CAPSTONE PREP-1, PART1 CASE STUDY

Name- Neha Richhariya

Question 1: Identify Business Process Model for Online Agriculture store - goal, inputs, resources, outputs, activities, and value created to the end customers.
Answer 1: Goal:-  Develop a user-friendly e-commerce application that facilitates the easy distribution of agricultural products and enhances communication between farmers and manufacturers.
Inputs:-Product details (such as fertilizers, seeds, pesticides, etc.) provided by manufacturers.
Farmer registration details (like name, location, and contact information).
Available payment methods - online payment, cash on delivery (COD), credit/debit cards, and UPI.
Resources:-  IT resources- project team(project manager, developer, tester), database, server, developer tools, payment gateways.
Logistic resources - Warehouse, shipping, customer support, return and refund.
Marketing and sales - to promote and sales the product.
Outputs: - Platform – Web and mobile applications for shopping.
Product CatLog – Includes product details, pricing, and descriptions.
Notifications – Alerts for order placement, special offers, and delivery updates.
Activities: - Planning and Requirement Analysis – Gather requirements from stakeholders, including farmers and manufacturers.
Design and Development – Create the system architecture and build the application based on the Software Requirements Specification (SRS).
Testing and Deployment – Identify and resolve issues or bugs to ensure a stable product, then launch it for use by farmers.
Marketing and Maintenance – Promote the application to farmers and manufacturers, and provide regular updates and support.
Value created: - Farmers/Customers – Convenience through easy access to products, time savings, and a wide variety of quality products, discounts, and improved farming outcomes.
Manufacturers – Increased sales and revenue, enhanced brand promotion, valuable customer feedback, and insights into market demand.
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 2:  Strength- 1) Strong development team capable of building a reliable and featured platform.
2) Cost and timesavings for farmers compared to traditional purchasing methods.
                     3) Scalable platform designed to handle a large number of users (farmers, manufacturers, etc.).
           Weaknesses- 1) some farmers may find it hard to use the technology.
           

2) High initial costs for setup, transport, and training from manufacturer aspects.
           

3) Needs a stable internet connection, which can be a problem in rural areas.
           Opportunity- 1) Potential to create B2B supply chains.
           

 2) Opportunity to provide services like farming advice(crop selection, soil health, irrigation etc.).
           

 3) Growing digital adoption among rural populations leads rural digitalization.
           

 4) More govt. support for farming tech. ex- grants or subsidies for farming equipment.
           Threats-  1) Competition from existing agri-tech platforms like- amazon(kisan store), flipkart (krishi program).


     2) Some farmers or sellers might not want to switch from traditional ways.
                          3) Security and data privacy risks associated with online transactions.
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 3: Hardware (HW) - 1) Servers to host Online agriculture application.



             2) Requires IT infrastructure like systems (computers), reliable internet connectivity.

      Software (SW) - 1) Java tools IDE like Eclipse, IntelliJ Idea for development.

  

            2) Utilize Spring boot, Hibernate framework of java for Development 

  

            3) Server like Apache Tomcat to run the application and database, testing tools.

  Trained Resources-1) Have a Project Manager familiar with java technology to ensure smooth development of application.

   

     2) Hire skilled Java Developer to build application.

  

     3) UI/UX designer, testers with experience in java applications.

  Budget- 1) cost of Hardware’s, servers, License fees of software tools.

  
2) Salaries for trained resources throughout the 18-month period.

  Period 1) Deadline -18 Month for project completion.

  
      2) Time for application development process includes requirement gathering, design, development, testing, deployment and feedback.

  
      3) Buffer time for unexpected challenges.
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 4: Here are the points, based on gap analysis that convinced Mr. Henry to initiate the project:

1) Easy to Order – The existing process requires long travel distances to purchase agricultural products. In contrast, the future process allows farmers to place orders online anytime, anywhere.

2) Cost and Efficiency – The current process involves high costs due to intermediaries, while the future process reduces costs by enabling direct purchases from suppliers.

3) Time Saving – The existing process is time-consuming due to manual pickup, but the future process offers an organized delivery system for faster service.

4) Improved Communication – The existing process has weak communication links between farmers and manufacturers, which is overcome in the future process, which also includes order tracking.

5)Ordering Process – The current process is manual and time-consuming, whereas the future process is fast, automated, and error-free.
Question 5: List down different risk factors that may be involved(BA risks and process/project risks).
Answer 5: Business Analyst (BA) Risks-

   1)Misunderstanding Stakeholder Requirements – If the needs of farmers, manufacturers, or other users aren’t properly understood, the final product might not meet their expectation.

