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Zenergi is a United Kingdom energy broker that provides energy procurement, billing, and account management services to commercial and public sector clients. According to Larson and Gray (2014), a project is a temporary endeavour that creates a unique outcome, which distinguishes it from routine operations. The integration of Zenergi’s fragmented customer relationship management systems into a single platform fits this definition as it is time bound, produces a distinct organisational result, and follows a clear life cycle from initiation to completion.
Zenergi currently uses HubSpot and Sage CRM across different teams, while Outlook, HelpScout, and HubSpot messaging operate in parallel as communication tools. This fragmentation reflects a common industry challenge, as fewer than 30 percent of organisations report improved performance after adopting CRM systems due to weak integration and alignment (Li, 2019). As Pissarra et al. (2025) suggest, successful CRM implementation depends more on coordination between departments than on technology. The lack of visibility between teams reflects communication and integration issues identified in the PMBOK framework (PMI, 2021).
Larson and Gray (2014) state that project management provides structured methods to plan and control activities to achieve objectives. This project plan follows that approach by defining aims, scope, key activities, and resources, and by outlining measures to support long term sustainability after implementation.
[bookmark: _Toc235632108]Project Aim, Objectives and Scope
[bookmark: _Toc235632109]Aim
The aim of this project is to integrate Zenergi’s fragmented customer relationship management and communication systems into one unified platform that enables effective collaboration, improves data visibility, and enhances customer service across departments. According to Larson and Gray (2014), a project goal should be clearly defined so that all stakeholders have a shared understanding of the intended outcome.
[bookmark: _Toc235632110]Objectives
Following the SMART framework, the project objectives are designed to align directly with the overall goal, as Larson and Gray (2014) emphasise that each objective should contribute clearly to the intended outcome. The project seeks to select and implement a unified CRM system that meets all departmental needs by the end of Month 2, then migrate customer and contract data from HubSpot and Sage CRM with full accuracy by Month 4. It also aims to integrate communication tools such as Outlook, HelpScout, and HubSpot messaging by Month 5, while ensuring staff are fully trained before going live at Month 6. Improvements in communication efficiency should be evident within three months of implementation. These objectives operate within the constraints of time, cost, and quality, which must remain balanced to maintain project stability.
[bookmark: _Toc235632111]Scope
According to PMI (2021), project scope refers to the work required to deliver a product, service, or result with defined features, linking the project goal to the necessary activities. In this case, the scope includes platform selection and procurement, data auditing and migration, integration of communication tools, staff training, and a 30 day review after implementation. It excludes changes to billing systems, energy trading platforms, supplier contract renegotiation, and non-essential hardware upgrades. If not carefully controlled, unclear scope may lead to scope creep, which Larson and Gray (2014) identify as a major project risk. The project duration is six months, followed by a monitoring period after completion.
[bookmark: _Toc235632112]Project Deliverables
Larson and Gray (2014) distinguish between project management deliverables such as plans, reports, and meeting records, and product or service deliverables such as software and operational outputs. Applying this distinction, the project management deliverables include a platform selection report, a risk register and communication plan aligned with the stages of identifying, evaluating, responding to, and monitoring risks, and a post implementation review produced 30 days after going live. The product deliverables include a verified data migration package from Sage CRM and HubSpot, an integrated communication hub, role specific training materials, and a fully configured and tested CRM system. According to HubSpot (2026), its structure supports extensive integration, which makes it a suitable option for consolidation.
[bookmark: _Toc235632113]Activities Required to Deliver the Outputs
As per to Gupta (2024), understanding the different stages of a project life cycle is essential for managing and delivering projects effectively, since each stage represents a specific point in the project process with its own set of tasks and goals. A thorough examination of these phases helps develop a clearer understanding of how to plan, implement, and oversee projects in a structured way, which in turn supports better results and greater satisfaction among stakeholders Activities follow the project life cycle outlined by Larson and Gray (2014) and align with the PRINCE2 stage model, which organises projects into structured phases with defined decision points.
[bookmark: _Toc235632114]Initiation
The project begins with the development of a business case, which is central to PRINCE2 and is reviewed continuously to ensure ongoing viability. This stage also includes conducting a feasibility assessment and engaging both internal and external stakeholders, as recommended by Larson and Gray (2014). In addition, the project team is appointed, and the project charter is approved, which formally authorises the project manager to lead the project.
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This stage involves auditing existing systems and defining requirements through workshops, followed by shortlisting suitable CRM vendors. The work breakdown structure is then developed and organised into a Gantt chart, as Dandy et al. (2017) explain that sequencing WBS activities forms the basis of the schedule. A risk register is created using techniques such as assumption analysis, identification of dependencies, and WBS based brainstorming, while the project budget is finalised through bottom up estimating (Larson and Gray, 2014).
[bookmark: _Toc235632116]Execution 
This stage focuses on procuring and configuring the selected platform, followed by migrating and cleansing data to ensure accuracy. It also includes integrating communication tools, delivering staff training, and conducting user acceptance testing to confirm that the system meets operational requirements (Larson and Gray, 2014).
[bookmark: _Toc235632117]Monitoring and Control 
This stage involves conducting weekly reviews against project milestones while applying the PRINCE2 principle of management by exception. It also includes maintaining an issue log and ensuring quality assurance of migrated data to confirm accuracy and reliability (PRINCE2).
[bookmark: _Toc235632118]Closure
This stage includes go-live approval, followed by 30 day support, a post implementation review, and a lessons learned session, leading to formal closure in line with the PMBOK Close Project process. According to Cambra-Fierro, et al. (2017), continued support and monitoring are essential for sustaining CRM benefits.
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According to Patel (2019), a work breakdown structure is a hierarchical representation of all tasks required to complete a project. Meredith et al. (2021) explain that it is organised as an outline, beginning with the main task and progressing into increasingly detailed levels of tasks, subtasks, and work packages. From a project management perspective, the work breakdown structure offers a comprehensive view of the project, which supports the development of cost and resource structures.
Several key advantages make it valuable for this project. Each activity is clearly linked to a higher-level deliverable, and the structure remains precise and easy to understand. It is flexible enough to align with the project life cycle and ensures complete coverage of scope, objectives, and deliverables, which reflects the 100 percent rule discussed by Thamhain and Riedy (2014). As noted by Patel (2019), decomposition continues until tasks are manageable, meaning they have clear boundaries, defined outputs, and measurable progress.
[bookmark: _Toc235632120]Gantt Chart and Critical Milestones
A well organised work breakdown structure naturally produces milestones, as Sutrisna, Ramanayaka and Goulding (2018) explain, and the schedule below follows module guidance by defining the activities, arranging them in the correct sequence, estimating their duration, and allowing suitable contingency.
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Sequencing is based on Meredith et al. (2021) precedence classifications, which include Finish to Start, Start to Start, Finish to Finish, and Start to Finish, and these relationships help define how activities should be ordered within the project. In this case, Data Migration (1.4) must be completed before Integration (1.5) can begin, which creates a Finish to Start dependency between the two tasks. This arrangement places both activities on the critical path, meaning they are part of the chain of tasks with no scheduling flexibility and therefore determine the shortest possible project duration. Because any delay in either task would affect the overall timeline, this dependency is especially important for maintaining control over the schedule and ensuring that later activities can begin as planned.
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According to Bakhshandeh et al. (2025), project resources are the fundamental elements needed to carry out a project effectively, including people, equipment, financial support, time, and relevant knowledge, all of which are required from the early planning stage through to final delivery. A lack of these resources can delay or obstruct project completion, which makes resource management an essential responsibility that has a strong impact on overall project success (Law, 2019). As noted by Newton (2019), managing resources is not a one time activity but an ongoing process that requires continuous attention and involvement from management throughout the project lifecycle.
The Human Resource Management knowledge area focuses on assembling capable team members and addressing conflict during the project PMI (2021). Using a Resource Breakdown Structure that considers people, time, and physical resources for each work breakdown structure task, the project requires a project manager to oversee the lifecycle, an IT systems analyst to manage configuration and data migration, and a CRM implementation consultant whose role is guided by expert judgement in estimating. The team also includes a change management lead who delivers training, four departmental representatives, and a data quality analyst.
Material resources include the CRM licence, data migration tools, integration software, a training environment, project management systems, and secure cloud storage. As Meredith et al. (2021) explain, bottom-up budgeting estimates costs based on individual activities, resulting in a projected budget between £28,600 and £52,800, which includes a contingency allowance for unforeseen risks.
	Cost Category
	Estimated Cost (£)

