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1. Executive Summary
Njiapanda is a mobile-first carpooling marketplace that connects private car owners travelling intercity routes across Tanzania with riders seeking affordable, flexible transport options. The name — Swahili for "boarding point" — signals the platform's identity: a place where journeys begin.

Unlike ride-hailing platforms such as Bolt or Uber, Njiapanda is not on-demand taxi infrastructure. It is a shared-journey economy: a private citizen already driving from Dar es Salaam to Dodoma lists available seats in their car, sets a price, and riders heading that direction book in real-time. The driver offsets fuel costs. The rider gets affordable intercity travel. The platform earns a commission per completed trip.

The core differentiator is real-time availability and live tracking. Listings appear the moment a driver goes online. Seats update as riders book. Riders track the car live once the trip starts. This creates a spontaneous, living marketplace — not a static listing board.

	Market
	Tanzania — intercity routes, Phase 1 launch corridors: DSM–Dodoma, DSM–Mwanza, Arusha–Moshi



	Platform
	Flutter mobile app (iOS & Android) + Laravel/MySQL backend + WebSockets



	Payment
	Cash on pickup, confirmed in-app by both parties



	Revenue
	8–10% platform commission per completed trip + promoted listings



	Language
	Kiswahili-first UI with English toggle





2. Problem Statement
Intercity travel in Tanzania is dominated by bus companies (Dar Express, Kilimanjaro Express, Tahmeed) and informal daladala networks. Both have critical gaps:

1. Bus companies require advance booking, fixed schedules, and fixed departure points. Last-minute travellers are frequently left without options.
1. Informal options (daladala, shared taxis) are unpredictable, overcrowded, and lack safety transparency.
1. Private car owners travelling intercity daily absorb 100% of fuel costs, even when seats are empty — a significant financial waste.
1. There is no digital platform in Tanzania specifically designed for intercity seat-sharing between private vehicle owners and individual travellers.

The result: thousands of cars travel Tanzania's major corridors daily with empty seats, while thousands of people struggle to find flexible, affordable, last-minute intercity transport.

Njiapanda closes this gap.



3. Goals & Success Metrics
3.1 Product Goals
1. Enable any private car owner to post a seat-sharing trip in under 30 seconds.
1. Deliver real-time seat availability so riders see live updates without refreshing.
1. Provide live GPS tracking of the driver's vehicle from trip start to arrival.
1. Build a trust and safety layer through ratings, badges, and a strike system.
1. Support spontaneous additions — drivers can post trips mid-morning, mid-journey, or from any location.

3.2 Business Goals
1. Reach 500 completed trips within the first 90 days of launch.
1. Achieve a driver-to-rider ratio of at least 1:4 on key corridors.
1. Maintain a trip completion rate above 85% (confirmed trips that happen as posted).
1. Generate first revenue within 60 days of launch via promoted listings before commission enforcement.

3.3 Success Metrics
	Metric
	Target (90 Days)
	Target (6 Months)

	Active drivers
	200+
	1,000+

	Active riders
	800+
	5,000+

	Trips posted per day
	50+
	300+

	Trip completion rate
	>85%
	>90%

	Avg. seats per trip posted
	2.5
	2.8

	Avg. booking time to departure
	<4 hours
	<2 hours

	Driver retention (Month 2)
	>60%
	>70%

	App store rating
	4.2+
	4.5+





4. User Personas
4.1 Amina — The Weekend Driver
	Attribute
	Detail

	Age
	34

	Occupation
	Government officer, Dodoma

	Behaviour
	Drives DSM–Dodoma every Friday, returns Sunday. Car is usually empty or carries one colleague.

	Pain point
	Full fuel cost every weekend — approx TZS 80,000–100,000 per round trip.

	Goal
	Cover at least half her fuel cost by taking 2–3 paying passengers per leg.

	Tech comfort
	Moderate — uses WhatsApp, M-Pesa, basic Android apps.



4.2 Hassan — The Student Traveller
	Attribute
	Detail

	Age
	22

	Occupation
	University student, Dar es Salaam

	Behaviour
	Travels home to Dodoma every school holiday. Budget is very tight.

