Capstone Project Prep 1 Case Part 1
Online Agriculture Product Store Project Team
Mr. Henry Company (Soony – Onsite Team) has the following team:
· Mr Pandu is Financial Head 
· Mr Dooku is Project Coordinator. 
· Peter is Stakeholder 1
· Kevin is Stakeholder 2
· Ben is Stakeholder 3
Mr. Henry outsourced this project to APT IT SOLUTIONS (Offsite Team) company
· Mr Karthik is Delivery Head 
· Mr Vandanam is project Manager
· Ms. Juhi is Senior Java Developer
     Mr Teyson is Java Developer 1
     Ms Lucie is Java Developer 2
     Mr Tucker is Java Developer 3 
     Mr Bravo is Java Developer 4. 
· Mr Mike is Network Admin 
· John is Data Base Admin
· Mr Jason and Ms Alekya is Testers
· you are a Business Analyst.


Decode the Case Study
· Project Idea: 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: Able to accept the product (fertilizers, seeds, pesticides) details from the manufacturers, able to display them to the Farmers. Farmers will browse and select the products what they need and request to buy them and deliver them to farmers location.
· Overview of the Project: To make an online agriculture product store to facilitate remote area farmers to buy agriculture products. Through this Online Web / mobile Application, Farmers and Companies (Fertilizers, seeds and pesticides manufacturing Companies) can communicate directly with each other.
· Current Problems: Procuring fertilizers , buying seeds , Pesticides unavailability on Time 
· Know the Team
Question and Answers
1. Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)?
A. Goal: To create a user-friendly online platform (Web and Mobile App) that allows farmers from remote areas to directly purchase fertilizers, seeds, and pesticides from manufacturing companies, thereby reducing dependency on middlemen and solving accessibility issues.
Inputs: Customer Data, Manufacturer Details, Trained Employees 
Resources: Ware Houses,  Delivery Partner,  Servers to store the Data, Resources
Outputs: Direct Communication channel, Product Delivery Service, Improved Accessibility, Pesticides Availability. 
Activities:  Excellent Customer Service, Requirement Gathering, Marketing and Awareness, Partner with leading manufacturers
Value: Convenience, Transparency, Cost – Effective, Timely Access, Customer Satisfaction

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?
A. Strengths: 
· Strong Vision and Leadership
· Clear Problem Statement
· Committed Stakeholders
· Skilled Internal Team Available
Weakness:
· Lack of Domain Experience in Agriculture
· Rural User Base with Low Tech Literacy
· Logistics and Delivery Integration
· Communication Gaps with Rural Stakeholders
Opportunities:
· First Mover Advantage in Agri – Tech for Remote Villages
· High Social and Business Impact
· Long – Term Government Collaboration
· Scope for Future Modules
· Increase Brand Visibility
Threats:
· Connectivity and Internet issues in Rural Areas
· Competition from Established Agri – Tech Players
· Resistance to Change & Regularity Challenges
· Economic and Environmental Uncertainty
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?
A. Hard Ware: Based on Development Machines, Servers, Network Infrastructure, Mobile Devices, Backup and Storage etc.,
Soft Ware: Based on Development Language, Frontend Technologies, Database, Content Management System, Testing Tools etc.,
Resources: Project Management Team, Developers, Testers, Business Analyst
Budget: Various Costs involved such as Resource Cost, Infrastructure Cost, Training, Market and Awareness etc.,
Time Frame: Based on Requirements Gathering and Analysis, Training Development, Testing, Deployment etc.

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?
A. AS-IS existing process: 
· Accessibility Gap – Farmers in remote areas can’t easily access agricultural inputs.
· Efficiency Gap – Time and effort spent in traveling and procuring inputs manually.
· Transparency Gap – Lack of clear pricing, product details, and communication with manufacturers.
· Technology Gap – No digital system to support orders, deliveries, or customer service.
· Economic Gap – Overdependence on middlemen inflates costs and reduces profit margins for farmers.
· Information Gap – Lack of product education and comparative options.
TO-BE future Process:
· Empowers farmers with choices, pricing transparency, and direct communication.
· Brings digital transformation to rural agriculture supply chain.
· Ensures timely availability of critical inputs to improve crop yield and productivity.
· Aligns with CSR goals to create long-term social and economic impact.
· Positions Mr. Henry’s initiative as an innovator in Agri-Tech for underserved regions.

