Stakeholders List
Mr. Henry’s Company (SOONY Company):
· Mr. Pandu – Financial Head
· Mr. Dooku – Project Coordinator
· Mr. Peter – Committee Member
· Mr. Kevin – Committee Member
· Mr. Ben – Committee Member
APT IT Solutions Company:
· Mr. Karthik – Delivery Head
· Mr. Vandanam – Project Manager
· Ms. Juhi – Senior Java Developer
· Mr. Teyson – Java Developer
· Ms. Lucie – Java Developer
· Mr. Tucker – Java Developer
· Mr. Bravo – Java Developer
· Mr. Jason – Tester
· Ms. Alekya – Tester 
· Mr. Mike – Network Admin
· Mr. John – DB Admin
· Mr. Samuel – Business Analyst


Decode the Case Study
· Project Idea: To develop an online store (application) to facilitate farmers to buy seeds, fertilizers, pesticides from anywhere through internet connectivity.
· Current Needs: To have a user-friendly application which is easy to use. Direct communication with the manufacturers. To search and buy different types of products through online.
· Overview of Project: It’s an eCommerce-based project. Allows different manufacturers to list their products and farmers will be able buy those products.
· Current Problem: Farmers in remote areas are struggling to procure necessary agricultural products


Online Agriculture Products Store
Question 1 - BPM: Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)
Answer:
A Business process is a collection of activities designed to produce a specific output for a particular customer. Business Process Model is a visual representation of an organization’s business processes or workflows
· Goal: To connect Farmers and Manufacturers through a user-friendly application.
· Inputs: User registrations (Farmers and Manufacturers), Product details (Fertilizers, Seeds, Pesticides, etc.,), Logistics info, Payment methods.
· Resources: IT Team (APT IT Solutions – Developers, Testers, and Support), Database Servers, Network infrastructure, Manufacturers, Logistics partners.
· Output: Availability of products, Orders, Delivery of Orders, Feedback
· Activities:
· User registration (Manufacturer and Farmers)
· Listing all available products
· Search the required products from the list and add it to cart
· Make the payment by different payment methods like, Debit/Credit card, UPI, Wallet, Online Banking, etc.,
· Track the delivery of the order and receive
· Value Created to the End Customer (Farmers): 
· Accessibility of variety of products (Pesticides, seeds, and fertilizers) in remote areas.
· They can choose from multiple manufacturers as per their choice (price and quality









Question 2 - SWOT: Mr Karthik is doing SWOT analysis before he accepts this project. What Aspects he Should consider as Strengths, as Weaknesses, as Opportunity and as Threats. 
Answer: 
SWOT Analysis is a strategic planning tool used to evaluate the internal strengths and weaknesses of a business or project, along with the external opportunities and threats it faces. 
	Strengths:
· Having a strong IT Team for development, testing, network and support.
· Having a good budget (INR. 2 Crores) and time (18 months)
· Having direct involvement of Stakeholders
	Weakness:
· As delivery is to remote areas, access and timeline will be challenging.
· Remote area farmers maybe illiterate and don’t have the experience on how to use applications. 

	Opportunities:
· Market expansion to remote areas.
· Later, this Application can also be used for other products as well.
· SOONY company and APT IT Solutions can start and expand agriculture business.
· Can be collaborate with Government Schemes. 
	Threat:
· Competition from other eCommerce and Agri-Tech companies.
· Based on the seasons, dependence on agricultural products may change
· Some farmers maybe slow to adapt the application.




