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DEFINITIONS

CONCEPTS

AGENCY BANKING

ALTERNATIVE
DELIVERY CHANNELS
(ADCs)

DIGITAL FINANCIAL
SERVICES (DFS)

DIGITAL FINANCIAL
SERVICE PROVIDERS
(DFSPs)

FINANCIAL SERVICE
PROVIDERS (FSPs)

MOBILE AS A
SERVICE

MOBILE FINANCIAL
SERVICES (MFS)

MOBILE BANKING

MOBILE NETWORK
OPERATORS (MNOs)

NON-BANK
FINANCIAL
INSTITUTIONS (NBFls)

DEFINITIONS

Refers to when clients can transact on their mo-
bile wallet and financial institution account either
directly themselves or through assistance from a
third party (e.g., agent). Note that deposits (cash-in)
and withdrawals (cash-out) require an agent as in-
termediary. In Toolkits #3 and #4, the type of trans-
actions and the interactions between the mobile
money and the bank account are detailed.

Comprise new distribution channels that have
developed over the past 10-15 years: Internet
banking services, mobile banking services,
agency banking services (as opposed to tradi-
tional distribution channels such as brick-and-
mortar and automated teller machines).

Refer to financial services provided to clients
through alternative distribution channels (e.qg.,
mobile, Internet, agent) that have developed
over the past 10-15 years.

Can either be financial institutions or non-bank finan-
cial institutions, such as payment service providers,
mobile network operators, etc. They offer a broad
range of financial services that may be accessed
through digital channels and/or over the counter.
Usually they recruit their own agent network.

Comprise banks, mobile network operators and
financial institutions that provide financial ser-
vices to clients.

Refers to financial transactions performed using
mobile technologies (e.g., mobile phone, tablet) that
impact the account of the financial service provider.

Refer to financial services provided to clients
through mobile phones and mobile devices (e.g.,
tablet). The term is gradually being replaced with
digital financial services, which is a broader term
that also covers other distribution channels.

Comprises financial transactions performed via
mobile technologies by the client him/herself, di-
rectly on the client’s financial institution account
(e.g., account balance check, loan reimburse-
ment). Note that deposits (cash-in) and withdraw-
als (cash-out) still require an agent as intermedi-
ary. In Toolkits #5 and #6, the type of transactions
and the interactions between the mobile money
and the bank account are detailed.

Refer to companies that have a government-issued
licence to provide telecommunications services
through mobile devices. Mobile penetration rate is
measured by the number of SIMs in circulation as a
percentage of the total national population.?

Comprise microfinance institutions, savings and credit
co-operatives and microfinance banks, as opposed to
mobile network operators and traditional banks, that
provide financial services to clients.

CONCEPTS

AGENT

CASH-IN/CASH-OUT
(CICO)

ELECTRONIC MONEY
(E-MONEY)

E-MONEY ISSUERS

ELECTRONIC
WALLETS
(E-WALLETS)

FLOAT

KNOW YOUR
CUSTOMER (KYC)

OVER-THE-
COUNTER (OTC)
TRANSACTIONS

DEFINITIONS

Refers to ‘any third party acting on behalf of a
bank, mobile network operator or other finan-
cial service provider to deal directly with cus-
tomers."@

‘Cash-in is the exchange of cash for electronic
value (e-money); cash-out is the exchange of
electronic value (e-money) for cash.

Is ‘a monetary value represented by a claim on
the issuer that is stored in electronic form, in-
cluding magnetic; issued immediately against
delivery of funds of an amount not less than the
monetary value issued; and accepted as means
of payment by persons or entities other than
the issuing institution."@

Comprise ‘banks, financial institutions special-
ized in payments (or payment institutions), au-
thorized microfinance institutions and other au-
thorized non-financial institutions, which have
been authorized by BCEAO [Banque Centrale
des Etats de I'Afrique de I'Ouest] as EMEs
[e-money establishments].?

Comprise ‘electronic accounts that clients can
manipulate directly to send payments to other
wallets or merchants."®

Is ‘the balance of e-money, or physical cash, or
money in a bank account that an agent can im-
mediately access to meet customer demands
to purchase (cash-in) or sell (cash-out) electron-
ic money."?

Comprises ‘a set of due diligence measures
undertaken by a financial institution, including
policies and procedures, to identify a customer
and the motivations behind his/her financial ac-
tivities. KYC is a key component of anti-money
laundering/combating the financing of terrorism
efforts."

‘Occur when clients hand cash to or receive
cash from agents, who execute transfers elec-
tronically on behalf of senders and receivers. In
such transactions, clients do not need to have
their own e-wallets."®




DEFINITIONS

CONCEPTS

CORE BANKING
SYSTEM (CBS)

ENHANCED DATA
RATES FOR GSM
EVOLUTION (EDGE)

GENERAL PACKET
RADIO SERVICES
(GPRS)

MANAGEMENT
INFORMATION
SYSTEM (MIS)

MOBILE POINT OF
SALE (mPOS)

POINT OF SALE (POS)

UNSTRUCTURED
SUPPLEMENTARY

SERVICE DATA (USSD)

VALUE ADDED
SERVICE (VAS)

DEFINITIONS

Is the back-end data processing application/
software for processing all transactions that
have occurred during the day and posting up-
dated data on account balances.?

Is a technology that can provide up to three
times the data capacity of general packet ra-
dio services. ‘EDGE enables the delivery of
more demanding mobile services, such as

. multimedia messaging, full web browsing
and e-mail on the move.®

Is a broadly deployed wireless data service,
which ‘enables people to enjoy advanced,
feature-rich data services, such as e-mail on
the move, multimedia messages, social net-
working and location-based services.'® The
data system charges based on volume of
data transferred, instead of billing per minute
of connection time.

Is the entire back-office system, including
portfolio management and reporting. It is
broader than a core banking system, which
is for capturing and processing data. As de-
scribed by the World Bank, it is a system that
helps management make, carry out and con-
trol decisions. They ‘capture and store data,
process data to produce meaningful and rel-
evant reports, and support operations by en-
forcing defined processes and providing an
audit trail."®

‘Is a smartphone, tablet or dedicated wireless
device that performs the functions of a cash
register or electronic point of sale terminal.f

Is a device that interfaces with payment cards
to make electronic fund transfers. It is also
known as a payment terminal, POS terminal,
credit card terminal, or electronic fund trans-
fer at POS terminal.

Is a communications service controlled by mo-
bile network operators. It is accessed from any
mobile phone by dialling a number that starts
with * and ends with #. It opens a session en-
abling the user to perform transactions such as
mobile payments.

Is ‘a popular telecommunications industry term
for non-core services of mobile network opera-
tors."
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CONCEPTS DEFINITIONS

Is a network that is constructed using public
wires—usually the Internet—to connect to a
private network, such as a company's internal
network. There are a number of systems that
enable the creation of networks using the In-
ternet as the medium for transporting data.

VIRTUAL PRIVATE
NETWORK (VPN)

a Raksha Vasudevan with others, ‘Market System Assessment of Digital Financial Ser-
vices in WAEMU," CGAP Working Paper, pp. xxi—xxiii (Washington DC, CGAP, 2016).
Available from http://www.cgap.org/publications/market-system-assessment-digi-
tal-financial-services-waemu

b Gartner, ‘IT Glossary: Core Banking System.” Available from http:/www.gartner.
coml/it-glossary/core-banking-systems/ (accessed April 2017).

¢ GSMA, 'EDGE." Available from http://www.gsma.com/aboutus/gsm-technology/

Is a telecommunications network or com-
WIS IN[=Wel:{ @l puter network that extends over a large geo-
(WAN) graphical distance. The Internet is an example
of a WAN.

d GSMA, ‘GPRS." Available from http://www.gsma.com/aboutus/gsm-technology/
gprs (accessed April 2017).

e Lauren Braniff and Xavier Faz, Information Systems: A Practical Guide to Implement-
ing Microfinance Information Systems, p. 2 (Washington DC, CGAP/The World Bank,
January 2012).

f Margaret Rouse, ‘Definition: mPOS." Available from http:/searchcio.techtarget.
com/definition/mPOS-mobile-point-of-sale (accessed April 2017).

edge (accessed April 2017).


http://www.cgap.org/publications/market-system-assessment-digital-financial-services-waemu
http://www.cgap.org/publications/market-system-assessment-digital-financial-services-waemu
http://www.gartner.com/it-glossary/core-banking-systems/
http://www.gartner.com/it-glossary/core-banking-systems/
http://www.gsma.com/aboutus/gsm-technology/edge 
http://www.gsma.com/aboutus/gsm-technology/edge 
http://www.gsma.com/aboutus/gsm-technology/gprs 
http://www.gsma.com/aboutus/gsm-technology/gprs 
http://searchcio.techtarget.com/definition/mPOS-mobile-point-of-sale 
http://searchcio.techtarget.com/definition/mPOS-mobile-point-of-sale 
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TOOLKIT #4: DEVELOP OWN AGENT NETWORK

INTRODUCTION: OVERVIEW OF THE

TOOLKIT PROJECT

Delivery channels have evolved drastically over the past 10 years
from traditional delivery channels that were mainly physical locations,
such as bank branches or automated teller machines, towards alter-
native delivery channels, also often called digital channels. The latter
encompass Internet banking, mobile banking and agent banking.

In the past, traditional channels could theoretically provide the full
range of financial services to clients, whereas alternative delivery
channels/digital channels could only provide limited services (cash-in/
out in the case of mobile network operators, deposits/withdrawals
in the case of financial institutions), balance enquiries, payments and
transfers. This vision is less and less accurate as alternative delivery
channels/digital channels evolve towards providing a full range of ser-
vices, from client registration to savings collection through collectors
or phones, and even credit scoring and loan requests, disbursements
and repayments. Technology is facilitating the development of these
new channels. Point of sale devices, mobile phones, tablets and net-
books are now enabling transactions anywhere, anytime. The tech-
nology is the means for transactions, whereas alternative delivery
channels are the means of distribution. As pointed out in the 2015
International Finance Corporation Handbook: Alternative Delivery
Channels and Technology, this distinction (technology versus chan-
nels) is fundamental.

Another fundamental distinction is the critical difference between
financial institutions and mobile network operators when it comes
to digital finance transactions. Financial institutions ‘own’ the funds
and hence prefer storing value (making money out of intermediation),
while mobile network operators ‘transact’ the funds and hence pre-
fer moving value (making money out of commissions). For the pur-
pose of these toolkits, the authors refer to cash-infout transactions
when discussing mobile network operators and deposit/withdrawal
transactions when discussing financial institutions.

MicroLead toolkit project

PHB Academy is supporting MicroLead, a United Nations Capital
Development Fund global initiative, in releasing a series of toolkits
designed for financial service providers to succeed on their digital
journey, with a focus on financial institutions in particular. These
toolkits capitalize on and complement existing research, publica-
tions and documentation and have been developed based on the
experience of MicroLead and PHB with over 100 digital financial
service implementations.

Six-step business framework

Six possible business models have been defined for financial service
providers eager to go digital (see the figure). The business models
are conceived as different steps financial service providers can take
on their digital journey. Financial service providers are free to start
anywhere in this framework but should be conscious that, the higher
up they decide to start in the journey, the greater the efforts to bear.

MOBILE
AS A
SERVICE

Financial service
provider staff perform
transactions using
mobile devices (point

of sale devices, phones,
tablets, notebooks, etc.)

Services available:
Client enrollment,
savings, account
management

AGENCY
BANKING

Financial service
provider agents assist
clients in performing
transactions if
needed (savings
deposits, loan
disbursement, loan
repayment, etc.)
Clients can also
perform transactions
by themselves except
for deposits/cash-in
and withdrawals/
cash-out where an
agent is needed as
intermediary.

Services available:
Savings, loans,
account management

MOBILE
BANKING

Clients perform
transactions
themselves* using
their mobile
phones (loan
repayment,
balance and
statement
request, etc.)

Services available:
Savings, loans,
account management,
credit scoring

* Except for cash-in and cash-out transactions performed at agents



The first two business models of this framework consist of us-
ing mobile as a service, where basic transactions are performed
by staff of the financial service provider using mobile devices.
They are described in ‘“Toolkit #1: Use mobile as a tool" and '#2:
Be an agent.” Models 3 and 4 describe agency banking, where
agents (of a mobile network operator, payment service provider
or financial institution) assist clients with the transactions if need-
ed. Clients can also perform transactions by themselves except
for cash-infout where an agent is needed as intermediary. They
are described in ‘Toolkit #3: Leverage an existing agent network’
and '#4: Develop own agent network.” Models 5 and 6 describe
mobile banking, where clients transact directly on their financial
institution account, performing the operations themselves using
their mobile phones. They are described in ‘Toolkit #5: Create
own mobile banking channel’ and '#6: Be a provider.’

TOOLKIT #4: DEVELOP OWN AGENT NETWORK




TOOLKIT #4: DEVELOP OWN AGENT NETWORK

This toolkit is the fourth in a series of six toolkits aimed at support-
ing financial service providers to go digital.

This toolkit describes the fourth model that a financial institution
can choose: to develop its own (proprietary) agent network.
In this model, a financial institution identifies, recruits, trains,
brands and manages its own network of third-party agents
through which to distribute its financial products and services.
The fact that it is the financial institution that handles all of these
agent-related responsibilities is a key difference from Model 3
(Leveraging an existing agent network), in which the digital fi-
nancial service provider (mobile network operator or payment
service provider) recruits, trains and manages the agent network
and the financial institution leverages it. Another key difference
between Models 3 and 4 is that, in Model 3, the agent facilitates
mobile money operations while, in Model 4, the agent facilitates
operations directly on a financial institution account. Most often
there is no e-money involved in Model 4.

This toolkit is composed of two documents:

e This document, ‘Part 1: Business model description,” de-
scribes the business model and recipe for success. Interna-
tional examples from Equity Bank in Kenya and FINCA in the
United Republic of Tanzania and Democratic Republic of the
Congo illustrate how to successfully implement this model.

e The document ‘Part 2: Case studies’ describes the detailed
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cases of NBS Bank in Malawi and Microcred in Senegal,
which have developed their own network of agents, and
highlights the case of Caisse d'Epargne et de Crédit in Cam-
eroon, which is in the process of implementing its own net-
work of roving and fixed agents.

In this toolkit, the authors make a clear difference between fi-
nancial service providers (FSPs) and financial institutions (Fls;
banks or non-banks).

Fls are a form of FSP. FSPs are broader and cover Fls, mobile
network operators and payment service providers.

When the term 'FI" is used in this toolkit, the authors refer specifi-
cally to financial institutions and non-bank financial institutions but
NOT to mobile network operators and payment service providers.

While in many cases an Fl would offer both agency banking and
mobile banking, the authors have assumed for this toolkit that
the FI will only build its own agent network and that the in-
teraction with clients will be over the counter with the agent
using a mobile/point-of-sale/web interface for conducting the
transaction on behalf of the Fl client.

The authors refer to fixed agents in this toolkit most often (as
opposed to roving agents).

Mobile banking operations will be covered in ‘Toolkit #5: Create
own mobile banking channel’ and ‘Toolkit #6: Be a provider.’




TOOLKIT #4: DEVELOP OWN AGENT NETWORK

EXECUTIVE SUMMARY

An Fl that wishes to develop its own agent network has three
options from which to choose:

1. Contract with an existing agent network aggregator. This op-
tion is not the same as the model described in “Toolkit #3:
Leverage an existing agent network,” as these agents have to
be set up and trained on a proprietary solution and technology.’

2. Leverage an existing distribution network (i.e., contract

with an existing chain of shops like the post office, a super-
market chain or a petrol station company).

Geographical area Financial institution examples

3. Create an agent network from scratch with independent
third parties (i.e., grocery stores, small businesses or brand-
ed individuals located outside the branch in a busy area).

The benefit of developing and managing a fixed agent network is
to significantly expand the number of financial access points for
clients in a more cost-efficient way, as opposed to using salaried,
roving staff, as is the case in ‘“Toolkit #1: Use mobile as a tool.’

Compared to using a third-party agent network, as in ‘Toolkit #3:
Leverage an agent network,” developing one’s own network al-
lows the Fl to have full control over fees charged to clients and
commissions earned by agents, as well as a minimum level of
service provided by agents in terms of liquidity, service quality,
branding, etc. Thus, the Fl can ensure the clients get the user
experience the Fl wants them to have, rather than needing to
compromise by using the agent network of another FSP. This
approach should ultimately give clients greater trust in using the
agency channel, while at the same time expanding the reach of
the Fl in a cost-effective manner by increasing proximity and con-
venience for existing and potential clients to access the needed
services. Table 1 displays examples of Fls that decided to develop
their own agent network, in East, West and Southern Africa.

MicroLead Partners

East Africa e FINCA, United Republic of Tanzania CRDB, Burundi
e UOB, Rwanda
e ACSI, Ethiopia
e Equity Bank, Kenya
West Africa e Diamond Bank, Nigeria e CEC, Cameroon
e Microcred, Senegal e Fidelity Bank, Ghana
e FINCA, Democratic Republic of the Congo e RCPB, Burkina Faso
Southern Africa e Microcred, Madagascar e NBS Bank, Malawi

* FINCA, Zambia

Acronyms: ACSI, Amhara Credit and Savings Institution; CEC, Caisse d'Epargne et de Crédit; RCPB, Réseau des Caisses Populaires du Burkina; UOB, Urwego

Opportunity Bank

1 This option is not the same as model 3 since the agent uses an Fl bank account to
perform transactions and not e-money, as will been seen afterwards.



http://www.finca.co.tz
http://urwegobank.com
http://www.acsi.org.et
http://www.equitybank.co.ke
http://crdbbank.com
http://www.diamondbank.com
http://www.microcredgroup.com/en/network/africa/senegal/e/126-141-14
http://www.finca.cd
http://www.ceccameroun.com
http://www.fidelitybank.com.gh
http://www.rcpb.bf
http://www.microcredgroup.com/en/microcred-group/africa/madagascar/e/126-141-15
http://www.finca.co.zm
https://www.nbs.mw/

TOOLKIT #4: DEVELOP OWN AGENT NETWORK

In this model, transactions are initiated by clients who visit an
agent and conduct an over-the-counter (OTC) transaction. The
majority of transactions are deposits and withdrawals, though
other services also often include balance enquiries, statements,
bill payments and additional transactions that can normally be
completed in a branch. Where regulation allows, the FI may
want to offer account-opening services as well. In most coun-
tries, applying for/fopening an account can be initiated with an
agent but must be finalized at the Fl, either by having the cli-
ent visit a branch to finalize the account-opening process or by
having the Fl validate the client’s identity and documentation at
headquarters and granting remote approval of the account.

The Fl does not require a specific licence to operate under this mod-
el, though the Fl usually does need permission from the central bank
to develop its proprietary agent network and the FI at a minimum
must comply with the country’s regulations in terms of agent re-
quirements and authorized services that agents can perform.

In this model, the Fl does not need to form a partnership with an
MNO (for transactions) as it is not using an MNO agent network.
It may still require an agreement with an MNO to use the unstruc-
tured supplementary service data (USSD) channel of the MNO to

|

BAdOBaB

RESEAU MICROCRED

Application on agent tablets to register clients

Courtesy of Microcred Senegal

perform transactions (although the FI might decide to use its own
technology/platform, as will be seen in the section on technology
later in this document).

Developing an agent network is often seen as the next big step
for an FI that has begun its DFS journey by experimenting with
mobile devices and its own staff (Model 1) and/or that does not
want to rely on an agent network of a third-party DFS provider
(Model 3). Yet, this model is not an easy nor a short path. Please
refer to box 1 for what to consider before making the decision to
develop a proprietary agent network.

Prenez une
photo de vous
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Box 1: Critical considerations for a financial institution before it decides to develop its own agent network

An Fl that is interested in developing its own agent network should be aware that agency banking is still in its relative infancy
and that many deployments are as yet a work in progress. Thus, there are few examples of success (or failure) from different
deployment models that have been operating for a lengthy period of time.

What is not in doubt, however, is that all agency banking models require considerable financial investment for capital expen-
ditures (CapEx) and operational expenditures (OpEx), especially human resources to identify, recruit, train, brand and manage
agents. Consequently, it can take considerable time to pilot and roll out the service. Thus, it is normally recommended that
only larger/more resourced Fls consider this model. \While the concept of agency banking is clear, not every organization has
the means to create its own agent network; reaching breakeven under this model can be very difficult, even for well-resourced
Fls (some of which also have financial and technical assistance). Refer to the case studies presented in this toolkit (both in Part 1
and Part 2) to read about the challenges some such FIs have experienced in developing their own agent network. Please keep in
mind that all the Fls presented are microfinance banks with a large customer base and access to considerable financial resources,
and yet they have not had a smooth path and have yet to achieve financial breakeven.

On one hand, it is very important to remember that agency banking is part of an outreach strategy that has as key target segments
micro businesses and poorer households. Thus, an interested Fl should ask, how profitable—even under best case operational sce-
narios—can the agency channel ever be? \Where there are finite resources, the FI must consider the financial investment required
and compare it against more profitable market segments. As a rule of thumb, 80% of the revenues of an FI come from the top 20%
of its high net worth individuals, trade finance, and treasury bills, provided the Fl has such clients to ‘subsidize’ the poorer segment.

On the other hand, while the agency channel in and of itself may be loss-making until it reaches significant scale, there are non-financial
benefits that may sway a CEO and/or board of directors to decide to deploy an agency channel. Intangible assets that agents bring
include building the brand and increasing market presence and awareness.

An interested FI should also consider the regulatory context in which it operates. In countries such as Nigeria where MNOs are
not allowed to develop agency banking, an FI may have a competitive advantage to leverage. In others where agency banking is
not allowed or not yet allowed for Fls, partnering with an existing digital FSP that already has its own agent network may be the
best option for an Fl.

The decision is also influenced by the competitive environment: both the Fl positioning in the market (Is it a market leader with
strong presence or a small player?) and what the competition is already doing. Are there already well-developed agent networks
covering the country and the areas where the Fl operates or wishes to operate? If so, it might be wiser for the Fl to leverage an
existing agent network than to recreate an agent network, which takes time and money. Yet, in a competitive market like the
one in the United Republic of Tanzania, a proprietary agent network might be seen as a ‘must have’ for Fls, since all the major
FIs have one or are developing one. In other words, those that have not done so might suffer from a competitive disadvantage.
Another factor is the ‘first mover/last mover’ benefit in the digital market. An FI might decide that creating its own agent network
will give it a ‘first mover’ advantage, which for instance is what Equity Bank in Kenya and Microcred in Senegal decided. If an Fl
is among the last in its market to embrace the digital path, it should consider whether a proprietary agent network will bring any
competitive advantage—whether it is a ‘must have’ to remain competitive or whether it should ride on existing agent networks
and enjoy the ‘last mover’ benefit of not having to invest in an agent network and instead being able to leverage existing ones.

With the above in mind, once an Fl has 1) analysed the macro-economic, regulatory and competitive context and 2) taken into
account its strategic positioning, direction and resource availability, and then 3) performed a self-assessment (using the tool pro-
vided in this toolkit) and determined that it meets the criteria and ultimately 4) made the decision to move forward with agency
banking, the Fl can consult this toolkit for a ‘how to’ or recipe for success.
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DESCRIPTION OF THE BUSINESS MODEL

As their initial step into the formal financial sector, clients are in-
creasingly likely to interact first with agents, since the chance of
finding a kiosk or shop offering agent services near where they
live or work is usually higher than finding an Fl branch in the same
area. This likelihood is particularly true in sub-Saharan African
countries, where the rapid growth of mobile subscriptions is driv-
ing mobile money account-opening.?2 Moreover, with regulation
changes to allow agency banking, it is now more and more the
case that Fl clients can access almost as wide a range of Fl/bank-
ing services at an Fl agent, as they can at an Fl branch.

Fls increasingly understand the business case of leveraging a net-
work of contracted agents to offer their products and services, as
opposed to setting up brick-and-mortar branches; however, they
often do not have the capacity to manage large-scale distribution
networks nor the complex management information systems
(MIS) to do so. As a result, many decide to partner with existing
DFS providers and piggyback on their agent networks to increase
their outreach (see Toolkit #3). Yet, relying on an external agent
network does not allow Fls to have direct control over the client
experience. Not having control means that, if agents are unable
to provide quality services (e.g., agents lack consistent liquidity,
causing problems for loan disbursement), the Fls may not only
lose business generation from their clients but also risk their rep-
utation and lose client trust and confidence.

With that in mind, this toolkit looks at the benefits and challenges
for Fls that decide to develop and manage their own agent net-
work, rather than partner with an FSP who has an existing network.

2 World Bank, ‘The Little Data Book on Financial Inclusion 2012" (Washington DC,
2012); World Bank, ‘The Little Data Book on Financial Inclusion 2015" (Washington
DC, 2015).

An agent is ‘a person or business that is contracted to facilitate
transactions for users.” Depending on regulation, the main prod-
ucts and services that are offered through an Fl agent network are
these: 1) account-opening, 2) deposits and withdrawals, 3) loan
disbursements and repayments (which have the same process as
deposits/withdrawals since they go through a savings or current ac-
count), 4) account information, 5) transfers from account to account
at the FI, and 6) interbank transfers, where regulation allows them
(e.g., M-BIRR in Ethiopia, where the Fls are the founding owners of
the service).* The agent should also actively promote the products
and services of the Fl as well as provide general information and
a first line of support to clients regarding products available and
their characteristics, fees for the services, opening times, means to
contact the Fl for a second line of support (e.g., call centre, branch
contact) and answers to other frequently asked questions.

