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Context Recap (From Phase 2)

PO Problem: Users face last-minute bus cancellations by operators, with no reliable
alternative arrangement, leading to high stress, extra cost, missed plans, and trust loss
in redBus.

Phase 2 Goal: Improve 3-month retention by 15% within 6 months (from 45% to 52%)
by reducing the impact and frequency of operator-end cancellations.

Target Impact: This translates to approximately 50,000 additional retained users per
quarter, directly impacting repeat bookings and platform revenue.



STEP 1 - Brainstorm Solutions

Approach used: Root-cause tree + Analogy thinking (Airlines EU261, Airbnb host

penalties, Uber quality control, Hotel walking policies) + Journey mapping across user
segments (Priya - Anxious Leisure Traveler, Rajesh - Regular Commuter).

Below are few solutions, each tied to a root cause. Each includes one key assumption
and category (High Confidence / Low Confidence / Moonshot).

Solution Short Description Key Root Cause Category
Assumption
Operator 20-50% penalty based on Penalties No High
Cancellation time-to-departure + distance | change accountability | Confidence
Penalty operator
behavior
Alternative Bus | redBus finds comparable bus | Supply exists | User stranded | High
Guarantee within 2 hours, covers fare to rebook in Confidence
difference most cases
Reliability Show 90-day cancellation Users choose | Lack of High
Score on rate + badge on results reliability transparency | Confidence
Search when visible
Operator Tier Bronze/Silver/Gold/Platinum Tier No incentive High
System based on cancellation + incentives to improve Confidence
ratings improve
compliance
Calendar/Seat | Block cancelled inventory so | Gaming Operator High
Blocking operator cannot resell at exists and gaming Confidence
higher price can be
reduced
Progressive Warnings at 5%, suspend at Suspension Repeat High
Suspension 7%, deactivate at 15% is a real offenders Confidence
deterrent
Auto Refund + | Instant refund + fixed credit Frictionless Slow refunds | High
Compensation | based on timing payout Confidence
rebuilds trust
Cancellation Operator must choose reason | False claims | Excuse abuse | High
Reason + upload proof for can be Confidence
Verification extraordinary cases reduced

Note: Additional solutions include: Security Deposit for High Demand, User Choice

(Rebook vs Refund), Trusted Operator Badge, Support Fast Lane, Insurance Add-on,
Escrow Payout Release, Backup Partner Network, and Dynamic Risk Label.




Enhanced Solution Descriptions (Top 5)

The following provides detailed descriptions for the top 5 prioritized solutions, including
global inspirations and expected behavior changes.

Inspired by: Uber/Lyft driver ratings, Airbnb host Superhost badges, Hotel booking
reliability scores

How it works: Display operator's 90-day cancellation rate prominently on search results
(e.g., '2.1% cancellation rate' or '99% reliability'). Operators with <1% cancellation rate
over 6 months receive a 'Never Canceled' or 'Guaranteed Journey' badge that appears
as a green checkmark or shield icon next to their listing.

Expected behavior change: Users will preferentially select buses with high reliability
scores even if they cost ¥100-200 more, shifting demand toward reliable operators.
Operators will compete to achieve badge status to increase bookings. Low-reliability
operators will face booking decline, creating market pressure to improve or exit.

Why this works: Makes invisible quality visible at the moment of decision. Priya
(Anxious Leisure Traveler) from our personas explicitly stated: 'l don't know if | can trust
this operator.' This solves that uncertainty by providing objective, historical performance
data. The badge creates aspirational status for operators, similar to how Airbnb
Superhosts achieve 20% higher bookings.

Note: Specific % figures are directional assumptions based

on marketplace behavior; exact impact will be validated via
A/B testing in pilot routes.

