

Capstone Project1 – Part – 1/3

Online Agriculture Products Store Case Study:


Question 1 – BPM 
Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Output, Activities, Value created to the end customer)
Answer 1 –
A Business Process Model is a visual or structure representation of how a business process works.
1. Goal – To bridge the gap between farmers and agricultural product manufactures.
2. Inputs – Farmer requirements (Seeds, fertilizers, pesticides); Manufacturer product details/data (Type, Price, Quantity); Payment mode; Location or delivery address of the farmers.
3. Resources – Web/ Mobile Application; Internet; Hosting servers; Technical team, Budget and Office space and tools; Payment gateways; Customer Support.
4. Outputs – Web/mobile application; Easy access to Product details and listings; Order Successful placement as per delivery request; Stronger communication between farmer and manufactures, Improved farmer satisfaction.
5. Activities – From Business Owner’s Perspective – Gather requirements from stakeholders (farmers); Designing wireframe; mock ups or prototypes of online store; Develop features like product listings; cart; order; user login; payment page; confirmation page; Test application for usability or bugs; launch the application online; train farmers to use the platforms; Maintain and update application regularly.

From User’s perspective – Look at the options available – Pesticides; Seeds, Fertilisers; Select add to cart, place order and make payment; Manufacturer receives the order; Manufacture initiates the delivery.
6. Value – Empowering remote farmers to order from home which is convenient and time, effort saving; Direct communication between farmers and manufactures eliminating middleman; more options available; enhances agricultural productivity; social impact through CSR.




Question 2 – SWOT:
Mr. Karthik is doing SWOT analysis before he accepts this project. What aspects he should consider as Strengths, as Weaknesses, as Opportunities and as Threats.
Answer – 2
	Strengths –

· Strong leadership to take accountability and funding from SOONY Company
· CSR Initiative with Social Impact
· Direct communication between farmers and manufactures gives cost advantage to Farmers; avoid delays.
· Skilled development team from APT IT Solutions
· Good financial support of Rs. 2 Crores
· CSR Support – Project will have goodwill and social impact will lead to positive brand image and will be supported by Media & Press in spreading awareness.
	Weaknesses –

· Farmer’s limited digital literacy
· Dependence on Internet connectivity in Remote areas
· Initial onboarding challenges for manufactures
· Limited time of 18 months could be time constraint.

	Opportunities –

· Support rural development, national farming and digital goals.
· Digital push – Govt encourages tech based agricultural solutions and Integration with Government schemes and subsidies
· Positive PR which will be boost the company and resources to do best.
	Threats -

· User Resistance – Traditional farmers will hesitate to adopt to digital tools
· Lack of Infrastructure – Farmers may not have computers; laptops or Mobiles to operate on it or have basic knowledge to use these devices for their benefit
· Changing Request – As stakeholder are farmers; we might get changes in requirements which can increase the cost or duration.













Question – 3 – Feasibility Study 
Mr. Karthik is trying to do a feasibility study on doing this project in Technology (JAVA). Please help him with the points (HW SW Trained Resources Budget Time Frame) to consider in feasibility study.
Answer – 3
1. Technology – The platform will use standard technologies to allow farmers and manufactures to interact online. It will support product listing, secure transactions and user-friendly navigations.
2. Hardware – Basic Infrastructure such as servers, storage, internet connectivity will be required to host and run applications smoothly.
3. Software – The app will include features like product catalogues, order management, and secure payment options, all integrated into accessible interface.
4. Resources – The project will be executed with skilled team including PM, BA, Developer, Testers, and support staff.
5. Budget – The project is funded with Rs. 2 Crores, which will cover development, infrastructure and operational cost.
6. Time Frame – The project is expected to complete in 18 months; which is reasonable timeline given the scope and available resources.

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.
Answer – 4
Current State –
· Farmers in remote areas struggle to access essential agricultural products
· No direct communication between farmers and manufactures
· Limited awareness and digital literacy among farmers
· Manual procurement processes and delays
· No centralized platform for agricultural product listings
Desired State –
· Easy access to fertilizers, seeds, pesticides through an online platform
· Seamless interaction between farmer and product companies via Application
· User friendly interface with support and training given to farmers based on stakeholders (farmers) guidance.
· Streamlines ordering and delivery system with real time tracking information
· Centralized, searchable catalogue of verified products from trusted manufactures.
· Grievances redressal support. 



