Project 01: Online Agriculture Product Store

Decode the Case Study: 
· Project idea: 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.

· Current needs: Application should be able to accept the product details from manufacturers and should be able to display the product with details 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.


· Over view of the project: It’s an online agriculture products store that should facilitate farmers to buy seeds, pesticides and fertilizers from anywhere through internet connectivity. App should be user friendly.

· Current problems: Facing difficulty in procuring fertilizers which are very important for farm. Facing difficulty in-case of buying seeds for farming certain crops. lack of pesticides which could help in reducing pests in crops.
               
Team of Mr. Henry:
Mr. Henry’s company (SOONY) has the following team:
Mr. Pandu - Financial Head
Mr. Dooku - Project Coordinator
Peter - Committee Member
Kevin - Committee Member
Ben - Committee Member
Mr. Henry outsourced this project to a company names APT IT SOLUTIONS
Budget: 02 crores
Duration: 18 Months
Mr. Karthik - Delivery Head
Mr. Vandanam - Project Manager
Mr. Juhi – Senior Java Developer
Mr. Teyson - Java Developer
Ms. Lucie - Java Developer
Ms. Tucker - Java Developer
Mr. Bravo - Java Developer
Mr. Mike - Network Admin
Mr. John - DB Admin
Mr. Jason and Ms. Alekya – Testers
Ms. Divya Sree – Business Analyst

Question 01: Business Process Model 
· Goal: To create online web/mobile application that connects farmers with fertilizers, seeds and pesticides manufacturers. Allowing farmers to buy agricultural products easily.

· Inputs:  Product data, Manufacturer details, Farmer details, Order details, Payment information, Feedback and support.

· Resources:
· Human Resource (developers, Testers, DB Admin, Network Admin, Project Manager).
· Technical Resource (Java technology Stack, Web/Mobile frameworks, Database Server, Application Server, Financial Resource).
·  Information Resource (farmer data, manufacturer data).

· Outputs: 
· Fully functional online agriculture product store.
· User accounts for farmers and manufacturers.
· Product catalog listing and purchasing system.
· Delivery and payment tracking features.

· Activities: 
· Requirement gathering and analysis
· Design
· Manufacturer Registration
· Product data upload
· Farmer registration
· Product browsing
· Product selection and order placement
· Payment processing
· Order confirmation notification
· Product delivery to farmer
· Feedback and rating submission
· Data storage in DB

· Value created to the end customer: 
· Farmers can access wide range of fertilizers, seeds and pesticides easily.
· Reduced time and effort in procurement.
· Quality assurance.
· Manufacturers reach new rural market directly.
· Improves productivity and profitability for farmers.

Question 02:  SWOT
· Strengths: 
· Backed up by CSR funding (No financial pressure).
· Strong leadership Mr. Henry and skilled IT team from APT Solutions.
· Technological expertise in Java and web/mobile application development.
· Direct farmer-manufacturer connection.

· Weaknesses: 
· Limited digital literacy.
· Dependence on internet connectivity in remote areas.
· Limited experience in agriculture domain for IT team.

· Opportunities: 
· Opportunity to expand into other agriculture-services like farming equipment and loans.
· Adding regional languages can expand the user base across the state.
· Building long-term partnerships with agriculture-companies.

· Threats: 
· Competition from e-commerce applications entering agriculture domain.
· Cyber Security and data privacy concern.
· Delivery challenges in remote locations.
· Payment failures (Technical issues in online transactions can reduce farmer trust).


Question 03: Feasibility Study
· Technical Feasibility: 
1. the
· The project will be developed by using java technology.
· Back end – Java
· Front end – HTML, CSS, Java script
· Data base – My SQL
· The company already has trained Java developers, testers and network experts. So, it is technically feasible.

· Economic Feasibility:
· Budget: ₹2 Crores (CSR initiative)
· The project will help farmers buy products easily and save time and money. So, it is economically feasible.
        
