Nurturing Process - Capstone Project1 – Part -1/3

Decode the case study
1. Project idea: 
To develop the Online Agriculture Product Store website/application to solve the problems faced by farmers to buy agricultural products (fertilizers, pesticides, seeds, etc.).

2. Current needs:
To build an Online Agriculture Product Store website/application which is user friendly where manufacturers is able to add product details and farmers can buy any products from anywhere and get them delivered at specified location.

3. Overview of project:
It’s a website or application which is build from scratch for farmers to buy the product from manufactures from anywhere and manufactures is able to add product details on the website/application.

4. Current problems: 
a. Problems in buying seeds, pesticides, fertilizers
b. Problems in supplying raw materials in remote areas
c. Lack of commutation between farmers and manufacturers

5. Team Members:
a. Mr. Henry – Businessman
b. Mr. Pandu – Financial head
c. Mr. Dooku – Project coordinator 
d. Mr. Karthik – Delivery head
e. Mr. Vandanam – Project manager
f. Ms. Juhi – Sr. Java developer
g. Mr. Teyson, Ms. Lucie, Mr. Tucker, Mr. Bravo – Java Developers
h. Mr. Mike – Network admin
i. Mr. John – DB admin
j. Mr. Jason, Ms. Alekya – Tester
k. Peter, Kevin and Ben – Stakeholders
l. Sneha – Business Analyst

6. Budget is of 2 crore INR and duration of 18 months.





1. Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)
BPM – A Business Process Model is a visual representation of how a business process works. It shows the sequence of steps, the people or systems involved, and the flow of information from start to finish. It helps organizations to understand, analyse, and improve their existing processes.
1. Goal: 
a. To help the farmers and manufactures connect with each other 
b. To facilitate farmers to buy seeds, fertilizers, pesticides from anywhere and get them delivered in the remote area.
2. Inputs:
a. Farmers data
b. Agricultural product
c. Manufactures details
d. Budget
e. Technical team
f. Internet access
3. Resources:
a. Project team
b. Stakeholders (Peter, Kevin and Ben)
c. Agricultural product
d. Manufacturing company
e. Customer service
f. Technology resources
4. Outputs:
a. A website/application for farmers to purchase products. 
b. A platform for manufactures to list their products
c. Product delivery and tracking system
5. Activities:
a. Farmers/manufactures will sign up to the website/application.
b. Manufactures will list their products.
c. Farmers will search for the product and add it to cart.
d. Farmers will place the order.
e. Payment is done through a integrated payment gateway.
f. Product is delivered at farmers selected location
6. Value created to the end Customer:
a. Farmers can easily browse and purchase the product from anywhere.
b. Products are delivered in remote locations
c. Time saving
d. Direct purchase from manufactures no need for middleman.

2. 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.
SWOT analysis – SWOT analysis is a method used to understand a situation clearly. It helps a person or a company know Strength, Weakness, Opportunities, Threats.
1.  Strength:
a. Mr. Henry is a successful businessman, so his connection can be useful in marketing.
b. Budget is good of 2 crores.
c. Project is CSR initiative.
d. Experienced technical team.
e. Stakeholders (Peter, Kevin and Ben) will help with challenges that are faced by farmers.
2. Weakness:
a. Challenges may face due to internet issue.
b. Timeline for project is 18 months.
c. Lack of digital awareness by farmers.
a. Delivery address location.
3. Opportunity:
a. Project is about solving farmers problem so it can attract more user.
b. Delivering in remote areas can get new opportunities.
c. Project is new in market.
4. Threats
a. Delivery in remote area.
b. Fear of farmers for online payments.
c. Other companies might also launch same application/website.
d. Internet connectivity in rural areas.

3. 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.
Feasibility study – A feasibility study is done to find out if a project or idea can actually work. It helps in checking whether the project is possible with the available time, budget, and resources. The study also finds out if the project will be useful or successful in the future. It looks for any risks or problems that might come up during the project. Overall, a feasibility study helps people decide if they should start the project or not
1. Hardware:
Storage, Servers, Warehouse, Development tools
2. Software:
Java, APIs, Operating system, Payment system, Database, website/application
3. Trained resources:
1 senior java developer, 4 java developers, 1 network admin, 1 DB admin, 2 testers, 1 Business Analyst other than this there is 1 project manager, 3 stakeholders and 3 committee heads.
4. Budget:
The total budget allocated for this project is ₹2 Crores INR under the CSR initiative.
5. Timeframe:
The total duration allocated for project completion is18 months.

