achievable. Customisations will be required for regulatory/local-country specifics.



Value
How the product will benefit the company:
· Improved conversion of leads to clients via better tracking and nurturing → increased revenue.
· Reduced operational cost and time per case through automation and improved process efficiency.
· Stronger brand reputation and client referrals from improved transparency and service quality.
Business goals:
· Increase client case throughput without proportional staff growth.
· Improve first-time visa success rates by improving compliance/document completeness.
· Provide actionable analytics to identify best-performing services, lead-sources, agents.
Business model:
· SaaS subscription model (monthly/annual) for the CRM platform with tiered pricing (by case volume, number of users/agents or branches).
· Implementation and onboarding services (workflow setup, data migration, training) as a one-time professional fee.
· Additional modules or add-ons (e.g., multi-country regulatory updates, agent portal features, advanced analytics) as premium features.
Document 3: User stories
	 User story No: 01
	Tasks: Set up new client record, capture lead info, assign case-manager
	Priority: High

	Value statement: 
As a case-manager I want to create a new client profile from a lead quickly so that I can begin the immigration case process without delays.

	BV: 9
	CP: 5

	Acceptance criteria: 

	1
	The system allows the creation of a new client profile from a lead.

	2
	Mandatory fields include name, contact information, and visa type.

	3
	Upon saving, the client profile is assigned a unique ID.

	4
	The profile is automatically assigned to the appropriate case manager.

	5
	Incomplete mandatory fields trigger a warning message.






	User story No: 02
	Tasks: Track visa-application status, update stages, link documents
	Priority: High

	Value statement: 
As a consultant I want to update the visa-application status for a client so that I can keep the client and partner agents informed of progress.

	BV: 8
	CP: 4

	Acceptance criteria: 

	1
	The system provides a dropdown menu of predefined visa application statuses.

	2
	Only authorized users can update the application status.

	3
	Status changes are timestamped and logged for audit purposes.

	4
	Clients and relevant agents receive notifications upon status updates.

	5
	The updated status is reflected in the client's application history.



	User story No: 03
	Tasks: Upload and manage required documents (passport, biometrics, etc.), notify missing docs
	Priority: High

	Value statement: 
As a document-officer I want to upload and track required documents for each client case so that I can ensure nothing is missing and reduce rejection risk.

	BV: 9
	CP: 6

	Acceptance criteria: 

	1
	Users can upload multiple document types (e.g., passport, biometrics).

	2
	Uploaded documents are categorized and tagged appropriately.

	3
	The system checks for duplicate uploads and alerts the user.

	4
	Documents are stored securely and are accessible only to authorized users.

	5
	A document audit trail is maintained, recording upload and modification dates.



	User story No: 04
	Tasks: Automated reminders for deadlines (e.g., biometrics appointment, visa expiry)
	Priority: Medium

	Value statement: 
As a case-manager I want the system to send automated reminders for key deadlines (e.g., biometrics appointment, visa expiry) so that I can avoid missing critical dates and keep the case on track.

	BV: 7
	CP: 3

	Acceptance criteria: 

	1
	The system generates reminders for key deadlines (e.g., biometrics, visa expiry).

	2
	Reminders are sent via email and/or SMS to the assigned case manager.

	3
	Reminders are configurable based on user preferences.

	4
	Missed deadlines are flagged and escalated to supervisors.

	5
	Completed tasks can be marked to stop further reminders.



	User story No: 05
	Tasks: Client portal access (view status, upload docs, communicate)
	Priority: Medium

	Value statement: 
As a client I want access to a portal where I can see my case status and upload documents so that I can track progress and participate easily in the process.

	BV: 8
	CP: 7

	Acceptance criteria: 

	1
	Clients can log in securely using unique credentials.

	2
	The portal displays the current status of the client's application.

	3
	Clients can upload required documents through the portal.

	4
	A messaging feature allows clients to communicate with their case manager.

	5
	The portal is mobile-responsive and accessible across devices.



	User story No: 06
	Tasks: Agent/partner portal (referrals, status updates, commissions)
	Priority: Medium

	Value statement: 
As a partner agent I want to refer leads and view status of my referrals in a portal so that I can manage my leads and commissions transparently.