5. List down different risk factors that may be involved (BA Risks And process/Project Risks)?
A. Business Analyst Risks:
· Incomplete Requirement Gathering: Farmers (Key Users) may not be able to express needs clearly due to lack of Tech Literacy, leading to Gaps in Functional Coverage
· Misinterpretation of Domain Terms: Lack of agricultural domain knowledge could result in incorrect documentation or analysis.
· Stakeholder Misalignment: Misunderstanding between technical team and non-technical stakeholders (e.g., farmers) can delay decision-making.
· Scope Creep: Adding new features like weather reports or government scheme integration without planning can derail timelines.
· Improper Prioritization: If BA does not prioritize features correctly (e.g., shopping cart vs. delivery tracking), essential functionalities may be delayed
· Communication Gaps: Difficulty in translating rural farmers' needs to development team (language barrier, communication method mismatch).
· Lack of Proper Documentation: Poorly maintained BRD, SRS, or use case documents can affect development and testing accuracy
Process / Project Risks:
· Low Technology Adoption by Farmers: Rural farmers may resist using mobile apps due to lack of digital literacy or trust.
· Connectivity Issues in Rural Areas: Internet penetration is low in some areas, making web/mobile usage inconsistent.
· Integration with Logistics Providers: Delivering to remote areas requires robust third-party logistics support which may be unavailable or unreliable.
· Vendor On boarding Challenges: Manufacturers may hesitate to share product details online or adapt to digital selling.
· Regulatory/Legal Compliance: Sales and transport of agro-chemicals like pesticides require licenses and regulatory approvals.
· Budget Overruns: Unforeseen challenges may lead to exceeding the 2 Crores budget (e.g., infrastructure scaling, feature changes).
· Timeline Slippage: Risk of exceeding the 18-month project window due to feature creep or development delays.
· Security & Data Privacy: User data (like farmers’ contact info, addresses) needs to be securely stored to avoid breaches.
· Lack of Training or Support Post-Launch: Without user training or support mechanisms, adoption rates may drop after go-live.
· Dependency on Key Personnel: Losing key team members (e.g., BA, Sr. Developer) can affect project continuity.

6. Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers?
A. The RACI Matrix is a responsibility assignment tool used to identify:
· R = Responsible (who does the task)
· A = Accountable (who owns the decision)
· C = Consulted (who gives input)
· I = Informed (who needs to know the outcome)
Key Stakeholders Identified (from the Case Study): 
· Mr. Henry is Project Sponsor / CSR Visionary
· Mr. Pandu is Financial Head, SOONY Company
· Mr. Dooku is Project Coordinator, SOONY Company
· Mr. Karthik is Delivery Head, APT IT SOLUTIONS
· Mr. Vandanam is Project Manager
· You (Business Analyst) 
· Ms. Juhi is Senior Java Developer
· QA Testers are Mr. Jason, Ms. Alekya
· Mr. John are DB Admin
· Mr. Mike is Network Admin
· Peter, Kevin, Ben are Farmer Stakeholders / End Users
· Manufacturing Companies are Fertilizer, Seeds, and Pesticide suppliers
RACI Matrix – Key Project Activities
	Activities / Tasks
	Henry
	Pandu
	Dooku
	Karthik
	Vandanam
	BA
	Dev
	Testers
	Farmers
	Vendors

