Decode the case study 
Project idea: To develop a website Online Agriculture Products Store. The application should be available in Website and Mobile application.
Current needs: Easy to navigate, have a contemporary look, and process payments quickly. 
Overview of the project: It's an e-Commerce-based project. There is a existing application present but the current project would like to take the inputs from the current one and work on the new one. 
Current problems: Decline of sales, Nonuser friendly, unable to handle the competition Know the team.
Question 1: Prepare business process model? 
Goal: To build a user-friendly online platform (Web + Mobile) where farmers can directly buy seeds, fertilizers, and pesticides from manufacturers, improving access and supply in remote areas.
Inputs: Product information from manufacturers (fertilizers, seeds, pesticides), Farmer requirements (types of products needed, delivery locations)
Resources: APT IT Solutions Team (Developers, Testers, Project Manager, BA)
Outputs: A fully functional online platform (web + mobile app) 
Activities: Requirement Gathering (from farmers and manufacturers), Farmer Registration and Order Module
Value: Easy and direct access to essential agricultural products, Time-saving and cost-effective buying process
Question 2: Please do the SWOT analysis on the project?
Strengths: Strong product recognition (Mr. Henry is committed, wealthy, and experienced in business), Reputation in the online application (Social goodwill and positive public image for Mr. Henry’s company) 
Weakness: Dependence on external vender (counterparts)
Rural farmers may not be familiar with mobile apps or online shopping
Inventory management issues 
Opportunities: Expansion into new product categories, Millions of farmers across India and other regions lack easy access to agri-products
Threats: Agriculture input sales might be subject to regulations and licenses
Changes in customer spending habits 
Question 3: What is the feasibility study? 
Technology: Based on the database servers, Payment gateways, Security and API's 
Hardware: Based on Storage, backup systems, Compatibility with smartphones, tablets, and desktops for web and mobile access
Software: Based on shopping cart software, content management system and payment gateway software, Responsive web frameworks (React, Angular, or Vue.js) for the web app
Resources: Project management team, Business analysts, Software developers, API development, and database interaction
Budget: Various costs involved such as Development costs, hardware costs, Cost of physical or cloud servers
Time frame: Requirement Analysis & Design: 3-4 months, Development Phase: 8-10 months, Testing & Bug Fixing: 2-3 months, Deployment & Training: 1-2 months
Question 4 – Gap Analysis
Current state: Farmers depend on local markets or middlemen with limited product availability and higher prices, Communication is indirect and inefficient through intermediaries, many farmers have low tech skills and may struggle with complex applications
Desired State: Farmers can directly order fertilizers, seeds, pesticides online from manufacturers anytime, anywhere, Direct communication channel within the platform for queries and negotiations, Easy-to-use interface tailored for low digital literacy users
Question 5 – Risk Analysis
Internal Risk: Low digital literacy, internet connectivity, and delivery challenges
External Risk: User-friendly design, connectivity optimization, strong logistics partnerships
BA Risk: Incomplete requirements, Lack of domine knowledge and change in requirements
Project based Risk: Regular risk review meetings and proactive mitigation by Project Manager and Team
Question 6 – Stakeholder Analysis (RACI Matrix)
	Project Activities
	Mr. Henry (Sponsor)
	Mr. Pandu (Finance Head)
	Mr. Dooku (Coordinator)
	Peter, Kevin, Ben (Farmers)
	BA 
	PM (Mr. Vandanam)
	Dev Team
	Testers
	APT Delivery Head (Mr. Karthik)