Depending on regulation, an agent may either fully open an account
for a client or collect information for account-opening on behalf of
the FI, usually for current and savings accounts. Account-opening
generally involves collecting required know-your-customer (KYC)
documentation, such as an identification with a picture, a signed
form and sometimes biometrics, and then sending the information
to the Fl to create an account for the client. Registration can be
done using a virtual private network (VPN) on a computer or via the
agent's phone/tablet/point-of-sale (POS) device. The device must
have in-network connectivity and capability for taking photos (of the
client/identification), scanning fingerprints (if applicable) and poten-
tially uploading the signed form, all of which are ‘sent’ electronically
to the FI. There is also a process for Fl field staff to collect hard
copies from the agent, which is often required by regulation. NBS
Bank in Malawi is using its agents to perform account-opening, as
explored in a case study in Part 2 of this toolkit.

3 GSMA Mobile Money for the Unbanked, ‘Mobile money definitions,” p. 2 (London,
July 2010). Available from http://www.gsma.com/mobilefordevelopment/wp-con-
tent/uploads/2012/06/mobilemoneydefinitionsnomarks56.pdf

4 Refer to 'Part 1: Business model description” of Toolkit #3 for the case of microfi-
nance institutions in Ethiopia.
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In a deposit transaction, the agent takes cash from the registered
client and credits the client's Fl account on the Fl-provided device
for the same value.® In most cases, the deposit is free of charge
for the client, while the agent receives a commission.

In a withdrawal transaction, the client requests cash from an agent
against a debit on his/her Fl account. The cash the agent gives is
from his/her own resources. Contrary to deposits, withdrawals are
very often accompanied by a client fee, usually deducted automati-
cally from the client’s Fl account and shared between the Fl and the
agent (commission). However, this is not always the case: in the
FINCA International agency banking model, FINCA Express, both
deposits and withdrawals are deliberately kept free of charge for
clients to encourage adoption of savings behaviour (while agents
do receive commissions from FINCA for both transactions).

Following the same logic as deposits and withdrawals, an agent
network can allow for loan disbursements and repayments through
agents. In a loan disbursement, the Fl credits a client’s account
with the approved loan amount, which can then be withdrawn by
the client at his/her convenience directly at an agent outlet. The cli-
ent can withdraw a portion or the total amount of the loan. Usually
the client withdraws the full amount, all at once. Vice versa, in a
loan repayment, a client deposits the amount due for a loan instal-
ment in his/her account, which is then automatically debited on the
loan repayment date (alternatively, the repayment does not require
a deposit if the amount is already in the client’s account).

Fls need not necessarily offer both disbursements and repayments
through agents (based on their own considerations and available
technology): for example, the FINCA International agency banking
model offers both loan disbursements and repayments through
FINCA Express agents,® whereas the Urwego Opportunity Bank
mHose model in Rwanda allows for loan repayments but not dis-
bursements through its agents. Loan repayments through agents
are more widespread than loan disbursements (often a second
step), as the latter require more liquidity management to ensure
agents have the required cash when customers want to withdraw
their loans.

5 Depending on the country’s regulation, the agent might not be allowed to perform
transactions directly on the client’s account, in which case the agent has an account
at the Fl on which transactions are performed and then the money is credited/deb-
ited by a transfer to the client's account. Microcred in Senegal is using an agent
account at the Fl as an intermediary in the transaction.

6 The way FINCA Express works is that people need to have funds in any of their
front-end accounts (current or savings), and on the due date, the system checks the
balances and pulls the money first out of the current account and then out of the
savings account if needed.
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Agent networks can also enable Fl clients to access information
about their accounts, such as by making a balance enquiry or or-
dering an account statement. Sometimes there is a charge for
this service, while other times the FI offers a limited number of
free enquiries per month, after which a fee is charged.

In a transfer through an agent network, the sender’s account at
the Fl is debited by a given amount and the receiver’'s account is
credited by the same amount. There may or may not be a client
fee for this service.

Whether account-to-account transfers are only allowed within the
same Fl or also between different FIs depends on whether there
is a national payment system available in the country and if the
Fl is connected to it, allowing for bank interoperability. In this in-
stance, there is always a client fee.

Depending on regulation on the one hand and Fl policies on the
other, it may be possible for an agent to provide other services
such as accepting loan applications (though the loan decision is
always made at the branch/head office), providing bill payment
services, offering airtime purchases, etc.

An Fl that wishes to develop its own agent network has three
options from which to choose:

1. Contract with an existing agent network aggregator. This op-
tion is not the same as the model described in Toolkit #3, as
these agents have to be set up and trained on the proprietary
solution and technology of the FI.

2. Leverage an existing distribution network (i.e., contract with
an existing chain of shops like the post office, a supermarket
chain or a petrol station company).

3. Create an agent network from scratch with independent
third parties (i.e., grocery stores, small businesses or brand-
ed individuals located outside the branch in a busy area).
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Option 1: Leverage an existing network—contract with an ex-
isting agent network aggregator

With this option, as shown in figures | and Il, the Fl enters into a part-
nership with the manager of an existing network of points of sales/
services in the country in order to use its service points as agents.
This type of partner is sometimes known as a ‘super dealer.’

The partner/super dealer takes on the responsibility of recruiting
agents (in collaboration with the agent network manager [ANM] at
the Fl), training agents, managing agents, handling liquidity man-
agement, monitoring quality and supporting the network to offer Fl
agent services.

The FI nominates an ANM who monitors the agent network and
takes care of all administrative aspects, ensuring the core banking
system (CBS) is reconciled, managing commissions, etc. This full-
time position is what makes Model 4 different than Model 3, as in
Model 3 the Fl has no direct control over the agent network—the
agents report to the MINO or digital FSP. In the present model, the
agent network is that of the FI, even though there is an agent net-
work aggregator as intermediary. The ANM is in charge of making
sure recruitment, training, management and monitoring of the agent
network goes according to the processes defined by the FlI.

The Fl can also decide to have a more hands-on approach by nomi-
nating a specialized agent monitoring and liquidity manager (ALM), or
department, within the Fl who works closely with the ANM. In this
configuration, the FI gets more involved in the liquidity planning of
agents. This approach is particularly necessary when agents can per-
form loan disbursements. There should be a ‘dotted reporting line’
between the super-agent ANM and the FI ANM so that the FI ANM
can provide liquidity guidelines to the super-agent ANM and plan for
peak periods (loan disbursements and repayments).” For that, the Fl
ANM works closely with the FI ALM who providers him/her with the
schedule of planned disbursements.

7 To clarify the difference between a super dealer and a super agent, a super deal-
er ONLY looks at liquidity issues while a super agent handles agent management,
which should include liquidity management. At times, the super agent needs sup-
port from the super dealer, for example at the time of loan disbursement.

The advantage of this option is that the FI can build upon a network
of service points quickly, as they are already established and recog-
nized in the country or target area of operation and the partner al-
ready knows how to manage an agent network. There is no need to
identify and recruit agents one by one; rather, it is simply necessary
to add an extra set of functions to the existing service points/agents,
training and monitoring them to provide the products and services of
the Fl. Additionally, this option allows peaks in liquidity needs (e.g.,
loan disbursements) to be more easily forecasted and planned for
than when working with independent retailers.

On the other hand, a disadvantage of this option is that the visibility
of the Fl may be reduced, as the existing service points/agents are
primarily associated with the services provided by the super dealer
rather than those of the FI. This situation could be exacerbated if
the FI works with multiple super dealers and could end up diluting
the brand. Another possible disadvantage is that existing agents may
not be keen to take on an additional set of functions, hence limiting
promotion of FI products. Finally, the Fl is unable with this option
to challenge the level of service provided across the agent network
since it has less control over it.
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0 Figure I: Agent network structure when financial institution outsources most operations to super dealer
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Figure II: Agent network structure when financial institution manages liquidity in close collaboration with
super dealer
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Option 2: Leverage an existing network—contract with an ex-
isting chain of shops

With this option, as shown in figure lll, the Fl contracts with an
existing network of organized points of sale (e.g., post office,
petrol station company, retail chain or pharmacy chain).

The Flis in charge of identifying the right partner and contracting with
the partner. The partner is then in charge of training, monitoring and
managing agents, including handling liquidity management. Most of-
ten, the set-up (training, etc.) is the responsibility of the partner and
the operational management (monitoring and managing agents) is
the responsibility of the Fl. However, the FI usually nominates an
ANM and an ALM to work closely with the partner/agent represen-
tatives of the chain to forecast liquidity of agents.

Like in option 1, the advantage of this option is that the Fl can
build upon a network of service points quickly, as they are al-
ready established and recognized in the country or target area
of operation and the partner already knows how to manage an
agent network. There is no need to identify and recruit agents
one by one; rather, it is simply necessary to add an extra set
of functions to the existing service points/agents, training and
monitoring them to provide the products and services of the Fl.

ANM:
Selects and manages
super dealers

ALM:

Supports ANM and A-Reps

with liquidity management

and agent monitoring

« Takes care of administrative
processes (agent
commissions, .
reconciliation, etc.)

LEGEND

A agent

A-Rep agent representative
CSA cash-supply agent

ANM agent network manager
ALM agent monitoring

and liquidity manager

Fl financial institution

Additionally, this option allows peaks in liquidity needs (e.g., loan
disbursements) to be more easily forecasted and planned for
than when working with independent retailers.

The disadvantages of this option are that the retail shops of the
partner may not be aligned with the target client segments of
the FI (e.g., Shoprite/Total is not for the ‘bottom of the pyra-
mid’) and that the shops may have other priorities than being
the agents of the FI. The latter is likely to happen when the
commission structure and priorities of sales staff are not aligned
to that of the FI.

A-Reps:

Identify As

Conduct weekly A visits to support,
train and assist in liquidity

¢ Monitor quality of As and CSA

and report to ANM

Mobilize and train clients

Super dealer
(chain)

Agent network
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Option 3: Create an agent network from scratch

With this option, the Fl is solely responsible for identifying, recruit-
ing, training, monitoring and managing agents. Thus, Fl branches
likely have a critical role in the agent network structure, directly
participating in the selection and supervision of agents.

The Fl can use its clients as agents, as they already have a his-
tory with the institution and it can be a way to incentivize them.
Yet, agents are still recruited one by one.

As depicted in figure IV, agents usually report to an agent rep-
resentative or supervisor, who in turn reports to the Fl branch
or a regional manager. Agents with considerable liquidity, who
are called master agents, can also play a role in this option to
allow for the rebalancing of agents, when they are in need of
cash or float.

ANM:

Selects and signs
contracts with As
Manages the A-Reps
Selects and manages
super dealers

ALM:

Supports ANM and A-Reps

with liquidity management

and agent monitoring

o Takes care of administrative
processes (agent commissions,
reconciliation, etc.)

LEGEND

A agent

A-Rep agent representative
CSA cash-supply agent

ANM agent network manager
ALM agent monitoring

and liquidity manager

Fl financial institution

LO loan officer
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The main advantage of this option is that the FI maintains full
control over the entire agent network structure, ensuring its
maximum visibility across agents (who are branded and clearly
identifiable as Fl agents) and avoiding potential conflicts of inter-
est as in the super-dealer option.

The main disadvantage of this option is that it is costlier and
more time-consuming than the super-dealer or retail-chain op-
tions, since it needs to be literally built from zero. Moreover, the
multiplication of different agent networks developed by a variety
of providers such as MNOs, Fls, etc. can lead to increased com-
petition for agents’ time and liquidity, which might diminish their
motivation to continue providing the Fl services if they do not
feel they are being adequately compensated.

A-Reps:

« |dentify As, in cooperation
with the ANM

* Conduct weekly A visits to
support, train and assist in
liquidity

¢ Monitor quality of As and
CSA and report to ANM

* Mobilize and train clients
(in cooperation with LOs)

LOs:

|dentify As and CSA
Report client feedback
to A-Rep

Agent network
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Table 2 summarizes the three options, including their respec-

tive advantages and disadvantages.

Table 2: Summary of the three options for building a proprietary agent network

Option 1: Leverage an
existing network—contract
with an agent network
aggregator

Manager of an existing network
of points of sales/services in the
country

Partner

Option 3: Create an agent
network from scratch

Option 2: Leverage an
existing network —contract
with an existing chain of
shops

An existing network of organized

points of sale (e.g., post office,
petrol station company, retail
chain or pharmacy chain)

Split of roles for agent network

- Partner/Super dealer in
LU R LUl o Gination with FI ANM

Partner/Super dealer in
coordination with FI ANM

Training agents Partner/Super dealer in
g ag coordination with FI ANM

Partner/Super dealer in
coordination with FI ANM

Recruiting agents

Managing agents

Partner/Super dealer in
coordination with FI ANM and/
or ALM

Handling liquidity
management

Partner/Super dealer in
coordination with FI ANM

Role of ANM Monitors the agent network

Plans liquidity

Monitoring quality

Role of ALM Ensures reconciliation
Manages commissions
Fl can build upon a network of
existing service points quickly
Partner already knows how to
manage an agent network
Advantages : ) .
ge There is no need to identify and
recruit agents one by one

Peaks in liquidity needs (e.g.,

loan disbursements) can be more

easily forecasted and managed

Visibility of the FI may be
reduced

Disadvantages
Agents may not be keen on

taking on an additional set of
functions

:
Fl Fl

Partner Fl

FI FI

Recruits, trains, manages and
monitors agents

Plans liquidity

Ensures reconciliation

Trains and monitors the agent
network

Plans liquidity
Ensures reconciliation

Manages commissions Manages commissions

FI has full control over the entire
agent network structure

Fl can build upon a network of
existing service points quickly

FI has maximum visibility across

agents (who are branded and
clearly identifiable as Fl agents)

Fl avoids potential conflicts of
interest, as in the super-dealer option

There is no need to identify and
recruit agents one by one

Peaks in liquidity needs (e.g., loan
disbursements) can be more
easily forecasted and managed

The partner retail chains may not
be aligned with the target client
segments of the Fl

It is costly and time-consuming

Multiplication of different agent
networks developed by a variety of
providers such as MNOs, Fls, etc.
can lead to increased competition
for the agents’ time and liquidity

The shops may have other
priorities than being the agents
of the Fl
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An Fl that wishes to develop its own agent network can choose from
a variety of different technologies (e.g., USSD, mobile applications,
biometrics, cards) and devices (e.g., mobile phones, laptops, tablets,
POS devices) for agents to provide services to clients. Many agent
networks rely on dedicated applications developed for use with a
mobile phone either owned by the agent or provided by the Fl. These
applications can include SIM application toolkits and USSD menus
(for traditional phones without Internet connectivity) and/or mobile
applications (for smartphones/tablets with Internet connectivity).

Alternatively, the Fl can choose to provide its agents with a POS
device or a USSD/phone application with a personal identifica-
tion number (PIN) to connect in real time with its MIS. This set-
up is used by NBS Bank in Malawi, in its agency banking model
called Bank Pafupi: clients who are not registered to use the
NBS mobile banking platform can use their automated teller ma-
chine (ATM) card at agent outlets provided with POS terminals
to perform card-based (rather than phone-based) transactions.
Urwego Opportunity Bank in Rwanda also relies on POS termi-
nals, providing its clients with mVisa-branded cards that can be
used both with POS terminals at agents and ATMs at partner
FIs. Most Fls decide to provide agents with the devices to make
the value proposition more attractive for agents (lower entry
costs as POS devices or smartphones are expensive), yet some
Fls (such as Microcred) require their agents to have their own
phone or computer and provide (in the case of Microcred) only
the biometric device needed to register clients.

Another option is for agents to have a web interface, though this ap-
proach often requires greater investment and training by the Fl and a
stable Internet connection that can handle significant amounts of data.

It is very important to build customer trust in the agency channel,
especially when using third-party independent agents whom cus-
tomers are likely to be initially wary of handling such sensitive in-
formation at the start of the service, even when branded under the
FI name. As such, it is critical that, at the completion of each trans-
action, the customer gets a receipt. Ideally, it should be a paper
receipt but minimally a short message service (SMS) confirmation.

The FI must have, at a minimum, a centralized CBS and should
have a VPN connection between the head office and branches.
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It is paramount for the Fl to carefully choose an external partner to
provide it with the technical platform(s) needed. For this reason,
the FI must be business requirement led and not service provid-
er led, otherwise the FI may get functionalities it does not need
and lack others it does need. The Fl should conduct a request for
proposals to assess providers based on business and technical
requirements listed. The Fl system needs to be able to integrate
with the technical provider's platform. Other integrations might
be required to perform transfers to external entities or to an SMS
platform provider to send SMS confirmations.

Alternatively, instead of using an existing technical platform,
the Fl can decide to develop its own technical platform, as will
be seen in ‘Toolkit #5: Create own mobile banking channel.’

Often clients access their accounts with the agent through the
usage of a card, unless using biometric technology, USSD with
PIN, or phone application with code. It is important when develop-
ing the business requirements to address both the card-accepting
device and the card itself.

An FI might partner with a third-party digital payment provider like
Visa to use its platform or with a national switch like Eth-Switch in
Ethiopia to provide digital financial products as well as to benefit
from their network and brand.

It is important for the FI to be able to manage its agent network. If
the FI does not have an agent management module as part of its
CBS/MIS and/or through the card management platform, then it is
necessary to either buy this additional functionality from the existing
vendor(s) or purchase new software with the specific purpose to
manage the agent network. It should include the capabilities to is-
sue reports, easily change fee and commission calculations, create
enclosed groups of agents (levels) with different characteristics, and
add billers” groups (with different commissions), merchants, etc.
However, it should be noted that the FI will have to go through the
integration process, which can be very challenging, and there may
be issues of scalability. These considerations should be taken into
account when doing due diligence of potential vendors.

The FlI should define the business requirements and then put the
contract out to tender vendors to bid for the business. Key function-
ality (at a minimum) should include the following key performance
indicators (KPls): agent volume and value of transactions, types of
transactions, location/mapping of agents, fees paid by customers
and commissions earned by agents, number of customers per
agent, number of active customers per agent (i.e., in 30-day period)
and mapping of other financial access points (as applicable/known).
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Depending on the model for providing confirmations of trans-
actions, it may be necessary for the Fl to interface with an SMS
gateway so that an SMS is automatically sent upon completion of a
transaction. Negotiating this partnership/service with an MNO may
be both time-consuming and costly. However, it is also possible to
have an interface with a third-party bulk SMS provider. The usual
model for working with a bulk SMS provider is to pre-purchase an
SMS bundle (e.g., 10,000 SMS). The Fl can also choose to purchase
its own SMS platform.

As customers will no longer interact directly with Fl staff, it is im-
portant that they be able to call the FI directly to ask for additional
technical or operational clarification, to question any information
on their accounts or to report doubtful agent behaviour. Similarly,
agents should have support if they encounter any challenges, not
least of which device failure. With these communication needs in
mind, the Fl should invest in appropriate call centre type software
to log all queries and should develop a resolution process.

There is a range of different channels available to enable the se-
lected agent devices (mobile phones/tablets/POS devices) to com-
municate with the DFS technical platform. As seen in other busi-
ness models presented in this series, selecting one channel over
another depends on a number of factors, such as network quality,
compatibility with available devices, user experience, security, cost
and ease of deployment.

The main communication channels available are the following:

e USSD: Most large-scale DFS providers in developing coun-
tries, particularly MNOs, rely on USSD as their primary mech-
anism for connectivity with agents or clients. USSD is a com-
munications service controlled by MNOs. It is accessed from
any mobile phone by dialling a number that starts with * and
ends with #. It opens a real-time session enabling the user
to perform transactions such as mobile payments. USSD ex-
changes are not stored on the network (unlike SMS).

e  SIM application toolkit: Interfaces based on a SIM application
toolkit comprise a set of commands programmed onto the us-
er's SIM card. The menu for accessing the commands is em-
bedded in the SIM card and accessible on the phone’s menu.

e Internet: This channel comprises mobile, wireless or fixed
line Internet connections.

Choice of device is guided primarily by the communication capacity
in the target area. Different devices have different capabilities but
also require different levels of data transfer. Data transfer capac-
ities and the corresponding devices can be classified as follows:

e 2G/EDGE (Enhanced Data Rates for GSM [Global System
for Mobile] Evolution): Allows for voice, SMS and USSD;
works with traditional phones, smartphones and tablets
(only text, no photos/signatures/biometrics).

e GPRS (general packet radio services): Allows light data
transfer; works with the above plus POS devices (can
transfer very light media files).

e 3G/4AG: Works with the above plus laptops with dongles
(can transfer photos/signatures/biometrics).

e Wi-Fi/Satellite: Is usually only available in Fl branches;
works with all of the above.

All of the above enable real-time exchange of data but at very differ-
ent speeds and with different levels of coverage. Moreover, some
devices can function in both online and offline mode. The offline
mode enables agents to perform transactions when connectivity is
low or absent, provided regulation of the country permits it. Transac-
tions are documented in the device and uploaded once the device is
connected, through Wi-Fi or mobile data.

Though offline transactions should be a last resort due to the ad-
ditional risks they present, it is nonetheless very important for the
Fl to have an offline strategy (if regulation allows it) as well as to
have a risk mitigation plan for offline transactions in case of the
following: a drop in network connectivity or damage/loss of the
mobile device, which would cause considerable inconvenience for
clients and potentially a lot of additional work for the FI. For exam-
ple, if a client is due to make a loan repayment but is unable to do
so because the agent is incapacitated, the CBS may automatically
charge the client a late payment fee as well as the accrual of inter-
est. With this situation in mind, it is important that the Fl have a
way for agents to quickly report any technical challenges and allow
for suitable corrective action by the Fl.

An offline strategy is especially important in rural areas where con-
nectivity is often not as consistent as in urban areas and where
devices can be more easily broken (e.g., by a build-up of dust). A
possible mitigation strategy would be to invest in devices that can
have multiple SIM cards.
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TOOLKIT #4: DEVELOP OWN AGENT NETWORK

DIVING INTO THE PERKS—RATIONALE FOR
A FINANCIAL INSTITUTION TO DEVELOP ITS
OWN NETWORK OF AGENTS

One of the key reasons for an Fl to decide to develop its own agent
network is to have greater control over agents, especially in terms
of service quality, liquidity and branding (i.e., the client experience).

A proprietary agent network enables an FI to be fully responsible
for the client experience it offers. Agents are contracted, trained,
coached and monitored directly by the Fl, so it is uniguely up to the
Fl to ensure the network performs up to expectations. For example,
when relying on a third-party network, Fl clients may experience dif-
ficulties finding agents with sufficient liquidity to satisfy their with-
drawal needs. In this case, the Fl usually has limited means to solve
the problem, given it is not responsible for agent management, and
can at most act as a master agent to rebalance agents with liquidity
issues. In contrast, with a proprietary agent network, the F| takes
direct control over the issue of agent liquidity, monitoring agents
remotely and through regular on-site visits to ensure that agents
are fulfilling their roles and keeping to the training. Of course, this
increased control over agents comes at an increased cost for the Fl,
which needs to supervise agent performance directly.

With a proprietary agent network, it is up to the FI to make sure
that the service offered by agents (who are contracted and not
employed) is comparable to the standards of the Fl (e.g., the ser-
vice offered at branches).

Lastly, a proprietary agent network enables the Fl to brand agents
with its name and logo, which in turn facilitates a closer relation-
ship between the Fl and the clients who will associate agents
directly with the Fl (in contrast, co-branded agents can give clients
mixed messaging).

Another common reason for an Fl to set up an agent network is to
expand its outreach in rural areas, increasing penetration and cover-
age among underserved clients in these areas. Indeed, the CapEx
of setting up an agent are only a fraction of the cost of opening a
new branch.® Transaction costs with agents range from US$0.27 to
US$0.58 per transaction versus US$0.70 to US$1.00 at branches.®
However, the CapEx of establishing an agent network can still be
significant due to the scale of agents that must be rolled out. Dif-
ferent Fls have different branch-to-agent ratios, but Equity Bank in
Kenya, for example, uses a ratio of 1 branch to support 40 agents.

Developing a network of agents allows an Fl to not only reduce
fixed asset investments associated with building/renting brick-and-
mortar branches but also to decrease operational and funding costs
in the medium and long term (after all the costs associated with
setting up the agent network have been absorbed).

An agent network allows an Fl to lower its cost of funding by in-
creasing deposit mobilization among clients and hence reducing
its dependence on commercial funding sources. For example,
one of the goals of FINCA International was to leverage deposits
through its agent network channel, FINCA Express (along with
other DFS channels), which combined should help FINCA re-
duce the cost of funding from more than 20% (interest paid to
institutional lenders) to 2% (interest paid to depositors)—a de-
crease in cost of funding of 90%.

8 CapEx include the purchase of devices and the training of agents. However, OpEx are
not to be underestimated (agent management, terminal duration, data consumption, etc.).

9 CGAP, 'Understanding the business case for banks in branchless banking,” presen-
tation in February 2012.
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Having control over the agent network means the Fl can directly
impact clients’ experience. If clients trust the agent to be a rep-
resentative of the FI, then it can help the Fl in its overall brand
positioning and client loyalty. Trust can also be built through
SMS confirmations and printed receipts with the name or logo
of the Fl to confirm the transaction.

Giving clients the possibility to perform the most common trans-
actions, such as deposits and withdrawals, at agent outlets al-
lows branches to reduce congestion and focus more on sales
and value-added services, thus improving branch staff produc-
tivity. Similarly, if clients can withdraw and repay loans from and
to their accounts by visiting an agent, field officers can devote
more time to prospecting and appraising new loan clients.

