              Capstone Project 1

Case Study

Mr.Henry decided to support farmers by addressing the challenges they face on daily basis. To assist them he planned to launch an online agricultural product store that would enable farmers to conveniently purchase agriculture products.

The project is scheduled to be completed within 18 months and has a budget of Rs. 2 Crore.

Mr. Henry assigned the project to his company, SOONY. The project team includes a Project Manager, Java Developers, Testers, DB Admin, NW Admin and BA.


1. Identify BPM (Business Process Model) for Online Agriculture Store
Goal - To bridge a gap between Farmers and Companies (seeds, fertilizers manufacturing companies)    
Inputs – Product details, Customer data, marketing
Resources – Software, Warehouse, Office space
Outputs – Sales revenue, Efficiency
Activities – Connect to Companies via internet to buy agriculture products, solving farmer’s issues 
Values – Farmer’s satisfaction, Farmers can communicate with Companies directly for products

2. SWOT
               SWOT analysis is an analytical framework that can help your company face its       challenges and find its new markets.

	Strengths

1. Streamline daily activities
2. 24/7 access to products
3. Convenient access to available products
	Weakness

1. Dependent on product manufacturing companies
2. Supply chain disbursement
3. Inventory management issues

	Opportunities

1. Expansion into new product categories
2. Expansion into market
3. To provide solution for farmers problems
	Threats

1. How to deliver products to rural part of country
2. Competition from other agriculture product store
3. The team may face challenges to ensure quality of products which can affect user trust
4. Increase in product price


                      


	








3. Feasibility Study
A Feasibility study is an assessment used to determine whether the project is practical and likely to succeed.    
Technology – Based on the database servers, payment gateway, security and API’s.
Programming Language – Java
Database Server – MySQL
Hardware – Laptop/Desktop, printer, scanner, phone, projector
Software – Java and other necessary applications, cloud storage, broadband connection
Payment gateway – Paypal
Resources – Java Developers, Business anayst, DB administrator, NW administrator, Testers
             Budget –  2 Crore
            Time frame – 18 months

4. Gap Analysis
Gap Analysis is the process of comparing the current state 
(AS-IS) of a system, process with the desired future state (TO-BE) to identify gaps- the difference needs to be addressed.
Current state:
Limited online product listings, no real time inventory
Manual orders via phone or whatsup
No tracking, delivery time not predictable
No digital marketing presence
Future state:
Catalog with real-time stock update
Fully automated online order system with cart, checkout
Integrated delivery tracking, estimate delivery time shown at checkout
Social media, email marketing and SMS campaigns


5. Prepare Risk Analysis? 
Internal Risks: 
Dependence on external vendors for product supply and inventory management
High operating expenses due to investments in technology and marketing
Technical issues and system downtime that can affect the customer experience 
External Risks:
Competition with other companies
Changes in government regulations and policies that affect e-commerce industry
BA Risks:
Incomplete requirements
Domain
Change in requirement
Project Risks:
Scope risks
Stakeholder risks









6.  Stakeholder Analysis (RACI Matrix)
Stakeholder analysis using RACI Matrix helps to identify the roles and responsibilities of stakeholders in a project.
	RACI
	Name
	Designation
	Details

	





Responsible
	Ms. Juhi
	Sr. Java Developer
	Juhi@gmail.com
Phone - 123456789

	
	Mr. Tayson
	Java Developers
	Tayson@gmail.com
Phone - 123744545

	
	Ms. Lucie
	Java Developers
	Lucie@gmail.com
Phone - 2589634

	
	Mr. Tucker
	Java Deveopers
	Tucker@gmail.com
Phone - 789456121

	
	Mr. Jason
	Tester
	Jason@gmail.com
Phone - 123456151

	
	Ms. Alekya
	Tester
	alekya@gmail.com
Phone - 121212454

	
	Mr. Dooku
	Project Coordinator
	dooku@gmail.com
Phone - 741258712

	
Accountable
	Mr. Vandanam
	Project Manager
	vandanam@gmail.com
Phone – 456789123

	
	Mr. David
	Business Analyst
	david@gmail.com
Phone - 456825915

	

Consulted
	Mr. Aditya
	HR Head
	Aditya@gmail.com
Phone -12358967

	
	Mr. Mike
	Network Admin
	Mike@gmail.com
Phone - 41258963

	
	Mr. John
	DB Admin
	john@gmail.com
Phone - 897456321

	

Informed
	Mr. Henry
	Sponsor
	Henry@gmail.com
Phone - 45612878

	
	Mr. Pandu
	Financial Head
	pandu@gmail.com
Phone - 752136948

	
	Mr. karthik
	Project Head
	karthik@gmail.com
Phone - 125863645





              
7. Prepare a business case document
Why is this project initiated?
To digitalized sales and distribution of agricultural products.
To expand customer base including farmers in remote areas.

What are the current problems?
Orders are handled manually via phone or whatsup.
Payments are limited to cash on delivery
No real time inventory or product visibility.

With this project how many problems get solved?
Automated order placement and inventory updates.
Multiple digital payment options available.
Delivery tracking enabled for customers.

