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Abstract 

For the past decade, there has been many innovations made to the mobile phone and new 

features such as payments have been added to the mobile phone’s capabilities. East Africa 

is the region with the fastest uptake and highest adoption rates of mobile money in the 

world. Despite the success, the amount of active users of mobile money is still low in 

comparison to the number of registered users. The purpose of this master thesis is to 

analyze what mobile money providers should consider when trying to drive activity from 

the already registered user base.  

 

The main theoretical concept that was used is resource-based view and the analytical 

framework is an importance-effort matrix. The empirical study consisted of in-depth 

interviews with key experts and stakeholders from the mobile money industry. Most of the 

interviews were face-to-face interviews during a research trip to Kenya, Uganda and 

Tanzania. The findings were then reviewed during the Mobile Money Africa 2014 

conference in South Africa.  

 

This thesis has identified a number of reasons for low user activity of the registered user 

base together with strategies that has the potential to tackle them. In order to drive 

activity, it is important for the service provider to understand and consider what that is 

desired and required to possess in terms of tangible, intangible and human resources to be 

able to successfully implement and run the identified strategies. The study concludes that 

tangible resources (physical and financial resources) are of great important for enabling 

success of most of the identified strategies whereas intangible (intellectual property, 

reputation and culture) and human (skills and knowledge, communication and interaction, 

and motivation) resources have great variance of importance.   

 

Key-words: Mobile money, user activity, marketing strategies, agent strategies, product 

offering and development, resource evaluation 
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Sammanfattning 

Under det senaste decenniet har det skett många innovationer till mobiltelefonen och nya 

funktioner som mobilbetalningar har lagts till. Östafrika är den region med den snabbast 

växande adoptionen och högsta utnyttjandegraden av mobilbetalningar i världen. Trots 

regionens framgångar är det dock fortfarande få aktiva användare av mobilbetalningar i 

förhållande till antalet registrerade användare. Syftet med detta examensarbete är att 

analysera vad mobilbetalningsleverantörer bör tänka på när man försöker driva aktivitet 

från den registrerade användarbas.  

 

Det teoretiska ramverket har byggts huvudsakligen på resource-based view och den 

analytiska modell som används är en viktighet-instats-matris. Den empiriska studien 

bestod av ingående intervjuer med nyckelpersoner och intressenter från 

mobilbetalningsindustrin. Majoriteten av intervjuerna utfördes på plats med 

intervjuobjekten under en forskningsresa till Kenya, Uganda och Tanzania. Resultaten 

utvärderades därefter under Mobile Money Africa 2014 konferensen i Sydafrika.  

 

Denna studie har identifierat ett antal anledningar som orsakar låg användaraktivitet av 

den registrerade användarbasen och strategier som har möjlighet att angripa dessa 

anledningar. För att driva aktivitet, är det viktigt att mobilbetalningsleverantörerna förstår 

vad för materiella, immateriella och mänskliga resurser som är önskvärda samt krävs för 

att framgångsrikt kunna genomföra och driva de identifierade strategierna. I studien dras 

slutsatsen att materiella resurser (fysiska och finansiella resurser) är av stor betydelse för 

att möjliggöra framgång av de flesta identifierade strategier medan viktigheten för 

immateriella (immaterialrätt, rykte och kultur) och mänskliga (kompetens och kunskap, 

kommunikation och interaktion, och motivation) resurser varierar. 

 

Nyckelord: Mobilbetalningar, användaraktivitet, marknadsföringsstrategier, 

agentstrategier, produkterbjundande och produktutveckling, resursutvärdering 
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1. Introduction 
 

This chapter aims to introduce the reader to this paper. A general background of mobile 

financial services and mobile money is given, followed by a presentation of the problem and 

purpose of the study, research questions and lastly a section on definitions and delimitations 

are presented. 

 

1.1 Background 

During the past decade, the mobile phone has evolved to become an integrated and central 

part of our everyday lives. Over time, new features other than calling and sending text 

messages have been added into the mobile phone, thus increasing its usefulness and value 

(Tuunainen & Mallat, 2008). One of these additions to the mobile phone’s capabilities was 

the introduction of Mobile Financial Services (MFS). It has become an increasingly noticed 

field of study as consumers are becoming more engaged with their mobile phones. Today, it 

is possible to observe a drastic increase regarding usage of mobile solutions in different 

countries and industries for commerce and payment (Edbor & Soltanieh, 2013). 

 

When discussing and researching about MFS and the usage of the services, the continent 

that is being put in the spotlight is not those who usually are associated with developed 

countries. The continent with the fastest uptake and highest adoption is Africa, which have 

been leading the way for MFS several years ahead of other continents. The reasons for this 

development are many, but it could be narrowed down to the single conclusion that there 

is a great need of the service in the market. In low- and middle-income countries around 

2.5 billion people are estimated to be unbanked (GSMA, 2010), meaning that they are 

financially excluded with no access to formal financial institutions and ways of financial 

management such as through banks. More than a billion people in developing countries 

have cell phones but no bank accounts, and many low-income people store and transfer 

money using informal networks, but these have high transaction costs and are prone to 

theft. MFS are beginning to fill this gap by offering financial services over mobile phones 

(Cobert, Helms, & Parker, 2012).  

 

Mobile Money (MM), a fraction of MFS, has since it emerged expanded and scaled quickly. 

Globally there were at the end of 2013 a total number of 203 million registered MM 

accounts and 219 live deployments. But only 60 million of these accounts were active, 

accounting for only 29.5% activation rate, and only 13 of these services have reached scale 

and have over 1 million active users (Pénicaud & Katakam, 2013). Looking at these facts, an 

interesting field of study arises addressing the question of driving activity. It is clear that 

the service providers, for example Mobile Network Operators (MNOs) and banks, need to 

start focus on driving activity from the existing registered user base, in addition to doing 

extensive campaigns to add new users. It is of vital importance that the service providers 

gain an understanding of how and with what they can convert registered users to active 

users (Bhatia, 2013).  
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1.2 Research problem and purpose 

There have been a number of studies conducted trying to identify the reasons behind low 

user activity as well as studies with the specific aim of understanding what that can 

stimulate an increased user uptake and continuous usage of MM. But with facts in hand and 

few services reaching scale, the service providers have a hard time increasing their user 

activity. An underlying reason for this might be that they have little knowledge and 

understanding of what resources that is desired in order to successfully plan, execute and 

run strategies that tackle the issue of user inactivity.  

 

The purpose of the proposed master thesis is to analyze what MM providers should 

consider when trying to drive activity from the already registered user base.  

 

1.3 Research questions 

In order to fulfill the specific research purpose, these three research questions have been 

formulated: 

 What are the reasons of low activity? 

 What are the strategies that can tackle the problems? 

 Are tangible/intangible/human resources important for the strategies, and are the 

efforts high to obtain them? 

 

1.4 Definitions and delimitations 

It is important to define the meaning of different terms used in this academic paper. One 

such is registered users. Registered users are defined as those who have registered for the 

service, either by the service providers’ business center staff, field agents or others that can 

register new users. Active users are those registered users who consistently use the service 

over an extended period of time. In this paper we have chosen to define it as users that 

have made a financial transaction in the last 30 days (excluding airtime purchase). Users 

and customers will be used interchangeably. 

 

Another term that is of interest to define is Mobile Financial Services (MFS). MFS can be 

divided into the three different subgroups: Mobile Money, Mobile Insurance, and Mobile 

Credits and Savings. Mobile Money includes services such as P2P, C2B, B2C and G2C, and 

will be the focus service for this thesis and will be referred to the abbreviation MM. Mobile 

insurance services offer insurances while Mobile Credits and Savings is about enabling 

customers to save money in an account and receive credit from a financial institution. 

 

In East Africa, the companies providing the MM service to customers are mostly mobile 

network operators (MNO) and MM provider. The terms MM provider and MNO are 

therefore used interchangeably in this paper. Float and e-float refers to the money present 

in MM accounts, and float and e-float balancing or management refers to how agents 

manage their MM accounts in relation to their cash. The phrases are also used 

interchangeably throughout the thesis. 
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Agents are also a central phrase that is continuously used in this paper and the agents are 

considered to be the main distribution network of the MM service. The different types of 

agents and their hierarchical structure will further be explained in section 4.2 Main 

stakeholder groups.  

 

A term that is used that can be ambiguous for the reader is the need a customer has for a 

service. Need is defined in this thesis as an expression for something that is essential and 

necessary rather than just desirable. For example, solving a problem in a better way than 

other existing methods that customers are facing. When the customer do not feel a need it 

might be that the customer actually does not have any use case for it or that they are not 

aware, or fully understand, that the service can solve a problem in a more effective and/or 

efficient way. 

 

Given the time frame of this thesis a number of delimitations have been drawn. Together 

with Ericsson a geographic limitation has been made due to the interest of the company to 

only consist of developing markets with focus on East Africa. For this study, East Africa is 

defined as the following countries: Kenya, Uganda and Tanzania. These are the markets 

that have been used for data gathering and understanding of the MM industry. Another 

delimitation of the scope is with regards to the resource-based view theory where this 

paper will not focus on capabilities but only resources.  

 

1.5 Thesis outline  

The first chapter (Introduction) has provided with background to the research topic and 

also explained why the subject is of interest to study.  The chapter also presented the 

purpose of the study, the research questions, definitions and delimitations. 

 

The second chapter (Theory and analytical framework) presents the theories on strategy, 

resource-based view and resources that are used for the analysis as well as the analytical 

framework that was used for the study. 

 

The third chapter (Methodology) describes the chosen research methodology and methods 

used to perform the study. It also presents short descriptions of the interview objects and 

the limitations of the research methodology.  

   

The forth chapter (The mobile money service landscape) aims to familiarize the reader 

with the current MM landscape in developing countries. The chapter outlines the 

definitions of different MFS, the main stakeholders in the industry and the customer 

journey of MM.  

 

The fifth chapter (Results) presents the findings from interviews with key-experts and 

stakeholders in the industry.  
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The sixth chapter (Analysis) analyses the findings from the previous chapter in relation to 

the theories presented in chapter 3.  

 

The seventh and last chapter (Conclusion) ends the research by answering the research 

questions. A discussion of the limitations of the thesis and its results is also presented as 

well as suggestions of future research areas that are of interest to examine for increasing 

the knowledge within this research field. 

 

The appendix includes a demographics chapter of East Africa with the purpose of informing 

the reader of the region and its current state (Appendix 1). It also includes a detailed list of 

the interviewees who have participated in this master thesis (Appendix 2) and example 

questions that have been asked during the interviews (Appendix 3). 
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2. Theory and analytical framework 
 

This chapter presents applicable theories that subsequently will be used to analyze the 

empirical data. There is an introduction to the strategy typology, followed by theory 

regarding resource-based view and resources.  The analytical framework that has been used 

for this study is also found in this chapter. 

 

2.1 Theory     

The theory used in this thesis are built on resource-based view in order to provide 

understanding on the dynamics of internal resources and strategy, and how a company 

should form their strategies in regards to their available resources.  

 

2.1.1 Strategy 

Many have a hard time to give a clear definition on phrases that are regularly used in the 

industries they work within; such as words like ‘innovation’, ‘design’ and ‘strategy’. The 

word ‘strategy’ is one which is frequently used by top management in various industries 

and also one which people have been struggling to find a clear definition for, thus having it 

associated with a multiplicity of meanings throughout history (Heracleous, 2003; Käll & 

Lagerkvist, 2013). Hofer and Schendel (1978) defined strategy in what to be said the 

strategic management field’s first textbook as “the match an organization makes between 

its internal resources and skills.. and the opportunities and risks created by its external 

environment”. One of Porter’s (1996) definitions of strategy is “a system of finding, 

formulating, and developing a doctrine that will ensure long-term success if followed 

faithfully.”  

 

Even though the definition of the word ‘strategy’ differs depending on whom you ask, the 

concept of it is today well understood and the general agreement is that it is the direction 

that individuals or organizations are planning to move in order to achieve their objectives 

(Heracleous, 2003; Grant, 2010). Companies across various industries work hard to 

formulate the right strategies to later implement them, doing extensive research and 

market studies. A common practice is to formulate different strategies for the three levels 

of the organization. The three hierarchical levels are: (1) Corporate strategy level, (2) 

Business strategy level and (3) Functional strategy level. These can be found in figure 1 

below. 
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Figure 1. Strategy levels in an organization 

The first level, corporate strategy, concerns identifying the purpose of the organization and 

the plans and actions necessary to achieve it. For example basic decisions over what type of 

business the company should target are determined on this level. The second level, 

business strategy, is more about how to successfully compete for customers in a particular 

market. It focuses on how to generate the best value for customers through decisions like 

what products or services that should be developed and how to position in a market in 

order to achieve the objectives of the organization. The last level, functional strategies, is 

compared to the other levels different as different functions, such as Marketing, Finance 

and Operations, all have their own strategies. The function that this thesis is mainly 

focusing on is the operations strategy, which concerns how the organization need to 

allocate resources and people in order to process the business and corporate strategies. 

(Johnson, Scholes, & Whittington, 2006; Lynch, 2006; Grant, 2010). 

 

Companies have many reasons to put effort into the formulation and implementation of the 

different levels of strategies and making them work together. The most important reason is 

that it could lead to an advantage and thus lift the company’s performance. When a 

company obtains competitive advantages there is a big chance that it can outperform its 

competitors. There are two major streams of theories that describe the approach that 

companies should adopt to obtain competitive advantage. The first theory advocates an 

outside-in approach and is often referred as the market-based view (MBV) in research 

(Makhija, 2003). According to the MBV, a firm should analyze the market and then for 

instance go for a cost leadership, differentiation or innovation strategy. The second theory, 

which this thesis focuses on, promotes instead an inside-out approach called resource-

based view (RBV). A firm should according to the RBV form their strategies through 

focusing on the firm’s available resources and capabilities. 

 

Corporate strategy 
Focus: Survival 

Other Functional strategies 
Marketing, Finance, HR, Legal etc. 

Operations strategy 
Focus: Competitive priorities 

Business strategy 
Focus: Distinctive competence 
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2.1.2 Resource-based view 

Before and during 1980s, the focus within the strategy management field was mainly upon 

analyzing the link between a strategy and the external environment (Grant, 2010). A 

prominent example of this is how Porter (1996) clearly emphasized the need to first find 

profitable markets, and then later try to obtain competitive advantage through finding a 

niche, by for example using the three distinct ‘generic strategies’: cost leadership, 

differentiation or innovation strategy (Lynch, 2006). Large amounts of empirical studies 

where undertaken with this approach and received strong approval within the field (Lynch, 

2006). However, criticism arose during the mid and late 1980s where the main critique 

was that the market and industry is not all that matters when a firm is trying to obtain 

success (Eikelenboom, 2005). A new direction emerged where the focus was shifted from 

the ‘outside’ to the ‘inside’ of the firms. The new stream of theories was categorized as the 

resource-based view (RBV). 

 

The concept of RBV could easily be understood through the relationships among resources, 

capabilities and competitive advantage provided by Grant (2010), illustrated in figure 2 

below. Grant (2010) makes a clear distinction between the resources and the capabilities of 

a firm. Resources are productive assets that a firm has in hand, while capabilities are what 

the firm can do with the resources. Competitive advantage could according to his view be 

achieved by formulating strategies that are based on how firms manage their resources.  

 

 

Figure 2. Resource-based view on how to obtain competitive advantage 

 

Competitive advantage 

 

Strategy 

Organizational 
capabilities 

Tangible Intangible Human 

• Financial 
• Physical 

• Intellectual 
property 

• Reputation 
• Culture 

• Specialized skills 
and knowledge 

• Communication 
and interactive 
abilities 

• Motivation 
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2.1.3 Resources 

Resources can be defined as the means by which a firm generates value and the means by 

which a firm distinguishes itself from another by building and maintaining competitive 

advantage. Resources can be divided into the three categories tangible, intangible and 

human (Johnson, Scholes, & Whittington, 2006): 

 

Tangible resources are the physical resources of the organization that contribute 

to its value added and can be identified and valued as financial and physical 

resources (Lynch, 2006). Physical resources can refer to things such as number of 

machines, buildings or production of an organization or technology. While financial 

resources refers to capital, cash, debtors and creditors (stakeholders, banks etc.). 

(Johnson, Scholes, & Whittington, 2006) 

 

Intangible resources are those resources that are invisible and have no physical 

presence but represent real benefit of the organization (Lynch, 2006). According to 

Grant (2010), these resources can be divided into sub-categories of intellectual 

property, reputation and culture. Intellectual property compromise of resources 

where ownership is defined by law, such as patents, copyrights, trade secrets and 

trademarks. Reputation refers to the confidence that an organization instill in their 

customers and business partners, for instance brand names. Culture refers to the 

culture of the organization and the organizational context, and relates to an 

organization’s values, traditions and social norms. 

 

Human resources are also considered to be an intangible resource, but due to its 

importance it has been categorized on its own. It comprises of the expertise and 

effort offered by employees and is the combination of knowledge, skills, creativity 

and capacities with which the individual employees perform their task (Johnson, 

Scholes, & Whittington, 2006). These are resources linked to individuals associated 

with a firm. The human resources can be subdivided into skills and knowledge, 

communication and interactive abilities, and motivation. Skills and knowledge 

refers to the know-how of employees that result in distinct competences that sets an 

organization apart from its competitors (Hall, 1992). Communication and 

interactive abilities refer to how the communication between employees is 

conducted to encourage and inspire team collaboration as well as generate 

knowledge (Grant, 2010). Motivation refers to the willingness among the employees 

to exhibit productive behavior and utilize their skills and knowledge (Dunford, 

Snell, & Wright, 2001).  

    

Through the RBV, organizations can be viewed as their bundles of tangible, intangible and 

human resources. Literature however argues that not all resources are of equal importance 

in explaining a firm’s success (Barney, 1991). Resources that possess certain special 

characteristics are critical determinants of organizational success (Amit & Shoemaker, 

1993).  
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Hunt (1997) argues on behalf of tangible resources and suggests that a firm’s primary 

objective is superior financial performance. Through strong financial resources, a company 

is able to achieve its objective and enables it to pursue other objectives due to the ability to 

financial investment (Hunt, 1997). Having a strong financial foundation is thus viewed as 

the main determinant of success. Lippman and Rumelt (1982) are also in favor for tangible 

resources, stating in their research that the physical resource of production are hard to 

imitate and allows inter-firm differences to be sustained. They explain in their study that 

resources flow towards the most efficient organizations, resulting in a sorting process 

which sweeps away the organizations that are unfit. The thus argue that that even though 

physical resources are easily observable, they are hard to imitate.  

 

Many other researchers disagree with the argument of tangible resources being the most 

important factor for a company to obtain success. Both Itami and Roehl (1997) and Hall 

(1992) see that the resources building the foundation for an organization’s success are 

intangible and human resources rather than tangible. Itami and Roehl (1997) goes as far as 

stating that intangible and human resources are often an organization’s only real source of 

competitive edge that can be sustained over time. The authors clarify that the intangible 

resources are quite fixed, meaning that there is no easy way to obtain intangible resources. 

Financial resources cannot buy a well-known brand name, advanced technical production 

skills or instantaneous change in corporate culture and employee morale. Resulting in that 

the organization can differentiate itself from competitors through its intangible resources. 

Hall (1992) also shed insights on the different aspects of intangible resources and argues 

that company reputation, product reputation and employee know-how is the most 

important contributors to a firm’s overall success. In the authors study these resources 

were also identified as the resources which would take the longest to replace from scratch, 

suggesting that they have considerable significance for sustainability of advantage.   

 

2.2 Analytical framework 

An analytical framework1 in the form of an importance-effort matrix is used to identify the 

importance and effort of tangible, intangible and human resources.  

 

The importance factors give an understanding about how important a particular resource 

is in order to achieve success with that strategy (in terms of driving activity from the 

already registered user base). The effort factor2 describes how much effort that is required 

in order to achieve the resource from the perspective of a MM provider. Each strategy is 

given an importance and effort score, where 0 is low importance/effort and 10 indicates 

that the resource has high importance/effort.  

 

                                                        
1 The analytical framework was designed by the authors. The vertical axis is in reverse order to enhance the 

feeling of low effort 
2 For financial resources, the effort factor indicates the amount of financial resources that are needed. 
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The importance-effort matrix has four quadrants, which can be seen in figure 3 below. The 

resources in the first quadrant (low importance, low effort) are those that the MM 

providers do not need to prioritize. The resources in the second quadrant (high 

importance, low effort) are those that the MM provider should try to obtain in order to 

succeed with the strategy. The resources in the third quadrant (high importance, high 

effort) are those that the MM provider needs to lower the effort on in order to be more 

efficient. The resources in the fourth quadrant (low importance, high effort) are those that 

the MM provider should try to ignore.  

         

Figure 3. Importance-effort matrix with four Zones. 

 

In figure 3 it is also possible to distinguish four different zones, these are used to give an 

indication about the resources that does not fall into a quadrant. The resources that will be 

found in Zone A (low importance, medium effort) should be ignored by the MM provider. 

The resources that are in Zone B (medium importance, low effort) are those that the MM 

provider does not need to prioritize. Lastly, the MM provider should try to lower the effort 

of those resources that can be found in Zone C (high importance, medium effort) and Zone 

D (medium importance, high effort). 

 

It is however important to note that the importance and effort of a resource can change due 

to the industry dynamics. The MM industry is still in its infancy and it is therefore possible 

that innovations or regulations can change the dynamics of the industry and ultimately the 

importance of and effort required to obtain the different resources for the strategies. For 

instance, a resource that has been identified as of high importance and low effort can shift 

to high importance and high effort because of different shortages of resources in the 

industry or bad economic environment. Possible shifts can be seen in figure 4 below. 
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Figure 4. Importance-effort matrix that illustrates possible shifts of resources as consequences 

of changes in the market 
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3. Methodology 
 

This chapter presents the research design and the approach and methods used for answering 

the research questions. Explanation of the theoretical study, the empirical study and the 

analysis are presented to clearly illustrate the study’s approach and methods. A description of 

the interview respondents together with limitations of the method are also presented in this 

chapter. 

 

3.1 Research design 

The type of this study is a qualitative research with a case study design. The case study 

design is chosen as it fits well with the intention of the study, that is gaining in-depth 

knowledge about a specific phenomenon while exploring a new research area (Eisenhardt, 

1989; Feagin, Orum, & Sjoberg, 1991; Voss, Tsikriktsis, & Frohlich, 2002). To further 

describe case study designs, Yin (2003) has provided a way of distinguishing four types of 

case studies with the help of the two dimensions:  

 Single case vs. Multiple case 

 Holistic vs. Embedded 

 

The difference between having a single-case design and multiple-case design is that a single 

case is studied instead of multiple different cases. Having a holistic design indicated that 

there is a single unit of analysis in the study while several indicate that the study has an 

embedded design. (Yin, 2003) 

 

For this thesis, a holistic multiple-case design was chosen as it reflects the nature of the 

study and relates to the stated research questions. The theoretical framework of this thesis 

is mainly built upon theories of resource-based view, where resources are the unit of 

analysis. The main research question specifies further that the unit of analysis is resources’ 

that are desirable for successfully implement of various activation strategies’. 

 

3.2 Approach and methods 

The methods used for data gathering can be divided into both a theoretical study and an 

empirical study. The theoretical part consists of a literature review and the theories that 

are used. The literature review provides a solid knowledge base that is needed while the 

theory part of the study is used to analyze the resources and answer the research 

questions. The empirical study gathered information through interviews and supported the 

analysis of resources that are desired for successful implementation of strategies that 

increase customer usage. 

 

The process of conducting the research is illustrated in figure 5 below. It started with a 

thesis proposal and further three parallel processes were conducted; writing the report, 

seminar series and reconciliations along with the theoretical study. Writing the report and 
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seminar series and reconciliations ran continuously throughout the study while the 

theoretical study was followed by the empirical study and later the analysis as well as the 

discussion and conclusion of the report. 

 

 

Figure 5. Process of conducting the research 

 

3.2.1 Theoretical study 

The theoretical study of this research can be divided into two steps. The first step was 

important for gaining an understanding about what the chosen field of study is about and 

shapes the literature review. In more detail, research areas such as MM in East Africa as 

well as user activation and retention methods were investigated. The first step also 

assisted in the search, identification and selection of strategies that later would be used in 

order to analyze resources. This initial scan was only based on secondary data and 

gathered from numerous company investigation reports, press releases, articles and 

websites. The sources were carefully examined in terms of intention, objectivity and 

credibility to ensure high level of data integrity. 

 

The second step of the theoretical study included identifying theory to build a theoretical 

foundation for the analysis. A broad number of theories were gathered primarily from 

various online databases, and later analyzed. The relevance for the study was examined for 

the gathered theories and a selection was made for further analysis. The approach was 

repeated until a theory was selected: resource-based view, with its underlying theories of 

tangible, intangible and human resources.  

