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Blueprint for Accion MfBNigeria
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Blueprint for Sub-K 3.0
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So, how did we do it?
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The answers to 6 key questions will help us get thereΧ

1. What are the target customer segments that are going to help us achieve the goal?

2. What are the value propositions to each of those segments?

3. How do we ensure that we deliver the value propositions, sustainably, to those segments?

4. How ready are we today?

5. How should we structure the organization ςscenarios?

6. What is the cost of the investment required to take us there?
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Tools used
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Customer Value Proposition matrix

Customer Segmentation

Business Model Canvas

Customer Journey Map
Preτrequisites matrix

Initiatives / Activities Roadmap



Business model canvas
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{ǳōYΩǎbusiness model canvas to increase activity at MSME traders
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$

KEY RESOURCES

COST STRUCTURE REVENUE STREAMS

KEY ACTIVITIES KEY PARTNERS
VALUE 
PROPOSITION CUSTOMER SEGMENTS

CUSTOMER
RELATIONSHIPS

CHANNELS

Urban MSME trader

Service and processing fees

Marketing revenue from banks P2P service fees

Cross selling fees 
Agent referral fees FLDG

Travel and Admin

Training

Salaries + incentives Marketing

Short TAT - Don't mind 
slightly higher cost for 

quick loan disbursements

Market linkages 
(buyers/suppliers, e-

commerce, etc.)

Opportunity to share with 
peers via digital channels

Digital tools to manage 
business

Acquire CRM 

Develop BI platform

Risk management

Tech-based underwriting

Agent due diligence

Marketing

Standardizing Collection and 
storage of data

Build Data Analytics 
Capacity (marketing, risk, 

new products, agent 
recruitment, etc.)

Banks/FIs

Technology Partners ςCRM, 
BI, risk mgmt. tools

Funding partners aligned on 
flexibility in product design

Telcosfor SMS

Domain knowledge

Hardware  + CRM software

BI platform

Allow pre-closure

Flexible loan terms

Quick top-up loan terms

Tech platform

Field staff

P2P lending platform

Investment advisors

Professional, respectful

Leverage strength of client 
social networks

Prefer face to face but not 
too many visits (some 
human touch w/ tech 

efficiency)

Looking for short term 
liquidity and asset building

Feet on street loan appraisal

Agents for document pickup

Social network for referrals

P2P channels build loyalty

Agent network for sourcing

Tech platform build + maintenance

Finance hardware



Customer Segmentation
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Segmentation methodology
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Financially 
underserved

9¢/Χ

DIGITAL MICRO RETAILERS

AGRICULTURAL OFFTAKERS

RURAL SME SERVICE PROVIDERS

STUDENTS

URBAN MICRO RETAILERS

Identify customer segments 
within target market: A total of 28 
customer segments were identified 
within the financially underserved 
market.

Prioritize customer segments: 
Segments were prioritized within the 
context of savings and loans as two 
separate outputs.

STEP 1 STEP 2

DO-ABILITY
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Segment prioritization criteria
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DO-ABILITY

ï Capacity ïcan we reach this segment today with the people, 

systems, and resources we have easily or not?

ï Capability ïdo we understand the clientôs wants and needs, 

economic dynamics easily or not?

ï Cost ïhow expensive is this to reach out?

ï Time to market ïhow long will this take to do?

ï Regulatory ïdo we have the permission to do this?

ï Partnerships ïdo we need (and understand) the partnerships 

to deliver this service?

ï What are the skills availability in the market if we need to hire 

people to reach this segment?

ï Competition - does competition offer services to this 

segment?

- Social impact (mission alignment):

Å Enhanced lives of clients served;

Å Clients are able to manage their businesses better;

Å Improved ecosystem around the client for the 
benefit of the community.

- Volume (large ôpotential universeô of prospects to convert)

- Average Savings Balance for Savings/deposit accounts

- Average Loan size for Credit accounts

STRATEGIC VALUE

During the prioritization exercise, each segment was attributed a rating against strategic value and do-ability criteria, the de finitions of which are 
outlined below. The combination of these scores determined a relative positioning on the below axis. This positioning was ultimately used to 
determine the priority of addressing the needs of each segment. Each segment was considered separately within the domains of credit and savings, as 
nuances in lifestyle and industry may dictate the same customer group to hold different positions on each. 



