Online Agriculture Product Store
Question 1. What is meant by BPM? Identify Business Process Model for Online Agriculture Store.
Answer – A business process model is a structured representation of activities, inputs, outputs, and resources arranged in a specific order to achieve a goal and create value for the customer.
Business Process Model:
· Goal – Enable farmers to buy agricultural products easily and manufacturers to sell directly.
· Inputs – Farmer needs (seeds, fertilizers, pesticides), product details.
· Resources – Online platform, delivery agents, payment gateway, IT team, BA, PM.
· Outputs – Product listings, farmer orders, deliveries.
· Activities – Manufacturer registration, product upload, browsing, ordering, payment, delivery, feedback.
· Value – Easy access, cost/time savings, direct farmer–manufacturer link, better productivity.
Question 2. SWOT - Mr Karthik is doing SWOT analysis before he accepts this project. What Aspects he Should consider as Strengths, as Weaknesses, as Opportunity and as Threats.

Answer - SWOT Analysis is a model that evaluates internal strengths and weaknesses, and external opportunities and threats affecting an initiative
· Strengths
· Strong funding of 2 Crores Rupees.
· Committed leadership.
· Skilled IT team.
· High social impact, addressing farmers issues.
· Weaknesses
· Low farmer technical literacy.
· Internet dependency in villages.
· Resistance to traditional change.
· Limited to seeds, fertilizers, pesticides.
· Opportunities
· Nationwide farmer reach.
· Collaborations with manufacturers, insurers, logistics.
· Future additional services like e-learning, crop insurance, weather forecasting.
· Strong reputation building.
· Threats
· Competition from startups or government portals.
· Cybersecurity risks in payments & personal data.
· Costly rural logistics.
· Slow farmer adoption despite training.

Question 3. Feasibility study – Mr. Karthik is trying to do feasibility study on doing this project in Technology (Java), Please help him with points (HW SW Trained Resources Budget Time frame) to consider in feasibility Study.
Answer - Feasibility study means the practicality or viability of successfully carrying out a proposed idea, project, or solution. To know whether project can be done with the available resources.
· Technology - Java is platform which is independent, scalable, secure, and has vast libraries and frameworks perfect for building robust e-commerce web and mobile application.
· Hardware - Application servers, database servers, backup systems, end-user access via mobile devices and computers.
· Software – Shopping cart software, content management, payment gateway software, databases.
· Resources - Project Manager, Business Analyst, Java Developers, DB Admin, NW Admin, Testers.
· Budget - 2 Crores INR allocated by SOONY under CSR initiative.
· Time Frame - 18 months, with phased delivery such as requirement, design, development, testing, UAT, deployment.

Question 4. Gap Analysis – Mr. Karthik must submit Gap Analysis to Mr Henry to convince to initiate this project. What points (compare AS-IS existing process with TO-BE future Process) to showcase in the GAP Analysis)
[bookmark: _Hlk207121248]Answer – Gap Analysis compares the current state (AS-IS) with the desired future state (TO-BE).
· Current State (AS-IS):
· Farmers face difficulties in obtaining fertilizers, seeds and pesticides.
· They depend on local dealers with limited supply.
· High transport cost and time wastage.
· No direct interaction between farmers and manufacturers.

· Desired State (TO-BE)
· Online platform accessible from remote village.
· Farmers can browse and order products anytime.
· Direct interaction between farmers and manufacturers.
· Efficient delivery system ensuring product reach farmers on time.

Question 5. Risk Analysis - List down different risk factors that may be involved (BA Risks And process/Project Risks)
Answer - Risk Analysis is the process of identifying uncertain events or conditions that may impact project cost, time, scope, or quality, in order to determine whether the project carries more risk than the organization’s capacity to handle.
· Internal Risk:
· Miscommunication within the project team.
· Delay in requirement gathering or approvals.
· Technology integration challenges.
· External Risks:
· Low internet coverage in villages.
· Competition from other platforms.
· Resistance from local suppliers and distributors.
· BA Risks:
· Incomplete or unclear requirements from stakeholders.
· Difficulty in eliciting requirements from farmers due to lack of IT knowledge.
· Scope creep during the project.
· Project based Risks:
· Budget overrun.
· Delay in development or testing phases.
· Failure in data security or payment gateway integration.

