Question 1 - BPM - 5 Marks

Identify Business Process Model for Online Agriculture Store - (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)
· Goal: The primary goal is to create an online agriculture products store to help farmers in remote areas purchase essential farming products such as fertilizers, seeds, and pesticides. The application should also facilitate direct communication between farmers and manufacturing companies.
· Inputs: The main inputs for the process are the product details (fertilizers, seeds, and pesticides) from manufacturers and the product requests from farmers.
· Resources: Key resources include the online web/mobile application itself , manufacturers who provide the products , farmers who are the end customers
, and the project team from APT IT SOLUTIONS.

· Outputs: The outputs are the display of products to the farmers, the
successful purchase and delivery of products to the farmers' location, and the direct communication link between farmers and manufacturers.
· Activities: The activities involve manufacturers providing product details , the application displaying these products, farmers browsing and selecting
products , and the system processing requests for purchase and delivery.

· Value created to the end Customer: The value created is a user-friendly platform that allows farmers to easily and conveniently procure necessary agricultural products, overcoming geographical barriers and connecting them directly with manufacturers. This helps solve the problems of acquiring
fertilizers, seeds, and pesticides that farmers like Peter, Kevin, and Ben were facing.
Question 2 - SWOT 5 Marks

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.
· Strengths:

· Talent Pool: APT IT SOLUTIONS has a talented and available team, including a Project Manager, a Senior Java Developer, several Java Developers, Network and DB Admins, and Testers.
· Expertise: The team has the necessary technical skills (Java) to build the online store.
· Networking: The Delivery Head, Mr. Karthik, has strong connections that helped them secure the project.
· Weaknesses:

· Project Inexperience: This may be APT IT SOLUTIONS's first project in the agriculture e-commerce domain.
· Small Team: The team size might be a weakness for a project with an 18-month duration and a large scope.
· Potential Knowledge Gaps: The team might not have prior experience with the specific needs of remote farmers or agricultural supply chains.
· Opportunities:

· Market Expansion: The project can establish APT IT SOLUTIONS in a new, high-growth market of agricultural technology and e-commerce.
· CSR Initiative: Being a Corporate Social Responsibility (CSR) project from a wealthy businessman, it can enhance the company's reputation and lead to future business.
· Technology Advancement: The project offers an opportunity to innovate and develop a user-friendly application for a new user base.
· Threats:

· Budget & Timeline Constraints: A budget of 2 Crores INR and an 18- month duration for a potentially complex project could be a threat if scope creeps.

· User Adoption: The target audience, remote farmers, may be new to online applications, which could pose a challenge for user adoption and require significant training.
· Competition: Other companies might already be operating in this space or could enter the market, creating competition.
· Stakeholder Management: The project involves multiple stakeholders with potentially differing views, including Mr. Henry's committee and his friends, which could be a risk to manage.
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.
Mr. Karthik should consider the following points for a feasibility study:

· Hardware (HW):

· Assess the server infrastructure required to host the application, considering expected traffic and data storage for product details and user data.
· Evaluate the network infrastructure needed for reliable connectivity to handle user transactions and data transfers.
· Determine the need for specific hardware like load balancers or firewalls to ensure the application's performance and security.
· Software (SW):

· Confirm the chosen technology stack is Java-based.

· Evaluate the required software licenses, frameworks, and tools (e.g., databases like MySQL, application servers like Apache Tomcat).
· Assess the compatibility of new software with the existing infrastructure.
· Trained Resources:

· Confirm that the available team members, including the Senior Java Developer, other Java Developers, Testers, and Admins, have the necessary expertise in the chosen technology stack.
· Identify any skill gaps and the need for additional training or hiring.

· Ensure the team has experience in developing a user-friendly application, as this is a key requirement.
· Budget:

· Analyze the allocated budget of 2 Crores INR to ensure it is sufficient to cover all project costs, including hardware, software licenses, salaries for the project team, and potential unforeseen expenses.
· Consider the cost of ongoing maintenance and support after the 18- month development period.
· Time Frame:

· Evaluate if the 18-month duration is realistic for the planned features and functionalities of the online store.
· Develop a detailed project schedule and Gantt chart to track progress and identify potential delays.
· Assess the risk of scope creep and its impact on the project timeline.