Question – 5 - Risk Analysis
List down different risk factors that may be involved (BA Risk, Process/Project Risk)
Answer - 5 
1. Internal Risk –
· Dependence on manufacturers for timely product updates and inventory availability
· High initial investment under CSR Funding with limited commercial returns
· Technical issues such as bugs, downtime affecting farmers access and trusts
· Limited digital literacy among farmers may lead to slow adoptions
2. External Risk –
· Competition from existing agri-tech platform & marketplaces
· Changes in agricultural and e-commerce regulations
· Connectivity issues in remote areas impacting platform usage with easy
· Seasonal demand fluctuations affecting product availability 
3. BA Risk
· Incomplete or unclear requirement from stakeholders (farmers & Committee)
· Limited domain knowledge in Agriculture and Rural e-commerce.
· Frequent changes in requirement due to evolving farmer’s needs.
4. Project Based Risk
· Scope creep due to additional features requests.
· Delays in development due to coordination between multiple teams
· Resource allocation challenges over the 18 months’ timeline















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 – 6 
	R/A/C/I
	Name
	Designation
	Contact Details

	Responsible
	Ms. Juhi
	Sr. Java Developer
	Email:
Phone:
Availability:

	
	Mr. Teyson
	Java Developer
	Email:
Phone:
Availability:

	
	Mr. Lucie
	Java Developer
	Email:
Phone:
Availability:

	
	Mr. Bravo
	Java Developer
	Email:
Phone:
Availability:

	Accountable
	Mr. Vandanam
	Project Manager
	Email:
Phone:
Availability:

	
	You
	Business Analyst
	Email:
Phone:
Availability:

	Consulted
	Mr. Mike
	Network Admin
	Email:
Phone:
Availability:

	
	John
	DB Admin
	Email:
Phone:
Availability:

	
	Mr. Jason
	Tester
	Email:
Phone:
Availability:

	
	Ms. Alekya
	Tester
	Email:
Phone:
Availability:

	
	Mr. Karthik
	Delivery Head of Apt IT Solutions
	Email:
Phone:
Availability:

	Informed
	Mr. Henry
	Sponsor
	Email:
Phone:
Availability:

	
	Mr. Pandu
	Financial Head, Soony Company
	Email:
Phone:
Availability:

	
	Mr. Dooku
	Project Coordinator, Soony Company
	Email:
Phone:
Availability:

	
	Peter, Kevin, Ben
	Stakeholders (farmers)
	Email:
Phone:
Availability:




Question – 7 – Business Case Document 
Help Mr Karthik to prepare a business case document.
Answer – 7 
This project is initiated by Mr. Henry under a CSR Initiative to support farmers in remote areas who face challenges in accessing essential agricultural products. The goal is to bridge the gap between farmers and manufacturers through a digital platform.
1. What are the current problems?
· Difficulty in procuring fertilizers, seeds, pesticides
· Lack of direct communication between farmers and manufacturers
· Limited access to agricultural resources in remote areas
· Manual and inefficient procurement process
2. With this project, how many problems could be solved?
· Farmers will gain direct access to manufacturers and products
· Procurement will become faster and more reliable
· Digital platform will reduce dependencies on intermediaries
· Improved agricultural productivity and farmer’s satisfaction
3. What are the resources required?
· Skilled development team (PM, BA, Developers, Testers, Admins)
· Infrastructure for hosting and maintaining the application
· Budget of Rs. 2 Crores allocated by SOONY company
· Support from stakeholder including farmers and committee members
4. How much organizational change is required to adopt this technology?
· Farmers will need basic training to use devices and this platform; their kids can be very helpful in this.
· Manufactures will need to adopt to digital product listing and order management
· Internal teams will need to coordinate across roles for successful delivery
5. What is the time frame to recover ROI?
· Since, this is a CSR initiative, ROI is measured in social impact rather than financial returns
· Expected benefits includes farmers livelihoods and enhances brand reputation of SOONY
· Tangible impact expected within 18 months of project completion
6. How to identify stakeholders?
· Primary stakeholders – Farmers (Peter, Kevin, Ben)
· Project sponsor and committee – Mr. Henry, Mr. Pandu and Mr. Dooku
· Delivery Team – APT IT Solutions (PM, BA, Developers, Admins, Testers)
· External stakeholders – Manufactures of Agricultural products.





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 approached.
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 – 8
1. Sequential – Waterfall: A linear and structured approach where each phase (Requirement Design Design  Development Testing Deployment) is completed before the next begins. It is suitable where all requirements are clearly defined from the beginning itself.
2. Iterative – RUP (Rational Unified Process): A software development methodology that delivers the system in repeated cycles (iterations), allowing gradual improvements. It is useful when requirements evolve over time and need regular updates.
3. Evolutionary – Spiral: It combines the iterative development with systematic risk analysis. Each cycle includes planning; risk assessments, developments and evaluations. Ideal for large, high-risk projects.
4. Agile – Scrum: A flexible team-based methodologies that delivers working software in short, time boxed iterations called sprints. Best for dynamic environment where frequent feedback from stakeholders is expected. 

