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Online Agriculture Products Store
Mr. Henry, after being successful as a businessman and has become one of the wealthiest persons in the city. Now, Mr. Henry wants to help others to fulfil their dreams. One day, Mr. Henry went to meet his childhood friends Peter, Kevin and Ben. They live in a remote village and do farming. Mr. Henry asked his friends if they are facing any difficulties in their day-to-day work.
Peter told Mr. Henry that he is facing difficulties in procuring fertilizers which are very important for farm. Kevin said that he is also facing the same problem in-case of buying seeds for farming certain crops. Ben raised his concern on lack of pesticides which could help in greatly reducing pests in crops.
After listening to all his friends’ problems, Mr. Henry thought that this is a crucial problem faced not only by his friends but also by so many other farmers. So, Mr. Henry decided to make an online agriculture product store to facilitate remote area farmers to buy agriculture products. Through this Online Web /mobile Application , Farmers and companies(Fertilizers, seeds and pesticides manufacturing companies) can communicate directly with each other.
The main purpose to build this online store is to facilitate farmers to buy seeds, pesticides, and fertilizers from anywhere through internet connectivity. Since new users are involved, Application should be user friendly.

This new application should be able to accept the product (fertilizers, seeds, pesticides) details from the manufacturers and should be able to display them to the Farmers. Farmers will browse through these products and select the products what they need and request to buy them and deliver them to farmers location.

Mr. Henry has given this project through his Company SOONY. In SOONY Company, Mr Pandu is Financial Head and Mr Dooku is Project Coordinator. Mr. Henry , Mr Pandu , and Mr Dooku formed one Committee and gave this project to APT IT SOLUTIONS company for a Budget 2 Crores INR and 18 months Duration under CSR initiative. Peter,kevin and Ben are helping the committee and can be considered as stakeholders share requirements for the project.
Mr Karthik is the Delivery Head in APT IT SOLUTIONS company and he reached out to Mr Henry through his connects and Bagged this project. APT IT SOLUTIONS company have Talent pool Available for this Project. Mr Vandanam is project Manager, Ms. Juhi is Senior Java Developer, Mr Teyson, Ms Lucie, Mr Tucker, Mr Bravo are Java Developers. Network Admin is Mr Mike and DB. Admin is John. Mr Jason and Ms Alekya are the Tester. And you joined this team as a BA. 








Question 1 – BPM - 5 Marks
Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)
Answers:
Goal:
· Develop Online Agriculture Products Store (Web & Mobile Application): Build a comprehensive e-commerce platform that serves as the primary digital marketplace connecting farmers with agriculture product manufacturers, eliminating geographical barriers and intermediaries for purchasing fertilizers, seeds, and pesticides
· Enable Direct Market Access: Create a digital platform that connects remote farmers directly with agriculture product manufacturers. Solve Core Farmer Problems: Address specific challenges faced by farmers like Peter (fertilizer procurement), Kevin (seed availability), and Ben (pesticide access) through 24/7 online accessibility and home delivery anywhere through internet connectivity.
· Deliver Complete E-commerce Solution: Create an end-to-end platform with user management, product catalog, payment gateway, order tracking, and customer support within 18-month timeline and ₹2 Crores budget delivered at farmer’s doorstep.
Inputs:
· Business Requirements and Stakeholder Needs: Detailed requirements gathered from farmers (Peter, Kevin, Ben), manufacturers, and business stakeholders (Mr. Henry, Mr. Pandu, Mr. Dooku).
· Existing Business Process Documentation: Current state analysis of how farmers currently procure agriculture products, manufacturer distribution processes, payment methods, and supply chain workflows that need to be digitized and optimized.
· Domain Knowledge and Market Research: Agriculture industry insights, competitor analysis of existing e-commerce platforms, rural user behavior patterns, mobile/internet penetration in target areas, and regulatory guidelines for online agriculture product sales.
· Technical Infrastructure and Resources: Available technology stack, development team capacity (Java developers, testers, DB/Network admins), existing IT infrastructure at APT IT Solutions, and integration requirements with external systems (payment gateways, logistics partners).