	Define Project Vision & CSR Goal
	A
	C
	C
	C
	I
	I
	I
	I
	R

	Budget Approval and Allocation
	C
	A
	C
	I
	I
	I
	I
	I
	I

	Requirements Gathering
	I
	I
	C
	C
	R
	A
	I
	I
	I

	Functional Specification (BRD, FSD, User Stories)
	I
	I
	C
	C
	R
	A
	C
	C
	I

	Development (Web/Mobile)
	I
	I
	I
	I
	C
	A
	R
	I
	C

	Testing Team
	I
	I
	I
	C 
	C
	A
	C
	R
	I

	Deployment team
	C
	I
	C
	I
	C
	A
	R
	C
	I

	Training & User Documentation
	I
	I
	C
	C
	R
	A
	C
	I
	I


R = Responsible: Does the work to complete the task
A = Accountable: Ultimately accountable
C = Consulted: Provides input based on user needs
I = Informed: Kept updated on progress 
Stakeholder analysis done by RACI matrix which is Responsible Accountable Consulted and Informed. Mr. Henry is the project Sponsor and accountable for final approvals, Mr. Pandu handles budget-related activities, Mr. Dooku coordinates between stakeholders, Farmers (Peter, Kevin, Ben) provide inputs and validate usability, APT IT Solutions Team executes design, development, testing, and deployment. Mr. Karthik leads delivery and deployment, BA lead requirements gathering, liaison, training, and reporting
Question 7 – Business Case Document
Project: Online Agriculture Products Store
Prepared by: Business Analyst
Summary: Mr. Henry, a successful businessman, seeks to empower rural farmers by addressing their difficulties in procuring fertilizers, seeds, and pesticides. The proposed solution is an online agriculture products store where farmers can directly purchase essential agricultural inputs from manufacturers via a user-friendly web and mobile platform. This project aims to enhance agricultural productivity, reduce dependency on intermediaries, and provide economic improvement to rural communities
Business Problem
Farmers in remote areas face significant challenges in procuring key agricultural inputs:
· Peter: Difficulty in accessing fertilizers
· Kevin: Difficulty in buying quality seeds
· Ben: Lack of availability of pesticides to reduce crop pests
These issues lead to reduced crop yield and income, impacting the livelihood of many farmers beyond just the immediate stakeholders
Opportunity
· Create a centralized, user-friendly online platform where manufacturers can list their products, and farmers can browse, select, and order required agricultural products easily
· Empower farmers through direct access, eliminating intermediaries and delays
· Improve agricultural productivity and economic conditions for farmers in remote areas
· Enhance CSR impact for Mr. Henry and SOONY Company by leveraging technology
Scope
In Scope:
· User registration and profile management for manufacturers and farmers
· Product catalog management by manufacturers
· Browsing and ordering system for farmers
· Secure payment gateway integration
· Delivery logistics coordination
· Support for web and mobile platforms
· Basic analytics dashboard for admin and stakeholders
Out of Scope:
· In-house delivery services (third-party logistics to be used)
· Crop advisory or farming education modules (future enhancement)
Stakeholders
· Sponsor: Mr. Henry
· Financial Head: Mr. Pandu
· Project Coordinator: Mr. Dooku
· Farmers: Peter, Kevin, Ben
· Delivery Head: Mr. Karthik
· Development Team: APT IT Solutions (Project Manager, Developers, Testers, Admins)
· Business Analyst
Costs and Budget
· Estimated Budget: ₹2 Crores INR
· Breakdown: Development, testing, infrastructure, training, contingency reserves.
Risks & Timeline
Low digital Identification farmers, Internet connectivity challenges, Budget and timeline overruns.
Total Duration: 18 months, Requirement gathering (3 months), Development (10 months), Testing (3 months), Deployment & Training (2 months)
Benefits
· Improved accessibility to essential farming products
· Increased productivity and income for farmers
· Strengthened relationship between manufacturers and farmers
· Enhanced social impact fulfilling CSR goals
· Establishing SOONY and APT IT SOLUTIONS as leaders in agricultural innovation
Question 8 – Four SDLC Methodologies SDLC- Software development life cycle 
1. Sequential Model (Waterfall)
This is the traditional approach where the project flows step-by-step: requirements, design, development, testing, deployment