	Pain point
	Bus costs TZS 20,000–25,000. Prefers to save money but hates unpredictable daladalas.

	Goal
	Find a reliable, affordable seat with a vetted driver for TZS 12,000–15,000.

	Tech comfort
	High — smartphones, social media, ride apps.



4.3 Baraka — The Spontaneous Business Traveller
	Attribute
	Detail

	Age
	41

	Occupation
	Small business owner

	Behaviour
	Travel needs are unpredictable. Decides to travel same-day often.

	Pain point
	Bus fully booked last-minute. Taxis too expensive. Needs a middle option.

	Goal
	Find a seat going his direction within the next 2–3 hours.

	Tech comfort
	Moderate — functional smartphone user.





5. Core Features
5.1 Driver Features
5.1.1 Post a Trip
The primary driver action. Designed to be completable in under 30 seconds.
1. From city (pre-defined list of Tanzania cities)
1. To city (same list, excludes departure city)
1. Date and departure time (or departure window: e.g. 6am–8am)
1. Number of available seats (1–6)
1. Price per seat (driver sets freely — platform shows market average as a guide)
1. Pickup point — pin on map or select from saved locations
1. Optional trip note (e.g. "AC available", "No smoking", "Ladies only")

5.1.2 Trip Dashboard
1. Live view of bookings as they come in
1. Each booking card shows: rider name, profile photo, rating, seat count
1. Driver can Accept or Decline each booking request
1. Seat counter updates live as bookings are accepted
1. "Trip Full" auto-status when all seats filled

5.1.3 Start Trip
1. Driver taps Start Trip when departing — activates live GPS broadcast
1. All booked riders receive a push notification: "Your driver has started the trip"
1. Rider tracking screen activates showing car moving in real-time

5.1.4 Trip Completion
1. Driver taps Mark Complete at destination
1. App prompts: "Confirm you collected cash from all riders?"
1. Both driver and riders rate each other (1–5 stars + optional comment)
1. Platform commission (8–10%) is logged — tracked against driver's account for monthly reporting

5.1.5 On-My-Way Mode
1. Driver already en route can post a live trip from current GPS location
1. Listing shows: "Departing from [current location] NOW — 2 seats available"
1. Nearby riders or riders at upcoming towns can request to board
1. Driver confirms pickup point via in-app chat

5.1.6 Recurring Trips
1. Driver can save a trip as a weekly recurring post (e.g. Every Friday, DSM–Dodoma, 7am)
1. System auto-posts the listing at a configurable time before departure (e.g. 24hrs prior)
1. Driver receives reminder to confirm or cancel before auto-post goes live

5.2 Rider Features
5.2.1 Route Search
1. Select From and To cities from pre-defined corridor list
1. Select date (today, tomorrow, or date picker)
1. Results load instantly — sorted by departure time
1. Filters: price range, departure window, available seats, driver rating

5.2.2 Live Listings Feed
1. Each listing card shows: driver photo, name, rating, car model, departure time, price per seat, seats left
1. A green pulse indicator marks trips that are currently active/departing soon
1. New trips appear at the top without requiring manual refresh (WebSocket push)
1. Seat count decreases in real-time as other riders book

5.2.3 Seat Booking
1. Tap a listing to see full trip details and driver profile
1. Select number of seats (1 to available max)
1. Confirm pickup point (driver's pinned location shown on map)
1. Tap Reserve — no payment at this stage (cash on pickup)
1. Driver receives booking notification and accepts/declines
1. Rider receives confirmation with driver contact and pickup pin

5.2.4 Live Driver Tracking
1. Once driver starts trip, rider sees live map with car icon moving
1. ETA updates dynamically based on GPS position
1. If driver deviates from expected route, rider receives an alert
1. SOS button visible throughout active trip (sends GPS coords to emergency contact)

5.2.5 Group Booking
1. Rider can book 2–4 seats in a single transaction for travelling companions
1. All seats held under one rider's profile — single cash payment expected