	BV: 7
	CP: 6

	Acceptance criteria: 

	1
	Partner agents can log in securely using unique credentials.

	2
	The portal allows agents to refer new leads and track their status.

	3
	Agents can view the progress of their referred cases.

	4
	Commission details are displayed for each referred case.

	5
	The portal provides reports on agent performance and lead conversion rates.



	User story No: 07
	Tasks: Analytics dashboard (KPIs: case-closure time, conversion rate, agent performance)
	Priority: Medium

	Value statement: 
As an operations-manager I want to view dashboards showing key metrics of our immigration business (like case-closure time, conversion rate, agent performance) so that I can make decisions to improve operations and growth.

	BV: 6
	CP: 5

	Acceptance criteria: 

	1
	The dashboard displays key performance indicators (KPIs) such as case closure time and conversion rates.

	2
	Data can be filtered by date range, visa type, and agent.

	3
	Visualizations include charts and graphs for easy interpretation.

	4
	Users can export dashboard data to CSV or PDF formats.

	5
	The dashboard refreshes data in real-time or at configurable intervals.



	User story No: 08
	Tasks: Role-based security and audit-logs (for compliance)
	Priority: High

	Value statement: 
As a compliance-officer I want role-based access and audit logs for each case and document action so that I can ensure we meet data-protection and audit-requirements.

	BV: 9
	CP: 6

	Acceptance criteria: 

	1
	Users are assigned roles with specific permissions (e.g., admin, case manager, document officer).

	2
	Each action performed in the system is logged with user ID and timestamp.

	3
	Audit logs are immutable and can be accessed by authorized personnel only.

	4
	Role permissions are configurable by system administrators.

	5
	Unauthorized access attempts are flagged and reported.



	User story No: 09
	Tasks: Multi-device/browser support & mobile access
	Priority: Medium

	Value statement: 
As a field-agent I want to access case information and update via mobile/tablet or browser so that I can work on the go and respond quickly.

	BV: 6
	CP: 4

	Acceptance criteria: 

	1
	The CRM system is accessible via web browsers and mobile applications.

	2
	User interfaces are optimized for different screen sizes and devices.

	3
	Data entered on one device is synchronized across all devices in real-time.

	4
	Mobile applications support offline data entry with subsequent synchronization.

	5
	Push notifications are enabled for important updates and reminders.




	User story No: 10
	Tasks: Payment & invoicing integration (generate invoice, track payment, send follow-up)
	Priority: Medium

	Value statement: 
As a finance-officer I want to generate invoices for client services and track payments within the CRM so that I can manage billing, reduce manual work, and improve cash-flow.

	BV: 7
	CP: 5

	Acceptance criteria: 

