Cordlife CRM Implementation Project Proposal

Document 1 – Business Case Document
1. Why is this project initiated?
The project is initiated to implement a centralized and automated Customer Relationship Management (CRM) system for Cordlife.
Currently, the organization relies on manual methods like Excel sheets and emails for lead management and client follow-ups.
The CRM aims to streamline lead tracking, automate follow-ups, and enhance coordination between sales and client relationship teams to improve efficiency and customer satisfaction.
 2. What are the current problems?
Manual data entry leading to duplication and data inconsistency.
Delays in follow-up and lead conversion due to lack of automation.
Poor visibility of real-time sales performance for management.
Difficulty in tracking client interactions and maintaining a complete communication history.
Fragmented tools being used by different departments without integration. 
3. With this project, how many problems could be solved?
This project will resolve over 85% of operational inefficiencies by:
Automating lead capture and follow-up scheduling.
Ensuring centralized data management across teams.
Reducing manual workload and human error.
Providing real-time dashboards for decision-making.
Enhancing collaboration between sales and customer support.
4. What are the resources required?
Human Resources: Business Analyst, Project Manager, CRM Vendor Consultant, IT Support, and Trainers.
Technical Resources: Cloud-based CRM software (Zoho CRM), data migration tools, and communication dashboards.
Financial Resources: ₹8,00,000 allocated for licenses, setup, vendor services, and staff training.
Time Resources: 6 months implementation period following Waterfall methodology.
5. How much organizational change is required to adopt this technology?
Moderate organizational change is required.
Team members must adapt to new digital workflows, attend CRM training, and follow standardized data entry and follow-up processes.
Proper change management, user communication, and continuous support will ensure a smooth transition.
6. Time frame to recover ROI?
Cordlife is expected to recover its Return on Investment (ROI) within 12–18 months post-implementation due to increased productivity, improved client retention, and reduced operational overhead.
7. How to identify stakeholders?
Stakeholders were identified through organizational process mapping and interaction with department heads.
Internal Stakeholders: Management, Sales Team, Marketing Team, IT Team, Client Relationship Executives.
External Stakeholders: CRM Vendor, Trainers, and Maintenance Support Team.
Stakeholder influence and engagement will be monitored using a RACI (Responsible, Accountable, Consulted, Informed) framework.
Document 2 – BA Strategy
1. BA Approach
The project follows the Waterfall methodology, ensuring structured documentation and sequential execution.
Each phase—Requirements, Design, Implementation, Testing, and Deployment—will be completed and approved before proceeding to the next.
This ensures control, predictability, and alignment with Cordlife’s business goals.
2. BA Activities
Conduct stakeholder meetings and interviews for requirement elicitation.
Document Business Requirement Document (BRD) and Functional Requirement Specification (FRS).
Prepare Requirement Traceability Matrix (RTM) to ensure all requirements are covered.
Support User Acceptance Testing (UAT) and ensure all deliverables meet business objectives.
Facilitate communication between business users and technical teams.
3. BA Deliverables
Business Case Document
BA Strategy
BRD (Business Requirement Document)
FRS (Functional Requirement Specification)
RTM (Requirement Traceability Matrix)
Test Cases and UAT Sign-off
4. Tools & Techniques
Documentation: MS Word, Google Docs
Modeling: Draw.io, Lucidchart, MS Visio
Prototyping: Figma, Balsamiq
Tracking & Reporting: Jira, Excel, Power BI
5. Communication Plan
Regular meetings with key stakeholders:
Weekly progress meetings
Monthly review meetings with management
UAT coordination sessions with end users
All communications and changes will be logged and version-controlled.





