
Project Plan: RuralPay Connect 

Project Name: RuralPay Connect 

Objective: Launch a secure digital wallet solution integrated with rural microfinance institutions 

and telecom USSD services. 

Estimated Budget: $60,000 

Team Size: 9 (Project Manager, Backend Developer, Mobile Developer, UI/UX Designer, USSD 

Engineer, Financial Analyst, QA Tester, Compliance Officer, Training Coordinator) 

Timeline: 4 Months (Target: July 29, 2025 - November 28, 2025) 

Project Manager: [Your Name/Title - Acting as Experienced Project Manager] 

1. Work Breakdown Structure (WBS) 

Phase 1: Project Initiation & Strategic Planning (Weeks 1-2) 

●​ Task 1.1: Project Kick-off & Team Alignment (3 days) 

○​ Sub-task 1.1.1: Formal project initiation meeting with all team members. 

○​ Sub-task 1.1.2: Define initial project scope, objectives, and success metrics. 

○​ Sub-task 1.1.3: Establish communication channels and reporting cadence. 

○​ Resources: Project Manager (PM), All Team Members. 

○​ Risk Mitigation: Clear meeting minutes and action items; immediate setup of a 

collaborative project management tool. 

●​ Task 1.2: Stakeholder Engagement & Partnership Agreements (1 week) 

○​ Sub-task 1.2.1: Formalize agreements with microfinance institutions (MFIs) and 

telecom operators. 

○​ Sub-task 1.2.2: Define roles, responsibilities, and data sharing protocols with 

partners. 

○​ Resources: PM, Financial Analyst (FA), Compliance Officer (CO). 

○​ Risk Mitigation: Legal review of all partnership agreements; clear escalation 

paths for disputes; early identification of key contact persons at each partner 

organization. 

●​ Task 1.3: Detailed Requirements Gathering & Analysis (1.5 weeks) 



○​ Sub-task 1.3.1: Conduct workshops with MFI staff and potential rural users to 

understand needs for P2P, bill pay, loan features, literacy prompts. 

○​ Sub-task 1.3.2: Document functional and non-functional requirements (security, 

performance, scalability). 

○​ Sub-task 1.3.3: Map existing MFI processes for integration points. 

○​ Resources: PM, FA, UI/UX Designer (UXD), USSD Engineer (UE), Mobile 

Developer (MD), Backend Developer (BD). 

○​ Risk Mitigation: Iterative feedback sessions with end-users and partners; 

formal sign-off on requirements to prevent scope creep. 

●​ Task 1.4: Regulatory Compliance & Security Baseline (1 week) 

○​ Sub-task 1.4.1: Review local financial regulations and data privacy laws. 

○​ Sub-task 1.4.2: Define security architecture and data encryption standards. 

○​ Sub-task 1.4.3: Establish KYC/AML requirements for digital wallet. 

○​ Resources: Compliance Officer (CO), FA, BD, PM. 

○​ Risk Mitigation: Early engagement with legal counsel if needed; adherence to 

industry best practices for financial security. 

●​ Task 1.5: Technology Stack & Architecture Design (0.5 week) 

○​ Sub-task 1.5.1: Select appropriate backend, mobile, and USSD technologies. 

○​ Sub-task 1.5.2: Design overall system architecture, including integration points 

with MFIs and Telcos. 

○​ Resources: BD, MD, UE, PM. 

○​ Risk Mitigation: Peer review of architectural decisions; focus on robust, 

scalable, and secure technologies. 

Phase 2: Design & Content Development (Weeks 3-4) 

●​ Task 2.1: UI/UX Design & Prototyping (Mobile & USSD) (1.5 weeks) 

○​ Sub-task 2.1.1: Develop low-fidelity wireframes for mobile app and USSD menus. 

○​ Sub-task 2.1.2: Create high-fidelity mockups and interactive prototypes for key 

user flows. 

○​ Sub-task 2.1.3: Conduct preliminary usability testing with a small group of rural 

users. 

○​ Resources: UXD, MD, UE, PM. 



○​ Risk Mitigation: Focus on simplicity and accessibility for low-literacy users; 

early and frequent user feedback. 

●​ Task 2.2: Financial Literacy Content Development (1 week) 

○​ Sub-task 2.2.1: Develop concise mobile literacy prompts and savings tips content. 

○​ Sub-task 2.2.2: Ensure content is culturally relevant and easy to understand. 

○​ Resources: Training Coordinator (TC), FA, PM. 

○​ Risk Mitigation: Content review by local experts; translation and localization if 

necessary. 

