Capstone Project1 – Part -1/3 – Vadada Mainica

Question 1 – BPM

Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs,
Activities, Value created to the end Customer)

Answer –

Goal- To facilitate remote area farmers to buy seeds pesticides and fertilizers from website through internet connectivity from online store.

Inputs- Procurement from manufacturers of seeds pesticides and fertilizer.

Resources- software, online agriculture product store which is online web/ mobile application through which online orders would be accepted, members involved in maintaining and developing, delivery partners.

Outputs-Check availability of products, display them to farmers and deliver to the shipping address given during order placement by checking address details. 

Activities- signup and login facility for farmers and manufacturers. receive online orders from customers, use shipping details from order to collect money with COD or online payment.

Value-Fulfil the farmers request through online order for procuring agricultural needs, make online application user-friendly and simple to use.

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 –

Strength-
· Customers from various locations can access online agriculture store. 
· There is possibility of competitive cost of products in online store compared with physical store.
· Customers can easily browse the product from website or app and place their orders.
· Friends are also available as key stakeholders to provide their inputs for project.
· The company is established already, so existing connections can help in marketing and outreach.
· Automatic inventory management and improved customer relationship. 

Weakness-
· Dependence on technology.
· Any technical issue may areas in rural areas which can lead to loss of sales and customer trust.
· Limited customer interaction.
· Shipping and logistics issue due to remote locations.
· Security and privacy issues of order details.
· Limited duration of project for development of web application.

Opportunities-
· There is a great market for online agricultural product as it is a solution to many farmers problem.
· Online store can expand its product range.
· There are always open opportunities to enter new areas.
· There will be opportunities to build partnership with manufacturing companies and suppliers.
· The use of technology can help to automate payment, order placing thus facilitate increased efficiency.

Threats-
· An economic downturn can lead to decreased online order.
· Users who have less education may feel uncomfortable for checking products, placing orders and tracking them.
· Regulatory changes such as import and export can affect stores supply chain and operations.
· Any competitors using same model of business can affect this project development.
· Quality of products cannot be assured.

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-
Laptops, systems, servers, storage, networking devices, equipment, network connectivity, development tools.

· Software- 
Java license, software tools, applications for development, any 3rd party applications if needed, etc.

· Trained Resources- 
1. Stakeholders-
· Mr Henry- Successful business man in city
· Mr Pandu- financial head
· Mr Dooku- Project Coordinator
2. Stakeholders share requirements for the Project-
· Peter, Kevin and Ben
3. APT IT SOLUTIONS employees-
· Mr Karthik- Delivery Head
· 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- Tester
· Vadada Mainica- BA

· Budget- 2 Crores INR

· Time frame- 18 months Duration under CSR initiative

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 the comparison of actual performance with desired performance.

[bookmark: _Hlk202429416]Current state- AS-IS-

· Limited Access-
Farmers, especially in remote areas, face challenges accessing essential products like fertilizers, seeds, and pesticides. They may need to travel long distances, deal with limited stock, or rely on unreliable local vendors. 
· High Costs-
The current system often involves multiple intermediaries, leading to inflated prices and reduced profit margins for farmers. 
· Inefficient Processes-
Manual procurement is time-consuming, prone to errors, and lacks transparency. 
· Poor Communication-
Limited direct communication between farmers and manufacturers or distributors can hinder access to information about product availability, pricing, and usage. 

[bookmark: _Hlk202429437]Desired state- TO-BE- 

· Enhanced Access-
An online store provides convenient and easy access to a wide range of agricultural products from various suppliers, regardless of location. 
· Reduced Costs-
Eliminating intermediaries and enabling direct sourcing can lead to lower prices and improved cost-effectiveness for farmers. 
· Streamlined Processes-
An online platform automates order placement, payment processing, and tracking, improving efficiency and reducing errors. 
· Improved Communication-
The online store facilitates direct communication between farmers and suppliers, enabling better information access and fostering transparency. 
· Data-Driven Insights-
The online platform allows for data collection and analysis on product demand, farmer preferences, and market trends, enabling better inventory management and targeted marketing. 
· Increased Product Availability-
The online store can offer a wider variety of products, including specialized or better items not readily available locally. 
· User-Friendly Interface-
Online platform with features like product comparisons, detailed information, and customer reviews enhances the user experience. 
· Mobile Accessibility-
A mobile app version would further improve accessibility for farmers who may not have consistent access to computers. 

