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Q1. Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)
A Business process is a collection of activities designed to produce a specific output for a particular customer or market. It implies a strong emphasis on how the work is done within an organization, in contrast to a product's focus on what. A process is thus a specific ordering of work activities across time and place, with a beginning, an end, and clearly defined inputs and outputs: a structure for action.
A business process: 
· Has a Goal 
· Has specific inputs 
· Has specific outputs 
· Uses resources 
· Has a number of activities that are performed in some order    
· Creates value of some kind for the customer. The customer may be internal or external.
Business Process Model For– Online Agriculture Product Store
1. Business Goal:
To digitally connect farmers with agriculture product manufacturers (fertilizers, seeds, pesticides) and enable easy, direct, and affordable procurement through a user-friendly web/mobile platform.
2. Inputs:
· Product data - Details of products (fertilizers, seeds, pesticides) from manufacturers
· Farmer Registration Data - Farmer profiles, location, preferences
· Vendor/Company Onboarding - Company registration, product catalog, price, and certifications
· Online Payment – Payment Gateways
· Logistics Information - Delivery partner data, shipping zones, time estimates
· Internet Connectivity - Mobile/web access for remote farmers
3.Resources:
· Human Resources - Java developers, testers, BA, PM, testers, support staff
· Technical Infrastructure - Cloud servers, APIs, database, payment gateway
· Software Tools - Java, Spring Boot, MySQL
· External Partners - Agricultural manufacturers, logistics companies ( delivery services, payment sevices )
4. Business Activities:
· Requirement Gathering - collect information on challenges from farmers (Peter, Kevin, Ben)
· Platform Development - Build an online web/mobile application that is user-friendly and accessible
· Farmer Onboarding - Farmers register and create accounts via mobile or web app
· Vendor/Manufacturer Onboarding - Product companies register, list products with details and pricing
· Product Browsing & Filtering - Farmers browse/filter products by category, price, brand, and location
· Order Placement - Farmers add products to cart and place orders
· Payment Processing - Payment via online gateways
· Order Fulfillment - Vendor confirms, packs, and ships product to farmer’s location
· Delivery Tracking - Farmers receive delivery updates and ETA
· Feedback & Rating - Farmers provide product feedback, enabling quality improvements
· Reporting & Analytics (Admin) - Admins can track sales, usage, and farmer engagement
· Communication Facilitation - Enable direct communication between farmers and companies for queries or bulk purchases.
5. Outputs:
· A fully functional online store for agriculture products
· Real-time availability of agricultural inputs for farmers
· Direct communication between farmers and manufacturers
6. Value Created:
· Improved Access: Easy access to quality agricultural products.
· Time and Cost Savings: Eliminates the need to travel to distant towns or markets.
· Product Availability: Solves the problem of fertilizer, seed, and pesticide shortages.
· Informed Decisions: Ratings, reviews, and details help farmers make better choices.
· Transparent Pricing: Farmers can compare product prices easily.
· Direct Communication: Builds trust and better understanding between farmers and suppliers.
· Digital Empowerment: Introduces farmers to technology, promoting digital inclusion leading to farmer digital empowerment.

Q2. 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 is an acronym for Strengths, Weaknesses, Opportunities and Threats. It is a model used to understand influencing factors and how they may affect an initiative. Strengths and Weaknesses are factors internal to the organization, organizational unit, or solution, while Opportunities and Threats are external factors.
· Strengths: Anything that the assessed group does well. May include experienced personnel, effective processes, IT systems, customer relationships, or any other internal factor that leads to success. 
· Weaknesses: Those things that the assessed group does poorly or not at all. Weaknesses are also internal. 
· Opportunities: External factors that the assessed group may be able to take advantage of. May include new markets, new technology, changes in the competitive marketplace, or other forces. Opportunities exist beyond the scope of control of the assessed group; the choice is whether or not to take advantage of one when it is identified. 
· Threats: External factors that can negatively affect the assessed group. They may include factors such as the entrance into the market of a new competitor, economic downturns, or other forces. Threats are also outside of the group's control.
SWOT Analysis – Agriculture Product Store (Online Platform for Farmers)
Strengths – 
· Project is supported under CSR, ensuring sustained funding and goodwill.
· Experienced team from APT IT SOLUTIONS including developers, testers, admins, and BA.
· Established Delivery Leadership- Mr. Karthik (Delivery Head) has strong industry connections.
· Reasonable Budget and Timeline
· Unique Domain Expansion- Entry into agri-tech domain can diversify the company’s portfolio
Weakness –
· No Prior Experience in Agri-Tech or Rural Applications - The company might lack domain expertise in agriculture-related business processes and challenges.
· As CSR Project the focus is more on social return than commercial benefit = Low/No Profit Margin
· Incomplete Core Team- No in-house UX/UI or product designers explicitly listed — a critical need for user-friendly rural apps.
· Logistics & Delivery Out of Scope- Project success depends partially on physical delivery to remote areas, but this is likely outside the tech company's control or expertise.
Opportunities – 
· Portfolio & Brand Enhancement - First successful agri-tech CSR project can open doors to other public sector or government initiatives.
· Future Business from SOONY or Agriculture Sector 
· If the platform is successful, it could be offered to other regions or states
· Possibility of partnering with government or NGOs for future funding, expansion, or support.
Threats – 
· Other agritech startups or government initiatives may already serve this market. Need to differentiate via ease of use, reach, or quality.
· Poor roads, weather, or local logistics could disrupt supply making timely delivery to remote areas difficult leading to dependency to make the project successful.
· Farmers may resist shifting from traditional purchase methods.
· Distrust in digital payments or platforms due to past frauds.
· Risk of data breaches or misuse, especially with sensitive farmer data and payments.
· Bugs or crashes in the app can cause frustration and loss of trust.
· Dependence on manufacturers and transport may lead to stock or delivery issues.