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.
· AS-IS (Existing Process):

· Farmers face difficulties in procuring essential products like fertilizers, seeds, and pesticides.
· Procurement is a manual, often localized process, requiring farmers to travel to specific locations.

· There is no direct communication or a formal channel for farmers to interact with manufacturers.
· The process is time-consuming and inefficient, leading to supply chain issues for farmers in remote areas.
· TO-BE (Future Process):

· An online web/mobile application will facilitate the purchase of agriculture products from anywhere with an internet connection.
· The platform will allow direct communication between farmers and manufacturing companies.
· The system will provide a user-friendly interface for farmers to browse and select products.
· Products can be delivered directly to the farmers' location.

· Gap Analysis Points to Showcase:

· Accessibility Gap: The "AS-IS" process is limited by geography, while the "TO-BE" application provides universal access to products for farmers in remote areas.
· Communication Gap: The "AS-IS" lacks a direct link between farmers and manufacturers, a gap that the "TO-BE" system will fill, enabling better information exchange.
· Efficiency Gap: The "AS-IS" manual process is inefficient and time- consuming. The "TO-BE" process streamlines this, offering a faster and more convenient way to procure products.
· Information Gap: The "AS-IS" process has limited visibility into available products. The "TO-BE" process will allow manufacturers to display a wide range of products, providing farmers with more choices.
Question 5 - Risk Analysis 10 Marks

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

· Business Analyst (BA) Risks:

· Requirement Elicitation Risk: The BA might face difficulties in gathering complete and accurate requirements from all stakeholders, particularly from farmers in remote areas. Misunderstanding their needs could lead to a product that is not user-friendly or useful.
· Stakeholder Management Risk: The BA must manage expectations and requirements from multiple stakeholders, including Mr. Henry, his committee, and his friends. Conflicting priorities could lead to scope creep or project delays.
· Communication Risk: Miscommunication between the BA and the development team (developers, testers, admins) could lead to the wrong features being implemented.
· Knowledge Gap Risk: The BA may lack specific domain knowledge about the agricultural sector and its supply chain, which could result in an incomplete or inaccurate business analysis.
· Process/Project Risks:

· Timeline and Budget Risk: The 18-month duration and 2 Crore INR budget may be insufficient if unforeseen issues arise or if the scope expands significantly.
· Technical Risk: The Java-based technology stack might face compatibility issues or performance bottlenecks, requiring additional time and resources.
· User Adoption Risk: Since the target users are farmers in remote areas, there is a risk that they may not be tech-savvy, leading to low adoption of the new application despite its user-friendly design.
· Scope Creep Risk: With multiple stakeholders providing requirements, there is a high risk of new features being added throughout the project, which could strain the budget and timeline.

· Integration Risk: The application needs to integrate with various
systems (e.g., payment gateways, delivery services), which could pose technical challenges.
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.

	Stakehold
er
	Role in Project
	Responsibl
e
	Accountabl
e
	Consulte
d
	Informe
d

	Mr. Henry
	Client/Sponsor
	-
	A
	C
	I

	Mr. Pandu
	Financial Head
(SOONY)
	-
	A
	C
	I

	Mr. Dooku
	Project
Coordinator (SOONY)
	-
	A
	C
	I

	Mr. Karthik
	Delivery Head
(APT IT)
	R
	A
	C
	I

	Mr.
Vandanam
	Project Manager
(APT IT)
	R
	A
	C
	I

	Peter, Kevin, Ben
	Stakeholders/Us
er Representatives
	-
	-
	C
	I

	Ms. Juhi,
Dev Team
	Developers
	R
	-
	C
	I

	Mr. Jason,
Ms. Alekya
	Testers
	R
	-
	C
	I

	You (BA)
	Business
Analyst
	R
	-
	C
	I

	Mr. Mike,
John
	Admins
(Network, DB)
	R
	-
	C
	I


· Key Decision Makers (Accountable):

· Mr. Henry, Mr. Pandu, and Mr. Dooku:

They form the committee from the client side and are accountable for the project's overall direction, budget, and scope.
· Mr. Karthik:

As the Delivery Head, he is accountable for the successful delivery of the project from the APT IT SOLUTIONS side.
· Mr. Vandanam:

As the Project Manager, he is accountable for the day-to-day management and execution of the project.
· Influencers (Consulted):

· Peter, Kevin, and Ben: They are Mr. Henry's friends and act as key influencers and user representatives. They will share the requirements and provide valuable insights into the needs of the end-users (farmers).
· The entire project team (BA, developers, testers, admins): Their expertise and input are crucial for shaping the technical solution and project plan.
Question 7 - Business Case Document - 8 Marks

Help Mr. Karthik to prepare a business case document.

A business case document would typically include the following sections for Mr. Karthik:
1. Executive Summary: A brief overview of the project, its purpose (CSR initiative to help farmers), the proposed solution (online store), the client (SOONY), and the recommended action (proceed with the project).
2. Business Problem/Opportunity: Detail the current problems faced by farmers, such as difficulty in procuring fertilizers, seeds, and pesticides. Explain the opportunity to address this need with a technology-based solution.
3. Project Objectives: Clearly state the project's goals, such as creating a user- friendly online store, enabling direct communication between farmers and manufacturers, and facilitating product delivery.

4. Proposed Solution: Describe the online web/mobile application, its core functionalities (product display, purchase requests, delivery), and the technology stack (Java).
5. Feasibility Analysis: Summarize the findings of the feasibility study, including technical, economic, and operational feasibility. Mention that APT IT
SOLUTIONS has the necessary resources and expertise to undertake the project.
6. Financial Analysis:

· Costs: Outline the project costs, including development team salaries, software licenses, hardware infrastructure, and other operational expenses.
· Benefits: Explain the tangible and intangible benefits, such as positive brand image for both SOONY and APT IT SOLUTIONS, potential for future projects, and the social impact of the CSR initiative.
· Budget: State the allocated budget of 2 Crores INR and provide a high-level budget breakdown.
7. Risk Assessment: Identify potential risks, such as technical challenges, user adoption issues, and scope creep, and propose mitigation strategies.
8. Project Timeline: Provide a high-level project timeline, outlining key phases and milestones within the 18-month duration.
9. Recommendation: Conclude with a clear recommendation to proceed with the project, citing the strong business case, positive social impact, and
strategic benefits for APT IT SOLUTIONS.

Question 8 - Four SDLC Methodologies 8 Marks

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.

· Sequential Methodology (e.g., Waterfall): This approach follows a linear,
step-by-step process where each phase (requirements, design, development, testing) must be completed before the next one begins. It is rigid, with little to no backtracking. It's suitable for projects with clear, stable requirements and no ambiguity.
· Iterative Methodology (e.g., RUP): This approach involves developing a system through repeated cycles or iterations. Each iteration produces a
working version of the software with added functionalities. The process allows for feedback and refinement at the end of each iteration, making it more flexible than the sequential approach.
· Evolutionary Methodology (e.g., Spiral): This is a risk-driven approach that combines elements of both waterfall and iterative models. It focuses on risk analysis at each stage of the spiral, allowing for the early identification and mitigation of risks. The project evolves over time through repeated cycles. It's best for large, complex, and high-risk projects.
· Agile Methodology (e.g., Scrum): This is a flexible, collaborative, and people-focused approach. It emphasizes small, incremental releases and continuous feedback from the client. The work is broken down into short cycles called sprints, allowing for quick adaptation to changing requirements. It's ideal for projects with uncertain requirements and a need for quick delivery.
Question 9 - Waterfall RUP Spiral and Scrum Models - 8 Marks

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?