Trust is of upmost importance, and in the context of this busi-
ness model, it specifically refers to clients having trust in the
agent to act on behalf of, and in the best interest of, the Fl. In
other words, from the client’s perspective, carrying out a trans-
action through an agent should make them feel like they are
interacting directly with the Fl. It is for this important reason that
clients should always get a receipt for any transaction carried
out, whether that be a paper receipt or an SMS confirmation.

By using agents, an Fl can increase clients’ proximity to a
point of services, where they can carry out a range of the most
common financial transactions. By not having to visit a distant
branch, clients enjoy reduced transportation cost and travel
time. Proximity and convenience can apply to both existing and
new clients who would be attracted to this value proposition.
However, for new clients, often there are other more important
considerations such as loan availability, collateral requirements
and loan interest rates; these factors are frequently a bigger de-
terminant of which Fl a client will choose.

As branches become less congested, and the Fl starts to of-
fer additional services, the value proposition to clients will im-
prove for the occasions when they do go to a branch. Waiting
time in branches, often a major client complaint, will decrease,
which would be a welcome improvement for all clients but a
particularly significant value added for premium customers. In
comparison, the queue waiting time for clients who complete
banking services with an agent is usually short. The FI may want
to increase the types of branch-based services that can also be
completed through agents in order to reinforce the financial rea-
son for clients to use agents for certain transactions.

Whether the FI partners with an existing agent network, or builds a
network from scratch, there are three primary reasons to become
an agent: 1) commissions, 2) increased footfall, and 3) positive
brand association and co-branding opportunities. An additional mo-
tivation for a potential agent is that he/she could have a smaller
amount of cash float, as a result of clients making withdrawals,
which would reduce the number of times he/she needs to physi-
cally go to a branch to make a deposit. Under this model, the agent
could simply make a transfer when he/she has too much cash on
hand. Note, however, that this motivation is more likely the case
for rural agents; it is likely that the opposite is true for urban agents.

The primary reason for becoming an agent is earning commis-
sions. The retail agent and/or super dealer earn a commission on
most transactions. There are three commission models: 1) flat
fee, 2) percentage, and 3) tiered. A flat fee per transaction is usu-
ally used for activities such as opening accounts and checking
balances. A percentage commission is normally used when the
agent facilitates deposits and withdrawals. A tiered commission is
typically used to make fees easier for the customer to remember.
Fls that implement this model usually use tiered commissions.

There may be slightly different percentages for facilitating loan dis-
bursement cash-out, as this transaction requires additional liquidity.
Depending on the model being used and the relationship between
the retail agent and the super dealer, the commission is usually
split. A common commission share is 80% to the retail agent and
20% to the aggregator. Other times it might be 70%:30%.
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Increased footfall to cross-sell core
products/services

When a client needs to complete a banking service, implicitly
there is additional footfall into the agent’s business. Thus, there
is an opportunity for the agent to cross-sell his/her own prod-
ucts/services to the Fl client that came to transact on his/her Fl
account, whether they be agricultural inputs, groceries or indeed
any type of product/service from the agent’s business.

Positive brand association and co-branding
opportunities

Fls are usually trusted organizations in the community. Being an
agent shows that the Fl has trust in the agent to carry out import-
ant roles of the Fl and to uphold best practices and ethics of the Fl
when acting on its behalf. This positive brand association can help
increase business for the agent'’s core products/services.

BUSINESS MODEL - KEY PERFORMANCE
INDICATORS AND AVERAGE ANNUAL
COSTS AND REVENUES

Setting up an agent network is a costly venture. Information
technology (IT), devices, staff salaries and marketing materials
are the main expenses.

Key performance indicators

Table 3 provides the forecast one FSP completed before launch-
ing its agent network in 2013. The FSP expected the activity
rate to start high, with a lot of interest from clients, and then
to decrease and stabilize in the second year after the "hype’ of
using the service died down among regular clients.

HOW TO SUCCEED IN YOUR DIGITAL JOURNEY:
A SERIES OF TOOLKITS FOR FINANCIAL SERVICE PROVIDERS
TOOLKIT #4: DEVELOP OWN AGENT NETWORK

»

THIS MODEL
THAT...

4 Has a strategy that looks to increase outreach
through physical touchpoints with its clients

¥ Has suitable resources to develop and grow an
agent network (key costs include recruiting, training,

managing and branding agent locations)

4 Has capable communication and commercial
teams that are ready to leverage the benefit of an
increased number of touchpoints in the market

THIS MODEL
THAT...

Does not have appropriate financial resources to
invest in a channel/agent management team

Experiences national regulatory restrictions on
deploying an agent network in the country

Table 3: Example forecast of key performance indicators before launch of this model

KEY INDICATORS 2014
Customers 40 000
Active customers 20 000

Agents 60

Commissions for agents and

internal staff (US$) 18 295
Client activity rate (%) 50
Active clients per agent 688

FORECAST

2015 2016 2017 2018
300 000 375 000 465 000 530 000
120 000 150 000 186 000 212 000
330 375 390 430
222 659 215 986 276 653 326 803
40 40 40 40

......... L pro
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Investments and recurring costs

The initial investment cost (CapEx) for this model is esti-
mated at US$250,000 but can easily go up to US$500,000—
US$1,000,000, depending on the IT investment needed and
the agent network size. The recurring cost (OpEx) is in the range
of US$250,000-US$500,000 yearly.

As a result, revenues from both fees on transactions and sav-
ings realized (on transaction costs, for instance) have to be in the
range of US$300,000-US$1,000,000 per year to make the mod-
el profitable. Breakeven is not reached before year 3 at best,
year 5 most often. Table 4 provides the detailed breakdown.

Table 4: Example benchmarks for capital expenditures, operational expenditures, and revenues for this model

Benchmark (US$) -
when at full speed (after 2-3 years)

OPEX (RECURRING EXPENSES)

HUMAN RESOURCES

Salaries

e Alternative Delivery Channel Manager
e DFS team in head office
e Onsite team to supervise agents

e Staff recruitment cost
e Staff training cost
e Agent recruitment cost

e Agent training cost

MARKETING AND PROMOTION

Campaign launch

e Above-the-line marketing: radio

e Below-the-line marketing: market activations
Annual promotion

Customer-related expenses (cards, packaging, etc.)

Agent-related expenses (posters, books, etc.)
TRAVELLING AND COMMUNICATION

Monitoring and travel (visits to agents)

Communication

Data for agents

IT-RELATED OPEX

IT maintenance fee

Integration support

TOTAL OPEX (PER YEAR)

>200 000

155 000
35 000
90 000
30 000

450 per staff
140 per staff
225 per agent
70 per agent

>150 000

40 000

15 000

25 000

30 000-45 000
3 per client

12 per agent

31000

8 000
20 000
3000

68 500

3500
65 000

>450 000
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2 . . . . .
0 Table 4: Example benchmarks for capital expenditures, operational expenditures, and revenues for this model

(continued)

Benchmark (US$) —
when at full speed (after 2-3 years)

SOFTWARE DEVELOPMENT, WHICH INCLUDES PLATFORM INTEGRATION 50 00-100 000
AND OTHER DEVELOPMENT COSTS
IT EQUIPMENT 35 000-60 000

Computers and printers 1 000-10 000
Servers 35 000-50 000

EQUIPMENT FOR AGENTS/FIELD OFFICERS 400-1 000 per agent

Signage/Branding 350 per agent
Mobile phones for agents 30 per agent

POS devices for strategic agents 600 per agent

AMORTIZATION (3-5 YEARS)
TOTAL ESTIMATED CAPEX BASED ON 100 AGENTS 750 000

REVENUES

Fees collected on transactions 200 000-250 000
Savings on financing costs 300 000-700 000

TOTAL YEARLY REVENUES 500 000-950 000

-rming transaction on agent phone = NBS Bank Malawi
omen's World Banking

By of )




TOOLKIT #4: DEVELOP OWN AGENT NETWORK

Box 2: Developing its own agent network—The case of Equity Bank in Kenya

Equity Bank Limited is a network of six microfinance banks in
six East African countries: Democratic Republic of the Congo,

Kenya, Rwanda, South Sudan, Uganda and United Republic of
Tanzania (see table 5 for data on each bank).

Table 5: Equity Bank Group key performance indicators (2015)

Country Launch
Uganda 2008
South Sudan 2009
Kenya 2010

Customers Branches Agents
500 000 31 NA
160 000 11 NA

10 000 000 167 15 000°

United Republic of Tanzania

Democratic Republic of the Congo

2012

Procredit: 2005
Acquisition: 2015

764 000 14 1000
170 000 23 NA

Source of table data except where noted: Equity Group Holdings Limited, 2075 Annual Report and Financial Statements (Nairobi, n.d.). Available from www.equi-

tybankgroup.com/index.php/files/download/917 (accessed May 2017).

a Equity Bank, ‘Agency Banking deepens financial inclusion,” Equity News, Issue #8 (March 2015).

SUMMARY

In 2010, Equity Bank started agency banking using a hub-and-spoke
model that leveraged its existing branches in Kenya. Each branch
is responsible for agent recruitment, training, branding, marketing,
liquidity management, operations support and monitoring, with
the branch manager having agent-related KPIs. There are currently
~30,000 agents (as of March 2017).

EQUITY

Equity agent logo
Courtesy of Equity Bank website

OBJECTIVES FOR DEVELOPING ITS OWN
AGENT NETWORK

Despite the fact that Safaricom already had an extensive net-
work of M-Pesa agents in the country, Equity Bank Kenya decid-
ed to develop a proprietary agent network for two main reasons.
First, it wanted to have control over fees charged to customers
and commissions paid to agents. Second, its long-term strate-
gy was to be a mobile virtual network operator (MVNO), which

would make Safaricom/M-Pesa a future direct competitor that
would put any current collaborations under considerable stress.
As such, these were the primary objectives of Equity Bank Ken-
ya for agency banking:

1. Offer the full range of banking services to customers with-
out them having to visit a branch

2. Increase outreach to customers who cannot easily and con-
veniently access its urban and rural branches (reach the bot-
tom of the pyramid)

3. Decongest bank branches

SERVICES AND CHANNELS USED

Proprietary agents of Equity Bank Kenya are a commercial entity
that must be duly approved by the Central Bank of Kenya. The 2075
Annual Report revealed that agency banking transactions had in-
creased by 35% to 51 million in the previous 12 months (at the
group level).™® Services offered by agents include the following:

Application for account-opening (finalized at branch)
Cash deposit and withdrawal

Money transfer

Payment of school fees and rent

Link to mobile banking (Eazzy 24/7)

o B 0D =

10 Equity Group Holdings Limited, 2075 Annual Report and Financial Statements (Nairobi,
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Box 2: Developing its own agent network—The case of Equity Bank in Kenya (continued)

Issuance and top-up of Equity prepaid card
Top-up of Equitel airtime

Application for ATM card

Bill payment

Purchase of airtime from any MNO
Application for reactivation of dormant account

6.
7.
8.
e
1
1

- o

As a 2014 case study of Equity Bank explains, agent services
function thus:

The agent opens a separate bank account for the agency
business. With each cash transaction performed by the
agent on behalf of the bank, this account is automatical-
ly debited (for client deposits) or credited (for client with-
drawals). The amount of money in this account there-
fore determines (and limits) the amount of business an
agent can handle on a daily basis, whether deposits or
withdrawals. EBL [Equity Bank Limited] provides each
agent with a GSM-enabled POS and cell phone, at no
cost to the agent, which are able to connect directly to
the EBL server in Nairobi.™

TWO-PHASE STRATEGY

Equity Bank Kenya followed a two-phase strategy by first es-
tablishing its own network of third-party agents to offer agency
banking in 2010 (phase 1). In July 2015, it launched Equitel as
an MVNO, " in order to have proprietary mobile money services
that leveraged its existing agent network (phase 2). To do so,
Equity Bank Kenya required an e-money licence from the Central
Bank of Kenya (see ‘Toolkit #6: Be a provider’ for more details on
its experience as MVNO).

n.d.). Available from wwww.equitybankgroup.comvindex.php/ffiles/download/917 (accessed May 2017)

11 Ann Duval, ‘Increasing Financial Inclusion in East Africa: Equity Bank's Agent-Driven
Model,” p. 9 (n.p., UNCDF-MicroLead, July 2014)

12 An MVNO provides mobile services to end-users without possessing its own radio
spectrum licence, or operating the infrastructure together with the base stations, switches
and gateway with the home location register. A bank in this case buys/leases/partners with
an MINO to use its excess capacity of existing network and can issue its own SIM cards

In the first two years, Equity Bank Kenya reached 7,000 agents and
2 million transactions. As of the end of 2016, 43 million transactions
were processed through agency banking versus 16 million at branch-
es.”® Figures V and VI demonstrate the impressive growth agency
banking has experienced.

TWO KEYS TO A SUSTAINABLE BUSINESS
MODEL

Ease of account-opening

To open an account, the customer fills out an account-opening
form. Agents with a GPRS-enabled mobile phone input cus-
tomer details, using an online application form, and take a pho-
tograph. The application is processed at the head office, and
assuming no KYC issues, the account is opened. At that time,
the customer receives an SMS with the account number and a
PIN. An advantage of this model is that every customer account
opened (by an agent) is on the CBS, which means customers do
not have to go to a distant, crowded branch.

Value proposition for agents and extensive training
The value proposition for agents is fourfold:

e Revenue: Enjoy new revenue streams and diversify exist-
ing revenues

e  Customer acquisition: Grow their customer base

e Efficiencies: Optimize cash management

e Brand: Benefit from the Equity brand

Equity Bank pays commissions to agents for withdrawals and depos-
its. As is common practice, while customers are not charged for de-
posit transactions, the bank still pays the agents for deposits to mo-
tivate them to enable these transactions. Equity Bank Kenya did not
disclose the amount paid to agents. For clients, Equity Bank charges
a bit more than an ATM withdrawal charge: K Sh 30 (US$0.29) flat
fee for transactions below K Sh 2,500 (US$24) at agent outlets, K Sh
45 (US$0.44) for transactions between K Sh 2,500 and K Sh 5,000
(US$49)."* Customers are willing to pay this charge due to the added
convenience, since there are more agents than ATMs, as well as the
customer service they receive. Thus, agents get both the volume of
customers and the value of transactions to make the commission
they earn attractive (see table 6 for all the fee tiers).

13 Equity Group Holdings Limited, ‘Investor Briefing & Q1 2017 Performance,’ presenta-
tion. Available from http://equitybankgroup.com/uploads/default/files/2017/EquityGroupln-
vestorBriefingandQ12017FinancialResults.pdf

14 Conversion rate: K Sh 1 = US$0.00978 (Source: www.xe.com, 31 December 2016).
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Box 2: Developing its own agent network—The case of Equity Bank in Kenya (continued)

Table 6: Equity Bank Kenya customer fees for with-
drawals at agents

Customer fees

K Sh 30 (US$0.29)
K Sh 45 (US$0.44)
K'Sh 75 (US$0.73)
K Sh 145 (US$1.42)
K Sh 170 (US$1.66)
K Sh 195 (US$1.91)
K Sh 225 (US$2.20)

Source: Biasharapoint East Africa, ‘Equity Bank Agency Transactional Fees,’ 22
March 2016. Available from http:/biasharapoint.com/blog/equity-bank-agency-
-transactional-fees/

Transaction tiers (K Sh)
100-2 500

2 501-5 000

5001-10 000

10 001-20 000
20 001-35 000
35 001-50 000
50 001-100 000

Another key to success is the extensive training agents receive:
seven days of on-site training, which allows for Equity Bank
branding to take place and results in new agents being in busi-
ness within two weeks.

BREAKEVEN ANALYSIS

Equity Bank Kenya did not disclose any amount in terms of in-
vestments or recurring costs. No data was provided as to reve-
nues or when financial breakeven should be reached.

For now, the main benefits are the brand, presence and market
awareness that agents bring to the bank (i.e., intangible assets
that cannot be quantified, rather than financial benefits).

MAIN CHALLENGES
e Establishment costs

e  Recurrent training costs

e Technological issues: Network coverage
e  Security issues: Increased cases of fraud
e  Operational issues: Agent management

e Public awareness and acceptance

Equity Bank did not want to comment more on the challenges
experienced.

KEY SUCCESS FACTORS

The following factors were identified as contributors to the success
of Equity Bank Kenya in developing its agency banking channel.

Conducive environment

M-Pesa, the mobile money service of Safaricom in Kenya, came
to prominence in 2007 and enjoyed success that other mobile
money services worldwide are trying to replicate. Two key suc-
cess factors of M-Pesa were a large existing GSM customer
base and a strong brand; Equity Bank Kenya had both of these
attributes at the time of launch of its agency service as well.

Currently, M-Pesa has the largest agent network (~124,000) fol-
lowed by Equity Bank (~30,000) and then Airtel Money, which
is the second largest MNO (~18,000). As one article reported,
‘as at March 31 [2016], there were 17 commercial banks [in
Kenya] that had contracted 40,224 agents which had facilitated
over 170.5 million cumulative transactions valued at Sh 930.2
billion."™ The total number of agents in Kenya, including those of
MNOs, reached over 161,000 as of the end of Q1 2017."®

Agency banking in Kenya was enabled by an amendment to the
Banking Act (2010). Banks must first apply to the Central Bank of
Kenya to receive approval to conduct agency banking business. As
the same article cited above explains, ‘existing rules provide that
for one to be an agent they will be vetted for reputation and morals,
have a certificate of good conduct and must have a good history
for loan repayment. In the case of a legally registered company,
it must have records of audited accounts and be of good financial
standing. However, the regulations put responsibility to the bank
to determine, based on agent risk assessment, which services a
particular agent should provide.""”

As a separate article further explains, ‘the bank agency model has
been a hub and spoke model [rather than a third-party agent net-
work management model], with agents being associated with a
nearby bank branch from which their liquidity is managed by the
bank, hence in a sense, still rides the existing brick-and-mortar
networks of the bank.’"®

15 KCB Bank, ‘CBK: Kenyan banks record growth in agency banking model," 19 Septem-
ber 2016. Available from https://www.standardmedia.co.ke/brandingvoice/kcb/article/17,
cbk-kenyan-banks-record-growth-in-agency-banking-model

16 Communication Authority of Kenya, ‘Second Quarter Sector Statistics Report for the
Financial Year 2016/2017 (October-December 2016) (Nairobi, March 2017)

17 KCB Bank, ‘CBK: Kenyan banks record growth in agency banking model.’

18 Mwema Kerich, ‘The Rise of Agency Banking in Kenya," 2 July 2015. Available from
http://blog.mahindracomviva.com/rise-agency-banking-kenya,
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Box 2: Developing its own agent network—The case of Equity Bank in Kenya (continued)

Strong commitment from management as well as
dedicated agency banking department and structure
Equity Bank Kenya received the commitment of the CEO to agency
banking and, in turn, substantial resource allocation. In particular, at
the head office, a new multi-person department for agency banking
was created that reports directly to the Director of Operations and,
through the department’s manager, is in direct communication with
the CEQ. The department addresses business development, distribu-
tion, operations, training, customer experience and quality assurance.
Establishment of this department catalysed all-important branch buy-
in and ensured staff support, bolstered by corresponding KPIs.

Each branch has a dedicated Agency Supervisor who reports to both
the Branch Manager and the agency banking department at the
head office. The supervisor to agent ratio should not exceed 1:40.

There is a differentiation between cash merchants (cash-in and cash-out)
and sales agents who are responsible for selling the Bank's products.

Value proposition for all stakeholders
On top of the value proposition for agents described above, Equity Bank
also designed a value proposition for customers and the Bank itself:

e Customers

o Access
o Inclusion
o Reach

o Savings

e  Equity Bank
o Cost reduction: Reduce costs incurred in setting up a
branch and branch regulation

o Competitive pricing: Achieve better pricing for cus-
tomers due to transaction volumes

o Profitability: Gain more profit for the Bank

o Faster growth: Do not be constrained by physical in-
frastructure

o Leverage technical infrastructure

Clear multi-channel distribution strategy

Equity Bank combines different channels where customers can

perform different types of transactions:

e Branches: High-value transactions and full suite of services
including loans, credit, insurance, savings, etc.

¢  Franchise: Services beyond cash-in/cash-out such as loans,
credit, insurance, savings

e Agents: Cash-in/Cash-out, insurance, bill payments, account
origination plus ability to hire sub-agents

*  Sub-agents/Cash merchants: Cash-in/Cah-out, airtime sales,
bill payments

e  Merchants: Possible cash-out services, e-payments for
goods and services

KEY LESSONS LEARNED

The following lessons were learned by Equity Bank Kenya and
could benefit other FSPs:

1. Keep a strong focus on branding and marketing, including a
launch event through multiple channels using both above-
and below-the-line activities

Ensure consistency and strong branding at agent outlets
Always seek customer and agent feedback

Have a dedicated contact centre for both agents and customers

o bk 0N

Conduct a quarterly ‘Customer and Channel Satisfaction
Measurement and Management’ survey

NEXT STEPS

Equity Bank has replicated its agency banking model in other coun-
tries, and it is currently refining its agency business model to open
more outlets by allowing its agents to sub-contract cash-in and
cash-out services to cash merchants.

KEY FIGURES ON THE INSTITUTION

e |aunch: 1984 (bank licence in 2004)

e Gross loan portfolio (March 2017): K Sh 213.8 billion
(US$2.1 billion)*®

e Deposits (March 2017): K Sh 277.3 billion (US$2.7 billion)'®
e  C(Clients (end-2015): 10.1 million®
e  Branches: 167%

RESULTS ACHIEVED THROUGH AGENCY BANKING
(2015)

e  Active agents: >15,000
e Channel mix: 60% via agency banking?

No other data was provided by Equity Bank Kenya despite sev-
eral requests.

19 Equity Group Holdings Limited, ‘Investor Briefing & FY 2016 Performance,’ pre-
sentation from March 2017, slide 39. Available from http://equitybankgroup.com/up-
loads/default/files/2015/equitygroupinvestorbriefing2016fullyearfinancialresults.pdf
(accessed May 2017)

20 Equity Group Holdings Limited, 2015 Annual Report and Financial Statements.

21 Central Bank of Kenya, ‘Commercial banks.” Available from https:/mww.c
bank.go.ke/commercial-banks/ (accessed May 2017)

22 Equity Bank, ‘Agency Banking deepens financial inclusion,” Equity News, Issue
#8 (March 2015).


http://equitybankgroup.com/uploads/default/files/2015/equitygroupinvestorbriefing2016fullyearfinancialresults.pdf
http://equitybankgroup.com/uploads/default/files/2015/equitygroupinvestorbriefing2016fullyearfinancialresults.pdf
http://www.equitybankgroup.com/index.php/files/download/917
https://www.centralbank.go.ke/commercial-banks/
https://www.centralbank.go.ke/commercial-banks/

TOOLKIT #4: DEVELOP OWN AGENT NETWORK

Box 3: Creating a proprietary agent network—The case of FINCA in the Democratic Republic of the Congo

and the United Republic of Tanzania

The experience of FINCA International subsidiaries in the Demo-
cratic Republic of the Congo (FINCA DRC) and the United Republic
of Tanzania (FINCA Tanzania) is interesting as they are different siz-
es (FINCA DRC is twice as big as FINCA Tanzania in terms of clients
and size of loan portfolio) and yet have achieved similar results in
terms of the reduction in transaction cost at agents versus branch-
es (US$0.70-US$0.85 versus US$1.30-US$1.40) and the share
of total transactions through alternative delivery channels versus
branches (50%-60%).% The main difference between them is the
number of agents (450 at FINCA DRC and 130 at FINCA Tanzania).

FINCA Tanzania was established in 1998. Its mission is to alleviate
poverty by providing financial services to the lowest-income entrepre-
neurs, in order to create jobs, build assets and improve standard of liv-
ing. FINCA Tanzania was the first microfinance institution in the coun-
try to be granted a microfinance banking licence (2013),% allowing it
to mobilize savings with the goal to reduce its cost of funding. Today,
FINCA Tanzania has ~63,000 borrowers and ~107,000 depositors.

FINCA DRC was established in 2003, before the country’s civil war
officially ended,? as a ‘société de microfinance.'?® In 2009, it con-
verted into a deposit-taking microfinance institution (category 3, as
per Central Bank of the Congo regulations?). Today, FINCA DRC is
one of two category 3 microfinance institutions in the country and
is the biggest microfinance institution in terms of the number of
borrowers (~123,000 borrowers, end-2015), depositors (~274,000,
end-2015) and size of loan portfolio (US$71 million, end-2015), rep-
resenting 50% of the country’s micro-borrowers.?

FINCA DRC started agency banking in 2011, creating its own agent
network called FINCA Express. Full roll-out took place at the end of
2013. At the time, services included deposits, withdrawals, balance
enquiries and statements.

FINCA Tanzania started its digital journey by piloting mobile banking
in 2013 with Vodacom (M-Pesa), using USSD for loan repayments
and savings. In 2014, FINCA Tanzania decided to pilot agency banking
with its own agents using POS devices, offering deposits for loans/
savings, withdrawals, account-to-account transfers, balance enquiries

23 This number includes both agency and mobile banking at FINCA Tanzania whereas
it includes only agency banking at FINCA DRC, which has focused mostly on agency
banking.

24 FINCA, 'History.” Available from http://www.finca.co.tz/who-we-are/history/ (ac-
cessed May 2017)

25 The civil war ended in 2002 but the official end of the war was 30 June 2003
26 A 'société de microfinance' is a limited shareholder company, allowed to provide loans

27 Category 3 microfinance institutions are the only type of microfinance institution
allowed to collect savings and provide loans. Category 1 and category 2 microfinance
institutions cannot collect deposits and are limited in terms of loan amounts.