· Operational Feasibility: 
· The application will be simple and easy to use for farmers.
· Training and help options will be given.
· The APT IT Solutions team will maintain the system.
· So, it is operationally feasible.

· Schedule Feasibility: 
· Total duration is 18 months.
· Time is enough to complete all stages like requirement, design, development, testing and UAT.
· So, it is schedule feasible.

· Resource Feasibility:
· Skilled team members are available:
· Project Manager
· Developers
· Testers
· DB Admin
· Network Admin
· Business Analyst
· So, Resources are available.

Question 04: Gap Analysis 
· AS-IS (Current State):
· Farmers buy products like seeds, fertilizers and pesticides from local shops.
· Product availability is limited and price vary.
· Farmers have to travel long distances to towns and cities.
· No direct contact between farmers and manufacturing companies.

· TO-BE (Desired State):
· Farmers can buy products online through a web or mobile application.
· They can compare prices and quality from different manufacturers.
· Orders can be placed online and products will be delivered to farmers location.
· Farmers and manufacturers can communicate directly through the plat form.
· The system will have order tracking, customer support and feedback options.

Question 05: Risk Analysis
· Business Analysis Risks: 
· New features may be requested during development.
· Farmers in remote areas may not communicate properly.
· Team may not fully understand agricultural terms.
· BA team may miss some requirements or misunderstand farmer needs.
· Developers may face issues with Java technology and integration.
· Team members may leave or be unavailable.
· Development cost may go beyond ₹2 Crore.
· Tasks may take longer than expected.
· Errors may not be found early.

· Project Based Risks:
· Server issues or network problems may stop the application.
· Farmers and manufacturers data could be exposed.
· Project may take more than 18 months.
· Application may have bugs or not meet user expectation.
· Poor testing may cause issues after deployment.
· Data may be lost or hacked.
· Unauthorized users may access farmer or payment details.
· Farmers may not trust or understand the new system.

Question 06: Stakeholder Analysis (RACI Matrix)
RACI Matrix – Key Stakeholders
	Name
	Designation / Role
	RACI Role
	Details / Responsibility

	Mr. Henry
	Project Sponsor / CSR Head
	A
	Approves budget and project decisions

	Mr. Pandu
	Financial Head
	C
	Consulted for financial decisions

	Mr. Dooku
	Project Coordinator
	C
	Coordinates between SOONY and APT IT SOLUTIONS

	Mr. Karthik
	Delivery Head
	R / C
	Ensures project delivery; consulted on major decisions

	Mr. Vandanam
	Project Manager
	R
	Manages project execution, timeline, resources

	Business Analyst (You)
	BA
	R
	Gathers requirements, prepares documents, bridges stakeholders & team

	Ms. Juhi
	Senior Developer
	R
	Develops backend modules

	Mr. Teyson
	Developer
	R
	Develops front end / integration features

	Ms. Lucie
	Developer
	R
	Develops front end / integration features

	Mr. Tucker
	Developer
	R
	Develops back end / API s

	Mr. Bravo
	Developer
	R
	Develops back end / API s

	Mr. Jason
	Tester
	R
	Performs testing of system features

	Ms. Alekya
	Tester
	R
	Performs testing of system features

	Mr. John
	Database Admin
	R
	Manages database setup, security, backup

	Mr. Mike
	Network Admin
	R
	Manages network, server setup, deployment

	Peter, Kevin, Ben
	Farmers / End Users
	C / R
	Provide requirements; perform UAT (testing)



Question 07: Business Case document
· Problem Statement:
· Farmers in remote areas face difficulty in getting seeds, fertilizers, and pesticides.
· They depend on local shops and middlemen, which causes high prices, delays, and limited availability.
To solve this, Mr. Henry decided to build an online platform where farmers can buy these products directly from manufacturers.

· Objective:
· To build a user-friendly web and mobile application.
· To allow farmers to browse, compare, and buy agricultural products online.
· To connect farmers and manufacturers directly.
· To save farmer’s time, cost and effort.

