1. Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)
Answer :

Goal :
To provide a user-friendly online platform that enables farmers in remote areas to easily browse, compare, request, and purchase agricultural products (fertilizers, seeds, pesticides) directly from manufacturers, ensuring accessibility, transparency, and timely delivery.

Inputs :
              From Farmers
·        Requirement for fertilizers, seeds, and pesticides
·        Search queries for products
·        Purchase requests
·        Delivery location details
               From Manufacturers 
· Product details (name, category: fertilizers/seeds/pesticides)
· Product descriptions (composition, usage, expiry)
· Pricing details
· Quantity available
· Delivery timelines
· Company information
System Requirements
· Internet connectivity
· User registration details (farmers and companies)
· Payment information

4. Activities (End-to-End Process Steps)
A. Company (Manufacturer) Activities
1. Register as a manufacturer in the application
2. Upload product information (fertilizers, seeds, pesticides)
3. Update product availability and pricing
4. Respond to order requests
5. Package and ship products to farmer's location
B. Farmer Activities
6. Register/login using user-friendly interface
7. Browse/search products based on category, need, or price
8. View product details (usage, price, manufacturer info)
9. Select products and place purchase request
10. Confirm delivery location and payment
11. Track order status
12. Receive delivery
13. Provide rating/feedback
C. System Activities
14. Authenticate users
15. Store product data in database
16. Display available products
17. Process purchase requests
18. Notify manufacturers of orders
19. Track and update order statuses
20. Provide secure payment processing
21. Generate reports for committee and system admins

5. Outputs
· Successful purchase confirmations
· Updated product listings
· Delivery status alerts
· Receipts and invoices
· Reports for monitoring system performance
· Farmer feedback and ratings
· Better farmer access to relevant agriculture products

6. Value Created to the End Customer (Farmers & Companies)
For Farmers
· Easy access to fertilizers, seeds, pesticides from anywhere
· Time-saving, no need to travel long distances
· Affordable choices by comparing multiple manufacturers
· Transparency in pricing, product quality, and availability
· Improved crop yield due to access to the right inputs
· Better communication with manufacturers
· Door-to-door delivery, reducing logistics burden
For Manufacturers
· Direct access to a large base of farmers
· Reduced distribution costs
· Faster order handling through automated system
· Higher visibility for products
· Increased sales opportunities
For Mr. Henry’s CSR Initiative
· Supports rural farmers
· Promotes digital agriculture
· Strengthens the local agricultural ecosystem

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
· Skilled Java developers (Juhi, Teyson, Lucie, Tucker, Bravo)
· Dedicated Network Admin (Mike)
· Experienced DB Admin (John)
· QA team (Jason & Alekya)
Clear Project Budget & Duration
· Budget: 2 Crores INR
· Duration: 18 months
· Backing from SOONY’s CSR initiative ensures financial stability
Weaknesses
· No prior Knowledge
· Long Project duration
· Limited resources
    
Opportunities
· Growing Digital Agriculture Market
· High social value
· Future add-ons:
· Crop advisory services
· Weather updates
· Equipment rental marketplace
· Farmer-to-farmer trading
· Analytics for manufacturers

Threats
· Competition
· Unstable Internet Connectivity in Remote Areas
· Dependency

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 - 

Hardware Feasibility
Mr. Karthik should evaluate whether the existing hardware infrastructure is sufficient or if new investment is required.
Server Infrastructure
· Application server to host Java-based backend
· Web server for frontend handling
· Database server (for storing farmers, products, orders)
· Load balancer for handling peak loads during crop seasons
· Secure backup server / disaster recovery system

Client Devices
· Compatibility with farmers’ devices (mostly low-end smartphones)
· Ensure mobile app runs smoothly on basic hardware
· Browser compatibility for web version
Network & Connectivity
· High bandwidth connection for servers
· Secure VPN access for developers and admins
· Internet redundancy (backup network providers)

Software Feasibility

· Backend and Frontend technologies
· Database & Storage
Trained Resources Feasibility
· Java Developers: Juhi (Senior), Teyson, Lucie, Tucker, Bravo
· Project Manager: Mr. Vandanam
· Network Admin: Mike
· Database Admin: John
· Testers: Jason & Alekya
· Business Analyst: Sahithi
· Budget Feasibility
· Development and Infrstructure costs
· Operations and support
Time Frame Feasibility (18 months)
Assessment of whether the project can be delivered within 18 months.
Estimated Timeline
1. Requirements Gathering – 1.5 months
2. Analysis & System Design – 2 months
3. UI/UX & Prototype – 2 months
4. Backend & Frontend Development – 6–7 months
5. Integration & API development – 2 months
6. Testing (Functional, UAT, Security) – 3 months
7. Deployment & Go-Live – 1 month
8. Training & Support – ongoing
Total = 17.5 months (fits within 18 months limit)
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 :