Resources:
· Development team including Mr. Vandanam (Project Manager), Ms. Juhi (Senior Java Developer), Mr. Teyson, Ms. Lucie, Mr. Tucker, Mr. Bravo (Java Developers), Mr. Mike (Network Admin), John (DB Admin), Mr. Jason & Ms. Alekya (Testers), and Business Analyst.
· Manufacturing Company resources to check the availability of fertilizers, seeds and pesticidies, Internet connectivity, Transaction bank people third party payments (Gpay, Phonepe), Legal advisors for e-commerce website development(clause for pesticides and fertilizers)
· Translators, if village people don’t understand the website language an educated translator to explain how to order, and navigation and much more , Delivery resources to delivery the product in the rural area.
Output:
· Fully Functional Web & Mobile Application: Complete e-commerce platform with farmer and manufacturer portals, product catalog, shopping cart, payment processing, order management, delivery tracking, and admin dashboard - ready for production deployment.
· Platform for the manufacturing companies to list their product availability and product inventory, active transactions,delivery network.
· Active Documents, User manuals, training maintenance for the e-commerce platform, 
· Shipped products to the customers
· Completed order successfully

Activities:
· Design user-friendly web and mobile interfaces for farmers and manufacturers. Develop product catalog and shopping cart functionalities. 
· Integrate multiple payment gateway options and delivery tracking systems. Code user registration, login, and profile management features.
· Farmers should be able to search and browse the different products
· Manufacturing companies should be able to add the newly launched products
·  Bankers should be able to upload the maintenance time in the website If the websire is under maintenance, so that farmers will be aware.
· Once the farmer makes the order, they will be getting email/phone message to the registered account.
· Farmers to track the delivery. 
Value created to the end Customer
· User friendly website to the end user
· Easy online ordering and website accessible anywhere and anytime
· Increase in agriculture productivity and farming 
· Saving time and if there is deal going on the manufacturing companies it will be benefit fo the farmers
· Good quality of pesticides, seeds and fertilizers
· Farmers will get a good ROI after using website as they reduce time in traveling for sourcing the pesticides, fertilizers and seeds as they have one stop shop developed for them

Question 2 – SWOT - 5 Marks 
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 stands for Strength, Weakness, Opportunity and Threat. So, Now we can understand the swot analysis for Karthik in order to successfully launch the website.
	STRENGTHS
	WEAKNESSES

	Experienced Java development team (Ms. Juhi, Mr. Teyson, Ms. Lucie, etc.)
	Team has no prior agriculture domain experience

	Strong technical infrastructure support (Network Admin Mike, DB Admin John)
	Limited e-commerce platform development experience

	Dedicated testing team (Mr. Jason & Ms. Alekya) for quality assurance
	No existing mobile application development expertise

	Clear project sponsorship and stakeholder commitment
	Lack of rural market understanding and user behavior knowledge

	18-month timeline provides adequate development buffer
	No established vendor partnerships for payments/logistics

	Stakeholders have a clear project view
	Team unfamiliar with agricultural product regulations

	Needs for an e-commerce website development
	Possibility of products to be of out of stock so farmers have to wait  

	Clear future goal
	Possibility of inorganic products

	Less Competition as this will be first e-commerce website 
	Transaction failure from the third party connections and money deposit takes time to the farmer account

	
	If the project exceeds the time limit and couldn’t finish within the given budget




	OPPORTUNITIES
	THREATS

	Growing digital adoption in rural India (increasing smartphone penetration)
	Existing e-commerce giants (Amazon, Flipkart) entering the agriculture market

	Government push for Digital India and farmer digitization initiatives
	Poor internet connectivity in remote rural areas

	Potential for future expansion to other agriculture services (credit, advisory)
	Seasonal cash flow issues affecting farmer payment capabilities

	Partnership opportunities with agriculture manufacturers and cooperatives
	Complex logistics challenges for rural last-mile delivery

	Technology skills development opportunity for the team
	Regulatory changes in e-commerce or agriculture sector

	CSR impact can lead to more social impact projects
	Competition from local agriculture input dealers and cooperatives

	
	Farmer resistance to change from traditional procurement methods

	
	What if the stakeholder is uncertain about the requirements and what if the expected product is not available 

	
	Traveling to rural area is bit difficult

	
	Does the customer (farmers) prefer to buy online?