Question 6. Stakeholder Analysis (RACI Matrix) - Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers.
Answer - Stakeholder Analysis is the process of identifying project stakeholders and mapping their roles and responsibilities using the RACI Matrix - Responsible, Accountable, Consulted, Informed.
	Deliverable / Activity
	Mr. Henry (Sponsor)
	Mr. Pandu (Finance Head)
	Mr. Dooku (Project Coordinator)
	Mr. Karthik (Delivery Head)
	Mr. Vandanam (PM)
	BA
	Java Developers (Juhi, Teyson, Lucie, Tucker, Bravo)
	Testers (Jason, Alekya)
	DB/NW Admin (John, Mike)
	Farmers/Stakeholders (Peter, Kevin, Ben)
	Manufacturers

	Finalize Business Requirements
	A
	I
	C
	I
	R
	R
	I
	I
	I
	C
	C

	Approve Project Budget
	A
	R
	C
	C
	I
	I
	I
	I
	I
	I
	I

	Develop Application Module
	I
	I
	I
	I
	A
	C
	R
	I
	C
	I
	I

	Execute Test Cases
	I
	I
	I
	I
	A
	C
	I
	R
	I
	I
	I

	User Acceptance Testing (UAT)
	I
	I
	C
	I
	A
	R
	I
	C
	I
	R
	R

	Go-Live Decision
	A
	C
	C
	C
	R
	I
	I
	I
	I
	I
	I

	Manage Project Timeline
	I
	I
	C
	I
	A
	R
	I
	I
	I
	I
	I



Question 7. Business Case Document - Help Mr. Karthik to prepare a business case document.
Answer – A business case document provides the “why” behind a project and supports management in making an informed approval decision.
· Project Name:
Online Agriculture Product Store
· Project Description: 
A web and mobile application that connects farmers with manufacturers for direct purchase of seeds, fertilizers, and pesticides.
· Why is this project initiated? 
To solve the critical problem of procurement difficulties faced by farmers, as identified by Mr. Henry's friends.
· What are the current problems? 
Limited access to quality products.  Farmers face high costs and delays. 
· With this project, how many problems could be solved?
· Easy online access to products.
· Transparency in pricing. 
· Reduced dependency on middlemen.
· What are the resources required?
· Human Resource: Project Manager, BA, Java Developers (6), Testers (2), Network Admin, Database Admin.
· Technical: Servers, Development tools, Software licenses.
· Financial: 2 Crore INR budget.
· How much organizational change is required to adopt this technology?
Farmers and manufacturers need to adapt to a new digital technology & sales process. Training and support will be crucial for adoption.
· What is the time frame to recover ROI?
As a CSR initiative, the primary return is social impact. However, operational sustainability should be achieved within 2-3 years post-launch through minimal transaction fees.
· How to identify stakeholders?
Through stakeholder analysis workshops and interviews with the committee (Mr. Henry, Pandu, Dooku) and their contacts (Peter, Kevin, Ben).
Question 8. Four SDLC Methodologies - The Committee of Mr. Henry, Mr. Pandu, and Mr. Dooku and Mr. Karthik are having a discussion on Project Development Approach. Mr. Karthik explained to Mr. Henry about SDLC. And four methodologies like Sequential Iterative Evolutionary and Agile. Please share your thoughts and clarity on Methodologies
Answer – 
Sequential – Waterfall: This is the most common of life cycle models, also referred to as a linear sequential life cycle model. In a waterfall model, each phase must be completed in its entirety before the next phase can begin. At the end of each phase, a review takes place to determine if the project is on the right path and whether or not to continue or discard the project.
Iterative - RUP: The Rational Unified Process (RUP) is an iterative software development process framework which refers to a repetitive development approach where the project is divided into smaller cycles. Each iteration includes activities like requirements, design, implementation, testing and deployment, allowing the system to evolve gradually. With every cycle, feedback is incorporated, risks are addressed and the solution is continuously improved until the final product meets customer expectations.
Evolutionary - Spiral: The Spiral Model is an iterative software development process that emphasizes risk analysis and evaluation. It combines elements of both design and prototyping in stages, allowing the project to evolve through repeated cycles. Each spiral includes four phases: Planning, Risk Analysis, Engineering and Evaluation. With every cycle, requirements are refined, risks are assessed, prototypes are built and software is developed and validated, ensuring the final product meets both customer needs and project constraints