· Project Deliverables:
· An online portal for farmers and manufacturers.
· Registration and login facility for both parties.
· Product listing and search functionality
· Online order placement and payment system.
· Delivery tracking and notification system.
· Farmer support and feedback module.
· Proposed Solution:
· Develop an online store application using Java technology where:
· Manufacturers can upload product details.
· Farmers can search, view, and purchase products.
· Orders and deliveries are tracked online.
· Secure payment and notification system are included.
· Budget and Duration:
· Budget: ₹2 Crores (CSR Fund).
· Duration: 18 Months
· Resources: Project Manager, BA, Developers, Testers, DB Admin, Network Admin.
· Risks:
	Risk Type
	Possible Risk

	Technical
	Internet issues in rural areas.

	Operational
	Farmers may need training to use the app.

	Project
	Budget or time delay.

	External
	Market competition or policy changes.


· Identifying stakeholders:
· Internal Stakeholders: People within the organization doing the project.
· External Stakeholders: People outside the organization affected by the project.
· Supporting Stakeholders: Provide help or resources.
· Decision-Making Stakeholders: Approve, fund, or make key project decisions.
   Question 08: Four SDLC Methodologies
· Waterfall Model (Sequential Methodology):
· The project moves step by step. One phase must finish before the next phase starts.
· Phases: RequirementDesignTestingDeploymentMaintenance.
· Best for project with clear and fixed requirements.
· Example: Once farmers requirements are collected, design and coding are done in order without going back.
· Advantage: Easy to manage, clear structure.
· Disadvantage: Difficult to make changes once development starts.
· Iterative Model: 
· The project is developed in small parts(iterations).
· Each iteration adds more features and is improved step by step.
· Best for projects where requirements are no fully known at the start.
· Example: First version of the agriculture store may only allow farmers to buy seeds. Next version adds fertilizers and pesticides etc.
· Advantage: Early feedback and improvements.
· Disadvantage: Need more planning and time.
· Spiral Model (Evolutionary Methodology): 
· Focuses on risk analysis and prototyping.
· The project passes through four phases repeatedly.
Planningrisk analysisDevelopmentEvaluation.
· Best for large, risky and costly projects.
· Example: Before building the full agriculture store, a prototype is made to test hoe farmers use it.
· Risk is identified early.
· Advantage: Risk is identified early.
· Disadvantage: Costly and complex to manage.
· Agile:
· The project is divided into short sprints (2-4 weeks)
· After each sprint, a working version of the product shown to stakeholders for feedback.
· Best for projects that need frequent changes and quick delivery.
· Example: Every 2 weeks, developers show new app features to farmers and get feedback.
· Advantage: Flexible, quick updates, customer satisfaction.
· Disadvantage: Requires Frequent meetings and strong team coordination.
  Question 09: Waterfall RUP Spiral and Scrum Models
· As a BA, I have studied different SDLC methodologies like waterfall, RUP, spiral and scrum.
· Each has its own advantages depending on the project.
· Waterfall Model:
· It’s a sequential model where each phase must be completed before moving to next phase.
· It works well when requirements are fixed and clear, but it has limited flexibility is changes are needed later.
· RUP (Rational Unified Process):
· This is an iterative model divided into four phases.
Inception, Elaboration, construction and transition.
· It allows partial system delivery in stages, helping get feedback from users. It is suitable for medium to large projects where requirements may evolve over time.
· Spiral Model (Evolutionary Model):
· This model combines iterative development with risk management.
· Each cycle includes panning, risk analysis, development and evaluation.
· Scrum (Agile Model):
· Scrum is an agile framework where work is done in short cycles called sprints (2-4 weeks).
· It provides quick feedback, flexibility and customer satisfaction, but it requires frequent interaction and strong team coordination.
      Choosing between Waterfall and V-Model for this project:
· In this project the SMEs prefer the V-model, while the project team supports the waterfall model.
· After analysing both, I believe that V-model is more suitable for the online agriculture product store because: 
· Early Testing and Validation:
· In the V-Model, testing activities are planned parallel to each development phase ensuring high-quality output and fewer defects.
· This is important because farmers are new users and the system must be reliable and user-friendly.
· Clear and Stable Requirements:
· The project requirements are clear and well defined, so the V-model is suitable for this approach.
· Better Quality Assurance:
· Every stage of the V-model has a corresponding test phase ensuring accuracy and completeness.
· Reduced Rework:
· Since testing happens in every stage, errors are detected early. Saving cost and time during later phases.
· Conclusion:
· For this project, I recommend using the V-model methodology, as it ensures better quality, structured process, early defect detection and clear validation at each phase.
· It will help deliver a user-friendly and reliable online agriculture product store for farmers and manufacturers.
Question 10: Waterfall Vs V-Model
   
