Capstone Project1 – Part -1/3
Case Study Topic : Online Agriculture Products Store
Q1.   Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer).
Answer – 
Business Process Model 
Business process model aims to optimize and streamline business processes to improve efficiency and overall performance. It helps organizations automate workflows, reduce cost, enhance collaboration and ensure continues process improvement. 
Goal: To facilitate remote area farmers to buy agriculture products through this online web mobile application (Fertilizers, seeds & pesticides).
Input: Physical input - Manpower- Business will required sufficient manpower to run the business at various stages with eligibility criteria.  
Delivery equipment – Transportation vehicle required with network and GPS connectivity. 
Material - A list of good quality of fertilizers, seeds & pesticides manufacturers. Which will be indirectly affected on the business quality.
Resources: Warehouse – As the business in an online business the stock availability should be adequate for a smoot and timely supply. Warehouse will help in keeping stocks safe and for accurate stocks records.    
Software – Some software will be required for inventory management, employees management, deliveries, payments, customer service etc.
Office space – A physical space is required for a business as a source of all business information with availability of concerned person. 
Output: Sales revenue – The main objective of the business is to fulfil the need of customers for that maximum products should be sold in market for the brand awareness. 
 Profit – A business for a long run must have profitability. 
Efficiency – An efficient business must be established by reducing waste, debits and reducing cost.  
Activities: Excellent customer service – Overall experience should be easy and smoot considering end users. Customer’s request must be satisfied by our service team.
Partners with leading brands – Our website should be available with the leading brand in the market. 
Value: To reach wide range in the segment of the market, to meet needs of the end user and customer satisfactions. 
Q2.  Mr Karthik is doing SWOT analysis before he accepts this project. What Aspects he should Consider.
Answer - 
Strengths 
Reputation: The business owner is a well-known businessman in the industry. The market is well informed with the work done by the name. 
Capital: Being a wealthiest person of the town our business will supported with the adequate fund required.
Awareness: As the business owner is also a friend with local farmers it will be easy to create brand awareness among the end users.
Weaknesses
Dependency: Considering the business profile it depends on the quality of the product manufactured by existing brands. It is must to have a partnership with leading brands.
Supply Chain: Due to quality issues, lack of resources, poor communication, regions and natural disasters supply chain could be a weakness if not planned well.
Inventory Management: Error in counting stocks manually, poor staff training, poor material handling, manual error, lack of real time data all these could lead to poor inventory management. 
Opportunities 
Current market need satisfaction: Need of customers is well satisfied with the product so the demand is projected to be more.
Real time problem solved: Real and live problem is identified and the solution is provided with this website.
New product: The first mover advantage can be taken as the product is new to the market
Threats 
Network: Considering the region there is a possibility that strong connection could not be established.
Transportation: The door step delivery seems inconvenient for an agriculture land.

Q3.  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 – 
· Technology: Based on database servers, payment gateways, delivery gateway, security.
· Hardware: Based on storage backup systems, network infrastructures.
· Software: Based on shopping cart software, content management system & payment gateways software.
· Resource: Project manager, Business analyst, Software developers 
· Budget: 2 Crores INR
· Time frame: 18 Months

Q4. 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.  
	Existing Process 
· Difficulties in procuring fertilizers, buying seeds for farming & lack of pesticides.
· Established online agriculture product store.
· Dependency on network connectivity.
· Dependency on transportation.

To be future Process
· Wide range expansion into market.
· Continued investment in emerging technology to enhance the customer experience.
· Improved efficiency takes ownership of requirements, in the very first stage of BA roles is requirements gathering of and profitability through cost reducing.
· Marketing strategy to increase reach to end customer.
· Strategic partnership with selected brands.

Q5. List down different risk factors that may be involved (BA Risks And process/Project Risks).
BA Risk 
Incomplete requirements: A BA what client seek for in the project. If BA fails to gather an actual requirement then it will increase cost of project as multiple reworks needs to be done. If there is conflict among the stakeholders, Communication barriers, failed meeting all will lead to incomplete requirements. Stakeholders dissatisfaction, project failure, scope creep could be an outburst of it. 
Change Request: Multiple change request can lead to poor requirements analysis. It will be difficult to plan a project in a specified time. Number of resources reallocation will be needed. Resources’ seasonal leaves get affect. Project cost will be increased and if not get managed then project scope will creep leads to project failure.
Domain: An unknown domain is a big risk of a BA as the context, abbreviation can me misunderstood and leads to falls requirement gathering. Insufficient domain knowledge restrict the focus if the domain is too niche.
Project/Process Risk
Stakeholder risk: Uninvolved or not attentive stakeholders could be a risk to a project. If there is a conflict among the stakeholders then the clear requirements might not get collected. Unavailability of a stakeholder, poor communication among the project team. Leads to change request, dissatisfaction and poor performance.
Scope risk: Due to all of the above risks such as incomplete requirements, change requests, domain, stakeholder, resources & technology leads to scope risk as the timeline given could not be meet with specified budget.
Resources risk: Poorly skilled and having lack of knowledge resources cannot deliver the estimated output. 
Cost & technology risk: Uncontrolled changes internal or external. Software failures and bugs causes project risk. 
Q6. Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers.
	Online Agriculture Product Store