Result: Prioritized Segments for Credit and Savings
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Value Proposition Definition
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VP creation methodology
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Identify what you can offer to the 
customer as propositions to 
address the needs and pain-points, 
while ensuring you address the fears 
and wants for better product design 
and adoption.

STEP 2

ADDRESS 
PAIN 
POINTS

ADDRESS 
THE NEEDS

ADDRESS 
THE FEARS

ADDRESS 
THE WANTS

Map customer 
propositions: Map 
customer segment 
propositions according to the 
number of segments they are 
relevant to.

STEP 3

GENERIC

SPECIFIC

STEP 4

Develop product ideas: 
Use the mapped propositions 
to develop product ideas 
specific to individual 
segments.

!

Understand customer segment 
requirements : Identify the needs, 
wants, pain points and fears of each 
customer segment.

STEP 1

PAIN 
POINTS

NEEDS

FEARS WANTS



Urban Micro & Urban SME retailer
(more than 5m potential customers)
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Meeting the Wants

Meeting the Needs

Experience that addresses the 
fears

Features that address the pain 
points

Å Convenient means of depositing 
cash (agent network)

Å Access to supplier marketplace
Å Reliable payment acceptance 

terminal
Å Access to solar power through 

partnership with Solar System 
co.

Å Health insurance
Å Life insurance
Å Business insurance
Å Business advisory services

ÅWorking capital loan to buy 
necessary stock

Å Diverse range of payment 
channels (including agents) 
to reduce reliance on cash 
and enable deposits outside of 
normal banking hours at the 
end of the day

Å Tips to increase credit rating

Å Brand association through 
branding of client location

Å Bookkeeping solution for 
clients to keep track of sales 
and inventory

Å Housing loans
Å Loyalty rewards
Å Access to a wider 

marketplace of suppliers to 
increase competition among 
sales price

Å Training on business 
bookkeeping

Wants

Needs

Fears

Pain points
Å Transaction fees are high for bill 

payment and money transfer 
services

Å Cannot rely on supplier for 
consistent quality of stock

ÅMy staff turnover is high 
Å Digital transaction mechanisms 

often fail due to poor network etc
ÅMy power supply is unreliable

Å People who know I have cash at the 
end of the day will steal it from me

Å That my business will fail if I die 
and my dependents will suffer

Å That I will not sell enough to cover 
my costs

Å Ill Health of self or family
ÅMy home is an informal settlement 

and may be demolished leaving my 
family without shelter

Å Affordable access to funding so 
I can purchase the stock I need 
to make a decent income

Å Pay electricity and airtime bills 
so I can continue to run my 
business

Å Need to deposit cash takings at 
the end of the day

Å Location to sell my goods

ÅQuick access to funding so I 
can purchase stock within 
availability timeframe.

Å Respect of community to 
increase patronage

Å Access to best price from 
suppliers to increase margins

Å Accurate ledger of business 
transactions so I can track 
business performance

Å To be a home owner and have 
security for my family



Propositions that deliver value
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GENERIC SPECIFIC



Customer journey map
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Customer journey map
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Word of 

mouth

1-1 sales from 

account officer

Roadshows and 

market storms

Social media 

advertising

Industry bodies 

and associations

Community 

Leaders

SMS

marketing

Radio

advertising

Sponsor app on 

google play store

Agri program 

sponsorship

Flyers and 

posters

Agent 

advertising

Newspaper 

advertising

Pop-up 

branches

Bus and van 

branding

Billboard 

ads

CSR 

activities

Branding of 

client business

Roll-up 

banner

Online banner 

ads

Branch field 

staff

Regulatory and 

umbrella bodies

Supplier 

relationship

s

Website for info 

about products

Word of 

mouth

Apply SupportAwarenessAWARENESS & CONSIDER APPLY TransactTRANSACT SUPPORT LoyaltyLOYALTY

