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This is a condensed, public-facing summary. Certain process, vendor and configuration details have been generalized to protect organizational confidentiality
— reach out for the full walkthrough.



A Growing Team Was Outgrowing Its Project Tool

Our project management system, Legacy Platform, was no longer serving the evolving needs of our teams. It slowed people down, frustrated users daily, and lacked
the flexibility a fast-growing, cross-functional studio needed.

Usability & UX friction Rigid, high-effort workflows Limited visibility High cost, low flexibility
Too many steps for basic actions, slow Time tracking felt burdensome; No task-based automation, weak A significant annual spend for a system
performance, cluttered dashboards conversations lacked tagging or structure notifications, poor role-based views that couldn't adapt with us

“Dashboard gives no clear visibility.” “Daily time entry is the most frustrating part of my day.” “We end up avoiding it for real collaboration.” — direct team

sentiment




A Data-Driven, Six Sigma-Aligned Evaluation

This wasn't a system swap decided on assumption. Every phase mapped to the DMAIC cycle — using real data, root-cause analysis and control mechanisms to choose and
configure the right tool.

Define

Measure Analyze Improve Control

Voice-of-user interviews across PMs,
ADs, AMs & Finance; clear problem
statement

Weighted KPI scorecard across tools; . L. . Mandatory fields, Kanban & Issue tracker with escalation,
. . Root-cause review of friction points; a . . . .
baseline cost and sentiment automation, phased rollout to control validated sentiment survey, live

12+ point feature- lysi
point feature-gap analysis risk feedback loop

measured

Zoho was selected through a collaborative, KPI-driven evaluation against multiple shortlisted platforms.— with a weighted scoring model agreed on by the cross-functional evaluation group.



From Shortlisting to Go-Live, in Four Phases

A 40-week journey, structured to reduce risk at every stage — from identifying the problem to a fully configured, adopted system.

21 Weeks

10 Weeks

3 Weeks AV

Pilot Testing Customization & Go-Live

Preparation Shortlisting & Research

Configured Projects, CRM & Books; built
dashboards, automations and training

Cross-functional pilot group tested finalists

Evaluated multiple tools; conducted user
hands-on; scored and selected Zoho

interviews and built a KPI scorecard

Identified core challenges with the legacy tool
and aligned leadership on goals

Role-specific training, onboarding resources and a dedicated feedback survey accompanied go-live, with the Operations team serving as first-line support.



A People-First Change, Not Just a System Swap

Role-Based Training

A 4-week pre-launch communication campaign built
awareness and confidence, followed by role-specific
sessions for PMs, AMs, Designers and Finance —
backed by manuals, FAQs and video tutorials.

Launch was split into two phases — core project
features first, then integrations and reporting — with
invoicing further staggered by billing type to avoid
system conflicts and reduce overwhelm.

We treated this as a behavior shift, not a technical rollout — supported by planning, training and empathy for where users were starting from.

Phased Rollout

Post-Go-Live Support

The Operations team acted as first responders, with
vendor representatives onsite during launch week and
a live tracker to log and escalate recurring blockers.



THE IMPACT

Where We Are Today

7.8 / 10 overall user satisfaction score post go-live ~60—70% reduction in overall tool cost vs. the legacy system

Reduced tool friction & complaints Role-specific, focused dashboards Structured, mandatory data capture
Smart, task-based notifications Enhanced invoicing clarity Actionable team & KPI reporting
Stronger financial governance Faster, same-timezone support Scalable foundation for growth

This transformation delivered higher user satisfaction, stronger governance, improved financial visibility and significant cost savings — while
building a scalable, disciplined foundation for future growth.
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THANK YOU

Let's Talk About the Full Story

This case study has been shared at a high level to protect organizational confidentiality. The full version — including detailed
configurations, training materials, survey data and feature-comparison breakdowns — is available on request.

Kunal
Operations Manager, Brand Studio (GCC), Atlas Copco
dewalwarkunal@gmail.com | | +91 738 748 6925
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https://www.linkedin.com/in/dewalwarkunal/
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