CAPSTONE PROJECT-1
Question 1- Identify Business Process Model for Online Agriculture Store – (Goal, Inputs, Resources, Outputs, Activities, Value created to the end Customer)
ANSWER- 
GOALS
The primary and main goal of the project of the project is to facilitate direct access to the agricultural products for remote area farmers.
INPUTS 
 Manufacturer Product Data: Product names, descriptions, pricing, inventory levels, certifications.
 Farmer Demand: Orders, product search queries, farmer location/delivery address.
System Credentials: User registration data (Farmer and Company logins).
 Logistics Data: Delivery service information and associated costs.
Payment Information: Payment gateway details and transaction data.
RESOURCES
Mobile application page
Developers
Testers
Financial resources
Logistic partners.
OUTPUTS
Confirmed orders, successful payments, products received from the customers, up to date product catalog for the customers.
ACTIVITIES
Manufacturer will display the products then farmer will browse and search the products and order the products then system will ask the user credentials and login credentials and initiate payment. And then logistics partner will pack the products and deliver the products and system will then update the order life cycle and ask for the reviews.
VALUE CREATED TO THE CUSTOMER
Accessibility
Cost Reduction
Quality
Availability
Choice
Timesaving


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-
Mr Karthik has a great talent pool already ready with like Project Manager (Mr. Vanaman), Senior Java Developer (Ms. Juhi), multiple Java Developers, dedicated DB Admin (John), Network Admin (Mr. Mike), and Testers (Mr. Jason and Ms. Alekya). This means the project can start quickly without a recruitment delay.
Weakness-
 New Domain Knowledge: The team might lack specific, in-depth knowledge of the agriculture product supply chain (fertilizers, seeds, pesticides), which is crucial for building effective e-commerce features (e.g., inventory types, expiration tracking).
 Reliance on Remote Users: The remote area farmers are the key users. Testing and feedback cycles may be complex due to potential limitations in internet access, technical literacy, or travel time for user acceptance testing (UAT).
Opportunity-
As Henry is the first one to come up with this idea there are no other competitors in the area.
Success of this project may lead to adoption of this application from different and other villages and remote areas. The project is funded 2 Crores INR budget and strong backing from Mr. Henry. This provides financial stability and high visibility.
Threats-
Internet connectivity.
Competitive entry.
Delivery complexity.
Legal Issues.

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-
The feasibility checks required for the Mr Karthik to do is to check that Are current developer machines adequate for Java development and local testing? Does the existing infrastructure managed by Mr. Mike support setting up multiple test environments? What cloud provider or data centre will be used? Is the planned server configuration sufficient for peak usage? Is the chosen DB (e.g., PostgreSQL, MySQL) appropriately sized and optimized for high concurrency?



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-
Accessibility- Farmers earlier used to travel miles away to new cities to buy the products now they can browse through apps and order from their current locations.
Manufacturers Link- earlier the payments used to happen through middle men, suppliers etc. which resulted in over costs. now the farmer are directly inContact with the manufacturers.
Information Flow-Information on new products, pricing, and availability is slow, incomplete, and often verbally unreliable. Real-time, comprehensive product details (usage, batch, expiry, price) are displayed instantly on the platform.

QUESTION-5- List down different risk factors that may be involved (BA Risks And process/Project Risks).

ANSWER-
BA Risks-
Scope Creep- The farmer stakeholders and Mr. Henry may introduce new changes once the scope is finalized.

Requirement Ambiguity- understanding the requirement from the remote farmers may be the challenge as they are not connected with digital platforms.

Project Risks-
Logistics- Delivering to remote areas in cost effective manner willing to do so and finding these kinds of partners will be a problem.
Internet connectivity- Poor Rural Internet Connectivity The target users' low bandwidth or intermittent mobile data connectivity renders the web/mobile application slow or unusable.
Vendor Risk Manufacturer Onboarding Delays: Companies (Fertilizer, Seeds, Pesticides) are slow to register, integrate their product catalogs, or commit to the platform.