· Waterfall Model: This is a sequential, linear model where each phase is completed entirely before moving to the next. It's simple to understand and manage, but its rigidity makes it difficult to respond to changes once a phase is complete.
· RUP (Rational Unified Process): A flexible and iterative development model. It's a framework that can be tailored to an organization's specific needs, focusing on four phases: Inception, Elaboration, Construction, and Transition. It emphasizes documentation and is well-suited for large, object-oriented projects.
· Spiral Model: A risk-driven, evolutionary model that combines the iterative approach of prototyping with the systematic aspects of the waterfall model. Each spiral loop represents a phase of the project, with risk analysis at the center. It's highly suitable for large, complex, and high-risk projects.
· Scrum Model: An Agile framework that breaks down work into short, time- boxed iterations called sprints. It promotes teamwork, accountability, and iterative progress towards a well-defined goal. It's highly flexible and responsive to changes.
Which methodology would be better for this project? As a business analyst, the

V- model would be a better choice for this project than the Waterfall model, aligning with the SMEs' suggestion.
Question 10 - Waterfall Vs V-Model - 5 Marks

Write down the differences between waterfall model and V model.

· Relationship between Phases: In the Waterfall model, each phase flows into the next sequentially. In the V-model, there is a direct relationship between each development phase and its corresponding testing phase. For example, Requirements Gathering is linked to User Acceptance Testing (UAT).
· Testing: The Waterfall model only introduces testing after all development is complete. The V-model integrates testing throughout the entire lifecycle,
starting from the requirements phase (unit tests, integration tests, system tests, and UAT).

· Risk: The Waterfall model carries a higher risk because defects are often found late in the process, which can be costly to fix. The V-model's early testing approach helps in identifying and fixing defects early, which reduces the overall project risk.
· User Involvement: User involvement is minimal in the Waterfall model until the end of the project for acceptance testing. In the V-model, user involvement is required early on, particularly during the requirements and UAT phases.
· Flexibility: The Waterfall model is very rigid and not suitable for projects with changing requirements. The V-model is slightly more flexible due to its focus on verification and validation at each stage, making it more adaptable to minor changes.
Question 11 - Justify your choice 3 Marks

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

As a BA, I would choose the V-model for this project for the following reasons:

1. Early Defect Detection: The V-model's emphasis on corresponding testing for each development phase (e.g., Requirements Gathering and UAT) allows for defects to be caught early. This is crucial for a CSR project with a defined budget and timeline. Finding a major issue during UAT is much better than discovering it after deployment.
2. High-Quality Product: The V-model's systematic approach ensures a higher quality product by validating each stage of development. A user-friendly and reliable application is a key requirement for farmers who may not be tech- savvy, and the V-model helps guarantee this.
3. Clear Communication: The V-model clearly links development phases with their testing counterparts, which helps in better communication and alignment between the project team (developers, testers) and the stakeholders (SMEs).


Question 12 - Gantt Chart - 5 Marks

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.
A Gantt chart for the V-model approach would visually represent the project timeline and resource allocation. Here is a simplified textual representation:

	Task
	Duration
(Weeks)
	Start
Week
	End
Week
	Resources

	Requirements
Gathering (RG)
	4
	1
	4
	BA, PM, SMEs

	Requirements Analysis
(RA)
	4
	5
	8
	BA, PM, Devs,
Testers

	Design
	4
	9
	12
	Devs, BA, PM

	Development (D1)
	6
	13
	18
	Java Devs

	Testing (T1)
	2
	19
	20
	Testers, PM

	Development (D2)
	6
	21
	26
	Java Devs

	Testing (T2)
	2
	27
	28
	Testers, PM

	Development (D3)
	6
	29
	34
	Java Devs

	Testing (T3)
	2
	35
	36
	Testers, PM

	Development (D4)
	6
	37
	42
	Java Devs

	Testing (T4)
	2
	43
	44
	Testers, PM

	User Acceptance
Testing (UAT)
	4
	45
	48
	BA, PM, SMEs,
Testers

	Deployment
	2
	49
	50
	PM, NW Admin,
DB Admin


Question 13 - Fixed Bid Vs Billing - 5 Marks

Explain the difference between Fixed Bid and Billing projects.

· Fixed Bid Project:

· Definition: In a fixed-bid project, the client and the service provider agree on a fixed price for the entire project based on a pre-defined scope of work.
· Scope: The project scope is rigid and clearly defined. Any changes or additions to the scope require a formal change request and can result in additional costs.
· Risk: The risk lies primarily with the service provider. If the project takes longer or costs more than anticipated, the service provider bears the loss.
· Flexibility: It offers very little flexibility to accommodate changes.