Inspired by: EU Regulation 261/2004 (airline rebooking mandate), Airbnb guest
rebooking assistance, Marriott hotel 'walking' policies

How it works: When operator cancels, redBus commits to finding a comparable bus
(matching or better seat type: AC/sleeper/seater) within 2 hours of notification. Platform
covers any price difference if the alternative costs more. If wait exceeds 2 hours, user
receives 3200 meal voucher. If overnight wait is required, redBus provides hotel
accommodation.

Guardrail: Hotel accommodation applies only when the
alternative departure is next-day and is capped per PNR;

otherwise provide higher cash compensation.
Guardrail: Meal/hotel assistance will be limited to pilot routes



and capped per PNR to ensure unit economics remain
sustainable.

Expected behavior change: Users will trust redBus to 'make them whole' even when
operators fail, reducing panic and platform abandonment. Instead of immediately
switching to another platform or direct operator booking after a bad experience, users
will give redBus another chance because the platform demonstrated accountability.

Why this works: Shifts perceived risk from user to platform. Currently, when
cancellations occur, users feel abandoned and must scramble to find alternatives
themselves. This guarantee positions redBus as a partner who shares responsibility for
journey completion, not just a ticket marketplace. From Phase 2 interviews: 'redBus took
no action on our complaint' - this solution directly addresses that accountability gap.

Inspired by: Airbnb host cancellation penalties (20-50% of booking value), Uber driver
suspension system, OpenTable no-show tracking

How it works: Three-pronged deterrence system: (1) Financial penalty: 20-50% of
booking value based on timing (higher penalties for last-minute cancellations). (2)
Calendar blocking: Prevent operator from reselling canceled seats, eliminating incentive
to cancel low-price bookings for higher-paying customers. (3) Progressive suspension:
Automated warnings at 5% cancellation rate, 7-day suspension at 7%, 30-day
suspension at 10%, permanent deactivation at 15%.

Expected behavior change: Operators will only cancel for legitimate reasons
(mechanical failure with documentation, natural disasters) because the financial cost and
visibility penalty outweigh any perceived benefit. Gaming behavior (canceling to capture
higher-paying customers) becomes unprofitable due to calendar blocking. Repeat
offenders face escalating consequences, creating clear incentive to improve operations
or exit platform.

Why this works: Creates real consequences for bad behavior. Currently, operators face
no meaningful penalties, which Phase 2 research revealed as a core problem: 'That
operator is still operating on the same route. redBus took no action.' This system makes
accountability automatic and progressive, allowing redemption for operators who
improve while removing persistent bad actors.

Inspired by: Ticketmaster automatic refunds, Amazon instant refunds, Hotel loyalty
compensation programs

How it works: When operator cancels, instant automatic refund is triggered (no user
action required) plus compensation based on timing and user tier.
Regular users: ¥500 + 500 points (<24hr), ¥1,000 + 1,000 points (<2hr).



Frequent travelers: X750 + 1,000 points (<24hr), 1,500 + 2,000 points (<2hr).
Premium members: 31,000 + 2,000 points (<24hr), 2,000 + 5,000 points (<2hr).

Expected behavior change: Users will perceive redBus as responsive and fair when
things go wrong. The combination of instant refund (removing financial stress) and
meaningful compensation (acknowledging inconvenience) reduces anger and increases
likelihood of giving the platform another chance.

Why this works: Addresses the Phase 2 pain point: 'Refund timelines unclear, feels
slow and uncertain, minimum 10-15 days.' By making refunds instant and adding
meaningful compensation, redBus transforms a negative experience into evidence of
platform accountability.

Inspired by: Airbnb extenuating circumstances policy, Insurance claim verification

How it works: Operators must select cancellation reason from dropdown: (1)
Mechanical breakdown (requires workshop documentation + photo), (2) Government
restriction/road closure (requires official notification), (3) Natural disaster (auto-verified
via news sources), (4) Driver unavailable (no documentation required, but counts toward
suspension threshold). Claims marked "extraordinary" undergo audit.