	RACI
	Name of the person
	Designation
	Email ID

	Responsible
	Ms. Juhi
	Sr. Java Developer
	Juhi@123.com

	
	Mr Tegson
	Java Developer
	Tegson@123.com

	
	Ms. Lacie
	Java Developer
	Lacie@123.com

	
	Mr. Tucker
	Java Developer
	Tucker@123.com

	
	Mr. Bravo
	Java Developer
	Bravo@123.com

	
	Mr. Jason
	Tester
	Jason@123.com

	
	Ms. Alkey 
	Tester
	Alkey@123.com

	Accountable 
	Mr. Vandanam
	Project Manager
	Vandana@123.com

	
	Mr. Pandu
	Financial Head
	Pandu@123.com

	Consulted
	Mr. Dooky
	Project Coordinator
	Dooky@123.com

	
	Mr. Kartik
	Delovery Head
	Krtik@123.com

	
	Mr. Mike
	Network Admin
	Mike@123.com

	
	Mr. John
	DB Admin
	John@123.com

	Informed
	Mr. Peter
	Stakeholder
	Peter@123.com

	
	Mr. Kelvin
	Stakeholder
	Kelvin@123.com

	
	Mr. Ben
	Stakeholder
	Ben@123.com

	
	Mr. Henry 
	Project Head
	Henry@123.com



	














Q7. Help Mr Karthik to prepare a business case document.
	Business Case Document _
	Business case document is prepared and needs to be submitted to the management of IT company. Management will analyse the facts and figures and consider the feasibility of the project. It investors shows interesting investing then IT company will accept SOW from the client. 
· Why is this project initiated?
· What are the current problems?
· With this project how many problems could be solved?
· What are the resources required?
· How much organizational change is required to adopt this technology?
· Time frame to recover ROI?
· How to identify stakeholders?

Q8. 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.
1) Sequential-Waterfall:
This is a most common and classic of life cycle models, also referred to as a liner equential life cycle model. It is very simple to understand and use. In a waterfall model, each phase must be completed in its entirely before the next phase can begin. At the end of each phase, a review takes places to determine if the project is on the right path and whether or not to continue or discard the project.
Stages involves
Requirements gathering
Design
Development-coding
Testing
Configuration Management
Deployment & Implementation

2) Iterative – RUP(Rational Unified Process)
RUP is based on a set of building blocks, or content elements, describing what is to be produced, the necessary skills required and step by step explanation describing how specific development goals are to be achieved. The four project life cycle phases are
Inception: Agreement among the team and customer as to what will be build.
Elaboration: Agreement within the team as to the architecture and design needed to deliver the agreed solution system behaviour.
Construction: the iterative implementation of a fully functional system.
Transition: Delivery, defect correction, and tuning to ensure customer acceptance.
3)  Evolutionary-Spiral 
The spiral model gives more emphases placed on risk analysis. The spiral model has four phases: Planning, Risk analysis, Engineering and Evaluation. 
A Can be a costly model to use.
Risk analysis requires highly specific expertise.
Doesn’t work well for small projects.
4) Agile- Scrum
Agile is a light weight can be implemented where faster delivery is required. No documentation. Customer retention-since there is no document. The code in itself forms as documentation. Not support scalability and extendibility. SDLC life cycle cut down by employing seasonal developers.

Q9. 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: As a BA I would consider Sequential V model methodology for the project of online agriculture product store.
Q10. Write down the differences between waterfall model and V model
	Waterfall
	V Model



	Low cost
	Expensive

	Testing activities start at later stages
	Testing activity start at first stage 

	Moves in linear way 
	Don’t move in a linear way 

	Waterfall model is rigid
	V Model is flexible

	Cannot move to earlier stage
	No such constraint 

	It is a continues process
	It is a simultaneous process

	Less customer involvement 
	More customer involvement




Q11. As a BA, state your reason for choosing one model for this project.
Answer -
Reasons for choosing V model for this project:
· Requirements are clear and stable.
· The project is relatively small or has a well-defined scope.
· Changes are expected during development.
· A structured and predictable approach is preferred.
· It is a new product in the market so flexibility should be in the model.
· Customer are also new to the application.
· Suitable for Smaller/medium , Stable Projects.