	1
	The system generates invoices for services rendered, including itemized charges.

	2
	Invoices can be sent to clients via email or downloaded as PDFs.

	3
	Payment statuses (e.g., paid, pending, overdue) are tracked within the system.

	4
	Clients can make payments through integrated payment gateways.

	5
	Financial reports can be generated to track revenue and outstanding payments.



Document 4: Agile PO Experience
In our CRM – Immigration Consultancy Project, the Product Owner (PO) is instrumental in defining and steering the product's direction to align with both business objectives and user needs. He is responsible for defining a clear product vision, translating that vision into actionable features, managing a prioritized and transparent product backlog, and ensuring continuous alignment with business objectives and user needs.
Product Owner Responsibilities in an Immigration Consultancy CRM Project
1. Market Analysis
· Market Need/Demand: Assess the growing demand for immigration services driven by factors like skilled worker shortages and student migrations.
· Competitive Landscape: Evaluate existing CRM solutions in the market to identify gaps and opportunities for differentiation.
2. Enterprise Analysis
· Due Diligence: Conduct thorough research to validate the market opportunity and ensure alignment with business objectives.
· Risk Assessment: Identify potential risks and develop mitigation strategies to address them proactively.
3. Product Vision and Roadmap
· Vision Development: Craft a clear product vision that aligns with market needs and business goals.
· Roadmap Creation: Develop a product roadmap outlining high-level features and timelines to guide development efforts.
4. Managing Product Features
· Stakeholder Engagement: Regularly communicate with stakeholders to gather feedback and manage expectations.
· Prioritization: Use techniques like MoSCoW or WSJF to prioritize epics, stories, and features based on criticality and ROI.
5. Managing Product Backlog
· Backlog Refinement: Continuously refine the product backlog, ensuring it reflects current priorities and stakeholder needs.
· Epics Planning: Break down epics into manageable user stories, ensuring they are well-defined and ready for development.
6. Managing Overall Iteration Progress
· Sprint Progress Review: Monitor sprint progress and adjust plans as necessary to stay on track.
· Retrospectives: Conduct sprint retrospectives with the Business Analyst to identify areas for improvement.
❖ From this project I have learned how to handle sprint meetings such as
Sprint Planning Meeting
1. Goal Setting: Collaborate with the team to define clear sprint goals that align with the project's objectives, such as enhancing lead management capabilities or streamlining visa application workflows.
2. Backlog Selection: Discuss and select user stories from the product backlog that will deliver the most value within the sprint timeframe, ensuring they are well-defined and feasible.
3. Task Allocation: Through effective communication and estimation techniques, allocate tasks to team members based on their expertise and capacity, setting achievable goals for the sprint.
Daily Scrum Meeting
1. Progress Updates: Establish a routine of brief, focused discussions where team members share progress updates on CRM feature development, client onboarding processes, or data migration tasks.
2. Obstacle Identification: Identify any obstacles hindering progress, such as integration challenges with immigration databases or delays in document verification, and discuss potential solutions.
3. Plan Adjustments: Adjust plans accordingly to address challenges promptly, ensuring continuous progress towards sprint goals and maintaining momentum.
Sprint Review Meeting
1. Feature Demonstration: Showcase completed user stories, such as the implementation of automated client follow-ups or the integration of real-time visa status tracking, demonstrating how these features enhance the CRM system.
2. Stakeholder Feedback: Engage stakeholders, including immigration consultants and legal experts, to gather feedback on the delivered features, validating the work against their expectations.
3. Alignment Check: Ensure that the product remains aligned with stakeholder needs and regulatory requirements, making necessary adjustments based on feedback received.
Sprint Retrospective Meeting
1. Performance Reflection: Provide a platform for the team to reflect on their performance during the sprint, discussing what went well in CRM module development or client data management processes.
2. Challenge Discussion: Openly discuss any challenges or bottlenecks encountered, such as issues with CRM system scalability or data synchronization problems, and brainstorm actionable solutions.
3. Process Optimization: Foster a culture of continuous improvement by identifying areas for process optimization, aiming to enhance team effectiveness and CRM system efficiency in future sprints.
Backlog Refinement Meeting
1. User Story Review: Collaboratively review and prioritize user stories in the product backlog, ensuring they are well-defined and ready for implementation in future sprints.
2. Requirement Clarification: Engage in discussions to clarify user story requirements, refine acceptance criteria, and estimate the effort involved in completing each task, focusing on CRM functionalities like client data management or visa application tracking.
3. Backlog Grooming: Maintain a groomed backlog by removing outdated items and adding new user stories that reflect changing business needs or regulatory updates, ensuring the team remains focused on delivering value-added features.
Overall, these sprint meetings played a crucial role in driving the success of the                         CRM – Immigration Consultancy Project by facilitating effective communication, collaboration, and alignment with project goals and stakeholder expectations.
❖ Also, User stories creation and what things will be included in user stories such as
1. Story Number (Story No):