28 As of MIX Market data available upon subscription (accessed May 2017)

and statements. It rolled out agency banking nationwide, under the
brand name FINCA Express, in 2015. In the same year, FINCA Tan-
zania broadened its mobile banking offering by leveraging the agent
network of three MNOs (Vodacom, Airtel and Tigo), using both USSD
and SIM application toolkit, and by extending the service offering to
loan repayments, savings, withdrawals, transfers and e-wallets.

MAIN OBJECTIVES FOR AGENCY BANKING

The goal of FINCA, as in institution, was to reduce its cost of fund-
ing through agency banking by mobilizing more savings. Agency
banking was also intended to help FINCA grow its customer base
and increase outreach. The goal of FINCA, for its customers, was
to increase proximity and convenience and improve access to fi-
nancial services to achieve greater financial inclusion.

AGENCY BANKING PRODUCTS AND SERVICES
OFFERED AND TECHNOLOGY USED

FINCA Tanzania and FINCA DRC offer a wide range of financial
products and services, including different types of loans (business,
education and small group), different types of savings accounts,?
alternative delivery channels such as FINCA Mobile (mobile bank-
ing services) and FINCA Express (agency banking services), cash
management and payroll solutions, and SMS alerts to help clients
keep track of their accounts (see table 7 for a summary).

29 See FINCA, ‘Savings." Available from http:/www.finca.co.tz/what-we-offer
savings/ (accessed May 2017)


http://www.finca.co.tz/what-we-offer/savings/ 
http://www.finca.co.tz/what-we-offer/savings/ 
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Box 3: Creating a proprietary agent network—The case of FINCA in the Democratic Republic of the Congo

and the United Republic of Tanzania (continued)

Table 7: FINCA agency banking products and services
offered and technology used

AGENCY BANKING

Deposits
Withdrawals

Products and Account-to-account transfers

SEINMICES Loans disbursement/repayments

Mini-statements

Account balances

Distribution FINCA agent network

FINCA payment switch

POS terminals
identification

Technology

with  biometric

E-money No e-money

How clients access the service

Client registration is a simple process, performed at FINCA branch-
es only. Customers are registered for both agency banking and mo-
bile banking. Agents do not perform client registration, but they do
raise awareness to attract new clients to open a FINCA account.
Agents also participate in client education to enhance use of the
channel, bolstering registered clients’ interest in the service.

For FINCA Express, agents use a POS device. Clients can ac-
cess their FINCA account through a simple fingerprint, using a
biometric scan. Since the POS device depends on biometrics, the
agency banking service is easy and convenient to use even for
less-educated clients because there is no PIN to remember.

SETTING UP THE AGENCY BANKING CHANNEL

Agent recruitment and training
Among other selection criteria, start-up capital requirements to be-
come a FINCA Tanzania Express agent are the following:

e  TSh 2 million (US$894) in cash3®
e TSh 2 million (US$894) in the account?®

Agents are identified, recruited and trained by FINCA Channel Busi-
ness Officers/Delivery Channel Officers.

Agent network management

Both FINCA Tanzania and FINCA DRC created a dedicated team
for agency/mobile banking at the head office, which is in charge
of agent network management for the FINCA Express agents (its
own agents).

FINCA Tanzania started with banking services (back-office staff)
managing the new channels. Later it shifted the responsibility to
the office of the Chief Commercial Officer. FINCA Tanzania has a
Channel Business Manager, who reports to the Chief Operating
Officer. The Channel Business Manager is in charge of both the
mobile and agency banking channels and is responsible for man-
aging the Channel Business Officers who promote these channels
at the branch level. Branches play a critical role in the development
of agency banking.

FINCA DRC appointed a Delivery Channel Manager for FINCA Ex-
press, who reports to the Head of Banking Services. The Delivery
Channel Manager has a dedicated team of 20-25 people, within the
head office (2 full-time employees) but mostly in branches (4 Agen-
cy Network Supervisors and 15-20 Delivery Channel Officers).
Agency Network Supervisors in the head office manage Delivery
Channel Officers located in branches. Delivery Channel Officers in
branches recruit and manage FINCA Express agents (30—40 agents
each). Master agents are also involved for liquidity management.®

Liquidity management

FINCA itself monitors the liquidity of FINCA Express agents through
branches. FINCA branches anticipate disbursement and reimburse-
ment to avoid liquidity shocks and distribute the planned amounts
to agents every week. Channel Business Officers make sure agents
have the needed liquidity. Agents are trained on liquidity management.

30 Conversion rate: TSh 1 = US$0.000446823 (Source: www.xe.com, 29 May 2017).

31 Master agents are agents either at a fixed location or on a motorcycle who collect sur-
plus liquidity or provide needed liquidity to agents. This service was introduced in 2013


http://www.xe.com
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Box 3: Creating a proprietary agent network—The case of FINCA in the Democratic Republic of the Congo
and the United Republic of Tanzania (continued)

At FINCA DRC, FINCA Express agents rebalance with super
agents or at FINCA branches using a priority card that allows
them to cut queues and thereby avoid inefficiencies.

Financial implications

For the agency banking channel (its own agents), each FINCA
subsidiary had an initial investment of ~US$70,000 for the pay-
ment platform. Subsequently, they pay an annual recurring fee
of US$10,000 for the platform. FINCA also had to invest in POS
devices (from Ingenico) to equip its agents (US$1,000 per device).

BENEFITS ACHIEVED THROUGH AGENCY BANKING

For FINCA

e Target existing FINCA clients (at the first stage) as well as
new clients through sales drives

e |Increase savings mobilization, as agents are located near
busy, residential areas for easy access to the services

e Achieve lower cost of funding at FINCA Tanzania, going
from 20% to 2%

For clients

e Reduce transaction costs (time spent in branch, cost to
travel to branch, and other transaction costs typical of mi-
crofinance operations)

e |mprove access and convenience, due to 24-hour service
availability and not having to wait in a queue at the bank

e Gain a very good savings opportunity (clients pay no inter-
est and even receive a 2% annual interest rate)

Results achieved
e |arger network size
o FINCA Tanzania reached 130 agents and FINCA DRC
over 450 agents, as of March 2017.
o Expansion was fast: FINCA DRC had 500 POS at the
end of 2015 and over 1,000 by the end of 2016.
e Greater volumes
o Transaction split in volume between channels at FINCA

Tanzania was 50% at branches, 30% with FINCA agents
and 20% via mobile, as of the end of 2015.

o At FINCADRC, FINCA Express agents performed 60%
of loan transactions by the end of 2015.
e Reduced transaction costs
o Transaction cost with FINCA Tanzania Express agents
decreased from US$3.32 at launch to US$0.85 two

years later (2015), compared to US$1.21 for a branch-
based transaction.

o Transaction cost at FINCA DRC was US$0.70 with agents
versus US$1.43 at branches, as of the end of 2015.

e Reduced operating expenses

o Operating expense to loan portfolio ratio decreased
from 56% in 2011 to 39% in 2014 at FINCA DRC.

e |mproved customer convenience

o The service eased congestion in branches consid-
erably, which in turn improved customer service by
reducing wait time for other services conducted at
branches.

o FINCA DRC Express agents serve on average 600
customers, compared to approximately 400 for loan
officers.

o A cash deposit/withdrawal takes an average of three
minutes at the teller counter at FINCA DRC versus
less than one minute with a POS agent.

From the client's perspective, the value proposition is inter-
esting as transactions are free of charge with FINCA Express
agents (subsidized by FINCA). As a consequence, FINCA agents
are used more than MNO agents, whom clients have to pay to
conduct transactions.

KEY SUCCESS FACTORS AND LESSONS LEARNED

Key success factors

1. A value proposition for all stakeholders: clients, agents and
FINCA

2. A conducive environment for agency banking (regulation
and familiarity by clients with agency banking) in the case
of FINCA Tanzania and a well-established presence in the
case of FINCA DRC (largest microfinance institution)

3. A focus on savings through agency banking instead of on
transfers like MNOs and other banks do



TOOLKIT #4: DEVELOP OWN AGENT NETWORK

Box 3: Creating a proprietary agent network—The case of FINCA in the Democratic Republic of the Congo
and the United Republic of Tanzania (continued)

Lessons learned

Derived from a case study by FINCA and The MasterCard Founda-
tion®? and another case study by FINCA and PHB Development,
the following success factors and lessons learned are highlighted:

1. An institutional assessment should be conducted and a
service-level agreement should be formalized prior to en-
gaging in a partnership.

2. Business ownership for the appropriate delivery channel
should be ensured right from the start and driven by the
Chief Operating Officer and the Head of Retail Banking.

3. A dedicated team for the DFS channel should be put in
place to reduce overwork and demotivation.

4. A pilot should be carried out before commercial launch.

5. Processes should be simplified to avoid forcing ‘old” man-
ual microfinance processes into the modernized electronic
payment structure.

6. Operations should be subjected to continuous risk analysis.

7. Periodic campaigns should be carried out that focus on cus-
tomer awareness and education as well as dedicated sales,
which are key for success.

8. Feedback mechanisms based on interaction with custom-
ers should inform improvements.

9. It should be recognized that implementation of delivery
channels will disrupt operations significantly.

10. Support should be sought from experienced external consul-
tants to ensure a broad, detailed analysis of the challenges.

NEXT STEPS

FINCA International intends to replicate agency banking in other
subsidiaries. FINCA Zambia started it in 2016, while FINCA Mala-
wi, Nigeria and Uganda piloted it in 2016.

FINCA Tanzania would like to expand the network of its own
agents and use MNO agents in remote areas. In the long term,
the delivery channel strategy of FINCA Tanzania is the following:

32 FINCA/The MasterCard Foundation, ‘Expanding Access to Finance through Mobile
Payments’ (n.p., June 2015). Available from http://www.finca.org/files/2015/06/FIN-
CA-MasterCard-Case-study-2015.pdf

33 PHB Development with e-MFP Digital Innovations for Financial Empowerment Ac
tion Group, ‘FINCA EXPRESS Tanzania: Mobilizing Savings Through Agency Banking’
(n.p., October 2015). Available from https://www.phbdevelopment.com/pdf/FINCA

Tanzania Success Story final web.pdf

e |everage branches to perform high-value transactions,
with branches remaining the back bone of distribution

e |everage agency banking as a proximity service in high
business areas, promoting savings mobilization since it is
free of charge for customers

e | everage mobile banking as an entry point accessible to
all customers, as it can be accessed all the time, and lever-
age it mainly in remote rural areas

KEY FIGURES ON THE TWO FINCA INTERNATIONAL
SUBSIDIARIES

Key figures on FINCA Tanzania (2015)*

e  Gross loan portfolio: US$29.21 million

e  Deposits: US$10.40 million

e Assets: US$38.40 million

* Active borrowers: 63,020

e Depositors: 107,200

e  Offices: 26

e DFS channels: 50% of transactions at branches, 30% with
agents and 20% via mobile

Key figures on FINCA DRC (2015)%*
e  Gross loan portfolio: US$71.38 million
e  Deposits: US$31.82 million

e Assets: US$85.98 million

e Active borrowers: 122,650

e  Depositors: 274,160

e  Offices: 18

e DFS channels: 60% of loans via agents

Further reading

FINCA/The MasterCard Foundation, ‘Expanding Access to
Finance through Mobile Payments' (n.p., June 2015). Avail-
able from http://www.finca.org/files/2015/06/FINCA-Master-
Card-Case-study-2015.pdf

PHB Development with e-MFP Digital Innovations for Financial
Empowerment Action Group, ‘FINCA EXPRESS Tanzania: Mo-
bilizing Savings Through Agency Banking’ (n.p., October 2015).
Available from https://www.phbdevelopment.com/pdf/FINCA
Tanzania Success Story final web.pdf

34 MIX Market, ‘FINCA — TZA," 2015 data accessible through registration
35 MIX Market, ‘FINCA — DRC,’ 2015 data accessible through registration
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INGREDIENTS FOR SUCCESS

Figure VIl provides a snapshot of the prerequisites for this busi-
ness model, while the accompanying sub-sections, boxes and
table 8 provide more detail.

DEMAND FROM CLIENTS GOVERNANCE
DIGITAL FINANCIAL OPERATIONS
SERVICE STRATEGY PERFORMANCE
ACTION PLAN FINANCIAL MANAGEMENT

HUMAN RESOURCE
AND MANAGEMENT
CAPACITY

PREREQUISITES
(VALID FOR ALL MODELS)

o=
[ ]

MANAGEMENT
INFORMATION
SYSTEM

BASICS FOR THIS
MODEL

Any new product or service should address a client need in order
to ensure its adoption. Understanding client needs and challenges
is crucial, especially when it comes to introducing a new channel.
Focus-group discussions and/or quantitative studies can help identify
these needs/gaps (e.g., cost of travelling long distances to branches,
time spent queueing at branches). The FI should perform an in-depth
analysis of its market in an effort to do the following:

1. Customize its value proposition so as to meet as many of
its clients’ current pain points as possible and be attractive
to new clients.

2. Be adata point for future research (i.e., act as a baseline).

3. Indicate where the Fl should pilot first (i.e., where there is
greatest need). Other considerations include network con-
nectivity, local competition, etc.

4. Extract data that can be used to help build the business case
for establishing an agent network (e.g., data to forecast the
number of new clients and the operational savings [from
branch transactions] versus CapEx and OpEx). Data on costs
can be collected from industry reports (ideally from the country
in which the Fl operates). Forecasting demand should be done
via primary research of existing and potential client bases.

The first step in going digital is to define a strategy. What are the ob-
jectives of building an agent network? \What will be the benefits for
both the institution and the clients? Which products and services will
be available through the digital channel? Which clients will be target-
ed (existing/new, rural/urban, middle-end/low-end, etc.)? How wiill the
new digital channel or product be marketed and distributed? VWhich
technology will be used? Will agents be recruited directly or through
an aggregator of some sort? What will be the value proposition for an
aggregator and/or individual retailer to become an agent?

The next step, once the strategy is defined, is to create an action plan.
An action plan should consider the different steps needed to achieve
the strategy and should define, for each activity to be carried out, the
person(s) responsible, the deliverables and the deadlines. A list of ac-
tivities is not enough. A project manager should be in charge of follow-
ing up on the action plan and ensuring that activities are on track. KPls
also need to be defined and monitored from the beginning. Mapping
potential risks with mitigation strategies is highly recommended.

g

Action plan template:
Contains the different categories required for an action plan and
provides a non-exhaustive list of activities to carry out for this model
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Basics to have in place for this model

Table 8: Basics to have in place for this model

Dimension

Prerequisite

Description of the basics needed

Internal
capacity

Financial
capacity

Operational
capacity

Technical
capacity

Stability

Management

A channel manager or ANM (at senior management level) needs to be recruited/appointed within headquarter
staff and should be exclusively dedicated to building/managing the agent network. The channel manager should
inform his/her supervisors of channel activity on a regular basis (e.qg., initially through weekly reports that can later
evolve to monthly ones).

Staff capacity

The FI must identify how many agents it needs at time of launch and have a roll-out plan for recruiting agents. It
is important to have a detailed process to identify, recruit, train, brand and manage the agent network. At launch,
and on a daily basis, there needs to be a dedicated agent team, including the following: marketing staff, IT staff
(in charge of system integration and management) and back-office staff in charge of service-level monitoring,
settlement with agents, KPI monitoring, etc.

The Fl needs a channel manager/ANM at headquarter level but also staff in charge of managing agents at
branch level.

The FI should ensure that internal auditors start to measure and record agent-related activities specifically.

Human resource
policy and training

Someone with agent experience should be recruited as ANM since it is a full-time position. Job descriptions
need to be adapted/created, and staff involved in the new channel need to be trained. Depending on the
business model selected, there may be a need for training super-dealer staff.

Financial self-
sustainability/ e The Fl should be financially self-sustainable (financial self-sustainability rate >100%) to engage in this model.
Breakeven
, . e The FI should use its own resources, complemented with external resources. The Fl should plan to spend at
Financial least US$250,000 for developing its agent network, though that number can easily go up to US$1,000,000
MESOIEEE depending on the model chosen.
e The Flis solely responsible for liquidity management (in the eyes of the client). Potentially, if working with a super
dealer, the Fl may provide initial cash liquidity (for withdrawals). For independent agents, the FI should have a
Liquidity/Cash clear liquidity plan, especially for loan disbursements. Daily reconciliation should be done at all branches/agents
management and audited at headquarters. An ALM should be nominated at the Fl and interact with agent representatives or
the super dealer.
e Liquidity management should be automated, not manual.
Operational e Operational self-sufficiency should be greater than 100%—ideally, around 120%-130%. The Fl should not
self-sufficiency/ engage in developing its own agent network when it is still trying to reach its equilibrium.
Breakeven
e The Fl should have a regular Fl licence. There may or may not be a need to have a specific agent/
distribution licence for this model. At minimum, the Fl should have authorization from the central bank to
have its own agents.
. e There is, however, a definite need for the Fl to follow agent regulation set by the central bank, including the
Regulation policy for recruiting and managing agents, which will largely focus on agent KYC requirements. It is important to
check regulation in the country regarding activities that agents can perform (i.e., loan applications) and if agents
are required to be exclusive or not. Informing the central bank of plans and seeking approval is recommended
(and compulsory depending on regulation).
o e Agents need to have in-network connectivity, ideally within a VPN. The Fl should develop an offline strategy as
Connectivity part of the risk management plan.
e |deally, the Fl should have a CBS/MIS that includes modules for agent management, card management, call
centre and SMS. Depending on the business model and platform functionality, the FI might want/need to invest
MIS in new hardware and software.
e Transactions should be in real time and not batches to avoid issues.
Interf * The FI must be able to reconcile all transactions carried out by its agents on a daily basis with those that have
nterfaces

happened in its CBS/MIS. The FI should integrate its CBS with the technical platform of its provider in real time.

Quality of portfolio

For MFls, the portfolio at risk greater than 30 days should be less than 5%. For banks, the capital adequacy ratio
should be more than 8%.

Governance

The FlI should have stable governance to be able to plan and roll out an agent network.
The board should support the project fully.




HOW TO SUCCEED IN YOUR DIGITAL JOURNEY
A SERIES OF TOOLKITS FOR FINANCIAL SERVICE PROVIDERS
TOOLKIT #4: DEVELOP OWN AGENT NETWORK

— 32
E& Implementation tools: Is the Fl ready?

lick on the icon to download

Challenges and risks to anticipate

The Fl should anticipate challenges along the path and prepare for process. Refer to the toolbox in this document for risk mapping
them. Table 9 lists the most common challenges experienced by and mitigation strategies. For more depth on risk, refer to the IFC
Fls that have rolled out their own agent network. The list is not ex-  Digital Financial Services and Risk Management Handbook .
haustive, and new risks may arise during the implementation

Table 9: Most common challenges with this model

Type of risk

(1) Strategic risk

(2) Operational risk

(3) Technology risk

(4) Financial risk

(5) Fraud risk

Description of the risk

Incomplete understanding by provider of its target market for DFS (misaligned client value proposition)
Marketing and communication: Lack of targeted marketing to inform clients of new channel
Cannibalization of customers

Lack of interoperability

Rejection of service by agents

Rejection of service by clients

Resistance to change

Reconciliation and account variances: Transactions not recorded in real time, causing issues for loan repayment and/or for
customers making a deposit at an agent and wishing to withdraw at another agent or channel

Lack of proof for customer identities

Non-compliance with authorized thresholds (cash and e-value)

Lack of agent/customer helpline

Poorly trained sales teams

System failure: Instability of network connectivity (crucial for tablets, phones and POS devices)

Transaction delays

Hardware failure: Poor reception and/or delay of SMS confirmation

Integration failure: Unstable integration and/or technical problems between the POS devices and the FI CBS/MIS
Lack of (flexible and reactive) agent management software

Lack of offline strategy

Loss of data

Project costs exceeding plans or revenues being less than planned

e Commission structure not providing enough revenues to agents

Unauthorized fees

Customer fraud: Stolen identity

Customer fraud: Impersonation of provider or agent
Agent fraud

Unauthorized fees

Unauthorized access of agent devices

Internal collusion to commit fraud

35 IFC, Digital Financial Services and Risk Management Handbook (n.p., 2016). Available

from  https:/AMww.ifc.orgiwvps/wem/connect/06¢7896a-47e1-40af-8213-af7f2672e68b/
Digital+Financial+Services+and+Risk+Management+Handbook.pdf?MOD=AJPERES



https://www.ifc.org/wps/wcm/connect/06c7896a-47e1-40af-8213-af7f2672e68b/Digital+Financial+Services+and+Risk+Management+Handbook.pdf?MOD=AJPERES
https://www.ifc.org/wps/wcm/connect/06c7896a-47e1-40af-8213-af7f2672e68b/Digital+Financial+Services+and+Risk+Management+Handbook.pdf?MOD=AJPERES
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Type of risk Description of the risk

e Lack of agent availability

e Poor customer experience with agents
e | ack of agent liquidity

e Agent inactivity
L]
L]
L]

(6) Agent risk Lack of agent supervision

Poor agent branding

Agent business case: Rapid agent network roll-out that lacks business for sufficient return to agents, making them
reduce investment and creating liquidity problems

e Agent training: Agents poorly trained to support clients

) B At sk e Transaction failure
P e Poor customer experience
e Hacking of the agency banking channel
(8) Security risk e |ack of back-ups
e Robbery of/by an agent

Note: The terminology to describe the risk types is based on the following source, though the numbering has been modified: IFC, Digital Financial Services and
Risk Management Handbook (n.p., 2016). Available from https://www.ifc.org/wps/wcm/connect/06¢7896a-47e1-40af-8213-af7f2672e68b/Digital+Financial+Ser-
vices+and+Risk+Management+Handbook.pdf?MOD=AJPERES

Refer to the toolbox for a description of each risk, its mitigation
strategy, its likelihood and its impact.

g

Risk mapping grid:
Provides a list of frequent risks with possible impacts and mitigation
strategies
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RECIPE FOR SUCCESS, OR 'HOW TO'

This section describes the key activities Fls should perform to
implement an agency banking project. Key success factors are
identified, while practical tips for Fls are provided in side boxes.
Useful implementation tools (Excel files) are also provided to as-
sist in the digital journey.

PHB Development and MicroLead defined six different steps for
successful DFS implementation, based on 100+ successful imple-
mentations across the globe (see also figure VIII):

1. Opportunity assessment
Market entry strategy
Development and pilot preparation
Pilot

Implementation

R T

Performance improvement

Throughout the digital journey, seven workstreams should be as-
sessed to ensure all key areas are consistently covered (see also
figure IX):
1. Regulation and partnerships
Market and products
Distribution
Technical/IT
Internal organization (operations and human resources)

Financials

L A

Project management
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STEP 1:

OPPORTUNITY/MARKET ASSESSMENT
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Decide whether there is an opportunity for the FI and whether to roll out a proprietary agent network:
e Assess market readiness for agent/OTC services

Assess clients’ needs and pain points to understand how they can be addressed

Assess the different technology providers offering agent-related solutions in the market

Assess the existing agent networks in the market

Identify potential business strategies, critical success factors and constraints

Analyse existing demand and supply, define objectives and assess readiness (see table 10 for more detail and accompanying boxes for more
tips and practical tools)

Table 10: Opportunity/Market assessment activities and key success factors

Regulation
Ia and

partnerships

Activities

v
%
' Checklist of deliverables

o Identify central bank requirements to roll out agent network—formal authorization
(required in many countries) or approval (in all cases)—and ensure compliance with Developed a shortlist of potential super dealers
specific agency banking regulations. and independent agents

o Review agent requirement forms (generally include number of years in business, level

h . Completed market study report
of education, turnover, services allowed for agents, etc.) to understand types of agents : i

available in the market, as well as exclusivity laws.
o Identify potential partners in the market (e.g., agent management software providers, Reviewed options for distribution: agent locations

existing agent/merchant infrastructure/networks); if using a partnership strategy with

an existing network, determine which super dealer addresses the needs of the Fl and

Identified benefits for clients, agents and Fl

Completed software/hardware assessment

.D Market and
LN J

products

compliments the strengths and weaknesses of the FI, and vice versa. Finished connectivity assessment
Completed organization capabilities scan and
o Carry out market study to understand clients’ needs and pain points: Which locations what-is-needed-to-reach-objectives

(agents) would make the most sense to pilot with? Which agents are the most popular
and trusted among Fl clientele (focus groups and individual interviews in different areas of
Fl presence should be able to address this)?

Developed business case
Established steering committee and project team

)
6' Distribution

o Assess the different agent networks in the market and which Fls have created their own
agency banking networks, which ones use super dealers and which ones are most visible
in areas of operation of the Fl.

o Assess liquidity of agents, especially if planning on doing loan disbursements.

. Assess field and head office staff's capability to roll out an agent network.

o Assess headquarters’ capability of handling more transactions (ensure there is
enough transaction-processing capacity/audit control, especially in finance/accounting
departments).

Implementation tools

&

Click on the icon to download

L3

' Technical / IT

e
"l Partners

@i Key success factors

. Assess Internet connectivity at headquarters.

o Assess capacity of internal MIS: Can it be integrated with other systems? Does it allow
for real-time transfer of data? Can it create reconciliation reports, etc.?

o Assess connectivity at potential agent locations.

o Assess which would be the most appropriate interface for agents: phone, web or POS.

. Assess how to manage agents: Is there need for an agent management platform?