QUESTION-6 Perform stakeholder analysis (RACI Matrix) to find out the key stakeholders who can take Decisions and Who are the influencers
ANSWER- RACI matrix contains the following steps-
R-responsible are those whp do the work completely
A- Accountable are those who are completed answerable to the complete project
c- consulted are those who are consulted before making decisions.
I- Informed: Those who are kept up-to-date on progress


	Activity/Deliverable
	Mr. Henry (Sponsor/Vision)
	Mr. Pandu (Finance Head)
	Mr. Dooku (Project Coordinator)
	Peter, Kevin, Ben (Farmers/SMEs)
	Mr. Karthik (Delivery Head)
	Mr. Vandanam (Project Manager)
	BA (You)

	Project Funding Approval
	A
	R
	I
	I
	I
	I
	I

	Define Project Vision & Goal
	A
	I
	C
	C
	I
	C
	R

	Finalize Initial Scope & MVP
	A
	I
	C
	C
	R
	R
	C

	Requirements Elicitation
	I
	I
	C
	R
	I
	C
	A

	Requirements Sign-off
	C
	I
	C
	R
	A
	I
	R

	Approve Budget Variance
	A
	R
	I
	I
	I
	C
	I

	User Acceptance Testing (UAT)
	I
	I
	I
	R
	C
	C
	A




QUESTION-7- Help Mr Karthik to prepare a business case document.

ANSWER- A business case document contains the following.
Why is this Project initiated- This project was initiated primarily as a Corporate Social Responsibility (CSR) initiative driven by Mr. Henry, stemming from a deep-seated desire to address a crucial societal and economic problem.
Mr. Henry's Philanthropy: Having become wealthy, Mr. Henry wants to help others fulfill their dreams. This project is his vehicle for giving back to the community, specifically through his company SOONY's CSR initiative with a budget of 2 Crores INR.
 Addressing Remote Area Needs: The project directly addresses the difficulties faced by farmers in remote villages, like his friends Peter, Kevin, and Ben.
What are the current problems- Peter is facing difficulties in procuring fertilizers, which are vital for farm output. Kevin is struggling with the problem of buying seeds for farming certain crops, suggesting limited variety or stock access. Ben is concerned about the lack of pesticides needed to reduce pest damage and protect crops.
With this project how many problems can be solved- Direct Access to Fertilizers: Farmers can browse and buy a wide variety of fertilizers directly from manufacturers, ensuring better availability. Farmers gain online access to various seed companies, offering a broader, more reliable selection for specific crops. Farmers can easily locate and purchase needed pesticides to protect crops, reducing the risk of pest-related losses.
What are the resources required- Mobile application page
Developers
Testers
Financial resources
Logistic partners.
How much organizational change is required to adopt to this technology- 
Shift from B2B to B2C Focus: Must develop product descriptions, pricing, and promotions specifically for individual farmers, not just large-scale distributors
Integration with E-commerce: Must integrate the online store's order management and inventory systems with their existing ERP/warehouse systems to maintain accurate, real-time stock levels.
New Direct Support Channel: Must hire or train staff to manage direct farmer inquiries, troubleshoot online ordering issues, and provide technical product support, which was previously handled by local dealers.
What is the time frame to recover ROI-
Higher Cost = Longer ROI
Lower Cost = Faster ROI
Faster Adoption = Faster ROI
Slower Adoption = Longer ROI

  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- 
Sequential approach 
is also called as waterfall model, this is a type of model where the process goes by step by step and in a waterfall approach, the process of the next phase cannot begin until the previous is completed. This process is a simple, rigid and one direction flow.
The process goes like Requirements – Design – implementation -Testing – Deployment. Waterfall model is easy to understand and implement but this model is very expensive as the errors can only be known at the testing stage and resolving the errors can be expensive.
Waterfall model is best when the requirements are known and there is nob change from beginning to the end.



The iterative approach
breaks down the project into smaller, repeated cycles called iterations. Each iteration results in a working, albeit incomplete, version of the software.in this approach the core part of SDLC life cycle like design, implementation, testing, deployment are done in each of the cycles.
It is a easy approach to understand and errors can be identified at the earlier stage as the testing will be done at each cycle. And the stakeholders can get the developed product at a faster time period. Scope Creep Risk, without strict management, the project scope can expand easily. Requires Strong Planning: Defining the scope of each iteration can be challenging. Best For Large projects where requirements are well-defined but the implementation risk is high, or for systems that will grow over time.