 

3.2.2 Empirical study 

In order to answer the research questions in an accurate manner the empirical study of the 

research was divided into three steps that can be seen in figure 6 below. The first step had 

the purpose of identifying the problems that slows down the activity of already registered 

users. It was important that the people who were interviewed had broad and 

comprehensive knowledge on the industry and the region. The majority of the people were 

during this step contacted through Skype or telephone conference calls. Data was during 

this step collected through semi-structured interviews; a structure and a set of general 

questions were defined and sent on beforehand. These topics were formulated openly; 

allowing new ideas and thoughts to be brought up during the interviews. 
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The second step aimed to identify strategies that have managed to solve the identified 

problems in an effective way. Information gathering about the identified strategies was 

conducted through interviews with key experts working for MM providers. The providers 

were targeted and interviewed during the research trip to Kenya, Uganda and Tanzania. By 

being on site, the researchers could not only have face-to-face interviews with people in 

charge, but also investigate the cases with own eyes in the real context, this has been very 

valuable for the study. 

 

The third step concerned reviewing and summarizing the findings. These findings were 

reviewed through listening to the speeches that were held during the Mobile Money Africa 

2014 conference in Johannesburg, South Africa. This helped the researchers to increase the 

validity of the gained information as key experts from different organizations attended. 

 

 

Figure 6. Process of gathering empirical results 

 

3.2.3 Analysis 

The analysis aims to answer and bring nuances to the formulated research questions and 

has been divided into three parts. In the first part the authors analyzed, through the 

information extracted from interviews with key experts and stakeholders in the industry, 

how the strategies address the identified reasons for low user activity of MM. 

  

The second part utilizes the matrix that can be found in chapter 2 (figure 3) as an analysis 

framework. It has been constructed for resources and each strategy is analyzed and 
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evaluated in terms of importance and effort. Importance indicate how important a resource 

is for enabling success of a strategy and effort indicate how much effort it requires to 

obtain that specific resource. Each resource is analyzed and scored by cross-analysis 

between different resources of the same strategy as well as between the same resource of 

different strategies. 

  

The third part of the analysis also utilizes the importance-effort-matrix. The resources have 

been bundled into tangible, intangible and human resources in order to plot how important 

and how much effort each resource-category is for the strategies. For instance, illustrate 

and discuss how the importance and effort of physical resources (a tangible resource) vary 

between the different strategies. The matrix forms the basis for further evaluation of the 

resources, which is confirming or rejecting different theorists view upon the importance 

and effort of the resource-categories. 

 

3.3 Interview respondents 

Independent organizations have been interviewed for this thesis such as the GSM 

Association (GSMA). It is an association of mobile operators and related companies devoted 

to supporting the standardizing, deployment and promotion of GSM mobile telephone 

system. The association’s Mobile Money for the Unbanked (MMU) program is a leading 

organization providing research regarding how MM services can reach scale. (GSMA, About 

Us, 2014a).  

 

Consultants from McKinsey & Company which is a global management consulting firm, 

working with organizations across the private, public and social sectors over different 

industries (McKinsey & Company, 2014a) has also been interviewed with regards to the 

MM industry.  

 

A number of MNOs key experts in East Africa have been subjects for interview and these 

are: 

 

Safaricom Kenya, the leading MNO in Kenya who has developed and launched the 

nationwide MM service M-PESA in 2007. M-PESA is today the most developed MM 

service in the world. The service offers P2P transfer (domestic), bill payment, bulk 

payment, airtime top-up, merchant payment, international remittance, loan 

disbursement or repayment and link to other banking services. (GSMA, Deployment 

Tracker, 2014b; Safaricom Kenya, 2014) 

 

Top Image Kenya, a BTL advertising and field force agency that among others 

managed the BTL activities for Safaricom’s M-PESA. Top Image manages the M-PESA 

agent network through agent trainings, delivery of business tools (TILLs, 

transaction books etc.), providing marketing material and monitoring of float. (Top 

Image, 2014) 
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MTN Uganda, a leading MNO in Uganda that launched the MTN Mobile Money 

service in 2009. It has now the largest active user base of MM in Uganda. Their 

service portfolio includes P2P transfer (domestic), bill payment, bulk payment, 

merchant payment, international remittance and airtime top-up. (GSMA, 

Deployment Tracker, 2014b; MTN Uganda, 2014) 

 

Airtel Uganda, a MNO in Uganda that launched their MM service Airtel Money in 

2012. It is a re-launch of the operator Zain’s MM service Zap from February 2010. 

Airtel Money is the second largest MM service in Uganda and offers P2P transfer 

(domestic), bill payment, bulk payment and airtime top-up. (GSMA, Deployment 

Tracker, 2014b; Airtel Uganda, 2014) 

 

Orange Uganda, a MNO in Uganda that launched Orange Money in 2013. The 

operator has been very successful in West Africa. Their service in Uganda offers P2P 

transfer (domestic), bulk payment and airtime top-up. (GSMA, Deployment Tracker, 

2014b; Orange Uganda, 2014) 

  

Vodacom Tanzania, a MNO in Tanzania that has provided the M-PESA service since 

2008 in the country. They are the market leaders and their service offerings differ 

from Safaricom Kenya’s, it includes P2P transfer (domestic), bill payment, bulk 

payment, airtime top-up, merchant payment, international remittance and mobile 

microinsurance. (GSMA, Deployment Tracker, 2014b; Vodacom Tanzania, 2014) 

 

Tigo Tanzania, a MNO in Tanzania that launched their MM service in 2010.  Tigo 

Pesa is one of the leading services in the urban areas of Tanzania. The company’s 

service portfolio includes P2P transfer (domestic), bill payment, other payment, 

bulk payment, airtime top-up and international remittance. (GSMA, Deployment 

Tracker, 2014b; Tigo Tanzania, 2014) 

 

Airtel Tanzania, one of the leading MNOs in Tanzania. They launched Airtel Money in 

2011 and the service offers the same services as in Uganda; P2P transfer (domestic), 

bill payment, bulk payment and airtime top-up. (GSMA, Deployment Tracker, 2014b; 

Airtel Tanzania, 2014) 

 

In addition to these interview objects, a number of individual key experts in the field of MM 

have also been interviewed in order to understand the dynamics of the industry and the 

issues of activity. The full list of interviewees can be found in Appendix 2. 

 

3.4 Limitations of method 

The limitations of a research are defined as the weaknesses or deficiencies in the research 

(Collis & Hussey, 2010) and will in this study be discussed in terms of reliability, validity 

and generalizability. 
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One important foundation for a scientific research is that it should be replicable, but since 

the interviews conducted for this study were semi-structured, allowing open discussions 

around the questions and subjects, the exact same answers would likely not be returned if 

the interviews would be conducted at a later point in time, the reliability of this study is 

thus a bit limited. In order to allow easier replication the interview questions are included 

at the end of the report (Appendix 3).  

 

Different measures were taken to ensure high validity for this study. For instance, making 

sure that the interviewees understood the questions asked and the important key 

theoretical concepts. The different strategies that were used eliminated the risk for 

misinterpretations or misunderstandings that could affect the results. One weakness that 

can be found while conducting a case study is the potential subjectivity and bias. To avoid 

and overcome this, multiple sources of data collection can be used and revision can be 

implemented (Yin, 2003). For this study, several different stakeholders in the industry 

were interviewed ranging from independent experts to service providers in order to avoid 

bias and maintain objectivity. A revision of the findings was also conducted for reviewing 

the interview results to ensure high validity.   

 

Generalization is hard to achieve since a geographic limitation has been made. However, as 

the study used a multiple-case design and more robust results were achieved, making it 

possible to draw more general conclusions.  
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4. The mobile money service landscape 
 

This chapter serves as a clarifying chapter and will introduce the reader to general terms of 

the MM industry in developing countries and the ecosystem through a mapping of involved 

stakeholders. The customer journey process is also described in detail. 

 

4.1 Categories of mobile financial services 

In order to understand MM, one needs to understand the surrounding financial services 

that are included in the broader term MFS. Financial services are the economic services 

provided by the finance industry. These include the services provided from a commercial 

bank, investment banks, insurance companies and other organizations that manage money 

(Caplan, 2012).  

 

MFS can be divided into three main components and areas. These are shown in figure 7 and 

what type of money management that is included in each category. (Pénicaud & Katakam, 

2013) 

 

Figure 7. Outline of MFS, MM, Mobile insurance and Mobile credits and savings 

 

4.1.1 Mobile money 

Mobile money, often also known as mobile payment, refers to payment services operated 

under financial regulation and performed from or via a mobile device. Under the MM 

category, the services offered are P2P, C2B, B2B transfers and B/G2C transfer. (Pénicaud & 

Katakam, 2013). 

 

4.1.2 Mobile insurance 

Mobile insurance refers to financial services such as microinsurance provided through 

mobile devices. The service allows the customer to manage risk by providing a guarantee of 

compensation for specified loss, damage, illness or death. (Pénicaud & Katakam, 2013) 
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4.1.3 Mobile credits and savings 

Mobile credits and savings refer to the system that allows customers access to credit 

and/or savings services through a mobile device. The scope of offered services may include 

allowing the customer to save money in an account that provides principal security, and in 

some cases an interest rate, and/or allows the customer to borrow a certain amount of 

money with an agreement of a repayment plan for a specified period of time. (Pénicaud & 

Katakam, 2013) 

 

4.2 Main stakeholder groups 

The main stakeholders in the ecosystem of MM are (1) Consumers, (2) Agents, and (3) 

Mobile Money providers. In figure 8 below, a simplified ecosystem is presented where the 

supply-side stakeholders (providers) have been grouped together. The figure serves with 

an illustrative purpose only since the ecosystem and the inter-relations are more complex 

in reality. 

 

Figure 8. Main stakeholders in the MM ecosystem 

 

The consumers covers all potential users of MM and are the most important stakeholder 

in the MM ecosystem as the overall success of any MM requires user adoption. If the users 

are not willing to use or adopt to the service, it will not gain any commercial foothold in the 

market.  

 

The agents are an important factor in the ecosystem as they are considered to be the 

major distribution network of the service. The agents perform three key roles: they register 

customers, educate them, and facilitate cash-in/cash-out transactions, and are thus 

extensions of the providers to the end-user and are therefore vital for the scalability of the 

service (Davidson & Leishman, 2012). There are three main types of agents in the MM 

industry (Njeru, 2014): 

 

Super agents are the financial institutions or supermarkets that provide float 

balancing to agents and sub-agents.  
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Agents are large merchants or specialized companies (such as branded MM provider 

shops) where the customer is able to conduct registration, cash-in/cash-outs and 

receive assistance. 

 

Sub-agents are the local retailers and small vendors where the customers also have 

the possibility to register, perform cash-in/cash-out and receive assistance. 

 

The merchants refer to all businesses providing goods and services for sale and include 

large merchant chains as well as mom and pop shops. If merchant payments reach 

scalability, the merchants have the potential to become an important key player in the MM 

ecosystem (Lopokoiyit, 2014) 

 

The regulating authorities impose constraints and control over the development and 

renewal of all MM solutions. These regularities can be government legislation and 

regulation on both national and international level (Karnouskos, 2004).  

 

The technology providers refer to the MM providers’ suppliers of the platform and 

software. They are responsible for the technical functionality of MM services and products 

(Loncaric, 2014). 

 

The MM providers refer to the players that offer MM to consumers. There are different 

types of players within this group of stakeholder. 

 

The MNOs already control much of the infrastructure and have an established 

consumer base and pre-existing relationships with the consumer (Karnouskos, 

2004).  

 

The financial institutions have much experience in handling financial services, both 

electronic and manual, and are thus key stakeholders in the financial service 

market. They possess a broad network and proven billing/charging systems 

(Karnouskos, 2004). The most present financial institution in this context are banks. 

 

4.3 The mobile money customer journey 

Determining the customer journey of MM is vital in order to understand the underlying 

problem of low activity. It serves the purpose of identifying the process the customers 

experience going towards regular use of MM and also where in the process the MM 

providers are failing to retain and activate their customers.  

 

Levin and Camner (2013) purpose a customer journey of MM were the user starts its 

journey on the stage of Awareness. This is when the user has heard about MM and knows 

what it is. The next stage is Understanding, referring to the user understanding how MM 

could be of use to them. The following stage is Registration which is the stage where the 

user registers his or hers SIM-card to the service and creates an account. Trial is the stage 



21 

 

following registration and refers to when the user uses the service for the first time and 

makes a money transfer. The final stage is Regular Use and is when the user uses the 

service continuously.  

 

Kalba (2013) proposes an expanded customer journey for addressing the registration-

usage gap. Instead of a linear customer journey, he explains the process towards regular 

use as a trial and error process for the customer that results in steps forward but also mis-

steps leading to steps backwards. Figure 9 below illustrates a combination of Levin and 

Camner’s (2013) and Kalba’s (2013) customer journeys. 

 

 

Figure 9. The customer journey loop of mobile money 

 

As the user completes its registration for MM, the user will go through the stage Service 

Demo where he or she will get the service demonstrated through an agent. If successful, 

this will result in Agent Trust and the user moves on to the Interface Trial where he or she 

will integrate with the interface of the service. The following stage is Interface Learn that 

refers to the user learning to navigate the service through the interface. Service Trial is the 

next stage and is as already mentioned, the stage when the customer uses the service for 

the first time. The customer will after a period of time expand the number of agents and 

deal with an Agent Network. This will require the user to gain trust in the agent network, 

referred as Agent2 Trust stage. When this is proven successful and the customer has used 

the service numerous times, the user will feel a Service Trust. After trusting the service 

through the different trial stages, the customer will ultimately use the service regularly. 

(Kalba, 2014) 

 

In any stage of the journey, whether it is an experience with an agent, the interface or a 

money transfer attempt goes wrong, there may be a step or several backwards in the 

process before another attempt to test the MM service is made. In other cases, the user 

goes through the customer journey smoothly without encountering any problems at all. 

This proposed view of the customer journey shows that there are many dimensions in the 

process and that instead of being a linear journey; it might be a loop with a trial and error 

approach. (Kalba, 2014) 

Service demo > Agent Trust > Interface trial > Interface learn 

Agent network > Agent 2 Trust > Service Trust 

 

 

Awareness Understanding Registration Trial Regular use 



22 

 

5. Results 
 

This chapter presents the findings from interviews held with key experts in the East African 

mobile money industry. The findings have been divided into two sections. The first focuses on 

the underlying reasons of why activity is low for registered users of MM. The second presents 

the strategies are used by MM providers, through explaining the processes and stages of 

setting up strategies that have the potential to tackle the reasons for low MM usage.  

 

5.1 Reasons for low usage 

To be able to understand how to increase the usage of those who already are registered for 

MM one must know the reasons behind it. A simple question to ask is “why does not a 

registered user use the service more actively?” There is unfortunately not a simple answer 

to that question as the behaviors of users are complex and the fact that there are many 

different reasons hampering them from using it more actively. To give a better illustration 

of the reasons and why they occur three distinct categories published by Kalba (2013) is 

used in this paper. The categorization is divided into: 

 

1. Users who do not feel a need 

2. Users who feel a need but do not understand the service 

3. Users who have a need but are hampered due to tangible and intangible factors 

 

5.1.1 Users do not feel a need 

This category of users has been identified as registered users who do not feel that they 

have a need for the MM service. These users can be further sub-divided into two groups 

that are: registered users who truly do not have a need and registered users who ‘feel’ that 

they do not have a need because they do not understand the use cases and how it can be 

beneficial for them. 

 

Users who do not have a need 

The most common services offered by MNOs today are P2P transfer, airtime top-up and bill 

payments (Pénicaud , 2014). For many users these services meets a need but there are still 

groups of users whose need are not met due to MNOs not being able to identify critical use 

cases. There is no one-size-fits-all-model and one or even a couple of services are unable to 

meet the need of all the potential users in a market (Levin, 2014). 

 

The group of registered users who does not have a need has emerged due to the inability of 

the MM providers to understand the needs of the users and the market. This is also linked 

to the MNOs core competencies in the GSM service. The GSM industry has not required 

MNOs to be very innovative and understand their customers’ needs since telecom has not 

changed much during the last decades. In every country people call, send SMS and use data, 
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and thus the MNOs have not had the initial mentality of understanding the needs of the 

market before launching a MM service. (Levin, 2014; Leishman, 2014; Sjöblom, 2014) 

 

There have been a number of cases where MM providers launched MM services that have 

not been needed in the chosen market. When M-PESA provided by Safaricom Kenya 

launched in 2007, it was viewed as the ultimate success case of a MM deployment. Many 

MNOs in East Africa tried to copy the M-PESA business model for their own service with 

the logic that “if it worked in Kenya, why would it not work in other countries?” The MNOs 

did not understand that Kenya was not the same as every other country and that Safaricom 

was not the same as any other MNO. Instead of understanding their own market, they tried 

to copy a successful business model expecting it to work in their market as well (Levin, 

2014). The MM providers have had a hard time understanding that use cases for MM are 

different in different countries and have instead tried to provide one MM service serving 

one use case to several markets (Pénicaud , 2014; Sjöblom, 2014). It has also been 

observed that MM providers take a trial and error approach when offering MM service 

resulting in that the MNOs sometimes offers products that the customers do not need 

(Levin, 2014). 

 

Users who do not ‘feel’ a need 

It has been observed that MM providers have been poor in conveying the accurate use 

cases for the MM service they are offering. Some customers can because of this get the 

perception that they do not have a need when they in fact have a need, but do not 

understand what they should use the service for. 

 

This group has emerged due to several reasons where one is the agent commission 

structure. Previously, the agents only got commission for registrations and have therefore 

not been incentivized to explain the use cases and its usefulness to the customers. (Levin, 

2014; Joyce, 2014). Another reason is that some MM providers have chosen to launch 

several MM services at the same time, targeting all customer segments. The MM providers 

thus face the difficulties of conveying the single use cases among all the offered products 

and the customers have difficulties in understanding, taking in and relating to the use 

cases. Another example is when a MNO focus too heavily on add-on promotions such as 

airtime top-up and discounts, and not the core MM service, resulting in a skewed marketing 

effort and the customers associating MM with the promotions instead of the core product. 

(Sjöblom, 2014; Zouaoui, 2014)  

 

5.1.2 Users feel a need but do not understand the service 

Once the registered users feel a need they could be in a situation where they do not fully 

understand the service to the extent that is necessary to be able to use the service on a 

regular basis.  

 

One thing that indicates this in the East African countries is that a significant amount of 

customer transactions are not the customers navigating the service on their phones. 
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Instead the customers walk to an agent and tell them that they want to send money to a 

specific person and then hand the agent their phone. In many cases the customers do not 

even press the PIN themselves; they rather tell the agent the PIN-code and let them 

complete the whole process. (Levin, 2014; Leishman, 2014). There could be two reasons 

behind the customers’ behavior of handing the phone to the agent and letting him/her do 

all the work.  First, the reason could be that the users lack knowledge on how they should 

use the service. It also could be that the service itself is difficult to understand and that the 

process of using and navigating is not easy enough. (Levin, 2014; Morawczynski, 2014) 

 

Users who do not have enough knowledge 

Lack of knowledge means that the customers have not achieved the right amount of 

education that is needed to be fully confident on how to use the financial services on their 

mobile phone.  

 

The reason behind the lack of knowledge that several customers face could be linked to the 

commission structure that has been discussed earlier. As in the case of the group of 

registered users who does not ‘feel’ a need, the agents might not get enough incentives and 

therefore not willing to educate the customer in a pedagogical way about the processes of 

using the service (Leishman, 2014; Sjöblom, 2014; Joyce, 2014). The problem is also that 

educating a customer is not a one-time occurrence, the customers need to be assisted and 

educated numerous times until the service is fully understood (Zouaoui, 2014). 

 

Cases have for example shown that targeted customers have a hard time to understand 

some of the basics of financial services, such as what the functionality of a PIN-code. A 

survey conducted by McKinsey (2014b) showed that around 75 percent of a MNOs voice 

subscriber base is aware of MM services, but only 38 percent of the respondents were able 

to explain the service (Zouaoui, 2014). Levin (2014) points out the same problem with 

saying that many registered users are aware about the services because of all the 

marketing that has been done, but that they sometimes have no idea of how to use it. 

 

Users who perceive difficulties to use the service 

When it comes to the ease of use of the service the main problem is that the service itself 

could be difficult to navigate. If the service is not easily navigated and intuitive enough, the 

service will most probably not be long-lived since few users would be willing to put down 

the effort to learn the processes unless it provides a great value. 

 

As the smartphone penetration is still low in the East African countries, most of the 

services only provide a text based interface that lacks the intuitiveness that a smartphone 

interface with icons and other symbols have. One specific case that is interesting is the PIN-

reset. As previously discussed, it is common for customers to provide the PIN to the agent, 

but once they have transacted they become aware that they must reset the PIN because of 

security reasons. However, resetting the PIN has proven to be difficult to perform for some 

customers. It is sometimes difficult to find where the PIN-reset could be done as it is 
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hidden behind several levels of menu categories and therefore not being easily accessible 

for those who want to change. (Loncaric, 2014; Morawczynski, 2014) 

 

One group of people who have a hard time with the ease of use is the illiterate. They are in 

the eyes of many those who would benefit the most from MM, as the majority of them are 

financial excluded. The illiterate and those who have low literacy cannot easily understand 

the processes, as the platforms are text based (Levin, 2014). Morawczynski (2014) 

mentioned that the services are far from intuitive but that customer accepts the system 

because they are in need of the services. Even though the customers are able to conduct 

transactions with the service, the ease of use could hamper them from using the service 

more regularly. 

 

5.1.3 Users feel a need but hampered by tangible and intangible 

factors 

Even if a registered user of a MM service feel a need and have sufficient knowledge about 

the service both regarding how it can be useful for them and how they use the service, they 

can still be inactive users. This category and segment of registered users are addressed by 

registered users who feel a need but are in some way hampered from using the service due 

to tangible and intangible factors. The identified tangible factors are agent proximity and 

agent liquidity, whereas the identified intangible factor is lack of trust. 

 

Users who perceive agent proximity as an issues 

Agent proximity refers to the geographic location of agents and the agent density of a 

specific area and region. It has been found that many registered users do not use the MM 

service because of lack of agents close to them (Morawczynski, 2014). Agent proximity is a 

problem for increased usage in mainly the rural areas than in the urban areas. 

 

The reason behind agent proximity issues is because it is hard to reach a critical mass in 

rural areas, resulting in that agents are unable to make profit from MM services since early 

adopters of MM can often be found in the cities. The population density in rural areas is 

lower, meaning that the distance between agent outlets will be greater compared to in 

urban areas since the number of agents needs to be in balance with the existing revenue 

pool in the region. There are also higher costs for agents in the rural areas due to cash 

management since agents will need to transport cash to and from urban areas in order to 

balance their e-float account with cash. An important factor to consider related to agent 

proximity is also that not everyone can become an agent. Several MNOs require prospect 

agents to own a SME, have a number of outlets and initial working capital for investment. 

These requirements are particularly hard for potential agents in the rural areas to fulfill; it 

can therefore in many cases be more difficult to recruit agents in rural settings. (Leishman, 

2014; Morawczynski, 2014; Njeru, 2014) 
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Users who perceive agent liquidity as an issue 

Agent liquidity refers to how much cash and e-float an agent have at hand. The problem 

with agent liquidity that has been found is that agents at times does not have sufficient cash 

or e-float for the customer to make a transaction by cashing in or cashing out, resulting in 

hampering their use (Leishman, 2014). 

 

The underlying reasons for the agent liquidity problem are tightly connected to the 

problem of agent proximity. As mentioned above, the costs for agents are higher in the 

rural areas. For agents, who have a short term profit mentality, it is therefore more 

convenient to operate his/hers own SME and generate profit instead of making costly trips 

when they are low on either e-float or cash. In the rural areas, the volume of transactions is 

generally lower resulting in a small revenue pool for agents in the area. It can in some cases 

not be profitable for agents to include MM in their SME business and thus difficult to 

motivate them to maintain a sufficient liquidity of MM when the working capital could be 

used for alternative business that would generate more profit for the agents (Joyce, 2014; 

Morawczynski, 2014; Zouaoui, 2014) 

 

Users who feel a lack of trust 

Lack of trust refers to the service being viewed as not reliable by the customer and the 

cause of this mistrust can be of many different reasons, both tangible and intangible factors 

(Maurer, 2014). The customers are not solely hampered from usage due to one of these 

factors, but it can be a combination of several. MM concerns the management of money and 

prior to the usage of the service; the customers are careful, skeptical and mistrustful. Any 

complications or uncertainties when using the service increase the mistrust. 