Click on the icon to download

o Develop shortlist of super dealers (if using this strategy) and look at their market strategy: Click on the icon to download

number of agents; daily, weekly and monthly process and procedures; commission
structure; positioning; client value proposition; market expansion strategy; etc.

Internal
ﬁ organization

o Assess institutional readiness (using the self-readiness assessment tool from this
toolkit, for instance).

o Anticipate impact on staff (resistance to change): if possible, make staff part of the
change from the start.

. Evaluate whether there is a need to hire new staff with specific agent management
experience.

Ll Financials

. Prepare a business case with costs and revenues, which will help the Fl understand all
the elements to consider to balance costs with revenues and calculate the time needed
to give a return on investment.

Project
management

o Identify potential project team (front- and back-office support, dedicated members,
project governance, etc.).
o Secure top management awareness and buy-in and create a steering committee.
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STEP 2:
MARKET ENTRY STRATEGY

Define how to seize this opportunity/Decide how to roll out the agent network:

e Select the right agent partner(s)/retail agents based on target clientele and objectives
Define market strategy (positioning, targeting, segmentation)

Define distribution strategy

Plan the overall project

Develop a prototype

Complete service-level agreement, market strategy, distribution strategy, internal strategy, IT plan and project team recruitment (see table 11
for more detail and accompanying boxes for more tips and practical tools)

Table 11: Market entry strategy activities and key success factors
E

Workstream Ac es

Checklist of deliverables

o Prepare documents needed to obtain central bank approval or licence to roll out agent
Regulation netvvorkt and demonstrate _cqmp\iance with specific agency banking regula_tion_s. Negotiated commercial contracts, if working with
I‘ and . At a minimum, develop policies and procedures that follow central bank guidelines on how partners
artnerships to identify, recruft, train, brand and manage agents. Developed commercial contracts for independent
P P o Finalize partner and agent contracts, which should include a service-level agreement and P P

retail agents

commission structure.

Finalized market strategy: positioning, client and
o Choose distribution option: partnering with agent super dealer or existing agent network, or agent value proposition, service(s) to be offered
1 creating a network of independent agents. ) , . via agency banking, market expansion strategy,
Q{ Distribution | * Assess required agent liquidity levels (this assessment influences if the FI can provide loan etc.
repayments and disbursements).
o Develop market expansion strategy (e.g., decide whether to start offering the services in
only one or a few areas or nationwide).

Completed internal strategy: organization, job
descriptions, hiring plan, training needs

Prepared technical roadmap in case new or

o] o If the Fl has no MIS or if the MIS is not sophisticated enough to handle card and/or agent adapted MIS is needed
Technical / IT management, shortlist the most cost-efficient platforms in the market by taking into ) )
. o Developed detailed business case
account cost, speed-to-market and functional capabilities.

Action plan and business case validated by all
o Determine whether existing staff members are capable of handling the additional new stakeholders

tasks or if new channel-specific staff need to be hired.
o Adapt/Create job descriptions.

&ﬁ Internal o Define rules for cash management (e.g., determine how much a client can withdraw in Tips: Develop a prototype
organization one day; define upper limit above which a client must go to a branch to complete the agent service
withdrawal).
o Develop a training needs assessment and put in place a training agenda, including for
1) head-office staff, 2) field staff and 3) agents. The agency channel should be tested in the market

to get user and agent feedback using human-centred
@ Key success factors design principles. The prototype will not be a fully

developed service but will use quick, simple and che-

(3 4 Partners o Finalize partners'/agents’ value proposition ap solutions to gather clients’ and agents’ feedback
", ' on main functionality, terms and conditions, etc. The
testing may involve some manual processes and,
. Define target groups and segment clients if needed (by rural/urban, products, etc.). as such, "““’!” be (30'5'(16"6(1 a very limited research
e Define range of products and services that will be available through agency banking: market. This testing is NOT the same as a full pilot,
account-opening, deposit, withdrawal, balance enquiry, transfer, etc which will be done after the product/service has been
Market and - : L2 C ! . e . e ) ;
.D e Define clients’ value proposition(s) (there could be more than one for different target fully developed. The prototype should test/investigate
® e products segments). the following:
o Define potential marketing campaigns, particularly if working with an existing network User interfaces
of agents. Pricing
Marketing/Promotional activities — communication
$ o Define detailed business case (revenue and cost streams, breakeven point, cash flows). strategies

.|||| Financials o Define pricing structure for clients and commission structure for agents and get 4. Financial education and literacy messages
feedback from partner(s)/agents.

The prototype testing should include the following

EO Project . Plan project asa whole, incIL_Jd_in_g the pilot and correspondving resource allocation._ tasks:
management o Involve staff in the process (it is |mporta_nt not ‘Fo underestimate the_need for buy-in of 1. Ensure the new products/services are launched
staff and the change management required to implement new services). in a timely manner and administered in line with
product specifications
Ensure commitments to clients are kept
Implementation tools 3. Understand operational processes, and define
and design back-end processes
Troubleshoot any problems that emerge with a
particular product feature, with a particular client
@ or overall
Maintain effective partnership and cooperation
Click on the icon to download Click on the icon to download between Fl staff and agents involved in the
testing

Click on the icon to download

Click on the icon to download
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STEP 3:
PILOT PREPARATION

Once the Fl defines the product and signs off for market launch, used for any final fine-tuning before commercial launch.

the FI will work to the agreed-upon pilot plan. The pilot should be 37—

Sign contracts with agents and prepare detailed project management process:

e Finalize the technical integration between the Fl system and other platforms (as required)

e Adapt business operations impacted by the new channel, and develop process manual for OTC transactions
e Adapt business operations impacted by the new channel, and develop process manual for all transactions

e Define and prepare the institutional motivation and capacity to run the pilot, including setting KPIs

Define marketing and communication strategy with agents, identify locations for pilot, recruit staff, perform user acceptance tests, and
develop pricing and incentive structures (see table 12 for more detail and accompanying boxes for more tips and practical tools)

Table 12: Pilot preparation activities and key success factors

Workstream Activities

Is Fl ready for pilot to go live?

o Identify agent locations for pilot.
1 o Recruit and train staff who will manage and provide the service during the pilot (the Completed and signed agent contracts
‘5 Distribution training should take place no more than two weeks before the pilot launch so that Documented approval of regulator (if
staff do not forget what they have learned). essd)
. Establish a call centre (ensure there are separate hotline numbers for clients, agents o _
and staff). Finalized marketing plan and
communication material

fod o Purchase agent management platforms (if necessary). Identified agent locations for pilot
' Technical / IT Integrate the Fl system with the platforms.
. Perform user acceptance tests.

Recruited and/or trained agency channel
team

Develop or refine business processes impacted by the use of OTC (process manual). Finalized process specifications
Develop invoicing and accounting procedures at the head office.
Prepare map of risks and mitigation strategies.

Define KPIs and monitoring scheme.

Internal

o Completed IT integrations and user
organization

acceptance tests

Updated risk management process

§ il Financials . Define incentives for staff (e.g., number of transactions through new channel, Completed KPIs and monitoring scheme
al . . !
deposits mobilized through new channel, value of loans disbursed). Fleviisss] sl SuEe

@—H' Key success factors Revised incentive structure

Detailed and validated pilot implementation

. Define and sign the commercial agreement: negotiate services, commissions, plan
Regulation liquidity management, exclusivity clauses, etc.
II‘I ané:] o Include a service-level agreement that will ‘stipulate the expectations with regards to

the services provided and the consequences for both parties in case of non-delivery
to the agreed service-level standards."
. Get regulatory approval/licence for pilot (if necessary).

partnerships

. Def_ine service specifications and client experience. _ Anticipate and do not underestimate the impact
. Refine branding and communication strategy, and plan for the pilot. on the Fl—there will be financial, technological,
o Develop a marketing plan (e.g., co-branding, delivery dates of posters and brochures, operational, marketing, human-resource and
promotional gear for launch). ) ) customer-experience implications
Market and o Start with a limited service range (although many Fls offer a wide range of services,

Do not underestimate the time needed for IT
integrations if platforms are needed for agent
management, management, call centre and/
or SMS gatev

e e products the FI might want to start with the services identified during the market study as
being most needed by clients, so as not to overwhelm the agent network; or, the Fl
might want to start with services that are more manageable, such as deposits and
withdrawals, and then at a later stage offer loan disbursements and repayments,
which are more difficult for agents to manage given the liquidity strains). Complete a user assessment test before launch

Get project team up to speed.
Validate pilot implementation plan.

Create a risk management framework.
Have an escalation matrix. Implementation tools

aFINCA/The MasterCard Foundation, ‘Expanding Access to Finance through Mobile Payments: Lessons Learned for MFI-Mobile
Network Operator Partnerships,’ Case Study, p. 4 (n.p., June 2015). Available from http://www.finca.org/files/2015/06/FINCA-MasterCar-
d-Case-study-2015.pdf

gc Project
management

Click on the icon to download

lick on the i
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STEP 4:
PILOT

Run pilot and prepare for launch:

e Test services and liquidity management, and take corrective actions

e Check pilot actuals against expectations (i.e., KPIs)

e Monitor and evaluate outcomes of the pilot, and provide feedback on any technology and business issues (including marketing, pricing,
sales, processes, etc.) that arose during the pilot to see how they can be addressed

e Validate plan for the launch

Test all operational processes in real-life environment, identify outstanding risks and develop corrective actions as needed for improvement
(see table 13 for more detail and accompanying boxes for more tips)

GO or NO GO? Readiness to move to national launch _ 3 months minimum, 6 months more likely

Table 13: Pilot activities and key success factors

Is the Fl ready to go live
nationally?

Workstream Ac es

Provide training to agents/trainers of agents.
Provide communication material to staff to publicize/sell the new service. [ Pilot results (regulation conformity)
Brand the agents who will help facilitate this new OTC channel.

Distribute marketing materials to agents and field officers alike about the new services.

Conducted regular pilot reviews with
partner(s)

Reviewed communication material

‘g Distribution
Test all technical functionalities and monitor performance.

' Technical /IT | o pjan the transition from pilot to permanent organization (route to market plan). Completed internal training material and
reviewed results

§ Financials o Check on fraudulent behaviour (internal from staff and external from agents and/or clients). Devw’s_ed tjansition plan to permanent
Ensure proper reconciliation between the agent and the Fl accounts. organization
@_ﬂ Ke T - Reviewed fraud conformity results
succes ctors
Y Followed up on KPIs
Regulation L ) Evaluated pilot results, and developed and
Ial and . Keep regulatory authorities informed of progress (if necessary). implemented an action plan for improvement

. Review pilot results with partner(s) and manage relationship(s).

partnerships Developed commercial launch plan

Revised business case with multiple year

Market and o Launch communication actions for pilot. targets
e e products o Test services and make adjustments as needed. Completed backlog of pending actions
Internal . Adapt business processes as needed.
Qﬁ . Monitor KPIs on daily/weekly basis.

organization o Identify improvements needed and implement on the run.

o Evaluate pilot results on weekly and/or monthly basis and prepare improvement

Start with restricted number of products/services
(i.e., deposit and withdrawal)—add loan disburse-
ment/repayment at later stage

g Project action plan.
management | e Plan commercial launch when ready (pilot should take as long as needed to sort out
any challenges that arise).

Start with restricted number of agents/branches
(who support x number of agents) with different

profiles to assess take-up, and then decide on ex-
Implementation tools pansion plan (progressive or all branches at once)

Remember that training of agents and staff is key
and can determine the success or failure of the
digital project—staff need to master operations
and procedures before going live and agents need
to be well trained on new services

Even if approval of regulator is not needed to laun-
ch, keep regulator in the loop

Prepare client education/sensitization plan for
new products/services offered by the Fl to build
trust in new channel

Perform weekly and monthly pilot assessments
and take corrective actions

Monitor KPIs and implement changes as needed
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STEP 5:

LAUNCH/IMPLEMENTATION

Operate the business on a daily basis:

Formally hand over from project team to operations team

Conduct IT stress/capacity test: can the systems handle the forecasted load?
Refine business model based on pilot results

Complete plan for full launch with resource allocation

Check if all preconditions for the launch have been met, and assess all aspects of the service
Coordinate, refine and troubleshoot the scale-up of the commercial launch and monitoring scheme

Implement product expansion, scale up, strengthen, evaluate, hand over and monitor (see table 14 for more detail and accompanying boxes

for more tips)

Table 14: Launch/Implementation activities and key success factors

Workstrea

Regulation
1M
partnerships

Share results of pilot with regulator to ensure Fl is meeting all regulatory
requirements and Fl is recording expected KPIs.

‘2 Distribution

Scale up (geographic expansion), and recruit new channel staff for headquarters and/
or branches as needed.

Extend training of all staff involved with the service offering.

Provide training to new agents/trainers of agents.

Brand new agents who will facilitate this service.

X
' Technical / IT

Market and
e e products

Ensure there are no bugs in the integration between the Fl and the agent
management platform.

Receive regular reports from the agent management platform regarding system-
related issues (connectivity problems, system being down, SMS messages not being
received, etc.).

@ Key success factors

Identify new market segments, and expand product/service offerings over time if
desired (e.g., loan disbursement/withdrawal, money transfer).

Ensure agents are well branded with Fl posters and have communication material to
take advantage of cross-selling opportunities if possible.

Internal
organization

Ty

Ensure operations team has taken full ownership of the service(s).
Evaluate new business processes, and adapt over time if necessary.
Prepare human resource capacity plan with scale-up in mind.

$|
|_ il Financials

Use pilot results to 1) evaluate business case and 2) confirm or adapt pricing.
Ensure proper reconciliation between agents and FI.
Ensure payment of commissions as per terms of contract.

Project
management

Ensure project team hands over project to operations team that will manage the
product on an ongoing basis.
Continue close monitoring of results.

o

e Even if approval of regulator is not needed to
launch, keep regulator in the loop

Start with restricted number of agents targeting
different client segments to assess take-up and

then decide on expansion plan (progressive or all
at once)

Create feedback loop to regularly assess (every
quarter, every month, etc.) results and take
corrective actions

& Implementation tools

39 —
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STEP 6:

PERFORMANCE IMPROVEMENT
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e Develop near-term improvement plan
e Set up business intelligence to monitor service daily
e |mplement corrective actions

Improve performance of services launched and build culture of continuous improvements:

accompanying box for more tips)

Conduct assessment including interviews with clients and staff to evaluate perceptions (see table 15 for more detail and

6 months after launch minimum, 12 months ideally

Table 15: Performance improvement activities and key success factors

Workstream

1
‘g Distribution

A

es

Assess and align both the client and the agent experience of using the agency channel
(quantity, quality, localization, performance, revenues) through focus groups and mystery
shopping.

Evaluate compliance with service-level agreement.

o4

' Technical / IT

Market and
e e Products

Evaluate IT capabilities (loss of data, ease of use, time per transaction, etc.).
Evaluate integration between systems.

@-"'- Key success factors

Align client segmentation, value proposition and client journey through focus groups and
interviews with clients.
Assess and improve cross-selling strategy (leveraging the agent network).

Internal
ﬁ organization

|dentify efficiency opportunities in internal organization, resources and processes.

3| . .
I Financials
antl

Evaluate and adapt business plan (if needed).

Evaluate pricing structure, including perception by clients, and adapt pricing structure (if
needed).

Evaluate and adapt incentive structure for internal staff (if needed).

Evaluate and adapt commission structure for agents (if needed).

Project
management

go

Based on assessments, define quick wins, near-term improvements and mid-term
improvements.

S—
Y%

&

Is Fl ready for continuous
improvement?

Revised segmentation, value proposition, agent
interaction and client journey:
Assessed experience of clients and
channel staff

Evaluated integration between Fl system
and agent management platform

Revised business plan
ricing validated by clients
Commissions validated by agents

ncentive structure validated by staff

Devised plan for continuous improvement
of internal processes
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SUMMARY:

THIS IS THE RIGHT MODEL FOR A FINANCIAL ..
INSTITUTION IF...

THE FI IS LOOKING FOR A DISTRIBUTION SOLUTION MEETING THESE CRITERIA (SEE TABLE 16)...

Table 16: Summary of this model

6-9 months to pilot graduation
based on meeting KPI targets (e.g., uptime) Integration between the FI CBS/MIS and other platform for

real-time transactions
NEEDED Mobile phones, web interface or POS devices at agent locations

Total estimated cost is US$250,000-$500,000. Complete control over agent network

In many cases, the primary expenses are branding and Available and efficient agent network in target areas
training of agents as well as the development of new Very cash-liquid agents, if offering loan disbursement
BUDGET back-office processes, which may require hiring consultants. BENEFITS

. . Super dealer with capable agent management and project
It may also be necessary to invest in an upgrade of or a new management staff, as one option

MIS and then to cover integration expenses. o . .
Ability to adapt staff to offer services through this new channel

It might also be necessary to purchase platforms for agent and to recruit and/or train field operations staff, marketing
management, card management, call centre and/or SMS staff, new channel management staff, back-office/finance staff
gateway. and IT staff

Other expenses might include market research, commissions
for agents and incentives for staff.

Greater control over agents Account registration
Increased outreach in underserved areas Deposit/Withdrawal

Reduced footfall in branches Loan disbursement/repayment
Improved client service (convenience, cost and time) ULLEGIRTE Bill payment

Improved operational efficiency Balance enquiry

Added value to brand Account-to-account transfer

OBJECTIVES

... AND THE Fl HAS CONSIDERED THESE STRENGTHS, WEAKNESSES, OPPORTUNITIES AND THREATS (SEE TABLE 17).

Table 17: Analysis of strengths, weaknesses, opportunities and threats of this model

Strengths Weaknesses/Effort required Opportunities Threats

¢ Provides complete control Needs significant investment, Improve the range and quality of Platform or interface failure
over agent network especially for training, marketing/ services offered to clients

o branding and sales
Offers possibility to use Reach out to new customer/

existing staff Requires client awareness and market segments
financial education, especially

Network coverage failure

Without interconnection between

branches and head office, risk of

o AIIovvs_for experie_nce in for an Fl that targets rural and/or Create cr_o_ss—selling cIient; going tlo multiple locations
managing loan officers to Hliiamie diens opportunities for agents and withdrawing more than what
translate to managing agents is in their accounts

Calls for extensive staff training Reduce footfall in branches, :
thus freeing resources to offer Staff/Agent/Client fraud

Implies significant cost and time high-quality/other services
to identify, recruit, train, brand
and manage the agent network

Equipment and/or application
Set fees and commissions failure

Rejection of service by staff
(resistance to change, lack of
incentives)

Requires investment in new/
upgraded platforms, depending
on functionality/capacity

Lack of proper liquidity
management negatively affecting
services

Reputation risk from working with
agents who do not represent the
FI appropriately

Regulatory limits on activities that
agents can and cannot do and
resulting confusion for customers
(e.g., account-opening process in
which agent takes application but
branch authorizes)
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MICROLEAD AND PHB TOOLBOX

This page provides a summary of tools that MicroLead and PHB
have developed to help FSPs succeed on their mobile banking
journey and that are available throughout this toolkit.

DESCRIPTION DOWNLOAD DOCUMENT

Action plan template A template that contains the different categories required
for an action plan and provides a non-exhaustive list of
activities to carry out for this model

Business case template A template that identifies the main categories of costs
and revenues to consider to plan the business case

KPI template A template of suggested KPIs and measurement
strategies

Project team template A template for the project team and steering committee

Risk mapping grid A list of frequent risks with possible impacts and

mitigation strategies

Self-readiness assessment tool A tool to assess which prerequisites of the model the
FI currently meets and which ones still need to be

addressed
Seedfctoolsfortismodel
Agent contract A template of a contract to be used with an agent
Agent job description A template to be used for describing the job of an agent
Agent requirement form A template to identify and recruit agents

Cash management rule Guidelines for cash and liquidity management for agents
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ABOUT MICROLEAD

MicroLead, a UNCDF global initiative which challenges financial service providers to develop, pilot and scale deposit services for
low income, rural populations, particularly women, was initiated in 2008 with support from the Bill & Melinda Gates Foundation
and expanded in 2011 with support from The MasterCard Foundation and LIFT Myanmar. It contributes to the UN’s Sustainable
Development Goals, particularly SDG 1 (end poverty), SDG 2 (end hunger, achieve food security and promote sustainable agriculture)
and SDG 5 (achieve gender equality and economic empowerment of women), as well as the Addis-Abeba Financing for Development
Agenda (domestic resource mobilization).

MicrolLead works with a variety of FSPs and Technical Service Providers (TSPs) to reach into previously untapped rural markets with
demand-driven, responsibly priced products offered via alternative delivery channels such as rural agents, mobile phones, roving
agents, point of sales devices and informal group linkages. The products are offered in conjunction with financial education so that
customers not only have access but actually use quality services.

With a specific emphasis on savings, women, rural markets, and technology, MicrolLead is a performance-based programme that
supports partnerships which build the capacity of financial institutions to pilot and roll out sustainable financial services, particularly
savings. As UNCDF rolls out the next phase of MicrolLead, it will continue to focus on facilitating innovative partnerships that
encourage FSPs to reach into rural remote populations, build on existing digital financial infrastructure and emphasize customer-
centric product design.

For more information, please visit www.uncdf.org/microlead. Follow UNCDF MicroLead on Twitter at @ UNCDFMicrolLead.

ABOUT PHB ACADEMY

PHB Academy provides training and coaching aimed at improving financial inclusion. We focus on increasing the take-up and usage
of digital financial services (DFS). PHB Academy offers training and coaching face-to-face and online, as well as in blended format (a
mix of face-to-face and e-learning). Workshops and programmes can be custom-designed and tailored to our clients’ specific needs.
The design of our programmes is based on the latest insights in adult learning and executive coaching. \We change behaviour by
doing more than just transferring technical knowledge. We focus on the development of the practical skills and positive attitudes that
managers and field staff need to design, manage and deliver DFS in a sustainable manner. Experiential learning methods and a focus
on self-management are key to our success. Our offer is available to financial institutions, mobile network operators, remittances &
payment providers and development agencies that pursue financial inclusion through innovative delivery channels.

PHB Academy is the Training & Development Practice of PHB Development, a specialist consulting firm with operations across the
world. Since 2006, PHB Development has been committed to increasing financial inclusion in underserved markets. PHB has helped

its clients develop viable financial services and delivery channels throughout more than 100 projects.

For more information, please visit http://ohbdevelopment.com/. Follow PHB at @PHBDevelopment on Twitter.




TOOLKIT #4: DEVELOP OWN AGENT NETWORK

ABOUT UNCDF

UNCDEF is the UN'’s capital investment agency for the world’s 48 least developed countries. With its capital mandate and instru-
ments, UNCDF offers “last mile” finance models that unlock public and private resources, especially at the domestic level, to reduce
poverty and support local economic development. UNCDF’s financing models work through two channels: financial inclusion that
expands the opportunities for individuals, households, and small businesses to participate in the local economy, providing them with
the tools they need to climb out of poverty and manage their financial lives; and by showing how localized investments — through
fiscal decentralization, innovative municipal finance, and structured project finance — can drive public and private funding that under-
pins local economic expansion and sustainable development. By strengthening how finance works for poor people at the household,
small enterprise, and local infrastructure levels, UNCDF contributes to SDG1 on eradicating poverty and SDG 17 on the means of
implementation. By identifying those market segments where innovative financing models can have transformational impact in
helping to reach the last mile and address exclusion and inequalities of access, UNCDF contributes to a number of different SDGs.

For more information, please visit www.uncdf.org and sign up for our Newsletter at_http://uncdf.org/en/content/subscribe-our-newsletter.
Follow UNCDF at @UNCDF on Twitter and Facebook.

ABOUT THE MASTERCARD FOUNDATION

The MasterCard Foundation works with visionary organizations to provide greater access to education, skills training and financial
services for people living in poverty, primarily in Africa. As one of the largest private foundations its work is guided by its mission to
advance learning and promote financial inclusion to create an inclusive and equitable world. Based in Toronto, Canada, its indepen-
dence was established by MasterCard when the Foundation was created in 2006.

For more information and to sign up for the Foundation’s newsletter, please visit www.mastercardfdn.org. Follow the Foundation at
@MastercardFdn on Twitter.

Project sponsors Project management and content

Pamela Eser Hermann Messan
UNCDF - MicroLead UNCDF - MicroLead
pamela.eser@uncdf.org hermann.messan@uncdf.org

Philippe Breul Aurélie Wildt Dagneaux

PHB Development PHB Development
pbreul@phbdevelopment.com adagneaux@phbdevelopment.com
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Grid for auto diagnosis

		

								HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Service Providers

								TOOLKIT # 4: DEVELOP YOUR OWN NETWORK

								Self assessment Grid

								This self assessment tool will enable you to assess which criteria your institution is meeting or not and your strengths and weaknesses.
How to use this tool: 
(1) Fill the the column "answer" in yellow using the scroll down menu that appears. Refer to explanation if needed;
(2) Your results will be automatically calculated in the column "results"
(3)  Go to the tab "Visual Display" to see your results in a diamond chart

								Dimensions/ Criteria		Question		Answer		Results		EXPLANATION

						Dim 1		Internal capacity						0

						1.1		Management		Does your institution have a dedicated channel manager or agent network manager ?				0		A channel manager or ANM (at senior management level) needs to be recruited/appointed within headquarter staff and should be exclusively dedicated to building/managing the agent network. The channel manager should inform his/her supervisors of channel activity on a regular basis (e.g., initially through weekly reports that can later evolve to monthly ones).