5.2.6 Rating & Review
1. After trip completion, rider rates driver on: Punctuality, Safety, Comfort, Communication
1. Written review optional but encouraged
1. Driver also rates rider: Politeness, Punctuality, No-show

5.3 Platform-Wide Features
5.3.1 Real-Time Engine
The technical differentiator of Njiapanda. Powered by Laravel Reverb WebSockets.
1. Seat counts broadcast in real-time to all users viewing a listing
1. New trip postings pushed to all users on matching route/date
1. Push notifications (Firebase Cloud Messaging) for booking events, trip starts, and cancellations
1. Driver GPS location streamed to all booked riders during active trip

5.3.2 Trust & Safety System
1. OTP phone verification required for both drivers and riders at signup
1. Ratings visible on all profile cards and listing cards
1. Strike system (see Section 6) governs cancellation behaviour
1. Badge system rewards reliable drivers with visible trust indicators
1. SOS button available throughout active trips

5.3.3 In-App Messaging
1. One-on-one chat between driver and booked rider (opens after booking confirmation)
1. Used to confirm pickup details, coordinate timing adjustments
1. Chat history visible to platform for dispute resolution

5.3.4 Kiswahili-First UI
1. All screens, labels, buttons, and notifications default to Kiswahili
1. English toggle available in settings — persists across sessions
1. Swahili copy uses local Tanzanian phrasing, not translated Kenyan or formal Swahili



6. Trust & Safety
6.1 Strike System
The strike system governs cancellation behaviour for both drivers and riders. It is designed to protect both parties without being punitive enough to discourage casual use at launch.

	Offence
	Party
	Consequence

	Trip cancelled with <2 hrs notice
	Driver
	Warning + 0.2 star rating deduction

	2nd cancellation within 30 days
	Driver
	Listing suppressed for 48 hours

	3rd cancellation within 30 days
	Driver
	Account review — manual reinstatement required

	Rider no-show after confirmed booking
	Rider
	Strike + 0.2 star rating deduction

	2nd no-show within 30 days
	Rider
	Booking restricted to 1 seat per trip for 14 days

	Driver deviates significantly from route
	Driver
	Automatic SOS alert to rider, flagged for review



6.2 Badge System
Drivers earn visible badges that appear on their listing cards. Badges are earned automatically based on platform data.

	Badge
	Kiswahili Name
	Criteria

	Reliable
	Mkakamavu
	0 cancellations in last 30 days + 10+ completed trips

	Safe
	Salama
	4.8+ safety rating over 20+ trips

	Punctual
	Haraka
	90%+ on-time departure rate over 15+ trips

	Top Rated
	Bora
	Overall rating 4.7+ with 30+ reviews

	Veteran
	Jasiri
	100+ completed trips on platform



6.3 Emergency & SOS
1. SOS button visible throughout any active trip for riders
1. On tap, sends rider's GPS coordinates to one saved emergency contact via SMS
1. Platform receives flag and trip is marked for urgent review
1. Driver receives no notification — rider safety is prioritised



7. Revenue Model
7.1 Platform Commission
Njiapanda charges an 8–10% commission on each completed trip. Commission is not collected at the time of the trip (cash payment happens directly between driver and rider). Instead, it is tracked digitally and settled monthly.

1. Completed trip: Driver marks trip complete + confirms cash collected
1. Platform logs commission amount against the driver's account
1. Monthly commission invoice sent to driver — payable via M-Pesa or Airtel Money
1. Drivers with unpaid commission for >45 days have listings suspended until settled

7.2 Promoted Listings
Drivers can pay a flat fee to have their trip listing appear at the top of search results for a route/date combination.