(Morawczynski, 2014; Mirzoyants, 2014) 

 

There are many examples of cases leading to lack of trust for the service reliability, where 

one is the problem of agent liquidity. The customer expects to be able to cash-in/cash-out 

when visiting an agent, but when the customer is unable to do so due to lack of agent 

liquidity the perceived reliability of the service decreases. Another example is the frequent 

connectivity problems and system shutdowns in East Africa, which increases the risk for 

failed transactions of the user. A lot of the systems have down time and the customer gets 

upset since they cannot access the money through either withdrawals or deposits. There 

are also high risks for fraud with MM and currently many scams present creating high level 

of mistrust. (Morawczynski, 2014; Mirzoyants, 2014) 

 

5.2 Strategies used by mobile money providers  

Following the identification of reasons behind low usage of MM, there are different 

strategies that have the potential of resolving and addressing a number of them. The 

identified strategies are both already established strategies and new strategies that just 

have or are being implemented by MNOs in East Africa. In order to understand the 

strategies, they can be divided into three different stages that explain how it is set up for 

the first time. The different stages are planning, execution and running. The strategies are 
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thoroughly explained and outlined using this three-stage categorization in order to 

understand how the strategy is set up and to identify what activities that are needed for 

implementation.  

 

The way that the strategies are categorized can be seen in figure 10 below. 

 

 

Figure 10. Categorization of the different strategies 

5.2.1 Marketing strategies  

Marketing strategies is the category of strategies that in some way concerns direct 

marketing of the service to the users of MM. It includes the strategies call-center and town-

by-town sprints. 

 

5.2.1.1 Call-center  

The call-center is an entity within the MNO that handles customer inquiries regarding all 

the MNOs services. It is perceived as the first line of support for customers and agents, and 

exists in order to improve the accessibility of the MNO with the aim to provide help and 

assistance to customers of the MNOs in order to enable them to seamlessly use the MNOs 

services. 

 

A call-center can have an inbound team and an outbound team. The inbound call-center 

team is operated by receiving calls initiated by customers. The advisors often have a time 

limit for every inquiry coming in. Outbound calls are initiated by the call-center advisors 

and usually do not have any time restriction for their calls to the customers. Issues handled 

by the inbound team vary and ranges from knowledge issues to technical issues. Specific 

inquiries can be for instance blocked PIN-codes that needs to be unblocked or fraud issues 

for where the customer have in some way been deceived. There are also cases for MM 

where the users have sent money to the wrong number. All these issues can be handled 

through the advisors. (Katimbo, 2014) 

 

The outbound team performs awareness, activation and feedback campaigns. The 

databases within the call-center enables advisors to identify the activity of users and the 

advisors can thus call customers for different purposes. One of the campaigns can be to 

make welcome calls to newly registered users in order to educate them about MM and the 

use cases, and show appreciation of them signing up for the service. Campaigns targeting 
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lapsed customers can also be made in order to re-activate them and re-engage them, and 

receive feedback on the service to why the customers are not using the service actively. 

(Katimbo, 2014) 

 

The process of setting up a call-center for MM can be outlined through the following flow 

chart with different stages (see figure 11 below).   

 

Figure 11. Process of planning, executing and running a call-center strategy 

 

Market research and internal research  

The first activity is market and internal research. The aim is to estimate and forecast the 

demand and call volumes of the call-center based on the desired service standards. A 

market research will be conducted in order to understand the demands of the addressable 

market of MM, and for the MNO to predetermine the likely number of calls that will come 

through. The MNO will also benchmark the MM call volumes to the internal existing GSM 

call volumes in order to draw parallels. The internal research also includes evaluating the 

internal system and its capacity for operating an additional MM call-line versus the set 

service standards. (Katimbo, 2014) 

 

Business processes 

After the market and internal research, the business processes are initiated. This includes 

organizing the project team that is responsible for setting up this project, developing a 

project plan and also deciding upon other operational structures of the call-center. The 

service standards and the predicted call volumes will be reviewed in order to determine for 

instance the number of call-center advisors needed, what resources that are needed in 

terms of infrastructure and duration of the calls. The MNO can also determine the call-

center’s hours of operation and headcount for being able to meet the demand. The service 

provider also needs to determine the organizational structure of the call-center. Decisions 

regarding if the company should have a dedicated MM team within the call-center or if the 

entire call-center should be able to provide assistance in MM issues, if there should be both 

an inbound and an outbound MM team, what facility requirements that are needed, and 

what type of team structure that should be implemented need to be made. (Katimbo, 2014) 

 

In the case of MTN Uganda, their call-center has a dedicated MM team that is solely 

assisting customers with MM issues. This team is further divided into an inbound and an 

outbound team. The inbound MM team has around 5 times more advisors than the 

outbound team, which is necessary due to the high volume of inbound calls. The teams are 

structured of a team leader managing a team of 15 advisors, and the entire call-center 
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organization is then supported by a quality assurance team that oversees the overall 

quality of the call-center. MTN Uganda has a 24-hour operating call-center unit and they 

utilize the existing infrastructure from their GSM call-center for setting up their MM call-

center team. (Katimbo, 2014) 

 

Recruitment of advisors 

The following step is the recruitment of the advisors. It is important to consider and be able 

to convey the values of the MM call-center when recruiting advisors. MM is a more complex 

service compared to the GSM services that MNOs have traditionally been used to handle as 

it regards financial management and the candidates for the advisor role would ideally have 

previous experience, and be able to serve customers with distinction. Recruiting the right 

people is therefore vital for the success of the call-center. (Katimbo, 2014) 

 

When MTN Uganda set up their MM call-center unit, they promoted advisors from the GSM 

side to work with MM. They segmented their advisors to high-value advisors (or high 

quality advisors) that had good results and performance from handling GSM inquiries and 

promoted them to handle MM inquiries. MTN Uganda recognized that the MM inquiries 

would require advisors to be able to handling pressure and have in-depth knowledge of 

handling financial transactions for which if not well executed, customers’ emotions might 

be irrational. The advisors needed to have experience, be quick to learn and understand the 

customer in a way that people from the outside and new recruits would not be able to do. 

(Katimbo, 2014) 

 

Training 

The main reason of having a call-center is to assist customers, in order to do that in an 

efficient way there is a need to train the advisors. The advisors are expected to know the 

MM service from inside out, it is thus important that the MM provider put effort into 

designing and organizing the training. The focus during this stage of the strategy is to look 

at what to educate the advisors on, how to educate them and also how to assure that they 

are ready. One thing that the provider must consider is to balance the time spent on 

learning the system versus developing the soft skills that are necessary. As in the case of 

MTN Uganda, the focus is balanced between system knowledge of the MM service and the 

soft skills required to handle customers. (Katimbo, 2014) 

 

The training can according to Katimbo (2014) easily be divided into three phases. The first 

phase is service excellence training, meaning that the advisors are trained to provide the 

adequate service in terms of soft skills for the customers. The second part is about ensuring 

that the system is clearly understood by the advisors, that they have complete knowledge 

about the expectations that MM customers have and to be able to handle the MM customers 

in an efficient way. At this point it is necessary that they have access to the system and that 

they are taken through rigorous training sessions on the different topics that could arise 

when interacting with a customer. The third phase is practical training of new recruits by 

simulating calls and ‘shadowing’. ‘Shadowing’ mean that newly recruited advisors shadows 
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an experienced advisor at the call-center; listening while he/she is serving customers for a 

day or two and then reverse the positions.  The newly recruited advisors are at this point 

evaluated by the experienced one and those who are good enough will be activated and 

those who did not get good scores will have to be re-trained to close the knowledge gaps 

that were identified. 

 

Marketing 

After the call-center team has been trained and educated to a satisfactory level and allowed 

to handle real calls from customers, marketing needs to be done in order to launch the call-

center. The marketing activities are there to ensure that the different stakeholders in the 

MM industry are informed about the launch and existence of the call-center, and that it is 

available for providing them with assistance. The different stakeholders include the 

customers, the agents, the merchants and the super agents who all will have inquiries that 

can be resolved by the call-center advisors. The marketing channels used are often both 

ATL and BTL marketing since the MNO wants the information to reach as many as possible 

and the mass market, as well as to specific targets groups such as merchants, agents and 

super agents who might have their own call-line for inquiries. (Katimbo, 2014) 

 

Monitoring 

The call-center is one of the few touch points that has the potential of contributing with 

insightful data for the MM providers. Service providers should ensure that a rigid system to 

collect data is available, advisors keep their knowledge base up to date and that advisors 

are constantly motivated. (Katimbo, 2014) 

 

When it comes to collecting data, the standard for call-centers is logging each and every 

outbound or inbound call. A MM provider should know how to collect the data and what 

kind of data that will be collected. MTN Uganda has a system and processes for this; the 

advisors should according to Katimbo (2014) in the beginning of a call collect necessary 

data for segmentation reasons. In the end, the advisor should also log whether they 

managed to assist the customer or not and how they managed to do so.  

 

The knowledge of the advisors will have to be monitored continuously, as new services 

from the MM provider can be launched and new knowledge gaps can emerge. Service 

providers need to have a system for identifying when knowledge gaps occur and a 

structure on how to train the advisors. Monitoring tools that record calls are something 

that is quite common in the industry according to Katimbo (2014). To identify the areas of 

improvement, MTN Uganda uses quality assurance coordinators that on a regular basis 

listen to a sample of calls. The reports will be shared with the team leader of the advisors 

that can start to mentor and coach the call-center advisors based on the needs that are 

found. This is a recurring process that is done regularly. Furthermore, MTN Uganda also 

has feedback sessions once or twice a week to make sure that the advisors are reminded 

about the skills and knowledge that is needed. They also have Q&A tests that either focus 
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on a new services or FAQs that have been identified from evaluating the calls. The Q&A 

tests are usually done once in a month (Katimbo, 2014). 

 

One of the most important things to do when having a call-center is to motivate the 

advisors. The team leader should regularly motivate and provide feedback on the advisors’ 

performance. He/she should clarify the expectations in order to ensure that the advisors 

put effort into their work. According to Katimbo (2014) the team engagement meetings 

does not need to be very time consuming, but should be done every day as this will help the 

team to be motivated. MTN Uganda does around 15 minutes of team engagement meetings 

every morning before the calls are handled. 

 

Figure 12 below summarizes the process of setting up a MM call-center, identifies the key 

activities and provides operational examples from MTN Uganda for each key activity. 

Figure 12. Processes, key activities and examples from MM providers on the call-center 

strategy 
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5.2.1.2 Town-by-town sprints  

In markets such as East Africa, BTL marketing strategies are of great importance to drive 

awareness of products and services in the market, both in urban settings and in rural 

settings. BTL strategies have also been found to be effective when marketing MM services. 

One of these strategies is so called town-by-town sprints. Town-by-town sprints, that can 

include community events, street-to-street education or road shows, consists of foot 

soldiers or free lancers moving around between different cities and villages in an area 

promoting a specific campaign, product or service. Several MM providers use town-by-

town sprints as their main way of engaging customers on the ground. (Zouaoui, 2014; 

Waiswa, 2014) 

 

In many cases the activity is outsourced to a BTL agency whose core business is to conduct 

town-by-town marketing activities. The town-by-town sprints are often conducted in such 

a way that a number of freelancers move around in branded vans to different areas. They 

create a hype for the activity by having entertainment in the form of dancers and music on 

the vans, and attract the locals to gather around to see what the activity is all about. The 

freelancers will promote a current campaign or a new service of the MM provider by 

handing out giveaways, flyers and educate the customers about the campaign or service. 

The town-by-town sprints usually spend one day in one city or village before moving on to 

the next one on the planned route. Another town-by-town sprint activity can also be 

visiting a specific community in a city or village in order to promote and create awareness 

for MM. Communities might be women’s community, schools, and churches. (Zouaoui, 

2014; Mutahaba, 2014) 

 

The process of setting up a town-by-town sprints marketing for MM can be outlined as a 

flow chart with different stages (see figure 13 below). The three main stages are the same 

for roadshows, community events or street-by-street education. 

Figure 13. Process of planning, executing and running a town-by-town sprint strategy 
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the product owner and the marketing director will agree upon the marketing methods 

where one might be town-by-town sprints in terms of roadshows. (Mutahaba, 2014) 

 

Market research 

When the roadshow has been decided, the second activity is to do a market research in 

order to understand what geographic area that should be targeted for the marketing. The 

roadshows are not a permanent activity for the MM provider but are conducted in terms of 

need, and therefore regions and areas for the activity need to be determined. Data such as 

internal information of uptake, number of customers in a region or a broader market 

analysis of competitors are needed in order to make a good decision about the location. 

The MM provider will choose an area that the marketing strategy will have a great and 

sustainable impact on. (Mutahaba, 2014) 

 

Project plan 

The following activity is to develop a project plan in order to fully initiate the project and 

understand the required stages in order to execute the strategy. According to Mutahaba 

(2014), Airtel Tanzania will develop a project plan that specify the aim of the strategy, what 

the MNO want and are expecting in form of operations, what the BTL agency is supposed to 

do in the area, what materials that are necessary for executing the strategy, the time frame, 

the number of towns and villages that are going to be visited, the route of the road show, 

and also predetermine the targets, goals and KPIs for the BTL agency and free lancers, and 

the commission structure. All of these mentioned factors needs to be determined by the 

MNO internally before contacting prospect BTL agencies and form partnerships.  

 

Partnering 

When entering the partnering stage the provider should know the processes that are 

needed to find the right BTL agency. The process could be structured in numerous different 

ways, the details can vary quite a bit depending on what kind of town-by-town sprint the 

MM provider considers to do, but are generally similar to the process that Airtel Tanzania 

use. Mutahaba (2014) proposes a three-stage process that could be applied to most cases. 

First, there is a need to invite a number of agencies and brief them about what that should 

be done and how it should be done. It is basically about providing them with enough 

information so that they could develop and design their own plan on how the strategy 

should be executed. Next, the agencies will need to put together a proposal and present it 

for the team that is in charge of deciding the right agency. The proposal usually consists of 

the specifics of the execution and the costs of it. Lastly, the agencies are evaluated, the one 

that has provided the best execution plan in combination with the costs associated with it 

will be chosen as the partner. 

 

One thing that is worth mentioning is that the provider should be sure about what teams 

that will be part of the processes. A marketing team is definitely needed during the process, 

but the initial contact with the agencies can be done by other teams, Mutahaba (2014) 

mentions for example that Airtel Tanzania use a Supply Chain team for this. 
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Training 

After deciding which agency to go with, the final briefing with that agency and a signed 

agreement there is a need to train the agency as they most probably do not have sufficient 

knowledge about the service that they are going to work with. The majority of the MM 

providers already have a training team; that educates those who interact with MM 

customers and assures that those people have the right level of knowledge to help 

customers. (Mutahaba, 2014) 

 

The training team can be structured in many different ways and can either be in-house or 

outsourced. Airtel Tanzania has for example outsourced their training to another company 

but has provided them space in the office (Mutahaba, 2014). Independent on whether 

having it outsourced or in-house, the training team will need to train the agency about the 

technical aspects that are needed and the selling techniques that could be used. The time 

spent on this could vary depending on the prior knowledge of the agency and the size of the 

project. It is a standard to do whole day training sessions according to Mutahaba (2014). 

Once the trainers find that the agency has sufficient knowledge they will be given an 

approval to conduct the town-by-town sprints. 

 

Monitoring 

When the strategy is up and running the MM provider will monitor the performance of the 

agency and the impact that the strategy has on the chosen geographic area. Earlier, the MM 

provider has in the project plan determined measurable KPIs that will be closely monitored 

during the running of the strategy. For Airtel Tanzania, the BTL agency will send daily 

reports back to the MM provider with updates and briefing about the progress of the 

activity, outlining the problems encountered during the events and how they have been 

resolved. Other means of monitoring for Airtel Tanzania is to have onsite observations and 

evaluations made by territory managers. When a town-by-town sprint has been decided, 

information will go out to the territories and areas for where the marketing strategy will 

take place and invite sales representatives and area managers to evaluate the agency. This 

way of monitoring will ensure that the agencies are actually doing the work that has been 

agreed upon and it will also help to evaluate if the agencies have the right knowledge and 

competencies for conducting this strategy. If the observers perceive that the BTL agents are 

lacking in technical knowledge, refresher trainings will be suggested and the agents in 

question will be invited for them. (Mutahaba, 2014) 

 

A summary of the processes for setting up town-by-town sprints is shown in figure 14. It 

also identifies the key activities and provides operational examples from Airtel Tanzania 

for each key activity. 
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Figure 14. Processes, key activities and examples from MM providers on the town-by-town 

sprint strategy 
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supermarkets. (Njeru, 2014) 

 

Process Key Activities Example 

• Determine campaign that is 
going to be promoted and 
how 

Planning 

phase 

Execution  

& running 

phase 

• Gather data about different 
regions 

• Investigate potential routes 
 

• Determine the project plan 

• Evaluate partners 
• Establish partnership with 

BTL agency 

• Educate agency about the 
service and selling 
techniques 

• Monitor the performance of 
the agency 

• Develop campaign 
concept 

• Provide cost estimates 
• Present business case 

 

 

• Decide on time-frame 
• Establish the aim of 

the strategy 
• Set up KPIs 

• Invite and inform 
agencies  

• Request proposals 

• Whole day training 
sessions 

• Daily reports from 
agency 

• On-site observations 

Internal research 

Market research 

Project plan 

Partnerships 

Training 

Monitoring 



36 

 

Agents are free to go to whichever super agent they prefer and are not aligned to a specific 

super agent. The exchange rates with the super agents are system generic and thus the 

same for any of the super agents. The agents are also provided with information of where 

the super agents can be found. (Njeru, 2014) 

 

The process of setting up the super agent strategy can be comprehended through figure 15 

below that illustrates the different stages. The strategy can either be in-house or 

outsourced, but the three main stages remain the same in either case. 

Figure 15. Process of planning, executing and running a super agent strategy 

 

Business case 

Business case is the first activity that the MNO conducts for the super agent strategy and 

the purpose is to determine the advantages and disadvantages of the strategy. A market 

research is conducted in order to understand how the market looks like, what the current 

state of the market is, who the target customers are and what the existing services are like. 

When performing a market research it is of importance to understand the different settings 

in the region such as urban, semi-urban and rural, since the needs and dynamics differ. The 

market research needs to be able to cover the entire market, including the different 

settings. In urban areas, many users carry cash, the agents thus need to be able to provide 

e-float, resulting in the super agent being expected to have e-float on hand to help the agent 

balance their float accounts. The situation is reversed in the rural areas since many 

customers receive e-float from family and relatives in the city, and therefore wants to take 

out cash. The agents and the super agents are thus expected to be able to provide cash. 

(Njeru, 2014) 

 

The business case is founded on the findings from the market research and details the 

reasons for initiating the project of establishing the super agent network. The business case 

outlines how the network would affect all stakeholder groups in the industry and what 

benefits the MNO can retrieve from the strategy. In addition to this, a project leader is 

appointed, who will be responsible for the following procedures of the project. (Rato, 

2014) 

 

Business processes 

The activities following the business case are about determining the operational processes 

needed in order to execute the strategy. The project leader will therefore organize the 

teams and work force involved in enabling the strategy. For Vodacom Tanzania, this means 

that a project team for the super agent strategy is recruited and corporate account 

managers are briefed about the project. The project team formulates a project plan, 
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corporate account managers will need to be chosen to contact the potential partners and 

human resources will need to be allocated in order to do field work. Potential super agents 

are also identified through market research and segmented into high-value super agents 

and low-value super agents, mostly depending on the number of operation branches the 

super agents have. (Rato, 2014; Njeru, 2014) 

 

Targeting 

Targeting is when the MM provider starts to contact potential super agents in order to 

establish partnerships. The recruitment is a two-way process where the corporate account 

managers will approach potential partners for super agents and potential super agents can 

contact the MM provider directly, show their interest and apply for the super agent 

partnership. The prospects need to pass an evaluation requiring different documents such 

as bank statements and certificates before they can be given the role of super agents (Rato, 

2014; Njeru, 2014). Njeru (2014) mentioned that Top Image as a BTL agency cannot 

directly recruit super agents and that all the recruitments are handled by the MNO. This 

activity is repetitive and continuous as MNOs are constantly searching for new super agent 

partnerships. 

 

Training 

When the super agent has been approved, they need to be trained in the area of handling 

cash and float, how to fill in the transaction books and so forth. Njeru (2014) gives an 

example on how training is conducted at a bank and since the bank have busy working 

hours, the training is usually scheduled to before business hours or a time when it is not so 

busy. The effective training time for a bank for instance is usually two hours maybe for 

three days if the service is totally new. In addition to the bank tellers, the trainers also need 

to train the branch manager and the operations manager. There will be a lot of 

interruptions during the trainings since the bank employees will have business to attend 

to. Q&A forums are included in the training program and trainers also have the possibility 

to add an exam in the end of the training sessions to assess the knowledge of those being 

trained and educated.   

 

Marketing 

The system will be live as the TILLs are active and there is one important stage that needs 

to be addressed: the marketing stage. This is when a team, outsourced or in-house, starts to 

brand the banks. Branding of a super agent is different from branding an agent as the 

provider now interacts with banks and other corporations that have their own marketing 

material and branding guidelines. It is thus important that discussions have been held 

about what kind of marketing that is possible at the super agent and to what extent the 

teller desks, teller itself and the building could be branded with the MM providers 

marketing material (Njeru, 2014). Njeru (2014) describes that banks usually have around 

ten teller desks but that only one will be dedicated for super agent purposes. He also 

mentions that certain POS branding, such as stickers, can be used and that the bank wants 

to maintain its own image and brand. The MM provider must hence come up with smart 
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branding that does not conflict the bank’s brand image. The way to decide on the branding 

is usually done through a negotiation process where representatives from the MM provider 

and banks discuss this matter together. 

 

Once the TILLs are active and the branding material has been set up, the agents must be 

informed about the super agents that now can be visited. This process is something that 

should be done continuously as new agents will be added to the provider’s agent pool. The 

marketing that needs to be done could be very simple depending on how you want to 

approach the agents. Njeru (2014) gives an example that the agents are provided booklets 

or leaflets that lists where super agents can be found and what rates they charge. Vodacom 

Tanzania does however not provide physical marketing material to inform their agents 

about super agents, but conduct other BTL marketing such as by SMS and email (Rato, 

2014). 

 

The super agents usually have the same rates but one can discover cases where some super 

agents strategically chose to lower their rate, sometime even halving it. The agents are free 

to go to whichever super agent they prefer. Resulting in that the agent will most probably 

go to a super agent depending on proximity, service and the rates that are charged. In rural 

areas, there might only be one financial institution as a super agent, leading to the agents 

not having other alternatives. But in the case of a city, agents can find several banks and 

cash in or cash out wherever they wish. (Njeru, 2014) 

 

Monitoring 

Parallel with marketing to agents, super agents should be monitored during the running 

phase. This activity is basically about keeping an eye on how the super agent is doing in 

terms of availability, branding and float management. The MM provider should also know 

how and how often to monitor super agents. Njeru (2014) concludes that there is not much 

that needs to be monitored. The MM provider should let the super agents do their business, 

keep in touch and visit them occasionally, maybe once in a month. It should therefore be 

more of a check-up to see if they have any issues and not take more than 10-15 minutes.  

 

During the physical meetings various things should be checked, depending on what the 

provider needs to know or monitor. For example there might be a need to check if there are 

enough transaction books, collect books that are filled up, ensure that contact information 

for assistance are there and that the super agents have enough material. If there are new 

employees at the super agent the MM provider needs to train them on how things work. 

The books that are filled up must later be sent to a warehouse because of regulatory 

reasons. (Njeru, 2014) 

 

Figure 16 below summarizes the process of setting up a super agent network, identifies the 

key activities and provides operational examples from Top Image Kenya and Vodacom 

Tanzania for each key activity. 
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Figure 16. Processes, key activities and examples from MM providers on the super agent 

strategy 

 

5.2.2.2 ATMs coupled to the service  

ATMs that are coupled with the MM service offer cardless transactions of cash withdrawals. 

The aim and purpose with this type of collaboration is that ATMs are able to complement 

the agents. In contrast to the agents, ATMs can provide the service of money withdrawals 

at any given time. The ATMs are also a substitute for the agents in the cases where the 

agents do not have enough cash on hand. Coupling ATMs with MM gives the service a 

broader geographic availability since the ATMs are spread heavily across areas and 

regions, and thus increases the proximity of cardless transactions. (Nabunya, 2014) 

 

MM services through ATMs are conducted in such a way that the ATMs menu has a cardless 

transaction option. The MM user will be through the menu of his/her cell phone request a 

one-time code for which he/she will input into the ATM. A confirmation will then be sent 

and the money will be able to be withdrawn. (Nabunya, 2014) 
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The process of setting up the ATM strategy can be visualized through the following flow 

chart with different stages (see figure 17 below).  

