COEPD – Traditional Development Capstone Project1 – Part -1/3 –
Question 1 – BPM ------------Online Agriculture Products Store
Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer

Goal: To create an online platform for farmers to access the resources required for agricultural activities.
Inputs: Product Information, Customer Details, Payment and Inventory 
Resources: Online Platform, Payment Gateway, Inventory Management System
Customer Support, Marketing Tools, Logistics and Shipping
Outputs: Agricultural Products, Order Confirmation, Shipping Information
Payment Confirmation, Customer Satisfaction
Activities: Product Management, Order Processing Management:  Inventory Management, Payment Processing ,Shipping and Delivery, Customer Support, Marketing and Promotion : 
Value created to the end Customer:
Customer value is understanding customer requirements and providing the service effectively. 
Accessibility: Accessing the products remotely with internet access.
Cost and Time Efficiency: Using money, resources and time efficiently.
Agricultural Activities : Access to required resources for the better crop yields and 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.
SWOT analysis 

Strengths:                                                                          Weaknesses
1.Wide Product Range                                                 Remote Location
2.Convenience, Cost Effectiveness                            Handling Project first time, no previous exp                                                                                 
3. Accessibility                                                             Lack of resources to Handle at the company            



Opportunity                                                                      Threats
 1.Potential to Capture large user Base                       Farmers Awareness about online product 
                                                                                               Internet connectivity                                                                                                                                                                                                                                                                   
2. Collaboration between Manufacturing                Competitions from other Agricultural              companies and suppliers can be increased           
3.Company is entering to online selling platform    Quality of the Product Delivered                                                                                                                                                                                                                                                    and can expand the system in future	 









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.
Hardware: Laptops, servers, clients, storage , Peers (colleagues with similar background such as edu, skill sets), Network equipments and development tools
Software: All Development software’s including Java kits required to develop Web and Mobile applications. Need to determine any 3rd party software components or API’s are required to develop application
Trained Resources: Project Management Team,Business Analyst, Software Developers
 Mr Karthik as Delivery Head
Mr Vandanam as project Manager
Ms. Juhi as Senior Java Developer.
Mr Teyson, Ms Lucie, Mr Tucker, Mr Bravo are Java Developers.
Mr Mike as Network Admin 
Mr. John as DB Admin.
Mr Jason and Ms Alekya as Testers.
I Presilla Mary as BA.
Budget: Various costs such as Development costs and Hardware costs (2 Crore)
Timeframe: Based on Resources , No of features (18 months Duration)

















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
To convince Mr. Henry to initiate the online agriculture product store project, Mr. Karthik should present a Gap Analysis that highlights the discrepancies between the current situation (AS-IS) and the desired future state (TO-BE). This analysis should focus on areas like customer reach, product accessibility, and operational efficiency. 
AS-IS (Current State):
i.  Farmers have to physically visit the market to buy agricultural products such as fertilizers, seeds, and pesticides.
ii. Farmers don’t have access to the variety of agricultural products as they have to rely on     intermediaries with limited options or which they need to pay higher prices and sometimes even low quality products.
iii. Farmers often face difficulty in finding the right products according to their special crop requirements.
iv. The lack of communication between the farmers and the manufacturers results in  farmers not being able to procure the latest  and most effective products. 
TO-BE Process:
 i. Farmers will be able to order the required agricultural product s online, saving their time and efforts.
.ii. Farmers can buy products directly from the manufacturers at adorable prices, eliminating intermediaries.
iii. The Online store will have a search functionality to filter products based on crop types, special requirements, and other parameters, which will help farmers to find the right products easily.
iv. Through the Online store, the manufacturers can communicate with farmers and provide them with the latest products and technologies, resulting in higher productivity and better crop yield. 

Other points to consider:
 i.The online store should be user- friendly and accessible  to  farmers who may not have much  technical knowledge.
ii. The payment gateway should be secure and reliable to ensure smooth  transactions.
iii.The Online store should have an effective supply chain management system  to ensure timely delivery of  products.
iv.The online store should have a robust  customer support system  o address any issues or queries raised by  farmers. 










