Online Agriculture Products Store case study
Mr. Henry a successful businessman wishes to develop an online agriculture products store to facilitate farmers to buy seeds, pesticides, and fertilizers from anywhere through internet connectivity. For the application, Mr Henry collaborate with Mr. Pandu and Mr. Doku. The website should be easily accessible on the online web / mobile application so that farmers and companies shall communicate with each other in order to facilitate fertilizers, seeds, pesticides. Mr. Henry has given this project through his company Soony to APT IT Solutions for a Budget of INR 2 Crores with a project timeline of 18 months under CSR Initiative.
Current problems faced by Mr. Henry and other farmers are:
1- Procuring fertilizers which are important for farms.
2- Difficulty in buying seeds for farming certain crops.
3- Difficulty in buying pesticides as they reduce pests in crop.
Looking at current problems, Mr. Henry has team pulled in on-board.
Mr. Henry (Company – SOONY) has the following team:
1- Mr. Pandu – Financial head.
2- Mr. Dooku – Project Coordinator
3- Mr. Peter – Stakeholder for project requirements
4- Mr. Kevin – Stakeholder for project requirements
5- Mr. Ben - Stakeholder for project requirements
Mr. Henry has allotted this project to APT It Solutions team:
APT It solutions has the following team:
1- Mr. Karthik – Delivery Head
2- Mr. Vandanam – Project Manager
3- Ms. Juhi – Senior Java Developer
4- Mr. Teyson – Java Developer 1
5- Ms. Lucie - Java Developer 2
6- Mr. Trucker - Java Developer 3
7- Me. Bravo - Java Developer 4
8- Mr. Mike -Network Admin
9- Mr. John – DB Admin
10- Mr. Jason – Testor
11- Ms. Alekya – Testor
12- Me (Shiva) – Business Analyst







BPM
1- Goal – To bridge the gap between farmers and companies for convenience of buying quality seeds, fertilizers and pesticides and provide customer satisfaction.
2- Inputs – Online buying platform like website and mobile app, market research and data about the particular product demand, marketing campaigns, legal requirement for selling agricultural products online.
3- Resources – Software, Office, warehouse.
4- Outputs – Revenue generation, customer reach & satisfaction.
5- Activities – Customer service, branding of product, online advertisement, monitoring sales performance.
6- Value – Customer satisfaction, Customer centric product delivery, availability of multiple products at a single place online.



                                                                                  Swot Analysis


                 Strengths							Weakness
One place to order all agricultural products online.	Dependencies on external vendors.
Strong delivery network.	Supply chain disruption.
User friendly application	Inventory management related issue
	


            Opportunities	Threats
Add new products categories                                                       Entry of another big player in industry.
Market expansion by promotions                                                Situation like flood may impact demand

            	




	                 Feasibility Study

Technology – Java, payment gateways, security and API’s.
Hardware – web servers, Data servers, Load Balancers, Storage Devices.
Software – content management system, e-commerce platform, payment gateway, security application.
Resources – PM, BA, Developers, UI/UX Designers, Network engineers.
Budget – 2 Crores
Time Frame – 18 Months

                                                              

                                                                      Gap Analysis
Current State – 
It’s just an idea of building a website and online application for delivering seeds, fertilizers and pesticides to farmers across India. There is no application / Website available as of now.

Desired State -
To build a website / Mobile app in order to to facilitate farmers to buy seeds, pesticides, and fertilizers from anywhere through internet connectivity.
Since new users are involved, Application should be user friendly. This new application should be able to accept the product (fertilizers, seeds, pesticides) details from the manufacturers and should be able to display them to the Farmers.
Farmers will browse through these products and select the products what they need and request to buy them and deliver them to farmers location.
All this has to be done within a budget of 2 Cr with a timeline of 18 months.







Risk Analysis

Internal Risks:
External vendors dependency risk.
Variable demand of fertilizers & pesticides could lead to Inventory management risk.
Technical issue / App downtime may result in bad customer experience.