Q12. Prepare a GANTT Chart for this project.
[image: ]


Q13. Explain the difference between Fixed Bid and Billing projects.
Fixed Bid Project : A fixed bid project is one in which a service provider agrees to deliver a specific scope of work for a fixed price. The scope of the work ,deliverables and timeline are agreed upon upfront, and the service provider assumes the risk for any cost overruns or delayed.
[bookmark: _GoBack]Billing Project : A billing project is the one in which the service provider bills the client for the actual time and material 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.
Q14. Preparer Timesheets of a BA in various stages of SDLC.
	
	Design Phase

	Sr No
	Tasks
	Actionable Items
	Start Time 
	End Time
	Duration

	1
	Clarification for designers
	Meeting with designers to meet user need
	9:00 AM
	11:00AM
	2 Hours

	2
	Tech team interaction
	Discussion with NW Arch 
	11:00AM
	12:00 AM
	1 Hour

	3
	HDD and ADD preparation
	SME discussion 
	12:00 AM
	1:00 PM
	1 Hour

	4
	Validate Prototype
	 Validation
	2:00 PM
	4:00 PM
	2 Hours

	5
	GUI and DB Arch meeting
	Discussion on the day input
	4:00 PM
	5:00 PM
	1 Hour

	6
	Confirm the design before proceeding for development
	Review
	5:00 PM
	6:00 PM
	1 Hour

	 
	Total worked hours in a day
	 
	 
	 
	8 Hours

	
	
	
	
	
	

	Development  Phase

	Sr No
	Tasks
	Actionable Items
	Start Time 
	End Time
	Duration

	1
	Clarification for developers
	Meeting : Point of contact for developers
	9:00 AM
	11:00AM
	2 Hours

	2
	Handle CR
	A zoom call to update the client on the MOM
	11:00AM
	1:00 PM
	2 Hours

	3
	Prepare tracebility matrix
	Tool RTM
	2:00 PM
	4:00 PM
	2 Hours

	4
	Team meeting
	Discussion on the day input
	4:00PM
	5:00 PM
	1 Hour

	5
	Validate the development
	Review & Validation
	5:00 PM
	6:00 PM
	1 Hour

	 
	Total worked hours in a day
	 
	 
	 
	8 Hours

	
	
	
	
	
	

	Testing   Phase

	Sr No
	Tasks
	Actionable Items
	Start Time 
	End Time
	Duration

	1
	Disscussion with testers
	Meeting with testers
	9:00 AM
	10:00 AM
	1 Hour

	2
	Follow up with the testers on Unit, component, system and SI
	Discussion with programers and testers
	10:00 AM
	1:00 AM
	3 Hours

	3
	Ensure the application with less error
	Discussion with programers and testers
	2:00 PM
	5:00 PM
	3 Hours

	4
	Prepare test document
	Documentation
	5:00 PM
	6:00 PM
	1 Hour

	 
	Total worked hours in a day
	 
	 
	 
	8 Hours

	
	
	
	
	
	

	UAT   Phase

	Sr No
	Tasks
	Actionable Items
	Start Time 
	End Time
	Duration

	1
	Identifying UAT Testers
	Meeting with testers
	9:00 AM
	10:30 AM
	1.5 Hours

	2
	Planning UAT Tests
	Discussion with programers and testers
	10:30 AM
	1:00 AM
	2.5 Hours

	3
	Conduct UAT
	Conduct UAT
	2:00 PM
	5:00 PM
	3 Hours

	4
	Ensure Business values are meet 
	Documentation
	5:00 PM
	6:00 PM
	1 Hour

	 
	Total worked hours in a day
	 
	 
	 
	8 Hours

	
	
	
	
	
	

	Deployment n Implementation  Phase

	Sr No
	Tasks
	Actionable Items
	Start Time 
	End Time
	Duration

	1
	Ensure readiness
	Meeting with stakeholders 
	9:00 AM
	11:00 AM
	2Hours

	2
	Throughout and post implementation support
	Call with IT and client
	11:00AM
	1:00 PM
	2Hours

	3
	Issue analysis
	Track if any issue occur post deployment
	2:00 PM
	3:00 AM
	1 Hour

	4
	Continuous Improvement
	Meeting with stakeholders 
	3:00 PM
	4:30PM
	1.5 Hours

	5
	Documentation Updates
	Track if any changes are made
	4:30 PM
	6:00 PM
	1.5 Hours

	 
	Total worked hours in a day
	 
	 
	 
	8 Hours
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