Figure 17. Process of planning, executing and running an ATM strategy 

 

Business case 

Similarly to the super agent strategy, a business case is the first activity that the MM 

provider conducts. The business case is formulated and developed on findings from market 

research about the current state of the MM market and details the advantages and reasons 

for initiating the project of establishing the ATM strategy. As mentioned for the super agent 

strategy, the business case aims to outline and explain how the ATM strategy would affect 

all stakeholder groups involved and the benefits the MM provider can gain by pursuing the 

strategy. A project leader that will be responsible for the initiation and running of the 

project will also be determined. (Nabunya, 2014) 

 

Partnership 

Partnerships need to be established between the MM provider and banks in order to 

enforce this strategy. As with the super agents, there is a two-way communication channel 

with the MM provider approaching banks and the banks approaching the MM provider. The 

MM provider will have corporate account managers that are in charge of all contacts with 

businesses and companies such as banks. These account managers will contact banks and 

pitch the advantages that the bank can receive through this collaboration in terms of 

benefits and profits. In the same way, the bank representatives will approach the MM 

provider’s sales team for initialization of an ATM strategy. (Nabunya, 2014) 

 

Business processes 

The next activity is business processes that are the operational processes within the MNO 

and the partner bank. The first task is to formulate and produce a project plan. For MTN 

Uganda, the Operations department determines the project plan and they take on the role 

of project coordinators. The project plan aims to highlight all the activities that are needed 

to be done from the initiation to the completion of the strategy, and contain specifics in 

terms of different technical testing, agreements, marketing plans etc. (Nabunya, 2014) 

 

After the project plan, a project kick off meeting will take place so all relevant parties are 

on board. Moreover, investigations of the technical aspects of having ATMs coupled with 

MM service are made. The bank drafts a technical document specifying the proposed 

integration between the bank’s and the service provider’s system which the MM provider 

assesses. The technical document will most likely be revised since questions and changes 

might arise. Once the MM provider has accepted a proposed integration, the next step is to 
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decide on the flows of the menu and how the interaction with the mobile phone should be, 

this is documented in a User Requirement Specification document (URS). MM provider will 

be proposing a User Requirement Specification (URS) document for the bank that for 

example includes the flow of transactions from the point when a customer starts using the 

ATM to the point of withdrawing money from the ATM. The IT team will be using this 

document as guidance when they are doing the technical developments, integrations and 

configurations of the ATM and MM joint system. (Nabunya, 2014) 

 

After the URS document have been agreed upon and accepted internally by the MNO and 

the bank, the different functions within the organizations will start doing their assignment 

specified in the project plan. All the different departments work in parallel and according to 

Nabunya (2014), the departments involved for MTN Uganda are Marketing, Training team, 

Legal, Business Risk Management and Finance. The Finance and Legal teams are involved 

with drafting the final agreements, while the Business Risk Management department will 

have to make sure that the work are aligned and within the guidelines issued by the central 

bank.  

 

The Marketing department develops a route to market and a marketing plan that specifies 

the launch plan, launch date of the service, what marketing channels that will be utilized to 

create awareness of the service, marketing materials needed, budget for the plan and time 

frame. The Training team will produce a training document specifying the plan and details 

about the trainings that needs to be conducted internally with the new service launch of 

ATMs. The training will involve different departments of the MNO organization and the 

Training team will need to ensure that the training will provide the necessary knowledge 

about the service in order to be able to serve the users satisfactory when the service goes 

live. (Nabunya, 2014) 

 

Technology development 

When the systems have been fully integrated and working, it is time for testing the 

different aspects of the new platform. System Integration Tests (SITs) are done by the IT-

teams, User Acceptance Tests (UATs) by a cross functional team that possess great 

knowledge about the customers and finally also System Acceptance Tests (SATs) by 

various employees within the MM organization. These tests will ensure that the integration 

is fully working, the flows being logical from a customer perspective and also that the 

complete system satisfies all the specified requirements. (Nabunya, 2014) 

 

Once the tests and the agreement between the bank and the service provider is signed off, 

the service can go live with a pilot. That means that the service will only be available for a 

certain group of people through a test platform. For MTN Uganda this means that the staff 

will be encouraged to go to ATMs and withdraw money (Nabunya, 2014). It is important 

for the provider to test it again when it is live as a service might be different live versus 

when it was tested in the earlier phases. The pilot then ends when everything is working as 

expected. 
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Training 

Before having the service live for the masses the MM provider should consider training the 

different sections within the organization just to make sure that they are aware of the 

product and most importantly are able to handle customers’ questions efficiently when 

needed. The common way to do this is having a training team. The Training team must first 

be trained by people that have been a part of the planning processes, so that they later can 

continue with educating the different sections of the organization about the new service. 

The MM providers must during this phase consider how they should train and what part of 

the organization that needs detailed education versus those who just needs to be aware of 

the new additions. In the case of MTN Uganda, the customer service, the call-centers and 

the MM team must be informed so that they know every detail about the new way of 

cashing out. (Nabunya, 2014) 

 

Marketing 

It is just before the marketing activities that the service goes live and in order to build 

awareness there is a need to go ATL to inform customers about the service and what the 

benefits are. It is also important to brand the ATMs according to the earlier agreements 

with the banks. This could include co-branding; usually posters and signs are installed to 

inform the customer that he/she can withdraw cash from a MM account at the ATM. To be 

able to drive activity and awareness the service provider must now consider what 

marketing strategies that should be used, to what extent and for how long. In conjunction 

with having a fully-fledge launch where all stakeholders are invited, MTN Uganda also did 

radio commercials and distribution of flyers that explains how the product works. It is also 

common to target the registered users through SMS providing them with the information 

about where they can find an ATM. (Nabunya, 2014) 

 

Monitoring 

Management of the ATMs is not something that the MM service provider should include in 

their work; it is more the banks responsibility to ensure that the ATMs are working and 

that money always can be withdrawn. The service provider should instead set up channels 

where the customers can get help with ATM-related problems, it is usually the MNO which 

assists the customers even though the bank was contacted first. To be able to solve the 

problems efficiently it is beneficial to have clear guidelines on how to solve the most 

frequent problems. One such is the case when the customers’ mention that they have not 

received money and that they have been debited. MTN Uganda’s call-center has a structure 

that needs to be followed when it comes to this. It involves checking whether a one-time 

code was requested, if the users was debited and lastly check with the bank about the 

balance of that particular ATM. If the customer still insists that he/she did not receive any 

money, CCTV footage will be used. These problems will however usually be solved in an 

early phase by itself as automatic systems for reversing transactions are implemented. 

(Nabunya, 2014) 
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A summary of the process of setting up ATMs coupled with MM can be seen in figure 18 

below. It also identifies the key activities and provides operational examples from MTN 

Uganda for each key activity. 

 

 

Figure 18. Processes, key activities and examples from mobile money providers on the ATM 

strategy 

 

5.2.3 Product offering and development strategies 
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5.2.3.1 Launching merchant payments 

The MNOs are constantly searching for new use cases through for example investigating 

how cash can be replaced by MM. Some MNOs has seen that customers have been paying 

for goods and services using P2P transfers with the merchants, after discovering this they 

initialized the launching of merchant payment services (Lopokoiyit, 2014). Merchant 

payments are an additional service of MM aiming to enable customers to pay for goods and 

services provided by merchants through MM. 

 

The merchant payments are done in such a way that all the cashiers in a store have the 

same TILL-number for which the customer will send the payment to. The customer goes 

through a three-step process of first entering the store’s TILL-number, the amount that is 

going to be paid and then the PIN-code. When the customer press send, he/she will get a 

payment notification and confirmation, the cashier will then get one too either through a 

phone (for smaller shops) or through their integrated cashier system (for larger 

supermarkets). (Lopokoiyit, 2014) 

 

The process of launching merchant payments can be seen in figure 19 below as a flow with 

different stages. Technology development and business processes are for this strategy 

running parallel to each other since they are both vital and needed to be completed prior to 

targeting the merchants.  

Figure 19. Process of planning, executing and running merchant payment strategy 

 

Market research 

A market research is conducted in order to understand the different drivers of the market 

for the merchant payment service and also to investigate the already existing solutions for 

merchant payments. A competitor’s analysis and benchmark are done and are not 

restricted to the East African geography but conducted worldwide. Different business 

models are evaluated in order to determine the best fitting business model for the own 

market (Lopokoiyit, 2014). For instance, Safaricom Kenya modeled their merchant 

payment after the ‘VISA business model’ where the merchants are being charged for using 

the service. According to Lopokoiyit (2014), Safaricom Kenya decided during the planning 

stage that the customers would not pay for utilizing their ‘Lipa na M-PESA’ merchant 

service. They therefore conducted a market analysis of how the ‘VISA model’ worked, how 

people are paying and what benefits that can be provided to the merchants. 
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Internal research 

After deciding on the business model, the second activity is to do an internal research. The 

purpose of this activity is to evaluate the internal resources and if it is possible to integrate 

the new service of merchant payments into the existing MM technical platform. The 

internal research answers questions such as if this plan is possible, feasible and if the 

system is capable of going through the additional changes required. For Safaricom Kenya, 

the M-PESA system is very inflexible and therefore requires much effort in adding new 

functionalities to the existing system. (Lopokoiyit, 2014) 

 

Technology development 

Technology development of the existing MM platform needs to be made as the merchant 

payment strategy involves the integration of the merchants’ POS into the MM providers’ 

platform. The POS system of merchants can be both for larger supermarket chains with a 

central cashier system or for mom and pop shops who only uses their mobile phones. The 

technical platform needs to be able to support both scenarios. The merchant payment 

system also needs to be integrated into the existing MM platform with development of both 

the back-end and the front-end. This activity also includes different stages of testing of the 

platform in order to identify errors and to continuously improve the technicalities. A pilot 

will also be run to determine if the service is ready to launch or not. As mentioned for the 

ATM strategy, the pilot will often be limited to a specific number of people for testing, often 

within the organization and company. (Lopokoiyit, 2014) 

 

Business processes 

Parallel to technology development, business processes that aim to organize the 

operational processes prior to the launch are taking place. It includes organizing teams and 

determining what human resources that are needed. This might also involve different 

departments of the MNO such as Legal, Finance, IT and Sales. In addition to this, an 

execution plan and clear project goals are also set. Targets are determined in order to push 

the project forward. Such targets could for example be that the MM provider is aiming to 

board a specific number of merchant each month. Segmentation of the merchants is also a 

part of the business processes. The range of merchant and their scale is broad and it is 

therefore important to categorize the merchants that the MM provider are interested in 

with regards to different factors such as turnover and location. An investigation on the 

market of all the merchants that are of interest is made and segmented into high-value 

merchants and low-value merchants. Through this, the MNO is able to determine which 

merchants that are first hand priority and on which merchant effort and time will be put. 

(Lopokoiyit, 2014) 

 

Targeting 

Once the MM provider has segmented the merchants through looking at different key 

factors, they need to focus on one of the main activities of the strategy: targeting potential 

merchants. This is when the selling process starts and the strategy gets executed. The 
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merchants that during the business processes have been identified will now need to be 

visited. (Lopokoiyit, 2014) 

 

Targeting the merchants is usually done by salespeople meeting the owner of the business 

and pitching the idea for them. One particular challenge that the salespeople of Safaricom 

Kenya faced during the targeting process was convincing the merchants about the benefits, 

this was particularly difficult with the new business model where the merchants need to 

pay (Lopokoiyit, 2014). Another very importantly aspect that must be considered is what 

resources the sales work require and if the MM provider should do the sales work in-house 

or outsource it to a third-party company like Top Image. Safaricom Kenya utilizes their 

existing airtime distribution team and sales force even for the introduction of merchant 

payment. They expanded their teams with over 100 new people, many of them trained by 

Safaricom Kenya but work for companies like Top Image (Lopokoiyit, 2014). 

 

After the boarding of merchants, the following process can be very short as it is common 

that only a couple of forms need to be filled and signed. These are for instance details about 

the payment settlement. The merchant is then provided with starter kits. (Lopokoiyit, 

2014) 

 

Approaching potential merchants is reoccurring as new high-value merchants are 

identified and targeted. It is however also common that some merchants take the initiative 

and show that they are interested about the service. The provider should thus make it easy 

for these merchants and have clear channels for this. The merchants can for example 

contact Safaricom Kenya through a SMS or call and Safaricom Kenya will send a sales 

representative to have the physical meeting with them. (Lopokoiyit, 2014) 

 

Training 

The process of training the merchants on how the system works is vital but should not take 

much time according to Lopokoiyit (2014), at least not if the merchants have used other 

MM services before. As it is mainly the customer that navigates the phone by inputting the 

TILL-number and the amount that should be paid, it should not require more than 15 

minutes in order to educate the merchants about the processes of accepting a merchant 

payment. The team that trains the merchants will mainly go through the system, do a test 

transaction, make sure that everything works fine, and provide them with the call-center 

number and booklets with important information. The training part could according to 

Lopokoiyit (2014) easily be outsourced to a third-party company.   

 

Marketing 

Having merchants is important, but it is also vital to have customers who use the service. 

Driving activity on a new service is something that should be done through different 

marketing strategies and promotions. Branding the merchant is one of the first activities 

that MM providers must do. Thereafter the MM provider must have a good mix of both ATL 

and BTL strategies and decide what kind of activities that should be used to build a hype 
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around the product. Lopokoiyit (2014) mentioned that roadshows and shout-outs on radio 

stations were things that Safaricom Kenya were doing when trying to drive activity for 

‘Lipa na M-PESA’. Not only mainstream radio stations were used, but also niched radio 

stations as the listeners of those stations represented a different segment of the customer 

base. Another successful way Safaricom Kenya used to push the product to different 

segments is through SMS targeting. It is a valuable way of getting people aware of the new 

service and to target a specific segment, such as women between a certain age span that 

could be potential users of merchant payment. 

 

A popular promotion that Safaricom Kenya has together with the supermarket chain 

Uchumi is a loyalty program where customers who use the merchant payment service get 

points. The points are later transferred to a lottery where customers have a chance to win 

prizes on a regular basis. Four cars are set to be the grand prizes during the six weeks of 

the promotion, but people win fridges and other electronic devices weekly. This kind of 

promotion not only helps to drive activity but also recruitment of new merchants and 

awareness (Lopokoiyit, 2014). More promotions like this are going to be run by Safaricom 

Kenya for other merchants; the scale of them will however vary. 

 

Monitoring 

Once the strategy is running there is also a need to monitor the existing merchants and 

evaluate their progress. The existing merchants should be evaluated on a regular basis, it is 

for example important that the provider establish good KPIs for activity and monitor the 

daily, 30-, 60- and 90-day activity to be able to identify inactive or slowing down TILLs 

(Lopokoiyit, 2014). Lopokoiyit (2014) mentions that Safaricom Kenya has a team looking 

at this through real-time data and reports. If the merchants are not active a representative 

will be sent to visit the merchant in order to understand why customers are not using the 

merchant payment service. However, every merchant cannot be visited so there is a need 

to prioritize the low and non-active merchants. The MM provider will through visiting the 

customers also identify the businesses that are season dependent and thus have knowledge 

about them in the future. 

 

Safaricom Kenya has several channels that help the merchants with the service while the 

system is running. One way is that merchants have a dedicated call-center line that they 

can call to receive assistant. Another way is that they can get assistance from the M-PESA 

agents that can be found on almost every corner in the cities. The merchants are also 

regularly visited by the sales team that help them and provide them with feedback 

(Lopokoiyit, 2014). It is important that there is a constant communication between the 

sales team, they should be provided with systems that helps them with the organizing and 

work toward their goals. Lopokoiyit (2014) mentions that it is beneficial to use the same 

channels that already exist in a MM provider organization,  

 

It is also very important to motivate the merchants through different ways. The regular 

visits made by the sales team are more about understanding their issues and coming up 
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with solutions. To be able to also motivate the merchants the MM provider should consider 

having events and forums where different segments of merchants from various towns meet 

and listen to each other. Safaricom Kenya uses this kind of events and invites merchants 

who have done well to share their good stories on the events so that the others can learn 

from their experience (Lopokoiyit, 2014). 

 

Figure 20 below summarizes the process of launching merchant payments, identifies the 

key activities and provides operational examples from MTN Uganda for each key activity. 

 

Figure 20. Processes, key activities and examples from mobile money providers on the 

merchant payment strategy 
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5.2.3.2 Enhancement of the service 

The MM industry is still in infancy and the service providers are still learning the needs and 

wants of the customers in order to be able to drive activity. The improvement areas are 

various and many, and the MM providers are putting effort into understanding how to 

integrate improvements and changes in the most efficient way. As MM services are still 

relatively new, there are constant feedbacks on areas of improvements but since it is a 

financial service, updates on the platform should preferably be as few as possible. Changes 

and updates might cause anxiety and concern among the users since they will be forced to 

relearn the service again, but they are also necessary in order to improve the service in 

terms of ease of use and usefulness. 

 

Enhancements to the MM service can be many. Many service providers have understood 

that simplicity is the key and aim to create a service menu that is intuitive and easily 

navigated. Other enhancements that can be seen is the possibility to change languages of 

the service, placing the most frequently used services first in the menu, or directly being 

able to choose the recipient of the transfer from the phone book instead of manually 

inputting the phone number. (Swanepoel, 2014; Yego, 2014) 

 

The process of implementing enhancement ideas for the service can be seen in figure 21 

below as a flow chart with different stages.  

Figure 21. Process of planning, executing and running an enhancement strategy 
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triggers usually appear during the customer understanding initiatives for which they 

conduct on a regular basis. Tigo Tanzania has an internal Consumer Understanding team 

within their marketing division that conducts focus groups in order to engage with the 

customers and ask for feedback on different aspects of the MM service. The customers are 

provided with a phone and asked to navigate the service, and at the same time identify 
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Planning 
phase 

Execution 
phase 

Running 
phase 

Trigger 
Internal 

research 
Business 

processes 
Technology 

development Training Marketing Evaluating 



50 

 

In the case of Airtel Uganda, they use a similar method. The company listens to the 

customers but also arrange agent meets where agents in a region meet and share 

experiences. The agents engage with the customers’ daily and are therefore able to provide 

information about the complaints that are not coming through the call-center. One of the 

feedbacks that Airtel Uganda received through their agent meets was in fact that the 

customers had a great need for the MM menu to be offered in the local language in Uganda, 

which is Luganda. In addition to these forums, Airtel Uganda also conducts outbound calls 

for feedback, which are done twice a month. The outbound team calls the customers who 

are registered but do not use the service or have stopped using the service in order to get 

feedback on why they are no longer active. Through this, issues with the service can be 

identified and the MM provider can pinpoint enhancement areas. (Yego, 2014) 

 

Internal research 

After the trigger has gone through and an enhancement idea has been formulated, the next 

activity within planning is the internal research. The MM providers need to evaluate their 

existing system in order to determine if an enhancement and change is feasible. Not all 

changes can be implemented and integrated into the technical platform; there is thus a 

need to have a clear communication with the technology vendor to see what kind of 

projects that are possible to run. Airtel Uganda has meetings with their technology vendor 

where technical issues can be raised, and if the matter is urgent there are also technical 

leads in India that the company can communicate with. (Yego, 2014) 

 

Business processes 

The following activity is the business processes. Depending on the complexity and size of 

the enhancement, the involvement of other departments within the company varies in 

terms of type of team structure, what departments that should be involved and to what 

degree they should be involved. For Tigo Tanzania and enhancements projects such as 

creating sub-menus and sub-categories to the main menu of the MM service, the project 

team consists of the Commercial team. The Commercial team leader would develop a 

project plan and set the overall project structure. There is also no need for Finance or other 

supporting functions to assist in the project as the Commercial team would take care of all 

aspects of the project. (Swanepoel, 2014) 

 

In the case of Airtel Uganda, the National Sales manager would be the first to be briefed 

about the feedback gathered through agent meets and outbound calls and what challenges 

the service are currently facing. This information would be shared to the Operations 

manager and the IT manager in order to discuss the solutions, project decision and project 

structure. A strict plan would be formulated including the timeline, goals, involved parties 

and departments, and responsibilities. (Yego, 2014) 
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Technology development 

The next activity is the technology development where all the technical details regarding 

the enhancement are outlined and also developed. (Swanepoel, 2014) explained Tigo 

Tanzania’s procedures of understanding both the back-end requirements and the front-end 

requirements, with close collaboration with their platform provider. Tigo Tanzania has two 

different systems running, one that is the test system and one that is the production 

system. The test system is for trials and rolling out new features and services for feedback, 

which is accessed mostly by employees within Tigo Tanzania. The production system is the 

live system that everybody is using. A first design of the new service would be made 

internally at Tigo Tanzania using interactive means such as flash cards in order to outline 

the flow for a possible menu change. All the touch points such as menu structure and 

confirmation messages would be considered with the required back end resources. The 

idea would initially be deployed on to the test platform and get iterated through a focus 

group of users in order to get feedback. Once feedback has been received and data been 

gathered in terms of how many customers that did/did not understand service and the 

level of changes required, the suppliers will again be contacted in order to make changes to 

the service. This is an iterative process with continuous testing of the service before 

releasing a pilot. (Swanepoel, 2014) 

 

Training 

Once the development is done, everything is tested and one has received satisfying 

customer experience feedback, there is a need to train the people within the organization. 

This can be done through different ways of communication depending on how the MM 

provider wants to educate and what parties that are needed to be involved. For a minor 

change, like categorizing the bill payments in the menu, there is no need for extensive 

training as the service is almost exactly the same but that one just have added another step 

according to Swanepoel (2014). One way of informing that Tigo Tanzania used for this is to 

send emails with descriptions of the changes and FAQs that can arise from a customer 

perspective. However, initiatives to further train a specific team within the organization 

could happen. (Swanepoel, 2014) 

 

Yego (2014) mentions that a couple of different teams must be aware and have good 

knowledge about the changes. The training of these can be done in different ways, by 

different people and with different purposes. The call-center staff is one that needs to be 

trained because of the fact that they interact with customers. The way a MM provider 

usually educates people within the organization is through having a training team; which 

either can be outsourced or in-house. The training team at Airtel Uganda is first trained by 

a couple of people that have been involved in implementing the strategy and when they 

have enough knowledge they will go and train other staff (Yego, 2014). This is also the way 

that Tigo Tanzania and many other MM providers do training (Swanepoel, 2014). 
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Marketing 

It is not only the people within the organization that must be aware of the changes, but also 

the customers that use the service. The MM provider should think about how much 

marketing that will be needed for the changes that have been made and how it should 

approach the customers. Swanepoel (2014) thinks that the amount of marketing that 

should be done depends on how much impact it is going to have and how big the 

innovation behind the changes is. For something like categorizing bill payment, MM 

providers will most likely not use ATL marketing, as it is expensive and not effective in the 

meaning that it does not educate the customers specifically about the change. The way both 

Tigo Tanzania and Airtel Uganda usually go for is BTL marketing strategies and mainly text 

messages (Swanepoel, 2014; Yego, 2014). MM providers can through text messages target 

those who they think are affected the most and not send it to everyone that are registered 

for the service. It is according to Swanepoel (2014) important to not overdo text messages, 

as the importance of them will decrease the more messages that a customer receives. 

Another way to educate specific segments is through outbound calls where the customers 

are told about the new flow of the menu and other things that might have been affected 

through the changes. 

 

Evaluating 

When the changes have been live for a while it is beneficial to evaluate them and see how 

they have affected the customers and their behaviors. The evaluation could be done in 

several different ways as the providers most likely have a number of methods of tracking 

the actions that customers make. Different trends can be seen after a couple of weeks 

according to Swanepoel (2014). He adds that the analytics around what happened will have 

three different results: growth, no growth, or up and downs. The data that is collected will 

then need to be analyzed and later evaluated to find out what the reasons behind the 

patterns are. This could be done through for example outbound calls to specific segments, 

like those who lowered their usage. 

 

Yego (2014) mentioned that evaluation is necessary in this business and that also includes 

evaluating the changes. It is not about getting people within the organization excited about 

the growth that could occur, but more about looking at the data and ask oneself “Why did 

this happen? Was the other services down?” or in other situations ask “Why did the usage 

drop?” Through evaluating the changes the service providers will able to know the “Why”-

questions that arises. 