Evolutionary models also called as spiral and prototyping model
Emphasize the continuous release of increasingly complete versions of the software. This approach is similar to iterative but often includes a strong focus on risk analysis and user feedback to guide the evolution. Build a core product, get feedback, and continuously evolve it into the final system. Highly adaptable to changes in requirements and evolving user needs Best For: Large, high-risk projects where requirements are complex, expected to change, and continuous risk management is essential.

Agile Methodologies is a term used for scrum and kanban
Focuses on delivering value quickly and continuously responding to change rather than strictly adhering to a plan. Collaboration, working software over comprehensive documentation, customer interaction, and responding to change. Rapid delivery of usable features and quick response to changes. High customer involvement ensures the final product meets their actual needs. Harder to estimate final cost and time upfront. Success relies heavily on active customer and team collaboration. Best For: Projects with rapidly changing requirements, high complexity, and when the customer needs to be highly involved throughout the process.

  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- 
Given the condition that there is a difference of opinion between v model and the waterfall model, as a BA I would suggest that both these model are not suitable for the project and I would suggest to go for scrum methodology because v model and waterfall model are the type of process which goes step by step process and the errors will be known at the last stage as we are going for the online platform forb the first time The platform needs constant updates (e.g., new payment gateways, seasonal product catalogs, updated regulatory compliance). Sprints allow for quick adaptation and deployment of new features every few weeks. A successful e-commerce platform requires continuous feedback on the UI/UX for both farmers and suppliers. Agile facilitates frequent demos and testing to ensure a user-friendly experience. The Agri e-commerce space is competitive and evolving. Agile allows the team to build and test a Minimum Viable Product (MVP) with core features quickly, getting it to market to start recovering ROI faster

	Model
	Methodology Type
	Core Idea
	Best Known For

	Waterfall
	Sequential
	A linear, step-by-step approach where each phase must be completed before the next begins.
	Simplicity, rigid structure, and extensive upfront documentation.

	RUP
	Iterative/Evolutionary
	Rational Unified Process. It's a structured approach that breaks the project into four phases (Inception, Elaboration, Construction, Transition) and multiple iterations.
	Heavy emphasis on disciplined management, architecture, and documentation across iterations.

	Spiral
	Evolutionary
	A risk-driven model that repeats four main phases (Planning, Risk Analysis, Engineering, Evaluation) in a spiral fashion until the system is complete.
	Excellent for managing high-risk projects and complex systems where requirements are unclear.

	Scrum
	Agile/Iterative
	An iterative and incremental framework for managing complex work, characterized by short cycles (Sprints), daily meetings (Daily Scrum), and frequent feedback loops.
	Flexibility, speed, and continuous customer involvement to deliver working software quickly.

	V Model
	Sequential
	V Model is an extension of waterfall model.
	Simplicity, rigid structure, and extensive upfront documentation.



QUESTION-9 Write down the differences between waterfall model and V model
ANSWER-
	Waterfall Model
	V-Model

	Low cost
	Expensive

	Testing activities start at the later stage
	Testing activities start at the earlier stage

	Move in linear way
	Do not move in linear way

	Less customer involvement
	More customer involvement




QUESTION-10 As a BA, state your reason for choosing one model for this project.
ANSWER- As a Business Analyst (BA), I would choose the Agile Model (specifically Scrum) for the online agriculture product store project.
My reason for this choice is rooted in the platform's nature as an e-commerce venture in a dynamic, specialized market. The project's success is determined not just by meeting a fixed technical specification, but by continuously adapting to user feedback, market changes, and evolving logistics needs to drive business value.