	Waterfall Model
	V-Model (Verification and validation)

	1.Follows a linear sequential flow.
	1.Follows a V-shaped process (development + testing).

	2.Testing starts only after coding is completed.
	2.Testing starts from the beginning (planned early).

	3.Main focus is on development phases.
	3.Main focus is on verification and validation.

	4.Verification and validation are done separately.
	4.Both are done side by side.

	5.Errors are detected late in the process.
	5.Errors are detected early at every stage

	6.No parallel testing activities.
	6.Testing activities are planned parallel to each phase.

	7.Suitable for simple and small projects.
	7.Suitable for medium and large projects.

	8.High risk of rework if defects found later.
	8.Low risk of rework as testing is early.

	9.Difficult to track test coverage.
	9.Easy to map requirements to test cases.

	10.Do not emphasize testing much.
	10.Gives equal importance to testing and development.

	11.Late feedback from testing team.
	11.Early feedback from testing team.

	12.No relationship between development and testing phases.
	12.Each development phase has a matching test phase.

	13.No validation until the end.
	13.Validation done at every phase.

	14.Defects are costlier to fix.
	14.Defects are cheaper to fix.

	15.Testing team gets involved after coding.
	15.Testing team gets involved from the start.

	16.Easy to manage but less reliable.
	16.Slightlt complex but more reliable and quality focused.

	17.Documentation happens phase by phase.
	17.Documentation includes test plan for every stage.

	18.End product not meet all requirements.
	18.End product clearly validated against all requirements.

	19.UAT at very end.
	19.UAT planned during requirement stage.

	20.Best for fixed scope, Low quality projects.
	20.Best for high quality, safety-critical projects.


Question 11: Justification for choosing V-Model.
      As a Business Analyst, I would choose the V-Model for developing the online agriculture product store project.
Reasons for choosing V-Model: 
1.Clear and stable requirements: 
                The project has well- defined requirements like product listing, order placement and online payment. The V-model works best when requirements are clear from the beginning.
2.Early testing and error detection:
                 Testing starts at every stage of development, which helps identify and fix issues early. Saving time and cost.
3.High quality and accuracy:
                 Each phase of development has a corresponding testing phase, ensuring a reliable and error-free system.
4.User-friendly focus:
                 Since farmers are new to using online platforms, the system must be tested thoroughly for ease of use and clarity.
5.Better communication and documentation:
                 The model ensures clear documentation at each phase, making it easy for developers, testers and SMEs to understand the progress.
6.Reduced project risk:
                 Continuous verification and validation reduce the chances of failure and ensure the project meets user needs perfectly.
Question 12: Gantt Chart for Online Agriculture Store (Duration – 18 Months)
	Phase
	Activity Description
	Duration
	Responsible Resources

	RG – Requirement Gathering
	Collect requirements from farmers and manufacturers
	2 Months
	BA (Divyasree), PM, Stakeholders

	RA – Requirement Analysis
	Analyse and finalize requirements
	1 Month
	BA, PM

	Design
	Prepare system design, UI, and architecture
	3 Months
	Developers, DB Admin, NW Admin

	D1 / T1
	First module development and testing
	2 Months
	Java Developers, Testers