Expected behavior change: Operators will provide legitimate reasons only because
false claims are detectable and penalized. This creates fairness in the penalty system -
genuine emergencies are accommodated while preventing abuse.

Why this works: Prevents the penalty system from being unfair to operators who
genuinely face emergencies. By requiring documentation, we create accountability while
allowing legitimate exceptions. The audit trail also provides valuable data for
understanding root causes of cancellations.



STEP 2 - Prioritize Smartly

RICE Score Formula:

RICE = (Reach x Impact x Confidence) / Effort

Scoring Scale (1-3):

Reach: 1 = <25% of users affected, 2 = 25-60% affected, 3 = >60% affected
Impact: 1 = Minor improvement, 2 = Moderate improvement, 3 = Massive
improvement

Confidence: 1 = Low confidence (moonshot), 2 = Medium confidence, 3 = High
confidence (proven models)

Effort: 1 = <2 weeks, 2 = 2-6 weeks, 3 = >6 weeks

Worked Example: Reliability Score on Search
Let's calculate the RICE score step by step:

Reach: 3 - Affects ALL users searching for buses (>95% of users interact with

search results)

Impact: 3 - Directly influences operator selection, addresses #1 user frustration from
Phase 2

Confidence: 3 - Proven by Uber (driver ratings), Airbnb (Superhost badge drives 20%
higher bookings)

Effort: 1 - Low engineering effort (Ul change + existing data), ~2 weeks

RICE Score=(3x3x3)/1=27



Complete RICE Scoring Table

Solution Reach Impact Confidence | Effort RICE Rank

Reliability 3 3 3 1 27.0 #1
Score on
Search

Penalty + 3 3 2 2 9.0 #2
Progressive
Suspension

Auto Refund + | 3 2 3 2 9.0 #2
Compensation

Alternative 3 3 2 3 6.0 #4
Bus
Guarantee

Cancellation 2 2 2 2 4.0 #5
Reason
Verification

Selection Rationale: Why These Top 5 Solutions?

These 5 solutions create a comprehensive, mutually-reinforcing system that addresses
operator cancellations through prevention, protection, and punishment - the three-pillar
framework derived from the global research (EU261, Airbnb, Uber, Hotels).

How They Work Together as a System

1. Prevention Layer: Reliability Score (#1) steers users toward reliable operators
BEFORE booking, reducing exposure to cancellation risk.

2. Deterrence Layer: Penalties + Suspension (#3) create real consequences for
operators who cancel, making the behavior financially and reputationally costly.

3. Protection Layer: Alternative Bus Guarantee (#4) ensures users are made whole
when cancellations happen anyway, shifting risk from user to platform.

4. Trust Repair Layer: Auto Refund + Compensation (#2) removes friction from
recovery, demonstrating platform accountability.

5. Fairness Layer: Cancellation Reason Verification (#5) prevents gaming and ensures
legitimate emergencies are accommodated.

Competitive Positioning
These solutions collectively create a unique selling proposition vs competitor:

¢ vs AbhiBus: Neither has operator accountability system.
redBus becomes first platform to guarantee alternative bus within 2 hours.

o vs MakeMyTrip: Their bus section is de-prioritized vs flights/hotels. redBus can own
'most reliable bus booking' positioning.




o vs Direct Operator Booking: Platform protection + transparency justify redBus
commission by providing value operators cannot match individually.

Marketing Message: "redBus Guarantee - If your bus cancels, we find you another
within 2 hours, or you get your money back plus ¥1,000. That's our promise."



STEP 3 - Wireframes + User Flows

Flow A: Search - Booking with Reliability Score (Prevention)
This flow demonstrates how transparency at the search stage helps users make
informed decisions and choose reliable operators.

