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 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 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.

Answer 3
A feasibility study is a comprehensive investigation into whether a proposed project or venture is practical, viable, and worth pursuing. It assesses not just whether an idea can be done—but whether it should be done.
A feasibility study is simply a way to check whether your idea can work—and if it’s worth doing—before you spend a lot of time, money, or effort.

· Technology- Java
· Hardware- Server, Reliable network, Power backup
· Software- Development framework, Database, Web server, Deployment and testing tools, Payment Gateway software.
· Trained Resources- Project Management team, Business Analyst, Development team, Database administrator, QA, Network administrator
· Budget- Development cost, Infrastructure Cost, Operational Cost.
· Time frame- Based on resources, Number of features.


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

Answer 4

Gap Analysis- 
A gap analysis is a strategic tool that helps organizations determine where they are now (current state) and where they want to be (desired state), then identifies the "gaps" between the two—and outlines steps to bridge them.
A gap analysis is a simple method to figure out:
1. Where things are right now (current state)
2. Where you want them to be (desired state)
3. What’s missing between the two — that’s the “gap” 

	Area
	AS‑IS (What exists now)
	TO‑BE (Future target state)

	Procurement Access
	Farmers struggle to find or source fertilizers, seeds, and pesticides in local markets.
	Farmers can browse and order required products online from manufacturers directly via the web/mobile app.

	Supply Chain
	Limited, informal link between farmers and suppliers; inconsistent availability.
	Scheduled deliveries across remote regions, inventory tracking, order fulfilment and shipping integration.

	Communication Channel
	Farmers rely on word-of-mouth or physical meetings to connect with suppliers.
	In-app communication (chat, notifications) enables farmers and manufacturers to interact directly.

	User Experience
	Low digital literacy; poor access to complex systems; limited tech support in remote areas.
	Simple, intuitive UX with large buttons, multilingual help, tutorials, easy on boarding designed for farmers.

	Product Data Management
	No structured product listing/catalog ; farmers don't have access to product specs/availability.
	Manufacturers register product info including specs, price, images, availability; farmers view and compare.

	Pricing & Payments
	Price negotiation is done in-person; payments are cash-based and untracked.
	Transparent price listings, online checkout, digital payments, invoices and receipts generated automatically.

	Customer Support
	No consistent support—governed by local contacts, hard to follow up.
	In-app support with ticketing, FAQs, helpdesk, and direct contact channels.




Question 5 – Risk Analysis - 10 Marks
List down different risk factors that may be involved (BA Risks And process/Project Risks)

Answer 5-
Internal Risks- These are risks that come from within your own team or organization. They’re things you can usually control or influence
· Team issues: Developer or tester leaves mid-project, causing delays.
· Process breakdown: Miscommunication between BA and developers leads to missing features.
· Tech hiccups: Server crashes, database errors, out dated tools.
· Budgets overspend: Poor estimates or scope creep strains the 2 Cr INR.
· Schedule slippage: Tasks taking longer than planned.
External Risks- These are risks from outside the project. You can’t control these directly, but you need plans to handle them. 
· Internet/connectivity: Poor rural network slows or blocks farmers’ access.
· Regulatory changes: New government rules on agrochemicals or online payments.
· Supply chain issues: Delivery partners fail due to remote location or weather.
· Natural events: Floods/droughts that disrupt farming cycles and demand.
· Economic shifts: Sudden inflation or price hikes in seeds, fertilizers, pesticides.
BA Risks- These risks are uncertainties tied to understanding and documenting requirements—things that the BA, must manage.
· Misinterpreting requirements: Misunderstanding what farmers or manufacturers actually need, which could result in a system that doesn’t fit their requirements.
· Incomplete requirements: Not gathering all necessary info early, leading to missed features later.
· Domain- Lack of domain knowledge.
· Scope creep: Unplanned additions that weren’t signed off.
· Communication breakdown: Failing to convey important changes or clarifications to the development team in time.
· Requirements change: Change in requirements mid-project without proper change control.
Project Risks- These risks encompass issues related to execution, delivery, cost, schedule, and operations -typically managed by Delivery Head or the project manager.
· Scope creep: Features or enhancements beyond original plan are added, affecting time and cost
· Schedule slip: Delays in development, testing, or deployment affecting the 18-month timeline. 
· Budget overruns: Unexpected costs push total beyond ₹2 Cr. 
· Technical failures: Issues with payment gateway, database, or server downtime.
· Integration challenges: Problems connecting logistics, payment, or manufacturer systems.
· Security/data breaches: Risk of sensitive data leaks or hacks.
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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