Each phase must be completed before moving to the next
Good for: Projects with clear, fixed requirements and little expected change
Limitation: Not flexible if requirements change
2. Iterative Model
The project is developed in repeated cycles (iterations)
Each iteration produces a working version, improving it based on feedback
Good for: Projects where early versions can help gather feedback and refine the product
Benefit: Helps find and fix problems early
3. Evolutionary Model
Similar to iterative, but more focused on evolving the product through continuous refinement and prototyping
The system evolves by incorporating changes as it grows
Good for: Projects where requirements are unclear or likely to change frequently
Benefit: Encourages innovation and flexibility
4. Agile Model
Agile is an evolutionary approach but with a strong emphasis on collaboration, flexibility, and delivering small, functional pieces frequently (called sprints)
Involves constant communication with stakeholders and adapts quickly to change
Good for: Dynamic projects with changing requirements and active stakeholder involvement
Benefit: Fast delivery, continuous improvement, and high customer satisfaction
All four methodologies have their place, but choosing the right one depends on the project’s nature:
· If requirements are clear and fixed, Sequential is simple and effective
· If requirements may evolve, Iterative or Evolutionary help build and improve progressively
· If flexibility, speed, and stakeholder feedback are critical, Agile is often the best choice
For Mr. Henry’s agriculture app, since farmers’ needs and product listings might change, Agile or Iterative could offer the flexibility to adapt and improve the app continuously
Question 9 – Waterfall RUP Spiral and Scrum Models
Understanding SDLC Models: Waterfall, RUP, Spiral, Scrum
1. Waterfall Model
· Description: A linear and sequential approach where each phase (requirements, design, implementation, testing, deployment) happens one after the other
· Pros: Simple, easy to manage, clear milestones
· Cons: Inflexible to changes once a phase is completed, poor handling of evolving requirements
· Best for: Projects with well-defined, stable requirements
2. Rational Unified Process (RUP)
· Description: An iterative approach dividing the project into phases (Inception, Elaboration, Construction, Transition) with repeated refinement
· Pros: Allows gradual requirement clarification, iterative testing, risk management
· Cons: Can be complex to manage, requires discipline
· Best for: Large, complex projects where requirements evolve over time
3. Spiral Model
· Description: Combines iterative development with risk analysis; each iteration is a loop addressing risk assessment, planning, engineering, and evaluation
· Pros: Strong focus on risk, flexibility, and iterative refinement
· Cons: Can be costly and complex; requires experienced risk assessment
· Best for: High-risk, large projects with uncertain requirements
4. Scrum (Agile)
· Description: An Agile framework focusing on iterative development with short sprints, regular feedback, and collaboration
· Pros: Very flexible, encourages continuous improvement and customer feedback
· Cons: Requires highly collaborative teams and customer involvement
· Best for: Projects with evolving requirements and a need for quick delivery
As a Business Analyst, My Recommendation:
Given the nature of the Online Agriculture Product Store project:
· It has a clear objective (enable farmers to buy agriculture products online)
· Requirements are mostly known (product listings, user roles, ordering)
· However, user-friendliness and feedback from farmer stakeholders are crucial
· There might be some evolving requirements as real users test the app
· The project has a fixed budget and timeline
I would recommend an iterative approach combining Waterfall and Agile principles
Question 10 – Waterfall Vs V-Model 
Both models are sequential in nature:
Waterfall is a step-by-step software development model is simpler but can delay testing and error discovery
V-Model improves on Waterfall by linking every development stage to a testing stage, enabling earlier defect detection and better quality control
	S no
	Waterfall Model
	V-Model (Validation & Verification Model)