Document 3 – Functional Requirement Specifications (FRS)
	Req ID
	Requirement Name
	Description
	Priority

	FR0001
	User Login
	Users must securely log in using credentials to access the CRM dashboard.
	High

	FR0002
	Lead Management
	The system must allow sales executives to create, edit, and track leads.
	High

	FR0003
	Follow-up Scheduling
	CRM should automatically schedule follow-up reminders and notifications.
	Medium

	FR0004
	Dashboard Reports
	Management should view performance dashboards showing sales, conversions, and pending follow-ups.
	High

	FR0005
	Client Data Management
	Store and update client details, service plans, and communication records in one place.
	High

	FR0006
	Role-based Access
	Different user roles (Admin, Sales, Manager) must have controlled access to features.
	Medium

	FR0007
	Data Export
	System should allow export of reports in Excel/PDF formats.
	Medium

	FR0008
	Integration
	Integrate CRM with marketing tools and customer support systems.
	Low





Document 4 – Requirement Traceability Matrix (RTM)
	Req ID
	Requirement Name
	Description
	Design (D1)
	Testing (T1)
	UAT

	FR0001
	User Login
	Secure login for CRM access
	Yes
	Yes
	Approved

	FR0002
	Lead Management
	Add, edit, and track leads
	Yes
	Yes
	Approved

	FR0003
	Follow-up Scheduling
	Auto reminders for follow-ups
	Yes
	Pending
	In Progress

	FR0004
	Dashboard Reports
	Real-time sales dashboards
	Yes
	Yes
	Approved

	FR0005
	Client Data Management
	Maintain complete client details
	Yes
	Yes
	Approved

	FR0006
	Role-based Access
	Define access for each user type
	Yes
	Pending
	In Progress

	FR0007
	Data Export
	Export data in multiple formats
	Yes
	Yes
	Approved

	FR0008
	Integration
	Connect CRM with other systems
	No
	Pending
	Planned




Document 5 – Business Requirement Document (BRD)
4.1 Business Goals
To automate and enhance Cordlife’s client and lead management process through a modern CRM solution that provides visibility, efficiency, and better decision-making capabilities.
4.2 Business Objectives
Replace manual, spreadsheet-based processes with automated CRM workflows.
Increase lead conversion rates by improving follow-up efficiency.
Provide management with real-time reports and analytics dashboards.
Improve coordination between sales and customer service teams.
4.3 Business Rules

Only authorized users can access client and sales data.
Leads must be followed up within 24 hours of generation.
Duplicate entries must be automatically flagged.
All communications must be logged under the client record.
4.4 Background
Cordlife relied heavily on manual data management and basic tools, which limited operational speed and accuracy.
The management identified the need for a robust CRM to integrate sales, marketing, and client service workflows under one system.
4.5 Project Objective
To design and deploy a CRM that simplifies lead management, automates tracking, and enhances transparency.
The CRM will ensure faster decision-making and reduce manual intervention through automation and analytics.
4.6 Project Scope
In-Scope Functionality:
CRM setup, configuration, and data migration.
Automation of lead tracking and follow-ups.
Dashboard and report creation.
Integration with email systems.
User training and support.
Out-of-Scope Functionality:
Integration with third-party mobile applications.
Payment gateway setup.
Non-approved third-party marketing tools.
5. Assumptions
Data provided by the client is accurate and validated.
Stakeholders are available for timely feedback.
Vendor provides on-time technical support.
6. Constraints
Project timeline is fixed at 6 months.
Limited internal IT staff availability.
Data migration must be completed with zero loss.
7. Risks
Data Migration Risk: Potential data loss during import. (Mitigation: Backups and testing)
User Adoption Risk: Low usage due to lack of training. (Mitigation: Early UAT and workshops)
Vendor Risk: Delay in customization. (Mitigation: SLA monitoring)
Scope Creep: New feature requests during implementation. (Mitigation: Strict change control process)
8. Business Process Overview
AS-IS (Legacy System):
Manual tracking of leads using Excel and email follow-ups. No centralized record of communication or performance.
TO-BE (Proposed System):
Centralized CRM platform automating lead capture, follow-up reminders, and real-time performance dashboards.
9. Business Requirements
All business requirements are aligned with lead management, client onboarding, and analytics modules as defined in FRS and mapped via RTM.
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