Question 5 - Risk Analysis -
List down different risk factors that may be involved (BA Risks And process/Project Risks)
Internal Risk:   (Within the Organisation)
1. Depending on external vendors for products supply and Inventory management.
2. High Operating costs due to investments in Technology and marketing.
3.Technical issues and system downtime can affect the customers experience.
 External Risk:  (Out of Organisation)
1.Intense competition from other established online agricultural stores may make it difficult to attract customers and gain market share. 
                2. Changes in Government regulations and policies may affect the e-commerce industry

· Business Analysis Risks:  
· Lack of understanding of the agriculture industru and needs of the farmers in remote village.
· Miscommunication with Stakeholder resulting in unclear requirements, project scope and objective.
· Difficulty in gathering and managing stakeholder requirements due to their remote location.
· Insufficient resources or unavailability of the resources and budget allocated for the project.
· 
· Fluctuating market demand, competition, pricing strategies, product quality, and supply chain management.
· Incomplete Requirements
· Domain
· Change in Requirements
Process/Project Risks :  Technology infrastructure, data security, payment processing, logistics, regulatory compliance, and communication breakdowns. Additionally, common project risks include cost, schedule, performance, operational, and technology risks. 
Scope Risk:
Stakeholder Risk:
1. Limited internter connectivity in remote areas leads to difficulty in accessing the online portal.
2.  Delay in delivering the products due to logistics issue or natural disasters.
3. . Security Risks associated with the online transactions and personal information.of the users.
4. Technical Risk associated with development and implementation of the online store .








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
A RACI matrix is the responsibility matrix to show the roles  and responsibilities of stakeholders in a Project.
RACI  stands for Responsible, Accountable , consulted and Informed. In this Project , below are the Stakeholder for which the RACI Chart is prepared.
Mr. Henry  - Project Sponsor 
Mr. Pandu --  Financial Head
Mr. Dooku – Project Co-ordinator
Peter, Kevin and Ben – Key Stakeholders
Mr Karthik as Delivery Head
Mr Vandanam as project Manager
Ms. Juhi as Senior Java Developer.
Mr Teyson, Ms Lucie, Mr Tucker, Mr Bravo are Java Developers.
Mr Mike as Network Admin 
Mr. John as DB Admin.
Mr Jason and Ms Alekya as Testers.
I Presilla Mary as BA.

R- Responsible, A- Accountable , C consulted and I - Informed. 

	Tasks
	Mr.Henry  ( Project Sponsor )

	Peter, Kevin and Ben – Key Stakeholders
	Mr Karthik (Delivery Head)

	Mr Vandanam  (project Manager)
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	Teyson,Lucie, Tucker, Bravo (Java Developers)
	Mr Jason and Ms Alekya  (Testers)
	Presilla Mary (BA)
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Mr.Mike is responsible for setting up Network Infrastructure required for project and Mr. John is responsible for managing the project’s database.
Mr. Pandu is responsible for managing the project budget, while Mr. Dooku provides guidance and support to the project team. Peter, Kevin and Ben are consulted for their requirements and feedback.

Question 7 – Business Case Document 
Help Mr Karthik to prepare a business case document
Business case documents are prepared during project initiation phase and their purpose is to include all the project objectives , costs and benefits to convince stakeholder of its value.

	Name of the Project
	Online Agriculture Product store

	Client
	Soony Ltd

	Project Sponsor
	Mr. Henry

	Project Manager
	Mr. Vandanam

	Duration
	18 months

	Summary of the Project
	The purpose of this business case is to propose the development of an online Agricultural Products Store to facilitate remote area farmers to buy agricultural products. The solution is a web/Mobile app that allows farmers and companies manufacturing fertilizers, seeds and pesticides to communicate directly with each other. The goal is to create an online platform for farmers for procuring fertilizers, seeds and pesticides. The project is expected to completed within 18 months.