   2)Frequent changes affect cost and timeline of application development.

   3)Lack of domain knowledge - may BA to not fully understand agriculture specific need.

   4)Customer Adoption: Customers may be hesitant to adopt online platforms for purchasing agricultural products due to trust issues.

   5)Market Demand: There may be a lack of demand for agricultural products online, leading to low sales and revenue.

  Process/Project Risks-

   1)Lack of Skilled developer,testers, UI/UX designers.

   2)Infrastructure Limitations- weak internet in rural makes it hard to use the application.

   3)Data Security: The online store may be vulnerable to data breaches, leading to the compromise of customer information.

  4)Payment Processing: Issues with payment processing systems may result in failed transactions or financial losses.

 5)Logistics and Delivery: Challenges in managing logistics and ensuring timely delivery of agricultural products to customers.
Question 6: Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take dicisions and who are the influencers.
Answer 6: 
	

	Stakeholders Analysis (RACI Matrix)

	
	Company
	Name of the Stakeholders
	Designation of the stakeholders
	Responsible
	Accountable
	Consulted
	Informed

	Client Side
	Sonny 
Company
	Mr. Henry
	MD and CEO
	
	
	Yes
	Yes

	
	
	Mr.Pandu
	Financial Head
	
	
	Yes
	Yes

	
	
	Mr.Dooku
	Project coordinator
	
	Yes
	Yes
	

	
	
	Mr.Peter, Mr.kevin,Mr.Ben
	End Users
	
	
	Yes
	Yes

	Project Side
	APT IT
Solutions
Company
	Mr.Karthik
	Delivery Head
	Yes
	Yes
	Yes
	Yes

	
	
	Mr.Vandanam
	Project Manager
	Yes
	Yes
	
	

	
	
	Ms. Neha Richhariya
	Business Analyst
	Yes
	Yes
	
	Yes

	
	
	Ms. Juhi
	Sr. Developer
	Yes
	Yes
	Yes
	

	
	
	Mr.Teyson,Ms.Lucie,
Mr.Tucker,
Mr.Bravo
	Developers
	Yes
	Yes
	Yes
	

	
	
	Mr.Mike
	Network & Admin
	
	Yes
	Yes
	

	
	
	Mr.John
	DB admin
	
	Yes
	Yes
	

	
	
	Mr.Jason,Ms. Alekya
	Tester
	Yes
	Yes
	Yes
	


Question 7: Help Mr. Karthik to prepare a business case document.
Answer 7:  project title:
             online agriculture Product Store for remote farmers
             Prepared by:
               Mr. Karthik, Delivery Head, APT IT SOLUTIONS
              Date:
               dd/mm/yyyy
               1.Executive summary
               The online Agriculture Products Store will allow farmwrs in remote areas to buy fertilizers, seeds and pestisides directly from manufacturers.This project supports Mr. Henry's goal to help the coommunity and will make it easier for farmers to get the products thet need.The project will cost Rs. 2 crores and will take 18 months to complete.
               2.problem Statement
               Farmers facing issues while finding good fertilizerz, seeds and pestisides neryby.
               Buying these products from local manufacturers taking a lot of time to deliver the products.
               Lack of communication between farmars and manufacturers.
               These above problems hurt crop production and reduce farmers income.
               3.Proposed Solution
               Make an easy-to-use app where:
               Manufacturers can show their products.
               Farmers can look, choose, and buy products online.
               Orders are handled and directly sent to the farmer.
               4.Stakeholders:
               Mr. Henry (Project Sponsor)
               Mr. Pandu(Financial Head)
               Mr. Dooku (Project Coordinator)
               Farmers (Peter,Kevin,Ben)
               APT IT SOLUTIONS Team (Project Manager, Developers, Testers, Admins)
               Manufacturers of fertilizers, seeds, and pestisides.
               5. Budget and Timeline:
               Budget of Rs. 2 crores
               Duration of 18 months
               Includes design, development, testing, deployment, and training.
               6. Risks and Solutions:
               Changing needs: keep in touch with stakeholders to know any changes involved
               Technical issues: use a skilled IT team and test regularly.
               Going over budget: Monitor spending closely to avoid over budget issues.
               Delivery delays: work with trusted vendors through contracts.
               7. Conclusion:
               This project addresses a critical need for farmenrs in remote areas and supports Mr. Henry's goal to empower farmers through technology. with clear benefits and committed stakeholders, this project is feasible and impactful.
               Mr. Karthik can present this business case to Mr. Henry fro approval to start the project.
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(spiral) and agile. Please share your thought and clarity on Methodology.
Answer 8: Here's a general idea about four methodologies that Mr. Karthik mentioned regarding the SDLC.