Agile - Scrum: This is a flexible and iterative software development approach that focuses on delivering working software quickly, in small increments, through collaboration, adaptability, and customer feedback. Instead of detailed upfront documentation. Agile focuses on continuous communication, short development cycles mostly around 2 – 4 weeks, and frequent delivery of functional product increments. It allows teams to respond to change effectively, improve continuously and ensure that the final product meets customer needs.
Question 9. Waterfall RUP Spiral and Scrum Models – They discussed models in SDLC like waterfall RUP Spiral and Scrum. You put forth your understanding on these models
When the APT IT SOLUTIONS company got the project to make this online agriculture product store, there is a difference of opinion between a couple of SMEs and the project team regarding which methodology would be more suitable for this project. SMEs are stressing on using the V model and the project team is leaning more onto the side of waterfall model. As a business analyst, which methodology do you think would be better for this project?
Answer –
V – Model: The V-Model is an extension of the Waterfall model that emphasizes verification and validation. In this model, each development phase on the left side of the “V” has a corresponding testing activity on the right side. The V-Model is a sequential SDLC model where development phases are verified on the left and validated on the right, ensuring every requirement has a corresponding test level.
Advantages:
Ensures traceability between requirements and tests.
Early test planning reduces defects late in the cycle.
Well-suited for projects with clear, stable requirements.
Disadvantages:
Rigid—does not handle changing requirements well.
Costly if major changes are needed late.
RUP - Rational Unified Process Model: The Rational Unified Process (RUP) is an iterative software development. It breaks work into iterations, and each iteration passes through multiple disciplines. RUP is an iterative development framework that organizes work into repeated cycles across four phases (Inception, Elaboration, Construction, Transition), supported by engineering and management disciplines, with strong emphasis on risk handling, requirement management, and continuous quality verification.
Four phases of life cycle:
Inception – Defining project scope, feasibility, and agreement with the customer.
Elaboration – Refining requirements, architecture, and addressing major risks.
Construction – Iterative development of a fully functional system.
Transition – Delivering and deploying the product to the customer.
Spiral Model: The Spiral Model combines iterative development with a strong focus on risk analysis. Development proceeds in spirals or cycles, with each spiral refining requirements, prototypes, and system design. The Spiral Model is a risk-driven, evolutionary SDLC model where each cycle involves planning, risk analysis, engineering, and evaluation, making it suitable for large, high risk projects where requirements evolve.
Advantages:
High focus on risk management.
Suitable for large, mission-critical projects.
Produces early working prototypes and software.
Disadvantages:
Costly model.
Needs skilled expertise in risk analysis.
Success heavily depends on accurate risk assessment.
Not suitable for small projects.
Scrum Model: Agile Scrum is an iterative, customer-focused SDLC model where work is divided into short sprints 2–4 weeks, delivering functional increments frequently, with continuous collaboration, adaptability, and feedback ensuring business value and quality.
Four Main Values
· Individual and interactions over processes and tools
· Working software over comprehensive documentation
· Customer collaboration over contract negotiation
· Responding to change over following a plan
Question 10. Waterfall Vs V-Model - Write down the differences between waterfall model and V model.
Answer – 
	Waterfall Model
	V-Model

	Linear sequential flow.
	A sequential model where development and testing phases are coupled.