Screens in this flow:
e A1: Home Search - User enters route and date
o A2: Search Results with Reliability Score + Guaranteed badge
e A3: Bus Details with policy explanation
e  A4: Booking Confirmation (Guaranteed journey)
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Screen A2 (Search Results):

Reliability score prominently displayed as percentage (e.g., "99% reliable") next to
operator name

Green shield badge for operators with <1% cancellation rate over 6 months
Tooltip on hover explains: "Based on 450 trips in last 90 days, only 3 cancellations
Sort by "Most Reliable" option added to existing filters (price, timing, rating)

Why this works: Makes invisible quality visible at decision moment; solves Priya's
concern "l don't know if | can trust this operator”

A2 - RESULTS + RELIABILITY BADGE
9:43

Delhi - Jaipur
18 Feb - 1 Adult - 24 buses found

Price © Reliable ™ Earliest

Filter

Patel Travel
06:00 11:30
AC Sleeper | v 99% reliable 2650
Royal Express 1. 94% reliable
07:15 13:15
Seater 2520

Capital Roadways

08:30 14:30
2480

Search




Screen A3 (Bus Details):

¢ "redBus Guarantee" badge explains: "If this bus cancels, we'll find you another
within 2 hours"

e Cancellation history graph shows last 6 months performance trend

o User reviews specifically tagged with "Never Canceled" mentions highlighted

o Why this works: Builds confidence before payment by showing concrete evidence of
reliability

A3 - BUS DETAILS

9:46

Patel Travels $aiarissd

06:00 - Delhi - Jaipur

redBus Guarantee
If cancelled, we find another bus within

hrs — or refund + 21,000 compensation

99% 450 4.8% 3

AC & Sleeper Charging @T1v

Meena S. | Never Cancelled ST

"Perfectly on time, great service.

Select Seat — 650



Screen A4 (Booking Confirmation):

¢  Confirmation message includes: "Guaranteed by redBus - we've got your back"
e  Save to calendar button pre-fills event with redBus support number
o  Why this works: Reinforces trust immediately after booking when anxiety is highest

A4 - BOOKING CONFIRMED

9:52

v

Booking Confirmed!
PNR: RBDJ20260218A

Guaranteed by redBus

We've got your back. If cancelled, we find
another bus within 2 hrs.

Journey Details

Delhi Jaipur

06:00 AM B3 2650

Add to Calendar

== Share Ticket

24x7 Support: 1800-102-0055

2 T 2

Trips



Flow B: Cancellation Rescue (Alert - Alternatives - Confirmation)

This flow demonstrates how redBus handles the worst-case scenario (operator
cancellation) to minimize user stress and build platform trust.

Screens in this flow:
e  B1: Push notification / in-app alert
e  B2: Cancellation landing page (original trip + status)
e B3: 3 alternative options (recommended + no extra cost)
e  B4: Rebooking confirmation (new ticket)
o  B5: Refund/Compensation confirmation + feedback

B1- PUSH NOTIFICATION

5:30 AM

5210

Wednesday, 18 February

REDBUS - JUST NOW

Your bus was cancelled — but we've
found alternative

Capital Roadways 06:00 Delhi->Jaipur is
cancelled. 3 options found. You'll get 21,000 +
full refund.

View Options Now Dismiss

& Alternatives held for 18 min left
—————————



Screen B1 (Push Notification):

e Headline: "Your bus was cancelled, but we've found you alternatives"

e Primary CTA: "View Options Now" (takes to B3 directly)

¢ Shows expected compensation: "You'll receive %1,000 + full refund”

o Why this works: Immediately reduces panic by showing solution exists; sets
expectation of fair treatment

B2 - CANCELLATION STATUS

5:31AM

< Trip Update

® Trip Cancelled by Operator
Capital Roadways cancelled your journey
due to vehicle breakdown.