Question 3 - Feasibility Study: Mr Karthik is trying to do feasibility study on doing this project in Technology (Java), Please help him with points (HW SW Trained Resources Budget Time frame) to consider in feasibility Study.
Answer:
· Hardware:
· Servers – Dedicated or cloud-based servers for Java web/Mobile application
· Storage – Adequate storage for product images, farmer profiles, transactions data, backup & disaster recovery system
· Network infrastructure
· Developme team’s workstations with JAVA IDE Support
· Software:
· Development Tools: Java Development kit (JDK 17 or latest), Integrated Development Environment (IDE) - IntelliJ IDEA, Eclipse, or NetBeans
· Frameworks & Libraries: Spring boot / Spring MVC for blackened, Angular/React/Vue for web; Kotlin/Java from android app
· Hibernate / JPA for database interaction
· Database: MySQL
· Testing Tools: JUnit, Selenium, Postman
· Other Software: Payment gateway Integration API’s, Logistics API Integrations for delivery tracking, multilanguage support
· Trained Resources:
· Project Manager (Mr. Vandanam – available)
· Business Analyst (Mr. Samuel – Available)
· Java Developers (already available: Ms. Juhi, Mr. Teyson, Ms. Lucie, Mr. Tucker, Mr. Bravo).
· Database Administrator (John – available).
· Network Administrator (Mr. Mike – available).
· Testers (Mr. Jason, Ms. Alekya – available).
· Budget: Allocated 2 Crores INR from CSR fund
· Development (Java-based application) - Rs. 45 Lakhs
· Infrastructure: server, storage, network -  Rs. 30 Lakhs
· Trained Resources – Rs. 70 Lakhs
· Maintenance & Support – 20 Lakhs
· Contingency (10–15% of total budget) - Rs. 3 Lakhs
· Time Frame: 18months as per agreement
· Requirements Gathering & Analysis – 1.5 months
· Design – 2 months
· Development – 8 months
· Testing – 3 months
· Deployment – 1 month
· Farmer Training & Support Rollout – 2.5 months.

Question 4 - Gap Analysis: Mr Karthik must submit Gap Analysis to Mr Henry to convince to initiate this project. What points (compare AS-IS existing process with TO-BE future Process) to showcase in the GAP Analysis.
Answer: 
Gap Analysis is a business assessment technique used to compare the current state (AS-IS) of a process or system with the desired future state (TO-BE).
Purpose of Gap Analysis:
· Identify shortcomings in the current process.
· Highlight the benefits of moving to the new (future) process.
· Provide a clear justification for change or investment.
· Help stakeholders understand the value of the project.

	Process Area
	AS-IS (Current State)
	TO-BE (Future process)

	Product Availability
	Farmers buy seeds, fertilizers, pesticides only from nearby shops; limited variety	
	Farmers can browse multiple brands & products from various manufacturers online	

	Procurement Time
	Farmers travel long distances to purchase products, which may take days	
	Order online anytime, get home delivery

	Communication
	Farmers rely on middlemen or shopkeepers for product details
	Direct communication between farmers & manufacturers via the platform

	Pricing
	Prices vary by location and middlemen; no standardization
	Transparent, uniform pricing visible to all farmers

	User Convenience
	Manual buying process, requires physical travel	
	Manual buying process, requires physical travel

	Inventory Tracking
	Farmers are unaware of product stock levels until visiting the store
	Real-time stock updates on the app

	Payment Method
	Only cash transactions in local shops
	Multiple payment options: UPI, net banking, COD	

	Delivery
	Farmers arrange transport themselves	
	Integrated delivery service to the farmer’s location

	Market Reach
	Manufacturers rely on distributors & middlemen
	Manufacturers can sell directly to farmers nationwide



Question 5 - Risk Analysis: List down different risk factors that may be involved (BA Risks And process/Project Risks)
Answer:
Risk Analysis is the process of identifying, assessing, and prioritizing potential risks that could affect the success of a project, business operation, or decision — and then determining ways to manage or mitigate them.
· BA Risks:
· Incomplete Requirements Gathering
· Lack of Domain knowledge
· Communication gaps
· Scope Creep
· Language Barrier
· Internal Risks:
· Resources availability
· Skill Gaps
· Technical issues & downtime
· Infrastructure failure
· External Risks:
· Regulatory changes
· Competition from other Online agriculture product store
· Logistics challenges
· Poor Internet connection issues
· Product availability and price
· Project Risks:
· Budget Overruns
· Timeline management
· Integration issues
· Data security & privacy