	Current Problems: 
	Farmers in remote areas face difficulties in procuring fertilizers, seeds and pesticides, which are essential for farming. These products are not available in market and farmers have to travel long distances to procure them. This leads wastage to time and money which could have been utilised in farming activities. Hence, we need a platform that can facilitate the farmers to purchase the products.

	Solution
	The solution is to create a online Agriculture product store, a web/mobile application that enables the farmers and companies manufacturing fertilizers, seeds and pesticides to communicate with each other. Farmers can browse the products and select the required. Companies will submit the products details will be displayed on application. Farmers can place the order for the products and request delivery to their location. The application is an user friendly interface which is easy for navigation.

	Benefits 
	Farmers can order the products required without any problem. Companies manufacturing fertilizers, seeds and pesticides will have a platform to reach the farmers directly. This application will save money and time for farmers.

	Costs 
	The budget for the project is 2 crores INR which includes the cost of development, testing, deployment& maintenance The project is expected to be completed within 18 months.

	Keystakeholders 
	Mr. Henry proposed the project is a key stakeholder
Peter, Kevin and Ben who shared the requirments are the Key Stakeholders
Mr. Pandu Financial Head is a Key stakeholder
Mr. Dooku is Project Co-ordinator who is also the key stakeholder.
Mr Karthik who is the Delivery Head in APT IT Solutions Company and a Key Stakeholder.
Mr Vandanam is project Manager and  a Key Stakeholder.
Ms. Juhi as Senior Java Developer.
Mr Teyson, Ms Lucie, Mr Tucker, Mr Bravo are Java Developers and Stakeholders.
Mr Mike is a Network Admin and a Stakeholder.
Mr. John is a DB Admin and Stakeholder.
Mr Jason and Ms Alekya are Testers and Stakeholders.
The farmers and Companies manufacturing fertilizers, seeds and pesticide who will use the application.


	Risks 
	The application may face technical issues during development and deployment.
Delays in development due to unforeseen circumstances.
Issues occur due to product quality and delivery, leading to dissatisfaction among farmers. 
Competitors may develop similar application,leading to a loss of market share.

	Conclusion
	The Online Agriculture Product Store




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
The four methodologies Mr. Karthik described, Sequential (Waterfall), Iterative, Evolutionary, and Agile, are different approaches to project development within the System Development Life cycle  (SDLC).
Sequential ( Waterfall Model):
This is a linear, sequential approach where each phase (Requirement gathering and Analysis, Design, Implementation, Testing, Deployment, maintenance) must be completed before moving to the next phase. 
Advantages: Simple, easy to understand, good for well-defined projects with clear requirements and low risk.
Disadvantages: This Sequential approach is not suitable for the projects evolving requirements or changes need to made during development process.
Iterative :
The Iterative methodology involves multiple iterations or cycles of the SDLC process. In this  approach, the development team creates a working prototype of the software product, tests it and then make changes based on feedback before moving to the next iteration. This methodology is useful for projects where requirements are not well defined.
Advantages:  More flexible than Waterfall, allows for learning and adaptation throughout the process, and can address changing requirements.
Disadvantages: Requires careful planning of each iteration, can be resource-intensive, and may require significant coordination. 
Evolutionary:
The evolutionary methodology is similar to the iterative methodology in that it involves multiple iterations. However, in this approach, the initial product is not fully functional but evolves over time through a series of iterations. This methodology is best suited for projects where the requirements are not fully or may change frequently.
Advantages: Excellent for projects with unclear or evolving requirements, allows for user involvement and early validation of concepts.
Disadvantages:  Can be time-consuming and potentially costly if prototypes deviate significantly from the final product. 
AGILE: 
The Agile methodology is an iterative and incremental approach to software development that focuses on delivering working software in small increments. The Agile approach emphasizes collaboration, continuous feedback, flexibility in response to changing requirements. This methodology is ideal for projects where requirements may change frequently and where there is a need for rapid delivery of working software. It breaks down the project into small, manageable increments, with frequent feedback and adjustments.
Advantages: Highly adaptable to changing requirements, promotes collaboration and communication, and delivers working software in short cycles.
Disadvantages: Requires a highly skilled and motivated team, can be challenging to manage, and may require significant upfront planning. 