Account

officers

Branch

Cash 

center

Website Apply via SMS

Apply via USSDCall center

Apply via App

Virtual sales teams

Apply at agent

Special product 

managers

Strategic distribution 

partners (FMCG)

Internet

banking

Apply via FB 

messenger

Agents

POS

Mobile

van

ATMs

Branch

Piggy

bank

Account officer

Cooperative 

societies

Group lending 

leaders

Pay with debit card

Deposit into 

distribution partners

Bank 

transfer

s

Online

App to record business 

transactions

Call center

IVR

Customer 

forum

Agent

Support via 

mobile app

In-branch 

support

Social media 

support FB, WA

Account officer

Support via

chatbots

Support via email

Support via

SMS alerts

Online 

service

Free 

helpline

Show credit 

score to client

Accion champions in

schools and churches

Show credit score 

to client

Accion online 

marketplace

Book-keeping 

software

Help build 

Credit history

Business 

advisory support

Financial 

advice support

Membership of Telco 

Marketplaces

Celebratory 

messages

Promos

Family advisory 

support

Customer 

biz branding

Customer 

biz branding

Loyalty 

points

Supplier 

relations

Free health 

check-ups

Train staff on 

business behaviors

Expand

suppliers

Risk based 

pricing

InsurancesDaily interest 

calculations

Accion Super 

Savers club

Referral 

incentives

Senior 

management visits

CSR
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Word of 

mouth

1-1 sales from 

account officer

Roadshows and 

market storms

Social media 

advertising

Industry bodies 

and associations

Community 

Leaders

SMS 

marketing

Radio 

advertising

Sponsor app on 

google play store

Community program 

sponsorship

Flyers and 

posters

Agent 

advertising

Newspaper 

advertising

Pop-up 

branches

Buses and vans 

branding

Billboard 

advertising

CSR activities ï

brand schools, 

hospitals etc

Branding of client 

business or market

Roll-up 

banners

Online 

banner ads

Refresh Branding 

of branches

Regulatory and 

umbrella bodies

Supplier 

relationships

Website for info 

about products

Branch 

field staff

Account opening 

Promotions

AwarenessAWARENESS & CONSIDERActivity prioritization example (generic)
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APPLY

Account officersBranchCash center

Website
Apply via SMS

Apply via USSD

Call center

Apply via App

Virtual sales 

teams
Apply at agent

Specialized 

product managers

Strategic distribution 

partners (FMCG)
Apply via FB 

messenger

Activity prioritization example (generic)
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Pre-requisites matrix
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ACTIVTY SEGMENT TIMELINE SYSTEMS SKILLS PARTNERSHIPS

SMSmarketing 1,2,3,4,5,6,7,8 Q1 2018 SMS platform Digital marketing, SMS 
managementand tracking

VAS aggregator, MNOs

Social media advertising including FB, 
Twitter and Whatsapp

1,2,4,5,6 Q2 2018 Social media accountmgmt. 
software

Digital/ Socialmedia 
advertising capability

Account managementtool 
vendor

Website for info about products 1,3,6,8 Q1 2018 Website Content 
Management System

Digitalmarketing, web 
design/dev, IT support

Web hosting

Supplier relationships topromote 
Accion through the supply chain 

2,4,5,6 Q2 2018 N/A Relationship management Suppliers, off takers

Branch field staff 2,4,5 Q1 2018 N/A Sales abilities N/A

Online banner ads 1,8 Q1 2019 Web banner mgmt. console Digital marketing and online
SEO specialist

Onlinedistribution partner

Industry bodies and associations 3,8 Q2 2018 Customer relationship
management system

Relationship management Industrybodies and 
associations

Billboard advertising ςlargeads in 
strategic locations

3,7 Q4 2018 N/A Marketing strategy ςlocation 
strategy

Billboard marketing agency

Account opening Promotions 4,6 Q1 2018 Promotionssoftware linked 
to T24

Promotionsspecialist Agentnetwork partner for 
promos through agents

Pop-up branches duringsignificant 
community or co-op events

7,8 Q3 2018 Remote branch management 
software

Branch distribution
management

Distributionpartner

Roadshows and market storms 7 N/A DFA forstaff who attend the 
roadshows

Eventplanning N/A

Sponsor app on google play store 1 N/A N/A N/A N/A

Step 3: What are the common activities to build awareness in the 
market?
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Other ideas included:

AwarenessAWARENESS & CONSIDER

Refresh Branding 

of branches
Roadshows and 

market storms

Community 

Leaders

Community program 

sponsorship

CSR activities ïbrand 

schools, hospitals etc

Branding of client 

business or market

Regulatory and 

umbrella bodies

Account opening 

Promotions

Strategic distribution 

partners (FMCG) 

Agent drives awareness 

in the community 
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ACTIVTY SEGMENT TIMELINE SYSTEMS SKILLS PARTNERSHIPS

Apply via USSD 1,2,3,4,5,6,7,8 Q1 2018 USSD platform and shortcode USSD design, IT support Short codeprovider/VAS 
aggregator, NCC

Apply via SMS 1,2,3,4,6,7 Q1 2018 SMSmanagement system, 
Integration to T24

ITsupport, integration 
development, customer 
service

SMSaggregator

Apply viamobile App 1,5,6,8 Q2 2018 Mobile app, App 
management server/hosting

Mobile app admin, IT 
support, appdesign

Development partner

Apply at agent location 1,3,6,7 Q12018 Agent network management 
system, T24

Agentnetwork operations Agent network manager

Apply via Call Center 1,3,5,6 Q2 2018 Call center Call centermanagement Callcenter service provider

Apply viaaccount officers 2,4,5,8 Existing tool Staff with DFA tools DFA literacy, sales skills MNO fordata and device

Apply via Branch 2,3,4,5 Existing Branch network Stafftrainedon products

Apply via website 1,6,8 Q2 2018 Website content 
managementsystem, link to 
T24

Website designand 
administration

Webhosting provider

Apply via FaceBook
messenger

1,6 Q2 2018 Social media platform Socialmedia marketing 
and development

Facebookdevelopers

Apply via virtual sales 
teams

7 Existing tool Staff with DFA tools DFA literacy, sales skills MNO fordata and device

Applyin bulk via 
organization

8 Q2 2018 T24to upload bulk 
applications

Training towork with 
organizations

Co-op and affinity group 
partnerships

Step 3: What are the common activities to enable people to apply 
for an account?
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Other ideas included:

APPLY

Apply at Kiosks or Cash 

centers

Recruit Specialized product managers 

who can accept applications 
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Initiatives roadmap
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Digital product strategist

Roadmap for Systems, Partnerships & Skills
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2
0
1
8

Q
1

Q
2

Q
3

Q
4

SMS platform for SMS 
broadcast

Agent network system

USSD platform/  
shortcode

Website Content 
Management System

USSD banking

USSD for application

mCASHintegration SMS aggregator

USSD aggregator

Agent Network Manager

Web hosting

FMCG Suppliers Digital Marketing 
Specialist

Web designer

Promotions specialist

Agent Network 
OperationsSocial media campaigner

Social media account 
mgmt. software

Promotions software 

Call center monitoring 
system

Revamped Accion
Website

Data platform and BI 
Tool

Support via USSD

Call center operations

Data scientist

Risk modeling

Integration specialist

Social Media Account 
mgttool vendor

Industry bodies and 
associations

Co-op and affinity group 
partnerships

Facebook developers

Mobile app developers

Loyalty managerPartnerships with agric
off takers

AgricSuppliers

Call Center

Customer relationship 
management system

Loyalty management 
platform

Account opening form 
on Accion Website

Apply via mobile app

Check account details 
on mobile app

Support via App

Web banner mgmt. 
console

Mobile app for business 
advice

Mobile app for financial 
advice

Mobile app for tracking 
business transactions

The following roadmap shows the systems, skills and partnerships that need to be put in place by Accion MfB to ensure it hits the defined target segments with valuable products and 
services. These are the earliest possible datesthat these initiatives are put in place. The actual activities once they are in place will extend into 2018-2020 timeframe.

SYSTEMS PARTNERSHIPS SKILLS
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Outputs from the workshops
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