· Example: The online agriculture store project, with a budget of 2 Crores INR for 18 months, is a fixed-bid project.
· Billing/Time and Materials Project:

· Definition: In a billing project, the client is billed based on the actual time and materials used to complete the work.
· Scope: The scope can be more flexible, as the client can pay for work as it is completed. It is suitable for projects where requirements are not well-defined or are expected to change.
· Risk: The risk lies with the client, as the final cost of the project is unknown and can exceed the initial estimates.
· Flexibility: It offers high flexibility to accommodate changes and new requirements.
· Example: A project for a new feature addition to the online store where the requirements are not fully clear and the client agrees to pay for the hours worked.
Question 14 - Prepare Timesheets of a BA in various stages of SDLC - 20 marks
· Design Timesheet of a BA:

	Date
	Project/Task
	Hours
	Activity Details

	Week
1
	Functional Design
	10
	Collaborating with developers to design
system functionalities.

	
	UI/UX
Wireframing
	15
	Creating wireframes and mockups for the
user interface.

	
	Stakeholder
Review
	5
	Presenting design drafts to Mr. Henry and
his committee for feedback.

	Week
2
	Database Design
	8
	Working with John (DB Admin) to review and
validate database design.

	
	API Specification
	12
	Documenting API requirements for external
integrations.

	
	Internal Team
Meetings
	5
	Discussing design choices with the dev and
test teams.


· Development Timesheet of a BA:

	Date
	Project/Task
	Hours
	Activity Details

	Week
1
	Developer Queries
	15
	Answering questions from Ms. Juhi and
other developers on requirements.

	
	Requirements
Clarification
	10
	Clarifying user stories and use cases for
the dev team.

	
	Change Request
Management
	8
	Analyzing and documenting any new
change requests from stakeholders.

	Week
2
	Sprint Planning
	5
	Participating in sprint planning meetings
with the team.

	
	Backlog Grooming
	10
	Refining the product backlog for
upcoming sprints.

	
	Progress Monitoring
	8
	Monitoring development progress against
the plan.


· Testing Timesheet of a BA:

	Date
	Project/Task
	Hours
	Activity Details

	Week
1
	Test Case Review
	15
	Reviewing test cases prepared by Mr.
Jason and Ms. Alekya for accuracy.



	
	Defect Triaging
	10
	Collaborating with testers to prioritize and
triage bugs.

	
	Root Cause
Analysis
	8
	Investigating defects and their root causes
with the dev team.

	Week
2
	Requirement
Traceability
	10
	Ensuring all test cases are traceable back
to a specific requirement.

	
	Regression Testing
Support
	8
	Assisting the QA team in understanding
test scenarios.

	
	Stakeholder Demos
	5
	Preparing for and participating in demo
sessions with Mr. Henry's team.


· UAT Timesheet of a BA:

	Date
	Project/Task
	Hours
	Activity Details

	Week
1
	UAT Planning
	10
	Developing the UAT plan and test scripts
with the stakeholders.

	
	UAT Support
	15
	Providing on-site or remote support to
Peter, Kevin, and Ben during UAT.

	
	Feedback Collection
	10
	Documenting and analyzing feedback
from the user representatives.

	Week
2
	Defect Management
	12
	Logging and prioritizing defects found
during UAT.

	
	Stakeholder
Communication
	8
	Communicating UAT progress and issues
to Mr. Henry and his committee.

	
	UAT Sign-off
	5
	Facilitating the UAT sign-off process.


· Deployment & Implementation Timesheet of a BA:

	Date
	Project/Task
	Hours
	Activity Details

	Week
1
	Training Material
	10
	Developing user guides and training
materials for farmers.

	
	Post-Deployment
Support
	15
	Providing initial support to users and
collecting feedback.

	
	Handover
Documentation
	10
	Preparing documentation for the
maintenance and support teams.



	Week
2
	Post-Implementation
Review
	12
	Conducting a review to evaluate project
success and lessons learned.

	
	Performance
Monitoring
	8
	Monitoring application performance and
user adoption post-launch.

	
	Stakeholder Update
	5
	Reporting on the project's success to all
key stakeholders.