External Risks:
Entry of a big player in market may result in sales volume contraction.
Changes in govt regulations in e-commerce industry might put an impact.
Poor internet connectivity and logistics infra in rural area could impact delivery.

BA Risks:
Inexperience in agricultural product domain.
Incomplete requirements.
Change in requirements.

Project Based Risks:
Scope creep risk.
Stakeholder communication gap.
Quality issues.










	 RACI MATRIX
	R / A / C / I
	Name of the responsible person
	Designation
	Details

	Responsible
	Juhi
	Senior Java Developer
	Email -juhi@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Teyson, Lucie,Tucker, Bravo
	Java Developer
	Email -abc@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Doku
	Project Coordinator
	Email -doku@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Kartik
	Delivery Head
	Email -kartik@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Vandanam
	Project Manager
	Email -vandanam@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Mike
	Network Administrator
	Email -mike@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	John
	Database Administrator
	Email -john@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Jason
	Testor
	Email -jason@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Alekya
	Testor
	Email -alekya@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	
	
	

	Accountable
	Henry
	Project Initiator & Sponsor
	Email -henry@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Pandu
	Financial Head
	Email -pandu@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Vandanam
	Project Manager
	Email -vandanam@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Doku
	Project Coordinator
	Email -doku@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Shiva
	Business Analyst
	Email - Shiva@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Karthik
	Delivery Head
	Email -doku@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	
	
	

	Consulted
	Henry
	Project Initiator & Sponsor
	Email -henry@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Pandu
	Financial Head
	Email -pandu@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Doku
	Project Coordinator
	Email -doku@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Peter, Kevin, Ben
	Stakeholders (Farmers)
	Email -abc@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Vandanam
	Project Manager
	Email -vandanam@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	
	
	

	Informed
	Henry
	Project Initiator & Sponsor
	Email -henry@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Pandu
	Financial Head
	Email -pandu@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Doku
	Project Coordinator
	Email -doku@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Peter, Kevin, Ben
	Stakeholders (Farmers)
	Email -abc@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Kartik
	Delivery Head
	Email -doku@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Vandanam
	Project Manager
	Email -vandanam@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Juhi
	Senior Java Developers
	Email -juhi@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Teyson, Lucie,Tucker, Bravo
	Java Developers
	Email -abc@soony.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Mike
	Network Administrator
	Email -mike@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	John
	Database Administrator
	Email -john@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Jason
	Testor
	Email -jason@aptitsolutions.com
Ph No- 9999999999
Reach out time – 9 am to 2pm

	
	Alekya
	Testor
	Email -alekya@aptitsolutions.com
Ph No- 9999999999, Reach out time – 9am to 12pm


                                                                    Business case document
1- Why is this Project initiated?

This project is initiated to develop online agriculture products store so that farmers and companies shall communicate with each other in order to facilitate farmers to buy seeds, pesticides, and fertilizers from anywhere through internet connectivity. 

2- What are the current problems?

The farmers are finding it difficult to procure fertilizers which are very important for farm.
They are also facing problem in-case of buying seeds for farming certain crops. 
Further, lack of pesticides availability is also a concern as it reduces pests in crops.

3- What this project, how many problems could be solved?
With this project we may solve various products availability concerns of the farmers and         provide them all the items at one place that too online where they could buy the required items and place the order as per their requirements at any given point of time with their mobile phone application or browser.

4- What are the resources required?

We would require a dedicated team to build the online website and mobile application.
Further, staff, tele-callers, office, warehouse and inventory would be required for order management.
Logistical support and delivery partners would be required to support the shipment.
Trainers would be required to train the staff and handle online escalations.

5- How much organizational change is required to adopt this technology?
We may require a significant organizational change as the company would require to adapt the e-commerce culture and would require trainers to train the tele-sales and other office staff for online sales and handle customer queries / escalations as farmers are often used to buy offline and may require help in making their purchases online.
The would be a shift towards more technology-driver and customer-centric approach and the company may have to invest more in logistical, and payment gateway integration etc.