●​ Task 2.3: Security & Compliance Feature Design (0.5 week) 

○​ Sub-task 2.3.1: Design implementation details for security features (e.g., 

multi-factor authentication, transaction limits). 

○​ Sub-task 2.3.2: Plan for audit trails and reporting mechanisms for compliance. 

○​ Resources: CO, BD, UE. 

○​ Risk Mitigation: Detailed security design documentation; regular check-ins 

with compliance officer. 

Phase 3: Development & Integration (Weeks 5-12) 

●​ Task 3.1: Backend Development (Wallet & Loan Engine) (7 weeks) 

○​ Sub-task 3.1.1: Develop core digital wallet functionalities (account creation, 

balance, transactions). 

○​ Sub-task 3.1.2: Implement P2P payment logic. 

○​ Sub-task 3.1.3: Develop micro-loan request, approval, and disbursement engine. 

○​ Sub-task 3.1.4: Integrate with MFI core banking systems (APIs/data exchange). 

○​ Resources: BD, FA, CO. 

○​ Risk Mitigation: Modular development; robust API documentation; 

continuous integration; unit testing. 

●​ Task 3.2: Mobile App Development (6 weeks) 

○​ Sub-task 3.2.1: Implement UI/UX for the mobile application. 

○​ Sub-task 3.2.2: Integrate with backend APIs for wallet and loan features. 

○​ Sub-task 3.2.3: Develop bill payment interface. 

○​ Sub-task 3.2.4: Integrate mobile literacy prompts and savings tips display. 

○​ Resources: MD, UXD. 



○​ Risk Mitigation: Agile sprints with frequent demos; cross-device compatibility 

testing. 

●​ Task 3.3: USSD Service Development & Integration (6 weeks) 

○​ Sub-task 3.3.1: Develop USSD menu flows for P2P, bill pay, loan requests. 

○​ Sub-task 3.3.2: Integrate USSD service with telecom operator gateways. 

○​ Sub-task 3.3.3: Integrate USSD service with RuralPay backend for transaction 

processing. 

○​ Resources: UE, BD. 

○​ Risk Mitigation: Early engagement with telecom technical teams; thorough 

testing of USSD session management and response times. 

●​ Task 3.4: Security & Compliance Implementation (4 weeks, concurrent) 

○​ Sub-task 3.4.1: Implement all defined security features (encryption, access 

controls). 

○​ Sub-task 3.4.2: Develop audit logs and reporting tools for compliance. 

○​ Resources: BD, CO, QAT. 

○​ Risk Mitigation: Regular security code reviews; use of secure coding practices; 

penetration testing (if budget allows, otherwise internal vulnerability scanning). 

●​ Task 3.5: Data Migration & Synchronization Strategy (2 weeks, concurrent) 

○​ Sub-task 3.5.1: Plan for initial data migration from MFIs (if applicable). 

○​ Sub-task 3.5.2: Design ongoing data synchronization mechanisms. 

○​ Resources: BD, FA. 

○​ Risk Mitigation: Comprehensive data mapping; dry runs of migration; robust 

error handling for sync processes. 

Phase 4: Testing & Pilot Deployment (Weeks 13-15) 

●​ Task 4.1: Comprehensive Quality Assurance (QA) (2.5 weeks) 

○​ Sub-task 4.1.1: Conduct functional, integration, performance, and security testing 

across mobile and USSD channels. 

○​ Sub-task 4.1.2: Test all P2P, bill pay, loan, and literacy features. 

○​ Sub-task 4.1.3: Identify, log, and retest bugs. 

○​ Resources: QA Tester (QAT), BD, MD, UE. 

○​ Risk Mitigation: Detailed test plans; automated testing for repetitive tasks; 

dedicated bug tracking system. 



●​ Task 4.2: User Acceptance Testing (UAT) (2 weeks, concurrent with QA) 

○​ Sub-task 4.2.1: Recruit actual rural users and MFI staff for UAT. 

○​ Sub-task 4.2.2: Facilitate UAT sessions and collect structured feedback. 

○​ Sub-task 4.2.3: Prioritize and address UAT-identified issues. 

○​ Resources: TC, QAT, UXD, PM, MFI Staff, Rural Users. 

○​ Risk Mitigation: Diverse UAT participant group; clear UAT scenarios; efficient 

feedback loop to development team. 

●​ Task 4.3: Security Audit & Compliance Review (1 week) 

○​ Sub-task 4.3.1: Conduct final internal security audit. 

○​ Sub-task 4.3.2: Final review of compliance adherence. 

