Nurturing Process - Capstone Project1 – Part -1/3 V2D1- Mar2024

Online Agriculture Products Store

Question 1 - Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)
Answer-
Business Process Model for online Agriculture Store
· Goal- To make online platform for agricultural products like fertilizer, seeds and pesticide where buyer (Farmers) and seller (Companies) can communicate directly. Buyer should be able to view all available agricultural product options on single platform where companies can sell their product directly to buyer through online mode. Online store should be user friendly for buyer and seller which should be easily accessible via mobile and web application.  
· Inputs- Agricultural products information, Data of companies which sell agricultural products, Subject matter expert
· Resources- Software, Hardware, Office, Team of Software and Hardware Experts, Warehouse, Supply chain, Vendors
· Outputs- Online Agriculture Store
· Activities- Requirement gathering, proper planning of the project, budget allocation, coding, testing, implementation of the project
· Value created to the end customer- All agricultural products on single platform which will make easier to buy and make choices according to requirement, direct delivery to doorstep, agricultural expert opinion.
Question 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.
Answer-
· Strengths- 
i. All agricultural products on single platform
ii. Understanding of the issue and need directly from farmers which gives clear idea of how the online platform should be made    
iii. Doorstep product delivery in short time
iv. Multiple payment options
v. Experienced persons involved in the project   
vi. Good amount of time and budget allotted for project     


· Weakness
i. Lack of digital awareness among farmers and companies
ii. Major dependency on third party vendors
iii. Lack of knowledge
· Opportunity
i. We can add value and making the process easier for farmers
ii. Huge market can be accessed
iii. Employment generation
iv. Online application service can be expanded in PAN India
v. Revenue generation for companies
· Threats
i. Availability of similar competitor in the same segment.
ii. Weather can make agricultural process which can make impact on supply chain
iii. Making delivery available in remote areas
iv. Availability of people for delivery, warehouse management
Question 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.
Answer-
Mr. Karthik will be using JAVA Technology to make online agriculture store with the help of software team. Project has following budget and time-
· 1.Budget- 2 Cr INR
· Time- 18 Months

1. Hardware Requirement- Web Server, Data base server, storage device 

2. Software Requirement- E Commerce, Payment gateway, Security application

3. Trained Resources (18 Months)-
· Mr. Kartik: Delivery Head 
· Mr. Vandanam: Project Manager
· Ms. Juhi: Senior Java Developer
· Mr. Teyson: Java Developer
· Ms. Lucie: Java Developer
· Mr. Tucker: Java Developer
· Mr. Bravo: Java Developer
· Mr. Mike: Network Admin 
· John: DB Admin
· Mr. Jason: Tester
· Ms. Alekya: Tester
· Ms. Pooja: Business Analyst

4. Timeframe- Project allocation time is 18 months but project can be completed within 15 months and 3 months can be kept as an extra time in case of any change request or any issue appear.

5. Budget- Allotted budget is 2 Crore INR and project can be completed within budget with proper planning.
Question 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
Answer-
AS-IS existing process-
· Farmers purchase agricultural products in offline mode
· Farmers are facing difficulty in finding correct agriculture product as per their requirement
· Farmers are not aware about the all products options available according to their need
· Farmers need to visit the market to purchase agriculture product which is time consuming
TO-BE future Process
· Farmers can buy agricultural products including in Online mode
· Farmers will be able to find correct agriculture product as per their requirement
· Farmers will be able to view all available agriculture product options available in the market on single online platform and they can compare the options to select suitable product
· Farmers can place order online and product will be delivered at doorstep
Question 5 – List down different risk factors that may be involved (BA Risks And process/Project Risks)
Answer-
BA Risk-
· Poor understanding of project requirements from client may lead to inadequate project
· Insufficient domain knowledge will largely affect in understanding the requirement and building the platform


Process Risk-
· Lack of team support
· Frequent changes requirement

Project Risk-
· Non completion of project within time due to any organisational issue
· Dealing with unrealistic expectation from client
· Website not working properly
Question 6 – Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers
Answer-
	RACI
	Name
	Designation

	Responsible
	Ms. Pooja
Ms. Juhi
Mr. Teyson
Ms. Lucie
Mr. Tucker
Mr. Bravo
Mr. Mike
John
Mr. Jason
Ms. Alekya
	Business Analyst
Senior Java Developer
Java Developer
Java Developer
Java Developer
Java Developer
Network Admin
DB Admin
Tester
Tester

	Accountable
	Mr. Vandanam
	Project Manager

	Consulted
	Mr. Henrey
	Committee

	Informed
	Mr. Henry
Mr. Pandu
Mr. Dooku
Peter
Kevin
Ben
	Committee
Committee
Committee
Farmer
Farmer
Farmer



Question 7 – Help Mr Karthik to prepare a business case document
Answer- 
Project Name:                      Online Agriculture Products Store
 