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.

A feasibility study is a preliminary analysis to determine if a proposed project or business idea is viable, practical, and likely to succeed within some constraints like Technology, Budget and Time.
It involves thoroughly assessing various aspects, including technical, financial and operational.
The goal is to provide objective information to help the company make an informed "go" or "no-go" decision on whether to proceed or abandon the project. 
Feasibility Study Points – Java-based Online Agriculture Product Store:
Java is highly suitable for developing scalable and secure applications (web & mobile)
Java is robust and widely used in enterprise-level applications, making it a strong choice for scaling as users increase.
Hardware Requirements: 
· For Development Team: - laptops / desktops with
                                        – Core i5/i7 processor 
                                        – 8-16 GB RAM 
                                        – SSD storage for better performance
                                        – Stable internet connection


· For Server Requirements: - 64 Core CPU
                                          – 8 GB+ RAM server
                                          – Google Cloud
Software Requirements:
· Development Tools:    - Windows/MacOS/Linux ( operating system) 
                                    - IntelliJ IDEA or Eclipse (Java IDE)
                                    - MySQL Workbench or DBeaver (database management)
                                    - Git (version control) 
                                    - Postman (API testing) 
                                    - Android Studio (if mobile app) 
                                    - Cross tool (for iOS)

-  Server Environment: - Apache Tomcat ( Application server )
                                     - Java 11+ Runtime
                                     - Spring Boot ( server environment)

Human Resources: 
Recommended Team:
· 1 Project Manager - (Mr. Vandanam)
· 2 Java Developers (Backend) - (Juhi, Teyson, Lucie, Tucker, Bravo)
· 1 Android Developer (Mobile App)
· 1 UI/UX Designer
· 1 QA Tester - (Jason, Alekya)
· 1 DevOps/Cloud Engineer (optional for deployment)
· 1 Network Admin: (Mike)
· 1 DB Admin: (John)
· 1 BA: (ME)
    Assessment Points:
· Are developers well-versed in Spring Boot and REST APIs?
· Do testers have experience in testing e-commerce or marketplace applications?
· Is the team familiar with secure payment integration and data privacy protocols?
· Is UI/UX designer available? (If not, may need to hire or outsource)
· Is there training needed for scalability, mobile responsiveness, or DevOps?

  Budget Considerations (₹2 Crores) :
    Need to allocate budget to the following –
· Resource Salaries (18 months)
· Hardware & Infrastructure
· Software Licenses/Cloud Services
· Testing & QA
· Training/Workshops (if needed)
· Contingency (10%)
· A margin should be kept for unforeseen risks like extended timelines or additional integrations.


Time Frame (18 Months):
· Requirement Gathering –                             2 months
· Requirement Analysis-                                 1 month
· Designing-                                                    2 months
· Development-                                               6 months
· Testing & QA-                                               2 months
· UAT (User Acceptance Test) –                     1 month
· Deployment & Training –                              1 month
· Buffer ( for rework / delays) –                       3 months
Total - 18 months
Conclusion: Is it Feasible?
Yes — using Java is technically and operationally feasible for this project:
· Technologically strong for backend and mobile / wed  application development.
· Resources (human and technical) are already almost available at APT IT Solutions with trained JAVA developers and Hardware and Software needed for JAVA based Application development with little improvements and additions required. And may need to hire some .
· Budget is moderate for an MVP.
· Timeframe is realistic for a working prototype/store.