QUESTION-11 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-

	Phase
	Duration (Tentative)
	Key Deliverables

	Requirement Gathering (RG)
	2 months
	Requirement Document, Stakeholder Sign-off

	Requirement Analysis (RA)
	2 months
	SRS, Feasibility Study

	Design
	4 months
	HLD, LLD, DB Design

	D1–T1
	2 months
	Manufacturer Registration module

	D2–T2
	2 months
	Product Catalog & Search module

	D3–T3
	2 months
	Cart & Order Management module

	D4–T4
	2 months
	Payment, Delivery & Reporting module

	UAT
	2 months
	User Acceptance Sign-off

	Total Duration
	18 Months
	Project Completion
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	TIME LINE
	JAN
	FEB
	MAR
	APR
	MAY
	JUN
	JUL
	AUG
	SEP
	OCT
	NOV
	DEC
	JAN
	FEB
	MAR
	APR
	MAY
	JUN














QUESTION-11 Explain the difference between Fixed Bid and Billing projects

ANSWER- Fixed billing project is a type of project where the provider agrees to complete the project for a single fixed price regardless of time or the actual effort spent. Mr. Henry projects fall under this fixed billing project, A single, set price for the entire project, established before work begins.
                                                                                                               Where as billing project is a type of project where the client is charged for actual hours worked by the employees and extra for any materials and expenses. Client is charged on daily or weekly basis. The final cost is unknown at the start of the project.If the project takes longer than expected, Mr. Henry must pay for the additional developer hours. Project.
 
 QUESTION-12 Preparer Timesheets of a BA in various stages of SDLC        
ANSWER-  
	SDLC Phase
	BA Activities & Tasks
	Deliverables/Outputs
	Avg. % of BA Time Allocation

	1. Planning / Initiation
	Define Project Scope & Feasibility
	
	10 - 15%

	
	Meeting with SOONY Committee (Mr. Henry, Mr. Pandu, Mr. Dooku).
	Project Charter / Vision & Scope Document
	

	
	High-level Stakeholder Analysis (SOONY, APT, Farmers, Companies).
	Communication Plan
	

	
	Assist PM (Mr. Vandanam) with initial Scope Boundary and project approach.
	Initial Estimates/Inputs to Project Plan
	

	
	
	
	

	2. Analysis / Requirements
	Requirements Elicitation, Modeling & Documentation
	
	50 - 60%

	
	Interviews with Farmers (Peter, Kevin, Ben) and Companies.
	User Stories / Requirements Traceability Matrix (RTM)
	

	
	Detailed documentation of Functional (e.g., browse products, place order) and Non-Functional (e.g., security, performance for remote areas) Requirements.
	Business Requirements Document (BRD) / SRS
	

	
	Process modeling, creating User Flows and Use Cases (Farmer order-to-delivery).
	AS-IS and TO-BE Process Models
	

	
	Requirements Review and Sign-off from Mr. Dooku/Committee.
	Final Requirements Baseline
	

	
	
	
	

	3. Design
	Design Support & Validation
	
	10 - 15%

	
	Review wireframes and prototypes against documented requirements.
	UI/UX Review Notes & Approval
	

	
	Clarify requirements for Ms. Juhi and the development team.
	Q&A logs, Updated User Stories
	

	
	Define business rules and system interface requirements.
	System Interface Specifications
	

	
	
	
	

	4. Development / Coding
	Continuous Clarification & Change Management
	
	5 - 10%

	
	Act as the primary point of contact for developers' Requirement Queries.
	Clarification Meeting Minutes
	

	
	Log, analyze, and process Change Requests (CRs) from stakeholders.
	Change Request Log
	

	
	Review development progress and early demos/prototypes.
	Informal Demo Feedback
	

	
	
	
	

	5. Testing / QA
	Test Support & User Validation
	
	10 - 15%

	
	Assist Mr. Jason and Ms. Alekya (Testers) by reviewing test plans and test cases for complete coverage of requirements.
	Test Plan Review Feedback
	

	
	Lead User Acceptance Testing (UAT) with end-users (Farmers/Companies).
	UAT Test Cases, Test Results, Sign-off
	

	
	Triage defects to confirm if they are bugs (Development) or requirement gaps (BA).
	Defect Triage Logs
	

	
	
	
	

	6. Deployment / Maintenance
	Go-Live Support, Training, & Post-Deployment Analysis
	
	5 - 10%

	
	Prepare or review Training Materials and User Manuals for Farmers and Companies.
	Training Documentation
	

	
	Provide Go-Live Support (monitoring initial production issues).
	Post-Implementation Review
	

	
	Begin collecting initial User Feedback (from Peter, Kevin, Ben, etc.) for enhancements.
	Enhancement Backlog
	

	
	
	
	



	