○​ Resources: CO, BD, QAT. 

○​ Risk Mitigation: External audit if budget permits; detailed checklist for 

compliance review. 

●​ Task 4.4: Pilot Program Setup & Deployment (0.5 week) 

○​ Sub-task 4.4.1: Select pilot MFI branches/communities. 

○​ Sub-task 4.4.2: Deploy RuralPay Connect to pilot environment. 

○​ Resources: PM, BD, MD, UE, TC. 

○​ Risk Mitigation: Clear entry and exit criteria for pilot; phased rollout to 

minimize risk. 

Phase 5: Training & Go-Live (Week 16) 

●​ Task 5.1: Training Program Delivery (1 week) 

○​ Sub-task 5.1.1: Develop comprehensive training materials for MFI staff and 

end-users. 

○​ Sub-task 5.1.2: Conduct "Train-the-Trainer" sessions for MFI staff. 

○​ Sub-task 5.1.3: Deliver initial user training sessions in pilot communities. 

○​ Resources: TC, PM, MFI Staff, Rural Users. 

○​ Risk Mitigation: Hands-on training approach; use of visual aids and practical 

exercises; local language support for materials. 

●​ Task 5.2: Official Launch & Monitoring (2 days) 

○​ Sub-task 5.2.1: Formal launch of RuralPay Connect in pilot areas. 

○​ Sub-task 5.2.2: Monitor system performance and initial user adoption closely. 

○​ Sub-task 5.2.3: Provide immediate on-site and remote support. 



○​ Resources: PM, BD, MD, UE, QAT, TC. 

○​ Risk Mitigation: Dedicated rapid response team; clear communication 

channels for user issues; performance dashboards. 

●​ Task 5.3: Post-Launch Review & Handoff (2 days) 

○​ Sub-task 5.3.1: Conduct a project post-mortem to capture lessons learned. 

○​ Sub-task 5.3.2: Formal project handover to operations/support team within 

Fintech startup and MFI partners. 

○​ Resources: PM, All Team Members. 

○​ Risk Mitigation: Comprehensive handover documentation; defined support 

processes and SLAs. 

2. Timeline with Milestones and Dependencies 

Project Start Date: July 29, 2025 

Target Project End Date: November 28, 2025 (18 weeks including buffer) 

Phase/Task Estimated 

Duration 

(Working 

Weeks) 

Start 

Date 

End 

Date 

Dependencies Milestone 

Phase 1: 

Initiation & 

Strategic 

Planning 

2 Jul 

29, 

2025 

Aug 

9, 

2025 

 Project Plan 

Approved 

1.1 Project 

Kick-off & Team 

Alignment 

0.5 Jul 

29, 

2025 

Aug 

1, 

2025 

 Kick-off 

Complete 



1.2 Stakeholder 

Engagement 

1 Aug 

1, 

2025 

Aug 

7, 

2025 

1.1 Partnership 

Agreements 

Signed 

1.3 Detailed 

Requirements 

Gathering 

1.5 Aug 

5, 

2025 

Aug 

14, 

2025 

1.2 Requirements 

Signed-off 

1.4 Regulatory 

Compliance & 

Security Baseline 

1 Aug 

5, 

2025 

Aug 

11, 

2025 

1.1 Compliance 

Framework 

Defined 

1.5 Technology 

Stack & 

Architecture 

Design 

0.5 Aug 

12, 

2025 

Aug 

14, 

2025 

1.3, 1.4 Architecture 

Approved 

Phase 2: 

Design & 

Content 

Development 

2 Aug 

12, 

2025 

Aug 

23, 

2025 

 Design & 

Content 

Ready for 

Dev 

2.1 UI/UX Design 

& Prototyping 

1.5 Aug 

12, 

2025 

Aug 

20, 

2025 

1.3 Prototypes 

Approved 



2.2 Financial 

Literacy Content 

Development 

1 Aug 

18, 

2025 

Aug 

23, 

2025 

1.3 Literacy 

Content 

Finalized 

2.3 Security & 

Compliance 

Feature Design 

0.5 Aug 

19, 

2025 

Aug 

21, 

2025 

1.4 Security 

Features 

Designed 

Phase 3: 

Development & 

Integration 

8 Aug 

26, 

2025 

Oct 

18, 

2025 

 Feature 

Complete 

(Alpha 

Release) 

3.1 Backend 

Development 

7 Aug 

26, 

2025 

Oct 

11, 

2025 

1.5, 2.3 Backend Alpha 

3.2 Mobile App 

Development 

6 Aug 

26, 

2025 

Oct 

4, 

2025 

2.1, 3.1 (early 

APIs) 