 

Figure 22 below summarizes the process of enhancing the MM service, identifies the key 

activities and provides operational examples from Airtel Uganda and Tigo Tanzania for 

each key activity. 
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Figure 22. Processes, key activities and examples from MM providers on the enhancement 

strategy 

Process Key Activities Example 

• Set up structure for 
feedback 

• Identify enhancement areas 

Planning 

phase 

Running 

phase 

Execution 

phase 

• Evaluate possibility to make 
changes 

 

• Set up project team 
• Develop project plan  
 

• Develop 
• Test  
• Pilot 

 

• Inform different 
departments about the 
changes 

• Train call-center 
 

• Market to customers 
 

• Conduct focus groups, 
agent meets and 
competitor’s analysis 

 

 

 

• Use test environemnt 
• Conduct focus groups  
 

• Send emails with 
description and FAQs 

• BTL such as SMS-
targeting and 
outbound calls 

Trigger 

Internal research 

Business processes 

Technology 

development 

Training 

Marketing 

• Gather data related to the 
changes 

• Analyze the data and 
determine trend 

• Identify growth, no 
growth or decline 

• Identify reasons Evaluating 



54 

 

6. Analysis 
 

In this chapter, the findings from the previous chapters are analyzed in relation to the 

theories. First the strategies are assessed in regards to the reasons for low user activity they 

tackle. Secondly, the resources are discussed for each strategy with regards to importance and 

effort. Thirdly, an evaluation of the resource-categories is made. 

 

6.1 Strategies that tackle the problems 

The reasons behind low user activity are ranging from difficulties to trust issues. The ones 

that have been identified are the most common reasons to why registered users of MM do 

not use the service actively. The MM providers face challenges in order to address these 

reasons and find strategies that can decrease the barriers for active usage of MM.  

 

The strategies introduced and explained in the previous chapter have a great potential to 

tackle the reasons for user inhibition of MM. The specific strategies within marketing 

strategies, agent strategies, and product offering and development strategies can be useful 

and valuable for MM providers and need to be carefully analyzed in order to understand in 

what way they can enable users to use the MM service more actively.  

 

6.1.1 Marketing strategies 

Marketing strategies have been identified to have the potential to address three different 

reasons behind low user activity for the registered user base; those who do not ‘feel’ a need 

because they have not fully understood the use cases or the benefits of the service, those 

who do not have enough knowledge to utilize the service, and those who are experiencing 

lack of trust for the service. The reasons that the marketing strategies tackle are 

summarized in figure 23 below.  

 

 

Figure 23. The reasons behind low user activity of MM that marketing strategies addresses 
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6.1.1.1 Call-center 

A call-center is often regarded as the first direct line of help for consumers regardless of 

industry. A MM call-center would address all the three reasons for low user activity 

mentioned in figure 23 since it both contains the inbound and the outbound team. The 

inbound team receives calls from users who are in need of help, the users have either a 

problem with the service or questions that they want to have answered. To have a call-

center that the user is able to call at any given moment is reassuring and it can thus help to 

decrease the lack of trust in the service. If the inbound team also manages to solve the 

problem or answer the questions effectively and satisfactory for the user, the trust in the 

service will increase since the user will experience the MM provider to be reliable and 

helpful. During the inbound calls where the advisors help the users to solve problems and 

questions, education about the service is also done simultaneously. The advisors will 

explain the service and help the user to navigate around the problems that they have 

encountered, the inbound team thus also addresses the users who do not have enough 

knowledge about the service.  

 

Outbound calls are the calls made to a user by the advisors and this call-center team also 

addresses the knowledge gap of users. One of the purposes of the outbound calls is 

educating users about the different use cases of the service, the different transfers that can 

be made, what the requirements are and how to use it step by step. The outbound call team 

within the call-center thus addresses and tackles two of the issues for low user activity, 

which are the users who do not ‘feel’ a need and the users who do not have enough 

knowledge. 

 

6.1.1.2 Town-by-town sprints 

The town-by-town sprints also address the same reasons as the call-center for user 

inhibition of MM. The purpose of this BTL marketing strategy is to interact with users and 

non-users in the field in order to create a lasting impression of the service and of the 

service provider. The main campaigns that are usually run by the town-by-town set-up are 

awareness and understanding campaigns where a number of field agents interact with the 

locals in the village or city to inform and educate them about MM.  

 

The agents will educate the locals about the different use cases of MM and how the services 

can be of use for them, thus the strategy addresses the users who do not ‘feel’ a need for the 

service as they gain more understanding and knowledge about the whole MM service 

portfolio. The agents will also educate the locals on how they can use the service in terms 

of the processes of making a transfer, the functionality and purpose of a PIN-code and how 

cash-ins/cash-outs are conducted by demonstrations. The customers thus receive a clear 

understanding and picture of how to use MM services and the different steps required.   

 

Another aim of the town-by-town sprints is to create a presence among the users in order 

to tackle the lack of trust issue. The town-by-town sprints provide a good strategy to show 

the users that the service and the MM providers are present in their everyday life. It 
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provides a platform and forum for the users to tie personal ties with the MM service, and 

establishing a positive attitude among the users for the service provider.  

 

6.1.2 Agent strategies 

The agent strategies are able to tackle the reasons behind low activity that concerns agents, 

namely users who are hampered due to agent proximity and agent liquidity (see figure 24 

below). The agent strategies that have been identified are super agents and ATMs coupled 

with MM.  

 

 

Figure 24. The reasons behind low user activity of MM that agent strategies addresses 
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transactions such as and withdrawals, the banks will ensure that the ATMs have enough 

liquidity to meet the demand and opened 24 hours daily. Users will no longer be limited to 

only to cash-out during the opening hours of an agent, but can do it at any given point of 

time through an ATM. The availability in terms of geography, liquidity and business hours 

thus greatly improves. 

 

6.1.3 Product offering and development strategies 

The identified strategies within the category product offering and development are able to 

address two of the identified reasons for low user activity of MM. More specifically it 

addresses the registered users who do not have a need for MM and the registered users who 

feel that the service is difficult to understand. See figure 25 below. 

 

 

Figure 25. The reasons behind low user activity of MM that product offering and development 

addresses 
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enhancements will be conducted more frequently such as adding sub-categories to the 

main menu, bundling of services or changing menu texts. 

 

6.2 Strategies and its resources 

As previously mentioned, MM service providers are currently struggling with having many 

registered users but few that are using the service actively. In the previous sections, the 

reasons behind the low activity rates and the strategies that have the potential to tackle 

these reasons have been explained and investigated. For the strategy to be of use and value, 

it is of interest and importance that the implementation and the outcomes of the strategies 

are successful.  

 

One approach for this is to investigate the internal requirements for executing each 

strategy. With the assistance of the theories that has been investigated, the strategies will 

be investigated in terms of what resources that is important for successful implementation 

of the strategies. These resources are: physical resources, financial resources, intellectual 

properties, reputation, culture, skills and knowledge, communication and interactive abilities 

and motivation.  

 

6.2.1 Marketing strategies 

The marketing strategies call-center and town-by-town sprints are strategies that if 

implemented correctly can assist in filling the knowledge gap for users in terms of what 

MM is and how to use it. The strategies aims to resolve the same issues, but are executed 

quite differently and different resources might therefore be of different importance and 

require different amounts of effort. 

 

6.2.1.1 Call-center 

The MM call-center is a physically integrated part in the company and handles calls both 

passively and proactively due to having an inbound team and an outbound team. The 

different nature of the calls might require different desirable resources in order to be 

implemented and executed in such a way that it brings value to both the users and the 

MNO. 

 

Physical 

Before entering the MM business, the MNOs core business was (and still is) GSM services, 

which means that the company already had an established call-center prior to offering the 

MM service. It was therefore possible for the MNO to utilize the existing GSM call-center 

infrastructure in terms of physical resources for its MM call-center. These physical 

resources have been investigated and identified as computers, telephones or headsets and 

monitoring systems for audio and screen recordings of all the calls. 

 

In the initial phase of the MM call-center team, the team is usually internally recruited and 

the number of advisors in the call-center does thus not increase. The physical tools for 
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handling calls are therefore reused within the company, but as the MM service matures and 

the uptake of the service increases for the MNO, the MNO will need to expand its call-center 

in terms of number of employees and new physical tools. This could mean additional 

facility space, computers, telephones/headsets and licenses for the monitoring systems. 

These additional physical resources are of vital importance during the expansion phase of 

the MM call-center in order to enable the strategy. 

 

Other physical resources needed for this strategy is marketing material. When establishing 

a new MM call-center unit information about it will need to be communicated to the users 

through marketing. Both ATL and BTL marketing are used and the MNO will need to 

produce materials in form of billboards, radio, TV and informational SMS and emails. These 

resources are important for the success of the strategy but in comparison to the physical 

tools for enabling calls, the marketing materials fade in importance.  

 

The effort needed for the MNO to obtain these resources is however not high. Computers, 

telephones/headsets and monitoring systems are not difficult to come by and only needs to 

be purchased in a larger amount in order to meet the demand of the call center. Facility 

space might require some effort in terms of the possibility of being forced to move the call-

center to a larger office space, or moving the MM team to a separate location. This is 

however not difficult as the call-center can be divided into divisions and utilize separate 

locations. The marketing materials can be of more effort to produce, as new marketing 

material specific for the call-center will need to be developed.  

 

The total score for importance of physical resources for a MM call-center is high and scores 

9/10, while the effort is low and scores 3/10. 

 

Financial 

Similar to physical resources, financial resources are of less importance during the initial 

set up of a MM call-center unit since the MM provider have the possibility to utilize much of 

the already existing infrastructure and thus does not need to purchase new tools. The MM 

provider also does not have the need to employ more advisors since the usage and uptake 

of MM during the launch of the service is still low.  

 

As the usage and uptake increases, the MM provider will need to invest money into 

physical resources and new advisors in order to meet the demand. For the new hired 

advisors, salaries will need to be paid and an incentive system for all the advisors in the 

call-center will also need to be financed. Another activity that is of importance to finance is 

ATL marketing for reaching users, agents, merchants and other stakeholders in the MM 

ecosystem to inform them about the launch of a MM call center. A good financial foundation 

is therefore important in order to enable the possibility of conducting ATL marketing. 

 

The financial effort needed to obtain physical resources are medium as the MM provider 

only needs to increase the number of physical tools for its call-center advisors, and the 
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tools does not need to be state-of-the-art technology. The computer systems used for 

operating the calls are not so advanced that they require advanced and high-technology 

computers. The salaries and the incentives for the additional staff in the call-center does 

not require much effort since the number of newly employed advisors is few, but the 

salaries will be a constant and continuous cost and the MM provider will need to have the 

sufficient financials to ensure the ability to pay. ATL marketing is generally the most 

expensive type of marketing for any kind of company regardless of industry since it 

involves mass marketing through radio, billboards, TV etc. The finances required in order 

to conduct ATL marketing is therefore great and the effort in order to obtain the activity for 

the call-center strategy is high.  

 

Financial resources are seen as of high importance for enabling the strategy and scores 

7/10, while the effort is medium and scores 6/10. 

 

Intellectual property 

Intellectual property involves intangible resources such as copyrights and patents. As the 

call-center strategy does not involve any technical developments or is an invention in itself, 

intellectual properties are of limited relevance. The operations of the call-center are not 

innovative or new knowledge for a company and thus intellectual property is not 

important to enable the strategy in any way.  

 

The process of applying for intellectual property is however an extended and tough 

process, requiring great amounts of effort. Even for a new invention, patents, copyrights 

and trademarks are not easy to acquire. The processes are long and the formalities 

required are many.  If a MNO would try and apply for intellectual property for a call-center, 

the effort would be high since there is hardly any process that could be applied for.  

 

The importance of intellectual property for enabling the success of the call-center strategy 

is low; scoring 0/10 and the effort of obtaining intellectual property for a call-center is high 

10/10.   

 

Reputation 

The inbound and the outbound call-center teams operate differently and the importance of 

a MNOs reputation and brand image can therefore vary. For an inbound call-center, a good 

reputation of the MM provider and the provider’s call-center will not result in more people 

calling since the customers’ call are based on lack of functionality of the service or lack of 

knowledge.  

 

For the outbound call-center team, the reputation can however have a greater impact of the 

success. As the outbound team initiates the calls and is dependent on the user to be 

responsive and answer the call, a good reputation can work in the MNOs favor and a bad 

reputation can be a disadvantage. If a MNO has a good reputation and a strong brand 

image, there is a good likelihood that the users would be more willing to answer a call and 
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listen to the message that the outbound advisor is providing. However, if the reputation 

and brand image is bad, the user is more likely to ignore prior to knowing the purpose of 

the call. Reputation might therefore be an important component for the success of the 

outbound call-center team, or at least favorable. 

 

Reputation requires a lot of effort to build since it requires consistency over a longer 

period of time. Any negative experience the user experiences will result in a negative view 

on the MNO and therefore also the brand. It is also not enough with only having a big brand 

and being the major player in the market with high awareness. To create a good reputation 

for the call-center is difficult since satisfaction among the customers who call into the call-

center is hard to achieve. Perceived level of service is different from customer to customer, 

and satisfaction is a subjective feeling. 

 

Reputation is regarded as medium important for enabling success of the strategy and 

scores 5/10, and it requires high effort to build the reputation 7/10.  

 

Culture 

There are a number of values that are important for the MNO to implement in a call-center 

to enable the best conditions for the strategy’s success. The advisors are usually measured 

individually against the team performance and therefore a competitive culture within the 

team can arise. This culture is not competitive in the sense that the team members compete 

against each other; instead it encourages the advisors to be a team and support each other. 

The MNO will need to build a culture where the team is more than only colleagues, but a 

community where everyone benefits from helping and assisting each other. The advisor 

will be able to learn from experienced advisors and at the same time the overall 

performance of the team would increase. The culture of the call-center also needs to 

encourage constructive criticism since the advisors are regularly monitored and evaluated 

on their performance, and frequently receives feedback and constructive criticism for their 

work. This is part of the call centers every day operations and also a way for the MNO to 

ensure that the call-center holds the right competencies. 

 

The effort in building culture has many similarities to building reputation as it requires 

consistency over a longer period of time, it is however different in such way that the 

company’s culture and values are important internally while reputation is externally. There 

must be a clear thought and objective when setting the culture and values in the call-center, 

as well as finding appropriate channels within the company to inform and educate about 

them. The advisors also needs to be people who are able to embrace the kind of culture that 

is promoted in the call-center and the HR function within the company will have conducted 

a part of the work by suggesting appropriate people to become MM call-center advisors. 

The call-center team is easier to promote a culture in since it is not the entire company and 

the fact that they only have one type of operation.  
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The importance of culture to facilitate success for the call-center strategy is high, scoring 

8/10 and the effort of obtaining the resource for a call-center is medium 5/10.   

 

Skills and knowledge 

The strategy centers on providing customer service to the users of MM and there are 

various soft skills that are vital in order to provide the call-center with the right conditions 

and competencies to operate. The inbound advisors assists’ users, agents and merchants 

who are frustrated and irritated because they have problems with the service or are in 

need help. It is therefore important for the advisors to have the right types of soft skills and 

know how to manage users and at the same time being able to operate under time pressure 

since all the calls are timed. They need to be able to put themselves in the customer shoes 

and have prominent skills for explaining processes and functions to someone with a low 

knowledge background of the service. The outbound call team also needs to have the ability 

to explain the MM service in a clear and efficient way. Selling skills are also important since 

their main purpose is to activate customers who are both newly registered and lapsed.  

 

When it comes to technical skills, the importance of having them is not high since the work 

is not advanced. The advisors will only need to operate and handle a computer, the calling 

system on the computer, the logging system of the calls on the computer and nothing more. 

It is however important to understand how to use the existing tools since it enables the 

advisor to work in an efficient way. 

 

Neither soft skills nor technical skills are hard to teach to the advisors, and it is more about 

allocating effort and resources in employing the right people as advisors since the 

personality and attitude might have a bigger impact on whether a person is a good or bad 

call-center advisor. With sufficient and effective training, both soft skills and technical skills 

are easily obtained.  

 

The score for importance of skills and knowledge for a MM call-center is high and scores 

9/10, while the effort is low and scores 3/10. 

 

Communication and interactive 

The communication and interactive ability for the call-center strategy regards to the MM 

provider internally and no external parties are needed to be communicated with. Within 

the advisor teams, communication and interaction is important since the advisors should 

be able to ask for help and assistance among his/hers team members. For the outbound 

team communication within the team is of significant importance since the advisors need 

to know which team member who have called which user, when and about what to ensure 

that misunderstandings does not arise.  

 

The interactions between the team and the team leader are that the team leader provides 

feedback to each team member, and communication is therefore important for the advisors 
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to continuously improve their work and performance. For the call-center to be up-to-date 

and successful, communication and interaction between the departments are also vital. 

 

Since the communication is internal within the MM provider, the communication and 

interaction set ups are not complicated to enforce and implement. The team 

communication and interaction with the team leader are usually informal without any set 

communication channel. The feedback updates are regular and does not require a lot of 

effort since it is part of the everyday operations of the call center. Communication across 

departments might require more effort in terms of time and more formal communication 

channels, but the effort needed is still low since it is within the company. 

 

Communication and interactive abilities are regarded as highly important for enabling 

success of the strategy and scores 8/10, and it requires low effort to establish 3/10.  

 

Motivation 

For any strategy, without a motivated staff the strategy will have a hard time to be 

successful the employees might not allocate the sufficient time or effort to complete their 

work in time. Motivation for a call-center is vital compared to other strategies due to the 

nature of customer care service. As previously mentioned, the incoming calls are usually 

people who are time pressured, frustrated and irritated and very often these customers 

project the frustration over the service onto the advisor they are talking to. In these 

situations, it is very important that the advisors who are working in the MM call-center are 

motivated to provide the best possible assistance for the customer despite the treatment 

they receive from the customer.  

 

The effort needed to ensure motivation in the call-center team is not high. Engagement can 

be created through activities such as kick-offs, after-works, field trips and other events. It is 

also possible to establish team engagement meetings either daily or weekly to lift the great 

achievements from advisors, and also provide feedback and encouragement for advisors 

experiencing hardships. Different incentive structures and models can be implemented to 

assure motivation within the call center. These structures and models could be reward 

systems where performance of the week or month is rewarded with some kind of voucher 

or small gift. The effort required to implement these types of structures are not high 

 

The importance of motivation to enable success for the call-center strategy is high with a 

score of 10/10 and the effort of obtaining the resource is low 4/10.   

 

An illustration of the importance and effort for each resource of the call-center strategy can 

be seen in the importance-effort matrix in figure 26 below.  
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Figure 26. Importance-effort matrix with the call-center strategy3  

 

6.2.1.2 Town-by-town sprints 

Town-by-town sprints are a BTL marketing strategy that the MM provider often chose to 

outsource since it is not the core competency of the MM provider. The resources have been 

analyzed using the assumption that the MM provider has employed a BTL agency to 

provide a more realistic understanding of the field.  

 

Physical 

The town-by-town sprints are a strategy that requires physical resources to a great degree. 

The strategy is enabled by having a vehicle often in the form of a van or truck and 

entertainment systems such as video screens and loudspeakers. It is an on the ground 

marketing strategy with the aim to create a hype around one specific campaign over a 

given period of time, the physical presence and impression is therefore important. 

However, as the strategy is often outsourced to a BTL agency, the MM provider will utilize 

the physical resources that the partnered BTL agency possesses and thus the importance of 

the MM provider having the physical resources mentioned above dramatically decreases.  

 

Physical resources that are important from the MM provider are marketing materials. This 

includes the branding material for the vehicles used during the town-by-town sprints, t-

shirts for all the agents and sufficient amounts of flyers and posters. They are relatively 

important for the strategy since the strategy is all about creating awareness about the 

brand, company and service and attracting attention.  

  

New marketing materials will need to be developed so that it is up-to-date, but it does not 

however mean that the campaign is unique and materials from previous campaigns can be 

                                                        
3 Skills and knowledge and physical resources have the same score for importance and effort 
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reused. If this is not the case, the marketing team can always use the existing marketing 

materials as a foundation for building the new one relevant to the current town-by-town 

sprint.  

 

The score for importance of physical resources to successfully set up and run town-by-

town sprints is medium and scores 5/10, while the effort is low and scores 2/10. 

 

Financial 

The financial aspect of this strategy is important due to the fact that the strategy is 

outsourced. The MNO is therefore highly dependent on the BTL agency and to be able to 

finance the operations it is therefore very important. Commissions are also an expense that 

is important for this strategy in order to further motivate the BTL agency. 

 

The effort needed in order to ensure that the cost of different activities is covered is low. 

BTL marketing is significantly less expensive than ATL marketing, and as the town-by-town 

sprints are not permanent teams but employed periodically, the total cost is not that high. 

The MNO will need to finance the physical resources and the staff provided by the BTL 

agency and the commissions.  

 

The importance of financial resources to enable success for the town-by-town strategy is 

high with a score of 9/10 and the effort of obtaining the resource is low 3/10.   

 

Intellectual property 

The reasoning regarding the importance of intellectual property for town-by-town sprints 

is similar to the ones for the call-center. There is no technology development involved and 

no inventions made in the strategy, which makes patents worthless  

 

Applying for intellectual properties requires, as already mentioned for call-center, a lot of 

effort regardless of what is being applied for. Adding this to the fact that town-by-town 

sprints are an operational strategy without any innovative streak, the effort required to 

obtain intellectual property is high since the likelihood of it being possible is low. 

 

Intellectual properties are regarded of low importance for enabling success of the strategy 

and scores 0/10, and it requires high effort to establish 10/10.  

 

Reputation 

The importance of reputation for town-by-town sprints can be divided into two categories, 

one is towards the BTL agencies and one is towards the users. Having a good and strong 

reputation and brand is always beneficial when establishing partnerships with BTL 

agencies. If the reputation of a MM provider is good, it is much likely that many more BTL 

agencies would be willing to establish partnerships with that particular MM provider in 

comparison to if the MM provider had a bad reputation. A good reputation might also 
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implicate that the MM provider can gain a more favorable negotiation position with the 

BTL agency and the inquiries from the MM provider to the agency will be prioritized. 

 

Reputation towards the users is also something that needs to be considered. As the town-

by-town sprints aim is to create awareness and attract attention, the sprints are often 

made in such a way that it creates a hype among the locals in the targeted city or village. If 

the reputation and brand of the MNO is good, locals are more likely to be more aware of the 

MNOs offerings and thus being more interested in the BTL marketing. It will also be easier 

to attract attention and gain a higher visitor rate to the marketing day. 

 

With the same reasoning as for call-center, to build reputation requires a lot of effort. Both 

ATL and BTL marketing are needed for developing a strong and good reputation, and the 

effort required in terms of time and costs are high. It is also more difficult to reach a good 

and strong brand in the rural areas where the town-by-town sprints are most effective 

since the channels of marketing are more difficult to identify and obtain. 

 

The importance of reputation to enable success for the town-by-town strategy is medium 

with a score of 6/10 and the effort of obtaining the resource is high 7/10.   

 

Culture 

Culture and core values can be of little importance for the MNO when establishing 

partnerships with BTL agencies since some values need to be aligned. As the BTL agency 

will represent the MNO toward the users on the ground, it is important that the BTL agency 

and the MNO have similar values with regards to managing users. Other than this, the 

culture does not have a great importance for the town-by-town sprints strategy since it is 

to a major extent outsourced.  

 

For a culture to be considered as successfully adopted, it needs to permeate the entire 

organization from the executives to the field agents. This is a difficult task since the 

majority of the companies observed have a strict hierarchy organization with many levels 

of positions which is a challenge for particularly the town-by-town sprints as the activity is 

outsourced. Conveying the culture requires several steps with the MNO educating the 

training team leaders, who in turn educates the managers in the BTL agency and these 

managers educates the actual field agents that are going to execute the strategy. Culture 

therefore requires great effort to establish for this strategy.  

 

The score for importance of culture to successfully set up and run town-by-town sprints is 

low 2/10, while the effort is high and scores 7/10. 

 

Skills and knowledge 

The MM provider is mostly involved in the planning stage of the town-by-town sprint 

strategy, there is therefore no importance for the MNO to have special skills and knowledge 

about the execution process more than understanding the process for reference reasons 
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while monitoring. There are no technical skills that are needed for this strategy and the soft 

skills that might be of importance are negotiation skills. The skill is mainly used for 

establishing partnerships with the BTL agencies, but it is not vital for the success of the 

strategy. The more important sets of knowledge are to have understanding about the 

geographic areas and the customers segments that are of interest for the specific campaign. 

 

The knowledge areas about the geographic region and the customer segments can be 

gained through market research, and the MNO would probably already have materials and 

documents with this type of information and knowledge. The effort required to obtain this 

knowledge is therefore not high. Soft skills like negotiation skills for the MNO does also not 

require great investments in time and effort since training can be provided and provide 

sufficient education in negotiation.  

 

Skills and knowledge are thus regarded of low importance for enabling success of the 

strategy and scores 3/10, and also requires low effort to establish 2/10.  