Question 5 – Risk Analysis

List down different risk factors that may be involved (BA Risks And process/Project Risks)

Answer –

· BA Risks-

Incomplete or inaccurate requirements- This can lead to rework, delays, and ultimately, a product that doesn't meet user needs. 
Scope creep- Uncontrolled changes to project scope can increase costs, extend timelines, and potentially compromise the project's success. 

Lack of stakeholder engagement- If stakeholders are not adequately involved, requirements may not reflect their needs, leading to dissatisfaction and potential project failure. 
Ambiguous or unclear requirements- Vague or poorly defined requirements can cause misinterpretations and inconsistencies in the development process. 
Poor communication- Ineffective communication between the BA team and other stakeholders can result in misunderstandings, delays, and errors. 
Lack of clear documentation- Poorly documented requirements or analysis findings can lead to confusion and rework during later stages. 
Methodology conflicts- Using an inappropriate or conflicting methodology can hinder the BA process and impact project delivery. 
Data quality issues- Inaccurate or incomplete data can compromise the analysis and lead to flawed recommendations. 
Process inefficiencies- Inefficient workflows and processes can slow down the BA team's progress and impact project timelines.

· process/Project Risks-
Technology Infrastructure- Inadequate or unreliable technology infrastructure may lead to website downtime or slow performance.
Market Demand- There may be a lack of demand for agricultural products online, leading to low sales and revenue.
Competition- The presence of established online agricultural stores may make it difficult to attract customers and gain market share.
Supplier Reliability- Dependence on suppliers for timely delivery of agricultural products may lead to delays or stockouts.
Pricing Strategy- Incorrect pricing strategies may result in either low profit margins or uncompetitive prices.
Customer Adoption- Customers may not adopt to online platforms for purchasing agricultural products due to trust or convenience issues.
Data Security or quality- The online store may be vulnerable to data breaches, leading to the compromise of customer information.
Payment Processing ineficiency- Issues with payment processing systems may result in failed transactions or financial losses.
Cost overruns- Exceeding the allocated budget can jeopardize project funding and potentially lead to termination.
Resource constraints- Limited availability of skilled personnel or other resources can hinder project progress.
Logistics and Delivery- Challenges in managing logistics and ensuring timely delivery of agricultural products to customers.
Regulatory Compliance- Failure to comply with agricultural regulations and certifications may result in legal penalties or loss of reputation.
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 –

	Responsible
	Mr Karthik- Delivery Head
	APT IT SOLUTIONS

	
	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
	

	Accountable
	Mr Henry- Successful business man in city
	SOONY COMPANY

	
	Mr Pandu- financial head
	

	
	Mr Dooku- Project Coordinator
	

	Consulted
	Peter, Kevin and Ben- stakeholders
	FARMERS

	Informed
	farmers, manufacturers of fertilizers, seeds and pesticides.
	FARMERS & MANUFACTURERS



[bookmark: _Hlk202429491]Question 7 – Business Case Document

Help Mr Karthik to prepare a business case document

Answer –
[bookmark: _Hlk202429893]A business case is a project management document that justifies how the benefits of a project outweigh its costs and why it should be executed. Its main purpose is to assess the potential benefits, costs, and risks.
[bookmark: _Hlk202429628]Business problem executive Summary: The online agriculture product store is a proposed solution to the difficulties faced by farmers in procuring fertilizers, seeds and pesticides. The store will be a platform for farmers and product manufacturers to communicate directly, making the procurement process easier and more efficient. The proposed project has an estimated budget of 2 crores INR and a duration of 18 months. 

Problem Statement: Farmers in remote areas face several difficulties in procuring essential agriculture products such as fertilizers, seeds and pesticides. These difficulties result in a decrease in crop yield and a loss in income for the farmers. 

Solution: The proposed solution is to create an online agriculture product store that will make the procurement process easier and more efficient for farmers. This store will be accessible through internet connectivity and will be user-friendly. 

Business Requirements: 

Product listing: The ability to list products such as fertilizers, seeds and pesticides with detailed information.
Order placement: Farmers must be able to place orders for products they need through the platform. Delivery: The platform must have the ability to arrange for delivery of the products to the farmers. User-friendly interface: The platform must have a user-friendly interface for easy navigation. 