Question 9 – Waterfall RUP Spiral and Scrum Models
SDLC Models
Waterfall, V model, Spiral , Scrum , RUP
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?

The Waterfall, RUP, Spiral, and Scrum models are all approaches to software development, but they differ significantly in their structure, flexibility, and focus. Waterfall is a linear, sequential model with distinct phases. RUP is an iterative, use-case driven approach that emphasizes risk management. The Spiral model combines iterative development with risk analysis. Finally, Scrum is an Agile framework focused on iterative development in short cycles called sprints. 


· Waterfall Model:
· Waterfall Model is the oldest and most structured method. In this model, each phase depends on the outcome of the previous phase and all the phases runs sequentially. This model provides discispline and gives a tangible output at the end of each phase. However, this model doesn’t work well when flexibility is a requirement.
· RUP Model:
· The rational unified process (RUP) is an iterative software development process framework created by the Rational Software Corporation , a division of IBM since 2003.RUP is iterative because all of the process core activities repeat throughout the project. It’s a process of gradual improvement and learning from previous iterations, how to improve the next. In RUP , the lifecycle of a project , or the development of software , is divided into four phases : modelling , analysis and design , implementation , testing and application. The four consecutive phases are 
· Inception Phase
· Elaboration Phase
· Construction Phase
· Transition Phase
Spiral Model:
· Spiral model is an SDLC methodology which combines iterative development and Waterfall model.It is used for Risk Management. The SDLC model is mostly used for large and complicated projects . The Spiral model enables gradual releases and refinement of a product through each phase of the spiral as well as the ability to build prototypes at each phase.
· Identifying and Understanding requirements
· Performing Risk analysis
· Building the prototype : Prototype is built and tested . This step includes architectural design, design modules, physical product design and the final design.
· Evaluation of the Software’s Performance.
Scrum Model:
 Scrum is an Agile development methodology used in development of software based on iterative and incremental processes.
Scrum Methodology and Process:  Scrum is executed in temporary blocks that are short and periodic , called Sprints , which usually range from 2 to 4 weeks .
Each Sprint is an entity in itself , that is , it provides a complete result, a variation of the final product that must be able to delivered to the client with the least possible effort when requested. The process has a starting point , a list of objectives /requirements  that make up the project plan .It is the client of the project that prioritizes these objectives considering balance of the value and the cost thereof that is how the iterations and consequent deliveries are determined.


Question 10 – Waterfall Vs V-Model -
Write down the differences between waterfall model and V model
	Waterfall Model
	V Model

	It is a Continuous Process 
	It is a Simultaneous Process

	Testing activities are done after the development activities are completed.
	Testing activities start with the first stage .
	

	Software made in waterfall has more defects 
	Software made in V-model has lesser defects.

	It is used when requirements are fixed
	If the requirements of the users are uncertain and keep changing , then V model is better.

	Making changes in this model is costly
	Making changes in this model is cheaper 





Question 11 – Justify your choice 
As a BA, state your reason for choosing one model for this project
As a Business Analyst, I will use the waterfall model for this project. The is a linear, sequential approach where each phase of the software development process must be completed before moving to the next phase. This model is suitable for projects with clear and well-defined requirements. Hence, we can use this model for the Online Agriculture Product Store Project. 
This Project has a clear objective of developing the e-commerce platform for farmers to buy agricultural products , and the requirements for the project have been shared by Stakeholders.
Advantages of Using Waterfall Model.
Best suitable for small projects 
Every process is reviewed well


Question 12 – Gantt Chart 
The Committee of Mr. Henry, Mr Pandu, and Mr Dooku discussed with Mr Karthik and finalised 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.