Answer 6-
A RACI matrix (also called a Responsibility Assignment Matrix or RAM) is a simple tool used in project management to clarify who does what on each task or deliverable. It helps teams avoid confusion and overlap. 
"RACI" Stand For-
· R – Responsible
The person(s) who actually do the work or execute the task.
· A – Accountable
The one individual who is ultimately answerable and approves the task. Only one person should be accountable for each task.
· C – Consulted
Those who provide input or expertise before the task is done (two-way communication).
· I – Informed
Stakeholders who need to be kept updated on progress or outcomes (one-way communication).

 Responsible (R): You as BA drive requirements gathering, design, and user training. The Devs build the application. Admin handles infrastructure. Testers own testing and support.
 Accountable (A): The PM (Vandanam) ensures tasks are done; Karthik is accountable for final go-live; Henry approves high-level deliverables. PM & Delivery Head share accountability for deployment and operational tasks.
 Consulted (C): Committee members, farmers & manufacturers (user input) provide feedback throughout.
 Informed (I): Stakeholders like Henry, admins, devs, and users are updated on progress.

	Task / Deliverable
	Henry
	Committee
	Karthik
	Vandanam
	BA
	Devs
	Admin
	Testers
	Users

	1. Requirements Gathering
	I
	C
	I
	A
	R
	I
	I
	I
	C

	
	
	
	
	
	
	
	
	
	

	2. Solution Design & Architecture
	C
	C
	I
	A
	R
	C
	C
	I
	I

	
	
	
	
	
	
	
	
	
	

	3. UI/UX & Prototype (farmer-friendly interface)
	I
	C
	I
	A
	C
	R
	I
	I
	C

	
	
	
	
	
	
	
	
	
	

	4. Development (catalog, ordering, payments)
	I
	I
	I
	A
	C
	R
	C
	I
	I

	
	
	
	
	
	
	
	
	
	

	5. Infrastructure Setup (network & DB)
	I
	I
	I
	A
	I
	C
	R
	I
	I

	
	
	
	
	
	
	
	
	
	

	6. Testing (functional, usability, performance)
	I
	I
	I
	A
	C
	C
	I
	R
	C

	
	
	
	
	
	
	
	
	
	

	7. User Training & Onboarding
	C
	I
	I
	A
	R
	C
	I
	C
	I

	
	
	
	
	
	
	
	
	
	

	8. Go‑Live / Deployment
	I
	I
	A
	A
	C
	C
	R
	C
	I

	
	
	
	
	
	
	
	
	
	



Question 7 – Business Case Document - 8 Marks
Help Mr Karthik to prepare a business case document
Answer 7

A Business Case document is a formal written record that justifies the need for a project or initiative. It explains why the project should be undertaken, outlines the problems it will solve, the benefits it will bring, the resources required, the cost involved, and the expected outcome.
1 Project Description
The Online Agriculture Product Store is a web/mobile-based platform to enable farmers, especially from remote areas, to purchase essential agriculture products like fertilizers, seeds, and pesticides-directly from manufacturers. It bridges the gap between farmers and suppliers, ensuing timely access to quality products with transparency, convenience and affordability.
2. Purpose of the Project
To resolve the difficulties faced by farmers like Peter, Kevin, and Ben, and to digitally empower rural agricultural communities by:
· Eliminating middlemen
· Reducing cost and time
· Improving crop productivity through timely access to essential inputs

3. Current Problems (AS-IS)

·  Limited Access -Farmers travel long distances to buy agricultural products
· High Costs -Involvement of middlemen increases price


4. Solution

· Product catalog (fertilizers, seeds, pesticides)
· Secure ordering, payment gateway
· Farmer/manufacturer dashboards
· Real-time Tracking-Transparency in delivery and status
· Farmer Support Training, tutorials, and helpdesk included. 

5. Resources Required

Human Resources
·  Developers, Testers, BA, Network & DB Admin (APT IT Solutions Team)
· Project Manager Mr Vandanam
· BA You (Business Analyst)

Technical Resources
· Java, Spring Boot
· MySQL, C

6 Budgets 

· Total Budget: 22 Cr (CSR-funded by SOONY)
· Cost Components
· Development & Testing
· Infrastructure & Licenses

7. Timeline

Total Duration: 18 Months
 