Question 3 – Feasibility study - 5 Marks
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. 
Yes, for this farming project we can transform our idea into technology. Currently we have enough money 2 cr and time 18 months. In this project we used JAVA technology Monitoring resources 
Hardware:
Internet Connectivity, Laptop with good RAM memory, Server Infrastructure ( AWS , Azure), Data base servers(SQL,MY SQL, Postgre sql) 
Software:
All the development software kits( Java kits required to develop the website). Need to determine if any third party components required to integrate the API like Network Operating System Protocol Suite - OSI Model TCP/IP Model
Trained Resources:
Mr.Karthik-delivery Head
Mr Pandu -Financial Head
Mr Dooku- Project Cordinator
Mr.Vandanam-Project Manager
Mr.Juhi-Senior Java Developer
Mr. Teyson, Ms.Lucie,Mr.Tucker,Mr.Bravo-Java Developer
Mr.Mike-N/W Admin
Mr.John-DB.Admin
Mr.Jason & Mr. Alekya-Tester
Mrs.Aswitha-BA
The above team is strong in Java, but they need e-commerce website training in order to develop the online application
Budget-2cr
Timeline-18 months
Question 4 – Gap Analysis - 5 Marks 
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
This gap analysis compares current farmer procurement processes with proposed digital solution to justify project initiation and demonstrate significant value creation opportunity.
	AS-IS (Current State)
	TO-BE (Future State)

	Farmers rely on local dealers' limited inventory
	500+ products from multiple manufacturers on single platform

	No price transparency, dependent on dealer margins
	Real-time competitive pricing with comparison features

	Physical visit to dealer, manual order recording
	24/7 online ordering with instant confirmation

	Cash-only transactions, no payment flexibility
	Multiple payment options (UPI, cards, COD, credit terms)

	Frequent stock-outs, no visibility into inventory
	Real-time inventory visibility and pre-booking options

	Travel 50-100 km to nearest agricultural input dealer
	Home delivery to doorstep across rural areas

	Limited shop hours (10 AM - 6 PM)
	24/7 platform availability

	Limited product knowledge from dealers
	Detailed product descriptions, usage guides, review

	Difficult access during monsoon/harvest seasons
	Consistent access regardless of weather conditions

	20-30% dealer markup on manufacturer price
	Direct manufacturer pricing with bulk discounts

	No visibility into stock levels
	Real-time inventory tracking and alerts



Other points:
Farmers should have some knowledge on technology
Payment gateway should be secure for transactions
Online portal should have 24/7 support
Question 5 – Risk Analysis - 10 Marks
List down different risk factors that may be involved (BA Risks And process/Project Risks) 
 Risk Analysis is study of uncertain event or condition which can have impact on either cost, time, scope or quality of project. Risk can be an event when can slow down the progress of the project or something cause a failure.
Now let’s Understand the BA risk:
· Incomplete requirements gathering due to language barriers with farmers
· Changing requirements due to evolving agriculture policies
· Poor Coordination with the stakeholders
· Improper understanding of the requirements
· Miscalculation on the timeline(Scope Creep)
· Key stakeholder unavailability during critical requirement phases
· Poor documentation quality leading to development rework
· Communication gaps between technical and business teams
Process Risks:
· Complex agricultural procurement workflows not fully understood
· Payment processing failures
· Poor internet connectivity affecting rural user experience
· Mobile app performance issues on low-end smartphones
· Data security breaches exposing farmer personal information
· Third-party service dependencies causing system downtime
Project Risks:
· Online stores for new agricultural products on the market.
· Challenge to develop agricultural e-commerce on all platforms such as Android, Apple, window and JAVA etc.
· Key team member attrition during critical project phases.
· Testing team unfamiliar with agriculture domain scenarios
· Budget overrun due to additional infrastructure requirements
· Scope Creep due to additional farmer feature requests
· Delay in manufacturer onboarding affecting go-live timeline
· Competitor launched same website before we launched the website
· Government policies changed and not letting the website to launch
· Natural disasters disrupting logistics and delivery services
· Poor user interface design leading to low farmer adoption
Question 6 – Stakeholder Analysis (RACI Matrix) - 8 Marks
Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers 
RACI Matrix (R-responsible, A-accountable, C-consulted and I informed)
Mr.Henry-Project Sponsor
Peter, Ben and Kevin-Stakeholder
Mr Pandu -Financial Head
Mr.Karthik-delivery Head
Mr Dooku- Project Cordinator
Mr.Vandanam-Project Manager
Mr.Juhi-Senior Java Developer
Mr. Teyson, Ms.Lucie,Mr.Tucker,Mr.Bravo-Java Developer
Mr.Mike-N/W Admin
Mr.John-DB.Admin
Mr.Jason & Mr. Alekya-Tester
Mrs.Aswitha-BA