	Project Funding & Approval
	A
	C
	C
	I
	I
	I
	I
	I
	I
	I

	Requirements Gathering
	I
	I
	I
	C
	C
	R
	I
	I
	C
	C

	BRD/SRS
	I
	I
	I
	I
	C
	R
	C
	C
	C
	C

	Budget Allocation and Tracking
	I
	R
	C
	C
	I
	I
	I
	I
	I
	I

	Application Architecture & Design
	I
	I
	I
	C
	C
	C
	R
	I
	I
	I

	Development
	I
	I
	I
	I
	R
	C
	R
	I
	I
	I

	Testing & Bug Fixing
	I
	I
	I
	I
	R
	C
	C
	R
	I
	I

	Go-Live Decision
	A
	C
	C
	R
	R
	C
	I
	I
	I
	I

	User Training & Awareness
	I
	I
	C
	C
	R
	R
	I
	I
	C
	C

	Stakeholder Communication
	R
	C
	C
	C
	I
	R
	I
	I
	C
	C

	Product Feedback & Enhancements Post-Launch
	I
	I
	I
	C
	C
	R
	C
	C
	C
	C



Summary of Stakeholder Roles:
Decision Makers (Accountable - A): 
· Mr. Henry: Project approval, funding, final decisions
· Mr. Pandu: Budget-related decisions
· Mr. Karthik & Mr. Vandanam: Operational and delivery-related decisions
Influencers / Consulted (C): 
· Peter, Kevin, Ben:  Provide real user needs and feedback
· Mr. Dooku: Coordination between SOONY and APT IT
· Manufacturing Companies: Input on supply, products, pricing
Executors (Responsible - R):
· BA: Requirements, documentation, stakeholder collaboration
· Development Team: Building the solution
· Testers: Ensuring product quality
· Project Manager (Mr. Vandanam) – End-to-end execution of project activities
Informed (I):
· All stakeholders are kept in the loop about progress, especially during key milestones.

7. Help Mr Karthik to prepare a business case document?
A. Executive Summary:  This business case proposes the development of an Online Agriculture Products Store aimed at empowering farmers in remote regions by providing them with direct, convenient, and transparent access to fertilizers, seeds, and pesticides through a web and mobile application. This initiative, led by Mr. Henry under the CSR initiative of SOONY Company, addresses key logistical and accessibility problems faced by rural farmers and creates a sustainable model for agricultural support through digital transformation.
Problem Statement: Currently, farmers like Peter, Kevin, and Ben, along with many others in remote areas, are facing challenges in:
· Accessing quality agricultural products (fertilizers, seeds, pesticides),
· Travelling long distances  to towns for procurement,
· Dependence on middlemen  who inflate prices and reduce product reliability.
· These issues are affecting crop productivity, increasing cost burdens, and limiting the economic growth of rural farming communities.
Project Objective: To develop a user-friendly online application (web + mobile) that:
· Enables direct communication between farmers and agricultural companies,
· Allows farmers to browse, order, and track agricultural products,
· Ensures doorstep delivery of products to remote locations,
· Promotes price transparency and eliminates middlemen,
· Serves as a scalable platform for future integrations (crop advisory, insurance, etc.).
Strategic Alignment: This project aligns with:
· SOONY's CSR Goals: Rural development, digital empowerment, and sustainable agriculture.
· Government Digital India Mission: Encouraging tech adoption in agriculture.
· APT IT SOLUTIONS' Growth Strategy: Entering the agri-tech space with real-world impact projects
Benefits: 
Tangible Benefits:
· Reduction in procurement time and effort for farmers.
· Cost savings by bypassing intermediaries.
· Increase in crop productivity through timely access to quality inputs.
Intangible Benefits:
· Empowerment of digitally underserved farmers.
· Improved trust in digital platforms.
· Strengthened brand reputation of SOONY and APT IT in CSR and agri-tech domains.
Project Scope: 
In Scope:
· Farmer registration and profile management.
· Product catalog upload by manufacturers.
· Product search, selection, and ordering.
· Order tracking and basic delivery integration.
· Farmer-manufacturer messaging.
· Admin portal for monitoring and support.
Out of Scope 
· Advanced analytics or AI-based crop recommendations.
· Integration with government subsidy APIs.
· Multi-language voice-enabled assistants (planned for future phases).
Estimated Budget:
	Component
	Estimated Cost