· Accessibility Gap
· Information Gap
· Efficiency Gap
· Cost Gap
· Logistics Gap
· Data & Record Gap
5. List down different risk factors that may be involved (BA Risks And process/Project Risks)
            Answer :

Business Analyst (BA) Risks
These are risks specifically related to requirement gathering, analysis, communication, and documentation.
1.1 Incomplete Requirements
· Farmers and manufacturers may not clearly express needs.
· Rural stakeholders may not fully understand digital processes.
1.2 Misunderstanding of Agriculture Domain
· BA may lack domain knowledge → incorrect requirements.
· Risk of misinterpreting fertilizer/seed/pesticide categories.
1.3 Communication Challenges
· Farmers may have language barriers.
· Stakeholders spread across remote areas → difficulty in meetings.
1.4 Scope Creep
· Mr. Henry or committee may add new features mid-way.
· New expectations arise as digital possibilities open up.
1.5 Ambiguous or Changing Requirements
· Farmers may change their expectations after prototype.
· Manufacturers may request changes in product upload processes.
1.6 Lack of User Persona and UX Insight
· BA may fail to capture real needs of low-tech farmers.
· Risk of designing a complex system unsuitable for end-users.
1.7 Incomplete Documentation
· BRD/SRS may miss important details.
· Incorrect or missing use cases may misguide developers.
1.8 Lack of Stakeholder Availability
· Difficult to gather requirements from farmers in busy seasons (sowing/harvest).
· Committee members (Mr. Henry, Pandu, Dooku) may have limited availability.

2. Process / Project Risks
These are risks affecting the overall development, delivery, and success of the project.

2.1 Technical Risks
· Integration with payment gateways may fail.
· Mobile app compatibility issues with low-end rural smartphones.
· Poor internet connectivity in remote villages affects usage.
· Security vulnerabilities (data theft, payment fraud).
· Server downtime or scalability issues during seasonal peak demand.

2.2 Resource Risks
· Limited testing resources (only 2 testers) may delay QA.
· Key team members may leave mid-project.
· Need for agriculture-domain training for developers and testers.
· Developers overloaded with multiple parallel projects.

2.3 Operational Risks
· Manufacturers may not update product details regularly.
· Delivery partners may not meet timelines.
· Farmers may face difficulty using app (low tech literacy).
· Difficulty in handling returns or complaints online.

2.4 Financial Risks
· Budget overrun if additional scope or infrastructure is needed.
· CSR-based and not revenue-focused → limited funds for future enhancements.
· Unexpected cost for cloud hosting or security tools.

2.5 Schedule Risks
· 18 months timeline may slip due to:
· Changing requirements
· Delayed integration with manufacturers
· Unforeseen technical issues
· Testing delays due to small QA team

2.6 Legal & Compliance Risks
· Compliance with government regulations on fertilizers/pesticides.
· Data privacy laws for storing user profile and payment information.
· Digital signature/compliance for invoices.

2.7 Stakeholder Risks
· Farmers may resist adopting digital solutions.
· Manufacturers may not commit to platform usage.
· Misalignment between SOONY Committee and APT IT Solutions.

2.8 Deployment & Maintenance Risks
· App may behave differently in rural network conditions.
· High maintenance required for inventory updates.
· Post-go-live support demands may exceed planning.
6. Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers
         Answer - 
        Primary Decision Makers
· Mr. Henry (Project Sponsor / CSR Owner)
· Mr. Pandu (Financial Head – SOONY)
· Mr. Dooku (Project Coordinator – SOONY)
· Mr. Karthik (Delivery Head – APT IT Solutions)
Key Influencers
· Peter, Kevin, Ben (Farmers – End Users)
· Project Manager (Mr. Vandanam)
· Senior Developer (Ms. Juhi)
· Network Admin (Mr. Mike)
· DB Admin (John)
· Testers (Jason & Alekya)
· Sahithi (Business Analyst)
Secondary Stakeholders
· Manufacturers (Product Suppliers)
· Logistics/Delivery Partners
· SOONY CSR Committee Members
RACI Matrix (Responsibility Assignment Matrix)
Below is the RACI for major activities in this project:
Legend
· R = Responsible (does the work)
· A = Accountable (ultimate decision maker)
· C = Consulted (provides input)
· I = Informed (kept updated)
Key Stakeholder Roles Explained
A. Decision Makers
1. Mr. Henry
a. Final authority on project approval, changes, and go-live decisions.
2. Mr. Pandu
a. Controls funding and budget approvals.
3. Mr. Dooku
a. Approves timelines, coordinates CSR expectations.
4. Mr. Karthik
a. Makes delivery, technical design, and execution decisions within APT IT Solutions.