Question 6 – Stakeholder Analysis (RACI Matrix): Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers
Answer: A RACI matrix is a simple project management tool that shows who is responsible for what in a project, where RACI stands for,
R: Responsible; A: Accountable; C: Consulted; I: Informed
	RACI
	Name of Team Member
	Designation

	Responsible
	Mr. Karthik
	Delivery Head

	
	Mr. Dooku
	Project Coordinator

	
	Ms. Juhi & Team
	Senior Java Developer

	
	Mr. Jason
Ms. Alekya
	Testers

	Accountable
	Mr. Henry
	Sponsor

	
	Mr. Pandu
	Financial Head

	
	Mr. Vandanam
	Project Manager

	
	Mr. Samuel
	Business Analyst

	
Consulted
	Mr Mike
	Network Admin

	
	Mr. John
	DB Admin

	Informed
	Mr. Henry
	Sponsor

	
	Mr. Dooku
	Project Coordinator

	
	Mr. Peter, 
Mr. Kevin, 
Mr. Ben
	Stakeholders for sharing requirements






Question 7 - Business Case Document: Help Mr Karthik to prepare a business case document

Answer:

1. Why is this project initiated?
· The project is initiated to solve farmers access problems of agricultural products by establish an user friendly Online Sales Platform (Web/Mobile application) to facilitate farmers to buy seeds, pesticides, and fertilizers from anywhere through internet connectivity. 
2. What are the current problems?
· Farmers face inconsistent local availability, lack of trustworthy product sources. 
· Higher costs through intermediaries, and time-consuming procurement,
· Manufacturers lack a channel to reach dispersed smallholders efficiently, resulting in demand-supply disconnects
· Limited transparency across the purchasing journey.
3. With this project, how many problems could be solved?
· The project can solve multiple issues simultaneously by enabling 
· Direct listings from manufacturers, standardized product information,
· Online ordering and payments, 
· Delivery to remote locations, 
· Post-purchase support
4. what are the resources required?
· Trained Resources: 
· Project Manager (Mr. Vandanam) 
· Business Analyst (Mr. Samuel)  
· Java Developers (Ms. Juhi, Mr. Teyson, Ms. Lucie, Mr. Tucker, Mr. Bravo). 
· Database Administrator (Mr. John).  
· Network Administrator (Mr. Mike).  
· Testers (Mr. Jason, Ms. Alekya)
· Hardware:
· Servers – Dedicated or cloud-based servers for Java web/Mobile application
· Storage – Adequate storage for product images, farmer profiles, transactions data, backup & disaster recovery system
· Network infrastructure
· Developme team’s workstations with JAVA IDE Support
· Software:
· Development Tools: Java Development kit (JDK 17 or latest), Integrated Development Environment (IDE) - IntelliJ IDEA, Eclipse, or NetBeans
· Frameworks & Libraries: Spring boot / Spring MVC for blackened, Angular/React/Vue for web; Kotlin/Java for android app
· Hibernate / JPA for database interaction
· Database: MySQL
· Testing Tools: JUnit, Selenium, Postman
· Other Software: Payment gateway Integration API’s, Logistics API Integrations for delivery tracking, multilanguage support
· Budget: INR 2 Crores.
· Time frame: 18 Months (78 weeks)
5. How much organizational change is required to adapt this technology?
· The company may need new processes for online customer support, managing product listings, and handling orders and deliveries.
· Farmers and manufacturers will need some training to use the new platform.
· Team members may need to learn some new ways of working.
6. What is the timeframe to recover ROI?
· The project is planned to take 18 months to launch.
· ROI depends on how quickly users join and start buying/selling, but with good adoption, returns could start coming within 12-18 months after launch
7. How to identify stakeholders?
· Stakeholders will be identified through:
· Organizational hierarchy mapping
· Interviews and discussions
· Project RACI Analysis
· From this project
· Stakeholders for requirements gathering – Mr. Peter, Mr. Kevin and Mr. Ben
· Decision Makers: Mr. Henry (Owner), Mr. Pandu (Finance Head)
· Responsible: Mr. Dooku (Project Coordinator), Mr. Karthik (Delivery Head), Mr. Vandanam (Project Manager) 
· Execution Team: Developers, Admins, Testers, BA