1)Sequential Methodology (Waterfall)


defination- It's a linear and sequential approach to software development, where each phase is only started when the previous one is completed.


Phases-



Requirment -> Design -> Development -> Testing -> Deployment -> Maintenance


Application- 1)Where project requirements are well defined or stable.



2) Suitable for Small projects where phases are clearly defined.


Advantages - 1)Easy to understand and manage.



      2)Works well for projects with clear, fixed requirements and minimal changes.

        Disadvantages- 1)DifficulNot flexible; difficult to make changes once a phase is completedt to make changes after completion of a phase.

        

2)Late defect detection (testing done after development is complete).

   2) Iterative Methodology


defination-The iterative model breaks the project into smaller, manageable iterations or cycles.Each part is build, tested and improved before moving to the next step.


Phases/Process/Iteration-



 planning -> designing -> building -> testing


Application- 1)Suitable for complex project where requirements may changes.



2)Where Frequent updates are required based on feedback to refined the system.


Advantages - 1)More flexible compare to sequential.



      2)Early defect/issue detection.



      3)Feedback after each iteration.

        Disadvantages- 1)Time consuming due to iteration of phases.

        

2)Difficult to estimate the total time and cost accurately.

    3) Evolutionary Methodology


defination-It's a combination of Iterative and Incremental Model of Software Development Life Cycle. Also knows as "Design a little, built a little, test a little, deploy a little model".


Process -



 Early versions of the system are delivered quickly and then refined through regular updates and feedback loops.


Advantages - 1)Fast initial delivery of a working product(also known as MVP- Minimum Viable Product)



      2)Easily changes based on user feedback.

        Disadvantages- 1)Not suitable for small projects.

        

2)Highly skilled resources required.

     4)Agile Methodology


defination-It's a combination of Iterative and Incremental Model of Software Development Life Cycle that emphasizes flexibility, collaboration, customer feedback and rapid delivery.


Main Objective- Quick project completion.


Phases-



Requirement Gathering -> Design -> Coding -> Testing -> Deployment -> Maintenance and feedback


Process -



 Development occurs in short sprints, typically 1 to 4 weeks long, with continuous feedback and adjustments after each sprint.


Advantages - 1)Teams work closely with each other and with stakeholders, which leads to better communication and shared understanding



      2)Faster delivery- Useful parts of the software are released regularly



      3)Regular testing and feedback help to early detection of bug/issue.

        Disadvantages- 1)Less documentation-  Hard for new team members to understand the project’s history.

        

2)Lack of customer involvement can lead to a product that doesn’t meet user expectations.
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 9:General Introduction of Waterfall and V model:-
 1)Waterfall Model-

Defination- It's a linear and sequential approach to software development, where each phase is only started when the previous one is completed.Phases includes Requirment , Design , Development,Testing ,Deployment , Maintenance.
Application- 1)Where project requirements are well defined or stable.
2) Suitable for Small projects where phases are clearly defined.
2)V-model-

Defination- It’s extension of Waterfall model , emphasizing testing at each development phase. Each development phase has a corresponding testing phase.
Application – 1) Suitable for projects where quality and reliability are critical.
As a Business Analyst(BA), I would recommend considering the following:
1)If the project requirements are well-defined and unlikly to change and the goal is to create a reliable, high quality product, the V-Model is a good choice. It includes testings at every stage of development, which helps find and fix problems early, leading to better quality overall.
2)If the project requirement are unclear or might change based on user feedback, i recommend using an Agile appraoch, like scrum, instead of the Waterfall and V model. Agile lets you develop in small steps, get regular feedback and adjust as needed, which is helpful for an online store that needs to adapt to market changes or user needs.
Conclusion: Both methods have their pros and cons. Choosing the right model for this online agriculture store project depends entirely on the project goals, product type, and stakeholder expectations, which will lead to a more informed decision
Question 10: Write down the difference between Waterfall model and V model.
   
Answer 10: Here are the key differences of Waterfall and V model.
1) Process Flow- Waterfall is a linear and sequential approach where one phase is executed after another, whereas in the V-Model, each development phase is directly associated with a corresponding testing phase.
2) Generally both model are inflexible (difficult to change) but in V model each phase has corresponding validation step.
3) Defect Detection- In waterfall late defect detection (due to sequential approach, testing perform after development), whereas in V model early detection possible because of verification and validation approach.