7. Help Mr Karthik to prepare a business case document
1. Executive Summary
This business case proposes the development of an Online Agriculture Product Store aimed at enabling farmers in remote areas to easily purchase agricultural inputs such as fertilizers, seeds, and pesticides. The platform will directly connect farmers with manufacturing companies, eliminating middlemen and improving affordability, accessibility, and transparency.
The project is initiated by Mr. Henry under a CSR initiative, funded with a budget of ₹2 Crores and an 18‑month delivery timeframe. APT IT SOLUTIONS will design, develop, test, and deploy the application.

2. Problem Statement (AS-IS Scenario)
· Farmers in remote areas rely on local vendors with limited product availability.
· No standardized price; farmers often pay more due to intermediaries.
· Limited access to high-quality fertilizers, seeds, and pesticides.
· Communication between farmers and manufacturers is indirect and inefficient.
· Time-consuming procurement process involving travel and delays.

3. Proposed Solution (TO-BE Scenario)
· A user-friendly online platform and mobile app for farmers.
· Direct connection with fertilizer, seed, and pesticide manufacturers.
· Real-time browsing, ordering, payment, and delivery tracking.
· Unified product catalog with pricing transparency.
· Customer support and grievance handling.
· Ability for companies to upload, update, and manage product listings.

4. Project Scope
In-Scope
· Web and mobile application development.
· Product listing, ordering, and payment modules.
· Integration with delivery/logistics providers.
· Admin dashboards for manufacturers and platform administrators.
· Database design and hosting setup.
· Testing, deployment, and post-launch support.
Out-of-Scope
· Manufacturing or stocking physical products.
· Handing logistics operations (handled via partners).
· Marketing activities beyond the CSR outreach.

8. The Committee of Mr Henry and 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

1. Sequential Methodology (Waterfall Model)
Meaning
A linear, step-by-step approach where each phase must be completed before the next begins.
Process
Requirements → Design → Development → Testing → Deployment → Maintenance
Characteristics
· Requirements are fixed and documented upfront
· No major changes allowed after development begins
· High emphasis on documentation
· Suitable for stable, well-understood projects
Advantages
· Clear structure and milestones
· Easy to manage due to its predictability
· Works well when scope is fixed
Disadvantages
· Changes are expensive and difficult
· Late testing leads to late identification of issues
· Customer sees the final product only at the end
Fit for Mr. Henry’s Project?
Not ideal because farmer needs may evolve during development and more flexibility will be needed.

2. Iterative Methodology
Meaning
The project is developed in repeated cycles, each improving the previous version.
Process
Each iteration includes requirements → design → coding → testing → review.
Characteristics
· Partial system is delivered early
· Improvements happen in cycles based on feedback
· Allows refinement and correction earlier
Advantages
· Early working model available
· Reduces risks due to early validation
· Flexibility to refine features over time
Disadvantages
· Requires strong planning for iteration cycles
· May take more effort if too many iterations occur
· Not suitable for very rigid budgets
Fit for Mr. Henry’s Project?
Good option since farmer requirements can be refined along the way.

3. Evolutionary Methodology
Meaning
Builds the system gradually, starting with the core functions and evolving into a full product.
Types
· Prototyping – Build a prototype, get feedback, refine into full system
· Incremental – Build the system in planned increments
Characteristics
· Users see early prototypes
· Requirements evolve as more clarity emerges
· Good for projects where initial requirements are unclear
Advantages
· Low risk: user gets early visibility
· Great for requirement discovery
· Encourages stakeholder engagement
Disadvantages
· Hard to define timeline initially
· Scope may expand if not controlled
· Requires strong BA involvement
Fit for Mr. Henry’s Project?
Very good choice because farmers (Peter, Kevin, Ben) can give inputs after using early prototypes.

4. Agile Methodology
Meaning
A highly flexible, collaborative, fast-paced approach based on short sprints delivering small usable features.
Process
Work divided into 2–4 week sprints → each sprint delivers working software → continuous feedback → continuous improvement.
Characteristics
· Emphasis on customer collaboration
· Continuous delivery of working software
· Adaptable to changing requirements
· Cross-functional teams
Advantages
· Very fast and flexible
· Changes are welcome anytime
· High customer satisfaction
· Early and frequent delivery
· Reduced project risks
Disadvantages
· Requires strong team coordination
· Continuous customer involvement needed
· Less documentation if not controlled
· Difficult to predict cost/timeline exactly

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?
V-Model Is Better Than Waterfall for This Project
1. Early Testing Is Crucial
Farmers are not familiar with digital platforms.
 Early usability testing can reveal issues before the whole system is built.
2. Higher Quality and Fewer Defects
Every requirement is tested against its matching test case.
 This prevents mismatches between expectations and actual features.
3. Changes Are Expected
While V-model is structured, it still allows earlier detection of incorrect assumptions through validation.
4. Waterfall Is Too Rigid
If requirements change later—which is very likely—the project will suffer delays and cost overruns under Waterfall.
5. Avoiding Late Surprises
In Waterfall, the user sees the system only at the end.
 This is risky because farmers may find the UI difficult.

