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1. [bookmark: _Toc85918343]Introduction/ Background

The purpose of the Transport Phone Tap is to upgrade the payment method on each Metro Station and bus by providing commuters or visitors ease to pay through their phones with a simple “tap” instead of buying presto cards and tickets. Upgrading the payment system will reduce physical interaction, the waiting time purchasing or loading cards and tickets while promoting environmental sustainability.
2. [bookmark: _Toc85918344]Business Objective
The main primary goal is to develop an application that is user-friendly, and able to provide all full functionality of Presto Card which meets the user ‘s requirements.
In this project, we will use Node Js, along with Angular on the Front end, and MongoDb to manage the database.
3. [bookmark: _Toc85918345]Current Situation and Problem/Opportunity Statement
[bookmark: _Toc85918346]3.1 Problem
The Presto Card system had been known for having many issues for its consumers since its first introduction. In other words, more customization and the technical problem should be addressed if they want to keep this system in use. Below are some of the main problems:

· Double billing: You pay twice when you travel from surface routes to stations without bus bays or streetcar platforms when you don't have the ability to use your card as a transfer.
· Waiting for up to 24 hours when you've reloaded your card online. That's just too long in 2021 and a major inconvenience if you use a station entrance without reloading machines.
· Reliability! There have been well-documented problems with PRESTO card readers on buses and elsewhere, consequently, you have to carry a backup fare or card.
· The pandemic created a new norm and that is reducing the direct interaction to avoid contamination of the Covid-19 virus. Since the Presto card is a physical card, chances of interacting with other objects and getting infected would be higher.
[bookmark: _Toc85918347]3.2 Solution
By developing an application that can tackle all of those issues, users can reliably use their smartphones as commuters pass with a simple tap instead of a physical card. Users can create a profile and use their credit/visa card to pay online and view the balance and transactions in real-time. There is no need to wait for 24 hours or have issues with double billing. Moreover, the worries of having a backup fare or card are over. Overall, getting into digital will solve many issues whether it’s physical issues or technical issues.

[bookmark: _Toc85918348]4. Critical Assumption and Constraints
The Transport Phone Tap will use a full package of the server applications. It will be implemented in the Greater Toronto Area at the beginning of the first quarter of 2022 for the trial phase. The main constraints of implementing this project are: hiring skilled software developers, and managing the user authentication since we are dealing with a Government system, but at the same time managing the database as millions of Presto users might switch to using this application.
[bookmark: _Toc85918349]5. Analysis of Option and Recommendation 
Finding the right experienced software developer is challenging, however, that is one of the main recommendations from TTC. 
In this project, our team will be using agile methodology to handle each step of the process as this is a small application that can be scalable, and at the same time, we can provide an MVP as soon as it is ready.
Close communication with stakeholders, managers, and developers is required for the fulfillment of this project at every stage. 
As a type of agile software development, We will implement XP Programming which is intended to improve software quality and responsiveness to changing customer requirements. It advocates frequent "releases" in short development cycles, which are intended to improve productivity and introduce checkpoints at which new customer requirements can be adopted along with the production and the maintenance.



[bookmark: _Toc85918350]6. Preliminary Project Requirements 

	User requirements
	Preliminary project requirements

	Low initial investment cost
	Optimized component arrangement

	
	Optimized development process

	
	Simplified physical and software components

	
	Easy assembly

	Usability/Fine UI
	Intuitive interface

	
	Study benchmarking examples

	
	Interview with hard users of similar software

	
	Interview of groups of potential users

	Safety
	Secure database

	
	Protection of sensitive content

	
	Reliable data transfer

	
	Cryptography of data

	
	Disaster recovery

	
	Backup site

	Functional efficiency
	High availability

	
	Reliable servers

	
	Main functions will have easy traceability and access

	
	Low consumption of data transfer and storage

	Extended life cycle
	Low operating cost

	
	Have software updates

	
	Use easy-to-purchase consumables






[bookmark: _Toc85918351]7. Budget Estimate and Financial Analysis 

Employer Salary: 							1,200,000/year

Software:									25,400/year
· Jira Premium							  
· Zoom Premium							       
· Microsoft Office 365						  
· Microsoft Windows 11 Pro			    
· Adobe Creative Cloud Collection
· Microsoft Visual Studio							    

IT Equipment 								50,500/year
· Desktop computers 						
· Printer, Fax, photocopier						
· Other facilities and devices					

Furniture and fixtures							15,800/year
· Computer desks							
· Computer Chairs							

Data protection cost:							50,000/year

Cloud server:								47,950/year

Network system:		 						100,000/year

Management and administration:					200,000/year





[bookmark: _Toc85918352]8. Schedule estimate

	Tasks
	Duration
	Starting Date
	Ending Date

	Project Charter Approved
	3 weeks
	1, Nov 2021
	22, Nov 2021

	Project plan Completed
	3 weeks
	22, Nov 2021
	06, Dec 2021

	Project Plan Approved
	2 weeks
	06, Dec 2021
	20, Dec 2021

	Project Execution Started
	09 week
	20, Dec 2021
	01, Feb, Jan 2022

	Requirement Gathering
	1 week
	22, Nov 2021
	29, Nov 2021

	User story
	1 week
	29, Nov 2021
	06, Dec 2021

	Application Programming interface
	4 weeks
	06, Dec 2021
	03, Jan 2022

	Application Testing
	3 weeks
	03, Jan 2022
	24, Jan 2022

	Project execution completed
	2 weeks
	24, Jan 2022
	08, Feb 2022

	Project Close out
	1 Week
	08, Feb 2022
	15, Feb 2022


[bookmark: _Toc85918353]9. Potential Risks 

· Cost risk
· Unprecedented circumstances
· Not meeting schedule
· Unanticipated functionality
· Poorly sized project
· Performance Risk
· Disponibility risk
· System outage
· High data consumption

· Third-party software support risk
· Payment system risk
· Unavailability of communication between systems
· Image risk due to malfunction

· Security risk:
· Hacking and sensitive data leak
· Payment frauds

[bookmark: _Toc85918354]10. Exhibits

	Year
	Analysis

	2022
	After testing the application for 2 months in the market, we will be able to collect around 5% of the cost of this application. 

	2023
	As the dev team will improve the app or fix any related bug. The number of users will increase, and we will be able to collect around 45% of the original cost

	2024
	The app was originally implemented for GTA (Toronto), but in the 3rd year, the implementation in Vancouver and major cities in Canada will be done. Consequently, this app will collect around 75 % of the cost.