						1.2		Staff capacity		Does your insitution have a a detailed agent management process ? (identification, recruitment, training, branding, monitoring)				0		The point here is to understand the effort in terms of human resources and time you WANT and CAN devote to the project on a DAILY basis.  The FI must identify how many agents it needs at time of launch and have a roll-out plan for recruiting agents. It is important to have a detailed process to identify, recruit, train, brand and manage the agent network. The FI needs a channel manager/ANM at headquarter level but also staff in charge of managing agents at branch level.

						1.3		HR / Training Policy		Is your institution in a position to recruit an ANM in a full-time position and train the MM staff ?				0		The FI provides the training to the staff involved in DFS activities, to do so the FI needs to be ready to allow the staff to take time off their work to be trained

						Dim 2		Financial capacity						0

						2.1		Financial self-sustainability/ Breakeven (*)		Is your Institution's Financial self-sufficiency greater than 100% ?				0		The objective is to understand whether or not enough revenue has been earned to cover the total costs.

						2.2		Financial resources		Your institution has or could find the financial resources for the project (US$250,000–US$1,000,000)				0		This amount is indicative. Orders of magnitudes may vary widely according to each project (eg market studies performed, marketing expenses, equipment to be purchased, etc).

						Dim 3		Cash and liquidity management						0

						3.1		Liquidity		How does your institution manages or plans to manage liquidity of its agents?				0		The point here is to understand the mechanisms you have, to manage the current liquidity and your abilities in terms of liquidity management

						3.1		Cash management		How is your liquidity management handled ?				0		Liquidity management should be automated, not manual.

						Dim 4		Operational capacity						0

						4.1		OSS / Breakeven(**)		Is your Institution's Operational self-sufficiency greater than 100% ?				0		The objective is to understand how far an FI has come in covering its operating expenses with its operating income

						4.2		Regulation		Does your institution have a classic license of financial service provider and are you aware of your country's regulations regarding the allowed agents activities ?				0		The FI should check regulation in the country regarding activities that agents can perform (i.e., customer enrollment, loan applications) and if agents are required to be exclusive or not

						Dim 5		Technical capacity						0

						5.1		Connectivity of the branches		Do all your agents have in-network connectivity?				0		Having in-network connectivity, ideally within a VPN and an offline strategy as part of the risk management plan is essential for this model.

						5.2		MIS		Does your institution have a CBS / MIS or MM platform able to integrate modules for agent management, card management, call centre and SMS ?				0		Ideally, the FI should have a CBS/MIS that includes modules for agent management, card management, call centre and SMS. Depending on the business model and platform functionality, the FI might want/need to invest in new hardware and software.

						5.3		Interfaces		How does your institution consolidate all transactions carried out by its agents on a daily basis with those that have happened in its CBS/MIS ?				0		The FI must be able to reconcile all transactions carried out by its agents on a daily basis with those that have happened in its CBS/MIS. The FI should integrate its CBS with the technical platform of its provider in real time.Transactions should be in real time and not batches to avoid issues.

						Dim 6		Stability of your institution						0

						6.1		Portfolio quality		Is your PAR30 less or more than 5% ?				0		These are used as an order of magnitude to measure whether the institution is sufficiently stable and if the institution has other priorities to address before they can invest in digital finance

						6.2		Stability and governance		Does your institution have been under provisional administration these last 3 years ?				0		The FI should have stable governance to be able to plan and roll out an agent network, ie no crisis or administration in the past 3 years. The board should support the project fully.

								TOTAL (out of 18)						0

								(*) the formula to calculate FSS is operating income / (operating expenses + financing costs + loan loss provisions + cost of capital)

								(**) the formula to calculate OSS is operating income/ total operating expenses





Visual display

		

						HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Service Providers

						TOOLKIT # 4: DEVELOP YOUR OWN NETWORK

						Self assessment results

						You can find your results here for each of the dimension. For each dimension assessed, you get a score between 0 and 3. You get a total score out of 18.
Financial capacity refers to financial resources available for the project
Internal capacity refers to management involvment, daily internal organization and training policy.
Operational capacity refers to liquidity management and compliance with regulation.
Stability refers to governance and PAR 30.
Technical capacity refers to connectivity and consolidation of data between the headquarters and the branches.

The diamond or spider chart will enable you to visually assess your strenghts and weaknesses and decide which areas to focus on, seek support for or outsource.

						Dimensions		Results				The results will update automatically and appear in the chart below

						Internal capacity		0

						Financial capacity		0

						Cash & liquidity management		0

						Operational capacity		0

						Technical capacity		0

						Stability of your institution		0

						TOTAL		0





Visual display

		



Overall performance on the 6 dimensions
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Budget template

		

						HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Service Providers

						TOOLKIT # 4: DEVELOP YOUR OWN AGENT NETWORK

						Budget template

						This budget template is a simplified list of costs associated to the model "Develop your pown agent network"
Costs are listed as CAPEX (investments or one shot cost) and OPEX (operational expenses or recurring costs)
The list of costs is not exhaustive but for inspiration.
Only the field marked in pale yellow need to be filled

						OpEx		Cost per unit		Year 1				Year 2				Year 3				Year 4				Year n

										# unit		total for year		# unit		total for year		# unit		total for year		# unit		total for year		# unit		total for year

						Human Resources (Total)				0				0				0				0				0		0

						Salaries				0		0		0		0		0		0		0		0		0		0

						Manager Alternative Delivery Channel						0				0				0				0				0

						DFS team in headoffice						0				0				0				0				0

						Product Manager						0				0				0				0				0

						Regional supervisors						0				0				0				0				0

						….						0				0				0				0				0

						Onsite team to supervise agents						0				0				0				0				0

						Branch level agent supervisors						0				0				0				0				0

						Field team in charge of sales						0				0				0				0				0

						…						0				0				0				0				0

						Recruitment & training				0		0		0		0		0		0		0		0		0		0

						Staff Recruitment Cost						0				0				0				0				0

						Staff Training Cost						0				0				0				0				0

						Agent Recruitment Cost						0				0				0				0				0

						Agent Training Cost						0				0				0				0				0

						Commission paid				0		0		0		0		0		0		0		0		0		0

						Commission paid to agents						0				0				0				0				0

						Bank Charges						0				0				0				0				0

						Marketing & Promotion				0		0		0		0		0		0		0		0		0		0

						Campaign launch				0		0		0		0		0		0		0		0		0		0

						Above-the-line marketing: radio						0				0				0				0				0

						Below-the-line marketing: market activations						0				0				0				0				0

						Annual Promotion						0				0				0				0				0

						Customer related expenses (card, packaging…)						0				0				0				0				0

						Agent related expenses (posters, books,…)						0				0				0				0				0

						Travelling & Communication				0		0		0		0		0		0		0		0		0		0

						Monitoring & Travel (visits to agents)						0				0				0				0				0

						Communication						0				0				0				0				0

						Data for agents						0				0				0				0				0

						IT related OpEx				0		0		0		0		0		0		0		0		0		0

						IT maintenance fee						0				0				0				0				0

						Integration support						0				0				0				0				0

						Agent management system annual costs						0				0				0				0				0

						Data for agents						0				0				0				0				0

						Other OpEx				0		0		0		0		0		0		0		0		0		0

						Account maintenance fee						0				0				0				0				0

						Total OpEx (per year)				0		0		0		0		0		0		0		0		0		0

						CapEx				Year 1				Year 2				Year 3				Year 4				Year n

						Software development, which includes platform integration and other development costs

								Cost per unit		# unit		total for year		# unit		total for year		# unit		total for year		# unit		total for year		# unit		total for year

						IT equipment				0		0		0		0		0		0		0		0		0		0

						Computers & printers						0				0				0				0				0

						Servers						0				0				0				0				0

						Equipment for Agents/Field Officers				0		0		0		0		0		0		0		0		0		0

						Signage/ branding						0				0				0				0				0

						Mobile phones for agents						0				0				0				0				0

						POS devices for strategic agents						0				0				0				0				0

						Amortization (3 to 5 years)

						Total CapEx				0				0				0				0				0

						REVENUES		Year 1				Year 2				Year 3				Year 4				Year n

						Fees collected on transactions		0				0				0				0				0

						Deposit

						Withdrawal

						Loan disbursements

						Loan repayments

						Bill Payment

						Transfer of funds

						Airtime

						Savings on financing costs

						Total Revenues		0				0				0				0				0
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Project team template

		

								HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Service Providers

						TOOLKIT # 4: DEVELOP YOUR OWN AGENT NETWORK

						PROJECT TEAM TEMPLATE

						This template can be used to define your Project Team. Ensure all departements are represented. Define responsibilities for the project. Define whether it requires a full time or part time job. When having one own agent network, permanent full time positions are needed

For your Steering Committee, ensure you have people who are higher up in the hierarchy than the project teams members to make the needed decisions. Ensure the head of agency banking or channel manager is in the Steering Committee to present the results.
Limit the Steering Committee to about 5 members representing the different departments and able to move things forward.

						Project Team

						#		Surname, First name		Function		Location		Responsibilities on the project		Full / Part time		Contact (email / tel)

						1				Head of Banking services/Agency Banking		Headquarters		Reporting to COO and CEO on agency banking		Full time

						2				Channel Manager		Headquarters		New channel management		 Full-time

						3				Agent network manager (ANM)		Headquarters		Agent recruitment and management
Management of agent network supervisors in branches		 Full-time

						4				Agent Liquidity manager (ALM)		Headquarters		Plans liquidity
Ensures reconciliation
Manages commissions		 Full-time

						5				Commercial & Marketing		Headquarters		Marketing and Commercial Management		 Full-time

						6				Monitoring / Evaluation / Risks		Headquarters		Management Control / Risk		 Part-time

						7				IT officer		Headquarters		Computer Expert		Part-time

						8				Finance Officer		Headquarters		Financial expert		Part-time

						9				Operations and products Officer		Headquarters		Products & Services - organisation		Part-time

						10				Agent network supervisors		Branches		Recruiting and managing agents (weekly visit), supporting with liquidity management
Reporting to branch manager and dotted line to Channel Manager in HQ		Part-time or full time depending on network size

						11				Field sales team		Branches		Supporting agent network supervisors and agents by selling the new channel to client (recruting clients)		Part-time

						12				Branch managers		Branches		Supervising agent network supervisors and agents		 Part-time

						Steering committee (limit to 5 people preferably)

						#		Surname, First name		Function				Responsibilities on the project		Full / Part time		Contact (email / tel)

						1				CEO				Steering Committee member		 Part-time

						2				Chief Operating Officer				Steering Committee member		 Part-time

						3				Chief Financial Officer				Steering Committee member		 Part-time

						4				Head of Marketing/ Channels/ Product development				Steering Committee member		 Part-time

						5				Head of Agency Banking or channel manager				Channel Management		 Full-time
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Action plan template

		

								HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Services Providers

						TOOLKIT #4 : DEVELOP YOUR OWN NETWORK

						Action Plan template

						This template can be used to define your action plan. For each phase, you need to identify the activities, deliverables, responsible and deadline.
Then, you can follow on the action plan using the column "status".

						N0		Activities		Deliverables		Responsible Party		Deadline		Status 

						PHASE 1 : MARKET ASSESSMENT - Recommended duration: 2-3 months

						1.1

						1.2.

						1.3

						1.4

						1.5

						PHASE 2: DESIGN OF THE OWN AGENT NETWORK - Recommended duration: 3 months

						2.1

						2.2

						2.3

						2.4

						2.5

						2.6

						2.7

						2.8

						2.9

						2.10

						PHASE 3: PILOT PREPARATION - Recommended duration: 2-3 months

						3.1

						3.2

						3.3

						3.4

						3.5

						3.6

						3.7

						3.8

						3.9

						3.10

						PHASE 4 : PILOT -  Recommended duration: 3 to 6 months

						4.1

						4.2

						4.3

						4.4

						4.5

						4.6

						4.7

						4.8

						4.9

						4.10

						4.11

						4.12

						PHASE 5: PILOT EVALUATION and LAUNCH - Recommended duration: 2 week end of pilot, 1 month for improvement

						5.1

						5.2

						5.3

						5.4

						PHASE 6: PERFORMANCE IMPROVEMENT - Recommended timing: 6 to 12 months after launch

						6.1

						6.2

						6.3

						6.4

						6.5





Recommended activities

		

								HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Services Providers

						TOOLKIT #4 : DEVELOP YOUR OWN NETWORK

						Recommended activities per step

						We list here the main activities you should carry out for each step

						N0		Activities		Deliverables		Responsible Party		Deadline		Status 

						PHASE 1 : MARKET ASSESSMENT - Recommended duration: 2-3 months

						1.1		Identify central bank requirements to roll out agent network—formal authorization (required in many countries) or approval (in all cases)—and ensure compliance with specific agency banking regulations.		Central bank requirements and need for authorization

						1.2		Review agent requirement forms (generally include number of years in business, level of education, turnover, services allowed for agents, etc.) to understand types of agents available in the market, as well as exclusivity laws.		List of agent requirements

						1.3		Identify potential partners in the market (e.g., agent management software providers, existing agent/merchant infrastructure/networks); if using a partnership strategy with an existing network, determine which super dealer addresses the needs of the FI and compliments the strengths and weaknesses of the FI, and vice versa.		Developed a shortlist of potential super dealers and independent agents

						1.4		Carry out market study to understand clients’ needs and pain points: Which locations (agents) would make the most sense to pilot with? Which agents are the most popular and trusted among FI clientele (focus groups and individual interviews in different areas of FI presence should be able to address this)?		Completed market study report

						1.5		Assess the different agent networks in the market and which FIs have created their own agency banking networks, which ones use super dealers and which ones are most visible in areas of operation of the FI.		Reviewed options for distribution: agent locations

						1.6		v Assess liquidity of agents, especially if planning on doing loan disbursements.		Agent liquidity assessment

						1.7		v Assess field and head office staff’s capability to roll out an agent network.		Field and HQ staff capability assessment

						1.8		v Assess headquarters’ capability of handling more transactions (ensure there is enough transaction-processing capacity/audit control, especially in finance/accounting departments).		HQ capability for more transactions

						1.9		v Assess Internet connectivity at headquarters.		Internet connectivity status at HQ

						1.10		v Assess capacity of internal MIS: Can it be integrated with other systems? Does it allow for real-time transfer of data? Can it create reconciliation reports, etc.?		Completed software/hardware assessment

						1.11		v Assess connectivity at potential agent locations.		Finished connectivity assessment

						1.12		v Assess which would be the most appropriate interface for agents: phone, web or POS.		List of preferred devices for agent

						1.13		v Assess how to manage agents: Is there need for an agent management platform?		Need for agent network management platform or not

						1.14		v Develop shortlist of super dealers (if using this strategy) and look at their market strategy: number of agents; daily, weekly and monthly process and procedures; commission structure; positioning; client value proposition; market expansion strategy; etc.		Shorlist of super dealers

						1.15		v Assess institutional readiness (using the self-readiness assessment tool from this toolkit, for instance).		Completed organization capabilities scan and what-is-needed-to-reach-objectives

						1.16		v Anticipate impact on staff (resistance to change): if possible, make staff part of the change from the start.		Projected impact on staff and resistance to change

						1.17		v Evaluate whether there is a need to hire new staff with specific agent management experience.		HR plan

						1.18		v Prepare a business case with costs and revenues, which will help the FI understand all the elements to consider to balance costs with revenues and calculate the time needed to give a return on investment.		Developed business case

						1.19		v Identify potential project team (front- and back-office support, dedicated members, project governance, etc.).		Established project team

						1.20		v Secure top management awareness and buy-in and create a steering committee.		Established steering committee

						PHASE 2: DESIGN OF THE OWN AGENT NETWORK - Recommended duration: 3 months

						2.1

						2.2

						2.3

						2.4

						2.5

						2.6

						2.7

						2.8

						2.9

						2.10

						PHASE 3: PILOT PREPARATION - Recommended duration: 2-3 months

						3.1

						3.2

						3.3

						3.4

						3.5

						3.6

						3.7

						3.8

						3.9

						3.10

						PHASE 4 : PILOT -  Recommended duration: 3 to 6 months

						4.1

						4.2

						4.3

						4.4

						4.5

						4.6

						4.7

						4.8

						4.9

						4.10

						4.11

						4.12

						PHASE 5: PILOT EVALUATION and LAUNCH - Recommended duration: 2 week end of pilot, 1 month for improvement

						5.1

						5.2

						5.3

						5.4

						PHASE 6: PERFORMANCE IMPROVEMENT - Recommended timing: 6 to 12 months after launch

						6.1

						6.2

						6.3

						6.4

						6.5
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Risk mapping

		

						HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Services Providers

						TOOLKIT #4 : DEVELOP YOUR OWN AGENT NETWORK

						Risk mapping

						Introduction: This risk mapping draws inspiration from IFC and MasterCard Risk management Handbook. For the purpose of aligning tools used within the industry, we have decided to re-use the categories defined in this toolkit and some of the indicators. They are indicated with a pale pink colour (same colour as this box) to be identified as risks identified in that handbook.
The reader can access the handbook here: https://www.ifc.org/wps/wcm/connect/06c7896a-47e1-40af-8213-af7f2672e68b/Digital+Financial+Services+and+Risk+Management+Handbook.pdf?MOD=AJPERES

						How to use this risk mapping tool: risks have been listed per categories
For each risk identified, a description is provided, a mitigation strategy suggested and impact evaluated
Risks classified as "3" are considered severe and with high impact. You MUST plan action to mitigate this risk
Risks classified as "2" are considered high impact. You SHOULD plan action to mitigate this risk
Risks classified as "1" are considered moderate impact. Planning mitigation action is a nice to have

						Legend		3		Severe risk		Must plan action

								2		High risk		Should plan action

								1		Moderate risk		Action is nice to have

						Type		Title		Risk description		Mitigation strategy		Key risk indicators to monitor		Responsibility		Impact

						Before the project implementation

						(1) Strategic risk		FSP does not fully understand its target market for DFS.		An incorrect understanding of the customer leads to development of products and channels not suited for the target customer.		Use market research to develop product specifications, channel design, and decide on appropriate technology interfaces. Monitor customer uptake and activation. Use focus group discussions, call center logs and agent feedback to inform DFS design. Lessons learned in other markets.		Active customers vs. registered customers
Active agents vs registered agents 
Transactions per customer		PSF /FI		3

								Customer cannibalization		Branches and agents poaching each other’s banking customers to meet their own KPIs.		Develop joint KPIs to prevent silo operations.		KPIs defined		PSF /FI		2

								Competition		Competitors are gaining market share due to superior service or lower prices.		Improve service quality through agents and call
center.
Re-evaluate pricing and commission structures.
Re-evaluate product features.		Market share of active customers
Market share of transactions		PSF /FI		2

						(2) Operational risk		Lack of targeted marketing		The customers are not aware of the new services and products.
There can be a mismatch between service supply and customer needs.		Awareness
Define the target audience : refine the segmentation of different target customers and differentiate services based on customer segments		% of new accounts opened 
# of transactions vs # of expected transactions
Cost per Lead		PSF /FI		2

						(3) Technology risk		Complexity of the interface for the client (ergonomics)		The level of literacy or the poor ergonomics of the client application and / or commercial application can impact the ability of the users to master the different platforms		Training, detailed and tailored user guide (voice)
In-depth analysis of user paths, prototyping will allow the evaluation of  the solution quality		User paths analysis results
Satisfaction survey results		PSF /FI		2

								Missing features		The platform can be limited in functionality, negatively impacting transactions or interactions with the clients.		Integration of the new requirements		List of requirements/product features		PSF /FI		1

								Web front poor ergonomics		The poor ergonomics of the agent application can impact their ability to master the different platforms		In-depth analysis of agent paths, prototyping will allow the evaluation of  the solution quality		Agents paths analysis results
Satisfaction survey results		PSF /FI		2

								Safeguard		All data recorded is lost because the device no longer works or because of power cuts		Have a policy and a backup management procedure		Back up of data		PSF /FI		3

						After the Project implementation

						(1) Strategy risk		The proprietary agent network fails to reach sustainability in the
timeframe designated.		The proprietary agent network does not meet revenue and expense targets and results in negative net revenue and return on investment.		Use market research and industry benchmarks to base assumptions.
Iterate financial model as implementation progresses.
Ensure targets are disseminated and aligned with KPIs.
Monitor performance and update strategy as needed.		Net revenue
Active customers
Transactions per customer
Active agents
Revenue generating transactions
Float interest earned		PSF /FI		3

								FSP does not fully invest in resources required to meet targets.		Staffing and marketing are under-resourced and FSP is unable to meet targets for customer acquisition and activation		Ensure adequate resources are allocated upfront
for staffing and marketing based on industry
benchmarks and local costs of staff and marketing
activities.
Commit resources throughout period until
sustainability is achieved or strategy revised.		Staff costs actual and as a % of total costs 
Marketing costs actual and as a % of total costs		PSF /FI		3

								Lack of network interoperability prevents customer from transaction with desired party.		Closed loop networks with no capability to transfer funds between account holders of different account FSPs’ payment networks due to lack of interoperability		Integrate to other providers and allow customers to move funds between parties and perform off-net transactions.		P2P transaction volume 
Overall transaction volumes		PSF /FI		3

								Rejection by agents		Poorly trained FI field agents affecting their ability to inform customers of the new channel and support them		 Formation and motivation (value proposition)		% of new accounts opened 
Average number of transactions per service point
Total # of transactions		PSF/FI		2

								Rejection by clients		Several causes such as high costs of service or poorly trained customer service can lead to rejection of the services by the customers		Awareness and motivation (value proposition)		Number of active clients
# of transactions		PSF/FI		1

								Resistance to change from FI staff		Due to a lack of information or misunderstanding of the on-going change, the staff can be reluctant to change in management procedure and reorganisation		Information and establishment of a change management procedure
Implementation of individual and collective performance monitoring tools		Comparison between the forecasted and the effective results (costs, deadlines,…)		PSF/IF		2

						(2) Operational risk		Reconciliation and account variances		The risk that the actual value in trust accounts is different than amount reflected in system. Risk that off-net transactions (e.g. ATM withdrawal, bill payment) is not reconciled with internal accounts.		For MNOs, system integration into bank accounts so all changes to main bank account is reflected automatically. Use separate accounts for business revenue and commission disbursement. End-of-day variance reports managed and signed off by appropriate business management. Robust system authority approver and checker function. Daily reconciliation at FSP and agent. Robust internal policies and procedures for reconciliation of transactions in suspense accounts		% of transactions in suspense accounts 
% end of day variance		PSF /FI		2

								Lack of internal controls, internal
reporting and data monitoring		No procedures to monitor agent, employee or customer activity. Potential noncompliance
with regulatory requirements.		Implement internal controls to monitor entity and transaction activity through internal reporting and data monitoring.		Internal Audit
Risk & Compliance Reviews		PSF /FI

								Lack of proof for customer identities		Customer cannot get services due to inability to prove his/her identity		Biometrics, alternative ID, call centre		List of accepted ID		PSF /FI		3

								Non-compliance with authorized thresholds (cash and e-value)		Agents and clients may agree to defraud the service by failing to meet the authorized thresholds		The system must allow you to specify a maximum amount beyond which it refuses the transaction.		Maximum amount per transaction
# of transactions per client per day		PSF /FI		1

						(3) Technology risk		System failure: Instability of network connectivity (crucial for tablets, phones and POS devices)		Service interruptions occur		Service level agreement with hardware providers including penalties for non-conformance. Maintenance agreement with hardware provider.
Being highly reactive with the incidents recorded
Ensuring the quality of services offered and provide back-up link		# of incidents recorded per month / quarter / year
Reactivity Time
Main locations of platform instability		PSF /FI		3

								Transaction delays		System lags may cause transaction delays or receiving of SMS receipts to be delayed		Limit system’s ability to retry transactions.
Educate agents and customers to do balance checks if they do not receive SMS receipt immediately		Complaints of duplicate transactions
Calls to customer care about SMS not received		PSF /FI		3

								Poor reception of SMS notification		SMS receipts are not received by customers or agents		Ensuring the quality of services offered by SMS provider		Random checks		PSF /FI		2

								Integration failure		Unstable integration and/or technical problems between the POS devices and the FI CBS/MIS		Test the interfaces before releasing the new product/channel		Regular checks of the system		PSF /FI		2

								Lack of (flexible and reactive) agent management software		Agent network management software does not track all KPIs defined for agents		Request several quotations for agent management software from different providers
Ensure customization and flexibility of option chosen		Customization options		PSF /FI		1

								Data loss		The data is sent by the mobile device but does not reach the platform		Establish backup procedures
Discuss reconciliation procedures between the data recorded in the mobile devices and those recorded in platform		# incidents recorded
Data synchronization time		PSF /FI		2

						(4) Financial risk		Project costs exceeding plans or revenues being less than planned		CapEx and/or OpEx exceed what was planned in the budget
Revenues are lower than planned, leading to delayed return on investment/breakeven		Build a business case with pessimistic, realistic and optimistic scenarii
Be prepared for lower revenues AND higher costs and ensure the FI has the resources to face these scenarii		Business case with different scenarii
Financial resources available		PSF /FI

								Asset – liability matching		DFS customers may be more likely to deposit small, short term deposits compared to other bank customers, meaning that the FSP is less able to intermediate funds into longer term, more profitable revenue sources.		Diversify the service to add savings capabilities as well as short term lending. Incentivize long term deposits through interest bearing accounts.		Average account balance
Number of cash in and
cash out transactions
per month per customer		PSF /FI		3