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

GAP ANALYSIS-  A comparison of the current state and desired future state of an organization in order to identify differences that need to be addressed. GAP analysis is a process typically performed by Business Analysts and Project Managers. The delta or difference between the current process and the future prospects in known as GAP. GAP Analysis revolves around Where are we? Where do we want to be?
GAP analysis provides a foundation for measuring investment of time, money and company or a line of business within a larger organization. Gap analysis is an assessment tool used to find the deviation or gap between what exists versus what is needed or desired; human resources required to achieve a particular outcome.
GAP Analysis:  for Online Agriculture Product Store:
	Process Area
	AS-IS (Current State)

	Product Availability
	Farmers face difficulty accessing quality fertilizers, seeds, and pesticides.

	Access to Suppliers
	Only local dealers are available; limited options and pricing control.

	Geographical Barriers
	Farmers in remote areas struggle to find nearby suppliers.

	Price Transparency
	No visibility on fair pricing; prone to middlemen markups.

	Product Information
	Farmers rely on word-of-mouth; lack of detailed product info.

	Communication with Companies
	No direct communication; all queries go through dealers.

	Order & Delivery Tracking
	No real tracking of order or delivery timelines.

	Time and Effort
	Farmers spend significant time visiting markets or waiting for products.

	Payment Methods
	Cash-based transactions dominate; risky and hard to trace.

	Support & Assistance
	No structured support for farmers if products are defective or delayed.

	Technology Usage
	Very limited use of digital tools in farming supply chain.

	Scalability & Replication
	Current system is manual and cannot scale.





Key Gaps Identified:
	Gap Area
	Explanation

	Market Access Gap
	Farmers lack access to broader markets and variety of suppliers.

	Information Gap
	Lack of reliable and detailed product information leads to poor purchase decisions.

	Logistics Gap
	No structured delivery or tracking system.

	Digital Inclusion Gap
	Farmers are not connected to digital commerce ecosystems.

	Efficiency Gap
	Manual buying process is time-consuming and inconsistent.

	Transparency Gap
	No price comparison or visibility into supplier credibility.

	Support Gap
	Absence of structured after-sales service or complaint mechanisms.

	Communication     
	There is no direct communication between the farmers  



Conclusion & Recommendation:
The GAP Analysis clearly demonstrates that the current system is outdated, inefficient, and unsupportive of modern agricultural needs.
The proposed TO-BE system using a Java-based online platform will:
· Increase accessibility
· Reduce cost and time
· Empower farmers digitally
· Enable long-term scalability and replicability
· Investing in this platform will bring tangible social impact and align with CSR goals of SOONY company.


Q.5 List down different risk factors that may be involved (BA Risks And process/Project Risks)

Risk Analysis:
 An uncertain event or condition which can have impact on either cost, time, scope or quality is called Risk. Risk Analysis is done to determine if the proposed project carries more risk than the organization's capacity to support.
Risk Identification:
 It is the process to identify the business, financial, technological and operational risks 
Risk Assessment: 
It is the process to identify the probability of occurrence of each identified risk. 
Risk response planning: 
This includes the planning that reduces the probability of occurrence of risk. the response planning helps in determining the conditions against which the required actions can be taken. It helps the organization to deal with risk.
 This planning includes: Acceptance, Transfer, Avoidance, Mitigation
Risk Avoidance:
 It is the process of not performing risk causing activities. Risk Avoidance is defined as being idle during the occurrence of risks and doing nothing to take advantage of the new opportunity. 
Risk Rating: 
Each identified risk is rated before moving it to rectification process. This process is called Risk ratings. The overall risk ratings are calculated in terms of cost, time, Quality of the solution. 

Risk factors:
Risk factors are internal or external conditions and events that have the potential to negatively impact a company's success, profits, or sustainability. 
Identifying these factors allows businesses to develop strategies for managing, mitigating, or avoiding them, which is crucial for informed decision-making and resilience. 
BA Risks- 
These are risks specific to the business analysis function and its ability to effectively gather and convey information. 
· Lack of Clear Requirements: Vague, incomplete, or changing requirements that hinder project scope and deliverables.
· Poor Stakeholder Engagement: Insufficient buy-in or alignment with key stakeholders, leading to misunderstandings or resistance.
· Inaccurate Documentation: Flawed or poorly documented business requirements, leading to implementation issues.
· Communication Breakdown: A failure to effectively communicate between business and technical teams.
Process/Project Risks:
These are risks that can jeopardize a project's success or disrupt ongoing business operations. 
· Technical Risks: Issues with software, hardware, or infrastructure that can delay or derail a project. 
· Financial Risks: Budget overruns, unexpected costs, or insufficient funding to complete a project. 
· Resource Risks: Lack of skilled personnel, or insufficient time and resources for the project. 
· Schedule Risks: Delays in tasks, missed deadlines, or unrealistic project timelines. 
· Market & External Risks: Changes in market conditions, new regulations, or economic instability. 
Risk Factors that could affect the success of this Agriculture Product Store project, 
with a focus on both Business Analyst (BA) Risks and Process/Project Risks are :
Business Analyst (BA) Risks:
· Requirement Misunderstanding: Misinterpretation of farmer or company needs due to communication gaps or lack of domain knowledge, leading to Incomplete or incorrect requirements. 
· Stakeholder Misalignment: Conflicting expectations between Mr. Henry, committee, and users (farmers, companies) leading to Scope creep or dissatisfaction.
· Incomplete Requirements: Failure to capture all necessary business rules or exceptions leading to rework and missed features.
· Low User Involvement: Farmers may not be available or able to articulate their needs clearly so the needs are not met.
· Non-functional Requirements Missing: Performance, security, scalability requirements not gathered or defined leading to poor system performance.
· Lack of Domain Expertise: Limited agriculture or rural tech domain knowledge by BA leading to missed opportunities or weak feature design.
· Language & Cultural Barriers: BA may struggle to gather requirements from rural, non-English speaking farmers leading to miscommunication and poor system design.