	Package
	Duration
	Price (TZS)
	Visibility

	Boost — Single Trip
	24 hours
	500
	Top of route feed for that day

	Power Boost
	72 hours
	1,200
	Top of feed + push notification to route watchers

	Route Owner
	7 days
	3,500
	Pinned at top for all trips on that corridor



7.3 Future Revenue Streams
1. Njiapanda Pass (Rider) — Monthly subscription for priority booking + discounts on promoted trips
1. Fleet Partnerships — Small transport companies list vehicles under a verified fleet account
1. Insurance Add-On — Per-trip micro-insurance upsell for riders (partnership with local insurer)



8. Technical Architecture
8.1 Tech Stack
	Layer
	Technology
	Rationale

	Mobile App
	Flutter (iOS + Android)
	Cross-platform, single codebase — consistent with WakalaGuard

	Backend API
	Laravel 11 (PHP 8.3)
	REST API, robust ORM, proven auth system

	Database
	MySQL
	Relational schema, well-suited for transactional trip data

	Real-Time
	Laravel Reverb (WebSockets)
	First-party Laravel WebSocket server — no third-party dependency

	Maps & GPS
	Google Maps SDK (Flutter)
	Industry standard, reliable in Tanzania

	Push Notifications
	Firebase Cloud Messaging
	Cross-platform, free tier sufficient at launch

	Auth
	Phone number + OTP (SMS)
	No email required — aligns with Tanzanian user behaviour

	File Storage
	Laravel + local disk / S3
	Profile photos, ID documents (future)



8.2 Key Database Entities
	Table
	Key Fields

	users
	id, phone, name, photo, role (driver/rider), rating_avg, strike_count, is_verified, created_at

	vehicles
	id, user_id, make, model, year, color, plate, seat_capacity

	trips
	id, driver_id, vehicle_id, from_city, to_city, departure_at, window_end, seats_total, seats_remaining, price_per_seat, pickup_lat, pickup_lng, pickup_note, status, is_recurring

	bookings
	id, trip_id, rider_id, seats_booked, status (pending/confirmed/cancelled/completed), confirmed_at

	reviews
	id, trip_id, reviewer_id, reviewee_id, rating, comment, created_at

	strikes
	id, user_id, trip_id, reason, issued_at, expires_at

	badges
	id, user_id, badge_type, earned_at

	gps_pings
	id, trip_id, driver_id, lat, lng, accuracy, recorded_at

	promotions
	id, trip_id, package_type, starts_at, ends_at, paid, amount



8.3 Real-Time Architecture
The real-time layer is the core technical investment of Phase 1. It is built on Laravel Reverb and Flutter's WebSocket client.

1. Driver posts a trip → stored in DB → broadcast on channel route:{from}:{to}:{date}
1. All rider clients subscribed to that channel receive the new listing instantly
1. When a booking is confirmed → broadcast on trip:{trip_id} → seat count decreases on all viewing clients
1. When driver starts trip → GPS ping every 10 seconds → broadcast on trip:{trip_id}:live → rider map updates
1. When trip completes → channel closed → all clients receive completion notification



9. MVP Scope & Phased Build
Phase 1 — Core Loop (Months 1–2)
Goal: A working, real-time carpooling loop for one or two corridors (DSM–Dodoma, DSM–Mwanza).

1. Driver: Register → Post trip → Manage bookings → Start trip → Mark complete
1. Rider: Register → Search route → Browse live listings → Book seat → Track driver
1. Real-time seat availability via WebSockets
1. Push notifications for booking events and trip starts
1. Basic rating system (stars only, no badges yet)
1. Kiswahili-first UI
1. OTP phone auth

Phase 2 — Trust Layer (Months 3–4)
1. Full ratings and written reviews
1. Strike system enforcement
1. Driver badge system (automated)
1. In-app driver–rider messaging
1. SOS button with emergency contact SMS
1. On-My-Way Mode (spontaneous live trip posting)
1. Group booking (multiple seats per transaction)

Phase 3 — Growth & Revenue (Months 5–6)
1. Promoted listings (Boost, Power Boost, Route Owner packages)
1. Recurring weekly trips
1. Commission tracking and monthly invoicing
1. Expanded city list (all major Tanzanian corridors)
1. Rider trip history and saved routes
1. Driver earnings dashboard



10. Launch Corridors
Phase 1 Launch Routes
	Route
	Distance (km)
	Avg. Bus Price (TZS)
	Njiapanda Target Price
	Frequency