	Stage
	Mr. Henry(Executive Sponsor)
	Mr. Pandu (Financial Head)
	Mr. Dooku (Project Coordinator)
	Mr. Karthik (Delivery Head)
	Peter/Kevin/Ben (Stakeholders)
	Mr. Vandanam (Project Manager)
	Development Team
	Testers
	BA

	Requirement Gathering
	
	
	C
	I
	C
	A
	
	
	R

	Requirement Analysis
	
	
	
	
	C
	A
	
	
	R

	Development
	
	
	
	A
	
	R
	R
	
	C

	Testing
	
	
	
	
	
	C
	I
	R
	

	Implementation
	
	
	
	A
	
	R
	R
	C
	

	UAT
	C
	
	C
	
	R
	A
	I
	R
	C

	Go-Live Approval
	A
	I
	
	
	
	R
	
	
	C



Mr.Mike should be informed about the Network infrastructure. Mr.Henry is Responsible for the Financial Budget, while Mr. Dooku will be coordinating with the entire project.
Question 7 – Business Case Document - 8 Marks
Help Mr Karthik to prepare a business case document 
Sr BAs, Solution Architects, Business Architects and Sr. Business Managers prepare the Business case Document.
Business Case Document:
	Project Name
	Online Agriculture Product Store

	Client 
	SOONY

	Project Sponsor
	Mr.Henry

	Project Manager
	Mr.Vandanam

	Timeline
	18 months

	Why is this project initiated?
	To help farmers get inputs (seeds, fertilizers, pesticides) directly from manufacturers through a web and mobile app. This supports SOONY’s CSR goal by reducing middlemen, lowering costs, and improving access and trust.

	What are the current problems?
	 Farmers have limited access to needed inputs. 
- Middlemen push up prices.
- Product information is unclear or missing. 
- Ordering and delivery are slow and inconvenient. 
- Farmers have low digital literacy, making adoption harder

	With this project how many problems could be solved?	
	Five main problems addressed: 
· Access
· Cost
· Information
· Ordering/delivery
· Direct farmer–manufacturer communication.

	What are the resources required?
	Mr.Henry-Project Sponsor
Peter, Ben and Kevin-Stakeholder
Mr Pandu -Financial Head
Mr.Karthik-delivery Head
Mr Dooku- Project Cordinator
Mr.Vandanam-Project Manager
Mr.Juhi-Senior Java Developer
Mr. Teyson, Ms.Lucie,Mr.Tucker,Mr.Bravo-Java Developer
Mr.Mike-N/W Admin
Mr.John-DB.Admin
Mr.Jason & Mr. Alekya-Tester
Mrs.Aswitha-BA

	How much organizational change is required to adopt this technology?
	· New digital processes for procurement and delivery.
· Training for farmers and staff.
· Clear roles/responsibilities and governance.
· Change in vendor management and data security practices.

	Time frame to recover ROI?
	· Expected payback in about 2–4 years depending on farmer adoption and partnerships. 
· Some CSR benefits and brand value show earlier, with financial returns improving as volume grows.