4. 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
Gap Analysis – Gap analysis in project management is a method to identify the difference between a project's current state and its desired future state. It helps to understand what is missing or what needs to change to reach the goal. By doing a gap analysis, we can plan the steps needed to improve and fill the gap between the current situation and the desired outcome.
1. As-Is process:
a. Farmers buy the products from the market.
b. Lack of communication between manufacturers and farmers.
c. Farmers have to depend on the middleman to buy the product.
d. There is no home delivery.
2. To-Be process:
a. Farmers can buy search for product on website/application from anywhere.
b. They can directly purchase from manufacturers, no need for middleman.
c. They can decide which product to purchase based on the cost, ratings.
d. Products are delivered in remote areas.

5. List down different risk factors that may be involved (BA Risks And process/Project Risks)
Risk Analysis – Risk analysis and risk management is the process of understanding and handling possible risks before they happen. It helps reduce problems and increase chances of success so that the project runs smoothly and meets its goals.
1. BA Risk:
a. Insufficient knowledge related to agriculture market, products.
b. Requirements might not be clear from stakeholders.
c. Frequent changes may occur from client side.
d. Budget and timespan may be insufficient.
e. Difficulty in gathering requirements.
2. Project Risk:
a. Technical risk in development as software bugs.
b. Competition 
c. Inadequate IT infrastructure
d. Security risk in payment methods
e. Internet connectivity in the remote areas. 

6. Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers
RACI Matrix: The RACI matrix is a simple tool used to define roles and responsibilities for tasks in a project. It stands for:
1. R – Responsible: The person who does the task.
2. A – Accountable: The person who is in charge and makes sure the task is done properly.
3. C – Consulted: The people who give advice or help with the task.
4. I – Informed: The people who need to be kept updated about the task.
The RACI matrix helps avoid confusion by clearly showing who does what in a project.
	Task
	Mr. Henry (Project Sponsor)
	Mr. Pandu (Financial head)

	Mr. Doku 
(Project coordinator)
	Mr. Karthik (Delivery head)

	Mr. Vandanam 
(Project manager)

	Ms. Juhi   
(Sr. Java developer)

	Mr. Teyson, Ms. Lucie
,Mr. Tucker, Mr. Bravo
(Java Developers)
	Mr. Mike (Network Admin)
	Mr. John (DB Admin)
	Mr. Jason, Ms. Alekya
(Tester)
	Peter, Kevin, Ben

	Sneha 
(Business Analyst)