	Project Tasks 
	Start Date 
	End Date 
	Time (in Days )
	Time (In hrs)

	Requirement Gathering
	1.02.2025
	13.03.2025
	30
	240

	Requirement Analysis
	14.03.2025
	24.04.2025
	30
	240

	Design
	25.04.2025
	19.06.2025
	40
	320

	Development 1
	20.06.2025
	2.10.2025
	75
	600

	Test1
	3.10.2025
	4.12.2025
	45
	360

	Development 2
	5.12.2025
	12.03.2026
	70
	560

	Test2
	13.03.2026
	23.04.2026
	30
	240

	Development 3
	24.04.2026
	16.07.2026
	60
	480

	Test3
	17.07.2026
	27.08.2026
	30
	240

	Development 4
	28.08.2026
	19.11.2026
	60
	480

	Test4
	20.11.2026
	31.12.2026
	30
	240

	UAT
	01.01.2027
	18.02.2027
	35
	280

	Total 
	
	
	535
	4280
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Question 13 – Fixed Bid Vs Billing
Explain the difference between Fixed Bid and Billing projects
The Committee of Mr. Henry, Mr Pandu, and Mr Dooku is now discussing about the funds and how to release the funds of development. They were studying Fixed Bid Model and Billing Model.
The Committee Freeze the Billing Model and agreed to release funds against the timesheets submitted for every 2 weeks. Every Alternate Friday EOB, Mr. Karthik will forward the Development Team Time sheets and in 3 working days.
Fixed Bid 
Fixed Bid Project is a project in which the time and scope is fixed within a budget and has a deadline associated with it.In  fixed bid model, the client will give all details, specs and mock-ups and all the requirements upfront, so that vendor can provide a Bid showing the project cost. In this model, vendor should be good in estimating the time and budget, as they need to explain the client, how much time it would take for them o finish the project and how much it would cost. This model has fewer financial risks, however it has no flexibility or room for adjustments, as the budget and time is fixed. This model usually works with smaller projects with the limited features and clear requirements.
The Fixed Bid Project is one in which the Service provide 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.
Fixed bid projects involve a pre-agreed total cost for the project, regardless of the actual time or resources spent. 
Example: A website redesign with a fixed scope, where the client pays a set amount for the completed website. 
Billing Model:
Billing Model is a project where the project is billed on hourly basis. Vendor will setup a team and present the same to the client to bill them for their time spent on development. This model is is flexible in nature, as changes can be added in the middle of the project.This model allows client to monitor the progress as developers present reports on work completed on timely basis.
Example:
Ongoing software development with a team that bills hourly, and where new features and changes can be added throughout the project. 






Question 14 – Preparer Timesheets of a BA in various stages of SDLC
➢  Design Timesheet of a BA 
➢ Development Timesheet of a BA 
➢ Testing Timesheet of a BA 
➢ UAT Timesheet of a BA 
➢ Deployment n Implementation Timesheet of a BA
Design Timesheet of a BA
	                                                                                  Design Timesheet of a BA
                                                                                  Resource Name : Presilla Mary T
                                                                                  Designation:  Business Analyst
                                                                                   Hourly Rate: 50 $/hrs

	Date
	Tasks
	In Time
	Out Time
	Duration        (in hrs)

	19 Feb.2025
	Communicating with client about the design and solutions
	9.00
	7.00
	10

	20 Feb 2025
	Assessing design options 
	9.30
	7.00
	9.5

	21 Feb 2025
	Assessing design options
	9.30
	6.30
	9

	22 Feb 2025
	Verify and Validate the requirements 
	9.30
	7.00
	9.5

	23 Feb 2025
	Collaborate with team to finalize system design architecture
	9.00
	7.00
	10

	                                                                Total hrs
	48

	                                                            
                                                                 Total Payable Amount
	
2400$



Development Timesheet of a BA
	                                                                                 Development Timesheet of a BA
                                                                                  Resource Name : Presilla Mary T
                                                                                  Designation:  Business Analyst
                                                                                   Hourly Rate: 50 $/hr