	How to identify stakeholders?
	· Executive Sponsor (Mr. Henry): Approve project and provide strategic direction
· Delivery Head (Mr. Karthik): Oversee project execution and manage stakeholders
· Project Manager (Mr. Vandanam): Coordinate with the technical team and ensure timely delivery
· Farmers: End-users who will benefit from the digital platform
· Manufacturers: Collaborate to onboard their products on the platform


Question 8 – Four SDLC Methodologies - 8 Marks
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
Here is the clarity on Methodologies:
Sequential – waterfall
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 to continue or discard the project. After the requirements are fully documented, the project proceeds to design, development, testing, and deployment. Each phase must be completed before moving to the next, making it a structured and predictable process
[bookmark: _TOC_250012]Iterative - 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.
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
This approach allows for feedback and improvements to be incorporated along the way, making it more flexible in managing changing requirements.
[bookmark: _TOC_250011]Evolutionary – Spiral
The spiral model gives more emphases placed on risk analysis. The spiraI model has four phases: Planning, Risk Analysis, Engineering and 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 spiral builds on the baseline spiral.
Requirements are gathered during the planning phase. In the risk analysis phase, a process is undertaken to identify risk and alternate solutions. A prototype is produced at the end of the risk analysis phase.

Agile-Scrum
Agile is a lightweight approach used when faster delivery is required.It often relies on less formal documentation; some say the code itself serves as documentation, though lightweight docs (user stories, acceptance criteria) are usually still created.
Agile does not inherently guarantee scalability and extendibility; you still need architecture planning for growth. The SDLC can be shortened by using seasoned developers who can deliver quickly in iterative cycles.

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

The project begins with initial requirement gathering, but the requirements are refined and prioritized throughout the development process. The project is divided into short, time-boxed sprints, with a strong emphasis on cross-functional teamwork and continuous improvement.
Question 9 – Waterfall RUP Spiral and Scrum Models – 8 Marks 
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? 

When the APT IT Solutions team got the project to develop the online agriculture platform, there was a difference of opinion between the subject matter experts (SMEs) and the project team regarding the best software development methodology to use. The SMEs were advocating for the V-model, while the project team was leaning more towards the Waterfall model.
Waterfall: The Waterfall model is a traditional, linear approach where the project moves sequentially through distinct phases, such as requirements gathering, design, development, testing, and deployment. This structured and predictable process ensures that each phase is completed before moving to the next. The project team felt that the Waterfall model would be a good fit for this project, as it provides a clear roadmap and allows for better planning and control.
On the other hand, the SMEs were pushing for the V-model, which is an extension of the Waterfall model. The V-model emphasizes the importance of thorough planning and testing, with a focus on verifying the system's requirements at every stage. This approach is particularly useful in projects with strict regulatory requirements or where quality is of utmost importance.
Iterative RUP (Rational Unified Process): It has a more flexible loop where you break the project into smaller parts, planning and improving as you go through repeated cycles. It emphasizes teamwork, clear docs, and early testing, so you catch issues before they get big. In our case, it could help us incorporate feedback from folks like Peter and Kevin (the farmers) along the way, but it might feel a bit heavy on planning for a team that's short on time
Evolutionary Spiral: This one is like taking a project for a spiral staircase—you start with a basic version, test it, learn from what works, and then add more layers in loops, always keeping an eye on risks. It's great for projects with uncertainties, like dealing with spotty internet in villages, because you can adjust as you go. For our app, it could ensure we build something reliable without wasting the 2 Crores INR budget, though it might extend the 18-month timeline if we keep looping back.
Scrum (part of Agile): This is all about speed and adaptability —you work in short bursts (sprints), get feedback fast, and tweak things on the fly. It's lightweight and focuses on delivering usable bits early, which keeps everyone involved and motivated. For our project, it could be perfect for gathering farmer input and making changes quickly, but it needs a committed team to handle the daily check-ins without getting overwhelmed.
When APT IT SOLUTIONS got this project, the SMEs (our Subject Matter Experts) are pushing for the V Model, while the project team is leaning toward Waterfall. From what I see, the SMEs like the V Model because it's like an enhanced version of Waterfall—it goes step by step but pairs each development phase with testing right from the start, so you verify requirements early and avoid major bugs later. That could be a game-changer for our app, especially since farmers in remote areas need something reliable that doesn't crash when they're ordering supplies.
· V-model needs clear, fixed requirements; changes are hard.
· Waterfall is predictable but slow to get feedback from farmers and manufacturers.
· This project needs fast learning, user input and flexibility.
As the BA, I would suggest to use Hybrid(V-model+Agile) to build in short cycles (2–4 weeks). Bring in farmers and manufacturers in demos at the end of each sprint. Documentation will remain lean and practical (user stories, acceptance criteria, and lightweight architecture notes) to maintain agility.
At the same time, for critical components such as payment processing, data security, and regulatory compliance, we will embed formal V-Model style verification gates within the Agile timeline. This ensures that while the majority of the project benefits from Agile’s flexibility and rapid iterations, high-risk and compliance-driven areas are validated through structured reviews and testing cycles before go-live.
Question 10 – Waterfall Vs V-Model - 5 Marks
Write down the differences between waterfall model and V model.
	Aspect
	Waterfall Model
	V-Model