								Credit risk of customers		The clients may feel a diminished
obligation to repay loans as they no longer have a direct relationship with the FI		Closely monitor customer behavior patterns.
Develop systems to alert loan officers when loans
are not repaid on time.
Incentivize agents to collect loan repayments similar to incentive structures for loan officers.		Portfolio at Risk		PSF /FI		3

						(6) Fraud risk		Stolen identity		Customer identity is stolen and used to open an account or conduct fraudulent transactions.		Consider use of biometric devices to reduce fraud. 
Adoption of policies and procedures to enhance fraud detection. 
Utilize PINs and conduct customer education on PIN protection. 
Good policies on PIN resets to deter fraudulent activity. 
Rapid collection of original documentation from the agent or account opening staff. Ideally get electronic documentation that can be transmitted to the FSP immediately. 
Vetting agents for character during the appointment process.		Check PIN reset frequency
Check adoption and use of policies and procedures to detect fraud		PSF /FI		3

								Sharing passwords or pin code		The client gives his password or pin to an agent orsomeone else		Organize awareness campaigns on the need to protect this information		Awareness of clients on PIN protection				2

								Impersonation of FSP or agent		Individual poses as agent to collect deposits or payments from unsuspecting customers		Educate customers to receive SMS confirmation before they handover cash. 
Customer education campaigns to identify valid agents and keep PIN secret. 
Call centers for customer complaints. 
Clear customer escalation and feedback process to report fraud cases and trigger market sensitization of the fraud. 
Daily reconciliations of payments and receipts against internal systems. 
Clear and consistent agent branding		Effectiveness of education campaign
Complaints received from customers at call center		PSF /FI		3

								Unauthorized access of agent’s device.		Customers access agent’s transaction tools to conduct fraudulent transactions.		Require agents to keep a separate business handset and SIM card if mobiles are being used and practice good handset management practices. 
Restrict device SIM cards to only performing DFS related activities.
 Limit calls to the transaction device to originate from a few pre-authorized numbers of the FSP. 
Agent call center to report fraud. 
To enable online transactions, use two-factor authentication. 
Each agent staff should have unique log in and password. 
Should employees be terminated, their passwords should be disabled.		Verify usage of SIM card
Password termination		PSF /FI		3

								Unauthorized fees		Agent may overcharge or charge an additional unauthorized cash fee to the consumer.		FSPs use clear contracts that fully disclose all fees to be charged, tailored for various customer situations, including different languages and illiteracy.
Service charges clearly posted at each agent’s location. Disclosures reasonably comprehendible to all customer groups.		Service charges displayed at agent location		PSF /FI		3

						(7) Agents management risk		Lack of agent availability		Customers cannot access funds or conduct transactions due to a lack of agents in their vicinity or existing agents are inaccessible due to excessive queues		Conduct agent recruitment campaigns in the
vicinity of overburdened active agents.
Ensure agent density coverage is adequate.		Number of customers per agent.
Agent activity
Customer activity rates		PSF /FI		3

								Agent supervision		FI fails to adequately select, train and supervise agents		Develop training program that certifies an agent according to policies and procedures of the FI		Training program effectiveness		PSF /FI		3

								Agent inactivity		FI fails to properly identify, train and manage agents well and/or there are insufficient customers to keep agents active.		Roll out agents in conjuncture with customer sign up.
Monitor agent activity rates and increase education and monitoring for poor performing agents.
Systems to flag and report early detection ofinactive agents.
Cease business with consistently inactive agents.
Review incentive and pricing structures to ensure appropriateness.		Agent activity rate		PSF /FI		3

								Lack of agent liquidity		Customer cannot perform cash out or cash in transaction because the agent does not have sufficient cash on hand or e-money		Use of agents and super-agents for liquidity.
Use call center logs to identify problem agents and work with them to resolve liquidity issues.
Roll out agents in conjunction with customer registration to ensure adequate incentives to manage customer needs.
Reports to identify agents that are not meeting liquidity requirements.
Manual/automated alerts to agents when their e-money float is running low.
Pre-fund agent capital requirements through loans or lending institution partnerships.
Mystery shopping and good agent management		Monitor agent e-money balances
Number of customer complaints about cash
liquidity		PSF /FI		3

								Poor quality customer experience at agents		Agent staff who serve customers may not have been trained by the FSP and have a poor understanding of the service		Regular re-training for agent and all staff. Agent call center for inquiries. Mystery shopping and good agent management		Customer activity rate Customer complaints		PSF /FI		3

								Agent business case		Risk that agents may not have enough customers or commissions to sustain operations.
Rapid agent network roll-out that lacks business for sufficient return to agents, making them reduce investment and creating liquidity problems		Well-structured agent incentives. Strategic rollout of agents with adequate customers and territory. Agent commission for account sign up to drive customer penetration. Agent support through agent officers and call centers and training.		Agent activity rate		PSF /FI		3

						(8) Reputational risk		Transaction failures		Transaction failures impact confidence in organization, and reduce client activity and retention		Improve technology / performance. 
Impose SLAs with vendors  
Customer education and marketing campaigns		Occurrence of transaction failure
Application of SLA by vendors		PSF /FI		2

								Poor customer experience		Poor customer support, untimely resolution of incidents, inability to contact FSP		Incident resolution process and escalation matrix in place. 
Well-resourced customer care department.		Incident resolution rate		PSF /FI		2

						(9) Security risk		Hacking of the agency banking channel/ intrusion		Someone is able to enter data recorded in the mobile devices		Establish a platform security policy.
Do a very thorough assessment of the solution
Have a strong contractual commitment with the supplier of the platform concerning the safety aspects		Security protocols
# of incidents with the firewalls
Reactivity level		PSF /FI		3

								Undefined authorization		Someone is able to enter in the system due to the poor authorization requirements.		Have a policy and a procedure management of secure profiles administration		List of secure profiles		PSF /FI		2

								Robbery of/by an agent		Agent is robbed		Require/recommend that agents purchase theft insurance. Educate agents not to keep excessive amounts of cash on the premises. 
Carry out background checks of potential agent employees, or suggest that agents do so. 
Agents to conduct daily reconciliations of transactions, float, and account balances. 
Require agent proximity to police. 
Physical cash security through safes, secured booths, etc.		Occurrence of robberies		PSF /FI		3

								Passwords security flaw		A password security vulnerability can allow malicious attackers to steal users’ password		Have a secure procedure of password management		Password change required every semeser		PSF /FI		1
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Defining KPIs

		

						HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Service Providers

						TOOLKIT #4: DEVELOP YOUR OWN AGENT NETWORK

						Key Performance Indicators Definition

						Introduction: In an effort to standardize KPIs across the industry, we are using here the indicators defined by the MIX Market (indicated with *) and completed those indicators with ones specific for that model

						This template enables you to list Key Performance Indicators (KPIs) your FSP wishes to follow.
For each KPI, you need to define where (measuring point) and how (measuring tool) you will measure that KPI.
Then you can set the KPI you intend to reach per month or year. We recommend setting targets for male and women.
The KPIs listed here are frequently used KPIs for that model for inspiration.

						Key Performance indicators (KPIs)		Measuring point		Measuring tool		Frequency of measurement		Responsibility		Period 1				Period 2				Period 3

																Male		Female		Male		Female		Male		Female

						Client activity & uptake

						# of client enrolled for agency banking		All channels		MIS		Monthly		Channel Manager

						# of clients actively using agency banking		All channels		MIS		Monthly		Channel Manager

						Average number of transactions per client*		Agent		MIS		Monthly		Channel Manager

						Average transaction value per client (per transaction)*		Agent		MIS		Monthly		Channel Manager

						% of clients enrolled at FI own agents*		Agent		MIS		Monthly		Channel Manager

						% of enrolled clients active at FI own agents*		Agent		MIS		Monthly		Channel Manager

						% of new accounts opened at FI own agents*		Agent		MIS		Monthly		Channel Manager

						Total customer complaint per branch and agent		Branch/ Agent		MIS		Monthly		Channel Manager

						Channel scale

						# of registered FI own agents service points*		Agent		FI agent network management interface		Monthly		Agent supervisor

						# of active FI own agents service points*		Agent		FI agent network management interface		Monthly		Agent supervisor

						% of active FI own agents service points*		Agent		FI agent network management interface		Monthly		Agent supervisor

						Growth in registered FI own agents service points*		Agent		FI agent network management interface		Monthly		Agent supervisor

						Growth in active FI own agents service points*		Agent		FI agent network management interface		Monthly		Agent supervisor

						Channel productivity

						Average number of active clients per service point*		Agent		FI agent network management interface		Monthly		Agent supervisor

						Average number of transactions per FI own agent*		Agent		FI agent network management interface		Monthly		Agent supervisor

						Average monthly transaction value per FI own agent*		Agent		FI agent network management interface		Monthly		Agent supervisor

						Average number of deposits per FI own agent*		Agent		FI agent network management interface		Monthly		Agent supervisor

						Average number of withdrawals per FI own agent*		Agent		FI agent network management interface		Monthly		Agent supervisor

						Agent queries and complaints through call centre		Branch/ Agent		MIS		Monthly		Agent supervisor

						Time to resolve agent complaints		Branch/ Agent		MIS		Monthly		Agent supervisor

						Customer queries and complaints through call centre		Branch/ Agent		MIS		Monthly		Agent supervisor

						Time to resolve customer complaints		Branch/ Agent		MIS		Monthly		Agent supervisor

						Channel mix - Total transactions

						Total # of transactions done through agent channel		Agent		MIS		Monthly		Channel Manager

						Total value of transactions done through agent channel		Agent		MIS		Monthly		Channel Manager

						Channel mix - Credit transactions

						Total # of deposits done through agent channel		Agent		MIS		Monthly		Channel Manager

						Total value of deposits done through agent channel		Agent		MIS		Monthly		Channel Manager

						Channel mix - Debit transactions

						Total # of withdrawals done through agent channel		Agent		MIS		Monthly		Channel Manager

						Total value of withdrawals done through agent channel		Agent		MIS		Monthly		Channel Manager

						Channel profitability

						Total fees collected		Branch/ Agent		MIS		Monthly		Channel Manager

						Fees collected per transaction type		Branch/ Agent		MIS		Monthly		Channel Manager

						Fees collected per agent		Agent		MIS		Monthly		Channel Manager

						Total Commissions earned		Branch/ Agent		MIS		Monthly		Channel Manager

						Commissioned earned per agent		Agent		MIS		Monthly		Channel Manager

						Commission earned per transaction type		Branch/ Agent		MIS		Monthly		Channel Manager

						Liquidity management

						Total number of e-value and cash replenishment transactions done by FI own agents at an FI branch*		Branch/ Agent		MIS		Monthly		Channel Manager

						Total value of e-value and cash replenishment transactions done by FI own agents at FI branch*		Branch/ Agent		MIS		Monthly		Channel Manager





Measuring KPIs

		

						HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Services Providers

						TOOLKIT #4: DEVELOP YOUR OWN AGENT NETWORK

						Key Performance Indicators Measurement

						Introduction: In an effort to standardize KPIs across the industry, we are using here the indicators defined by the MIX Market (indicated with *) and completed those indicators with ones specific for that model

						This template enables you to follow up on KPIs you have defined.
For each indicator, you can follow results achieved and compare them to objectives set. 
You can input figure for each column "male" and "female" to follow your KPIs disggregated by gender.

						Description		Frequency of measurement		Measuring tool		Responsibility for measurement		KPI defined				Period 1				Period 2				Period 3

														Male		Female		Male		Female		Male		Female		Male		Female

						Client activity & uptake

						# of client enrolled for agency banking		Monthly		MIS		Channel Manager

						# of clients actively using agency banking		Monthly		MIS		Channel Manager

						Average number of transactions per client*		Monthly		MIS		Channel Manager

						Average transaction value per client (per transaction)*		Monthly		MIS		Channel Manager

						% of clients enrolled at FI own agent*		Monthly		MIS		Channel Manager

						% of enrolled clients active at FI own agent*		Monthly		MIS		Channel Manager

						% of new accounts opened at FI own agent*		Monthly		MIS		Channel Manager

						Total customer complaint per branch and agent		Monthly		MIS		Channel Manager

						Channel scale

						# of registered FI own agents*		Monthly		FI agent network management interface		Agent supervisor

						# of active FI own agents*		Monthly		FI agent network management interface		Agent supervisor

						% of active FI own agents*		Monthly		FI agent network management interface		Agent supervisor

						Growth in registered FI own agents*		Monthly		FI agent network management interface		Agent supervisor

						Growth in active FI own agents*		Monthly		FI agent network management interface		Agent supervisor

						Channel productivity

						Average number of active clients per FI own agent*		Monthly		FI agent network management interface		Agent supervisor

						Average number of transactions per FI own agent*		Monthly		FI agent network management interface		Agent supervisor

						Average monthly transaction value per FI own agent*		Monthly		FI agent network management interface		Agent supervisor

						Average number of deposits per FI own agents*		Monthly		FI agent network management interface		Agent supervisor

						Average number of withdrawals per FI own agent*		Monthly		FI agent network management interface		Agent supervisor

						Agent queries and complaints through call centre		Branch/ Agent		MIS		Agent supervisor

						Time to resolve agent complaints		Branch/ Agent		MIS		Agent supervisor

						Customer queries and complaints through call centre		Branch/ Agent		MIS		Agent supervisor

						Time to resolve customer complaints		Branch/ Agent		MIS		Agent supervisor

						Channel mix - Total transactions

						Total # of transactions done through agent channel		Monthly		MIS		Channel Manager

						Total value of transactions done through agent channel		Monthly		MIS		Channel Manager

						Channel mix - Credit transactions

						Total # of deposits done through agent channel		Monthly		MIS		Channel Manager

						Total value of deposits done through agent channel		Monthly		MIS		Channel Manager

						Channel mix - Debit transactions

						Total # of withdrawals done through agent channel		Monthly		MIS		Channel Manager

						Total value of withdrawals done through agent channel		Monthly		MIS		Channel Manager

						Channel profitability

						Total fees collected		Branch/ Agent		MIS		Channel Manager

						Fees collected per transaction type		Branch/ Agent		MIS		Channel Manager

						Fees collected per agent		Agent		MIS		Channel Manager

						Total Commissions earned		Branch/ Agent		MIS		Channel Manager

						Commissioned earned per agent		Agent		MIS		Channel Manager

						Commission earned per transaction type		Branch/ Agent		MIS		Channel Manager

						Liquidity management

						Total number of e-value and cash replenishment transactions done by FI own agent at FI branch*		Monthly		MIS		Channel Manager

						Total value of e-value and cash replenishment transactions done by FI own agent at FI branch*		Monthly		MIS		Channel Manager
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AGENT SERVICES AGREEMENT


THIS AGENCY SERVICES AGREEMENT (this “Agreement”) is made BETWEEN:


…………………. a company duly incorporated in Country X and having its principal office at XX and a postal address of XX aforesaid (hereinafter referred to as “the Financial Institution” which expression shall include its successors and assigns) 


AND


……………………………………. of Post Office Box ……………………… (hereinafter referred to as “the Agent” and which expression shall include its successors and assigns) identified by Agent ID No. ……………………………………………..


WHEREAS 


The Financial Institution is a commercial Financial Institution duly licensed under the Banking Act (Chapter xx of the Laws of Country X)

The Agent is ……………………………………………………….


The Financial Institution operates an Agency Model which seeks to establish relationships with Agents to provide services on behalf of the Financial Institution.  


The Agent and the Financial Institution (each a "Party" or collectively the "Parties") wish to enter into an arrangement under which the Agent will provide authorized services.

The Agent has represented to the Financial Institution that they have the requisite skills, knowledge, experience, capability and all necessary personnel and facilities and are competent, to provide the authorized services within the specified geographical area. 


NOW IT IS AGREED as follows:


1. DEFINITIONS 


In this Agreement unless the context otherwise requires, the following words and expressions shall have the following meanings:-

1.1. “Agent’s Financial Institution Account” means the account established by the Agent in the Financial Institution for the transactions and payment of Commissions.


1.2.  “Agreement” means this agreement concluded between the Financial Institution and the Agent for the participation by the Agent in providing the authorised services specified in schedule A under the Agency Program.

1.3. “Agreement Period” shall mean the initial period of thirty-six (36) months from the Effective Date unless earlier terminated. Based on the performance of the Agent, the contract shall automatically be renewed for a further period of twelve (12) months. 


1.4. "Applicable Law" means applicable Country X law including statutes, regulations, regulatory guidelines and judicial or administrative interpretations, any rules or requirements established by the Financial Institution including any amendments or enactments thereto and any corresponding earlier enactment, and subordinate legislation made under a statutory provision.

1.5. “Authorization” means a process through which the Financial Institution approves a Transaction or where the Financial Institution provides confirmation that the transaction is successfully completed. 


1.6. “Authorization Code” means a code provided to the AGENT to indicate approval by the Financial Institution 


1.7. “Authorized services” means the services the Agent is authorized to offer in accordance with the provisions under Schedule C. 


1.8.  “Card Holder” means the person entitled to use the card defined hereinabove.


1.9. “Competing services” means engaging and acting as an agent for an institution licensed under the Banking and Microfinance Act.  

1.10. “Conditions of Use” means the terms and conditions of use of the Agency Program Products and Services for Customers.


1.11. “Confidential Information” means all information and data provided by the Financial Institution or customers, whether or not in material form, whatsoever and howsoever derived or acquired relating to the Agency Program Products and Services and the provision the same and all other confidential or secret information disclosed by or on behalf of either party to the other including the terms of this Agreement.  


1.12.  “Customers” means all users of the Agency Program Services.


1.13. "Customer Data" means all information, whether personally identifiable or in aggregate, that is submitted and/or obtained as a result of a Financial Institution Customer relationship. 


1.14. “Effective Date” means the date of execution of this Agreement.


1.15. “Equipment” means all the equipment including but not limited to Point of Sales Terminals, Mobile Phones, and Internet used by the Agent for the purposes of providing the Agency Program Services.


1.16. “Agency Program” means the proprietary solution, which is developed, marketed and managed by the Financial Institution under which the Agent is authorised to offer Services detailed in the Agency Program Manual to Customers on behalf of the Financial Institution.


1.17. “Agency Program Manual” means the user guide issued to the Agent, which records methods of operation, procedures, and other practical matters relevant to the provision of Agency Program Services currently substantially in the form of Schedule C as updated by the Financial Institution from time to time.


1.18. “Agency Program Operator” means each person within an Outlet authorised by the Agent to operate the Agency Program Services.


1.19.  “Fees and commissions” means the detailed transaction charges for the Agent program services and the approved commissions earned by the Agent as more particularly set out in Schedule B hereto.


1.20. “ID” means a person’s original Country Xn Identity Card or original Passport.


1.21. “Outlet(s)” means the Agents approved place of business. 


1.22.  “Point of Sale Terminal” means an electronic card-processing device or any other electronic payment charging system approved by the Financial Institution.


1.23. “Transactions” means (as the context requires) receiving cash from Customers and paying out cash sums to Customers in accordance with Agency Program Manual. 


1.24. “Transaction Limits” means the limits placed on the Transactions that may be effected by Agents from specific Outlets as specified in Schedule A hereto.


1.25. "Marketing Materials” means badges, links, sponsored e-mails, micro-sites, splash pages, other placements on the web sites, and trade, broadcast or banner advertisements, press communications, and any printed physical elements designed to promote the Agency program 


1.26.  “Mobile Phone” means the agents mobile phone number as registered under the Agency program


1.27. "Transaction Data" means the regulations, transaction amount, AGENT description and transaction date, individually identifiable for each Financial Institution customer purchase transaction at the Outlets.


1.28. “Schedules” means the annexure to this Agreement as updated by the Financial Institution from time to time during the Agreement Period.


2. The head notes to the paragraphs to this agreement are inserted for reference purposes only and shall not affect the interpretation of any of the provisions to which they relate. In this agreement, unless the context otherwise requires:

1. The masculine gender shall include the feminine gender and vice versa;


1. both masculine and feminine genders include neuter and vice versa;


1. the singular shall include the plural and vice versa;


1. Persons include partnerships and body corporate.


1. The term “Party” shall refer to either one of the parties to this agreement while the term “Parties” shall refer to both.


2. AGREEMENT


It is now agreed between the Parties as follows:


3.1 APPOINTMENT


The Financial Institution appoints the Agent to offer the services that the Agent is specifically authorised to offer under this Agreement (Authorised services) on behalf of the Financial Institution for the duration of the Agreement Period.  


The Agents authorised outlet(s) and geographical area of operation is indicated in Schedule A. The Agent shall be required to obtain the Financial Institution written consent before effecting change of outlet(s) and/or geographical area of operation. 


The Agent shall designate a particular counter within each outlet for agent Financial Banking. The counter shall be manned by a designated primary the Agency Program Operator who shall be duly authorized to conduct the operations of the Agency business. The application for authorization shall be done by completing and submitting the Agency Program Operator Application form attached as schedule D hereto. The Agent shall be liable for all the actions of the Agency Program Operator. 


It is understood by the Parties that the Agent shall not hold out itself as an agent or representative of the Financial Institution SAVE as expressly authorized by this Agreement. The Agent will ensure that it conforms to all the laws, rules, regulations and statutory requirements existing in the Country X from time to time.


3.2 EXCLUSIVITY


The Agent undertakes not to enter into a similar arrangement with an institution offering competing services during the subsistence of contract and for a period of three years after the termination of contract.  


The Agent acknowledges that the Financial Institution has entered into this contract on a non-exclusive basis and may from time to time contract other Agents for similar services. 


3. THE AGENCY SERVICES 


The Financial Institution shall specify the services the Agent is authorized to offer under Schedule A of the Agreement. The Agent undertakes to the Financial Institution to allow Customers to access the services that the Agent is expressly authorized to offer.


The Financial Institution reserves the right to vary the services the Agent may offer from time to time in writing.


3.1. Compliance with the Agency Program Manual


In offering the services, the Agent undertakes to comply with the Agency Program Manual, and the procedures stipulated under Schedule C attached hereto. 


3.2. Financial Institutions Customer Service Standards 


The Agent shall be required to comply with the Financial Institutions customer service standards as stipulated in the customer service level agreement attached hereto. The Financial Institution shall regularly monitor compliance with the stipulated customer service standards. The Financial Institution reserves the right to terminate the Agent immediately for non-compliance with the stipulated customer service standards. 


The Financial Institution reserves the right to advise the public of the termination of the Agents appointment.


3.3. Terms of approval of a transaction 


A transaction shall be deemed to be successful once the notification as stipulated in the procedure has been duly received by the Agent.  


In the event of a dispute on whether a transaction was successful or unsuccessful, the Agent shall refer the matter to the Financial Institution. The Financial Institution shall confirm the transaction and determine the appropriate action. The AGENT will be liable for any costs or loss incurred arising from such disputed transactions if it is as a result of the Agents non-compliance with the laid down procedures.


3.4. Verification of Customer’s Identity

The Agent shall apply diligence in validating a Customer’s identify and transactions to avoid entering into fraudulent transactions or dealing with fraudsters. In so doing, the Agent shall comply with the prescribed customer identification procedures under Schedule C attached hereto. The Financial Institution shall not be held liable for any loss suffered by the Agent for non-compliance with the customer identification procedures. The Agent shall indemnify and hold harmless the Financial Institution against any loss suffered due to non-compliance by the Agent with the customer identification procedures. 


3.5. Transaction Limit


The Agent shall comply with the transaction limit with regard to a single transaction and daily limit as specified in Schedule A to the contract. The Financial Institution shall automatically logoff the Agent upon attainment of the transaction limit. 


Where a Customer wishes to transact above the Agents specified limit, the Agent shall refer the Customer to the Financial Institution.   


The Agent shall not set any transaction limits other than the specified agent transaction limits under the Agreement. 


3.6. Agent Prohibited Activities


The Agent shall not engage in any of the following prohibited activities: 


i. The Agent shall not commence operations until confirmation of Central Bank approval has been given to the Financial Institution and communicated to the Agent.  


ii. The Agent should not operate when there is communication failure in the system


iii. The Agent should not subcontract without the prior written consent of the Financial Institution and the Central Financial Institution.


iv. Carry out offline transactions. 


v. Charge additional fees outside of the prescribed tariff guide 


vi. Carry on business when the Agents existing business has ceased or the turnovers have significantly diminished. 


vii. Offer any type of guarantee in favor of the customers


viii. Offer Financial Banking services on his own accord (provide on his own account financial services similar to those provided by him under the agency contract), 


ix. Continue with the agency business when he has a criminal record or disciplinary case involving fraud, dishonesty or any other financial impropriety


x. Approve any loan or open a Financial Institution account on behalf of the Financial Institution. 

xi. Accept cheque deposits from customers. 


4. RIGHTS, OBLIGATIONS AND DUTIES OF THE AGENT


The Agent shall be required to comply with the following obligations in addition to all other obligations set out under this Agreement. 


i. The Agent shall display the following in a conspicuous location in the Agents outlet(s):


(a) the Agent code


(b) the tariff guide applicable from time to time


(c) the Agents days and hours of operation


(d) the Financial Institution’s customer service telephone number


(e) the appointment letter from the Financial Institution 


(f) Approval by the relevant Council to conduct the business. 