	Very rigid. Changes are difficult and expensive to incorporate once started.
	Rigid. Similar to Waterfall, changes are difficult after a phase is complete.

	Requirements mainly at the beginning and delivery at the end.
	Similar to Waterfall, involvement is high at start and end.

	Testing is a separate phase after implementation.
	Testing is planned in parallel with each corresponding development phase.

	Risks are not explicitly addressed. High risk of discovering issues late.
	Better than Waterfall as test plans are created early, but still not proactive.

	Projects with well-defined, stable requirements.
	Projects with clear requirements and where high reliability is critical

	Working software is delivered only at the end of the life cycle.
	Working software is delivered at the end, after system testing.

	No overlapping or iterations between phases.
	No iterations. It is a sequential path.

	Emphasis on documentation and meticulous planning.
	Emphasis on validation and verification activities for each deliverable.

	Simple and easy to understand and use.
	Relatively simple, but more complex than Waterfall due to the verification & validation focus.



Question 11. Justify your choice - As a BA, state your reason for choosing one model for this project
Answer – 
As a BA, I choose the V Model for the Online Agriculture Products Store project. My views: While Waterfall is simple and aligns with the project's fixed scope, budget, and timeline (18 months), V Model better suits the need for a reliable, user-friendly app where testing is critical to ensure functionality for remote farmers.
Justification:
Early Testing Integration: V Model pairs each development phase with a testing phase for example, requirements with acceptance testing, allowing early defect detection. This is crucial for this project, as user needs (from stakeholders like Peter, Kevin, Ben) may evolve, and ensuring the app's usability prevents costly rework, unlike Waterfall's late testing.
Focus on Quality and Validation: The project involves new users such as farmers with potential low-tech literacy, so validation against requirements is key to avoid failures in real-world use. V Model emphasis on verification/validation ensures high quality, aligning with CSR goals and reducing risks in a domain with external variables like rural connectivity.
Question 12. Gantt Chart - The Committee of Mr. Henry, Mr. Pandu, and Mr. Dooku discussed with Mr. Karthik and finalized on the V Model approach (RG, RA, Design, D1, T1, D2, T2, D3, T3, D4, T4 and UAT) Mr. Vandanam is mapped as a PM to this project. He studies this Project and Prepares a Gantt chart with V Model (RG, RA, Design, D1, T1, D2, T2, D3, T3, D4, T4 and UAT) as development process and the Resources are PM, BA, Java Developers, testers, DB Admin, NW Admin.

Dataset:
	Phase
	Start Week
	Duration

	Requirement Gathering (RG)
	1
	10

	Requirement Analysis (RA)
	11
	10

	System Design
	21
	8

	Development Phase 1 (D1 - Product Catalog)
	29
	12

	Testing Phase 1 (T1)
	41
	5

	Development Phase 2 (D2 - Farmer Registration & Login)
	38
	12

	Testing Phase 2 (T2)
	50
	5

	Development Phase 3 (D3 - Order Placement)
	50
	12

	Testing Phase 3 (T3)
	62
	5

	Development Phase 4 (D4 - Delivery & Tracking)
	62
	12

	Testing Phase 4 (T4)
	74
	5

	User Acceptance Testing (UAT)
	75
	4



Gantt Chart:




Question 13. Fixed Bid Vs Billing - Explain the difference between Fixed Bid and Billing projects.
Answer
Fixed Bid: 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.
Billing Project: 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
Answer
· Design Timesheet of a BA
	S. No
	Tasks
	[bookmark: _GoBack]Actionable Items
	Start Time
	End Time
	Duration