Question 8 - Four SDLC Methodologies: The Committee of Mr. Henry , Mr Pandu , and Mr Dooku and Mr Karthik are having a discussion on project Development Approach.
Mr Karthik explained to Mr. Henry about SDLC. And four methodologies like Sequential Iterative Evolutionary and Agile. Please share your thoughts and clarity on Methodologies

SDLC Methodologies:
1. Sequential: The entire project is delivered at the end of the complete duration. Each phase is completed step by step in a fixed order. And it’s hard to make changes once a phase is done.
2. Iterative: Project is delivered in modules with some frequency. Build a basic version of the system, then improve it in repeated cycles until it meets the final goal. Best for projects where requirements are partly known but will get clearer over time.
3. Evolutionary: The project framework is signed off first and then functionalities are added. Develop the system in small functional chunks that are delivered and improved over time based on feedback.
4. Agile: It is continuous delivery of executable software from 2 weeks to 2 months. Agile methodology builds software in small, regular cycles, getting frequent feedback from stakeholders and quickly adapting to changes.


Question 9 – Waterfall, RUP, Spiral and Scrum Models: They discussed models in SDLC like waterfall RUP Spiral and Scrum . You put forth your understanding on these models.

1. Waterfall Model: The Waterfall model is a linear and straightforward approach to software development. Work moves through clear steps: first gathering requirements, then designing, coding, testing, and finally, deploying. Each phase needs to be fully finished before the next begins, making it hard to go back and make changes.
2. V-Model: An extension of Waterfall model where each development phase has a matching testing phase. V-Model looks like the letter “V.” For every development step on the left (like requirements or design), there is a matching testing step on the right.
3. RUP (Rational Unified Process): RUP divides the project into four phases: Inception (planning), Elaboration (detailed design), Construction (building the product), and Transition (deployment). Each phase involves repeating cycles of planning, designing, building, and testing parts of the system. RUP is flexible and supports changes as the project moves forward.
4. Spiral Model: The Spiral model combines the idea of building software in rounds (iterations) with a constant focus on managing risks. Each round includes planning, risk analysis, building, and evaluating. After each spiral, the project gets closer to the final system. This model is useful for large and high-risk projects.
5. Scrum: Scrum is an Agile approach which work in short sprints (1–4 weeks), deliver usable parts of the product, get feedback, and adapt. Best for projects with fast changing requirements and need for quick delivery. Scrum is highly flexible and handles changes well, focusing on teamwork, transparency, and regular delivery.


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

	Waterfall Model
	V-Model

	A linear, step-by-step software development process.
	An extended Waterfall with each phase paired with a testing/validation phase

	Simple, well-understood, low-change projects
	Projects needing higher quality, critical systems, early testing

	Testing happens only after development is complete.
	Testing is planned parallel to each development stage.

	Errors found late in the cycle (during testing).
	Errors can be found early because test plans are prepared in each stage.

	Hard to go back to previous phases
	Also difficult to go back, but better focus on validation

	Lower cost in planning, but higher cost later if defects are found late in testing, because fixing them after development is expensive.
	Slightly higher initial cost (due to planning and preparing tests early), but lower overall cost because defects are caught early, avoiding expensive rework.

	Overall project costs can increase if major issues are discovered late in the process.
	Can lower the risk of costly errors late in the project, keeping total costs more predictable.

	Less customer involvement
	More customer involvement




Question 11 - Justify your choice: As a BA, state your reason for choosing one model for this project.