	Software Development
	85,00,000

	QA & Testing
	15,00,000

	Infrastructure & Hosting
	20,00,000

	UI/UX Design
	10,00,000

	Vendor/Manufacturer Onboarding Support
	10,00,000

	Training & Awareness
	10,00,000

	Contingency & Buffer (10%)
	20,00,000

	Total Budget
	2,00,00,000


Estimated Timeline (Duration: 18 Months):
	Phase
	Duration

	Requirements Gathering
	1.5 Months

	System Design & Prototyping
	1 Month

	Development (Agile Iterations)
	9 – 10 Months

	Testing & UAT
	2 Months

	Deployment & Go-Live
	1 Month

	Training & Support
	1.5 Months

	Post-Go-Live Maintenance
	1 Month



Risks & Mitigation:
	Risk
	Mitigation Strategy

	Low digital literacy among farmers
	Simple UI, local language options, farmer training camps

	Connectivity issues in rural areas
	Offline features and SMS-based order confirmation

	Budget overrun or scope creep
	Strict change control, clear MVP definition

	Vendor adoption resistance
	Provide onboarding help and incentives

	Data privacy and cyber security
	Use secure login, data encryption, cloud-based storage



Key Stakeholders:
	Stakeholder
	Role

	Mr. Henry
	Project Sponsor / Visionary

	Mr. Pandu
	Financial Head

	Mr. Dooku
	Project Coordinator

	Mr. Karthik
	Delivery Head (APT IT SOLUTIONS)

	Mr. Vandanam
	Project Manager

	Business Analyst
	Requirements & Stakeholder Management

	Dev & QA Team
	Development & Testing Execution

	Farmers
	End Users / Stakeholders

	Manufacturing Companies
	Product Suppliers



Recommendation:  It is recommended that SOONY Company move forward with this project immediately. The proposed online platform will bring a significant transformation to rural agriculture procurement, aligned with both business and social development goals
Approval Section:
	Name
	Role
	Signature
	Date

	Mr. Henry
	Sponsor
	
	

	Mr. Pandu
	Financial Head
	
	

	Mr. Dooku
	Project Coordinator
	
	

	Mr. Karthik
	Delivery Head
	
	



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?
A. SDLC:The Software Development Life Cycle (SDLC) is a structured process that outlines a series of phases to build, deliver, and maintain a software product. The main phases include:
· Requirement Gathering
· System Design
· Development
· Testing
· Deployment
· Maintenance
Explanation of the 4 SDLC Methodologies:
1. Sequential Model (Waterfall Model)
Description: A linear, step-by-step approach where each phase must be completed before the next one begins.
Characteristics:
· Rigid structure 
· No overlapping phases
· No feedback loop to earlier stages once a phase is completed
Pros:
· Simple to understand and manage
· Works well for small, well-defined projects
Cons:
· No flexibility for changes once development begins
· Poor model for projects with unclear or evolving requirements
Suitability for Agriculture Project: Not ideal – because farmers’ needs may evolve after testing, and early feedback is crucial.
2. Iterative Model:
Description: Development is done in small parts or iterations, where each iteration improves or expands the previous one.
Characteristics:
· Focus on building the core system first, then enhancing it step-by-step
· Each iteration passes through all SDLC phases
Pros:
· Useful when requirements are partially known
· Early partial delivery is possible
Cons:
· Risk of repeated rework
· Requires good architecture to support future enhancements
Suitability: Better than Sequential, especially if we want to test basic functionality early and improve over time.
3. Evolutionary Model
Description: A progressive refinement model where a basic version of the system is built quickly and enhanced based on user feedback.
Characteristics:
· Emphasis on user involvement
· Early working product is delivered
· Constant interaction with end users
Pros:
· End users (like farmers) can test the system early
· Changes are incorporated continuously
Cons:
· May lead to scope creep if not managed well
· Requires constant stakeholder involvement
Suitability: Highly suitable for this project — because end-users (farmers) and their feedback are key.
4. Agile Methodology
Description: A flexible, fast-paced methodology with short development cycles (Sprints) and continuous collaboration with stakeholders.
Characteristics:
· Continuous feedback
· Adaptive to changes
· Frequent releases (every 2–4 weeks)
Pros:
· Encourages stakeholder involvement
· Handles changing requirements effectively
· Early delivery of working software
Cons:
· Needs high team discipline and strong communication
· Documentation may be lighter compared to traditional method
Suitability: Best fit for this project — because:
· Farmers and vendors can give feedback in each sprint
· The scope may evolve (e.g., adding insurance, weather, advisory services)
· APT IT has the talent and roles needed for Agile execution
Recommendation for Online Agriculture Store Project:
	Methodology
	Recommended
	Reason

