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Objectives of the Assessment

The Mobile Money Operational Assessment is designed in Excel for mobile money
providers to:

= Provide a quick assessment of their mobile money operation
m |dentify foundational barriers to growth
= Provide practical insights into how to overcome these foundational barriers

This Assessment will take about one day to complete, and it is advised that multiple
members of a mobile money team contribute as specific knowledge and expertise will
be required.




Scope of the Assessment

This version of the Assessment covers the basics of a mobile money operation,
including:
= Quantitative assessment of key operational metrics
s Qualitative assessment of :
- Distribution network
- Organisational structure and operational set up
- Marketing strategy

Out of scope for this version:

= Regulatory environment

s Competitive environment

m Other advanced capabilities (interoperability, ecosystem, apps, etc.)
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Assessment: Input data m" ﬁ" "’

The Input Data worksheet is for providers to fill in =~ =~
with their operational data, including; °

s Customer data
m Agents and distribution network data
s Product data

Customer data from the past 18 months is preferred
for more accurate growth rate within the
Operational Dashboard.
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Assessment: Questionnaires

The Operational Assessment contains three questionnaires covering:
= Distribution

= QOrganisational and operational structure
= Marketing i

Distribution Assessment

= The questions have binary responses, with
“YES”, “NO” or “N/A” as options

= Recommendations will be provided if your
response is not in line with global best practice

= Each response is given a score, which are
tallied in the Operation Health Dashboard

= Additional sources and resources are provided
at the bottom of each questionnaire for further
Insights on overcoming barriers
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Assessment: Distribution
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The Distribution Assessment covers the
following topics:

= Agent network

= Agent selection
= Agent training

= Agent monitoring
= Agent liquidity

= Agentincentives

It is advised that multiple members of a
mobile money team contribute to filling
out this questionnaire, as specific
expertise and knowledge of distribution
s needed.
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Distribution Assessment

The distribution network is the most important part of a mobile money setvice, and fraditionally has been the most difficult part to get right. Mobile money is not as easy as selling aitime, and
an operation will need to be configured in a way that addresses the added challenges. The Distribution Assessment covers distribution network management, agent selection, training and

monitoring, in addition to liquidity management and agent incentives

To fill out this part of the Diagnostic Toolkit, information about agent performance and structure is needed. It may be useful to visit different agents and talk to them about their experience as
amobile money agent. The objective is to understand what they think is challenging and atfractive about being an agent. However, the most impartant aspect to understand is how agents
are treating customers and if they are explaining the setvice adequately, thus creating frust in mobile money.

After the: the and scores will appear, and feed into the Operational dashboard

Agent network

1 Do you have a dedicated mobile maney sales team
employed to visit agents to communicate new
products, campaigns and communicate information
from your operation?

2 Are sales and monitoring activities performed by two
separate teams?

Input data

Distribution overall score:

Answer

Specific recommendation Score

Org structure

Marketing | operational dashboard

0 out of 63- Resources: MMU Topics — Agent Networks

Score of possible:

Agent network 0 outof 13
Agent selection 0 outof &
Agent training 0 outof 15
Agent monitaring 0 out of 10
Agent liquidity 0 outof 11
Agent incentives 0 outof &
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Sources for improvement:

GSMA Publication: Building, Incentivising and Managing a Network of Mobile Money Agents.
A Handbook for Mobile Network Operators

GSMA VIDEQ: What should operators look for in a prospective agent?

GSMA: Designing & Delivering Azent Training for Mobile Money Deployments

GSMA Publication: Managing a Mobile Money Azent Network

GSMA Publication: Mobile Money for the Unbanked 101 A guide to Commercial Best Practice
GSMA Webinar on Mebile Money Pricing and Commissions

When the questionnaire is completed, scores are
tallied in the Operational Health Dashboard



Assessment: Organisational and -

operational structure
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The Organisational and Operational
Structure covers the following:

= QOrganisational structure
= QOperations
= (Call Centre

It is advised that multiple members of a
mobile money team contribute to filling
out this questionnaire, as specific
expertise and knowledge of
organisational structure and operations is
needed.
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Organisational and operational structure

Best practices in organisational and operational structure are the result of trial and error. Seasoned mobile money operators have identified the importance of establishing
separate business units for mobile money, creating separate sales and distribution teams to drive the mobile money business, and properly aligning the other MNO functions
to create an environment in which mobile meney can flourish.

To complete the questionnaire having people that works closely with operation and organisation will add value to the discussion, and ease the process of filling in the
. After the the and scores will appear and feed into the Operational dashboard.

Organisational structure 8pecific recommendation Score

1 Is the mobile money unit an independent business unit
separated from the GSM business?

2 Is there a dedicated mobile money sales and distribution
structure?

3 Does the mobile money manager report directly to the CEO
or CFO?

el [ | npwdata | Dissibuton | RPN \arkeing | Sperstona dashboard
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Sources for improvement:

Organisational structure overall score:

Score of possible:

Organisational structure 0 outof 19
Operation 0 outof 5
Call centre 0 outof &

When the questionnaire is completed, scores are
tallied in the Operational Dashboard
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Assessment: Marketing strategy
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The marketing assessment covers the
following;

.
M a rketl n g Strateg y To drive usage, service providers must guide customers on a journey from their first encounter with mobile money to habitual use of the service. Critical to this joumey is

marketing. Marketing is very market specific, and some tactics which work wonders in some markets can be useless in others. The objective of this section is therefore not to

Marketing

assess if your current marketing efforts are right for your market, but rather if the of creating a well marketing strategy are in place. This section assumes the

. . .
. M a rketl n g m O n Ito rI n g mobile money operator has a deep understanding of what customers think of the mobile money service.

To complete the questionnaire having people that works closely with marketing will add value to the discussion, and ease the process of filling in the questionnaire. After
completing the questionnaire the recommendations and scores will appear and feed into the Operational dashboard.

It is advised that multiple members of a e e
mobile money team contribute to filling
out this questionnaire, as specific

expertise and knowledge of marketing "=z
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Marketing overall score: 0 out of 1,3-
Score of possible: ‘Sources for i MMU Topics — Customer Adoption
Marketing strategy 0 outof 10 i ) GSMA Publication: Driving Customer Usage of Mobile Money for the Unbanked

Marketing monitoring 0 outof 8 i ) GSMA Publication: Getting the Most Qut of Your Data: Segmenting Your Mobile Money Customer Base to

Drive Usage

When the questionnaire is completed, scores are
tallied in the Operational Dashboard
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Contact us

We hope you find this Operational Assessment useful.

To get in touch with us, please email us on mmu@gsma.com

».
BILL& MELINDA ( ON
(GATES foundation  The MasterCard OMIDYAR NETWORK"
Foundation
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