Summary: Purpose of this project is to make online platform for agriculture products which will be convenient for farmers to view all available agriculture products option on single platform. Online platform will be Web/Mobile application which will enable companies to list out their products and farmers to make purchase directly from companies.
Objective: Main objective of the project is to ease out process of buying agricultural products for farmers as currently they are facing difficulty in selecting and searching agriculture product as per their requirement.
Reason for project initiation: Mr. Henry identified the need of online platform for agricultural products as most of farmers are facing difficulties in procuring correct agricultural product for their crop especially fertilizer, seeds and pesticides.
Current Problem faced by the farmers: Crops are getting affected because of non-availability of required product. Farmers are facing difficulty in procuring fertilizer from the market which are important for the farm. Buying seeds for farming certain crops is also an issue in current farming situation.
Resources Required: Financial resources, software and hardware technical team including delivery head, project manager, developer, tester, admin and business analyst. Internet connectivity is required. Manpower required for executing different operations like packing and delivering.
Organizational changes required for adopting this technology: We are equipped with all the necessary organisational requirement so currently, no organisational changes are required for adopting this technology. 
Time Frame for recovering ROI: Total time frame to recover ROI will be of 3 years as over the time we are expecting to onboard good numbers of farmers and companies.
Stakeholder Identification: Stakeholder identification through RACI Matrix

	RACI
	Name
	Designation

	Responsible
	Ms. Pooja
Ms. Juhi
Mr. Teyson
Ms. Lucie
Mr. Tucker
Mr. Bravo
Mr. Mike
John
Mr. Jason
Ms. Alekya
	Business Analyst
Senior Java Developer
Java Developer
Java Developer
Java Developer
Java Developer
Network Admin
DB Admin
Tester
Tester

	Accountable
	Mr. Vandanam
	Project Manager

	Consulted
	Mr. Henrey
	Committee

	Informed
	Mr. Henry
Mr. Pandu
Mr. Dooku
Peter
Kevin
Ben
	Committee
Committee
Committee
Farmer
Farmer
Farmer



Conclusion: Online agriculture products store
Question 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.
Answer-
Four SDLC Methodologies-
1. Sequential: In sequential methodology the entire project is delivered at the end of developing life cycle.
2. Iterative: In iterative methodology, the software development is divided into iterations and each iteration has design, development, testing and review. It allows for improvements and changes to be made at each stage of the development process, instead of waiting until the end of the project.
3. Evolutionary: This model is commonly used when the customer wants to start using the core features instead of waiting for the full software as in this type of model, the product will go through several iterations and come up when the final product is built through multiple iterations.
4. Agile: In Agile, there is continuous delivery in every stage of the product. Mainly focus is on process adaptability and customer satisfaction by rapid delivery of working software product.


	(5 Year Project)
	        2022              2023              2024             2025               2026                   2027

	Sequential
	

	Iterative
		

	Evolutionary
	

	Agile
	



Question 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?
Answer-
1. Waterfall: Waterfall model is traditional model. waterfall model follows a structured approach with each phase having specific deliverables. The waterfall model is a linear-sequential life cycle model that uses rigid phases i.e. when one phase ends, the next begins. At the end of each phase, a review takes place to determine if the project is on the right path and whether or not to continue or discard the project.

2. RUP: Rational Unified Process (RUP) is an agile software development methodology in which phase wise application is developed because of which defects can be tracked in early stages. Change request is welcomed in every phase of development. RUP Splits the project life cycle into four phases (Inception, Elaboration, Construction, Transition). During each of the phases, all six core development disciplines take place: Business modelling, requirements, analysis and design, Implementation, testing and deployment.

3. Spiral: the spiral model was first proposed by Barry Boehm. This is risk driven process model. This model has four phases: planning, risk analysis, engineering and evaluation. Software project repeatedly passes through these phases in spirals. This is most suitable for projects having uncertainty or high-level risk.

4. Scrum: Scrum is an agile project management framework that helps team structure and manage work through set of values, principles and practices. 

Principle of Scrum:
· Transparency
· Inspection
· Adaption
Scrum Practices:
· Sprint
· Sprint planning
· Daily scrum
· Sprint review
· Sprint retrospective
As a business analyst, I think processing with the V Model will be better for the project.

Question 10 –Write down the differences between waterfall model and V model.