Process/Project Risks:
· Technology Risk: New or unfamiliar tools and integrations (payment gateways, mobile app frameworks) leading to technical challenges and delivery delays.
· Resource Availability: Key team members (developers, testers) may become unavailable or overloaded leading to missed deadlines, quality issues.
· Timeline Delays: Dependencies or poor estimation can lead to missed milestones leading to trust issues, stakeholder frustration.
· Integration Failures: Issues while integrating with 3rd-party APIs (payments, logistics, vendors) leading to non-functional or broken features.
· Testing Risks: Inadequate testing due to insufficient test cases, devices, or test data leading to bugs in production and reputational damage.
· Security & Privacy Risks: Poor handling of payment data or personal user info leading to data breaches, legal issues.
· Scope Creep: Continuous addition of new features from stakeholders leading to budget overrun, timeline delays.
· Budget Overrun: Costs may exceed the ₹2 Crore budget due to underestimated infrastructure, resources, or 3rd-party tools leading to  the project to halt or get reduced in scope.
· Adoption Challenges: Farmers may be slow or resistant to adopt the new system due to digital illiteracy or fear leading to low usage of the platform after launch.
· Vendor Participation Risk: Fertilizer/Seed companies may not participate actively or provide product data leading to limited products available on platform.

Mitigation Recommendations:
	Risk Type
	Mitigation Strategy

	BA Risks
	BA experienced in the domain, regular requirement workshops, use of prototypes, stakeholder sign-offs, field visits.

	Scope Risks
	Freeze scope after sign-off, maintain change log with approval mechanism.

	Technical Risks
	Use experienced developers, review architecture early.

	Adoption Risks
	Create training videos in local languages, field demos, and farmer champions.

	Budget Risks
	Maintain 10–15% contingency fund, track budget monthly.

	Security Risks
	 Follow guidelines, encrypt sensitive data.







Q6. Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers

 stakeholder analysis using a RACI matrix: It is a method to clarify roles and responsibilities for different tasks within a project by defining who is 
· -Responsible (The individual or team member who performs the work)
· Accountable (The single person who is answerable for the successful completion of the task and has the final approval.)
· Consulted (Individuals or roles who provide input or expert advice before a decision is made or a task is completed) and 
· Informed (Stakeholders who need to be kept up-to-date on the progress and completion of the task.). 
This tool provides a clear, visual overview of stakeholder engagement, promoting effective teamwork, reducing miscommunication, and ensuring the right people are involved in decision-making and task execution. Also known as a responsibility assignment matrix or chart. 
How it is used in Stakeholder Analysis:
· Identify Stakeholders: First, identify all relevant stakeholders for the project or a specific business process. 
· Define Activities/tasks: List the specific project activities, tasks, or requirements that need to be accomplished. 
· Assign Roles: Populate the matrix by assigning the appropriate RACI role (Responsible, Accountable, Consulted, Informed) to each stakeholder for each identified activity. 
· Visualize responsibilities: The resulting chart visually clarifies who does what, who approves, who is asked for opinions, and who needs to be kept in the loop. 
Stakeholder Analysis using RACI matrix for Online Agriculture Project Store Project:
Step 1: All Important Activities / Decisions in this Project
All important activities or decision areas relevant to this project are:
· Requirement gathering
· Requirements validation /sign off
· Scope finalization
· Budget approval
· Functional design specification
· Technical Feasibility Review
· Testing Scope Review (UAT Criteria)
· Go-live decision
· Stakeholder Communication & Reports 
Step 2: List of all Stakeholders
   All individuals or roles involved in this project:
Business Stakeholders:
· Business sponsor (e.g., Mr. Henry)
· Finance head (e.g., Mr. Pandu)
· Project coordinator (e.g., Mr. Dooku)
· End users (e.g., Farmers)
Project Stakeholders:
· Delivery Head (e.g., Mr. Karthik)
· Project Manager (Mr.Vandanam )
· Me (Business Analyst)
· Developers ( Ms.Juhi, Mr.Teyson, Mr.Tucker, Ms.Lucie, Mr.Bravo)
·  QA/ Tester (Mr.Jason , Ms. Alekhya )
· DB Admin (John)
· Network admin (Mr.Mike)
· 
Step 3: Building the RACI Matrix:
RACI Matrix (Stakeholder Analysis) for Online Agriculture Product Store Project:

	
Activity or Decision Area
	
Mr.
Henry
(sponsor)
	
Mr. Pandu (Finance Head)
	
Mr. 
Dooku (Coordinator)
	
Farmers (Peter, Kevin, Ben)
	
Mr. Karthik (Delivery Head)
	
Mr. Vandanam (Project Manager)
	
Me
(BA)
	
Dev/Test Team
	
Other IT Staff (Mike, John, QA)

	Business Requirements Gathering
	I
	I
	C
	C
	I
	C
	R/A
	I
	I

	Requirement Validation & Sign-off
	A
	C
	C
	C
	C
	C
	R
	I
	I

	Scope finalization / Change Requests
	A
	C
	C
	C
	C
	R
	C
	I
	I

	Budget Approval
	A/R
	R
	C
	-
	I
	I
	I
	I
	I

	Functional Design & Specifications
	C
	I
	I
	C
	C
	C
	R/A
	C
	C

	Technical Feasibility Review
	I
	I
	I
	-
	C
	C
	C
	R
	C

	Testing Scope Review (UAT Criteria)
	C
	I
	I
	C
	C
	A
	R
	C
	C

	Go-Live Readiness Review
	A
	C
	C
	C
	R
	C
	C
	C
	C

	Stakeholder Communication & Reports
	I
	I
	I
	I
	C
	R
	R/A
	I
	I




R- Responsible, A- Accountable , C- Consulted , I- Informed

Step 4 : Final Output: Stakeholder Categorization into Decision Makers and Influencers:
From this Matrix :
Decision makers are:
Mr. Henry – Project Sponser (client)
Mr. Pandu- Financial Head (client )
Mr .Karthik- Delivery Head, 
Mr. Vandanam – Project manager
Influencers are:
Mr. Dooku- Project Coordinator (Client), 
Farmers ( Peter, Kevin, Ben )
Me (BA)  
Ms.Juhi – Sr.Java Developer
Mr.Mike- Network Admin
Mr.John- Database Admin

Q7. Help Mr Karthik to prepare a business case document 

 A business case document is a formal proposal used to justify a new project or investment by demonstrating its value to an organization. It outlines the problem or opportunity the project addresses, the proposed solution,projected costs, expected benefits, and associated risks. 
The primary goal is to provide decision-makers with enough information to evaluate the project and determine if it's a worthwhile investment, ultimately leading to its approval or rejection. 
Business case is prepared by Sr BAs, Solution Architects, Business Architects and Sr. Business Managers. 
Business Case will have following information 
· 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(return on investment)? 
· How to identify stakeholders?

Business Case Document for Online Agriculture Product store Project:
Project Name: Online Agriculture Product Store
Prepared By: Mr. Karthik (Delivery Head, APT IT Solutions)
Date: [26-09-2025]
Submitted To: Mr. Henry, SOONY Company


1. Executive Summary
The agriculture sector in rural regions faces several supply chain issues, especially in obtaining fertilizers, seeds, and pesticides. Farmers like Peter, Kevin, and Ben have expressed challenges in accessing quality agricultural products due to geographic isolation, lack of price transparency, and limited access to vendors.
This business case proposes the development of an Online Agriculture Product Store — a user-friendly web and mobile application that allows farmers to browse, compare, and order agriculture products directly from manufacturers. It aims to eliminate middlemen, reduce effort, and promote digital inclusion.
2. Business Objectives
· Facilitate easy procurement of fertilizers, seeds, and pesticides for remote area farmers.
· Provide a direct channel between farmers and manufacturing companies.
· Ensure competitive pricing, verified quality, and timely delivery.
· Empower farmers through digital technology and improve agricultural productivity.
· Contribute to the social responsibility goals (CSR) of SOONY Company.
3. Current Challenges (AS-IS Situation)
- Limited availability of quality seeds, fertilizers, and pesticides
- lack of product cost comparison and reduced transparency
- No product details, user reviews, or usage guidelines available
- Farmers must travel long distances to access dealers
4. Proposed Solution (TO-BE State)
Develop a Java-based online platform (web & mobile) that enables:
· verified vendors/manufacturers to list their products
· Farmers to login/registration with simple UI.
· Farmers to search product, compare, and review.
· Place order and delivery tracking.
· Digital payment gateway integration.
· Multi-language support for accessibility.
· Admin dashboards and analytics.
Budget Considerations (₹2 Crores) :
    Need to allocate budget to the following –
· Resource Salaries (18 months)
· Hardware & Infrastructure
· Software Licenses/Cloud Services
· Testing & QA
· Training/Workshops (if needed)
· Contingency (10%)
· A margin should be kept for unforeseen risks like extended timelines or additional integrations.
Time Frame (18 Months):
· Requirement Gathering –                             2 months
· Requirement Analysis-                                 1 month
· Designing-                                                    2 months
· Development-                                               6 months
· Testing & QA-                                               2 months
· UAT (User Acceptance Test) –                     1 month
· Deployment & Training –                              1 month
· Buffer ( for rework / delays) –                       3 months
Total - 18 months