Benefits: 

Increased access to agriculture products: Farmers will have access to a wider range of products through the platform, increasing their options for procurement. 
Improved efficiency: The procurement process will become more efficient, reducing the time and effort needed to purchase products. 
Increased income: Improved access to essential agriculture products will result in increased crop yields, leading to an increase in income for the farmers. 

Costs and Funding: The estimated budget for the project is 2 crores INR. The funding for the project will come from Mr. Henry's Company SOONY under their CSR initiative. 

Project Schedule/ timescale: The project is expected to take 18 months to complete. Key milestones include project initiation, requirements gathering, development, testing and deployment. 

Risks and Mitigation: The following risks have been identified:
Technical Risks: Risks related to the technology used for the platform. 
Delivery Risks: Risks related to delivering the products to the farmers. 
Adoption Risks: Risks related to the adoption of the platform by the farmers. 

To mitigate these risks, the project team will implement appropriate risk management measures such as regularly reviewing the technical design, partnering with reliable delivery companies and providing adequate training to farmers. 

Organizational capability to deliver project outcomes: the online agriculture products store has the potential to bring great benefits to remote area farmers and the farming community at large. By addressing the problems of accessibility and availability of essential products such as seeds, pesticides, and fertilizers, the application can improve the productivity and efficiency of farming operations. The business case highlights the need for this solution, the estimated budget and timeline, the project risks, and the stakeholder involvement. The development approach will be guided by a suitable methodology such as Agile, Iterative, Sequential or Evolutionary, ensuring that the project is delivered effectively and efficiently. The Committee is committed to ensuring the success of this project and improving the lives of remote area farmers.

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

Answer –

Sequential: This methodology follows a linear approach and moves through each phase of the SDLC in a set sequence. This method is best suited for projects with well-defined requirements, low risk, and predictable outcomes. 

Iterative: This methodology involves developing the software in iterations, where each iteration builds upon the previous one. This method is best suited for projects with complex requirements and high risk. 

Evolutionary: This methodology involves developing a basic version of the software and then incrementally improving it. This method is best suited for projects with rapidly changing requirements and high risk. 

Agile: This methodology is based on an iterative and incremental approach, and involves close collaboration between the development team and stakeholders. This method is best suited for projects with rapidly changing requirements, high risk, and complex environments.

[bookmark: _Hlk202430114]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

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?

Answer –

[bookmark: _Hlk202430224]Waterfall Model:
A linear, sequential approach where each phase (requirements, design, implementation, testing, deployment, maintenance) must be completed before the next begins. It's suitable for projects with well-defined and stable requirements.

RUP (Rational Unified Process):
An iterative and incremental approach for object-oriented models that emphasizes adapting to change and delivering software in cycles. It focuses on use-case driven development and has four phases: Inception, Elaboration, Construction, and Transition.

Spiral Model:
A risk-driven, iterative model that combines elements of both waterfall and prototyping. It emphasizes risk analysis and mitigation throughout the project lifecycle.

Scrum:
An agile, iterative framework for managing complex projects. It emphasizes teamwork, self-organization, and delivering working software in short iterations called sprints.

V-Model:
An extension of the waterfall model, emphasizing verification and validation activities at each stage of the development lifecycle. It establishes a clear relationship between testing phases and corresponding development phases.

SMEs are stressing on using the V model and the project team is leaning more onto the side of waterfall model. As a BA, I would consider V-model.



	Acceptance test designAcceptance testing
Req analysis


	                System test designSystem testing
System design


	Int test designIntegration testing
Arch design


	Unit Unit testing
Module design

	designcoding




Importance of V-Model
· The processes are structured and sequential through all the testing. 
· Early Defect Identification and resolution of faults. Determining the Phases of Development and Testing and orderly approach. Prevents all testing operations are focused at once.
· Improves Cooperation co-operation between the testing and development teams which improves the effectiveness and efficiency of the development process. 
· Improved Quality Assurance because testing operations are done at every level. 
· Before the program reaches the final deployment stage, it makes sure that it satisfies the requirements and goes through a strict validation and verification process.

In conclusion, this is preferred for projects with clear requirements and waterfall like required projects.

[bookmark: _Hlk202430542]Question 10 – Waterfall Vs V-Model

Write down the differences between waterfall model and V model.

Answer –

· Waterfall Model: 
Linear and Sequential: Development proceeds in distinct phases (requirements, design, coding, testing, deployment) with one phase completed before the next begins. 

Testing at the End: Testing is performed only after the entire system is built. 