	DSM → Dodoma
	450
	20,000–25,000
	12,000–16,000
	Very High (daily)

	DSM → Mwanza
	1,100
	35,000–45,000
	25,000–32,000
	High (daily)

	Arusha → Moshi
	90
	4,000–6,000
	3,000–4,500
	Very High (daily)

	DSM → Arusha
	650
	25,000–30,000
	16,000–22,000
	High (daily)

	Dodoma → Mwanza
	690
	25,000–30,000
	16,000–20,000
	Medium (3x/week)





11. Risks & Mitigations
	Risk
	Likelihood
	Impact
	Mitigation

	Cold-start: no drivers → no riders
	High
	High
	Launch on WhatsApp/Facebook groups in Dodoma corridor. Manually onboard first 50 drivers with direct outreach. Offer first month commission-free.

	Cash payment fraud (rider claims they paid, driver disputes)
	Medium
	Medium
	Both parties confirm in-app. Reviews flag bad actors. Trip chat log provides evidence for disputes.

	Driver safety concerns (random strangers in car)
	Medium
	High
	OTP verification, star ratings visible before accepting. Future: ID verification. SOS available to both parties.

	GPS accuracy issues on rural corridors
	Medium
	Medium
	Use lower-frequency GPS pings (30s instead of 10s) to conserve data. Offline route caching for known corridors.

	Regulatory pushback (taxi regulations)
	Low
	High
	Position as private car seat-sharing, not commercial transport. Consult SUMATRA early. Frame as fuel cost recovery, not profit.

	Low smartphone penetration upcountry
	Low
	Medium
	OTP SMS works on any phone. App targets Android (dominant in Tanzania). Lightweight APK (<15MB target).





12. Open Questions
The following questions require decisions before or during Phase 1 development:

1. Commission enforcement: How strictly to enforce the 8–10% monthly commission at launch? Soft launch may benefit from a 0% commission period to grow driver supply.
1. Driver verification: At what scale do we introduce ID or vehicle document verification? Open registration grows faster but increases safety risk.
1. Dispute resolution: What is the process when a driver and rider dispute whether a trip happened or cash was paid? Who arbitrates?
1. Minimum price guardrail: Should the platform enforce a minimum price per seat per corridor to prevent a race to the bottom that undercuts quality drivers?
1. On-My-Way Mode: Does this require a separate driver approval/test before unlocking, given the higher spontaneity risk?
1. Data and privacy: GPS pings during active trips — how long is this data retained? What is disclosed to drivers and riders?



13. Appendix
A. Glossary
	Term
	Definition

	Njiapanda
	Swahili for 'boarding point' — the app name

	Driver
	Private car owner who posts a seat-sharing trip

	Rider
	Individual who books one or more seats on a posted trip

	Corridor
	A defined intercity route (e.g. DSM–Dodoma)

	Strike
	A negative record on a user's account triggered by cancellation or no-show

	Badge
	A positive trust indicator earned by drivers through consistent performance

	On-My-Way Mode
	Feature allowing a driver already in transit to post a spontaneous live trip

	Promoted Listing
	A paid placement that elevates a driver's trip to the top of search results

	WebSocket
	A persistent connection enabling real-time data push between server and app

	FCM
	Firebase Cloud Messaging — push notification delivery system



B. Competitive Positioning
	Platform
	Type
	Coverage
	Why Njiapanda Wins

	Bolt / Uber
	On-demand city taxi
	DSM, Arusha
	Not intercity. Not seat-sharing. Higher cost.

	Dar Express / Kilimanjaro
	Scheduled bus
	National
	Fixed schedules, fixed terminals, no real-time.

	Twende (if active)
	Carpooling attempt
	Limited
	No real-time engine, limited traction.

	WhatsApp groups
	Informal coordination
	Ad hoc
	No booking, no tracking, no safety layer.

	Njiapanda
	Real-time seat marketplace
	Intercity Tanzania
	Live feed, GPS tracking, cash-first, Swahili-native.
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