4) Feedback- In Waterfall, feedback is given only after the completion of development phase, whereas in the V-Model, continuous validation occurs throughout the process.

5) The waterfall model is relatively low-cost compared to the V Model due to late bug/issue fixing.

6) Debugging -In Waterfall, it is performed after development, whereas in the V-Model, it can be done between phases.
Question 11: As a BA, state your reason for choosing one model for this project.
Answer 11:  As a BA , i would recommend using the Agile Model for this online agricultural application project. Here are the reasons for choosing this model.
            1. Changing Requirements: Farmers needs and government policies might change while the app is being developed
               For example- Farmers may ask for new features like weather forcast or crop advisory. Also govt. might introduce new rules about subsidies.
            2.Faster Delivery: We can release useful parts of the app (like browsing or ordering) step by step, without waiting for the whole app to be finished.
            3.Risk Reduction: Regular testing and feedback in each sprint help detect issues early, reducing the chance of failure at hte end.
            4. Stakeholders Engagement: Agile keeps stakeholders (farmers, suppliers) involved throughout the process, improving satisfaction.
            Agile offers flexibility, faster delivery and better user alignment, making it ideal for a dynamic, user focused project like this.
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 12:
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 Question 13: Explain the difference between Fixed Bid and Billing Projects.
 Answer 13: Fixed Bid Project:
            1.What it means: The total cost is decided before starting the project.
            2. Payment: The client pays one time fixed price, even if work takes more time.
            3. When to use: when the work is clear and changes are not needed.
            4. Risk: If the work takes longer time or over budget then risk is involved.
            ex- Creating a basic website where all features are already planned.
            Billing (Time and Material) Project:
            1. What it means: The client pays for the actual time and effort spent on the work.
            2. Payment: Bsed on hourly or daily rates, plus any extra costs.
            3. When to use: When the work is not fully planned at the start, or new ideas and changes are expected during development.
            4. Risk: Mostly on the client, as costs can go up if the work takes longer.
            ex- Developing a complex mobile app where new features are added regularly.
            Key Difference:
            Fixed Bid: Cost is fixed- better for stable, well- defined projects.
            Billing: Cost depends on effort- better for dynamic, changing projects. 
 Question 14: Prepare timesheets of a BA in various stages of SDLC.
 
1) Design Timesheet of a BA
 
2) Development Timesheet of a BA
 
3) Testing Timesheet of a BA
 
4) UAT Timesheet of a BA
 
5) Deployment and Implementation Timesheet of a BA
 Answer 14:         
1)Design Timesheet of a BA
	Day
	Task
	Hours Spent

	Monday
	Requirement gathering and Analysis
	4

	
	Create Business Process Model
	3

	Tuesday
	Create Functional Specification Document
	6

	Wednesday
	Meet with stakeholder for clarification
	5

	Thursday
	Review Design Document with team
	4

	Friday
	Finalise Design specification and get approval
	4


2)Development Timesheet of a BA
	Day
	Task
	Hours Spent

	Monday
	Clarify requirements with development team
	4

	Tuesday
	Review Development progress and update documents
	4

	Wednesday
	Attends daily standup meetings/scrum
	3

	Thursday
	Conduct GAP Analysis
	4

	Friday
	Prepare for review meetings and update backlog
	3


3)Testing Timesheet of a BA
	Day
	Task
	Hours Spent

	Monday
	Review test cases
	5

	Tuesday
	Coordinate with testers for requirement clarification
	4

	Wednesday
	Validate defect reports and prioritize issues
	4

	Thursday
	Attend test status meeting
	3

	Friday
	Update test cases and retesting
	4


4)UAT Timesheet of a BA
	Day
	Task
	Hours Spent

	Monday
	Plan UAT activities with users
	4

	Tuesday
	Support users in testing
	5

	Wednesday
	Collect user feedback and document
	5

	Thursday
	Verify fixes and update users
	4

	Friday
	Optain UAT signoff and finalize doc
	4


5)Deployment and Implementation Timesheet of a BA
	Day
	Task
	Hours Spent

	Monday
	Prepare deployment checklist
	4

	Tuesday
	Suport user training sessions
	5

	Wednesday
	Assist with change management
	4

	Thursday
	Monitor deployment and gather feedback
	4

	Friday
	Conduct post deployment review
	3