 

Communication and interactive 

The communication and interaction occurs since the MM provider will need to keep contact 

with the BTL agency. The MM provider will provide information in the initiation of the 

strategy to the agencies in the form of aims of the tasks and briefings. Expectations, targets 

and goals are conveyed so that no misunderstandings in the later stages of the strategy 

occur. Occasional reports and evaluations are also sent between the BTL agency and the 

MM provider to update on the current events of the strategy execution. Communication 

with the regional sales representatives from the MM provider will also need to be good as 

they are the main way of evaluating the agency onsite. It is important for the MM provider 

to communicate the schedule for the town-by-town sprints to its territory sales manager so 

that appropriate observation and monitoring can be done. 

 

The means of communication for this strategy are very informal. Usually the updates are 

made by phone during the running phase together with the daily reports, which are 

emailed to relevant managers at the MNO. The communication to the sales representatives 

in the different territories are also quite informal and the sales representatives will report 

back to the MNO headquarters in the cases something of interest needs to be reported.  

 

The importance of communication and interactive abilities to enable success for the town-

by-town strategy is medium with a score of 6/10 and the effort of obtaining the resource is 

low 3/10.   

 

Motivation 

For this strategy the MM provider will need to motivate the sales representatives and the 

BTL agents. The sales representatives are important to motivate in terms of monitoring the 

BTL agency since the MM provider needed to ensure that the strategy is being executed. 

The BTL agents needs to be incentivized and motivated for doing the different campaigns 
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and in some cases the agents needs to be proactive and approach the customer. This is 

however not vital since the aim of the strategy is usually to create awareness by being seen.  

 

The effort needed to motivate the sales representatives and the BTL agents low. Incentive 

systems are not difficult to set up and do not require good finances since they are usually 

not that costly. For the sales representatives the incentive systems does not need to be 

strict or formal since informal structures are sufficient and also effective as they might be 

provided on a more regular basis. The incentive system for BTL agents is often in the form 

of commission structures similar to the existing regular agents’ which costs are not that 

high either. 

 

The score for importance of motivation to successfully set up and run a town-by-town 

sprints strategy is medium 5/10, while the effort is low and scores 3/10. 

 

An illustration of the importance and effort for each resource of the town-by-town sprints 

strategy can be seen in the importance-effort matrix in figure 27 below.  

 

 

Figure 27. Importance-effort matrix with the town-by-town sprints strategy 

 

6.2.2 Agent strategies 

Super agents and ATMs coupled with MM are the agent strategies that if implemented, 

executed and run successfully have a great potential of being able to resolve many of the 

issues that users experience with agents such as the low agent proximity and lack of agent 

liquidity. The super agent is a structure solely for the agents and the ATMs are a value-

added service with the purpose of complementing the existing agent network for the users. 

Both of these strategies involve external partners; resources might thus be of different 

level of effort and importance to enable success.  
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6.2.2.1 Super agents 

The super agent strategy involves partnerships with other parties in order to ensure that 

agents have more geographical points for where they can balance their floats. The partners 

are often institutions who have great cash flow and able to provide cash liquidity 

regardless of amounts. The super agents can be a vital component in a MM ecosystem as 

the agent network grows and it is therefore of interest for the MM provider to investigate 

what resources that are important for this strategy and how much effort that is required to 

enable this strategy.  

 

Physical 

For this strategy, all financial transactions need to be recorded according to correct 

transaction books and then archived for future reference. This result in the MNO having to 

purchase transaction books for the partners who are going to be super agents and also 

ensure more facility space for storage. The transaction books are important for the strategy 

since it is regulatory guidelines from the central banks. It is also important to provide the 

super agents with the sufficient computer systems required to record and conduct the float 

balancing for the agents. The computer systems needed is usually a web application and a 

USSD-code and nothing more technically advanced systems.  

 

Other physical resources that are important that the MNO provides is the marketing 

material. Marketing material such as flyers and booklets with the information about which 

institutions that are super agents, where they are and what rates they have will need to be 

developed and printed. These need to be given to the agents, either through channels such 

as agent forums, but they can also be emailed. Branding material for the super agents is 

also important to ensure that the agents know where they can go for float management.  

 

The effort to obtain additional transaction books and more facilities is not high. The 

transaction books can just be ordered from the supplier. Facilities might require more 

effort since more space is needed and the existing facilities for storing transaction books 

from agents and merchants might not be enough to host the super agents. The 

requirements for what type of facility are not many; therefore the effort is still low. The 

computer system that is important to provide to the super agents is a web application that 

the MNO already has. For the marketing materials it might require more effort since 

materials for a new stakeholder groups needs to be created and developed. The marketing 

team can base the marketing materials on some existing materials, but still needs to do 

updates and changes. Branding material for the super agents follow the same reasoning.  

 

The score for importance of physical resources for the super agent strategy is medium and 

scores 6/10, while the effort is low and scores 3/10. 

 

Financial 

Marketing is one of the activities that the MM provider will need to finance when launching 

the super agent strategy. As the marketing is towards the agents, BTL strategies are usually 
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used in the form of SMS-targeting for spreading the information of super agents or any new 

super agents that have been recruited. The marketing material that is handed to the agents 

with information also needs to be financed but are not of vital importance. The branding 

material is more important since it brands the super agent with the information of 

providing the service of float management. The MM provider will also need to finance the 

additional transaction books and facilities. These are important since it regards 

regulations. 

 

The effort needed for the marketing strategies of the super agents is not high, since BTL 

strategies are used. Marketing and branding material for the agents and the super agents 

are not high costs and therefore the effort in being able to provide them financially is not 

high. Additional facilities might be a recognizable cost but since the requirements for the 

facility are not many or high, the MM provider can go for the most financial acceptable to 

store the transaction books and keep as an archive.  

 

Financial resources are seen as of low important for enabling the strategy and scores 3/10, 

as well as the effort that scores 2/10. 

 

Intellectual property 

Intellectual property has low importance similarly to call-center and town-by-town sprints 

since it is not an invention or any new technology or processes involved. Patents are 

therefore of no value for the MM provider. However, a type of trade secret that might have 

an impact on the strategy is exclusivity contracts with the partnered super agents. 

Exclusivity means that the super agents are not allowed to provide the float management 

service for agents of other MM providers. This exclusivity is however not vitally important 

for the strategy to be implemented and run successfully as it does not help agents with 

managing their e-float.  

 

As already mentioned, the effort in acquiring any intellectual property is high since there 

are fixed and strict procedures that an applicant needs to follow. Patents for the super 

agent strategy are nearly impossible since there is hardly anything to apply for. Exclusivity 

for trade secrets are also difficult to obtain. The potential super agents are usually banks 

and supermarkets, and it will be hard to negotiate an exclusive contract with them 

regarding MM. At the same time, regulators might not be keen on seeing these types of 

disruptions in the market and thus making it more difficult to enforce.  

 

The importance of intellectual property for enabling the success of the super strategy is 

low, scoring 3/10 and the effort of obtaining intellectual property is high 9/10.   

 

Reputation 

The importance of reputation can be seen when establishing partnerships with super 

agents, similarly to the reasoning of partnerships between MNO and BTL agency in town-

by-town sprints. To enable this strategy, the MNO is highly dependent on the willingness of 
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the institutions to partner. The financial institutions and supermarkets might be more 

willing to establish partnerships if the MNO has a strong and good reputation as financial 

institutions might be more sensitive as for instance banks have highly rigid reputations. 

Therefore, having a good reputation and a strong brand might lead to advantages when 

forming partnerships with potential super agents.  

 

Towards the agents that provides float to customers, the reputation of the MNO and the 

banks might have less importance. The agents are more focused on being able to conduct 

transactions and maintaining a sustainable float balance in their accounts and they 

therefore go to super agents out of convenience and not due to reputation or brand image.  

 

For the reputation to play a favorable role in the partnership establishment the effort 

required to build trust and a good reputation is high. The super agents are however a fairly 

homogeneous group with banks, SACCOs and supermarkets and thus have similar 

requirements of a potential partner in comparison to customers. Marketing towards the 

agents does not require any effort since the agents will utilize the super agent network any 

way despite the reputation of the MNO. 

 

The score for importance of reputation for the super agent strategy is medium and scores 

6/10, while the effort is medium-high and scores 7/10. 

 

Culture 

Similarly to town-by-town sprints, the core values of the MM provider and the super agents 

will need to align to some degree such as striving to serve the agents as satisfactory as 

possible. However, the super agents and the MM provider operate separately during the 

super agent strategy and culture is therefore not an important resource for the success of 

the strategy. The super agents have their own core business and it is therefore not possible 

to enforce a sharing of culture and also not something that is necessary for the strategy.  

 

The effort for implementing culture for the super agent strategy is however not that high 

since the strategy does not require a specific culture. It might not be difficult to promote a 

culture as the MM service and the core business of the financial institutions do not differ 

much. But since the MM provider and the financial institutions operate separately some 

effort will be required to implement a shared culture.  

 

Culture is therefore of low-medium importance for enabling the strategy and scores 4/10, 

and the effort required is medium with a score of 5/10. 

 

Skills and knowledge 

It is useful for the MM provider to have good soft skills such as selling skills and negotiation 

skills when approaching potential super agents for partnerships. Both parties have a lot to 

gain from an agreement, and the interest for partnerships goes both ways. This is however 

not vital for the success of the strategy. The importance of technical skills is not high since 
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the tellers at the super agents only have to understand how to navigate and utilize a web 

application and a USSD-code.  

 

It does not require high effort for the MM provider to obtain the above mentioned skills 

and knowledge. Soft skills such as the selling and negotiation skills are relatively easy to 

learn and are probably already present in the organization, and any specific technical skills 

are not necessary. 

 

The importance of skills and knowledge for enabling the success of the super strategy is 

low-medium, scoring 4/10 and the effort of obtaining the resource for is low 2/10. 

 

Communication and interactive 

The communication and interaction between the super agents (banks, SACCOs and 

supermarkets) and the MNOs are few, and can be found mostly during the planning and 

running phase. Communication across departments between the stakeholders is important 

to reach agreements and provide training. During the running phase the MNOs will require 

updates and feedbacks from the super agents in order to monitor the strategy and obtain 

data that can be of value for other purposes. These communications are important but not 

vital for the success of the strategy.  

 

Within the MNO communication and interactive ability are of greater importance. Different 

departments within the MNOs need to coordinate and interact in order to establish 

partnerships with super agents. Without internal communication, the strategy will not be 

able to proceed from the planning phase. Since there is also a selling process when 

targeting super agents, the communication among the sales representatives in the sales 

team is also important to ensure that super agents are not approached twice or neglected.  

 

The communication between the stakeholders require little effort since the interactions are 

few and mostly in well prepared situations, but with many several parties such as the 

banks, SACCOs, supermarkets and the MNO. The communication channels can be both 

formal and informal depending on the purpose of the communication. The updates and 

feedbacks during the monitoring phase also do not require much effort since all it needs is 

a report either daily or weekly, or a phone call from the MNO. The communication within 

the MNO requires more effort as communication across departments can require more 

formal channels such as pre-booked meetings, but other interactions can be informal.  

 

The score for importance of communication and interactive abilities for the super agent 

strategy is medium and scores 6/10 while the effort is medium and scores 5/10. 

 

Motivation 

For this strategy, the only employees that need to be motivated are the sales 

representatives who approach the super agents. As most of the super agents are financial 
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institutions such as banks and busy with their own operations, the sales force therefore 

need to be motivated when promoting the partnership.  

 

As already mentioned earlier, the effort for providing satisfactory incentive structures is 

not high since there is already many established incentive systems present in the MNO. 

There are also many different models that can be used for motivation and providing 

incentives that require less or more effort. The MNO will need to put effort in identifying 

and determining measurable KPIs for measurements during monitoring, but the effort is 

not high if compared to for instance call-centers. 

 

Motivation is therefore of low importance for enabling the strategy and scores 3/10, and 

the effort required is also low with a score of 3/10. 

 

An illustration of the importance and effort for each resource of the super agent strategy 

can be seen in the importance-effort matrix in figure 28 below.  

 

 

Figure 28. Importance-effort matrix with the super agent strategy 

 

6.2.2.2 ATMs coupled with the service 

MM providers are investing into offering ATM services to the registered users to enable 

them to cash-out during any hour of a day. To provide such service the MNOs must obtain a 

solid relationship with the partnered banks in order to collaborate in an efficient way; this 

is something that reflects on the importance and the effort of the different tangible, 

intangible and human resources. 

 

Physical 

The banks that are used as partners are valuable for the MM providers as they for example 

provide with most of the physical resources that are important, such as ATMs. The physical 
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resources that the MM provider must possess are different types of computer systems that 

are vital in order to integrate the MM system with the banking system. Without having the 

integration systems the MM providers will not be able to even implement the strategy.  

 

Other than computer systems, MM providers need different physical resources that make 

the marketing of the ATMs effective. Things that most likely are brought from the GSM side 

are software that is used to segment the different customers to know which customers to 

target with the BTL marketing. There is also a need to have different marketing and 

branding materials for the ATMs; like posters, flyers and stickers. Most of these materials 

are used to make sure that customers understand how to use the ATMs for MM purposes 

and also build awareness regarding where this service are provided. These physical 

resources are thus important, but not vital. 

 

When it comes to effort one must know that a big issue that MM providers are facing right 

now is having static and rigid platforms and computer systems. These hamper them to 

develop new services and enhancing the current once. As the systems are not built 

optimally for adding services, lot of effort and time will have to be spent to make sure that 

the technology vendor delivers integration systems that are working according to the 

requirements. The marketing materials that are used also require some effort, as they need 

to design new ones that focus on the ATMs and use cases. Although it might not be very 

difficult to produce such material, there is a need to go through different processes that are 

time consuming. 

 

The importance of physical resources for achieving success with the ATM strategy is high 

and scores 10/10. The effort is also high with scores 8/10.  

 

Financial 

Because of the partnership with banks, MM providers are not in need to invest into 

building up a new distribution channel. The importance of financial services would sky 

rock if a MM provider would develop their own distribution channel because of the huge 

investment and importance that ATMs and monitoring systems have for this strategy. MM 

providers must instead invest into several other big activities, mostly technology 

development and marketing activities. 

 

Technology development is during the planning phase and needs financial resources to 

work effectively as the technology vendors must be paid for their work. The integration 

between the different systems that are needed would not be optimal to do in-house even if 

it might decrease the importance of financial resources. The reason behind this is that it 

would be time-consuming and hampering other activities that the IT-team would have to 

deprioritize. Financial resources have thus high importance when it comes to the 

technology development. 
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Marketing is in general very important to focus on as it is the way to inform customers 

about the new service, make them aware and understand the use cases. Different ATL and 

BTL strategies are thus vital to gain strong uptake for the services.  To be able to do good 

ATL and BTL strategies MM providers must have financial resources. The ATL and BTL 

strategies are in general more of a traditional nature; using billboards, promotions and 

SMS-targeting.  

 

The effort needed for the technology development and marketing is quite high. For 

instance, technology development needs big investments, as it could be tricky to integrate 

different stakeholder’s systems. As mentioned in the case of town-by-town sprints, ATL 

marketing is very expensive whereas BTL marketing involves lesser amounts of financial 

resources. The MM providers are through the partnership with banks benefiting a lot and 

thus decreasing the effort needed compared to if they would have invested into an own 

distribution channel. 

 

The importance of financial resources are high and scores 8/10, the effort is also high with 

the score 7/10. 

 

Intellectual property 

The importance of having patents and trade secrets is very limited when it comes to 

implementing and running the ATM strategy. It is however possible to find situations 

where different technologies or systems are patented. This will affect competitors, as they 

will face barrier during the technology development phase. It is however hard to think that 

patents are of any big importance for the MM providers as other MM providers probably 

would find their ways around the patent. It is not logical to think that it will help them in 

terms of real advantage or an increase of usage of the new service. 

 

As in the case of the super agent strategy, trade secrets might however be something that 

can be a bit more important as it can be regarded as partnering with banks and having 

exclusive rights to use their distribution channels. This could put the MM providers into a 

good position, but the importance of helping the strategy to achieve success is low if one 

compares it with other resources like the physical and financial resources. 

 

The process of getting a patent is lengthy, expensive and need high effort. It is for generally 

difficult to imagine that regulators will allow patents in the infancy phase that MM industry 

is currently in. Even trade secrets like exclusive contracts are something that regulators 

work to prevent, thus making it very hard to achieve contracts of that nature. 

 

The importance of intellectual property is low with the score 3/10, while effort being very 

high with score 9/10. 
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Reputation 

MM providers have to focus particularly on three external stakeholders to achieve success 

when enabling cash-outs through ATMs. There is a need to establish a partnership with 

two of the three external stakeholders: the banks and the technology vendors. The 

reputation and brand image of the MM provider plays an important role during the initial 

phase of meeting potential partners. A good reputation will in many cases enable people 

from the bankside to initially be more willing to cooperate. The brand image of a MM 

provider can be something that is used during the negotiation process in order to achieve 

better conditions. The reputation a MM provider has, or the brand image they possess, can 

be very important during the partnerships. 

 

The third external stakeholder that will be more open to a bigger brand is the customer. 

One can think that customers have a more positive attitude to a new service, for example 

an ATM cash-out service, if the MM provider has a good brand rather than a bad brand. 

However, a good brand image is not the most important thing to have to achieve success. 

The importance of forming different partnerships and building awareness around the new 

ATM service is high, but will not be one of the more important factors driving customer 

uptake of the ATM strategy. The reason is basically because other resources and factors 

have more impact on customers. 

 

Building a good reputation and brand image is difficult and requires hard work for a long 

period of time. The effort that is needed to have a brand image in order to change the banks 

and the customers’ way of thinking is high as a small misstep can disrupt the reputation. 

The MM providers must thus be careful as both banks and customers are very sensitive to 

reputation and brand image. 

 

The importance of reputation is high with the score 7/10. The effort needed for reputation 

is high with the score 7/10. 

 

Culture 

The culture of a MM provider can also be something that the banks think about during the 

partnership processes. As in the case of super agents, it is for example important that the 

culture and the values that the MM providers have match with the banks’. Problems can 

arise when there is a partnership between two companies that have very different cultures, 

one might stand for something that the other might not consider being ethically correct. 

But overall, compared to other resources the culture is not highly important to enable 

successful uptake for the new ATM service. A reason for that is the fact that a culture rarely 

affects the customers and their behaviors. 

 

As with reputation, building a corporate culture is tough and needs time, effort and passion 

from the employees. For being successful with the ATM service it might be good to have an 

innovative and collaborative culture. To be able to achieve such culture the MM provider 
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must put some effort into it, this will in some cases be problematic as the MM providers 

usually are not well-known as being innovative.  

 

The importance of the culture is medium with the scores 5/10. The effort is also medium 

with the scores 6/10. 

 

Skills and knowledge 

MM providers need to focus on partnering with the right banks to provide ATM cash-outs 

at the right places. It is basically that MM providers should possess knowledge about 

different things that could put them in the right position during the negotiation 

process.  The more knowledge the MM providers have about the banks and how they 

typically work regarding partnerships would help them, for example in the case of 

determining the revenue share models and the marketing.   

 

Before launching the ATM service, MM providers must have done research and possess 

knowledge about the consequences that can arise with having the ATM service. MM 

providers need to examine whether the possible scenario of ATMs cannibalizing the 

existing agent network is likely to happen or not. Internal and market knowledge is thus 

very important. However, once the partnering process is done there is no need for any 

special skills or knowledge. The importance will thus face a significant drop as the ATMs 

are up and running. 

 

Market and internal knowledge, sales and negotiation skills are not something that are 

hard to achieve and can probably be found in the existing organization. There is no doubt 

that sales and negotiation skills are already there as MM providers usually have sales 

teams. It is the same thing with having knowledge about the market and the organization 

internally, there is no need to put effort into it as the MM provider already have people that 

possess that knowledge. 

 

The importance of skills and knowledge is medium with score 6/10, the effort that is 

needed is quite low-medium with score 4/10. 

 

Communication and interactive 

To set up this strategy there is a need that the communication between the involved parties 

works flawlessly. This is particularly important as both external and internal stakeholders 

are part of the planning stage of the strategy. The external stakeholders are technical 

vendors and banks. The MM service providers should share all the necessary documents 

that the vendors need and keep them updated about new ideas and things that they need to 

know while working on the integration. The importance of communicating with the banks 

on the other hand is more about being sure that they understand the different agreements 

and procedures. Not having the right communication will not only make the MM providers 

face high costs, but also harm the relationship with the external parties. It is thus very 

important to have good communication with the external parties. 
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As with the super agent strategy, many teams and employees from different functions of 

the organization are involved during the planning phase. In order to avoid any 

misunderstandings, the different teams need to keep in touch with each other 

continuously. This is particularly important as planning, launching and running the ATM 

strategy requires a long period of commitment from many different teams and people. 

 

The effort needed for communication between the different stakeholders is different. The 

internal parties should for this strategy at least have some kind of daily reports that brief 

and update employees about the status of the project and what that is next. These daily 

reports does not need to be physical meetings, phone and email will do perfectly fine and 

requires less effort from the project coordinator. One thing that might be more of a 

challenge is updating and making sure that all the external stakeholders know what is 

going on and if changes has occurred. It is more appropriate to use formal communication 

channels with the external stakeholders. This requires a bit more effort compared to the 

communication and interaction that is needed within the company. 

 

The importance of communication and interactive resources is high for this strategy, with 

scores 9/10. The effort is medium with the scores 6/10. 

 

Motivation 

It is generally not very important to motivate the different stakeholders in order to achieve 

success with this strategy. For the sales team it might be important to motivate them, but 

the employees within the different functions are involved with new services and new 

projects all the time. This is part of their job and it is not vital to constantly motivate them 

so that they achieve better results. However, if people are not motivated at all and do not 

work wholeheartedly the MM provider will face problems. It would for example lead to 

delays and additional costs. Providing ATM services is a big project with lots of different 

tasks and people. This means that it is more important that people are motivated compared 

to those projects that are of a smaller nature.  

 

A way of motivating is to give incentives or bonuses for a particular job. The incentives for 

this strategy can either be formal or informal and do not have to be costly. As mentioned in 

the super agent strategy, it does not require high effort to set up a system with incentives; 

but deciding on what KPIs that should be used can be something that can be a bit 

problematic. One must put effort into having good knowledge on what activities and 

outcomes of this strategy is in order to come up with good KPIs that quantify the important 

performances. 

 

The importance of motivation for having this strategy to be successful is medium with the 

scores 5/10, also the effort is medium with the scores 4/10. 

 

An illustration of the importance and effort for each resource of the ATM strategy can be 

seen in the importance-effort matrix in figure 29 below.  
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Figure 29. Importance-effort matrix with the ATM strategy 

 

6.2.3 Product offering and development strategies 

Merchant payments and enhancements are the product offering and development 

strategies that have the potential of driving the need for the MM service as well as ease the 

use of the service. Merchant payments involve offering a new use case, while 

enhancements are changes and improvements to existing MM services. The strategies 

involve different stakeholders and different activities, which affects the importance and 

effort of the different resources. 

 

6.2.3.1 Merchant payments 

All the MM providers have their mind set to try to integrate their services with the 

everyday life of their customers. Making people use merchant payment is something that 

will help the MM providers in achieving that as buying goods and services is something that 

people do on a day-to-day basis. The variation of partnerships with both big and small 

merchants will be one of the things that affect the level of importance that the different 

resources have and the effort that is needed to enable to set up and run a successful 

merchant payment service. 

 

Physical 

As with many other strategies the physical resources play an important role for the 

merchant payment service. Things like computer systems, databases, facilities and 

marketing material are essential to even make things work properly. Without the computer 

systems the MM providers will face challenges when trying to partner with the bigger 

merchant chains as there is a need for integration of the MM service system and merchant’s 

existing systems. Monitoring tools that helps the MM provider to keep an eye on the 

 

Importance 
Ef
fo
rt

 

0 10 

10 

Physical 

Financial 

Intellectual property 

Reputation 

Culture 

Skills and knowledge 

Communication 

Motivation 



80 

 

merchants is also important as for example the sales team should be able to log what 

merchants that they have been in contact with.  

 

As with the case of super agents, the MM provider will need to follow the regulations about 

them keeping forms and transaction books for a certain period of time. This is why also 

storage facilities are important in the case of introducing a new merchant payment service. 

Other than that, marketing material has been shown to have a great impact on the usage of 

the existing merchant payment services. It is common to have posters hanging close to the 

cashiers in big merchants or put outside of mom and pop shops. Without having them, 

customers will have no clue that the service exists at that particular site. 

 

The effort needed to set up all the computer systems is quite high as the technical 

platforms that are implemented are rigid. This is particularly true for the integration part. 