	CRM Licences
	£8,000–£15,000

	External Consultant
	£10,000–£18,000

	Migration Tool
	£2,000–£4,000

	Training
	£3,000–£5,000

	Integration Configuration
	£3,000–£6,000

	Contingency (10%)
	£2,600–£4,800

	Total
	£28,600–£52,800


[bookmark: _Toc235632122]Conclusion and Recommendations
This plan shows that Zenergi’s fragmented CRM environment is not only a technical issue but also a project management challenge that requires clear scope definition, structured work breakdown, and milestone-based control. According to PMI (2021), integration management brings together all knowledge areas, and project success depends more on effective communication, risk handling, and stakeholder engagement than on the choice of platform. Research supports this view, as Dontu (2026) found that organisational and process factors are the main drivers of CRM success, while Meadows and Dibb (2012) highlight the importance of cross departmental adoption.
Several recommendations follow. Zenergi should give strong attention to change management because staff resistance is a common cause of failure (Mollaee et al., 2022). Retaining and expanding HubSpot may reduce risk and cost. The risk register should be regularly reviewed in line with PRINCE2 principles (Hedeman, 2009). In addition, the post implementation review should extend to 90 days, as Cambra-Fierro, et al. (2017) show that benefits develop over time. Together, these actions support improved coordination and communication across departments.
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