· Each user story is assigned a unique identifier or story number for easy reference and tracking throughout the project. This helps in organizing and managing the backlog effectively.
2. Tasks:
· User stories are broken down into specific tasks or sub-tasks that need to be completed in order to fulfill the user story.
· Tasks represent actionable steps that team members will take to implement the functionality described in the user story.
3. Priority:
· Each user story is assigned a priority level based on its importance and urgency in relation to other user stories in the backlog.
· Prioritization helps the team focus on delivering the most valuable features to the stakeholders first.
4. Acceptance Criteria:
· Acceptance criteria define the conditions that must be met for the user story to be considered complete and ready for review.
· They provide a clear definition of the desired functionality and help ensure that the team and stakeholders have a shared understanding of what needs to be delivered.
5. Business Value (BV) & Complexity Points (CP) Value:
· Business Value (BV) represents the value or benefit that the user story brings to the project or organization.
· Complexity Points (CP) represent the level of effort or complexity involved in implementing the user story.
· Assigning BV and CP values helps in prioritizing user stories based on their potential impact and the effort required for implementation.
In our CRM – Immigration Consultancy Project, the Product Owner plays a crucial role as the liaison between various stakeholders within the organization. Here is how the Product Owner serves in this capacity:
Product Owner as the Liaison
· Stakeholder Engagement: The PO actively collaborates with internal and external stakeholders—including immigration consultants, legal advisors, clients, and regulatory bodies—to gather requirements, feedback, and insights. 
· Communication Bridge: Serving as the primary point of contact, the PO communicates stakeholder needs and expectations to the Scrum team, ensuring that the product backlog reflects these priorities. 
· Feedback Loop: After each sprint, the PO presents the developed features to stakeholders, collects feedback, and communicates this back to the team, facilitating continuous improvement. 
Responsibilities in the Scrum Framework
· Backlog Management: The PO is responsible for creating, refining, and prioritizing the product backlog, ensuring it aligns with business goals and delivers maximum value.
· Sprint Planning: During sprint planning meetings, the PO defines clear sprint goals and selects user stories that align with the project's objectives, such as enhancing client onboarding processes or automating visa application workflows.
· Decision-Making: The PO makes final decisions on product features and priorities, balancing stakeholder needs with the team's capacity and technical considerations. 
Impact on the CRM – Immigration Consultancy Project
· Aligned Development: By effectively communicating stakeholder requirements, the PO ensures that the development team builds features that meet client expectations and comply with immigration regulations.
· Value Delivery: Prioritizing user stories based on business value and complexity allows the team to deliver impactful features that enhance operational efficiency and client satisfaction.
· Continuous Improvement: Regular feedback sessions enable the PO to identify areas for enhancement, ensuring the CRM system evolves to meet changing market demands and regulatory updates.
In our CRM – Immigration Consultancy Project, the Product Owner (PO) plays a crucial role in shaping the product's direction and ensuring its alignment with both business objectives and user needs. Here's how the PO's responsibilities translate into actionable steps:
Defining the Product Vision
· Purpose: The PO crafts a clear and compelling product vision that articulates the purpose and value of the CRM system.
· Collaboration: While the PO owns the vision, its development involves input from stakeholders, including immigration consultants, legal experts, and clients, to ensure it resonates with all parties 
· Outcome: A well-defined vision serves as a guiding light, aligning the Scrum team and stakeholders towards a common goal.
Translating Vision into Product Features
· Feature Identification: Based on the product vision, the PO identifies key features that will deliver value, such as automated visa status tracking or client onboarding workflows.
· Backlog Creation: These features are then broken down into detailed Product Backlog Items (PBIs), often written as user stories, which describe the desired functionality from an end-user perspective 
· Prioritization: The PO orders the backlog based on business value, urgency, and dependencies, ensuring that the most critical features are developed first
Managing the Product Backlog
· Continuous Refinement: The PO regularly reviews and updates the product backlog to reflect changes in business priorities, user feedback, and market conditions 
· Transparency: Maintaining a transparent and accessible backlog ensures that all team members and stakeholders have a clear understanding of the project's direction and progress.
· Collaboration: While the PO is responsible for the backlog, collaboration with the Scrum team and stakeholders is essential for gathering insights and refining backlog items.
Ensuring Alignment and Value Delivery
· Stakeholder Communication: The PO serves as the primary liaison between the Scrum team and stakeholders, ensuring that the product aligns with business goals and user needs
· Feedback Integration: Regular feedback loops, such as sprint reviews, allow the PO to gather input from stakeholders and make necessary adjustments to the product backlog.
· Value Maximization: By prioritizing features that deliver the highest value, the PO ensures that the CRM system meets the needs of the immigration consultancy and its clients.
Document 5: Product and sprint backlog and product and sprint burndown charts 
Product backlog:
	User Story ID
	User Story
	Tasks
	Priority
	BV
	CP
	Sprint