Limited Feedback: Feedback is limited and occurs late in the process, making changes potentially costly and time-consuming. 

Suitable for: Well-understood projects with stable requirements and low complexity.

· V-Model: 
Verification and Validation: It emphasizes verification (checking if something is correct) and validation (testing if the output is correct). 

Parallel Development and Testing: Testing phases are aligned with corresponding development phases (e.g., unit testing with module design, system testing with system design). 

Early Error Detection: Testing starts early in the development lifecycle, allowing for quicker identification and correction of errors. 

More Rigorous: The V-model is a more rigorous approach than the Waterfall model, especially for complex and high-risk projects. 

Suitable for: Projects where quality and reliability are critical, such as those with strict regulatory or safety requirements. 

Question 11 – Justify your choice

As a BA, state your reason for choosing one model for this project.

Answer –

V model is preferred as this model shows strong emphasis on rigid verification and validation procedures, which help to guarantee that essential system requirements are fulfilled and that possible risks are found and eliminated early in the development process. This is a highly disciplined model and Phases are completed one at a time. This model focuses on verification and validation activities early in the life cycle thereby enhancing the probability of building an error-free and good quality product. The V-Model places a strong emphasis on testing, which helps to ensure the quality and reliability of the software. In this model, defects can be traced at early stages. This is also preferred for cost cutting reasons.

[bookmark: _Hlk202431178]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.
Answer –

Gnatt chart is a project management tool used for visual representation of project schedule.

Gnatt chart- 
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[bookmark: _Hlk202431399]Question 13 – Fixed Bid Vs Billing

Explain the difference between Fixed Bid and Billing projects.

Answer –

	Feature
	Fixed Bid
	Time & Materials

	Cost
	Fixed price
	Hourly/daily rates + materials

	Risk
	Provider
	Client

	Scope Definition
	Well-defined
	Evolving

	Flexibility
	Limited
	High

	Suitable for
	Predictable projects
	Flexible projects




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

➢ 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


Answer –

	phase
	date
	tasks
	start time
	end time
	duration

	design
	Oct-16
	identify stakeholders & end users
	11am
	2pm
	3

	
	Oct-17
	review user requirements
	9am
	2pm
	5

	
	Oct-18
	create use-case and workflows
	3pm
	9pm
	6

	
	Oct-19
	review & refining design
	3pm
	9pm
	6

	
	Oct-20
	creating design specifications
	9am
	2pm
	5

	
	Oct-21
	meeting with development team
	3pm
	9pm
	6

	
	Oct-22
	finalizing design
	9am
	3pm
	6

	total
	37

	development
	Oct-23
	outline project constraints
	11am
	2pm
	3

	
	Oct-24
	creating project plan to all members
	9am
	2pm
	5

	
	Oct-25
	meeting with development team
	3pm
	9pm
	6

	
	Oct-26
	execution of project plan to ensure deliverables
	3pm
	9pm
	6

	
	Oct-27
	revise req based on feedback from stakeholders
	9am
	2pm
	5

	
	Oct-28
	closure
	3pm
	9pm
	6

	total
	31

	testing
	Dec-30
	requirement analysis
	9am
	2pm
	5

	
	Jan-02
	test planning
	3pm
	9pm
	6

	
	Jan-03
	collaborate with testing team
	10am
	2pm
	4

	
	Jan-04
	test case development
	4pm
	8pm
	4

	
	Jan-05
	test environment setup
	3pm
	6pm
	3

	
	Jan-06
	test execution
	9am
	1pm
	4

	total
	26

	UAT
	Dec-31
	preparing of UAT test plan and test cases
	9am
	2pm
	5

	
	Jan-20
	review UAT test plan
	9am
	2pm
	5

	
	Feb-20
	execute UAT test cases
	9am
	2pm
	5

	
	Mar-20
	find & report defects
	9am
	2pm
	5

	
	Apr-20
	retest after fixing defects
	9am
	2pm
	5

	
	May-20
	obtain signoff 
	3pm
	9pm
	6

	total
	31

	deployment & implementation
	Jun-05
	creating deployment plan
	9am
	2pm
	5

	
	Jun-06
	deploy application to test environment
	3pm
	9pm
	6

	
	Jun-07
	deploy application to production
	10am
	2pm
	4

	
	Jun-08
	perform user acceptance testing
	4pm
	8pm
	4

	
	Jun-09
	finalize implementation
	3pm
	9pm
	6

	total
	25
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