	Requirement
Gathering
	A
	C
	C
	I
	C
	I
	I
	I
	I
	I
	C
	R

	Requirement
Analysis
	C
	I
	C
	I
	C
	C
	C
	C
	C
	I
	C
	R

	Development
	I
	I
	I
	I
	A
	R
	R
	C
	C
	I
	I
	I

	Testing
	I
	I
	I
	I
	C
	I
	I
	I
	I
	R
	I
	I

	UAT
	A
	I
	C
	I
	C
	I
	I
	I
	I
	C
	C
	R



7. Help Mr Karthik to prepare a business case document
Business case document: A Business Case Document is a formal written record that explains why a project is being started and how it will help the organization. It includes:
1. The purpose of the project – Why it is needed.
2. Problems faced currently – Issues that the project will solve.
3. Goals and benefits – What will be achieved and how it will help.
4. Resources required – Time, people, and money needed.
5. Risks and impacts – Possible problems and how they will be managed.
6. Cost and return – Budget and how much profit or value the project will bring.
7. Timeline – How long the project will take.
It helps decision-makers understand the value of the project and decide whether to approve and fund it.
Summary: The purpose of Agriculture Product Store is to help farmers to get the agriculture product at doorstep. This will also help with direct communication between farmers and manufactures. This business case evaluates the need, benefits, and feasibility of this initiative, which has been awarded to APT IT SOLUTIONS with a budget of ₹2 Crores and a delivery timeline of 18 months.
1. Why is this project initiated?
To help farmers in remote area to buy agriculture products. To solve problem of communication between direct suppliers, limited access in the remote areas. To remove the dependency of farmers on middleman.
2. What are current problems?
a. Lack of agriculture inputs (seeds, fertilizers, pesticides).
b. Farmers are forced to buy from middleman which leads to higher costs, unreliable products.
c. Farmers in rural area cannot travel to bigger markets/towns to buy the products.
d. There is no direct communication with manufactures.
e. Farmers are unaware of the pricing, brands.
3. What are the resources required?
The project will need skilled human resources including a Project Manager to oversee timelines and planning, a Business Analyst to gather and document requirements, Java developers for backend and frontend coding, a Database Administrator for managing data storage, a Network Administrator for ensuring secure deployment, and QA Testers for validating the functionality of the system. Additional support will be required from farmers.
4. With this project how many problems could be solved?
a. Farmers will have direct access to the products right from their location.
b. The communication gap between farmers and manufacturers is reduced and there will be transparency in product quality, price.
c. The products will get delivered in the remote location.
5. How much organizational change is required to adopt this technology?
The organizational change required is moderate. There will be need for support team, technical team, help desk. As this project is CSR initiative, they have to adapt to its delivery patters, design.
6. What is the time frame to recover ROI?
The timeframe to recover ROI is nearly 18 months and budget is 2 crores. If there is a profit of around 10 lakhs the ROI will be around 5%.
7. How to identify stakeholders?
	Role
	Name
	Designation
	Details

	Responsible
	Ms Juhi
	Sr Java Developer
	Email Id
Mobile Number

	
	
	
	
	

	
	Mr Teyso
	Java Developer
	
	

	
	
	
	
	

	
	Mr Wese
	
	
	

	
	
	
	
	

	
	Mr Tucker
	
	
	

	
	
	
	
	

	
	Mr Bravo
	
	
	

	
	
	
	
	

	
	Mike
	Network Admin
	
	

	
	
	
	
	

	
	John
	DB Admin
	
	

	
	
	
	
	

	
	Jason
	Tester
	
	

	
	
	
	
	

	
	Alekya
	
	
	

	
	
	
	
	

	Accountable
	Mr Vandanam
	Project Manager
	Email Id
Mobile Number
	

	
	
	
	
	

	Consulted
	Mr Henry
	Committee Member
	Email Id
Mobile Number
	

	
	
	
	
	

	Informed
	Pandu
	Financial Head
	Email Id
Mobile Number
	

	
	
	
	
	

	
	Dooku
	Project Coordinator
	
	

	
	
	
	
	

	
	Henry
	Committee Member
	
	

	
	
	
	
	

	
	Peter, Kevin and Ben
	Farmers
	
	

	
	
	
	
	



8. 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 – The Software Development Life Cycle (SDLC) is the process used by software developers and teams to design, develop, test, and deliver software systems. It provides a structured approach to building software by breaking the work into phases such as requirement gathering, analysis, design, development, testing, deployment, and maintenance, ensuring the software meets user needs and is delivered efficiently and with quality.
1. Sequential: 
It is a linear model, where tasks are completed in step-by-step order, with each phase completed before moving to next phase. This process is used where project requirements are well defined and understood and changes will not take place during development phase. A significant amount of planning is done in the beginning of project to define the project scope and requirements.
2. Iterative: 
This involves multiple iterations or cycles in the process. An iterative process begins with the first iteration, where the development team creates a simple version that meets the initial project requirements. Then, through user feedback from testers, stakeholders, or focus groups, the team fine-tunes the product—adding new features, improving functionality, and fixing any issues. This feedback loop continues until the final product meets the project goals.
3. Evolutionary: 
The initial project is not fully functional, but over the time it evolves. Small chunks are created and they go through series of iterations. It is useful where the requirements are not fully cleared and may need to develop during development.
4. Agile:
It follows iterative development. The project is break down into small tasks known as sprints. This is helpful for the continuous change during the development. It has customers involvement, promotes continuous deliveries. This is ideal where there are frequent changes in the requirements of project and where there is rapid delivery of working software.

Each methodology has its own advantages and disadvantages and it depends on project scope, timeframe, requirements, budget which methodology to use.