	Date
	Tasks
	In Time
	Out Time
	Duration        (in hrs)

	26 Feb 2025
	Coordinating with teams and checking on approvals after each development stage
	9.00
	6.00
	9

	27 Feb 2025
	Coordinating with teams and checking on approvals after each development stage
	9.30
	6.30
	9.5

	28 Feb 2025
	Clarifying all queries and brainstorming with dev team
	9.00
	6.00
	9

	29 Feb 2025
	Clarifying all queries and brainstorming with dev team ,                        co-ordinating with team and keeping track of project 
	9.00
	6.00
	9

	1 Mar 2025
	Working on change in requirements in development stage from clients.
	9.00
	6.00
	9

	                                                                Total hrs
	45.5

	                                                                 Total Payable Amount
	2275$



Testing Timesheet of a BA
	                                                                                   Testing Timesheet of a BA
                                                                                   Resource Name : Presilla Mary T
                                                                                   Designation:  Business Analyst
                                                                                   Hourly Rate: 50 $/hr

	Date
	Tasks
	In Time
	Out Time
	Duration        (in hrs)

	4 Mar 2025
	Working with Testing team to create Test plans 
	9.00
	4.00
	7

	5 Mar 2025
	Create and Execute System Test cases
	9.00
	6.00
	9

	6 Mar 2025
	Review system cases prepared by Testing team and Provide requirements clarifications when required by Testing Team.
	9.00
	6.00
	9

	7 Mar 2025
	Review system cases prepared by Testing team and Provide requirements clarifications when required by Testing Team.
	9.00
	6.30
	9.5

	8 Mar 2025
	Working with testing team and taking signoff from the client on project acceptance form
	9.00
	7.00
	10

	                                                                    Total hrs
	44.5

	[bookmark: _Hlk202177776]                                                                   Total Payable Amount
	2225



UAT Timesheet of a BA
	                                                                                       UAT Timesheet of a BA
                                                                                       Resource Name : Presilla Mary T
                                                                                       Designation:  Business Analyst
                                                                                        Hourly Rate: 50 $/hr


	Date
	Tasks
	In Time
	Out Time
	Duration        (in hrs)

	11 Mar 2025
	Develop the detailed UAT test plan
	9.00
	5.00
	8

	12 Mar 2025
	Develop the test case scenario
	9.00
	5.30
	8.5

	13 Mar 2025
	Create UAT test cases 
	9.00
	6.00
	9

	14 Mar 2025
	Test case data preparation
	9.30
	6.30
	9

	15 Mar 2025
	Run the test cases and document the test results
	9.00
	5.00
	8

	                                                                    Total hrs
	42.5

	                                                                   Total Payable Amount
	2125$




Deployment & Implementation Timesheet of a BA
	                                                                             Deployment n Implementation Timesheet of a BA
                                                                                       Resource Name : Presilla Mary T
                                                                                       Designation:  Business Analyst
                                                                                        Hourly Rate: 50 $/hrs

	Date
	Tasks
	In Time
	Out Time
	Duration        (in hrs)

	18 Mar 2025
	Design RTM and forward to client 
	9.00
	5.00
	8

	19 Mar 2025
	Coordinate to complete manual and functional specifications
	9.00
	6.00
	9

	20 Mar 2025
	Training sessions for end user 
	9.00
	6.30
	9.5

	21 Mar 2025
	Coordinate UAT with Stakeholders
	9.00
	6.00
	9

	22 Mar 2025
	Collaborate with IT team for system deployment 
	9.00
	5.30
	8.5

	                                                                    Total hrs
	44

	                                                                   Total Payable Amount
	2200$
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