	1
	Requirement Workshops
	Conduct stakeholder interviews & workshops
	10:00 AM
	11:30 AM
	1.5 hours

	2
	Document Preparation
	Draft BRD/FRD documents
	11:30 AM
	2:00 PM
	2.5 hours

	3
	Review Meetings
	Review documents with SMEs & Committee
	2:30 PM
	4:30 PM
	2 hours

	4
	Requirement Sign-off
	Finalize and circulate documents for approval
	4:00 PM
	6:00 PM
	2 hours

	Total
	8 hours



· Development Timesheet of a BA
	S. No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	Requirement Clarification
	Clarify requirements with dev team
	10:00 AM
	11:30 AM
	1.5 hours

	2
	Traceability Matrix Update
	Maintain RTM linking requirements to dev
	11:30 AM
	1:30 PM
	2 hours

	3
	Stand-up Participation
	Attend daily scrum meeting
	2:00 PM
	3:00 PM
	1 hour

	4
	Mid-Sprint Review
	Validate development progress
	3:00 PM
	5:00 PM
	2 hours

	Total
	7.5 hours



· Testing Timesheet of a BA
	S. No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	Test Case Review
	Validate test cases against requirements
	10:00 AM
	12:00 AM
	2 hours

	2
	Defect Meeting
	Participate in defect triage discussions
	11:30 AM
	1:30 PM
	2 hours

	3
	Requirement Mapping
	Re-check RTM with test cases
	2:00 PM
	3:30 PM
	1.5 hour

	4
	QA Support
	Clarify requirements for testers
	3:30 PM
	5:30 PM
	2 hours

	Total
	7.5 hours






· UAT Timesheet of a BA
	S. No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	UAT Planning
	Prepare UAT scenarios and checklist
	10:00 AM
	11:00 AM
	1 hour

	2
	UAT Coordination
	Coordinate UAT with farmers & companies
	11:00 AM
	1:00 PM
	2 hours

	3
	Feedback Collection
	Collect UAT feedback and issues
	2:00 PM
	3:30 PM
	1.5 hours

	4
	UAT Sign-off Support
	Ensure fixes are verified & sign-off given
	4:00 PM
	6:00 PM
	2 hours

	Total
	6.5 hours



· Deployment and Implementation Timesheet of a BA
	S. No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	Deployment Support
	Assist in go-live activities
	10:00 AM
	11:30 AM
	1.5 hours

	2
	User Training
	Conduct training sessions for farmers
	11:30 AM
	2:00 PM
	2.5 hours

	3
	Post-Deployment Review
	Monitor system usage and feedback
	2:30 PM
	4:30 PM
	2 hours

	4
	Documentation Handover
	Deliver user manuals & final documents
	4:30 PM
	6:00 PM
	1.5 hours

	Total
	7.5 hours



Gantt Chart - Online Agriculture Store Project (V Model)

Start Week	Requirement Gathering (RG)	Requirement Analysis (RA)	System Design	Development Phase 1 (D1 - Product Catalog)	Testing Phase 1 (T1)	Development Phase 2 (D2 - Farmer Registration 	&	 Login)	Testing Phase 2 (T2)	Development Phase 3 (D3 - Order Placement)	Testing Phase 3 (T3)	Development Phase 4 (D4 - Delivery 	&	 Tracking)	Testing Phase 4 (T4)	User Acceptance Testing (UAT)	1	11	21	29	41	38	50	50	62	62	74	75	Duration	Requirement Gathering (RG)	Requirement Analysis (RA)	System Design	Development Phase 1 (D1 - Product Catalog)	Testing Phase 1 (T1)	Development Phase 2 (D2 - Farmer Registration 	&	 Login)	Testing Phase 2 (T2)	Development Phase 3 (D3 - Order Placement)	Testing Phase 3 (T3)	Development Phase 4 (D4 - Delivery 	&	 Tracking)	Testing Phase 4 (T4)	User Acceptance Testing (UAT)	10	10	8	12	5	12	5	12	5	12	5	4	