	Approach
	Linear and sequential
	Iterative

	Phases / Mapping	
	Requirements → Design → Build → Test → Deploy → Maintain
	Left side: Requirements, System Design, Architecture Design, Module Design. Right side: Unit, Integration, System, Acceptance Testing

	Structure
	Rigid, with a clear beginning and end for each phase
	Flexible, with parallel development and testing activities

	Focus
	Emphasis on thorough documentation
	Focus on verification and validation

	Feedback Loops
	Limited feedback loops
	Incorporates feedback loops for early issue detection and resolution

	Suitability
	Best suited for well-defined requirements that are unlikely to change significantly
	Suitable for projects with strict requirements or a strong focus on quality assurance

	Development and Testing
	Development and testing activities are conducted in a sequential manner
	Development and testing activities are carried out in parallel

	Requirement Changes
	Limited flexibility to accommodate changes in requirements
	Allows for some flexibility in accommodating changes in requirements

	Risk Management
	Risks are identified and addressed at the end of each phase
	Risks are identified and addressed throughout the development process

	Project Visibility
	Lower visibility into the project progress until the final stages
	Higher visibility into the project progress due to the iterative nature


Question 11 – Justify your choice - 3 Marks 
As a BA, state your reason for choosing one model for this project 
As a Business Analyst, I would recommend using a Hybrid delivery approach for the Online Agriculture Products Store project.
The agricultural domain is changing rapidly, and farmers like Peter, Ben, and Kevin may not know all their needs upfront. That’s why it’s important to stay flexible. By using Agile practices, we can work in short 2–4 week sprints, deliver small but useful features quickly, and hold regular demos with farmers and manufacturers. This way, they get to see progress early, share feedback, and we can adjust the product as their needs evolve—whether it’s ordering seeds, fertilizers, or tracking deliveries.
At the same time, not every part of this project can be left open to change. Critical areas like payment systems, data security, and regulatory compliance need stricter control. Here, we can lean on V-Model practices by putting formal checkpoints, documentation, and validation steps in place. This ensures that sensitive features are developed with care and meet all quality and compliance requirements before they go live. 
Eg:
During Sprint 2, the team delivered the feature that lets farmers browse seeds and fertilizers and add them to a cart. When Peter tested it in the demo, he suggested adding a price comparison option so farmers could see costs from different manufacturers before ordering. In a pure V-Model setup, this would be difficult because requirements are frozen once documentation is completed—adding a new feature would mean raising a formal change request, which could delay the project and even threaten the 18-month timeline. In a purely Agile setup, the Product Owner could simply add the request to the backlog, prioritize it, and deliver it in the next sprint. This is fast and user-friendly, but it risks missing performance or compliance checks. In the Hybrid approach, however, we get the best of both worlds: the request is added to the backlog like in Agile, but since it touches on sensitive areas like pricing transparency, it also goes through a formal V-Model checkpoint for review and documentation updates. Once validated, the feature can be developed in the following sprint and demonstrated back to the farmers, keeping the project flexible but also safe and reliable.
Question 12 – Gantt Chart - 5 Marks
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. 
Tasks: Req Gathering, Req Analysis, design, D1,T1,D2,T2,D3,T3,D4,T4 and UAT
Owners: PM,BA, Developers, Testers , DB, Admin 

	Phase
	Start Month
	End Month
	Duration
	Key Activities
	Resources Allocated
	Dependencies
	Notes

	Requirement Gathering (RG)
	Sep 2025
	Sep 2025
	1 month
	Gather inputs from stakeholders (e.g., Peter and Kevin), identify user needs, and document requirements.
	BA (lead), PM, Java Developers (support)
	None (project start)
	Focus on CSR alignment; include buffer for rural feedback delays to address lack of agriculture experience.