However, not all merchants need integration with their POS system, thus lowering the 

effort a bit. In the case of facilities, the MM provider usually already has a contract with a 

storage company as it is needed for the forms and transaction books of the agents. The 

effort to extend such partnership is not high, but at the same time this means that the MM 

providers must put time and a bit of effort. As with the ATM strategy, marketing materials 

also need some effort in order attract and educate the customers about the new service. 

 

The importance of physical resources to enable success for this strategy is high with the 

scores 10/10. The effort is also pretty high with the scores 8/10. 

 

Financial 

It is in many ways vital to have financial resources to achieve success with a new merchant 

payment service. The technology development that must be done for the integration of the 

MM system with the POS systems is something that the MM provider must pay their vendor 

for. Marketing is also something that needs investments in order to be able to create and 

launch impactful ATL and BTL strategies. 

 

With the increase of merchant payment uptake additional members to the training team, 

sales team and call-center team will be added. The MM provider must thus bear costs like 

salaries and incentives in order to keep the people doing their job. It is also important to be 

able to pay for the expansion of storage place that is needed for the documents that are 

affected by regulations. 

 

Integrating with the different POS systems is a costly activity and requires lot of effort from 

the MM provider.  As mentioned in the town-by-town case, marketing is also something 

that needs high effort as the ATL promotions that are used are of a more expensive nature 

compared to the BTL promotions. The different expansions of the teams that are needed 

are things that involve recurrent costs (salaries and incentives) and require thus also a lot 

effort. 
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The importance of the strategy is high with the scores 9/10, the effort is also high with 

scores 9/10. 

 

Intellectual property 

One can draw the same kind of reasoning when it comes to intellectual property resources 

for merchant payment as for providing ATM services. There is very limited importance in 

having patents for a technology. It can as mentioned affect competitors but will most likely 

just be a small barrier and not something that will stop them from delivering their own 

merchant payment system. The real importance lays instead on things that enable good 

execution of the strategy, resources that only give you a state-of-the-art technology that no 

other MM provider can use does not affect the uptake too much. 

 

As in the case of super agents, trade secrets can be seen as more important as large amount 

of exclusive contracts with both big and small merchants will give the MM provider an edge 

compared to its competitors. But the importance is here also limited as exclusivity will not 

result in a higher usage of the customers. 

  

The effort to gain these kinds of advantages is very high as the processes of going through 

and having patents and exclusive contracts are very hard. It is in many cases even 

impossible as some regulators are actively trying to prevent it. 

 

The importance of intellectual property is low with the scores 3/10, while the effort is very 

high with the scores 9/10. 

 

Reputation 

The activities that will be positively affected when a MM provider has a good reputation are 

mainly the partnership and marketing activities. It is reasonable to think that merchants 

will be more open to a brand that has a good reputation, as they would like to be associated 

with them. It is for example more difficult for a MM provider that has a weak brand to 

convince the merchants about a new business model that will have the merchants paying 

for each transaction. The negotiation while partnering will be hard and the willingness to 

adopt such business model will be very low as a bad reputation can involve lack of trust. 

 

The importance of having a good reputation and brand is similarly to the ATM strategy not 

high when it comes to the activities that involve interaction and communication with the 

technology vendor. It might help the relationship with the technology vendors as the MM 

provider can have a greater influence on how things should be done and in general maybe 

be prioritized. However, the importance is limited as there are other resources that play a 

significant larger role for the technology vendors, such as financial resources. 

 

A good brand and reputation will make the marketing much more powerful. The MM 

providers can if they have a good brand ride on it when launching the new merchant 

payment service. The brand will help them to create a hype and also probably make the 
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customers more open to try the service, lowering the barriers for the trial. The reputation 

will thus be very important for this strategy from a marketing perspective. 

 

However, it requires some effort to manage to build up a brand that will have an impact on 

the merchants, technology vendors and the customers. The MM provider have before this 

strategy not actively been working with the merchants, they might thus have to build up a 

reputation from the beginning which involves high effort. When it comes to the technology 

vendor there is a need to have a market leading reputation. The reason for this is that the 

MM providers are those who are more dependent on the technology vendors because it is 

the technology vendor that solves the MM provider’s problems and not the other way 

around.  

 

The importance of reputation is high to enable success, with the score 8/10. The effort is 

also high with the score 8/10. 

 

Culture 

The merchants do not want to be associated with a bad brand, the same goes with culture. 

Core values of the MM providers should be something that the merchants can relate to. 

This is however of less importance as the merchants come in various sizes and in some 

cases might even not have developed a corporate culture. In the cases of mom and pop 

shops they certainly are not focusing on this. 

 

To be able to come up with good strategies and work efficiently the MM providers should 

try to establish a culture that strives to always improve and also constantly thinks about 

the customers. A strive to always improve goes hand in hand with innovation; smart and 

new ways of marketing the merchant payment service is something that definitely helps 

the MM providers to achieve greater results. An innovative culture together with not being 

afraid of trying new things can make a company add an extra feature to the merchant 

payment service, which in turn can result in a big difference on the uptake. 

 

It is important that effort is made during the recruitment processes as the personality and 

the values of the people will have to be aligned with the culture that the organization aims 

to establish. It requires also lot of effort and time to achieve the innovative and constantly 

improving way of thinking, it does not end when the right people are recruited it is more 

about the culture being present during all kinds of processes. A way of reminding people 

explicitly about the culture can be done through education and different events. 

 

The importance of the culture in achieving good results with the merchant payments is of 

the medium nature with the scores 6/10. The effort that is needed is high and scores 7/10. 

 

Skills and knowledge 

There is thus a need to have extensive knowledge about the customers and merchants in 

order to map the pain points that these stakeholders have. If the pain points are not 
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identified the MM provider will face challenges when trying to convince the customers and 

merchants. The knowledge about the customers will be used by the marketing team to 

develop a powerful go-to-market plan. In order to bring success, it is very important that 

the MM providers have people with excellent marketing skills. A good promotion can make 

a huge difference on the uptake of a newly launched merchant payment service. 

 

Other skills that are required by the MM provider are selling skills that the sales team must 

possess. This is particularly important as the business model involves the merchant paying 

for the transactions. Without having the merchants convinced about the business model, 

the whole strategy will fail as the MM provider will not be able to board any merchants for 

the new service. 

 

Most of the skills and knowledge that are important for this strategy require medium effort. 

It can be difficult to answers the when, how and why of the merchant payment service. The 

required knowledge about the customers and the merchants can be achieved through 

research; the effort that is needed for this is high, as the MM providers cannot use their 

existing agent networks to gather data. The MM provider will also have to work a bit to 

achieve the sales and marketing skills that are needed. The right people can develop these 

skills easily, but the easiest way of having people with high marketing and sales skills are 

through recruiting them. 

 

The importance of having the right skills and knowledge is high with the score 8/10, while 

the effort is medium with the score 6/10. 

 

Communication and interactive 

As the same case as launching the ATM service, there are many different stakeholders 

involved with this strategy. The external ones are technology vendors, merchants and 

customers while the internal ones are for example finance, legal, marketing, sales and IT. It 

is thus very important to make sure that the communication is working, as the MM 

providers do not want any misunderstandings to arise. These misunderstandings can many 

times evolve and result into severe consequences.   

 

The effort that is needed to achieve good communication between the different 

stakeholders is quite high. The merchants must have somewhere they can turn to; it can 

thus be good to have a dedicated call-center line for the merchants. Effort is also needed in 

order to decide how the different parties should interact with each other and what kind of 

communication channels that they should use for different situations. As in the case the 

ATM strategy, formal ways of communicating is more appropriate for the external 

stakeholders and informal will usually do perfectly fine for the internal stakeholders. A 

difficult task is to make sure that information that can be gathered from the ‘ground’ and 

reaches all the way up to the managers. This kind of information is very valuable for the 

MM providers and requires work, as there are many different levels between the managers 

and the employees on the ‘ground’. 
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The importance of this resource is for this strategy high with the scores 9/10, whereas the 

effort is high with the scores 7/10. 

 

Motivation 

Working with launching a new merchant payment service does not involve routine work; it 

is more about being flexible and tackle the different problems and situations that arise 

throughout the journey. Having highly motivated teams working with launching and 

running the merchant payment strategy has a big positive impact on the success as 

employees will work harder and continuously try to improve how things are done. As this 

is a lengthy and large project, motivation becomes very important. 

 

There is one particular team that is in need of more motivation than other teams: the sales 

team. Their job is to constantly meet, build up relationships and educate merchants about 

the positive effects of providing the merchant payment service. To be able to do the 

activities that are needed during the targeting of merchants in a good way, the MM 

providers must ensure that the sales team is highly motivated. 

 

The effort of motivating the staff is not as high as the importance of having them motivated. 

As with many other strategies, it is not necessary to have an incentive model that is very 

complex or involve much effort. Different types of bonuses, promotions, gifts and rebates 

will be something will in many cases be sufficient to motivate for example the sales team. 

Arranging various types of ceremonies and forums for the internal team and the merchants 

will also boost the motivation and make them keener about working hard for the better 

sake of the MM provider. 

 

The importance of motivation is high with the scores 9/10, but the effort is medium with 

the scores 4/10.  

 

An illustration of the importance and effort for each resource of the merchant payment 

strategy can be seen in the importance-effort matrix in figure 30 below.  

 



85 

 

 

Figure 30. Importance-effort matrix with the merchant payment strategy 

 

6.2.3.2 Enhancement 

Enhancement of the MM service means that the MNO allocate time and resources to 

improve an existing service or feature. The enhancements are minor changes to the 

services and are for instance a menu upgrade with additional options or sub-categories. 

The strategy is strictly an internal activity with little involvement of the technical vendor. 

Following this, different resources will be of varying importance as well as require 

different levels of effort.  

 

Physical 

In order to identify the reason for an enhancement of a service or feature, the service 

provider usually conduct consumer understanding initiatives, where user focus groups are 

one way to understand the difficulties the users experience with the service. During these 

focus groups, the MNO will provide the users with either interactive flash cards or lend 

them phones for which they can try out the service. These physical resources are relatively 

important for the MNO to possess. Other technical resources are a computer system for 

segmentation of users to create a diverse focus group where all kinds of users are 

represented when conducting the consumer understanding study.  

 

As for the ATM strategy, computer systems in terms of test environments and consumer 

tracking systems are of high importance for this strategy. The strategy is all about 

enhancing the current service and the MNO will thus need the right computer systems and 

technical tools in order to develop it. The MM provider also needs consumer behavior 

tracking systems in order to monitor the uptake and usage of the enhancement for 

evaluation. This evaluation is of importance to see if the change has been adopted by the 

users or rejected. 
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Similarly to the ATM strategy, the effort in acquiring these technical tools and solutions is 

high since the current platforms that are in use are not flexible enough and limited in terms 

of ability to make changes. Small changes such as changing text phrases in the menu is hard 

since these are improvements that have been identified in a later stage when the MM 

provider were not aware of the flexibility that was needed in a platform.  

 

The score for importance of physical resources for enhancement is medium and scores 

6/10 while the effort is high and scores 7/10. 

 

Financial 

The activities in this strategy that are important to finance are marketing and the 

technology development. The purpose of the marketing is to go out with the information to 

the user so that they will not be surprised when seeing a change in their MM service. The 

other activity that is of importance to finance is the technology development. The 

enhancement strategy is based on the availability of technical tools that can enable a 

technical enhancement to the service, and it is therefore of great importance that the MM 

provider have access to sufficient technical solutions, computer systems and tools in order 

to be able to continuously improve their service.  

 

Enhancement projects have a relatively short project time in comparison to the launch of 

fully new services. The time needed to develop an enhancement is therefore not that long 

and therefore not that costly. The project is also driven internally without any involvement 

of external stakeholders that means that with any delays, the consequences are not that 

great. BTL marketing is used as the primary marketing channel and does not require great 

effort to conduct except for formulating messages for SMS and emails. It is also not as costly 

as ATL marketing.  

 

Financial resources are therefore of medium importance for enabling the strategy and 

scores 5/10, and the effort required is low with a score of 3/10. 

 

Intellectual property 

Even though enhancements to the service can be both innovative and creative enough for 

applying for patents of the technology, the importance in doing so is low. The MM industry 

is competitive and fast moving, and there are few intellectual property rights that are of 

importance for bringing advantages to the MM provider. Similarly to ATMs and merchant 

payments, even if patents or other intellectual properties would be applied for, the 

advantage it would provide is putting up small barriers against competitors. It is however 

not vital for this strategy to be successful as the other MM providers in the market can use 

other technology or methods to offer the same kind of improvements to the service.  

 

As previously mentioned, the effort to apply for intellectual property rights are high 

regardless of for what one is applying for. The process will be the same regardless of minor 

changes to an existing service or a whole new service.  
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The importance of intellectual property for enabling the success of the enhancement is low, 

scoring 1/10 and the effort of obtaining the resource is high 9/10. 

 

Reputation 

A company’s reputation can affect many aspects of the business. More specifically, a good 

and strong brand of the MNO can contribute to a more efficient and effective BTL 

marketing of the enhancement. With similar reasoning to merchant payments, if the 

reputation is good and the brand is strong, the users will most likely pay more attention to 

new launches or news from that particular MNO. The users might be more willing to go 

through the information being sent out through the BTL marketing strategy such as SMS or 

emails. It is however not that important for enabling success of the strategy.  

 

Reputation might however be of greater importance towards the vendors. If the MNO is 

one of the leading operators in the market with a good and strong reputation, the vendors 

might prioritize the MNOs requests and inquiries higher than the other customers of the 

vendor. It might also result in that the MNO have a stronger position towards the vendors 

and able to demand larger mandate during negotiations, agreements or issues. This is 

however not an advantage that is of great importance for the strategy. Regardless of 

reputation, the vendor will provide the MNO with the technical solution that the MNO has 

required.  

 

The effort to build and maintain the reputation of MNOs is as previously stated difficult 

since it is affected by all experiences of all the stakeholders in the MM industry. In order for 

the reputation to have a big impact on this strategy, the MNO must be considered to be 

leading in the market since it will not provide with a competitive edge otherwise.  

 

The score for importance of reputation for enhancement is low and scores 3/10, while the 

effort is medium and scores 5/10. 

 

Culture 

In order to strive for enhancements, the courage to test new innovations should be a part of 

the culture that is promoted by the MNO. Without innovative and creativity it is difficult to 

identify improvement areas of services or solutions.  

 

Similar to reputation, culture is difficult to build. Innovativeness and creativeness is hard to 

train and it thus requires that the people who are employed in the company have these 

traits. It is however not difficult to promote a culture where the employees always should 

strive for improving the existing service. If guidelines are established and activities 

organized, the culture can be permeated among all the employees on all levels of the 

organization.  
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Culture is of medium importance for enabling the strategy and scores 6/10, and the effort 

required is high with a score of 7/10. 

 

Skills and knowledge 

In order to be able to make enhancements to a service, the MNOs and particularly the 

project teams need have a good understanding of the users who are using the service 

similarly to merchant payments. The product developers need to be able to pinpoint the 

hardships that the users are experiencing when using the service. Users can in many cases 

be vague and are not aware of the exact pain point themselves. The MNO must therefore 

have the skills and knowledge to put them in the users’ situation and analyze data gathered 

on consumer behavior. In addition to this, a creative and innovative mindset is also of 

importance in order to develop a solution that addresses the identified hardships with the 

service.  

 

Enhancements are based on consumer understanding and the effort required to obtain it is 

not high. The effort lies in organizing and arranging the focus groups both for customers 

and for agents. There will also be sufficient data and the MNO have market understanding 

tools that can be of assistance.  

 

The importance of skills and knowledge for enabling the success of the enhancement is 

medium, scoring 6/10 and the effort of obtaining the resource is medium 4/10. 

 

Communication and interactive 

This strategy is mainly internal, meaning that the involved parties are mostly stakeholders 

within the MNO. The only external contact is with the technical vendor. It is therefore of 

importance that the internal communication and interaction is clear and good. There is a 

need for a set and clear team structure so that people are well understood with each task, 

responsibility and expectations that exist for the project. If the internal team is not well 

structured or the teams are well interacted, then consequences such as project delays can 

arise and affect the MNO. As for the ATM strategy, the communication towards the vendor 

is also of importance since some tasks and inquiries can only be performed from the 

technical supplier.  

 

The effort required to obtaining a good communication and interaction for this strategy is 

not high since the project team is small with few people involved. It is usually not necessary 

to have cross-department communication for minor changes since the project leader is able 

to handle the financial and legal questions. The team needs to establish a clear 

communication structure where communication channels can be informal since the 

departments interact on a daily basis. Updates and follow-ups with the technology vendor 

does not require that much effort. 

 

The score for importance of communication and interactive abilities for enhancement is 

medium and scores 6/10, while the effort is low and scores 3/10. 
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Motivation 

For this strategy, if the MM team responsible for an enhancement project is not motivated 

there is a risk that the project will suffer from delays and other disturbances that hinders it 

from being completed. The project is however a rather small project in comparison to for 

instance merchant payments, which means that the consequences that can follow a delayed 

project might not be that great and will not affect many stakeholders involved. It is also 

important that the employees are motivated to always look and strive for improvements of 

the existing service. 

 

Similar to the other strategies regarding motivation, incentive structures are not difficult to 

set up or enforce. It also does not require much to motivate employees since they are 

happy and satisfied with any kind of reward and are more grateful for the attention and 

credit they are given. For the enhancement strategy there is also not many people who 

needs to be incentivized since the teams are small, and the effort is therefore low. The 

incentive structures and systems can be informal with just giving out vouchers or other 

small rewards without any established system.  

 

Motivation is therefore of low importance for enabling the strategy and scores 4/10, and 

the effort required is low with a score of 2/10.  

 

An illustration of the importance and effort for each resource of the enhancement strategy 

can be seen in the importance-effort matrix in figure 31 below.  

 

 

Figure 31. Importance-effort matrix with the enhancement strategy4 

 

                                                        
4 Physical resources and culture have the same score for importance and effort 
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6.3 Evaluation of resource categories 

The different tangible, intangible and human resources have been scored on importance 

and effort for each of the identified strategies and it is of interest to evaluate the resource 

categories in order to find patterns and recommendations for the MM providers.  

 

6.3.1 Tangible resources 

The tangible resources; physical and financial, are evaluated by plotting their importance 

respectively effort for each strategy in separate importance-effort matrices.  

 

Physical resources 

In terms of physical resources, all the identified strategies have a score of importance equal 

to or higher than 5 and the physical resources are thus important for all the strategies, 

which can be seen in figure 32. It is also possible to see that the score for effort is scattered 

across the scale with some of the strategies requiring much effort for obtaining physical 

resources while others do not. 

 

Figure 32. Importance-effort matrix for physical resources of the different strategies5 

 

The product offering and development strategies (merchant payments and enhancement) 

and the ATMs strategy can be found in the third quadrant, which indicates high importance 

and high effort. It is therefore of interest for the MM provider to investigate how the effort 

to acquire the physical resources can be decreased, as the resource is important for 

enabling success of the strategy. The super agent and call-center strategies can be found in 

the second quadrant with high importance and low effort. For these strategies, the MM 

provider will need to observe the physical resource in order to prevent it from becoming 

high effort to obtain, as well as be prepared if changes in the industry or company occur 

that shifts the physical resource’s importance. The MM provider needs to understand what 

                                                        
5 Merchant payment and ATMs coupled with MM have the same score for importance and effort 
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the implications will be of such a shift will have on the MM provider’s business and how it 

should be handled. Town-by-town sprints are in Zone B indicating that physical resources 

are of medium importance and low effort. The strategy must in this case be observed 

similarly to super agents and call-center. 

 

Financial resources 

In figure 33, all the strategies except for the super agent strategy have an importance of 

equal to or over 5 in terms of financial resources and all the strategies differ in effort 

required to obtain the resources to a great degree. There are no clear indications of the 

resource categories and their position in the matrix compared to physical resources since 

all the categories have one strategy with high effort and one with low effort. 

 

Figure 33. Importance-effort matrix for financial resources of the different strategies 

 

Call-center, ATMs and merchant payments can be found in the third quadrant indicating 

high importance and high effort. It is therefore of interest for the MM provider to decrease 

the effort needed in obtaining financial resources for these strategies since financial 

resources are of high importance for the success of the strategy. Financials for super agents 

are considered to be of low importance and low effort, meaning that the resource does not 

contribute to enabling success of the super agent strategy but not hard to obtain. The MM 

provider should thus not prioritize this resource for the super agent strategy and instead 

observe its response to changes in the industry or within the company and see if it could in 

some way benefit from these changes. Town-by-town sprints are of high importance and 

low effort and is therefore of interest of the MM provider to keep a close eye on this 

resource for the strategy to prevent it from shifting to high effort, as well as how the 

importance and effort shifts in terms of external changes. Enhancement can be found in 

Zone B, meaning that it is of medium importance and low effort. Similarly to town-by-town 

sprints in physical resources, enhancement will need to be observed for further evaluation. 

 

 

Importance 

Ef
fo
rt

 

0 10 

10 

Call-center 

Town-by-town sprints 

Super Agents 

ATMs coupled with MM 

Merchant payment 

Enhancements of the service 



92 

 

 

Importance 

Ef
fo
rt

 

0 10 

10 

Call-center 

Town-by-town sprints 

Super Agents 

ATMs coupled with MM 

Merchant payment 

Enhancements of the service 

Theory discussion 

As seen in this evaluation, both physical and financial resources (with one exception of 

super agents for financial resources) are of high importance for all the strategies. 

According to Hunt (1997), financial resources are of the greatest importance for a firm in 

order to pursue its objectives due to the ability to financial investments in critical activities. 

This view is supported by the findings and analysis of strategies aiming to drive user 

activity of MM as the financial resources have been proven to be an important aspect for 

enabling success of the strategy. For physical resources, many researchers have mostly 

focused on production industries and claimed physical resources in form of production 

sites and machines are important for success. This study does however complement their 

view by supporting the claim since the physical resources are of high importance for all the 

strategies that tackles low activity of MM. 
 

6.3.2 Intangible resources 

The intangible resources; intellectual property, reputation and culture, are also evaluated 

by using the importance-effort matrices to plot their importance respectively effort for 

each strategy. 
 

Intellectual property 

As illustrated in figure 34 below, intellectual property for all the strategies are considered 

to be of low importance and high effort, and placed in the fourth quadrant. This means that 

for all the strategies, intellectual property does not provide any advantages for enabling 

success of the strategies as well as requiring much effort to obtain. Intellectual property is 

thus not a priority of the MM providers and the providers should not allocate any resources 

or time in order to obtain the intellectual property resource. It is however of interest for 

the MM provider to reinvestigate the impact of intellectual property for a strategy if a 

change for instance in the form of innovations in the industry or company arises to 

understand if intellectual property can be of better use case. 

 

 

 

 

 

 

 

 

 

Figure 34. Importance-effort matrix for intellectual property of the different strategies6 

                                                        
6 Merchant payment, super agents and ATMs coupled with MM have the same score for importance and effort 
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Reputation 

In terms of reputation, figure 35 show that all of the strategies have a score for effort equal 

to or above 5 and the difference between the individual scores are low. All of the strategies 

also have a spread of importance. 

 

Figure 35. Importance-effort matrix for reputation of the different strategies 

 

Super agents, ATMs, merchant payments and town-by-town sprints can be found in the 

third quadrant with high importance and high effort for the reputation resource. As already 

mentioned, it is of interest for the MM provider to find methods for decreasing the effort to 

obtain the reputation resource for these strategies. Reputation for call-center is considered 

to be of medium importance and high effort and placed in Zone D, where the MM provider 

also should find means to decrease the effort for acquiring reputation for the call-center 

strategy. Enhancement can be found in Zone A and the reputation resource should not be 

prioritized since it is of low importance and medium effort. Similar to the low importance 

and low effort quadrat, the impact of reputation for the enhancement strategy can be 

reevaluated if changes in the market and company arise. 

 

Culture 

In accordance with reputation, all the strategies in terms of culture have a score for effort 

of equal to or over 5 with great spread of the importance of the culture between the 

strategies (seen in figure 36 below). 

                                                                                                                                                                                   
   Call-center and town-boy-town sprints  have the same score for importance and effort 
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Figure 36. Importance-effort matrix for culture of the different strategies7 

 

For town-by-town sprints, culture is regarded as of low importance and high effort and 

therefore can be found in the fourth quadrant. With the same argument as for intellectual 

property, culture does not provide any advantages for enabling success of the town-by-

town sprints strategy and the MM provider should thus not allocate any effort in acquiring 

this resource. Reevaluations and investigations can be made in case of changes in the 

industry and company emerges. The same applies for super agents as culture can be found 

as of low importance and medium effort in Zone A for the strategy. There are no benefits 

for the MM provider to focus on the culture resource for the super agent strategy. Merchant 

payments and enhancement are of high importance and high effort and thus in the third 

quadrant, and it is of interest of the MM provider to decrease the effort needed to obtain 

the culture resource. In terms of culture for the call-center, it can be found in Zone C with 

high importance and medium effort. It is therefore similar to the third quadrant in the 

reasoning that the effort should preferably be decreased. Culture for ATMs is of medium 

importance and high effort and also equivalent with Zone D for decreasing the effort 

needed. 