Answer:
As a Business Analyst I choose V-Model for this project. The best reason to choose the V-Model over the Waterfall Model for this project is because V-Model ensures that testing is planned and aligned with every phase of development, allowing for early detection and correction of errors or misunderstandings in requirements.

Because this project involves many different stakeholders (farmers, manufacturers, financial heads, technical teams) and a strong need for reliable, high-quality delivery for users who may not be tech-savvy, the V-Model’s focus on validation at every stage helps ensure the final product meets all requirements. 
Why this fits our project:
· The project involves clear requirements from the start.
· Quality and first-time-right delivery are important for client trust.
· We have experienced testers who can prepare test cases alongside developers.
· Early defect detection will save time and budget in the long run.

This reduces the risk of major failures or expensive rework discovered too late, making the project safer and more efficient given its budget and timeline constraints.




Question 12 – Gantt Chart:
The Committee of Mr. Henry, Mr Pandu, and Mr Dooku discussed with Mr Karthik and finalised on the V Model approach (RG, RA, Design, D1, T1, D2, T2, D3, T3, D4, T4 and UAT) 

Mr Vandanam is mapped as a PM to this project. He studies this Project and Prepares a Gantt chart with V Model (RG, RA, Design, D1, T1, D2, T2, D3, T3, D4, T4 and UAT) as development process and the Resources are PM, BA, Java Developers, testers, DB Admin, NW Admin.
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Question 13 – Fixed Bid Vs Billing: Explain the difference between Fixed Bid and Billing projects
Answer:

· Fixed Bid Projects: A fixed-bid project is a contract where a vendor agrees to deliver a clearly defined scope of work for a single, pre-agreed lump-sum price, with payment tied to final delivery rather than actual hours spent. Best for projects with clear, stable and well-documented requirements where changes are unlikely
· Billing Projects: A Billing Project (also called a Time & Material (T&M) Project) is a project where the client is billed based on the actual time spent and resources used during the work, rather than a fixed total price. Best for projects where requirements are unclear, likely to change, or need ongoing adjustments.




Question 14 – Preparer Timesheets of a BA in various stages of SDLC:

Answer:

· Design Timesheet of a BA

	Design Phase

	S No
	Task
	Actionable Item
	Start Time
	End Time
	Duration

	1
	Requirements Clarification Meeting
	Discuss BRD/FRD with design team to ensure design meets business needs
	09:00 AM
	10:00 AM
	1 hr

	2
	Reviewing Wireframes / UI Mock-ups
	Validate that proposed screens match user requirements
	10:00AM
	11:00AM
	1 hr

	3
	Updating BRD/FRD for Design Changes
	Document changes requested during design review meetings
	11:00AM
	12:00PM
	1 hr

	4
	Creating Use Case Diagrams / Process Flows
	Build or refine process flows to guide design implementation
	01:00PM
	02:30PM
	1.5 hrs

	5
	Cross-Functional Team Review
	Meet with developers, testers, and PM to finalize design feasibility
	02:30PM
	03:30PM
	1 hr

	6
	Preparing Design Approval Presentation
	Compile key design points for stakeholder sign-off
	03:30PM
	04:30	PM
	1 hr

	7
	Email / Documentation Updates
	Share updated documents and meeting notes with the project team
	04:30	PM
	05:30	PM
	1 hr



· Development Timesheet of a BA:

	Development Phase

	S No
	Task
	Actionable Item
	Start Time
	End Time
	Duration

	1
	Sprint Planning / Development Kick-off
	Align dev team on requirements, clarify stories
	09:00	AM
	09:45AM
	0.75 hr

	2
	Clarifying Requirements
	Answer developer queries, give examples
	9:45 AM
	10:45AM
	1 hr

	3
	Reviewing Development Progress
	Check alignment with BRD/FRD
	10:45AM
	11:30AM
	0.75 hr

	4
	Updating Requirements
	Capture new business rules or changes during dev
	12:30PM
	1:30 PM
	1 hr

	5
	Internal Review Meeting
	Review progress with PM and dev lead
	1:30 PM
	2:30 PM
	1 hr

	6
	Documentation Updates
	Update traceability matrix, dev notes
	2:30 PM
	3:30 PM
	1 hr

	7
	Daily Status Update
	Email progress, blockers to stakeholders
	3:30 PM
	4:00 PM
	0.5 hr

	8
	Ad-hoc Queries Resolution
	Resolve pending clarifications from developers
	4:00 PM
	5:00 PM
	1 hr


· Testing Timesheet of a BA:

	Testing Phase

	S No
	Task
	Actionable Item
	Start Time
	End Time
	Duration

	1
	Test Case Review
	Validate test cases align with requirements
	9:00 AM
	10:00AM
	1 hr

	2
	Defect Triage Meeting
	Review defects with QA, dev, PM
	10:00AM
	11:00AM
	1 hr

	3
	Requirement Clarification for QA
	Answer tester questions
	11:00AM
	11:45AM
	0.75 hr

	4
	Change Request Documentation
	Log and update requirements if needed
	12:45PM
	1:30 PM
	0.75 hr

	5
	Retest / Regression Review
	Ensure fixed defects meet requirements
	1:30 PM
	2:30 PM
	1 hr

	6
	Test Summary Report Review
	Validate QA reports match acceptance criteria
	2:30 PM
	3:30 PM
	1 hr

	7
	Stakeholder Communication
	Send testing updates to business users
	3:30 PM
	4:00 PM
	0.5 hr

	8
	Ad-hoc Support
	Support QA team in clarifying workflows
	4:00 PM
	5:00 PM
	1 hr




· UAT Timesheet of a BA:

	UAT Phase

	S No
	Task
	Actionable Item
	Start Time
	End Time
	Duration

	1
	UAT Kick-off
	Explain UAT scope, test scripts to business users
	9:00 AM
	9:45 AM
	0.75 hr

	2
	Test Script Support
	Help users execute UAT test scripts
	9:45 AM
	10:45AM
	1 hr

	3
	Defect Logging Assistance
	Help log issues found during UAT
	10:45AM
	11:30AM
	0.75 hr

	4
	Clarifying Requirements
	Support users by clarifying features
	12:30PM
	1:30 PM
	1 hr

	5
	UAT Progress Review
	Check UAT completion rate
	1:30 PM
	2:30 PM
	1 hr

	6
	Sign-off Document Preparation
	Prepare UAT acceptance document
	2:30 PM
	3:30 PM
	1 hr

	7
	Stakeholder Update
	Send daily UAT status to PM and client
	3:30 PM
	4:00 pM
	0.5 hr

	8
	Final Review with Business Users
	Resolve last-minute queries
	4:00 PM
	5:00 PM
	1 hr




· Deployment n Implementation Timesheet of a BA:

	Deployment Phase

	S No
	Task
	Actionable Item
	Start Time
	End Time
	Duration

	1
	Go-live Preparation Meeting
	Confirm readiness with all teams
	9:00 AM
	9:45 AM
	0.75 hr

	2
	Reviewing Deployment Plan
	Check alignment with requirements
	9:45 AM
	10:30AM
	0.75 hr

	3
	Supporting Go-live Activities
	Assist PM & technical teams
	10:30 AM
	11:30AM
	1 hr

	4
	Post-Deployment Verification
	Validate if live system meets business needs
	12:30 PM
	1:30 PM
	1 hr

	5
	Training End Users
	Provide short training / Q&A
	1:30 PM
	2:30 PM
	1 hr

	6
	Issue Logging
	Document any issues post go-live
	2:30 PM
	3:30 PM
	1 hr

	7
	Sign-off Documentation
	Prepare final closure document
	3:30 PM
	4:30 PM
	1 hr

	8
	Handover to Support Team
	Transfer ownership to maintenance team
	4:30 PM
	5:00 PM
	0.5 hr