7. Key Stakeholders:
Business Stakeholders:
· Business sponsor (e.g., Mr. Henry)
· Finance head (e.g., Mr. Pandu)
· Project coordinator (e.g., Mr. Dooku)
· End users/ Requirement source (e.g., Farmers)
Project Stakeholders:
· Delivery Head (e.g., Mr. Karthik)
· Project Manager (Mr.Vandanam )
· Me (Business Analyst)

8. SWOT Analysis Summary:
	Strengths
	Weaknesses

	Strong development team
	Low digital literacy among farmers

	Direct market access
	Rural network/internet challenges

	Backing from SOONY's CSR
	Potential resistance to change




	Opportunities
	Threats

	Expand to other states/sectors
	Market competition

	Partnerships with agri companies
	Less usage of the application after launch due to resistance from farmers.



9. Key Risks & Mitigation
	Risk
	Mitigation Strategy

	Low adoption by farmers
	Mobile training, language support, local demos

	Budget overrun
	monitor budget monthly

	Internet/infrastructure issues
	Offline sync features, local storage options

	Feature creep
	Clear scope management and stakeholder sign-offs



10. Expected Benefits
· Improved accessibility to agri-products for remote farmers.
· Cost savings by removing middlemen.
· Transparency in pricing and product quality.
· Positive social impact aligned with SOONY’s CSR mission.

Q8. 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.

What is SDLC?
SDLC (Software Development Life Cycle) is the process that guides the development of software from initial concept to final deployment and maintenance. It is followed to design, develop, test, and deliver a software solution. It includes phases like:
· Requirement Gathering
· Design
· Development
· Testing
· Deployment
· Maintenance
The way these phases are executed depends on the development methodology selected.
SDLC Methodologies (4 Approaches) :
1. Sequential – (waterfall )
This methodology follows a rigid, linear approach where each phase of the software development lifecycle (SDLC) must be finished before the next can start. 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.

The common phases are: 
Requirements Gathering: All project requirements are documented upfront.
Design: The architecture and components are designed.
Implementation: The code is written and developed.
Testing: The software is thoroughly tested.
Deployment: The final product is delivered to the customer.
Maintenance: The software is kept running and updated.

Advantages:
· clear project scope
· predictable timelines
· efficient resource allocation for stable requirements
· strong documentation for easier maintenance.  
Disadvantages: 
· inflexibility to change, which can lead to outdated software if requirements evolve.
· limited stakeholder involvement after the initial phase
· potentially longer project durations. 

2. Iterative Model (RUP): 

In this model the system is developed in small parts (iterations). Each iteration builds upon the previous one, adding features and refining the product through design, coding, and testing phases, resulting in a working version. This approach allows for flexibility, early detection of errors, and the ability to adapt to changing requirements.
Suitable for large, complex projects where not all requirements are known upfront. 
Advantages: 
· Early Detection of Issues:
· Flexibility
· Faster Initial Delivery
· Customer Involvement
· Risk Reduction
Disadvantages:
· Resource intensive
· Architectural/design risk
· Potential to scope creep
· Not ideal for all projects
· Management overhead

3. Evolutionary – (Spiral) :  
Evolutionary methodology delivers software in iterative, incremental releases, blending the Iterative Model and Incremental Model. The project is first signed-off and then the functionalities are added.
 It's beneficial for projects with evolving requirements, offering flexibility, user feedback opportunities, and reduced risk of late changes. 
Suitable for projects like Product development, Scientific projects.
Advantages: 
· adaptability
· reduced error risk
· quicker delivery of core functionality
Disadvantages: 
· potential for a less stable final architecture if not managed well
· increased complexity in managing multiple versions