	Sequential  
	No
	Too rigid; doesn't support evolving needs or feedback

	Iterative
	Moderate
	Better, but still lacks user interaction at every stage

	Evolutionary
	Good Choice
	Supports ongoing refinement based on early user feedback

	Agile
	Best Choice
	Allows collaboration, rapid delivery, feedback loops, and flexibility



Final Note for Mr. Henry & Committee: Since the Online Agriculture Store project is user-centric, socially impactful, and involves first-time tech users (farmers), it is important to develop incrementally, get early feedback, and adapt quickly. Hence, Agile methodology is strongly recommended, possibly with tools like JIRA for tracking and weekly stakeholder reviews to ensure progress stays aligned with expectations.

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?
A. Waterfall Model
· A sequential, phase-by-phase approach.
· Each phase (Requirement → Design → Development → Testing → Deployment) is completed before the next starts.
Pros: 
· Easy to manage and understand.
· Good for projects with fixed, well-documented requirements.
Cons:
· No flexibility once development begins.
· Testing is done only at the end.
· User feedback comes too late.
Suitability : Not suitable – because farmers’ real needs might emerge after seeing working software.
1. V-Model (Verification and Validation)
· An extension of Waterfall; development and testing activities are planned in parallel.
· Each phase has a corresponding test phase (e.g., Requirements ↔ Acceptance Testing, Design ↔ System Testing).
Pros:
· Emphasizes testing early in the cycle.
· Better defect detection than traditional Waterfall.
Cons:
· Still rigid like Waterfall.
· No flexibility to accommodate changing or evolving requirements.
Suitability: Limited suitability – While it's good for quality assurance, it’s not flexible enough for a project where farmer feedback and field testing are crucial.
2. RUP (Rational Unified Process)
· A phased, iterative model from IBM.
· Phases: Inception → Elaboration → Construction → Transition.
· Supports continuous integration and iterative delivery.
Pros:
· Structured but flexible.
· Emphasizes risk management and use-case-driven design.
Cons:
· Requires high expertise.
· Can be too complex or heavyweight for small-to-medium CSR projects.
Suitability: Moderate - Could work well but may be overkill for a CSR initiative like this with limited time (18 months) and budget (2 crores).
3. Spiral Model
· Combines iterative development with risk assessment.
· Repeats cycles (spirals) with increasing functionality.
Pros:
· Ideal for high-risk, large, and complex projects.
· Allows frequent reassessment and refinements.
Cons:
· Expensive and time-consuming.
· Heavy focus on risk planning may slow delivery.
Suitability:  Not practical – This project doesn’t involve complex financial systems or defense-grade software where Spiral is most effective.
4. Scrum (Agile Framework)
· A lightweight Agile framework with short cycles called Sprints (2–4 weeks).
· Encourages regular communication, continuous feedback, and working software early.


Pros
· Flexible, highly collaborative.
· Frequent deliveries and ability to respond to changing requirements.
· Direct involvement of end users (farmers and vendors) in giving feedback.
Cons:
· Requires strong communication and planning discipline.
· Roles (Scrum Master, Product Owner) must be well understood
Suitability: Highly suitable – Given the evolving nature of farmer requirements, need for early delivery, and iterative feedback, Scrum is an excellent fit.
V-Model vs Waterfall vs Agile (Scrum)
	Model
	Flexibility
	Feedback Loops
	Testing Approach
	Farmer Involvement
	Suitability

	Waterfall
	Low
	Late 
	Only after development
	Not involved until UAT
	Not Suitability

	V-Model
	Low
	Late 
	Strong test coverage
	Still not early enough
	Limited Suitability

	Scrum (Agile)
	High
	Continuous
	Integrated every sprint
	Involved throughout
	Best Fit



BA Recommendation: Adopt Agile Scrum Methodology As a Business Analyst, I recommend using the Agile Scrum methodology for this project because:
· Farmers and manufacturing companies (key stakeholders) need to see working software early to validate the concept.
· Scrum allows us to build and release in phases, starting with a basic functional version (MVP) and adding more features (like delivery tracking, ratings, language support) in future sprints.
· It's the most responsive approach to handle evolving user requirements and feedback — a must for a social impact project involving first-time tech users in rural India.