Differences Between Waterfall Model and V-Model
	S.No
	Waterfall Model
	V-Model (Verification & Validation Model)

	1
	Linear sequential model
	Extension of Waterfall with parallel testing

	2
	Testing is done after development is completed
	Testing is planned and executed in parallel with development phases

	3
	No early testing
	Early testing: each development stage has a corresponding test stage

	4
	Higher chance of finding defects late
	Early defect detection due to validation at every phase

	5
	Customer sees the product only at the end
	Customer can validate requirements earlier through test planning

	6
	Suitable for projects with very stable requirements
	Suitable for projects requiring high quality and early verification

	7
	Less emphasis on quality assurance
	Strong emphasis on QA and test coverage

	8
	More risk because testing is late
	Lower risk due to continuous verification

	9
	Documentation mainly focuses on requirements → design → code
	Documentation includes test cases and validation for each corresponding phase

	10
	Simple and easy to manage
	More structured and disciplined due to verification + validation

	11
	Errors found late → costly to fix
	Errors found early → cheaper to fix

	12
	Testing starts only after coding phase
	Testing activities (Unit, Integration, System, UAT) are linked to each development stage

	13
	Not suitable when quality is critical
	Used for critical systems (medical, defense, banking, etc.)

	14
	Low visibility to customer during development
	Higher visibility due to early test planning

	15
	More rework if requirement misunderstandings occur
	Less rework as issues are validated early

	16
	No explicit mapping between stages
	Clear one-to-one mapping between dev and test phases (e.g., Requirements ↔ UAT)

	17
	Less structured for validation
	Highly structured, validation-driven approach

	18
	Focus is completing phases one after another
	Focus is verifying each phase and validating output

	19
	Used for small, simple projects
	Used for large, high-risk, complex or mission-critical projects

	20
	Users can give feedback only at the end
	Users can influence test scenarios early, reducing mismatch



11.As a BA, state your reason for choosing one model for this project
Answer – V model
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 
·  RG – Requirement Gathering
· RA – Requirement Analysis
· Design – High-Level + Low-Level
· D1 – Development Module 1
· T1 – Testing Module 1
· D2 – Development Module 2
· T2 – Testing Module 2
· D3 – Development Module 3
· T3 – Testing Module 3
· D4 – Development Module 4
· T4 – Testing Module 4
· UAT – User Acceptance Testing
13. Explain the difference between Fixed Bid and Billing projects

Definition
Fixed Bid Project
· The vendor and client agree on a fixed price for the entire project.
· Scope, timeline, and deliverables are clearly defined upfront.
· The cost does not change even if more effort is required.
Billing / Time & Material (T&M) Project
· Client pays based on actual hours worked and resources used.
· Scope can be flexible, and changes are easy to accommodate.
· Cost varies depending on effort and time spent.

 2. Cost & Payment Method
Fixed Bid
· Single, pre-decided project cost.
· Budget risk is mostly on the vendor.
Billing / T&M
· Monthly or hourly billing.
· Budget risk is mostly on the client.

 3. Scope Management
Fixed Bid
· Scope must be frozen before development.
· Changes are handled via Change Requests (CRs) with extra cost.
Billing / T&M
· Flexible scope; changes can be added at any time.
· No strict CR process required.

 4. Timeline
Fixed Bid
· Timeline is fixed and committed.
· Delays affect vendor's cost.
Billing / T&M
· Timeline is dynamic.
· Delays lead to more billing (client pays for the time).

Combined BA Timesheet (All Phases)
	Date
	Phase (RG/RA/Design/Dev/Test/UAT/Deployment)
	Task
	Hours

	
	Requirements
	Meeting with stakeholders
	

	
	Requirements
	Gathering requirements
	

	
	Requirements
	Preparing BRD/SRS
	

	
	Requirements
	Reviewing requirements
	

	
	Development
	Clarifying requirements
	

	
	Development
	Updating requirement documents
	

	
	Development
	Reviewing UI/Design
	

	
	Development
	Supporting developers
	

	
	Testing
	Reviewing test cases
	

	
	Testing
	Supporting testers
	

	
	Testing
	Clarifying defects
	

	
	Testing
	Updating RTM
	

	
	UAT
	Preparing UAT scenarios
	

	
	UAT
	Supporting UAT testers
	

	
	UAT
	Tracking UAT defects
	

	
	UAT
	Collecting sign-off
	

	
	Deployment
	Go-live preparation
	

	
	Deployment
	Production validation
	

	
	Deployment
	User training
	

	
	Deployment
	Post-go-live support
	