	1
	Linear and sequential flow
	V-shaped development and testing flow

	2
	Testing starts after development
	Testing is planned in parallel with development

	3
	Less focus on early testing
	Strong focus on early validation and verification

	4
	Simple to understand and implement
	Slightly more complex due to test planning at every stage

	5
	Suitable for small, simple projects
	Suitable for complex and critical systems

	6
	Changes are hard to implement later
	Also rigid, but better error detection

	7
	No separate planning for testing
	Testing activities are linked to each development phase

	8
	Late bug detection
	Early bug detection through parallel testing

	9
	High risk if requirements change
	High risk if changes are needed, but lower due to early checks

	10
	Less reliable for high-quality systems
	Designed for high-quality and high-risk applications

	11
	Costly to fix errors found during testing
	Less costly as issues are identified early

	12
	Only one type of testing phase
	Multiple testing levels: unit, integration, system, acceptance

	13
	Client involvement is mostly at the beginning
	Client can be involved in review of every stage

	14
	Limited documentation for testing
	Well-documented test planning throughout

	15
	Suitable when requirements are very clear
	Also best when requirements are fixed and clear

	16
	Used in general software development
	Used in critical systems like healthcare, aerospace

	17
	Easier to manage but lacks flexibility
	Better quality control, but also lacks flexibility

	18
	Delivery is at the end of development
	Testing and feedback match each development step

	19
	Lower assurance of quality
	High assurance of product quality and performance

	20
	Less proactive with risk management
	More proactive due to built-in testing



Question 11 – Justify your choice
As a BA, I would choose the V-Model because it ensures strong quality control through early testing, which is important for building trust in a new app for rural users. At the same time, I’d recommend combining it with an iterative approach to allow some flexibility for user feedback and UI improvements. This way, we balance structure with adaptability
Question 12 – Gantt Chart
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Question 13 – Fixed Bid Vs Billing
Fixed Bid would be suitable if the Online Agriculture Products Store’s scope and features are fully defined and unlikely to change
Billing (Time & Material) is better if the project is expected to evolve based on farmer feedback, tech challenges, or integration needs, allowing more flexibility
	Feature
	Fixed Bid
	Billing 

	Cost
	Fixed in advance
	Based on actual time and effort

	Flexibility
	Low (scope must be clear)
	High (scope can change anytime)

	Risk
	Higher for vendor
	Shared between client and vendor

	Client Control
	Less frequent changes
	Client can adjust scope regularly



Question 14 – Preparer Timesheets of a BA in various stages of SDLC
Design Timesheet of a BA
	Day/Week
	Activity
	Time Spent (hours)
	Notes

	Day 1
	Review requirements and use cases
	3
	Ensure clarity before design starts

	Day 2
	Collaborate with architects and UI/UX team
	4
	Participate in wireframe and prototype discussions

	Day 3
	Prepare Functional Specification Document
	6
	Detail features and business rules

	Day 4
	Conduct design review meetings
	3
	Get stakeholder feedback

	Day 5
	Update documents based on feedback
	4
	Incorporate changes and finalize docs



Development Timesheet of a BA
	Day/Week
	Activity
	Time Spent (hours)
	Notes

	Weekly
	Clarify requirements with developers
	4
	Answer queries, remove ambiguities

	Weekly
	Attend sprint planning (if Agile)
	3
	Help prioritize backlog

	Weekly
	Update requirement documents
	2
	Reflect any changes or new requests

	Weekly
	Coordinate with stakeholders
	2
	Communicate progress and gather inputs



Testing Timesheet of a BA
	Day/Week
	Activity
	Time Spent (hours)
	Notes

	Daily (during testing)
	Assist testers in understanding requirements
	3
	Explain scenarios, clarify business logic

	Weekly
	Review test cases and scripts
	4
	Ensure coverage of all business requirements

	Weekly
	Track and prioritize defects
	3
	Work with devs and testers on fixes

	Weekly
	Update requirement traceability matrix
	2
	Link requirements to test cases



UAT Timesheet of a BA
	Day/Week
	Activity
	Time Spent (hours)
	Notes

	Daily (UAT period)
	Coordinate with users (farmers/clients)
	4
	Schedule sessions and gather feedback

	Daily
	Document user feedback and issues
	3
	Record bugs and change requests

	Weekly
	Facilitate UAT review meetings
	3
	Communicate findings to development team

	Weekly
	Update requirement and change request documents
	3
	Manage scope adjustments if needed



Deployment in Implementation Timesheet of a BA
	Day/Week
	Activity
	Time Spent (hours)
	Notes

	Day 1
	Support deployment planning meetings
	3
	Align release with business needs

	Day 2
	Prepare training material for users
	4
	User manuals, FAQs, guides

	Days 3-5
	Conduct user training and onboarding
	6
	Hands-on sessions for farmers, companies

	Week 3
	Monitor post-deployment feedback
	4
	Gather early issues and improvement requests

	Week 4
	Support issue resolution and handover
	3
	Work with support and development teams