10.  Write down the differences between waterfall model and V model?
A. Differences between waterfall model and V model is shown below
	Aspect
	Waterfall Model
	V – Model

	Cost
	It is Low cost
	It is Expensive

	Simplicity
	It is Simple
	It is Intermediate

	Flexibility
	It is Rigid
	It is Little Flexible

	Phases
	There is no way to return to the Earlier Phase
	There is no such Constraint V – Model

	Execution Process
	It is a Sequential execution process
	It is also a Sequential execution process

	Linear Movement of Steps
	It moves in a Linear Way
	It don’t moves in a Linear Way

	Re usability
	It is Limited
	It can be Re – use for some extent

	User Involvement
	User Involvement is only in Beginning
	User Involvement is only in Beginning

	Testing Activities Start
	Testing Activities Start after development activities are over
	Testing Activities Start with the First Stage

	Success Guarantee
	Guarantee of Success through Waterfall Model is Low
	Guarantee of Success through V Model is High

	Process
	It is a Continuous Process
	It is a Simultaneous Process

	Defects
	Software made using Waterfall Model, the number of defects are less in comparison of Software made using V- Model
	Software made using V Model, the number of defects are greater in comparison of Software made using Waterfall Model

	Requirement Specification
	It is necessary in Beginning
	It is necessary in Beginning

	Customer Involvement
	Less Customer Involvement
	More Customer Involvement as compared to Waterfall Model

	Testing During Development
	It is not possible to test a software during its Development 
	It is possible to test a software during its Development

	Identification of Defects
	It is done in the Testing Phase
	It can be done from the Beginning

	Debugging
	It is done after the Last Phase
	It can be done in Between the Phaases

	Usage
	It is Less Used in Now – a – Days in Software Engineering
	It is Widely used in Software Engineering, Aerospace and Healthcare

	Example
	A Building Construction Project, where requirements( Number of Floors, Rooms etc.) are defined early and the Construction proceeds in a set order
	Developing a Payroll System, where requirements like Tax Calculations are well defined, and testing is done at multiple stages to ensure Accuracy








11. As a BA, state your reason for choosing one model for this project?
A. Selected Model: Agile – Scrum Framework, Reason Why I selected this Model Specifically, because of the following:
1. Dynamic and Evolving Requirements:
· This project involves first-time digital users (farmers) whose exact requirements may **evolve during development.
· Farmers like Peter, Kevin, and Ben may not be able to articulate all their needs upfront, and real feedback will emerge only after they interact with the application.
· Agile allows flexibility to modify or add features after each sprint,based on real-world usage and feedback.
2. Early and Incremental Delivery 
· Instead of waiting for 18 months to see the final product, Agile supports early release of MVP (Minimum Viable Product), allowing stakeholders to start using core features like:
· Viewing and ordering products
· Vendor listings
· Delivery tracking
· This boosts user trust and builds momentum.
3. Frequent Stakeholder Involvement
· The product is built with the active participation of farmers, vendors, and committee members.
· Scrum encourages review meetings (Sprint Reviews, Demos) at the end of each sprint, where stakeholders provide feedback directly to the team.
· This reduces the risk of building features that don’t align with actual user needs.
4. Faster Issue Detection and Resolution
· Through daily stand-ups and continuous testing, issues are found and fixed quickly.
· This is especially important when working with users in remote areas who may encounter usability issues.
5. Better Risk Management
· Agile handles uncertainties (budget use, changing priorities, digital adoption resistance) more effectively than traditional models.
· Risks can be addressed as they arise, not after the entire system is built.
6. Team Capability Matches Agile Requirements APT IT SOLUTIONS already has:
· A dedicated development team (Java developers),
· Testers (Jason and Alekya),
· Delivery Manager (Mr. Karthik) and Project Manager (Mr. Vandanam),
· A Business Analyst (myself) to maintain the product backlog and manage user stories.
· These roles align well with Scrum team structure (Product Owner, Scrum Master, Dev Team).
7. User-Centric & CSR Nature of Project
· This is a social impact initiative funded under SOONY’s CSR (Corporate Social Responsibility).
· The primary goal is not just software delivery but real benefit to the farmer community.
· Agile helps in building empathy-driven solutions that truly reflect the ground reality.
Final Conclusion:
· As a Business Analyst, I strongly recommend using the **Agile Scrum methodology** for this project because it offers:
· Flexibility in development,
· Faster time to value,
· Ongoing stakeholder collaboration,
· And alignment with both the project goals and end-user needs.
· It will allow the project team to iterate, adapt, and succeed while ensuring the platform is usable, impactful, and scalable.
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?
A. V-Model Phases Finalized: The phases follow a structured Verification (Design/Development) and Validation (Testing) flow:
	Phase
	Meaning