Your Original Booking

Delhi - Jaipur - 18 Feb

2480

What happens next
« Full refund 2480 - redBus Wallet

« Compensation 1,000 + 1,000 pt
* Free rebooking — no price difference

See My Alternatives >

> Talk to Support



Screen B3 (Alternative Options):

Shows 3 buses ranked by: (1) Same price/no extra cost, (2) Earliest departure, (3)
Highest rated

Green badge: "redBus covers the difference" if alternative costs more

One-tap booking button removes friction during stressful moment

"Talk to support" button prominently displayed for users who need human help
Why this works: Removes decision paralysis by curating best options; transparent
about costs builds trust

B3 - 3 ALTERNATIVES

5:33 AM
Choose an
« Alternative
redBus covers any price
difference
4 N
Patel Travel
06:30 - 12:00 0 it
Book This Bus >
o Y
Earliest Departure
Sky Express
06:15 > 12:45 redBus covers 2120

Highest Rated

Greenline VIP

07:00 > 12:00 redBus covers 200

-~ Need help choosing



B4 - REBOOKED

5:36 AM
You're Rebooked!
New PNR: RBDJ20260218B
- )
06:30 AM - Patel Travels
Original fare
New fare 2650
Covered by redBus -2170
You pay 20
g 4

Compensation (arriving now
Cash compensation +21,000

Loyalty points +1,000 pts

Update My Calenda



Screen B5 (Refund + Compensation):

o Clear breakdown: "Original amount: ¥2,500 (refunded), Compensation: %1,000,
Loyalty points: 1,000"

¢ "Available immediately in redBus wallet" - no 10-15 day wait

o Feedback survey: "How did we handle this? Help us improve"

e Why this works: Transparency about compensation + instant availability addresses
Phase 2 pain point about slow unclear refunds

B5 - REFUND + FEEDBACK

5:40 AM

< Compensation Summary

Original amount 2480
Refunded to wallet 2480
Compensation 21,000
Loyalty pts added 1,000 pts
Wallet balance now 21,480

¥ Available immediately — No 10-day

waiting

How did we handle this?

Submit Feedback

Skip for now



Flow C: Operator Dashboard

This flow shows the operator-side experience, creating accountability through visibility
and progressive warnings.

Screens in this flow:
o C1: Operator performance dashboard
e C2: Warning at threshold + improvement actions
o (C3: Suspension + penalty breakdown + reinstatement steps

Screen C1 (Performance Dashboard):

e Current cancellation rate with 90-day trend graph
(green <3%, yellow 3-5%, red >5%)
o Comparison with peer operators on same routes: "Your rate: 4.2%, Average: 2.8%"
e Current tier (Bronze/Silver/Gold/Platinum) with clear path to next tier
¢ Revenue impact shown: "Improving to Silver tier could increase bookings by 15%"
o Why this works: Creates incentive to improve by showing financial upside; peer
comparison triggers competitive instinct

C1- PERFORMANCE DASHBOARD

10:00
— My Performance
- Patel Travels - Last 90 days
1.2% 98.8%
4.8 % +18%
vs last month
90-Day Trend Below avg v/

Route avg: 2.8%

Tier Progress

Bronze Silver Gold v Platinum

"Reaching Platinum could add est.
282,000/month in bookings

l &

Dashboard




Screen C2 (Warning Alert):

o Clear headline: "Warning: You're approaching suspension threshold"
e Shows: "Current rate: 5.2% (3 more cancellations triggers 7-day suspension)"

e Actionable suggestions: '

'Reduce cancellations by:

(1) Better fleet maintenance, (2) Standby drivers, (3) Clear communication”
e Link to quality improvement resources/training
o Why this works: Gives operators chance to course-correct before penalties; shows
platform wants them to succeed

Cc2

- WARNING ALERT (5% THRESHOLD)
10:05
< ! Performance Warning

A Approaching Suspension Threshold
Your cancellation rate is 5.2% — above
the 5% warning level. 3 more
cancellations triggers a 7-day
suspension.