	US-001
	As an immigration consultant, I want to add a new client profile so that I can track their visa application status.
	- Design client profile form
- Implement data validation
- Integrate with database
	High
	8
	5
	Sprint 1

	US-002
	As a client, I want to receive automated email updates about my visa application status so that I stay informed.
	- Set up email notification system
- Create email templates
- Implement scheduling logic
	Medium
	5
	8
	Sprint 2

	US-003
	As an admin, I want to generate monthly reports on application statuses so that I can analyze performance.
	1.Develop vendor performance report generation module 
2.Design customizable report templates
3.Implement report scheduling functionality
	High
	6
	5
	Sprint 3

	US-004
	As a consultant, I want to set reminders for follow-up actions so that I never miss important deadlines.
	1.Implement vendor compliance monitoring module
2.Design compliance checklists 
3.Develop compliance alert notification system
	Medium
	4
	8
	Sprint 4



Sprint backlog:
	User Story ID
	User Story
	Tasks
	Owner
	Status
	Estimated Effort

	US-001
	As an immigration consultant, I want to add a new client profile so that I can track their visa application status.
	- Design client profile form
- Implement data validation
- Integrate with database
	Developer 1
	In Progress
	8 hours

	US-002
		As a client, I want to receive automated email updates about my visa application status so that I stay informed.



	



	- Set up email notification system
- Create email templates
- Implement scheduling logic
	Developer 2
		Not Started



	



	6 hours

	US-003
	As an admin, I want to generate monthly reports on application statuses so that I can analyze performance.
	1.Develop vendor performance report generation module 
2.Design customizable report templates
3.Implement report scheduling functionality
	Developer 3
	Not Started
	7 hours

	US-004
	As a consultant, I want to set reminders for follow-up actions so that I never miss important deadlines.
	1.Implement vendor compliance monitoring module
2.Design compliance checklists 
3.Develop compliance alert notification system
	Developer 4
	Not Started
	5 hours




Burnup report
Date - February 18th, 2024 - February 18th, 2024
Date - February 18th, 2024 to February 18th, 2024
Sprint goal - CRM-Immigration Consultancy

[image: C:\Users\HP\AppData\Local\Microsoft\Windows\INetCache\Content.MSO\C1F85657.tmp]
	Date
	Event
	User Story ID
	User Story
	Completed
	Scope

	Wed, Oct 22, 2025
	Sprint Started
	CRM-OB-1
	Implement client onboarding form
	0
	0

	
	
	CRM-OB-2
	Integrate document upload feature
	0
	0

	
	
	CRM-VT-1
	Develop visa application status tracker
	0
	0

	
	
	CRM-VT-2
	Set up automated email notifications
	0
	0

	
	
	CRM-VT-3
	Implement follow-up reminder system
	0
	0

	Wed, Oct 22, 2025
	Sprint Completed
	CRM-OB-1
	Implement client onboarding form
	25
	0

	
	
	CRM-OB-2
	Integrate document upload feature
	20
	0

	
	
	CRM-VT-1
	Develop visa application status tracker
	30
	0

	
	
	CRM-VT-2
	Set up automated email notifications
	15
	0

	
	
	CRM-VT-3
	Implement follow-up reminder system
	10
	0




Sprint burndown chart
Date - February 18th, 2024 - February 18th, 2024
Date - February 18th, 2024 to February 18th, 2024
Sprint goal – CRM-Immigration Consultancy
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Document 6: Sprint meetings
Sprint planning meeting
	Date
	17.2.24

	Time
	10.00 Am

	Location
	Hyderabad

	Prepared By
	Ms ABC

	Attendees
	Product Owner, Scrum Master, Development Team, Key stakeholders



Agenda Topics
	Topic
	Presenter
	Time allotted

	Project Overview
	Product Owner
	10 minutes

	Review of Backlog
	Scrum Master
	15 minutes

	User Story Prioritization
	Product Owner
	30 minutes

	Task Planning
	Scrum Team
	30 minutes

	Any Other Business
	Open
	10 minutes

	
	
	




[bookmark: _GoBack]
Other Information
	Observers
	include stakeholders, executives, or team members

	Resources
	project documentation, whiteboards, markers projectors, or any specific tools or software needed for presentations or demonstrations