Answer-
	Waterfall Model
	V Model

	Cost of waterfall model is low
	Cost of V Model is high

	Not flexible as changes cannot be initiated in between
	Flexible as changed can be made in between

	Testing activities start after the development activities are over
	Testing activities start with the first stage 

	Obtaining successful project guarantee is low
	Obtaining successful project guarantee is high



Question 11 – As a BA, state your reason for choosing one model for this project
Answer-
As a business analyst, I will prefer V Model. Project requires more flexibility in terms of changes which will be provided in the V Model. V model is verification and validation model. In this model requirements are easily understood so this works well for the projects. Defects are found in early stages because of Proactive defect tracking.
Question 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.
Answer-
	
	Week 12
	Week 24
	Week 36
	Week 48
	Week 60
	Week 72

	Project manager
	
	
	
	
	
	

	Business analyst
	
	
	
	
	
	

	Java developers
	
	
	
	
	
	

	Testers 
	
	
	
	
	
	

	DB admin
	
	
	
	
	
	

	Network admin
	
	
	
	
	
	





Question 13 – Explain the difference between Fixed Bid and Billing projects
	Fixed bid project
	Billing project

	A fixed bid project is billed using flat amount, regardless of the number of hours worked.
	Billing project based on the number of hours worked, at the hourly, daily, or monthly fixed billing rates assigned for that project.

	Provide stability regarding cost for both client and company
	Requires detailed tracking of time spent and resources used to accurately generate invoices

	Preferable for small projects
	Preferable for large projects

	Price is fixed at the upfront
	Client will be invoiced for the work completed




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

	Sr. No
	Task
	Time
	Total Duration

	1
	Stakeholder Identification
	9:30AM TO 11:00AM
	1.5 Hr

	2
	Client Interaction
	11:00AM TO 12:30PM
	1.5 Hr

	3
	SME Discussion
	1:00PM TO 3:00PM
	2Hr

	4
	Requirement Sorting
	3:30PM TO 5:00PM
	1.5Hr

	5
	Team Meeting
	5:00PM TO 6:30PM
	1.5Hr




	Requirement Analysis

	Sr. No
	Task
	Time
	Total Duration

	1
	Meeting with Stakeholder
	9:30AM TO 11:00AM
	1.5 Hr

	2
	Capturing requirements
	11:00AM TO 12:30PM
	1.5 Hr

	3
	Requirement categorisation along with SME
	1:00PM TO 3:00PM
	2Hr

	4
	Interpretation of requirements
	3:30PM TO 5:00PM
	1.5Hr

	5
	Team meeting
	5:PM TO 6:30PM
	1.5Hr



	Design Stage

	Sr. No
	Task
	Time
	Total Duration

	1
	Project plan development
	9:30AM TO 11:00AM
	1.5 Hr

	2
	Stakeholder engagement
	11:00AM TO 12:30PM
	1.5 Hr

	3
	Defining project outcome
	1:00PM TO 3:00PM
	2Hr

	4
	Project timeline and cost planning
	3:30PM TO 5:00PM
	1.5Hr

	5
	Team meeting
	5:PM TO 6:30PM
	1.5Hr




	Development Stage

	Sr. No
	Task
	Time
	Total Duration

	1
	Outline project aspects
	9:30AM TO 11:00AM
	1.5 Hr

	2
	Project planning for allocation of tasks
	11:00AM TO 12:30PM
	1.5 Hr

	3
	Execution of project plan
	1:00PM TO 3:00PM
	2Hr

	4
	Meeting with project development team
	3:30PM TO 5:00PM
	1.5Hr

	5
	Team meeting
	5:PM TO 6:30PM
	1.5Hr





	Testing Phase

	Sr. No
	Task
	Time
	Total Duration

	1
	Meeting with testing team
	9:30AM TO 11:00AM
	1.5 Hr

	2
	Test planning and review
	11:00AM TO 12:30PM
	1.5 Hr

	3
	Test case development
	1:00PM TO 3:00PM
	2Hr

	4
	Test environment setup with QA
	3:30PM TO 5:00PM
	1.5Hr

	5
	Team meeting regarding Test execution and test running
	5:PM TO 6:30PM
	1.5Hr




	UAT Timesheet

	Sr. No
	Task
	time
	Total Duration

	1
	UAT planning and preparation
	9:30AM TO 11:00AM
	1.5 Hr

	2
	UAT test script development
	11:00AM TO 12:30PM
	1.5 Hr

	3
	UAT test execution
	1:00PM TO 3:00PM
	2Hr

	4
	Defect management
	3:30PM TO 5:00PM
	1.5Hr

	5
	UAT test closure
	5:PM TO 6:30PM
	1.5Hr






	Deployment and Implementation

	Sr. No
	Task
	Time
	Total Duration

	1
	Solution design with development team
	9:30AM TO 10:30AM
	1 Hr

	2
	Document detailed functional specification
	10:30AM TO 11:30AM
	1 Hr

	3
	User interface design
	11:30AM TO 12:30PM
	1Hr

	4
	Test planning with testing team
	1:00PM TO 2:00PM
	1Hr

	5
	Coordinating UAT with stakeholders
	2:00PM TO 3:30PM
	1.5Hr

	6
	Training and documentation
	3:30PM TO 4:30PM
	1Hr

	7
	Deployment
	5:00PM TO 6:30PM
	1.5Hr
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