	RG
	Requirements Gathering

	RA
	Requirements Analysis

	Design
	High-Level and Detailed Design

	D1
	Development Module 1 (e.g., Farmer Login/Register)

	T1
	Testing Module 1

	D2
	Development Module 2 (Product Catalog, Orders)

	T2
	Testing Module 2

	D3
	Development Module 3 (Communication, Messaging)

	T3
	Testing Module 3

	D4
	Development Module 4 (Delivery Tracking, Notifications)

	T4
	Testing Module 4

	UAT
	User Acceptance Testing



Gantt Chart (Simplified View)
	Phase
	Duration
	Timeline
	Resources Involved

	RG
	2 weeks
	Week 1 – 2
	PM, BA, Stakeholders (Henry, Peter, Kevin, Ben)

	RA
	2 weeks
	Week 3 – 4 
	BA, PM

	Design
	3 weeks
	Week 5 – 7 
	PM, BA, Senior Java Dev, DB Admin, NW Admin

	D1
	3weeks
	Week 8 – 10
	Java Developers, DB Admin

	T1
	1 week
	Week 11 
	Testers

	D2
	3weeks
	Week12 – 14
	Java Developers, DB Admin

	T2
	1 week
	Week 15
	Testers

	D3
	3 weeks
	Week 16 – 18
	Java Developers, NW Admin

	T3
	1 week 
	Week 19
	Testers

	D4
	3 weeks
	Week 20 – 22
	Java Developers, NW Admin, DB Admin

	T4
	1 week
	Week 23
	Testers

	UAT
	2 weeks
	Week 24 – 25
	BA, Testers, End Users (Farmers), PM


Resource Allocation Summary
	Resource
	Responsibilities in V-Model

	PM(Mr. Vandanam)
	Planning, Coordination, Risk Monitoring, Timeline Tracking

	BA
	Requirement Gathering, Analysis, Use Cases, UAT Support

	Java Developers
	Coding modules D1 to D4

	Testers (Jason & Alekya)
	Responsible for all Testing phases T1 to T4 and UAT

	DB Admin (John)
	Database design, support during dev & testing

	NW Admin (Mike)
	Network setup, deployment infra support


Notes:
· Each Development (D) phase is followed by its corresponding Testing (T) phase as per the V-Model.
· UAT is planned after all development and system-level testing is complete.
· The overall timeline for this execution is around 25 weeks (~6 months), which could scale up depending on real-world testing, stakeholder availability, or feedback during UAT.






Gantt Chart Visualization





Notes:
· Each Development (D) phase is followed by its corresponding Testing (T) phase as per the V-Model.
· UAT is planned after all development and system-level testing is complete.
· The overall timeline for this execution is around 25 weeks (~6 months), which could scale up depending on real-world testing, stakeholder availability, or feedback during UAT.




13. Explain the difference between Fixed Bid and Billing project?
A. Difference between Fixed Bid and Billing Project is as follows:
	Criteria
	Fixed Bid Project
	Billing Project (Time & Material)

	Definition
	Client and vendor agree on a fixed cost and scope upfront
	Client pays based on actual time, effort, or resources used

	Scope
	Clearly defined, fixed scope at the beginning
	Scope is flexible and can evolve throughout the project

	Cost Estimate
	Pre-determined and fixed
	Variable, depends on hours or effort spent.