	Requirement Analysis (RA)
	Oct 2025
	Oct 2025
	1 month
	Analyze requirements, prioritize features, create user stories, and identify potential risks.
	BA (lead), PM
	RG complete
	Address team experience gaps early; ensure alignment with budget by refining scope.

	Design
	Nov 2025
	Dec 2025
	2 months
	Develop workflows, wireframes, and app interfaces (e.g., for farmers' product access).
	BA, PM, Java Developers, DB Admin
	RA complete
	Collaborate with DB Admin for data structures; plan for web development training if needed.

	Agile Sprints for Development & Testing (D1–T4)
	Jan 2026
	Dec 2026
	12 months
	Iterative development (D1-D4: build features like e-commerce integrations) and testing (T1-T4: unit, integration, and system tests), incorporating Agile reviews and feedback loops.
	Java Developers (lead), Testers, BA, DB Admin, NW Admin
	Design complete
	Incorporate Agile flexibility for risks like rural connectivity; monitor budget and timeline closely.

	User Acceptance Testing (UAT)
	Jan 2027
	Feb 2027
	2 months
	Conduct user testing with stakeholders, gather feedback, verify the app meets needs, and prepare for launch.
	BA (lead), Testers, PM, all resources as needed
	Agile Sprints complete
	Final sign-off phase; ensure CSR goals are met and account for any last-minute adjustments within the 18-month timeline.



Gantt Chart
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Question 13 – Fixed Bid Vs Billing - 5 Marks 
Explain the difference between Fixed Bid and Billing projects 
	Aspect
	Fixed Bid Projects
	Time and Materials (T&M) Projects

	Cost Structure
	Fixed total price agreed at the start.
	Billed based on actual hours and materials used.

	Scope Flexibility
	Limited changes require formal amendments, which can result in delays or increased costs.
	High flexibility; scope can evolve easily, making it adaptable to new requirements.

	Risk Distribution
	More risk on the vendor (us) to complete on time and budget; less on the client.
	More risk on the client, as costs can escalate if the project takes longer than expected.

	Best For
	Well-defined projects with minimal changes, 
	Projects with uncertainties or iterations, such as incorporating ongoing farmer input for our app.

	Budget Control
	Easier to predict and control, fitting our 2 Crores INR limit.
	Harder to predict; requires close monitoring to stay within budget.

	Timeline Impact
	Strict deadlines to meet the fixed price; delays can eat into profits.
	More forgiving, but could extend timelines and costs if not managed well.



Question 14 – Preparer Timesheets of a BA in various stages of SDLC - 20 marks 
· 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
As a Business Analyst for the Online Agriculture Products Store project at APT IT SOLUTIONS, I am here to prepare timesheets are essential for tracking time spent on tasks, ensuring efficient resource allocation, and justifying the project's 2 Crores INR budget
Each timesheet below is a high-level example based on a standard workweek. As the BA, my activities would include gathering requirements, collaborating with the team, and ensuring alignment with project goals. I've assumed a weekly timesheet for a 40-hour workweek.
1. Design Timesheet of a BA
In the Design phase, I will be focusing mainly on requirements analysis, creating user stories, and designing workflows (e.g., app interfaces for farmers).
	Date
	Task/Activity
	Time Spent (Hours)
	Notes/Status

	Day 1 (e.g., Mon)
	Gather stakeholder requirements from Peter and Kevin.
	6
	Initial meeting completed; needs refinement.

	Day 2 (e.g., Tue)
	Develop user stories and wireframes for app features.
	7
	Collaborated with PM; pending design team feedback.

	Day 3 (e.g., Wed)
	Review and prioritize design elements.
	5
	Identified risks for remote user access.

	Day 4 (e.g., Thu)
	Finalize design documents.
	6
	Shared with developers; on track.