 

Theory discussion 

In the evaluation and analysis of intangible resources for the identified strategies, it is 

possible to see that there is a spread of importance between each strategy. It does thus not 

support Itami and Roehl (1997) and Hall (1997) claim that intangible resources (including 

human resources) are more important than financial resources. For this study, not one of 

the strategies has shown high importance for all the intangible resources. Itami and Roehl 

(1987) also state that intangible resources are quite fixed meaning that there is no easy 

way to obtain intangible resources. This is supported by the evaluation since the effort 

                                                        
7 Merchant payment and enhancements of the service have the same score for importance and effort 
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required to obtain all the intangible resources (intellectual property, reputation and 

culture) is high for all the strategies. Hall (1992) argues that different aspects of intangible 

resources such as company reputation, product reputation and employee know-how are 

important for a firm’s success. Reputation has been analyzed and evaluated as a resource 

that is of high importance for all the identified strategies for increasing user activity of MM 

with scores equal to or over 5, and support Hall’s (1992) argument. 

 

6.3.3 Human resources 

The human resources; skills and knowledge, communication and interaction ability and 

motivation, are assessed with the help of separate importance-effort matrices. 

 

Skills and knowledge 

In terms of skills and knowledge, one can see in figure 37 that the strategies are spread 

over importance. However, the effort needed to obtain skills and knowledge for the 

majority of the strategies are low with the exception of merchant payment.  

 

Figure 37. Importance-effort matrix for skills and knowledge of the different strategies8 

 

Skills and knowledge is considered to be of high importance and high effort (third 

quadrant) for merchant payments and it is therefore of interest to lower the effort needed 

to acquire the resources. Town-by-town sprints and super agents are in the first quadrant, 

meaning that skills and knowledge are of low importance and low effort and therefore only 

needs to be observed in case of changes in the market or company. Skills and knowledge 

for enhancement, ATMs and call-center are highly important and of low effort (second 

quadrant) and thus only needs to be actively observed to prevent the resource to increase 

in effort or prepare for potential shifts in importance if the industry or company experience 

change. 

                                                        
8 ATMs coupled with MM and enhancements of the service have the same score for importance and effort 
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Communication and interaction 

In figure 38 below, all of the strategies’ communication and interaction are of high 

importance, but varying effort. The spread of the effort is however not extreme. 

 

Figure 38. Importance-effort matrix for communication and interaction of the different 

strategies9 

 

Communication and interaction for the ATM and merchant payment strategies are in the 

third quadrant, considered to be highly important and of high effort. As previously 

mentioned, the MM provider should focus on lowering the effort. For the call-center, town-

by-town sprints and enhancement, communication and interaction have scored high 

importance and low effort (second quadrant) which means that the MM provider should 

only observe and keep a close eye on the resource so that it does not require more effort to 

obtain than what it is worth, as well as being aware of possible industry or company 

changes. Super agents are found in Zone C, where communication and interaction are of 

high importance and medium effort. The effort for obtaining the resource should therefore 

be decreased in order to be of value for the MM provider. 

 

Motivation 

In figure 39, all of the strategies have relative low effort but a wide spread of importance in 

terms of motivation. 

 

                                                        
9 Town-by-town sprints and enhancements of the service have the same score for importance and effort 
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Figure 39. Importance-effort matrix for motivation of the different strategies 

 

For motivation in the call-center and for merchant payments the importance is high and 

the effort is low, and can be found in the second quadrant. The MM provider should thus 

observe the resource so that it does not become a high-effort resource and at the same time 

be aware of shifts in the evaluation for changes in the industry. Super agents and 

enhancement can be found in the first quadrant that indicates low importance and low 

effort. The motivation resource does not need to be prioritized for implementing the 

strategies but can rather be observed and handled in terms of changes in the market. 

Motivation for town-by-town sprints and ATMs are found in Zone B that corresponds to 

medium importance and low effort. For these strategies, the resource should also be 

observed to see if changes in the market will shift the importance or effort of the resource 

and how the MM provider can use it for its own benefit. 

 

Theory discussion 

Skills and knowledge, communication and interaction, and motivation vary in terms of 

importance and effort and it is difficult to draw any general conclusions for the human 

resource-category. As previously mentioned, Itami and Roehl (1997) and Hall (1992) 

claimed that human resources (included in the intangible resource-category) are more 

important for a company’s success than financial resources. In this evaluation of human 

resources for MM activation strategies, three out of the six strategies show equal to or over 

the score of 5 in importance for all human resources. Communication and interaction is an 

important human resource among all the strategy while the other varies. It is therefore not 

possible to draw any conclusions of supporting or discarding Itami and Roehl (1997) and 

Hall’s (1992) claim for the MM service.  
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7. Conclusion and implications 
 

This last chapter aims to conclude the research and answer the initial research questions. 

Implications for MM providers of the findings presented are discussed and finally suggestions 

on further research are presented. 

 

7.1 Conclusion 
Reasons for low user activity 

This study has shown that there are many underlying reasons to why there is low user 

activity of MM services in East Africa of the already registered user-base. These reasons can 

be divided into three main registered user categories; users who do not feel a need, users 

who feel a need but do not understand the service and users who have a need but are 

hampered due to tangible and intangible factors.  

 

The groups of users who do not feel a need consists of two different categories; users who 

do not have a need and users who do not ‘feel’ a need. The reason to why the first category 

of users exists is that the MM providers have not been able to meet the need of all 

customers with their service offering. While the second category exists because the 

customers have not received enough information regarding the specific use cases of the 

service and how it can beneficial for them, thus claiming that they do not ‘feel’ a need.  

 

The reasons behind users who feel a need but do not understand the service are that the 

user has not been provided with enough knowledge and that the service is difficult to use. 

When signing up for the service, the customer is supposed to get educated about the 

service and the steps to using it. In many cases the training is lacking and the users are 

unable to get the sufficient knowledge for using the service independently. The service is 

also difficult to use since it lacks intuitiveness as most of the users are using the text-based 

service on a feature phone.  

 

The final group of users is those who have a need but are hampered because of tangible 

and intangible factors. The identified tangible factors are agent proximity and agent 

liquidity, and the intangible factor is lack of trust. Agent proximity is an issue since many 

users feel that there is a lack of agents close to where they are and thus are not able to use 

the service actively. Agent liquidity is an issue as many customers have encountered agents 

who do not have enough cash or e-float on hand to perform transactions. Lack of trust is 

hampering the continuous usage as user perceive the service as unreliable when they are 

not able to conduct transactions due to agent proximity and liquidity issues or factors such 

as failed transactions. 
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Strategies that tackle the reasons for low activity 

There are a number of strategies that the MM provider can implement/have implemented, 

which tackle the above mentioned reasons for low user activity of MM. These have been 

categorized into market strategies, agent strategies, and product offering and development. 

The marketing strategies; call-center and town-by-town sprints both addresses the users 

who do not ‘feel’ a need, do not have enough knowledge and lack of trust since inbound and 

outbound call teams educates the users about the service, the use cases, how to use it and 

solves inquiries. The agent strategy super agents address agent liquidity by increasing the 

number of geographical points that agents can conduct float balancing. While ATMs 

coupled with MM addresses both agent proximity and agent liquidity as ATMs serve as a 

complement to agents since the number of cash-out points increases. The product offering 

and development strategies are merchant payment and enhancement that tackles different 

issues. Merchant payments provides a service that all people are in need of, which is 

purchasing goods and services, and thus addresses the users who does not have a need for 

the service by providing a broad use case. Enhancement addresses the reason that is 

difficulty to use as enhancements can be made to improve the intuitiveness and flow of the 

service. 

 

Resources 

All the strategies have been evaluated in terms of tangible, intangible and human 

resources, how important each resource is for the success of a strategy and if the effort to 

obtain them is high. Tangible resources (physical and financial resources) have been 

proven to be important to all the strategies with the exception of the super agent strategy 

that has a slightly lower score of importance for financial resources. The effort of obtaining 

the tangible resources is however widely spread on the entire scale between the different 

strategies. Intangible resources (intellectual property, reputation and culture) have great 

variance of importance between the strategies with intellectual property being the only 

resource which has a constant low rank for all the strategies. The importance of intangible 

resources is thus specific depending on strategy, but the effort to obtain intangible 

resources has been evaluated to be high for all strategies. Human resources (skills and 

knowledge, communication and interaction, and motivation) have great spread for both 

importance and effort across the strategies. Communication and interaction have been 

found to be important for all the strategies while motivation is the resource that requires 

the less effort to obtain for all the strategies. 

7.2 Managerial Implications 

This study and its findings might have different implications for MM providers’ 

management. There are a number of scenarios for how MM provider can utilize this study.  

 

1. This study can act as a guideline for the MM providers who harbor the interest of 

driving activity among the existing user-base and can use this thesis for identifying 

the reasons behind low user activity for that particular market. The strategies that 

tackle those specific reasons and issues will then need to be identified. The MM 
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providers can then use the findings to distinguish the resources that will enable 

success with regards on its importance and effort.  

2. For MM providers who have implemented strategies but have not been successful to 

drive activity, this thesis can be used for identifying the wrong-doings in the 

process. The MM provider can review how each strategy has been implemented and 

run in terms of activities. From this, it is possible to identify the pitfalls and find 

ways to improve.  

3. This thesis might also provide guidance to MM providers who have been successful 

of implementing strategies that aim to increase activity, but desire to make the 

strategy more effective. The MM provider can benchmark against the resources 

identified in the importance-effort-matrix and for instance identify what resources 

that needs to be further examined for lowering the effort.  

7.3 Further research 

First of all, this master thesis has solely focused on the resources from the RBV and a 

natural next step would be to investigate the same strategies in terms of capabilities. This 

is an important aspect since specific capabilities have the ability to substitute resources 

and thus impact the relevance, importance and effort of obtaining that specific resource.  

 

It would also be interesting to study how the different resources for the strategies vary in 

importance and effort over time. The setting up of the strategies that have been presented 

does not take this factor into consideration. Depending on the phase of the launch, the 

maturity of the market and the service life cycle, the tangible, intangible and human 

resources might vary over time for each strategy.  

 

Another suggestion for further research could be to provide specific recommendations of 

actions for the MM provider after mapping and segmenting the resources in the 

importance-effort matrix. It would be of great interest to understand what the MM 

provider can do in order to decrease the effort needed to obtain a specific strategy.    

 

This study has had the geographic focus of East Africa and it would thus be of interest to 

conduct the same type of study for another market/region in order to investigate if 

parallels can be drawn. 
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Appendix 
 

Appendix 1. Demographics of East Africa  

 

This part of the appendix aims to give the reader an understanding of the East African region 

by mapping and presenting demographic characteristics such as age structure, language, 

religion, urbanization, work force, economic development and financial access. 

 

Age structure, language and religion  

The population is mostly said to be the core of development in a country. It is generally 

essential to understand the demographics of today, as well as its trends, from a business 

perspective. While looking at the demographics of Kenya, Uganda and Tanzania one can 

find very similar data and trends. Two things that the countries, which all borders to each 

other, have in common are the age structure and to some extent also the languages spoken. 

One thing that differs a bit between one and the other two countries is religion. 

 

The bulk of the East African countries have a very young population, as can be seen in 

figure 40 below. The largest proportion are between 0-14 years, representing over 40 

percent of the countries’ population (Central Intelligence Agency Tanzania, 2014; Central 

Intelligence Agency Kenya, 2014; Central Intelligence Agency Uganda, 2014). Also, over 60 

percent of the people are in the span between 0-24 years. These facts, together with other 

like having a rapidly growing school age population and a high rate of workforce growth, 

provides a great opportunity for the countries to reduce poverty and obtain high levels of 

economic growth and human development (Cincotta, 2010). However, if the countries do 

not manage to use this opportunity well it could also lead to economic decline and social 

misery, where the main reasons for this could be inadequate policies and sparse resources. 
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Figure 40. Age structure in East Africa and Sweden 

 

The language situation in Africa is probably the most complex in the world. The reason 

behind this is that the national boundaries of African countries were drawn by European 

colonial powers where no attention was paid to the culture, language or history of the 

territories (Lodhi, 1993). In the case of the East African countries, this is not a major 

problem because of the widespread use of Swahili and English. Both Kenya and Tanzania 

have systematically during a long period of time promoted the use of Swahili, whereas the 

Ugandan government recently established plans in to make all citizens learn the language 

(Vilhanová, 1996; The African Report, 2013). The Swahili language is written with Latin 

script and is a mix of Arabic and local languages of East African coastal tribes. Now that 

English, which is the primary language of higher education and commerce, and Swahili are 

soon to be official languages of the East African countries, there is a potential for greater 

political, economic and cultural progress (Vilhanová, 1996). 

 

Religion appears to be one thing that differs between Tanzania and the other two countries. 

As all three countries have a big portion of Christians, Tanzania’s largest religious group, 

with around 35 percent, are Muslims while 30 percent of the population being Christians. 
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While looking at the same stats for Kenya and Uganda over 82.5 percent of the countries’ 

populations are Christians, Muslims only being around 11-12 percent of the population. 

(Central Intelligence Agency Kenya, 2014; Central Intelligence Agency Tanzania, 2014; 

Central Intelligence Agency Uganda, 2014). 

 

Urbanization, workforce and economic development  

Africa and especially the East African countries are experiencing an extraordinary rate of 

urban growth. The rapid flow of people to urban from rural areas results in many complex 

management situations where problems such as lack of land access, ineffective 

infrastructure and lack of basic service needs could arise. But on the other side of the coin, 

there is also a close relationship between urbanization change, engagement of the 

workforce and economic development. (Tolley, 1987).   

 

The rates of urbanization of the East African countries Kenya, Uganda and Tanzania are 

today outpacing many countries, all having a projected rate of urbanization over 4.3 

percent. As can be seen in figure 41 below, big shares of the populations are still living in 

the rural area, where less than 27 percent of the populations are based in cities or towns. A 

large proportion of the East African populations are today engaged in agriculture which 

also is the main source of income for many people. Studies have shown that around 85 

percent of the population’s income in Uganda is directly or indirectly derived from 

agriculture (State, Birungi, & de Haan, 2009). The situation in Kenya and Tanzania are 

similar, where the majority of the labor force is working within the agriculture business 

(Central Intelligence Agency, 2014). Both men and women are working, where for example 

women are those who actually form the majority of Tanzania’s agriculture workforce (The 

World Bank, 2007). However, a reason for the widespread urbanization and people leaving 

their villages are to find jobs. This indicates that the East African countries are becoming 

more industry and service focused.  

 

 

Figure 41. Urban population in East Africa and Sweden 

 

Studies have shown that positive changes in the urbanization levels also increase the GDP 

growth of the country (Henderson, 2000). The 2013 real GDP growth rates of Kenya, 

Uganda and Tanzania all exceeds 5 percent, Tanzania having the highest rate with around 7 
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percent. Figure 42 below shows that these countries have had a steady increase in their 

GDP for a couple of years and are thus major contributors to the strong economic growth in 

Africa. (Central Intelligence Agency Kenya, 2014). 

 

 

Figure 42. GDP growth and GDP per capita in East Africa and Sweden 

 

Financial access  

The financial access in East Africa can be classified into four major categories of financial 

service usage (FSDT, 2013; EPRC, 2013). These are: 

 

Formal banks, referring to financial institutions that are directly supervised and 

regulated by the Central Bank, and include commercial banks, credit institutions etc.  

 

Non-bank formal financial institutions, referring to Saving and Credit 

Cooperation Organizations (SACCOS), insurance companies, microfinance 

institutions, post banks, money transfers using Money Transfer Operators (MTOs) 

and cell phone money services etc. 

 

Informal, referring to money lenders, Village Savings and Lending Organizations, 

services by employers and other village groups etc. 

 

Financially excluded, referring to people who does not use any of the above 

mentioned methods for managing their finances.  

 

Methods for financial management include both formal and informal methods. Formal 

financial methods to transfer money are common but require a well-developed financial 

service infrastructure that usually can be found in urban areas of East Africa. A significantly 

larger proportion of users are sending money through financial institutions in Kenya than 
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in Uganda and Tanzania, since the country have a stronger financial infrastructure. Postal 

money orders and remittances via MTOs are other formal methods that are regularly used 

in all three countries. Examples on informal methods are carrying money physically or 

sending the money with a friend, a relative, or a bus driver who is willing “to do them a 

favor” are common and popular (Camner, Sjöblom, & Pulver, 2012; Sander, 2004). 

 

Financial inclusion and financial access has long been very poor in Africa due to a large 

section of the African population being disadvantaged and low-income segments of society. 

Compared to Uganda and Tanzania, Kenya is having the best formal financial access rate 

with around 67 percent. While Uganda has 54 percent and Tanzania has 58 percent. Figure 

43 shows the financial access rate in more detail classified into the four major categories 

financial service usage (FSDT, 2013; FSD Kenya and Central Bank of Kenya, 2013; EPRC, 

2013). 

 

Figure 43. Financial access in East Africa 201310 

 

As previously mentioned, formal methods for transferring money and managing finances 

require a well-developed financial infrastructure that usually can be found in urban areas. 

This can be seen in all three countries. In Kenya the number of people accessing financial 

services through formal banks was in 2013 1.8 times higher in the urban areas than in the 

rural. Uganda show 2.1 times higher usage of formal banks in the country’s urban areas 

compared to rural areas. While the urban population in Tanzania shows 4 times higher 

usage of formal banks for financial management than the rural population (see figure 44 

below). (FSDT, 2013; FSD Kenya and Central Bank of Kenya, 2013; EPRC, 2013). 

                                                        
10 For Kenya, the source has different names for the categories of financial access methods but is similar to the definitions which this 

thesis has chosen to follow. The formal registered services are included in the formal non-prudent services and correspond to non-bank 

formal financial institutions as seen in figure 43.   

Tanzania

Uganda

Kenya

14% 

20% 

33% 

44% 

34% 

34% 

16% 

31% 

8% 

27% 

15% 

25% 

Formal banks Non-bank formal financial institutions
Informal Financial excluded



110 

 

 

 Figure 44. The financial access by rural/urban in East Africa 201311 

                                                        
11 See previous footnote 
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Appendix 2. List of interview respondents 

 

Date of interview 2014-03-21 

Company/Organization GSMA  

Interviewee Claire Pénicaud 

Position Market Intelligence Manager
12

 

 

Date of interview 2014-04-25 

Company/Organization McKinsey & Company 

Interviewee Yassir Zouaoui 

Position Associate Principal 

 

Date of interview 2014-05-06 

Company/Organization Safaricom Kenya 

Interviewee Sitoyo Lopokoiyit 

Position Head of Strategy
13

 

 

Date of interview 2014-05-02 

Company/Organization Top Image Kenya 

Interviewee George Njeru 

Position Account Manager 

 

  

                                                        
12 Mobile Money for the Unbanked 
13 Mobile Financial Services 
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Date of interview 2014-05-08  –  2014-05-12  

Company/Organization MTN Uganda 

Interviewee 1 Juliet T. Kugonzebwa 

Position Senior Operation Manager
14

 

Interviewee 2
 

Brian Katimbo 

Position Business Planning and Analytics Manager
15

 

Interviewee 3 Brenda Nabunya 

Position Sales and Distribution Manager
16

 

Interviewee Christopher Ssali 

Position Marketing Manager 

 

Date of interview 2014-05-12 

Company/Organization Airtel Uganda 

Interviewee Richard Yego 

Position Operations Manager
17

 

Interviewee Stephen Waiswa 

Position Corporate Sales Manager
18

 

 

Date of interview 2014-05-09 

Company/Organization Orange Uganda 

Interviewee Ronald Wakabi 

Position Product Manager
19

 

 

Date of interview 2014-05-16 

Company/Organization Vodacom Tanzania 

Interviewee Candice Rato 

Position Head of Operations
20

 

 

                                                        
14 Mobile Money  
15 Mobile Money 
16 Mobile Money 
17 Airtel Money 
18 Airtel Money 
19 Mobile Money 
20 M-commerce 
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Date of interview 2014-05-16 

Company/Organization Tigo Tanzania 

Interviewee Ruan Swanepoel 

Position Commercial Manager
21

 

 

Date of interview 2014-05-14 

Company/Organization Airtel Tanzania 

Interviewee 1 Aspuya Nalingigwa 

Position Manager
22

 

Interviewee 2 Rwebugisa Mutahaba 

Position Marketing Manager
23

 

 

Date of interview 2014-05-02 

Company/Organization InterMedia 

Interviewee Anastasia Mirzoyants 

Position Director of Research and Operations 

 

Date of interview 2014-04-08 

Company/Organization Milicom International 

Interviewee Emil Sjöblom 

Position Product Specialist
24

 

 

Date of interview 2014-04-28 

Company/Organization Freelance 

Interviewee Phil Levin 

Position Mobile Financial Services Consultant 

 

  

                                                        
21 Mobile financial Services 
22 M-commerce 
23 M-commerce 
24 Mobile Money 
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Date of interview 2014-04-02 

Company/Organization Coda Payment 

Interviewee Paul Leishman 

Position Co-Founder and COO 

  

Date of interview 2014-04-08 

Company/Organization TNP2K Indonesia 

Interviewee Michael Joyce 

Position Mobile Money Policy Advisor 

 

Date of interview 2014-03-25 

Company/Organization The World Bank 

Interviewee Thyra Riley 

Position Sector Coordinator & Lead Specialist
25

 

 

Date of interview 2014-03-26 

Company/Organization Ericsson 

Interviewee Alpha DIA 

Position Engagement Manager
26

 

Interviewee Goran Loncaric 

Position Head of Technical Solutions
27

 

Interviewee Mark Guthrie 

Position Principal Consultant 

Interviewee Ville Sointu 

Position Principal Business Architect
28

 

 

  

                                                        
25 Finance and Private Sector Development, South Asia Region 
26 M-commerce  
27 M-commerce 
28 M-commerce 
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Date of interview 2014-03-26 

Company/Organization Kalba International 

Interviewee Kas Kalba 

Position President and CEO 

 

Date of interview 2014-03-28 

Company/Organization CGAP 

Interviewee Gregory Chen 

Position Senior Financial Sector Specialist 

 

Date of interview 2014-04-13 

Company/Organization 
Institute of Money, Technology and Finance at 

University of California, Irvine 

Interviewee Bill Maurer 

Position Director 

 

Date of interview 2014-04-14 

Company/Organization Grameen Foundation 

Interviewee Olga Morawczynski 

Position Global Advisor for Innovation 
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Appendix 3. Interview agenda 

 

1. Users who do not feel a need for the service  

Problem:  

 Agent commission structure – Pushing out registrations 

o How did the commission structure look like?  

o How did the agents manage to register people who did not feel a need for the 

services?  

o When did the service providers begin to understand that they needed to 

change the structure?  

o How does the structure look like now?  

 MM providers not understanding the needs  

o How well do the service providers understand the needs in a region? 

 1. Users who feel a need for the service but do not understand the service  

Problem:  

 Agent commission structure – No incitement for agents to educate the customer  

o How did the registration process look like (before the new commission 

structure)?  

o How does the registration process look like now?  

 Agent commission structure – No incitement for agents to educate the customer  

o Agents not enough trained  

o How are they trained?  

 Difficulties to understand the service?  

o Service not being intuitive?  

o Users not that highly educated?  

o Latin alphabet makes a big difference?  

 Potential active users are dependent on other people than just the agent?  

o Dependent on children or other family members that could help them? 

Communities?  

3. Have a need but are hampered by intangible and tangible factors  

Problem:  

 Agent proximity - No agents close to where registered users live  

o What types of agents can be found?  

o Where are they based? Are they moveable?  

o Who can be an agent and how is the process of becoming one?  

o How do the registered users know where to go when it comes to agents?  

 Agent liquidity - Agents do not have money when trying a cash-in or cash-out  

o How much e-float/liquidity do they usually have? Is it restricted?  

o Do the service providers provide the agents with liquidity? 

o What happens when the agent does not have liquidity?  

 Lack of trust  
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o Failed transaction  

o Fraud  

 Lack of trust  

o Ease of use  

o Interface?  

o PIN-reset?  

4. Strategies that tackle these problems 

 How do you set the strategy up? 

 How do you execute and implement the strategy? 

 

 