	Special Notes
	special instructions, reminders, or notes relevant to the meeting



Sprint review meeting
	Date
	01.3.24

	Time
	10.00 Am

	Location
	Hyderabad

	Prepared By
	Ms ABC

	Attendees
	Product Owner, Scrum Master, Development Team, Key stakeholders



	Sprint status
	Things to demo
	Quick updates
	What’s next

	An overview of the current sprint's status, including whether all planned user stories and tasks were completed, any challenges encountered, and any adjustments made during the sprint.
	Key features, enhancements, or deliverables completed during the sprint that will be demonstrated to stakeholders
	Updates on any important developments or progress made during the sprint, such as unexpected challenges overcome, achievements reached, or notable insights gained.
	List the upcoming tasks, objectives, or priorities for the next sprint based on the feedback received, lessons learned, and project goals.



Sprint retrospective meeting
	Date
	10.3.24

	Time
	10.00 Am

	Location
	Hyderabad

	Prepared By
	Ms ABC

	Attendees
	Product Owner, Scrum Master, Development Team, Key stakeholders






	Agenda
	What went well
	What didn’t go well
	Questions
	Reference

	Include topics such as reviewing the sprint's achievements, discussing challenges faced, and identifying areas for improvement.
	The positive aspects of the sprint, including successful accomplishments, effective team collaboration, and any other achievements worth highlighting.
	Include issues related to communication, technical obstacles, or any other setbacks that hindered progress.
	Questions or concerns raised during the retrospective meeting that require further discussion or follow-up action.
	Include any reference materials or documents referenced during the retrospective meeting, such as project plans, sprint backlog, or previous meeting notes.


Meeting Type 4: Daily Stand-up meeting
	Question
	Name/Role
	Monday
	Tuesday
	Wednesday
	Thursday
	Friday
	Saturday
	Sunday

	What did you do yesterday?
	Developer 1
	Defined lead-capture form fields for new inquiries
	Built API for importing lead data from website
	Integrated lead import into CRM’s “Lead” module
	Mapped lead statuses to applicant pipeline
	Deployed lead import & status mapping to staging
	Monitored performance of lead module
	Prepared summary of lead metrics

	
	Developer 2
	Prepared document-upload checklist template
	Built upload endpoint & UI for client portal
	Added validation for file types & sizes in upload
	QA tested upload flows, flagged issues
	Rolled out upload module to internal testing
	Fixed minor bugs in upload flow
	Updated user help/documentation

	
	Developer 3
	Reviewed existing case-tracking workflow
	Created milestone events (e.g., “Documents Received”, “Filed”, “Approved”)
	Implemented automatic reminder for missing documents
	Configured dashboard for case status overview
	Ran end-to-end test of case flow & reminders
	Investigated bottleneck in “Filed → Decision” stage
	Planned improvements for next sprint

	What will you do today?
	Developer 1
	Start building the reminder-alerts module (e.g., upcoming doc expiry)
	Integrate alert module with client communication (SMS/email)
	Set up templates for various alert types
	Link alert triggers to case milestones
	Test alerts in internal environment
	Review alert performance & tweak logic
	Finalise alert documentation

	
	Developer 2
	Begin mobile responsive redesign of client portal
	Continue responsive UI work, prioritize device view
	Integrate upload module into mobile view
	UAT (User Acceptance Testing) of mobile portal
	Launch mobile portal updates to staging
	Monitor user behaviour on mobile upload flow
	Prepare mobile portal feedback loop

	
	Developer 3
	Deploy updated case-tracking pipeline to production
	Monitor production pipeline for errors
	Create new regression test suite for all visa types
	Run full regression test (all workflows)
	Fix any issues found and retest
	Validate test coverage & create gap report
	Plan next sprint’s test tasks

	What (if any) is blocking your progress?
	Developer 1
	Waiting for API credentials from operations team
	—
	Dependency: database schema update from DevOps
	Need clarification of alert types from business analyst
	None currently
	—
	—

	
	Developer 2
	Waiting for final design assets from UI/UX team
	—
	Need backend endpoint ready for mobile integration
	Backend team is occupied with urgent bug-fixes
	None currently
	—
	—

	
	Developer 3
	Automated test suite failing intermittently
	—
	Waiting on test data set from operations team
	Pipeline downtime due to system maintenance
	None currently
	—
	—
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