	Billing Method
	One-time payment or milestone-based  payment
	Hourly, daily, or monthly billing based on actual use

	Risk Ownership
	Vendor bears more risk (cost overruns, delays, scope creep)
	Client bears the risk of extended timelines or effort

	Change Management
	Changes require formal CRs (Change Requests) and approval
	Changes can be absorbed more easily without major impact

	Flexibility
	Low flexibility once scope is locked
	High flexibility, suitable for evolving requirements.

	Client Involvement
	Less frequent – only at milestones
	High involvement, regular status updates, sprint demos, etc

	Planning
	Requires very detailed upfront planning
	Planning is iterative, and can evolve as the project progresses

	Use Case Examples
	Website redesign, Product with clear specs, CSR apps with capped budget
	Research projects, Agile development, Support/maintenance


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?
A. Design Timesheet of a BA
	Day
	Activity
	Description
	Hours

	Day 1
	Requirement Workshops
	Conduct workshops with stakeholders to finalize requirements
	4

	Day 2
	Create Use Case Diagrams
	Model user interactions for farmers, companies
	3

	Day 3
	Document Functional Specifications
	Write detailed functional specs for UI, search, ordering
	5

	Day 4
	Review Design with Developers
	Walkthrough design documents with development team
	2

	Day 5
	Update Design Documents
	Incorporate feedback and finalize design
	3


Total Hours (per week): 17
Development Timesheet of a BA
	Day
	Activity
	Description
	Hours

	Day 1
	Clarify Developer Queries
	Answer developer questions on requirements and workflows
	2

	Day 2
	Update User Stories
	Refine and prioritize backlog items
	3

	Day 3
	Attend Sprint Planning
	Participate in sprint planning meetings
	3

	Day 4
	Track Development Progress
	Monitor feature progress, provide clarifications
	3

	Day 5
	Coordinate with QA on Test Scenarios
	Help testers understand acceptance criteria
	2


Total Hours (per week): 13
Testing Timesheet of a BA
	Day
	Activity
	Description
	Hours

	Day 1
	Prepare Test Scenarios
	Write and review test cases for functionality
	4

	Day 2
	Support Testers
	Clarify doubts during testing
	3

	Day 3 
	Log and Track Defects
	Assist in defect reporting and prioritization
	3

	Day 4
	Verify Bug Fixes
	Test fixes and validate results
	3

	Day 5
	Participate in Regression Testing
	Help ensure that fixes don’t break existing features
	2


Total Hours (per week): 15
UAT Timesheet of a BA
	Day
	Activity
	Description
	Hours

	Day 1
	Plan UAT
	Coordinate with farmers and stakeholders for UAT schedule
	3

	Day 2
	Conduct UAT Sessions
	Facilitate farmers testing the application
	5

	Day 3
	Capture Feedback
	Document user feedback, usability issues
	4

	Day 4
	Communicate Feedback to Dev Team
	Work with developers to clarify UAT issues
	3

	Day 5
	Finalize UAT Sign-off
	Prepare UAT reports and seek formal approval
	3


Total Hours (per week): 18



Deployment and Implementation Timesheet of a BA
	Day
	Activity
	Description
	Hours

	Day 1
	Prepare Deployment Checklist
	Ensure all requirements and tests are completed
	3

	Day 2
	Support Deployment Team
	Assist in rollout activities and monitor deployment
	3

	Day 3
	Conduct Training for Farmers
	Help train end-users on application use
	4

	Day 4
	Gather Post-Deployment Feedback
	Collect initial feedback and issues
	3

	Day 5
	Coordinate Bug Fixes/Updates
	Communicate issues and track resolutions
	3


Total Hours (per week): 16



Start Day	RG	RA	Design	D1	T1	D2	T2	D3	T3	D4	T4	UAT	1	15	29	50	71	78	99	106	127	134	155	162	Duration (Days)	RG	RA	Design	D1	T1	D2	T2	D3	T3	D4	T4	UAT	14	14	21	21	7	21	7	21	7	21	7	14	