6- What is the time frame to recover ROI?
The timeframe to recover ROI would be 1 year.


7- How to identify stakeholders?
We will be using a detailed RACI matrix to identify stakeholders and to see who is Responsible, who is accountable, who should be consulted and who should be informed during and after the project.
                                                SDLC Methodologies

Dear Mr. Henry, there are four methodologies which we generally use, let me share some key pointers of them one by one with you -

1-  Sequential (Waterfall) –

Sequential or waterfall methodology is a liner and step-by-step approach where we must complete the current step before moving forward to next one.
It is best suited for Projects with well-defined, unchanging requirements
It is easy to understand and manage and it helps with clear documentations.
However, it has few drawbacks like it is Rigid to changes and the testing happens late in the project.


2- Iterative (RUP) –

The iterative model is built on an approach in which we build a smaller version of the system, test it, get feedback and them improve it in repeated cycles.
It is best suited for projects where Projects where requirements are somewhat known but expected to evolve.
It provides early working models, change requirements are easy to handle in this model but it could be more resource-intensive. It requires careful planning for multiple iterations

3- Evolutionary (Spiral) –

This model combines iterative cycles with risk management. Each cycle includes planning, risk analysis, development, and evaluation.
It is ideal for complex, high-risk projects where flexibility and risk assessment are critical.

4- Agile (Scrum) –
Agile is an evolution of the iterative model. The Development in agile happens in short cycles (sprints, usually 2–4 weeks) with continuous feedback and collaboration.
It is highly flexible and adaptive and the work is broken into short sprints with continuous feedback and collaboration. Perfect for projects with changing requirements and fast delivery needs. It is best suited for projects with rapidly changing requirements, start-ups, or customer-driven products.
This model requires active customer participation and it emphasis less on formal documentation.



                                                        SDLC Model

1- Waterfall- The Waterfall model is a traditional software development methodology that follows a linear and sequential flow of phases, where each phase must be completed before moving to the next. It is named "Waterfall" because the process flows steadily downwards like a waterfall through different stages.
Requirement → Design → Development → Testing → Deployment.
It is best suited for Projects with well-defined, unchanging requirements
It is easy to understand and manage and it helps with clear documentations.

2- V Model – The V model is an extension of the Waterfall model that emphasizes verification and validation processes alongside each development phase. It is characterized by its “V” shape, where the left side represents the development activities (verification) and the right side represents the corresponding testing activities (validation).
This model has some character sticks like Waterfall, the project progresses step-by-step, but with a testing phase planned for every development phase.

3- Spiral – The Spiral model is a risk-driven, iterative, software development process that combines elements of both the Waterfall and Iterative models. It was introduced by Barry Boehm to address risks by breaking the project into smaller phases, called spirals, each involving planning, risk analysis, development, and evaluation.

4- Scrum – The Scrum model is an Agile framework used for managing and completing complex projects through iterative and incremental development. It breaks work into small, manageable time-boxed cycles called Sprints (usually 2-4 weeks), allowing teams to deliver functional parts of the product frequently. The key features of this mode include fast delivery, responsiveness to change and frequent validation and involvement of stakeholders.

5- RUP – The Rational Unified Process (RUP) is an iterative and incremental software development framework created by Rational Software (now IBM). It focuses on disciplined project management and development, emphasizing risk management, use-case driven design, and architecture-centric development.


Therefore, as a BA I suggest that Waterfall Methodology is best suited for this project.
                        



Difference between Waterfall and V-Model

	Waterfall
	V-Model

	Linear approach, one phase after other.
	Extension of waterfall where testing is planned in parallel with each development phase.

	Testing is a separate phase after development.
	Testing is done at every stage.

	More rigid, changes are hard to incorporate once a phase is completed.
	Slightly more flexible since defects/requirements issues are caught earlier due to early test planning.

	Risks are often discovered late in the testing phase.
	Risks are identified earlier due to verification at every stage

	Water model is cost effective as compared to V-Model.
	Expensive than waterfall model.