~

5.2% 2.8% 3

Your Rate vs Route Average

Reduce Cancellations By

Better fleet maintenance

. Guide >
scheduling
Register standby dri
gi y driver Setup >
network
ive 24 .
Give 24h+ advance notice Tips >

when possible

View Improvement Resources

Contact My Manager



Screen C3 (Suspension Notice):

Penalty breakdown: "5 cancellations in last 30 days = ¥45,000 in penalties +
12,000 in compensations"

Reinstatement requirements:

"(1) Complete quality training, (2) Submit action plan, (3) 7-day cool off period"
Appeal process explained with link to submit documentation for extraordinary
circumstances

Why this works: Transparency about consequences; provides redemption path
rather than permanent ban

C3 - SUSPENSION NOTICE

10:10

«— O Account Suspended

e
Account Suspended — 7 Days

New bookings paused: 18 Feb — 25 Feb
2026. Cancellation rate exceeded 7%
threshold.

-

4 N

245,000

212,000
25 Feb 2026
257,000

& J

[l Reinstatement Step

Complete Quality Training
T module (~45 min) prart

Submit 30-day

) I
Improvement Action Plan Upload

7-day cool-off (auto, ends 25

Aut:
Feb) o,

‘A Extraordinary Circumstances?

Submit Appeal with Proof

E & .

Dashboard



STEP 4 - Define Success Metrics (with Targets)
Metrics are defined as Key — Secondary — Guardrail, with specific targets for each.

Metric Type Metric Name Definition Success Target
Key Metric 3-Month Retention | % of users who Improve from 45%
(Booked users) book again within to 52% (+15%
90 days after first relative)
booking
Secondary Operator % of trips canceled | Reduce from 8% to
Cancellation Rate by operators within | 4% within 6 months
24 hours of
departure
Secondary Successful % of canceled Achieve 85%+
Rebooking Rate users rebooked via | rebooking success
redBus within 2
hours
Secondary Time-to-Alternative | 90% of cancelled <90 minutes for
users see 3 options | 90% of
within 90 minutes. cancellations
Secondary Search Conversion | Conversion rate for | +25% vs non-
Lift (Reliable buses with high badged operators
buses) reliability score
Secondary User Satisfaction Customer Improve from 2.1/5
(Post-Cancellation) | satisfaction score to 4.0/5
after cancellation
experience
Guardrail Operator Churn % operators Keep below 10%
leaving platform quarterly churn
after penalties
Guardrail False Extraordinary | % cancellations <15% claim rate,
Claims marked <5% approval rate
extraordinary; %
rejected after audit
Guardrail Support Ticket Tickets per 1k Decrease from
Volume bookings for 45/1k to 25/1k
cancellations
Guardrail Price Inflation on Avg price Keep avg markup

Alternatives

difference for
rebooked seats

<10%




STEP 5 - Pitfalls & Mitigations (Risk Register)

Includes assumption, failure mode, impact, likelihood, mitigation, detection signal, and

rollback plan.

Assumption at | Failure Mode Impact / Mitigation Detection &
Risk Likelihood (practical) Rollback
Penalties Operators still H/M Start with pilot Monitor
change cancel last routes; combine | cancellation rate
operator minute penalty + <6h. If no
behavior suspension + improvement in
calendar 2 months,
blocking increase
suspension
severity
Alternatives No comparable H/M Partner pool + Track rebooking
exist in time buses available downgrade agreement
allowed with breach %. If
explicit consent | >20%, auto full
+ compensation | refund + higher
compensation
Operators Extraordinary H/M Proof upload + Monitor %
won't abuse reason spam audit + strike extraordinary
reasons system claims. If >20%,
disable option
for repeat
offenders
Reliability Users ignore the | M/ M Make it Track CTR on
score is trusted | score prominent + reliable buses. If
tooltip + sort by | no lift, A/B test
reliability layout changes
Penalties don't | Operators churn | H/L-M Penalty caps + Monitor operator
cause supply appeal process | churn rate. If
exit + education + >15%, reduce
phased rollout penalties
temporarily
Support can Customer M/ M Dedicated Track tickets per
handle load satisfaction cancellation cancellation. If
score drops due queue + macros | >2x normal,
to surge + self-serve push self-serve
rebooking flow
Compensation | Users exploit M/L One Monitor
is not gamed refund + credit compensation duplicate claim

per PNR; fraud
rules

rate. If >3%,
manual review
process




Operator Communication & Onboarding Plan

How penalties and new policies will be communicated to operators with clear timelines
and education.

