Online Agriculture Products Store

Decode The Case Study:
1. Project Idea:- Developing a user-friendly online agriculture store that connects remote farmers with manufacturers, enabling them to purchase seeds, fertilizers, and pesticides conveniently through a web/mobile platform.
2. Current Needs:- Create a simple and accessible online platform where manufacturers can list agricultural products (seeds, fertilizers, pesticides), and farmers can easily browse, order, and get them delivered to their doorstep.
3. Overview of the project:- This project focuses on building a user-friendly online platform where manufacturers can list agricultural products like seeds, fertilizers, and pesticides. Farmers can browse, order, and get these products delivered directly to their location.
4. Current Problems:- Farmers in remote areas face difficulty accessing fertilizers, seeds, and pesticides due to a lack of direct supply and reliance on middlemen. This leads to higher costs, delays, and reduced crop productivity

Question 1: Prepare Business Process Model
· Goal:- To create an online agriculture product store that enables farmers in remote areas to easily buy seeds, fertilizers, and pesticides.

· Inputs:- Farmers' Requirement, Agricultural Products, Trained Employees, Internet Connectivity, payment gateway, Delivery services

· Resources:- Warehouses, Software, Office Space, Team of software experts

· Outputs:-  Building this online store helps farmers to buy seeds, pesticides, and fertilizers with efficiency from anywhere with an internet connection.

· Activities:- Excellent Customer Service and collaboration with different companies. And set up a call center to resolve the queries of farmers in the local language.

· Value:  Wide range of agricultural Products,  improves crop productivity with timely access to products, a Convenient and user-friendly way to manage purchases.

Question 2 – SWOT
Strengths
· Direct connection between farmers and manufacturers.
· User-friendly mobile/web app.
· Saves time and cost for farmers.

Weaknesses
· Farmers may have low digital literacy.
· Dependence on internet connectivity.
· Initial support required for adoption.
· High setup and maintenance costs.

Opportunities
· Large untapped rural market.
· Expansion into more agricultural products 
· Partnerships with banks for digital payments/loans.

Threats
· Competition from other e-commerce players.
· Data security and cyber risks.
· Government restrictions on agricultural-product sales.


Question 3-Feasibility study
Hardware 
· Servers for hosting the application and database
· Developer/Tester systems with required specifications
· Reliable network infrastructure and storage

 Software 
· Java Development Kit (JDK), IDE 
· Web & Mobile frameworks 
· Database 
· Testing tools



 Trained Resources
· Skilled Java developers 
· Testers with  testing knowledge
· Network and DB administrators
· Business Analyst & Project Manager

Budget
· Allocated: ₹2 Crores under CSR initiative
· Covers development, hardware, software licenses, manpower, support & training

 Time Frame
· Project duration: 18 months
· Includes requirement gathering, design, development, testing, deployment, and training

Question 4 – Gap Analysis 
Current State (As-Is): 
Farmers in remote areas struggle to procure seeds, fertilizers, and pesticides; depend on middlemen; have no digital platform; no direct link with manufacturers.

Future State (To-Be): 
Online agriculture store (web/mobile app) with direct farmer–manufacturer connection, easy ordering, timely delivery, and user-friendly access.



Question 5 – Risk Analysis
Internal Risks
· Lack of skilled resources in Java/mobile app.
· Communication gaps within the project team.

External Risks
· Poor internet in rural areas.
· Farmers’ resistance due to low digital literacy.

BA Risks
· Incomplete requirements from farmers.
· Scope creep from continuous changes.
Project Risks
· Budget overrun beyond ₹2 Crores.
· Delay beyond the 18-month timeline.

Question 6 – Stakeholder Analysis (RACI Matrix) 

	
	NAME
	DESIGNATION
	DETAILS

	RESPONSIBLE
	Juhi
Teyson
Lucie
Tucker
Bravo
Mike
John
Jason
Alekhya
Aravind
	Sr.java developer
Java Developer
Java Developer
Java Developer
Java Developer
Network Admin
DB Admin
Tester
Tester
Business Analyst
	Email id
Mobile Number

	ACCOUNTABLE
	Vandanam
	Project Manager
	Email id
Mobile Number

	CONSULTED
	Henry
	Committee Member
	Email id
Mobile Number

	INFORMED
	Henry


Pandu

Dooku


Peter

Kevin

Ben
	Committee Member

Financial Head

Project Co-Ordinator

Farmer


Farmer

Farmer
	Email id
Mobile Number




Question 7 – Business Case Document 

1. Why is this project initiated?
To solve farmers’ difficulty in procuring seeds, fertilizers, and pesticides by creating a user-friendly online platform that connects them directly with manufacturers.