	D2 / T2
	Second module development and testing
	2 Months
	Java Developers, Testers

	D3 / T3
	Third module development and testing
	2 Months
	Java Developers, Testers

	D4 / T4
	Fourth module development and testing
	2 Months
	Java Developers, Testers

	UAT (User Acceptance Testing)
	Farmers and committee test full system
	2 Months
	BA, Testers, End Users

	Deployment & Maintenance
	Final deployment and ongoing support
	2 Months
	PM, Developers, IT Team


· Each development phase (D1–D4) is paired with a testing phase (T1–T4) as per the V-Model.
· The total project duration is 18 months.
· The model ensures parallel testing, better quality assurance, and smooth delivery.
Question 13: Fixed Bid Vs Billing
	Point
	Fixed Bid Project
	Billing (Time & Material) Project

	Meaning
	The total project cost is fixed before starting the work.
	The client pays based on the actual time and work done.

	Scope
	Clearly defined and cannot change easily.
	Can change anytime as per client needs.

	Risk
	Company doing the project takes the risk.
	Client takes the risk of more time or cost.

	Budget
	Fixed budget from the start.
	Budget may increase if work takes longer.

	Best For
	Short, clear, and well-defined projects.
	Long or flexible projects where needs may change.


Example for Our Project
If all requirements for the Online Agriculture Store are clear — it can be a Fixed Bid Project.
If requirements may change later — it is better as a Billing Project.
Question 14: Prepare Timesheets of a BA in various stages of SDLC
· Design Timesheet of a BA:
	Activity
	Description
	Duration
	Output / Deliverable

	Review requirements
	Go through all gathered requirements for clarity
	2 Days
	Requirement clarification notes

	Create Use Case Diagrams
	Prepare use cases for each user (Farmer, Manufacturer, Admin)
	3 Days
	Use Case Document

	Prepare UI Mock ups
	Work with UI team for page designs
	2 Days
	Wireframes / Mock ups

	Review SRS & BRD
	Finalize and sign-off documents
	3 Days
	Approved SRS and BRD

	Conduct Review Meetings
	Discuss with PM & Developers
	2 Days
	Meeting notes


· Development Timesheet of BA:
	Activity
	Description
	Duration
	Output / Deliverable

	Clarify requirements
	Support developers with doubts
	3 Days
	Clarification log

	Change requests
	Handle and document change requests
	2 Days
	CR document

	Review development progress
	Track module development
	3 Days
	Status reports

	Attend Scrum/Status Meetings
	Ensure alignment between teams
	2 Days
	MOM (Minutes of Meeting)


· Testing Timesheet of BA:
	Activity
	Description
	Duration
	Output / Deliverable

	Prepare Test Scenarios
	Map requirements to test cases
	3 Days
	RTM (Requirement Traceability Matrix)

	Support QA team
	Clarify test case doubts
	2 Days
	Test support notes

	Review test results
	Ensure test coverage
	2 Days
	Review report

	Defect Analysis
	Help prioritize and fix defects
	3 Days
	Defect Log


· UAT Timesheet of BA:
	Activity
	Description
	Duration
	Output / Deliverable

	Prepare UAT plan
	Identify users and scenarios
	2 Days
	UAT Plan

	Conduct UAT sessions
	Guide users during testing
	3 Days
	UAT Test Report

	Collect feedback
	Gather and document issues
	2 Days
	UAT Feedback Form

	Get sign-off
	Obtain approval from stakeholders
	1 Day
	UAT Sign-off Document


· Deployment and implementation Timesheet of BA:
	Activity
	Description
	Duration
	Output / Deliverable

	Support deployment
	Ensure smooth go-live
	2 Days
	Deployment checklist

	Conduct user training
	Train farmers and company users
	3 Days
	Training materials

	Post-implementation support
	Collect feedback and track issues
	3 Days
	Support log

	Project closure
	Prepare final reports and lessons learned
	2 Days
	Closure Document




THE END  



















































































































 