9. 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?
1. Waterfall:
It is a linear, sequential approach. It has different phases with each phase output acts as input to next phase. Documentation is done at each stage. This is used where project requirements are clearly understood and there is no change in requirement during development. Customers focused is mainly in the beginning at requirement gathering and at end for testing. 
2. RUP:
It is an iterative model that allows frequent reviews and changes during development, suited for large and complex systems. Projects are gone through four phases: inception, elaboration, construction, and transition. Good for complex and large-scale systems. Allows early feedback and changes. 
3. Spiral:
is a software development process model that combines elements of iterative development and the waterfall model. It’s good for high-risk projects needing frequent revisions. Development happens in repeated cycles (spirals), and each cycle involves 4 major phases planning, Risk analysis, development, evaluation. The radius of the spiral represents the cumulative cost or progress of the project.
4. Scrum:
Scrum is a agile methodology. Work is organized into short iterations known as sprints, typically lasting one to four weeks. During each sprint, the team focuses on delivering a small piece of the overall project. Regular meetings, such as daily stand-ups and sprint reviews are there to ensure progress is on track. 

As a Business Analyst, I would recommend using the V model for this project. The V-Model is good when the requirements are clear and fixed from the start. It focuses more on testing at every stage. 

10. Write down the differences between waterfall model and V model.
	Waterfall model
	V model

	It is continuous process
	It is simultaneous process

	Testing is done at the end of project completion
	Testing is done after every stage is completed

	Used when the requirements are fixed
	Used when the requirements keep changing.

	Risk management occurs through planning and documentation
	Risk management occurs through testing

	Flexibility is Limited, difficult to accommodate changes
	More flexible due to parallel testing

	Errors are found late, during testing
	Errors can be detected early during requirement and design phases



11. As a BA, state your reason for choosing one model for this project 
I chose the V model because the project is meant to used by farmers, so it should have a good quality. The V-Model also helps in detecting issues early, as each development phase has a testing phase. Also, since the project has a fixed timeline (18 months) and clear requirements. It makes sure that product is well tested and delivered on time.

12. 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
Gantt Chart – A Gantt chart is a visual tool used in project management to show a project schedule. It displays tasks or activities on the vertical axis and time on the horizontal axis. Each task is represented by a horizontal bar, and the length of the bar shows how long the task will take. Gantt charts help teams track progress, manage deadlines, and coordinate responsibilities throughout the project lifecycle.

	Phase
	Week 1
	Week 2
	Week 3
	Week 4
	Week 5
	Week 6
	Week 7
	Week 8
	Week 9
	Week 10
	Week 11
	Week 12
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	Resource
	W1–8
	W9–16
	W17–24
	W25–32
	W33–40
	W41–48
	W49–56
	W57–64
	W65–72

	PM
	 
	 
	 
	 
	 
	 
	 
	 
	 

	BA
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13. Explain the difference between Fixed Bid and Billing projects
Fixed Bid:
Fixed Bid Project means the client and company agree on a fixed price for the whole project before it starts. No matter how much time or effort is needed, the company will be paid only the fixed amount. t is best suited for small or medium-sized projects where requirements are clearly known and unlikely to change.
Billing Projects:
Billing Project means the client pays based on the actual time spent and resources used. The client pays for the number of hours the team works. This is better for projects where the scope is not clearly defined or may change during development. It is useful for long-term or complex projects where scope may evolve.

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

	1. Requirement Gathering
	S. No
	Task
	Actionable Item
	Time Slot
	Duration

	1
	Identify Stakeholder
	Meeting to list stakeholders
	10:00 – 11:00 AM
	1 hour

	2
	Client Interaction
	Requirements elicitation from stakeholder
	11:00 – 1:00 PM
	2 hours

	3
	BRD Input 
	SME discussion (in-person)
	2:00 – 3:00 PM
	1 hour

	4
	Requirement Sorting
	Work on requirement template
	3:30 – 4:30 PM
	1 hour

	5
	Team Meeting
	Discussion on daily inputs
	4:30 – 7:00 PM
	2.5 hours

	
	