2. What are the current problems?
· Farmers depend on middlemen → higher costs, delays, limited choices.
· No direct link with manufacturers.
· Lack of digital platforms for agricultural products.

3. With this project, how many problems could be solved?
· Easy access to agricultural products.
· Reduction of dependency on middlemen.
· Timely delivery → better crop productivity.
· Transparency in product availability and pricing.

4. What are the resources required?
· Human: BA, Project Manager, Developers, Testers, Network & DB Admin.
· Technology: Java, Mobile/Web frameworks, Database, Servers.
· Financial: ₹2 Crores budget.
· Time: 18 months duration.

5. How much organizational change is required to adopt this technology?
· Minimal structural change; majorly digital adoption.
· Training for farmers to use the app.
· Awareness campaigns in rural areas.

6. What is the time frame to recover ROI?
· Since this is a CSR initiative, ROI is social benefit rather than direct profit.
· Expected impact in 2–3 years through farmer adoption and manufacturer participation.















87. How to identify stakeholders?
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Question 8 – Four SDLC Methodologies 
1. Waterfall Model
· Sequential, phase-by-phase approach (Requirements -> Design ->Coding ->Testing -> Deployment -> Maintenance).
· Best for: Small, simple, well-defined projects.
· Advantages:
· Easy to manage due to clear stages.
· Strong documentation.
· Disadvantages:
· Inflexible to changes.
· Errors found late in the cycle are costly.

2. Agile Model
· Iterative, incremental, and flexible development.
· Continuous user involvement and feedback through sprints (2–4 weeks).
· Best for: Projects with frequently changing requirements.
· Advantages:
· High customer satisfaction due to constant feedback.
· Faster delivery of working product.
· Disadvantages:
· Requires skilled and collaborative teams.
· Scope creep is possible if not controlled.

3. Spiral Model
· Combines Waterfall + Prototyping with risk analysis at every stage.
· Repeated cycles (Planning -> Risk Analysis -> Engineering -> Evaluation).
· Best for: Large, expensive, high-risk projects.
· Advantages:
· Focus on risk management.
· Flexible and allows for requirement refinement.
· Disadvantages:
· Complex and costly.
· Requires strong expertise in risk analysis.

4. V-Model (Verification & Validation Model)
· Extension of the Waterfall where testing activities are planned parallel to development stages.
· Verification (left side) ↔ Validation (right side).
· Best for: Safety-critical systems 
· Advantages:
· Early defect detection.
· Strong focus on testing and quality.
· Disadvantages:
· Rigid, less flexible to changes.
· Costly for iterative development.





Question 9 – Waterfall RUP Spiral and Scrum Models 

1. Waterfall - The Waterfall Model is a linear application development model that uses rigid phases: When one phase ends, the next begins.
· Planning
· Requirement gathering and Analysis
· Design
· Development
· Testing
· Deployment
· Maintenance

2. RUP :- Rational Unified Process (RUP) is an agile software development methodology. RUP splits the project life cycle into four phases (Inception, Elaboration, Construction, Transition). During each of the phases, all six core development disciplines take place: business modelling, requirements, analysis and design, implementation, testing, and deployment.
There is a total of five phases of the life cycle of RUP:
· Inception Elaboration
· Construction
· Transition
· Production
 3. Spiral Model:- The Spiral Model is a Software Development Life Cycle model that provides a systematic and iterative approach to software development. In its diagrammatic representation, looks like a spiral with many loops. The exact number of loops of the spiral is unknown and can vary from project to project. Each loop of the spiral is called a phase of the software development process.
Phases of the Spiral Model
1. Objectives Defined
2. Risk Analysis
3. Engineering
4. Evaluation
5. Planning


4. Scrum: Scrum is an agile project management framework that helps teams structure and manage their work through a set of values, principles, and practices and Scrum is also a process framework used to manage product development and other knowledge work.

· Teams following Scrum are expected to learn and explore the following values: 
· Commitment
· Team members personally commit to achieving team goals
· Courage
· Team members do the right thing and work on tough problems
· Focus
· Concentrate on the work identified for the sprint and the goals of the team.