4.Agile Methodology (Scrum):
Agile is a set of principles and practices for iterative and incremental software development, emphasizing a people-centric and collaborative approach. 
A lightweight framework that delivers working software in short, time-boxed iterations called sprints (usually 2-4 weeks),
It divides a large project into smaller, manageable iterations (sprints) where teams plan, execute, and review work, allowing for frequent adjustments based on feedback.
It is less suited for projects requiring strict, upfront planning and heavy documentation or those with extremely complex dependencies.
Agile Manifesto 
Four main Values 
· Individuals and interactions over processes and tools 
· Working software over comprehensive documentation 
· Customer collaboration over contract negotiation 
· Responding to change over following a plan 
Twelve Principles of Agile Software 
1. Satisfy the customer through early and continuous delivery of valuable software. 
2. Welcome changing requirements, even late in development. Agile processes harness change for the customer's competitive advantage. 
3. Deliver working software frequently, from a couple of weeks to a couple of months, with preference to the shorter timescale. 
4. Business people and developers must work together daily throughout the project. 
5. Build projects around motivated individuals. Give them the environment and support they need, and trust them to get the job done. 
6. The most efficient and effective method of conveying information to and within a development team is face-to-face conversation. 
7. Working software is the primary measure of progress. 
8. Agile processes promote sustainable development. The sponsors, developers, and users should be able to maintain a constant pace indefinitely. 
9. Continuous attention to technical excellence and good design enhances agility. 
10. Simplicity--the art of maximizing the amount of work not done--is essential. 
11. The best architectures, requirements, and designs emerge from self-organizing teams. 
12. At regular intervals, the team reflects on how to become more effective, then tunes and adjusts its behavior accordingly.
Advantages:
· enhanced adaptability to changing requirements
· faster delivery of functional software
· high customer satisfaction
Disadvantages: 
· potential scope creep
· less predictable timelines and costs
· challenges with documentation and complex dependencies. 

Q9. They discussed models in SDLC like waterfall RUP Spiral and Scrum . You put forth your understanding on these models

My Understanding of SDLC Models:

1.Waterfall Model
This is the most common and classic of life cycle models, also referred to as a linear-sequential life cycle model. It is very simple to understand and use.
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.
A linear and sequential model where each phase (Requirements → Design → Development → Testing → Deployment) must be completed before the next begins.
The stages in a waterfall model are:
· Requirements gathering 
· Requirement analysis
· Design
· Development and coding
· Testing
· Process- Configuration Management ( change request handling )
· Deployment and Implementation
Key Features:
· Rigid and structured
· Clear documentation
· Minimal client involvement after requirements phase
Pros:
· Easy to manage
· Well-suited for fixed-scope projects
Cons:
· No room for change once development begins
· Late testing and feedback
·  Delayed value delivery

2.RUP (Rational Unified Process):
The Rational Unified Process (RUP) is an iterative software development process framework created by the Rational Software Corporation, which was acquired by IBM in February 2003.
It breaks the project into four phases: Inception, Elaboration, Construction, and Transition. It’s use-case driven, architecture-centric, and risk-focused.
RUP is based on a set of building blocks, or content elements, describing what is to be produced, the necessary skills required and the step-by-step explanation describing how specific development goals are to be achieved.
The main building blocks, or content elements, are the following: 
· Roles (who) - A Role defines a set of related skills, competencies and responsibilities. 
· Work Products (what) - A Work Product represents something resulting from a task, including all the documents and models produced while working through the process. 
· Tasks (how) - A Task describes a unit of work assigned to a Role that provides a meaningful result.
Within each iteration, the tasks are categorized into nine disciplines:
- Six "engineering disciplines"
-  Business Modeling 
- Requirements 
- Analysis and Design 
- Implementation 
- Test
- Deployment 
- Three supporting disciplines:
- Configuration and Change Management 
- Project Management 
- Environment 

Four Project Life Cycle Phases 

· Inception: agreement among the team and customer as to what will be built 
· Elaboration: agreement within the team as to the architecture and design needed to deliver the agreed system behavior 
· Construction: the iterative implementation of a fully functional system 
· Transition: delivery, defect correction, and tuning to ensure customer acceptance
Key Features:
· Strong focus on documentation and modeling
· Repeated iterations within each phase
· Supports change but with process rigor
Pros:
· Good risk mitigation strategy
· Balanced between structure and flexibility
· Scalable to large teams and projects
Cons:
· Heavy documentation
· Can be complex to manage
· Requires skilled team members