Mobile App 

Alpha 

3.3 USSD Service 

Development & 

Integration 

6 Aug 

26, 

2025 

Oct 

4, 

2025 

2.1, 3.1 (early 

APIs) 

USSD Alpha 



3.4 Security & 

Compliance 

Implementation 

4 Sep 

9, 

2025 

Oct 

4, 

2025 

2.3, 3.1, 3.2, 3.3 Security 

Features 

Implemented 

3.5 Data 

Migration & 

Synchronization 

Strategy 

2 Oct 7, 

2025 

Oct 

18, 

2025 

3.1 Data Strategy 

Implemented 

Phase 4: 

Testing & Pilot 

Deployment 

3 Oct 

21, 

2025 

Nov 

8, 

2025 

 Pilot Ready 

for Launch 

4.1 

Comprehensive 

Quality 

Assurance (QA) 

2.5 Oct 

21, 

2025 

Nov 

6, 

2025 

3.1, 3.2, 3.3, 

3.4, 3.5 

QA Complete 

4.2 User 

Acceptance 

Testing (UAT) 

2 Oct 

28, 

2025 

Nov 

8, 

2025 

4.1 (initial QA 

done) 

UAT Sign-off 

4.3 Security 

Audit & 

Compliance 

Review 

1 Nov 

4, 

2025 

Nov 

8, 

2025 

3.4, 4.1 Security Audit 

Complete 



4.4 Pilot Program 

Setup & 

Deployment 

0.5 Nov 

7, 

2025 

Nov 

11, 

2025 

4.1, 4.2, 4.3 Pilot 

Environment 

Ready 

Phase 5: 

Training & 

Go-Live 

1 Nov 

11, 

2025 

Nov 

15, 

2025 

 RuralPay 

Connect 

LIVE 

5.1 Training 

Program Delivery 

1 Nov 

11, 

2025 

Nov 

15, 

2025 

4.4 Training 

Complete 

5.2 Official 

Launch & 

Monitoring 

0.5 Nov 

18, 

2025 

Nov 

20, 

2025 

5.1 RuralPay 

Connect 

Launched 

5.3 Post-Launch 

Review & 

Handoff 

0.5 Nov 

21, 

2025 

Nov 

22, 

2025 

5.2 Project 

Handoff 

Complete 

 

3. Resource Allocation by Week/Month 

Team Members: 

●​ PM: Project Manager 

●​ BD: Backend Developer 

●​ MD: Mobile Developer 

●​ UXD: UI/UX Designer 

●​ UE: USSD Engineer 

●​ FA: Financial Analyst 



●​ QAT: QA Tester 

●​ CO: Compliance Officer 

●​ TC: Training Coordinator 

Resource Role Month 1 

(Weeks 1-4) 

Month 2 

(Weeks 5-8) 

Month 3 

(Weeks 9-12) 

Month 4 

(Weeks 13-16) 

Project Manager 

(PM) 

100% 100% 100% 100% 

Backend 

Developer (BD) 

75% 100% 100% 75% 

Mobile Developer 

(MD) 

50% 100% 75% 50% 

UI/UX Designer 

(UXD) 

100% 50% 25% 25% 

USSD Engineer 

(UE) 

75% 100% 75% 50% 

Financial Analyst 

(FA) 

75% 50% 25% 25% 



QA Tester (QAT) 25% 25% 50% 100% 

Compliance 

Officer (CO) 

75% 50% 25% 50% 

Training 

Coordinator (TC) 

25% 25% 50% 100% 

 

4. Critical Path Identification 

The critical path for the RuralPay Connect project identifies the sequence of tasks that, if 

delayed, will directly impact the overall project completion date. Based on the dependencies and 

estimated durations, the preliminary critical path is: 

●​ Phase 1: Project Initiation & Strategic Planning 

○​ 1.1 Project Kick-off & Team Alignment 

○​ 1.2 Stakeholder Engagement & Partnership Agreements (Crucial for external 

dependencies) 

○​ 1.3 Detailed Requirements Gathering & Analysis (Foundation for all design & 

development) 

○​ 1.5 Technology Stack & Architecture Design (Sets the technical foundation) 

●​ Phase 2: Design & Content Development 

○​ 2.1 UI/UX Design & Prototyping (Directly precedes mobile and USSD 

development) 

●​ Phase 3: Development & Integration 

○​ 3.1 Backend Development (Longest development task, underpins all other 

features) 