Phase 1: Announcement & Education (Week 1-2)

o Email + In-app notification to all operators: "redBus is introducing new reliability
standards to improve passenger experience"

o Webinar series explaining: (1) Why this matters, (2) How it works, (3) How to
maintain compliance

e Operator handbook PDF with FAQs, penalty structure, appeal process

e Regional manager 1:1 meetings with top 100 operators (70% of volume)

Phase 2: Soft Launch - Grace Period (Week 3-6)

o Penalty system activated BUT penalties are waived for first 4 weeks

o Operators receive warning notifications but no financial penalties

o Dashboard goes live showing performance metrics in real-time

o Weekly email: "Your performance this week: X% cancellation rate (Goal: <3%)"
o Purpose: Allow operators to adapt behavior before penalties kick in

Phase 3: Full Enforcement (Week 7+)

Financial penalties activated for all cancellations without valid documentation
Progressive suspension system begins: warnings at 5%, suspension at 7%
Monthly performance reports sent to all operators with improvement suggestions
Top performers (Platinum tier) featured in operator newsletter

Ongoing Support

o Dedicated operator success team for questions/appeals

e Quality improvement training modules (free for Bronze/Silver operators)
e Quarterly review meetings with operators approaching suspension

e Success stories: "How Operator X reduced cancellations from 8% to 1%"



Phased Rollout Strategy (6-Month Timeline)

Strategic rollout plan to manage complexity, test effectiveness, and iterate based on
results.

Phase 1: Foundation (Months 1-2)
Focus: Build infrastructure and collect baseline data

Week 1-2: Infrastructure Setup

o Implement operator performance tracking system (cancellation rates, on-time
departures, ratings)

e Create operator dashboard with real-time metrics

o Define tier system criteria and classify all operators

Week 3-4: Operator Onboarding

e Communication rollout (announcement emails, webinars, handbook)
o Update operator contracts with new penalty clauses
e Begin grace period (tracking but no penalties)

Week 5-8: User-Facing Changes (Transparency)

o Launch reliability score on search results (A/B test 20% traffic)
o Add "Never Canceled" badge for qualifying operators
e Measure: CTR on reliable operators, conversion lift, user feedback

Phase 2: Deterrence (Months 3-4)
Focus: Activate accountability systems

Week 9-10: Penalty System Launch

e End grace period, activate financial penalties for cancellations
o Implement calendar blocking (prevent resale of canceled seats)
e Launch cancellation reason verification with documentation requirements



Week 11-12: Progressive Suspension

e Activate automated warning system at 5% threshold
o Issue first 7-day suspensions for operators exceeding 7%
e Measure: Operator cancellation rate trend, operator churn, appeal volume

Week 13-16: Search Ranking Adjustment

e Launch ranking algorithm favoring high-reliability operators
¢ Roll out to 100% traffic if A/B test successful
o Measure: Booking distribution shift toward reliable operators

Phase 3: User Protection (Months 5-6)
Focus: Build guarantee system and compensation

Week 17-20: Alternative Bus Matching System

¢ Build automated rebooking engine (finds comparable alternatives)
o Create ops war room playbook for manual fallback

e Launch on 2 pilot routes (Delhi-Jaipur, Mumbai-Pune)

e Measure: Rebooking achievement (target: 85% within 2 hours)

Week 21-22: Compensation System

¢ Implement auto-refund + compensation flow
e Launch loyalty point system with tier-based rewards
e Create in-app notification system for cancellation alerts

Week 23-24: Full Rollout + Marketing

e Expand alternative guarantee to all routes

e Launch marketing campaign: "redBus Guarantee - We've got your back"

e Measure: 3-month retention, post-cancellation Customer satisfaction, brand
perception



Moonshots (Future Bets - Not for MVP)

Bold ideas not prioritized for MVP but included for long-term differentiation. Each
includes viability conditions and expected impact.