	Total
	
	7.5 hours



2. Requirement Analysis
	S. No
	Task
	Actionable Item
	Time Slot
	Duration

	1
	Analyse Requirements
	Specify the requirements
	10:00 – 11:00 AM
	1 hour

	2
	Identify Gaps
	Discuss unclear points with SMEs
	11:00 – 12:30 PM
	1.5 hours

	3
	Document Functional Specs
	Create Use Cases, Flowcharts
	2:00 – 3:30 PM
	1.5 hours

	4
	Walkthrough Session
	Review analysis with stakeholders
	4:00 – 6:00 PM
	2 hours

	 
	 
	 Total
	 
	6 hours



3. Design Timesheet:
	S. No
	Task
	Actionable Item
	Time Slot
	Duration

	1
	Review Requirements
	Communicate with client to review the designs and solutions
	10:00 – 12:00 AM
	2 hours

	2
	Design Discussion
	Attend UI/Architecture design meetings
	12:30 – 1:30 PM
	1 hour

	3
	Validate Mockups
	Cross-check wireframes with requirements
	2:30 – 3:30 PM
	1 hour

	4
	Clarifications
	Answer design-related queries
	4:00 – 5:00 PM
	1 hour

	5
	Approvals
	Review and approve final design document
	5:30 – 6:30 PM
	1 hour

	
	
	Total
	
	6 hours



4. Development Timesheet:
	S. No
	Task
	Actionable Item
	Time Slot
	Duration

	1
	Sprint Planning
	Join planning with developers
	10:00 – 11:00 AM
	1 hour

	2
	Checks for approval
	Checking approval after each development
	11:30 – 12:30 PM
	1 hour

	3
	Requirement Clarification
	Answer dev team queries
	1:00 – 2:00 PM
	1 hour

	4
	Update Docs
	Modify BRD/FRD based on feedback
	2:30 – 3:30 PM
	1 hour

	5
	Discussion
	Discuss change requests with stakeholders
	4:00 – 5:00 PM
	1 hour

	6
	Internal Review
	Review development progress
	5:30 – 6:30 PM
	1 hour

	
	
	Total
	
	6 hours



5. Testing Timesheet:
	S. No
	Task
	Actionable Item
	Time Slot
	Duration

	1
	Test Case Review
	Review test cases for coverage
	10:00 – 12:00 PM
	2 hour

	2
	Issue Analysis
	Analyze and verify defects raised
	1:00 – 2:00 PM
	1 hour

	3
	Requirement Trace
	Check RTM (Requirement Traceability Matrix)
	2:00 – 3:00 PM
	1 hour

	4
	Testing Support
	Support QA team in understanding requirements
	3:00 – 4:00 PM
	1 hour

	
	
	Total
	
	5 hours



6. UAT Timesheet:
	S. No
	Task
	Actionable Item
	Time Slot
	Duration

	1
	UAT Planning
	Prepare UAT checklist
	10:00 – 11:00 AM
	1 hour

	2
	UAT Walkthrough
	Demo to business users
	11:00 – 12:00 PM
	1 hour

	3
	UAT Support
	Guide users during UAT testing
	12:30 – 2:30 PM
	2 hours

	4
	Feedback Collection
	Note down issues shared by users
	3:00 – 4:30 PM
	1.5 hour

	5
	Sign-off Follow-up
	Coordinate for approval
	4:30 – 5:30 PM
	1 hour

	
	
	Total
	
	6.5 hour




7. Deployment Timesheet:
	S. No
	Task
	Actionable Item
	Time Slot
	Duration

	1
	Deployment Checklist
	Review pre-deployment checklist with team
	10:00 – 11:00 AM
	1 hour

	2
	Coordinate Release
	Coordinate with DevOps/PM for release deployment
	11:00 – 12:00 PM
	1 hour

	3
	Post-Deployment Check
	Verify system functionality after deployment
	12:00 – 1:00 PM
	1 hour

	4
	Issue Monitoring
	Monitor issues or incidents raised post-release
	2:00 – 3:00 PM
	1 hour

	5
	Business Sign-Off
	Collect final sign-off from stakeholders
	3:00 – 4:00 PM
	1 hour

	6
	Documentation
	Update release notes and user guides
	4:00 – 5:00 PM
	1 hour

	
	
	Total
	
	6 hours