○​ 3.2 Mobile App Development (Dependent on UI/UX and Backend APIs) 

○​ 3.3 USSD Service Development & Integration (Dependent on UI/UX and 

Backend APIs, and external telecom integration) 

○​ 3.4 Security & Compliance Implementation (Concurrent, but critical for 

readiness) 



●​ Phase 4: Testing & Pilot Deployment 

○​ 4.1 Comprehensive Quality Assurance (QA) (Requires all development to be 

complete) 

○​ 4.2 User Acceptance Testing (UAT) (Concurrent with QA, but essential for user 

validation) 

○​ 4.4 Pilot Program Setup & Deployment (Requires a stable, tested system) 

●​ Phase 5: Training & Go-Live 

○​ 5.1 Training Program Delivery (Requires a deployed pilot system) 

○​ 5.2 Official Launch & Monitoring (Final step) 

Key Hotspots on the Critical Path: 

●​ Partnership Agreements (1.2): Delays here can prevent access to essential MFI and 

telecom systems. 

●​ Requirements Gathering (1.3): Inaccurate or incomplete requirements will lead to 

significant rework. 

●​ Backend Development (3.1): This is the core engine; any technical challenges or 

integration issues will cascade. 

●​ USSD Integration (3.3): This often involves external telecom dependencies which can 

be unpredictable. 

●​ QA & UAT (4.1, 4.2): Thorough testing is paramount for a financial product; extensive 

bug fixing can cause significant delays. 

●​ Training Delivery (5.1): Logistical challenges in rural areas can impact this. 

Risk Mitigation for Critical Path: 

●​ Proactive Partner Management: Maintain continuous, clear communication with 

MFIs and telecom operators; establish dedicated technical contacts. 

●​ Detailed Documentation & Review: Ensure requirements are well-documented and 

reviewed by all stakeholders. 

●​ Modular Development: Break down complex development tasks into smaller, 

manageable modules to allow for parallel work and easier debugging. 

●​ Early Integration Testing: Begin testing integrations with MFIs and telecom services 

as soon as initial APIs are available. 



●​ Dedicated QA & UAT Resources: Ensure sufficient time and personnel for rigorous 

testing; involve actual end-users and MFI staff early. 

●​ Contingency for Training: Plan for flexible training schedules and alternative 

delivery methods (e.g., mobile-based training modules) to address logistical hurdles. 

5. Buffer Time Recommendations 

The project has a core timeline of 16 working weeks (4 months). To account for unexpected 

issues, external dependencies, and the complexities of rural deployment, a 20% buffer time is 

recommended. 

Calculation: 

●​ Total estimated core working weeks: 16 weeks 

●​ 20% buffer: 16 weeks×0.20=3.2 weeks 

●​ Rounding up, this translates to approximately 3-4 weeks of buffer. 

How the Buffer Will Be Managed: 

The buffer will not be added as a lump sum at the end but will be strategically distributed and 

managed as a contingency reserve. The project's target end date will reflect this buffer. 

●​ Strategic Allocation: 

○​ Phase 1 (Initiation & Planning): Allocate 0.5 weeks. (e.g., for extended 

negotiations with partners, deeper regulatory analysis). 

○​ Phase 2 (Design & Content Development): Allocate 0.5 weeks. (e.g., for 

additional iterations on UI/UX based on user feedback, content refinement). 

○​ Phase 3 (Development & Integration): Allocate 2 weeks. This is the most 

technically complex phase with external dependencies (MFIs, Telcos), making it 

the highest risk area for delays. (e.g., for unforeseen technical challenges, 

integration issues, unexpected API changes from partners). 

○​ Phase 4 (Testing & Pilot Deployment): Allocate 1 week. (e.g., for extensive 

bug fixing after QA/UAT, resolving issues during pilot deployment). 

○​ Phase 5 (Training & Go-Live): Allocate 0.5 weeks. (e.g., for logistical delays 

in training, unexpected issues during launch). 



●​ Contingency Reserve: The total of 3-4 weeks will be held as a central project 

contingency. Usage of this buffer will be tightly controlled by the Project Manager and 

require justification and approval from the Fintech startup stakeholders. 

●​ Transparent Tracking: Any utilization of the buffer will be meticulously tracked and 

reported in regular project status updates. 

●​ Proactive Monitoring: Continuous risk assessment and proactive problem-solving 

will be employed to minimize the need to draw from the buffer. If tasks are completed 

ahead of schedule, the remaining buffer can be preserved or potentially reallocated for 

additional value-add features or extended pilot phases. 
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