Moonshot 1: Al Cancellation Risk Predictor

What it is: Machine learning model that predicts cancellation probability for each
operator-route-date combination, displaying risk warnings to users before booking.

Viability trigger: After collecting 12-18 months of clean cancellation data with verified
reasons, train model on: (1) Operator history, (2) Route patterns, (3) Seasonal factors,
(4) Weather data, (5) Festival dates

Expected impact: Prevent 30% of cancellations by steering users away from high-risk
bookings; dynamic pricing to incentivize reliable operators

Risk: Model accuracy requires large dataset; false positives could unfairly harm
operators; users may find "risk warnings" alarming

Moonshot 2: Escrow Payout Release (Post-Trip Verification)

What it is: Hold operator payment in escrow until trip completion is verified (GPS
tracking confirms bus departed + user confirms arrival). Operators receive instant payout
only after successful journey.

Viability trigger: When redBus has sufficient cash flow to front operator payments; GPS
tracking infrastructure is reliable; operator contract terms allow escrow modification

Expected impact: Eliminate last-minute cancellations entirely (operators cannot profit
from canceling); reduce cancellation rate to <1%

Risk: Operators may reject escrow terms (threatens cash flow); small operators cannot
sustain delayed payments; regulatory/legal complexity

Moonshot 3: Backup Fleet Partnership Network

What it is: Partner with local bus operators in major cities to maintain emergency
backup inventory. When cancellation occurs, redBus can instantly deploy partner bus
with guaranteed availability.



Viability trigger: When cancellation rate stabilizes and we can predict demand for
backup capacity; partner operators willing to maintain standby fleet for premium pricing

Expected impact: Achieve 100% rebooking agreement (vs current target of 85%);
differentiate from all competitors; justify premium pricing

Risk: High operational cost (paying partners for standby capacity); complex logistics
coordination; underutilization if cancellations decrease

Moonshot 4: redBus Guaranteed Network (Prime-like Program)

What it is: Subscription program (¥499/year) that guarantees: (1) Zero cancellation risk
(automatic rebooking), (2) Premium compensation (2x standard), (3) Priority support, (4)
Lounge access at major bus terminals

Viability trigger: After MVP solutions prove alternative guarantee is operationally
feasible; when we have 100K+ frequent travelers (Rajesh persona) willing to pay for
certainty

Expected impact: New revenue stream (I4.99Cr annually from 100K subscribers); lock
in high-value users

Risk: can eat up regular bookings; program economics may not work if cancellation rate
is too high; requires partnership infrastructure for lounges



Conclusion: From Operator Abandonment to Platform Accountability

This improved Phase 3 document presents a comprehensive solution to redBus' PO
problem: last-minute operator cancellations that erode user trust and retention.

The solution framework is built on three pillars:

1. Prevention: Reliability scores and tier systems steer users toward dependable
operators before booking

2. Deterrence: Financial penalties, calendar blocking, and progressive suspension
create real consequences for bad behavior

3. Protection: Alternative bus guarantees and instant compensation make users whole
when things go wrong

By implementing these solutions in a phased 6-month rollout, redBus will:

o Improve 3-month user retention from 45% to 52% (50,000 additional retained users
per quarter)

e Reduce operator cancellation rate from 8% to 4%

o Establish unique competitive positioning: "Most reliable bus booking platform in
India"

o Transform the core value proposition from "aggregator" to "accountability partner”

This is not just about fixing a problem - it's about redefining what it means to book a bus
in India. From "hope the operator shows up" to "redBus guarantees you'll get
there."