Question 10 – Waterfall Vs V-Model 

	Waterfall
	V-Model

	Testing is done after coding is complete
	Testing is done in parallel with each development phase

	Early defect detection is low
	Early defect detection is high

	Simple and easy to manage
	More structured and rigorous

	Risk is higher due to late testing
	Risk is lower due to early validation

	Documentation is required
	Documentation is required, with a strong testing trace



Question 11 – Justify your choice
As a Business Analyst, I would choose the V-Model for this project because it ensures early testing and validation at every stage of development. This reduces the risk of defects, ensures high-quality deliverables, and aligns well with projects where requirements are clear and critical, making it easier to meet client expectations with minimal rework.


Question 12 – Gantt Chart
[image: ]


Question 13 – Fixed Bid VsBilling 

· A fixed bid project is one in which the service provider agrees to deliver a specific scope of work for a fixed price. The scope of work, deliverables, and timeline are agreed upon upfront, and the service provider assumes the risk for any cost overruns or delays.
· A billing project is one in which the service provider bills the client for the actual time and materials expended on the project. The client pays for the service provider's time and expenses, and the scope of work can be adjusted as needed throughout the project









Question 14 – Prepare Timesheets of a BA in various stages of SDLC 
Timesheets of a BA in Various Stages of SDLC
1. Design Stage Timesheet
		S.No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	Requirement Gathering
	Meeting with stakeholders to gather needs
	10:00 AM
	11:30 AM
	1.5 hrs

	2
	Drafting BRD/FRD
	Preparing requirement documents
	11:30 AM
	1:00 PM
	1.5 hrs

	3
	Use Case/Process Flow Creation
	Creating workflows and diagrams
	2:00 PM
	3:30 PM
	1.5 hrs

	4
	Review with SMEs
	Walkthrough session with Subject Matter Experts
	3:30 PM
	5:00 PM
	1.5 hrs

	5
	Internal Team Discussion
	Aligning with the development & testing team
	5:00 PM
	6:00 PM
	1 hr

	
	Total Duration
	
	
	
	7 hrs

















2. Development Stage Timesheet
	S.No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	Requirement Walkthrough
	Explaining requirements to dev team
	10:00 AM
	11:30 AM
	1.5 hrs

	2
	Clarifications
	Resolving queries from Java Developers
	11:30 AM
	1:00 PM
	1.5 hrs

	3
	RTM Update
	Updating Requirement Traceability Matrix
	2:00 PM
	3:00 PM
	1 hr

	4
	Change Request Analysis
	Analyzing and documenting CRs
	3:00 PM
	5:00 PM
	2 hrs

	
	Total Duration
	
	
	
	6 hrs



3. Testing Stage Timesheet
	S.No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	Test Plan Review
	Reviewing test coverage against requirements
	10:00 AM
	11:30 AM
	1.5 hrs

	2
	Test Data Mapping
	Validating test data with business rules
	11:30 AM
	1:00 PM
	1.5 hrs

	3
	Defect Triage
	Participating in defect analysis discussions
	2:00 PM
	4:00 PM
	2 hrs

	4
	Requirement Validation
	Ensuring all requirements are tested
	4:00 PM
	6:00 PM
	2 hrs

	
	Total Duration
	
	
	
	7 hrs







4. UAT Stage Timesheet
	S.No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	UAT Plan Preparation
	Preparing UAT checklist & scenarios
	10:00 AM
	11:30 AM
	1.5 hrs

	2
	UAT Training Session
	Training business users
	11:30 AM
	1:00 PM
	1.5 hrs

	3
	UAT Support
	Assisting users during testing
	2:00 PM
	4:00 PM
	2 hrs

	4
	Feedback & Sign-off
	Collecting issues, validating, and reporting
	4:00 PM
	6:00 PM
	2 hrs

	
	Total Duration
	
	
	
	7 hrs



5. Deployment & Implementation Timesheet

	S.No

	Tasks
		Actionable Items



	



		Start Time



	



		End Time



	



		Duration



	




	1
		Go-Live Preparation



	



	Ensuring the requirements closure checklist
		10:00 AM



	



		11:00 AM



	



	1 hr

	2
	Release Coordination
	Supporting PM & Dev team
		11:00 AM



	



		1:00 PM



	



	2 hrs

	3
	Production Validation
		Validation



	Verifying functionality in production



		2:00 PM



	



		4:00 PM



	



	2 hrs

	4
		



	Post-Implementation Review



	Documenting lessons learned

		4:00 PM



	



		6:00 PM



	



	2 hrs

	
		Total Duration



	



	
	
	
	7 hrs
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