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 – 9
Different Models are –
1. Waterfall Model: It’s a traditional model where each phase flows into next. Its simple but rigid. Works well when the project scope is fixed and requirements are stable.
2. RUP (Rational Unified Process) Model: A structures yet adaptable model that divides the project into 4 phases: Inception, Elaboration, Construction and Transition. Suitable for enterprise level applications requiring flexibility and discipline.
3. Spiral Model: Focuses on iterative development with continues risk assessment and refinement. Effective for complex projects with evolving requirements and high uncertainty.
4. Scrum Model: A popular Agile framework that organizes work into sprints, with roles like Scrum Master and Product Owner. Ideal for collaborative, fast paced development with regular stakeholder involvement.

Question – 10 – Waterfall Vs V-Model
Write down the differences between Waterfall model Vs V-Model.
Answer – 10
	Waterfall Model
	V-Model (Verification & Validation Model)

	Cost is generally lower
	More expensive due to early and continues testing

	Testing starts after development is completed
	Testing begins alongside each development phase

	Follows a strict linear sequence
	Follows a parallel development and testing approach

	Less customer involvement during development
	More customer involvement and feedback throughout



Question- 11 – Justify your choice
As a BA, state your reason for choosing one model for this project.
Answer - 11
My justification for choosing Waterfall Model –
Reason 1 – The project is well defined with goals to build an online agriculture product store for farmers. Requirements are gathered from stakeholders (Mr. Henry, Peter, Kevin, Ben) early on making a linear approach feasible.
Reason 2 – As this is CSR initiative with fixed budget and timeline (Rs. 2 Crores, 18 months), the waterfall model ensures structured progress and thorough reviews at each stage, minimizing the scope creep and ensuring accountability.















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.
RG
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Question 13 - Fixed Bid Vs Billing
Explain the difference between Fixed Bid and Billing projects
Answer 13 - 
1. Fixed Bid Project:
· The service provider (APT IT SOLUTIONS) agrees to deliver the online agriculture product store within a fixed budget (₹2 Crores) and fixed timeline (18 months).
· Scope, deliverables, and deadlines are clearly defined upfront.
· The provider bears the risk for any delays or cost overruns.
· Best suited for this case study, since it's a CSR initiative with a clear budget and timeline.

2. Billing Project
· The service provider charges based on actual time and resources used.
· Scope can be flexible and evolve during the project.
· The client pays for hours worked, materials used, and any changes made.
· Less suitable for the case study, as it may lead to budget uncertainty and scope creep.

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

Answer - 14 
Design Timesheet of a BA
	S.No
	Tasks
	Actionable Items
	Start Time
	End Time
	Duration

	1
	Review UI/UX mockups
	Meeting with design team to review wireframes
	10:00 AM
	11:00 AM
	1 hour

	2
	Validate design with client
	Zoom call to confirm design expectations
	11:30 AM
	12:30 PM
	1 hour

	3
	Update design documentation
	Documenting design feedback and changes
	2:00 PM
	3:30 PM
	1.5 hours







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

	1
	Clarify requirements to dev team
	Walkthrough session with developers
	10:00 AM
	11:30 AM
	1.5 hours

	2
	Review sprint progress
	Daily stand-up and sprint review
	12:00 PM
	12:30 PM
	0.5 hour

	3
	Update requirement traceability
	Mapping features to requirements
	2:00 PM
	3:00 PM
	1 hour



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

	1
	Review test cases
	Meeting with QA team to validate coverage
	10:00 AM
	11:00 AM
	1 hour

	2
	Defect triage
	Analyze and prioritize reported issues
	11:30 AM
	1:00 PM
	1.5 hours

	3
	Update test documentation
	Documenting test outcomes and feedback
	2:00 PM
	3:00 PM
	1 hour



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

	1
	Coordinate UAT sessions
	Schedule and facilitate UAT with stakeholders
	10:00 AM
	11:30 AM
	1.5 hours

	2
	Collect UAT feedback
	Document feedback from farmers and committee
	12:00 PM
	1:00 PM
	1 hour

	3
	Finalize UAT report
	Summarize findings and share with PM
	2:00 PM
	3:00 PM
	1 hour



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

	1
	Prepare deployment checklist
	Review readiness with technical team
	10:00 AM
	11:00 AM
	1 hour

	2
	Coordinate go-live activities
	Align with stakeholders for launch
	11:30 AM
	1:00 PM
	1.5 hours

	3
	Post-deployment support
	Monitor initial usage and collect feedback
	2:00 PM
	3:30 PM
	1.5 hours
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