3.Spiral Model:
The spiral model gives more emphases placed on risk analysis. 
The spiral model has four phases: 
· Planning
· Risk Analysis
· Engineering 
· Evaluation
A software project repeatedly passes through these phases in iterations (called Spirals in this model). 
The baseline spiral, starting in the planning phase, requirements are gathered and risk is assessed. Each subsequent spirals builds on the baseline spiral. Requirements are gathered during the planning phase. 
In the risk analysis phase, а process is undertaken to identify risk and alternate solutions. A prototype is produced at the end of the risk analysis phase. 
Software is produced in the engineering phase, along with testing at the end of the phase. 
The evaluation phase allows the customer to evaluate the output of the project to date before the project continues to the next spiral. 
 Advantages:
· High amount of risk analysis. 
· Good for large and mission-critical projects. 
· Software is produced early in the software life cycle. 
Disadvantages:
· Can be a costly model to use. 
· Risk analysis requires highly specific expertise. 
· Project's success is highly dependent on the risk analysis phase. 
· Doesn't work well for smaller projects.
Key Features:
· Emphasis on risk analysis
· Iterative development with prototyping
· Each cycle increases the system maturity
4.Scrum (Agile Method)
Scrum is an iterative development methodology used to manage software projects.
A lightweight, agile framework that delivers working software in short, time-boxed iterations called sprints (usually 2-4 weeks), with daily standups, reviews, and retrospectives.
Scrum operates in iterative cycles called sprints. 
Sprint is the foundational iteration of the Scrum process, a fixed timebox (usually 1-4 weeks) where the Scrum team works to create a usable increment of the product. A new sprint begins immediately after the previous one ends.
Each sprint features four key events: 
· Sprint Planning - where the team defines the sprint goal and backlog; 
· Daily Scrum, a daily 15-minute meeting for updates and impediment identification; 
· Sprint Review - a demonstration of completed work to stakeholders for feedback;
· Sprint Retrospective, where the team reflects on the sprint and plans for improvements. 
These events are core to the Scrum process and occur within the Sprint timebox.  These events create a cycle of continuous improvement, where feedback from one sprint influences the next, ensuring ongoing adaptation and refinement of the product and process. 
In scrum-based projects, there isn't a specific project manager directing project team tasks; the team is self-directed, with co-located team members relying on communication over documentation for effective project delivery.
Key Features:
· Customer collaboration over contract negotiation
· Responding to change over following a plan
· Working software over comprehensive documentation
SCRUM can be implemented either at the beginning of the project or when you sense that project is falling behind schedule. This model exercises full Admin Power.
Roles:
· Product Owner: Prioritizes requirements
· Scrum Master: Facilitates the process
· Development Team: Builds the product
Pros:
· Fast feedback and adaptability
· Early and continuous delivery
· Strong stakeholder involvement
Cons:
· Requires active participation from stakeholders
· Less emphasis on upfront documentation
· Can lack predictability if not managed well



Q.10. 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?

As a Business Analyst, my role is to assess the nature of the project, its goals, stakeholders, risks, and constraints — then recommend the methodology that best supports successful delivery and stakeholder satisfaction.
In this case, there’s a conflict between Subject Matter Experts (SMEs) who prefer the V-Model and the Project Team who prefer the Waterfall Model and to evaluate which model is better suited for the Online Agriculture Product Store project we need to compare both the models.
Understanding the Models
Waterfall Model :
· It is Linear and sequential where each phase (Requirements → Design → Development → Testing → Deployment) must be completed before the next begins.
· Testing comes after development
· Minimal flexibility once development starts.
V-Model (Verification & Validation Model):
· Also sequential, but every development phase has a corresponding testing phase.
· Emphasizes early test planning and validation.
· Strong focus on quality assurance from the beginning.
Evaluation of the project:
	Factor
	Evaluation

	Project Type
	CSR project aiming for impact in rural agriculture. Requires adaptability and quality.

	User Base
	Non-technical farmers — need for a user-friendly, bug-free experience from Day 1.

	Requirements Clarity
	Partially known — committee has a vision, but features may evolve based on farmer feedback.

	SME Involvement
	High — they want early validation of business rules and domain accuracy.

	Timeline & Budget Constraints
	Fixed (18 months, ₹2 Cr) — needs strong planning and QA alignment.

	Team’s Technical View
	Waterfall may feel easier to manage for them — but offers less flexibility.




Waterfall vs V-Model – Comparison
	Aspect
	Waterfall
	V-Model

	Testing
	After development
	Parallel with development

	Error Detection
	Late
	Early

	Quality Focus
	Moderate
	High

	Flexibility
	Low
	Low (both are sequential)

	Best For
	Simple, static projects
	Projects needing high quality, compliance

	Fit for This Project
	Not ideal
	Recommended




As a Business Analyst:  I Choose the V-Model

Why V-Model is Better for This Project:
Early Testing & Validation- With SMEs involved, business rules can be validated early, reducing costly defects later.
Better for High-Quality Delivery- Farmers will rely on this app for essentials — quality matters. V-Model integrates QA from Day 1.
Structured Yet Risk-Managed- Still structured like Waterfall, so project team won’t feel lost but more resilient to issues.
Matches Project Needs- Predictable scope, fixed timeline, and need for a stable product which is ideal for V-Model.
Stronger Requirement Traceability- Every requirement has a mapped test case — good for CSR audit and reporting.
Conclusion: 
I recommend using the V-Model. It retains the structure the project team is comfortable with (like Waterfall), while integrating early testing, reducing risk, and improving quality — all essential for this CSR initiative targeting rural farmers.





 