	Day 5 (e.g., Fri)
	Team review meeting and updates.
	4
	All set for next phase; total week: 35 hours (due to 5-hour buffer).


Total for Design Phase: 35 hours (e.g., over 1 week). This ensures thorough planning within the project's timeline.
2. Development Timesheet of a BA
During Development, I will provide clarifications on requirements, review progress, and facilitate communication between teams.
	Date
	Task/Activity
	Time Spent (Hours)
	Notes/Status

	Day 1 (e.g., Mon)
	Review development plans with Java Developers.
	5
	Clarified feature specs for the ordering system.

	Day 2 (e.g., Tue)
	Answer queries and update user stories.
	6
	Addressed changes from farmer feedback.

	Day 3 (e.g., Wed)
	Participate in daily stand-ups and progress checks.
	7
	Monitored integration with DB Admin.

	Day 4 (e.g., Thu)
	Document changes and ensure alignment with design.
	5
	No major issues; on schedule.

	Day 5 (e.g., Fri)
	Final review of mid-development deliverables.
	5
	Prepared report for PM; total week: 28 hours (focused on key tasks).


Total for Development Phase: 28 hours (e.g., over 1 week). This maintains minimal oversight while allowing developers to take the lead.
3. Testing Timesheet of a BA
In Testing, a BA defines test cases, verifies the coverage of requirements, and collaborates with testers to ensure the app meets user needs.
	Date
	Task/Activity
	Time Spent (Hours)
	Notes/Status

	Day 1 (e.g., Mon)
	Develop test cases based on requirements.
	6
	Focused on core features like login.

	Day 2 (e.g., Tue)
	Review test plans with testers.
	5
	Identified gaps in remote connectivity testing.

	Day 3 (e.g., Wed)
	Monitor initial testing rounds and log defects.
	6
	Collaborated on bug fixes; updated docs.

	Day 4 (e.g., Thu)
	Verify fixes and update requirements as needed.
	4
	All critical tests passed.

	Day 5 (e.g., Fri)
	Finalize testing report.
	4
	Ready for UAT; total week: 25 hours (streamlined for efficiency).


Total for Testing Phase: 25 hours (e.g., over 1 week). This emphasizes quality without overextending resources.
4. UAT Timesheet of a BA
For UAT, a BA coordinates with end-users (e.g., farmers), gathers feedback, and ensures the app aligns with real-world needs.
	Date
	Task/Activity
	Time Spent (Hours)
	Notes/Status

	Day 1 (e.g., Mon)
	Set up UAT sessions with stakeholders.
	5
	Scheduled demos for Peter and Kevin.

	Day 2 (e.g., Tue)
	Facilitate user testing and collect feedback.
	6
	Noted issues with app usability in villages.

	Day 3 (e.g., Wed)
	Analyze feedback and prioritize changes.
	5
	Updated requirements document.

	Day 4 (e.g., Thu)
	Review fixes with the team.
	4
	Minor adjustments approved.

	Day 5 (e.g., Fri)
	Prepare UAT summary report.
	4
	Sign-off obtained; total week: 24 hours (focused on user engagement).


Total for UAT Phase: 24 hours (e.g., over 1 week). This ensures user satisfaction while staying within the budget.
5. Deployment and Implementation Timesheet of a BA
In Deployment and Implementation, a BA oversees the rollout, provides training, and handles post-launch support.
	Date
	Task/Activity
	Time Spent (Hours)
	Notes/Status

	Day 1 (e.g., Mon)
	Prepare deployment plan and checklists.
	5
	Coordinated with NW Admin for server setup.

	Day 2 (e.g., Tue)
	Assist in implementation and go-live activities.
	6
	Monitored app launch; no downtime.

	Day 3 (e.g., Wed)
	Conduct user training sessions.
	5
	Trained stakeholders on app usage.

	Day 4 (e.g., Thu)
	Handle initial support queries.
	4
	Resolved minor issues quickly.

	Day 5 (e.g., Fri)
	Finalize implementation report and lessons learned.
	4
	Project closed successfully; total week: 24 hours (wrapped up efficiently).


Total for Deployment and Implementation Phase: 24 hours (e.g., over 1 week). This focuses on smooth transition and long-term success.
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