
A New and Better Way of Procuring & Operating Ticketing for Public Transport

Fare Payments as a Service



Agenda

● Masabi & Justride update – Full Fare Collection

(more than just mobile)

● The New Challenge of 

Modern Fare Collection Procurement

● Introduction to Fare Payments as a Service 



The Masabi Story
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Deployed in 11 Countries 
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> $1bn pa



Market Leading mTicket AdoptionMarket Leading mTicket Adoption



HubRetail Inspect

The Justride Platform

Sell Manage Validate 

Retail +API/SDK Hub +API Inspect +API/SDK



HubRetail Inspect

Justride Capability Modules
Beyond Mobile Ticketing

Enable MaaS 
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Deployment and Product 
Partnerships
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Payments

Strategic



Practical MaaS: Justride SDK

• World’s first (and only?) mTicketing SDK
• Selling & delivering public transit tickets through 

popular 3rd party apps and aggregators

• Offering complete first, middle & last mile 
journeys combining public/private modes

• Leveraging widespread global mobility apps

• Practical MaaS provides additional payment & 
discovery options, not a monopoly.

...more coming



The Increasing Challenge 
of Modern Fare Collection



Raised Expectations for Modern 
Fare Collection Procurement:

• mTicketing

• ABT

• cEMV (bringing PCI to bus operations)

• Cash Retail Networks & Cash Digitisation  

• API’s, Partner Integrations & Extensions

• Regional Integration

• MaaS
• Local Public/Private Integration

• Global Aggregator Integration – Uber, Transit, Moovit…

• What next, and when?



Bespoke Fare Collection Systems
Fare Collection is typically delivered by Fare Collection providers and Systems 
Integrators delivering bespoke systems for cities around the globe.

City 1

City 2

AFC 

Vendor

AFC 

Vendor

Bespoke 

System 1

Bespoke 

System 2

[ note – even if the AFC vendor is deploying features they have built before, normally they will copy/branch the computer code, 

customise it for the project, test and then deploy a new specific version of that code which must then be maintained individually. ]



Design Build Operate Maintain 
(DBOM) Bespoke Systems

Design Build Operate and 

Maintain

6-9 

Months

6-24 

Months
7-15 

Years +

Update 

Project?

Agencies are Stuck in a Cycle 

of Design, Build and Decay

Decay / 

Decommission

The design is often prescribed by the agency ahead of the procurement at 

the agency’s risk. 

Results of that design might only become obvious months or years after the 

initial award resulting in change orders and fees to rectify. 



BDOM Projects – Good Results 

Complex DBOM can be done successfully by a top vendor’s “A Team”



es

But what are the chances of success in Complex DBOM 

if the top vendor’s “A Team” is not available?

BDOM Projects – Lesser Results 

[vendor]

[vendor]

[vendor]



DBOM Bespoke Systems – The 
Problems

Expensive 

to install, 

maintain and 

update

Risky & Slow to 

Deploy

Systems can 

take years to 

launch, maybe 

with delays, 

change orders or 

cancellations

No Updates

Without 

spending time 

and money 

and more risk

Often Closed to 

Integrations 

With 3rd party 

systems

Not easy to 

MaaS Enable

(Mobility as a 

Service)



Underserved Agencies

Well served

Under served

Virtually ignored

Underserved 

segment

(Poorer service from 

vendors) Can’t 

afford and do not 

always need a 

bespoke solution

Transit Agencies

Massive $7bn p/a

Mid $150m p/a

Small $10m p/a

Complex & bespoke doesn’t scale



Introducing

Fare Payments 

as a Service

A new and better way to 

deliver Fare Payment services 

to agencies and riders 



Fare Payments as a Service

• Platform for all sizes of agencies to 
use

• Agencies sign up on a pay as you 
go (or subscription) basis

• Configured to suit each agency 
(multi-tenant, not multi-instance)

• Fast, low risk deployment of 
trusted AFC functionality & API’s

• Regular updates with security 
updates & new functionality as 
market need develops



Platform > SaaS/Cloud
• “SaaS” on its own just means the vendor is looking after 

the hosting of the software, often with multiple

customised installations being run that still need separate 

dev activity for each Agency to deploy, upgrade and 

security upgrade one by one. Not Scalable.

• A Multi-Tennant Platform means one platform instance 

inside which multiple brands/tenants are configured. 

Means that that the security fixes and platform upgrades 

occur across the system as a whole, not client-by-client.

The “A Team” for dev and maintenance always works 

on the main platform, and isn’t prioritised to one 

client above another, even with 100+ clients.

This is how to deploy and maintain complex fare 

collection in a SCALABLE way.
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Fare Payment Platform Benefits

Cost-effective 

& lower risk 

to deploy, 

maintain & 

upgrade

Always the A-

Team

Quick to Deploy 

Takes 

weeks/months 

not years to go 

live

Open Integrations 

Connects with 3rd-

party systems 

through global API’s

Regular Updates

Adding new 

functionality 

available to all, 

doesn’t become 

obsolete

Enables MaaS

Mobility as a 

Service for 

public transit



Fare Payment Platform Benefits

World-Class 

Services 

Change management, 

support & staff 

services

Future-

Enhancement 

Roadmap

Removes 

complexity, guided 

by fare payments 

experts so agency 

doesn’t take the 

risk on design 

Cloud-Native

World class 

scalability, 

uptime, security 

& redundancy

Digital-First 

Approach 

Dematerialization, 

concessions & 

cash digitization

Latest Tap & Ride 

Experiences 

Keeping riders 

happy



Fare Payment Platform 
Disadvantages

• Low cost access to existing features, 

but high cost to add new features that aren’t on platform 

roadmap, other than enhancements using API/SDK

• No on-premises hosting

• Less work for SI

• IP ownership very unlikely to be offered

• Usage based fees align incentives, but scale with usage.



• Less detail and work in writing RFP

But….

• Far more work in comparing variety 
of RFP responses and scoring 
likelihood of vendor success on 
core functionality, and FPaaS
platform long term viability

How to Procure FPaaS?

• RFP focus on high level goals

• Reduce specifics on functions 
and workflows, or specific 
technologies to be employed. 

• Flexibility for vendors to suggest 
alternatives that achieve similar 
outcome

• Embrace Pareto 80/20 rule on 
mandatory requirements, 
keep nice-to-haves as costed 
options

• Encourage alignment of KPI’s 
and Remuneration 



How I learnt to stop worrying 

….and love FPaaS



The Low-Risk ‘Mobile First’ Journey
Masabi is moving some agencies along the path to FPaaS using our ‘Mobile First’ 
approach
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Fare Payments 
as a Service

Any Questions?

twitter: @benmasabi
email: ben@masabi.com
www.masabi.com

Stand D32