* Reasons to choose Waterfall model over V-Model for this particular project –
1- Waterfall model is best suited for small projects.
2- Every process is well reviewed.
3- If the e-commerce project has clear goals (e.g., listing products, adding cart, checkout, payment), requirements are fixed and predictable. Waterfall works best here since changes are unlikely and processes can be followed step by step.
4- Since there is no existing website / App for this project and we have to build this project from scratch, Waterfall ensures that the entire system is designed end-to-end before development starts, which avoids messy reworks and gives a solid foundation for building a scalable platform.

Therefore, considering the above reasons, I as a Business Analyst will choose the Waterfall models for this project.
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	GANTT Chart – Waterfall Model
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Difference between fixed Bid and Billing Project

	Fixed Bid Project
	Billing Project

	In a fixed bid project, a price is agreed upon at the initiation for the entire project.
	In a Billing project, payment is billed on actual hours worked.

	Cost is known before the project starts.
	Cost depends on efforts and time spent.

	Client involvement is generally low in a Fixed bid project.
	Client involvement is generally high in billing project.

	Vendor bears more risk of cost overruns or delay.
	Client bears risk of increased time/costs if scope changes.

	Changes can be costly and require contract amendments.
	Changes handled flexibly with ongoing adjustments.

	Usually fixed and contractual.
	Flexible based on progress and requirements.

	Well-defined, smaller projects with clear requirements.
	It is best suited for complex, evolving projects or long-term engagements.



Daily Schedule - Design phase of a BA

	Time
	Activity / Work Done

	9:00 AM - 10:00 AM
	Review and validate requirement documents

	10:00 AM - 11:00 AM
	Attend design walkthroughs and stakeholder meetings

	11:00 AM - 2:00 PM
	Document design impacts and prepare specifications

	2:00 PM - 3:00 PM
	Lunch break

	3:00 PM - 4:00 PM
	Analyse business impact, update documentation

	4:30 PM - 5:00 PM
	Communicate updates and clarify design queries

	5:00 PM - 6:00 PM
	Final reviews and prepare for next day



	Daily Schedule - Development phase of a BA
	Time
		Activity / Work Done

	9:00 AM - 10:00 AM
	Participate in daily stand-ups, clarify dev questions

	10:00 AM - 12:00 PM
	Review and clarify user stories

	12:00 PM - 2:00 PM
	Evaluate & document change requests

	2:00 PM - 3:00 PM
	Lunch break

	3:00 PM - 4:30 PM
	Update requirements traceability and communicate

	4:30 PM - 6:00 PM
	Attend sprint demos & provide feedback




                                    Daily Schedule - Testing phase of a BA
	Time
		Activity / Work Done

	9:00 AM - 10:30 AM
	Collaborate with QA, review test cases

	10:30 AM - 12:00 PM
	Support testers, clarify requirements

	1:00 PM - 2:00 PM
	Participate in defect triage meetings

	2:00 PM - 3:00 PM
	Lunch break

	3:00 PM - 5:30 PM
	Validate fixes and updated test results

	4:00 PM - 5:30 PM
	Prepare test reports and progress tracking



                                    Daily Schedule - UAT phase of a BA

	Time
		Activity / Work Done

	9:00 AM - 10:00 AM
	Prepare and distribute UAT plans and instructions

	10:00 AM - 12:00 PM
	Facilitate UAT test sessions with end users

	12:00 PM - 2:00 PM
	Collect user feedback and log issues

	2:00 PM - 3:00 PM
	Lunch break

	3:30 PM – 6:00 PM
	Coordinate with teams on defect fixes




	           Daily Schedule – Deployment and implementation phase of a BA

	Time
		Activity / Work Done

	9:00 AM - 10:30 AM
	Prepare deployment checklists and documentation

	10:30 AM - 12:00 PM
	Coordinate deployment activities with teams

	12:00 PM - 2:00 PM
	Provide post-deployment support and troubleshoot issues

	2:00 PM - 3:00 PM
	Lunch break

	3:00 PM - 5:30 PM
	Monitor adoption and gather user feedback
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