          What are the resources required?
            Technology, Budget, Training, Marketing.
           How much organizational change required to adopt this technology?
 Training required for new system changes.
Staff must be shift from manual to digital processes.
Change management and onboarding sessions will be needed for smooth transition.
             How to identify stakeholders?
Decision makers – Sponsor
System users – Sales, Inventory teams
System supporter – IT support, customer service.

8. SDLC Methodologies
Sequential – Waterfall model
Flow of this model is linear, step by step (Requirement-Design-Implementation-Testing- Deployment-Maintenance)
It is best for small projects with well-defined requirements
Simple, structured and easy to manage
In this model we cannot go to previous phase so late issue tracking 

Iterative – RUP
Repeats development cycles (iterations), with feedback and refinement
Best for large projects where requirements evolve
Easier to manage risk and changes 
This model requires user involvement

Evolutionary – Spiral

It is best for large, complex and high risk projects
Advantage of spiral is Strong risk managements and abatable
This model is Expensive, complex and it needs expertise to handle



Agile – Scrum
Flow  - Iterative and incremental with sprints and daily standups
It is a dynamic, fast changing project
Highly flexible, user feedback driven, fast delivery
Needs high collaboration and skilled team 

9. SDLC Models
Waterfall – It is a traditional model. Waterfall model works well for smaller projects where requirements are very well understood.it is very easy and simple to use.once each phase completed review will be done to decide whether to continue with the project or not.
V Model – V model means Verification and Validation model. Each phase must be completed before the next phase begins.Testing is planned in parallel with development. Each phase has clearly defined deliverables.
Spiral – It is a risk driven process model for software projects.it consists of four phases – Planning, Risk Anaysis, Engineering and Evolution. Requirements are gathered during planning phase.In risk analysis phase process is undertaken to identify risk and solutions. Finally software is produced in engineering phase. Along with the testing at the final stage.
RUP – Rational Unified Process
In RUP phase wise application is developed, hence we can track defects at early stages. This model has multiple phases which require more resources and more budgets. It also frames step by step explanation describing how goals are to be achieved.

10. Difference between Waterfall and V- Model
	Waterfall Model
	V Model

	Low Cost
	Expensive

	Testing activities starts at later stages
	Testing activities starts at the first stage

	Move in a linear way
	Move in parallel way

	Focus is on development first then testing
	Focus is on quality and validation at each stage



11. Which model best suited for this project?
Waterfall Model is suitable for this project
It is suitable for small projects where requirements are well understood
At the end of each phase a review takes place to determine if the project is running fine
It follows a structured approach with each phase having specific deliverables

12. Gantt Chart
A Gantt chart is a type of bar chart used in Project Management to usually represent a project schedule over time.
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	









13. Fixed Bid Vs Billing   

	Feature
	Fixed Bid
	Billing

	Cost
	Cost is predetermined, a fixed price is agreed upon before the project starts
	Cost is based on actual hours, clients are billed for the time and material used in project

	Scope
	Scope is clearly defined, works best when requirements and deliverables are well defined
	Scope is flexible, suitable for the projects where requirements might evolve during developement

	Risk
	Vendors bears most of the risk
	Shared between client and vendor

	Client Control
	Lower
	Higher

	Project type
	Well defined, short/medium term projects
	Long term, evolving requiremets
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14. Prepare Timesheets of BA in various stages of SDLC

Design Timesheet of BA					    
	Sr,No
	Task
	Activity
	Hours

	1
	Team Meeting
	Participate in design discussion
	2

	2
	Review HLD/LLD
	Review and validate design documents
	3

	3
	Process Map/ Use case flow
	Create process / workflow diagrams
	4

	4
	Design validation checklist
	Align with business rules
	2



Development Timesheet of BA
	Sr.No
	Task
	Activity
	Hours

	1
	Clarification Logs
	Clarify business logic for developers
	2

	2
	Review user stories
	Review user stories
	3

	3
	Update RTM
	Update traceability matrix
	2

	4
	Change request documentation
	Handle change requests
	2



Testing Timesheet of BA
	Sr.No
	Task
	Activity
	Hours

	1
	Feedback on test cases
	Review test cases
	3

	2
	Requirement clarification
	Support testers in understanding requirements
	2

	3
	Identify defects
	Participate in defect meeting
	2

	4
	Update RTM
	Update RTM with test outcome
	3



                       



UAT Timesheet of BA
	Sr.No
	Task
	Activity
	Hours

	1
	UAT test plan
	Prepare UAT plan and scenario
	3

	2
	UAT schedule
	Coordinate with users for testing
	2

	3
	UAT issue log
	Capture feedback and issues
	3

	4
	Resolution document
	Support in issue resolution
	3



Deployment and Implementation Timesheet of BA
	Sr.No
	Test
	Activity
	Hours

	1
	Deployment checklist
	Final sign –off and checklist review
	3

	2
	Go live communication email
	Communicate go live details to users
	2

	3
	Cutover plan updates
	Support cutover activities
	3

	4
	User feedback summary
	Post deployment monitoring and feedback
	2




               



    

       