(g) Letter of approval by the Central Bank of Country X.  


ii. The AGENT shall from time to time provide to the Financial Institution such information as the Financial Institution may require for purposes of complying with the regulatory reporting obligations, or any information that the Financial Institution may reasonably require concerning the activities under this Agreement. The information should be supplied within the requested timelines and in the specified format.


iii. The Agent shall be required to maintain a transaction record book, being evidence of every transaction undertaken in the specified format or in such manner as shall be required by the Financial Institution. The AGENT shall retain the transaction data for a period of 7 years from the transaction date or such period as shall be advised to the AGENT from time to time. The record shall contain the following information


(a) Date;


(b) Agent ID;


(c) Transaction ID (from the electronic or printed receipt);


(d) Transaction type;


(e) Transaction Value;


(f) Customer name and ID;


(g) Customer’s signature


The transaction record book shall be the property of the Financial Institution to be returned to the Financial Institution by the Agent upon termination of the contract or when it is fully completed before issuance of a new transaction record book. 


iv. The Agent shall take all reasonable steps to protect the good name and reputation of the Financial Institution. Further, the AGENT shall bring to the notice of the Financial Institution any information received by the AGENT which is likely to be of significant use or benefit to the Financial Institution in relation to the marketing and/or promotion of the service including (but not limited to) information regarding business practices which might affect sales of the products and shall supply details of any suggested or required improvements. 


v. The Financial Institution may at any time and from time to time inspect without notice during the AGENT’s normal working hours any of the AGENT’s premises for the purposes of ascertaining if the AGENT is complying with its obligations under this agreement and/or for the purposes of detection or prevention of fraud. If as a result of such inspection the AGENT is found in the Financial Institution’s opinion to be conducting or to have conducted its business in any way that falls below the standard reasonable to be expected of a AGENT and/or representative acting in good faith in the best interests of the Financial Institution and its customers the Financial Institution may immediately suspend or terminate this agreement by written notice to the AGENT without prejudice to any other right which the Financial Institution may be entitled to. 


vi. The AGENT shall not directly or indirectly be involved or knowingly recklessly or negligently permit any other person to be involved in any fraud and shall notify the Financial Institution immediately upon becoming aware of any fraud or suspicious activities. The AGENT will implement without delay and comply with such procedures and rules as shall be advised by the Financial Institution from time to time concerned with fraud. The Financial Institution affirms its right to withhold AGENT payments pending investigation where fraudulent activity is suspected or confirmed. Such funds will be used to offset fraud-related chargeback that the Financial Institution may receive from other issuers.


vii. The Agent shall not use the information obtained from the Customers who subscribe to the services in any other way other than in furtherance of this agreement.


viii. The Agent shall take and maintain proper identification records of the customers. The Agent shall report to the Financial Institution all suspicious activities.  


ix. The Agent shall not split a transaction by requiring the customer to undertake numerous transactions in place of a single transaction requested by the customer   with the motive of increasing the Agents’ commissions.  

4.1. THE AGENT WARRANTS AND UNDERTAKES:


The AGENT is not currently aware of any claims, and is not currently involved in any litigation, challenging The AGENT’s ownership of the business, business/trade name, products, trademarks;


All intellectual property used by The AGENT in connection with its obligations under this Agreement is either owned or properly licensed by the AGENT for the uses contemplated hereby and that such intellectual property does not infringe the rights of any third parties (except that, as to patents, this representation is given only as to current knowledge);


The services to be provided by The AGENT shall be performed in a diligent and professional manner in accordance with the AGENT’s obligations under this Agreement and to the Financial Institution's reasonable satisfaction;


That the Agents shareholders, directors and employees possess and shall continue to possess during the subsistence of this contract the required moral, business and professional suitability/qualification. 


4.2. CONFIDENTIALITY 


The Agent shall maintain similar standards of confidentiality as Financial Institution Customer obligation. The Agent shall not disclose details of customers or customer transactions. Breach of confidentiality shall be  a condition for automatic termination. 


The Agent must not use the Confidential Information or any other information relevant to the provision of Services to commit any offence(s). 

The Agent must for its own protection, keep confidential all personal identification or security numbers used for the provision of the Services and ensure that they are not disclosed to any person other than to authorized personnel responsible for the provision of the Services.


Access to and use of the Financial Institutions Interface by the Agents authorized personnel is subject to the policies and guidelines of acceptable information technology usage as may be published by the Financial Institution. 


The Agent must ensure that the authorized personnel responsible for the operation of the Services only access and provide the authorized Services on their behalf in accordance with the terms contained herein and the Agents procedures.  


Each party undertakes not to divulge at any time during the course of or following termination of the Agreement any Confidential Information relating to the Services, business or affairs of the other party to any third party without the written consent of the other party save as is necessary for the proper performance of its duties hereunder or as is required by law.


Each party may disclose the Confidential Information to its’ employees as may be reasonably necessary or desirable provided that before any such disclosure shall be made such employees are aware of the obligations of confidentiality under the Agreement and shall at all times procure compliance by such employees therewith.


4.3. INDEMNITY 


The AGENT shall indemnify, defend and hold the Financial Institution blameless from and against all claims, actions, suits or other proceedings, and any and all losses, judgments, damages, expenses or other costs (including reasonable counsel fees and disbursements), arising from or in any way relating to:


· any negligent act or omission or willful misconduct, fraudulent activity of the AGENT or its directors, officers, employees, assigns in connection with the entry into or performance of this Agreement;


· Any actual or alleged violation or inaccuracy of any representation or warranty of the AGENT contained herein,


· any actual or alleged infringement of any trademark, copyright, trade name or other proprietary ownership interest resulting from the use by the Financial Institution of the AGENT Copyrights and Marks as contemplated by this Agreement,


· any use or disclosure by the AGENT of the Shared Customer Data in a manner not in accordance with Applicable Law. The AGENT shall not supply equipment and other materials used for Customers to any other person, which would allow that person to carry out the services.


5. OBLIGATIONS AND RIGHTS OF THE FINANCIAL INSTITUTION

5.1. The Financial Institution shall:


i. Supply to the AGENT, (at the Agents cost) such equipment and materials including but not limited to branding material, Point of Sale Terminals, tariff guides, stationery, and other promotional materials as the Financial Institution shall from time to time deem necessary. Equipment and material provided shall remain at all times the property of the Financial Institution, returnable on request or upon the termination of this Agreement.


ii. Provide the Agent with functionality via the mobile phone, Point of Sale (POS) terminal and Internet as well as a detailed reconciliation statement to monitor the Agents operations, view and download basic reports on its ............................  related to the Agents operations. 

iii. Train the Agent on Agent Financial Banking operations upon appointment of the Agent and before commencement of the operations by the Agent. 


iv. Collect, maintain, and be the sole owner of all Customer Data.


v. The Financial Institution retains the right, after prior reasonable notice to the Agent, to temporarily or permanently disconnect the Agent at any time if it determines, in its sole discretion that the connection may be being used for purposes other than the Agent Program Services, or that the Agent is not complying with the terms of this Agreement. To the fullest extent permissible by law, the Financial Institution will not be liable for any costs, loss, liability or damage whether direct, special or consequential, howsoever and when so ever arising from any suspension or termination of this Agreement provided prior reasonable notice as per clause …………..  above has been given.  


vi. The Financial Institution shall retain ownership and title to any joint brands that may be developed. 


vii. The Financial Institution shall have the right, at any time during the Agreement Period to inspect the Agent Program operations and/or outlet to ensure compliance with the terms of this Agreement. 

viii. The Financial Institution may grant the Agent a loan/overdraft facility up to such limits and in accordance with such provisions as may be agreed in writing between the parties from time to time but such loan/overdraft  shall be unilaterally revoked by the Financial Institution if, at any time, the Agent  fails to comply with any of its obligations under this Agreement. Such credit shall however be subjected to the normal Financial Institutions credit appraisal processes.  


ix. The Financial Institution reserves the right to change the terms and conditions and charges under which it offers the Agent Program Services as a direct result of new legislation, statutory instrument, Government regulations or licenses, rates of exchange, imposition or alteration of government tax or as a result of any review of the Financial Institutions business planning, changes within the industry, recommendations from regulator bodies or for such other reason as it may in its sole discretion determine PROVIDED ALWAYS that the Financial Institution shall use its reasonable endeavors to give the Agent prior written notice of any changes to the terms conditions and charges where the circumstances warranting such changes are directly within its control AND PROVIDED FURTHER THAT the Agent shall have the right to terminate this Agreement on giving thirty (30) days notice if it is not agreeable to the changes so made. 


5.2. THE FINANCIAL INSTITUTION WARRANTS AND UNDERTAKES:


It is not currently aware of any claims, and is not currently involved in any litigation, challenging the Financial Institution's ownership of the Financial Institution Marks;


all intellectual property used by the Financial Institution in connection with its obligations under this Agreement is either owned or properly licensed by the Financial Institution for the uses contemplated herein and that such intellectual property does not infringe the rights of any third parties. 


5.3. INDEMNITY 


The Financial Institution shall indemnify, defend and hold the AGENT blameless from and against all claims, actions, suits or other proceedings, and any and all losses, judgments, damages, expenses or other costs (including reasonable counsel fees and disbursements), arising from or in any way relating to:


· any actual or alleged violation or inaccuracy of any representation, warranty, or obligation of the Financial Institution contained in this Agreement,


· any act or omission of the Financial Institution in the administration of Customers Accounts, which constitutes a violation of the Applicable Law or rules and regulations,


· any actual or alleged infringement of any trademark, copyright, trade name or other proprietary ownership interest resulting from the use by the AGENT of the Financial Institution Copyrights and the Financial Institution Marks as contemplated by this Agreement,


· any negligent act or omission or willful misconduct of the Financial Institution or its directors, officers, employees, agents or assigns in connection with the entry into or performance of this Agreement.


7. FEES AND COMMISSIONS 

Transaction fees chargeable to customers for the services shall be charged in accordance with the tariff guide on fees and commissions shown on Schedule B attached hereto.  


The Agent shall not vary the transaction fees without the approval of the Financial Institution. Any variation of the tariffs by the Agent without the approval of the Financial Institution shall be deemed a condition of breach of the Agreement. The Financial Institution shall be entitled to automatically terminate the contract. 


The Financial Institution shall pay the Agent the commission amount due to the Agent at such interval as shall be agreed between the parties.  

The Financial Institution shall have the right of setoff against the Agents account for any amounts owed by the Agent to the Financial Institution. 

8. SECURITY AND INSURANCE 


The Agent shall be responsible to maintain such security safeguards to ensure the operating environment is secure as well as to obtain suitable and secure safes, cabinets as are necessary for the services offered. The Financial Institution may from time to time stipulate the minimum-security standards. 


The Agent shall take out necessary insurance policies to safeguard the premises, cash in possession of the Agent and cash in transit against theft, fire, loss, injuries to persons and any other necessary insurance for the business undertaken. The Financial Institution may from time to time stipulate the minimum insurance policies required. The Financial Institution shall not be liable for any loss suffered by the Agent arising from insecurity or any other means whether or not the Agent holds a valid insurance cover. 


9. INTELLECTUAL PROPERTY RIGHTS

The AGENT acknowledges that the Financial Institution is the sole and exclusive owner of the Financial Institution Trademark, and the Agent agrees not to question or dispute the validity of the Trademarks or the exclusive ownership by the Financial Institution. Nothing herein, nor any act or failure to act by the Financial Institution or Agent shall give the Agent any proprietary or ownership interest of any kind in the Trademarks or in goodwill associated therewith. 


Upon termination or expiration of this Agreement, the Agent shall cease the use or reference to the Financial Institutions name, Marks, Images, Copyrights and hyperlinks in any manner whatsoever, and destroy, at its own expense, all Marketing Materials or other publications and promotional materials bearing the Financial Institutions name, Marks, Images and Copyrights in its possession and in the possession of its agents, employees, and independent contractors.


10. MARKETING AND PROMOTION  


The Financial Institution shall provide to the Agent branding and advertising support materials such as external signage, the Financial Institutions posters, internal point of sale material. For the avoidance of doubt, materials that have been supplied to the Agent shall remain the property of the Financial Institution, returnable upon demand or upon termination of this Agreement.


The Agent shall conspicuously display the (Financial Institutions/sub-brand) logo within and outside (at the door) of the premises of the Agent and at the counter designated for the Agency program. 


The AGENT shall not use any promotional material whatsoever to advertise the Financial Institution Agency program unless such material is supplied by or approved in writing by the Financial Institution. 


11. LOYALTY PROGRAM OPTION

The Financial Institution may at its sole option and expense, develop a loyalty program or programs to be offered to the Customers (the "customer Retention Program") offering incentives to the Customers accessing the services. 


12. DURATION AND TERMINATION


Without prejudice to any rights of the parties in respect of any breach of any of the provisions herein contained, this Agreement shall determine forthwith upon service of notice to that effect by the party terminating on the following grounds:-


(a) If either of the parties shall have served on the other in writing Ninety (90) days prior notice of termination and all financial issues and accounts are settled between the Financial Institution and the agent; or


(b) The contract shall terminate forthwith upon occurrence of any of the following events: 


i. If either party becomes bankrupt or insolvent or is either compulsory or voluntarily wound up; or


ii. If the Agent ceases to carry on business for whatever reason or the Agent’s account becomes dormant.


iii. In the agent breaches a fundamental term of the contract as agreed between the Financial Institution and the agent

iv. If the Agent violates a provision of the guidelines prohibiting carrying on business

v. When the Agents commercial activity has ceased

vi. Where the Agent is guilty of a criminal offence involving fraud, dishonesty or other financial impropriety


vii. When the agent sustains a loss or damage (financial or material) to such a degree as to make it impossible in the Financial Institution’s sole discretion for the agent to gain his financial soundness within one month from the date of the damage or loss;


The rights to terminate this agreement given by this clause shall be without prejudice to any other right or remedy of either party in respect of the breach concerned (if any) or any other breach.


Process upon Termination


Upon termination, expiration or breach of this Agreement, the provisions of this sub-section shall apply and, consistent therewith:


i. The AGENT and the Financial Institution shall work together to ensure an orderly termination of the Agency Program and to settle all financial issues and accounts

ii. The Agent shall promptly return to the Financial Institution any equipment and/or materials that have been supplied by the Financial Institution to the Agent.


iii. Each Party shall promptly reconcile its accounts and pay any monies owed to the other Party.


iv. The Financial Institution reserves the right to advise the public of the termination of the Agent being the Financial Institutions Agent. 


v. The Agent shall not claim against the Financial Institution for any loss of goodwill or profits. 


This Agreement shall survive termination for purposes of enforcement of any accrued rights of the other party or enforcing any breaches thereof.


13. NOTICES/APPROVALS 


All notices and approvals required under this Agreement shall be in writing, and shall be deemed delivered to the Agent when sent by either of the following means; by letter to the address provided in the Agreement, a confirmed fax address, short message service (sms)to the number provided by the Agent, sent to the e-mail address provided by the Agent or  when sent their POS device.

Notice to the Financial Institution shall be in writing and sent by letter and shall be deemed to be delivered when hand delivered to the attention of the Company Secretary & Director Strategy, ……………………………..

With a copy to the Business Growth and Development Manager of the Financial Institution branch nearest to the Agents premises. 


14. SURVIVAL


If any provision of the contract, including any part of any sub-clause, be held as void, contrary to the law or unenforceable, the validity and enforceability of the remainder of the Contract shall not be affected


15. NON ASSIGNMENT


This agreement is personal to the AGENT and no assignment of any kind whatsoever shall be permitted but in the event of individuals the obligations set out in this Agreement shall bind the personal representatives of the AGENT and in case of corporate bodies it shall bind its successors and assigns. 

16. FORCE MAJEURE.


Neither party will be liable for non-performance hereunder to the extent such performance is Prevented by fire, earthquake, tornado, flood, explosion, embargo, war, riot, governmental Regulation or act, act of God, act of public enemy, or by any other force majeure event.


17. LIMITATION ON DAMAGES

Neither party shall be entitled to recover special, punitive, incidental or consequential damages, including damages based on lost profits or lost business opportunities, arising out of a breach of the other party's obligations hereunder, even if the party in breach has been advised of the possibility of such damages.


18. NO GUARANTEED INCOME 


No warranties or representations are made with regard to potential revenues that may be earned by the Agent from the provision of the Agent Program Services and no reliance should be placed on any statements or projections provided, whether verbally or in writing in this respect.


19. RIGHT OF SET OFF


The Financial Institution shall have the right to offset any sums owed to it by the Agent under this Agreement. 


20. ARBITRATION

This Agreement shall be governed in all respects by Country X law and Agency rules and regulations under which the Financial Institution and AGENT operate. In the event of any dispute or claim, whether based on contract or tort, arising out of or in connection with this Agreement, the parties will endeavour to resolve such dispute through good faith negotiations as follows.


The Financial Institution Business Growth and Development Manager and Agent will attempt to resolve the matter within fourteen (14) days of the dispute or claim arising  or such other period as shall be agreed between the parties;


If the matter is not resolved within the 14 days, the matter will be referred to the General Manager or the Director Operations or their duly appointed representatives, who will attempt to resolve the matter within a further period of seven (7) days, or such other period as shall be agreed between the parties.


If the matter remains unresolved as above, the matter shall be referred to arbitration by a single arbitrator to be appointed by agreement between the Parties or in default of such agreement within fourteen (14) days of the notification of a dispute, upon the application of either Party, by the Chairman for the time being of the Country X Branch of the Chartered Institute of Arbitration of the Country xx.


Such arbitration shall be conducted under the provisions of the Rules of the Chartered Institute of Arbitrators (Country X Branch) and where any matter is not covered by such Rules, the provisions of the Arbitration Act xx, Laws of Country X shall apply. 


Save for the arbitral award, each party shall bear its own costs in relation to the arbitration proceedings.


IN WITNESS WHEREOF, the Financial Institution and The AGENT have caused this Agreement to be executed as a deed on the date and year first written hereinabove.


Signed on behalf of …………………Financial Institution

Authorised signature:


Name:


in the presence of:


Signed on behalf of AGENT

Authorised signature:


Name:


in the presence of:


SCHEDULE A


List of agents authorized services and location of operation 


· Xx

· xx

Location of operations including name of premises 


…………………………


The Agent shall be required to notify the Financial Institution before temporarily or permanently relocating to another premise. The Financial Institution shall vet the suitability of the premises.  


Transaction limits 


The Agents transaction limit with regard to a single transaction and daily transaction limit


Approval for authorization to operate as a primary Agency Program Operator  


Schedule B


COMMISSIONS


		Fees and commissions charged on the client 

		% amount paid to the Agent 

		% Amount retained by the Financial Institution 

		Mode of transmission to the Agent 



		Itemise the different products offered and the fees charged 

		

		

		



		

		

		

		



		

		

		

		



		

		

		

		



		

		

		

		





Mobile phone transactions:


		Service

		Commission



		Payment of goods services:

		



		Cash Deposit

		



		Cash Withdrawal

		



		Money Transfer

		



		Airtime Purchase

		



		Bill Payment

		



		Insurance Premium Payment

		



		Loan Repayment

		



		Loan Origination

		



		Insurance Products Sales

		



		Account Opening

		



		Custodial transactions

		





Schedule C Agency  Program Manual 


AGENCY PROCESS FLOW


1. Mobile Phone Transactions


1.1. Cash Deposit


1.1.1. Customer visits the agent outlet


1.1.2. Customer will populate the details of the type and amount of the transaction on the agent register


1.1.3. Agent will receive the cash and verify amount against the register details in the register as well as ID


1.1.4. Agent dials *xxx# on his mobile phone


1.1.5. Agent enter PIN


1.1.6. Agent selects funds transfer menu option


1.1.7. Agent selects the account to debit


1.1.8. Agent enters Customer Mobile Number


1.1.9. Agent keys in amount he has received in cash


1.1.10. Agent confirms the details


1.1.11. Agent receives a confirmation with a reference number 


1.1.12. Customer receives a sms from Financial Institution, confirming credit to the Financial Institution account with the amount presented to the agent. In addition, customer can perform a balance enquiry to confirm the Financial Institution balance.


1.1.13. Customers signs the Agent’s register confirming successful crediting of his account


1.2. Cash Withdrawal


1.2.1. Customer visits the agent outlet


1.2.2. Customer will populate the details of the type and amount of the transaction on the agent register 


1.2.3. Customer dials *xxx# on his mobile phone


1.2.4. Customer enter PIN


1.2.5. Customer selects funds transfer menu option


1.2.6. Customer selects the account to debit


1.2.7. Customer enters Agent’s Mobile Number or Agent’s ID


1.2.8. Customer keys in amount he has received in cash


1.2.9. Customer confirms the details


1.2.10. Customer receives a confirmation with a reference number 


1.2.11. Agent receives a sms stating the Financial Institution account has been credited with the amount the customer wishes to withdraw


1.2.12. Agent presents cash to the customer

1.3. Purchase Goods and Services


1.3.1. Customer visits the agent outlet


1.3.2. Customer purchases goods and services


1.3.3. Agent advices customer of his total bill


1.3.4. Customer dials *xxx# on his mobile phone


1.3.5. Customer enter PIN


1.3.6. Customer selects funds transfer menu option


1.3.7. Customer selects the account to debit


1.3.8. Customer enters Agent’s Mobile Number or Agent’s ID


1.3.9. Customer keys in amount of his bill


1.3.10. Customer confirms the details


1.3.11. Customer receives a confirmation with a reference number 


1.3.12. Agent receives a sms stating the Financial Institution account has been credited with the amount the customer wishes to pay for his bill


1.4. Bill Payment 


1.4.1. Customer dials *xxx# on his mobile phone


1.4.2. Customer enter PIN


1.4.3. Customer selects bill payment menu option


1.4.4. Customer selects the account to debit 


1.4.5. Customer will select Biller/Utility Company


1.4.6. Customer will enter Bill Account Number


1.4.7. Customer will enter amount to be paid including cents


1.4.8. Customer confirms amount


1.4.9. Customer enters PIN


1.4.10. Receipt with reference number is generated


2. POS SALE TERMINAL


2.1. Cash Deposit


2.1.1. Customer goes to agent outlet


2.1.2. Customer will populate the details of the type and amount of the transaction on the agent register


2.1.3. Agent will receive the cash


2.1.4. Customer swipes his card on the POS terminal


2.1.5. Customer selects funds transfer menu option


2.1.6. Customer selects the account to debit


2.1.7. Customer enters Agent ID/Account Number


2.1.8. Customer keys in amount he wishes to deposit 


2.1.9. Agent confirms the details


2.1.10. Agent and customer receive a receipt with a transaction reference number 

2.2. Cash Withdrawal


2.2.1. Customer goes to agent outlet


2.2.2. Customer will populate the details of the type and amount of the transaction on the agent register 


2.2.3. Agent swipes his card on the POS terminal


2.2.4. Agent selects funds transfer menu option


2.2.5. Agent selects the account to debit


2.2.6. Agent enters Customer Account Number


2.2.7. Agent keys in amount customer wishes to withdraw as indicated on the agent register 


2.2.8. Customer confirms the details


2.2.9. Agent and customer receive a receipt with a transaction reference number 

2.2.10. Agent presents cash to the customer


2.3. Airtime Top up


2.3.1. Customer goes to agent outlet


2.3.2. Customer selects airtime purchase


2.3.3. Customer selects the denomination of airtime to purchase


2.3.4. Customer confirms the amount 


2.3.5. Customer enters PIN for the card


2.3.6. Customer receives physical or electronic airtime voucher.


2.4. Purchase Goods and Services


2.4.1. Customer goes to agent outlet


2.4.2. Customer purchases goods and services


2.4.3. Customer confirms purchase by entering PIN for the card


2.4.4. Agent and customer receive a receipt.


2.5. Cash Withdrawal


2.5.1. Customer goes to agent outlet


2.5.2. Customer purchases goods and services


2.5.3. Customer confirms purchase by entering PIN for the card.


2.5.4. Agent and customer receive a receipt.


2.5.5. Customer will confirm on the POS terminal whether they would like Cash Back


2.5.6. Customer will enter the amount required which will be subject to the amount purchased


2.5.7. Agent and customer receive a receipt.


2.6. Bill Payment 


2.6.1. Customer visits agent location


2.6.2. Customer will swipe card at Agent POS terminal


2.6.3. Customer will select bill payment


2.6.4. Customer will select Utility Company


2.6.5. Customer will enter Utility Company Bill Account Number


2.6.6. Customer will enter amount to be paid including cents


2.6.7. Customer confirms amount


2.6.8. Customer enters PIN


2.6.9. Receipt with reference number is generated


2.7. Mini Statements


2.7.1. Customer visits agent outlet


2.7.2. Customer will swipe card at Agent POS terminal


2.7.3. Customer will select Mini Statement Option


2.7.4. Customer will select account number


2.7.5. Customer confirms details


2.7.6. Customer enters PIN


2.7.7. Receipt is generated
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Agent Selection Checklist

		

								HOW TO SUCCEED IN YOUR DIGITAL JOURNEY: 
A series of Toolkits for Financial Service Providers
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								AGENT SELECTION CHECKLIST

						Agent-Representative								Date

						Agent business name

						Address

						Street, Nr

						Other

						City,District

						Telephone

														Description				Score

																		Very good		Good		Average		Poor		Very poor				Total

								Criteria						Score				5		4		3		2		1				0

								Footfall						What is the average number of customers per day?

								Customers						Customer profile matching with the FI’s target clients

								Reputation						How is the reputation in the community 
(ask minimum of 3 persons)

								Motivation of agent						Why does the agent want to become an agent

														Financial/customer service/ entrepreurial/other reason?

								Nr of physical outlets						How many locations has the agent?

														1 or 2 outlets = average; 3 outlets = good, >3 = very good

								Staff						How many staff is there to handle daily operations

														1 or 2 illiterate=poor, 1 or 2 literate = average, >2 literate = good

								Location						Is agent on a strategic location and adding value in existing 
network? Why?

														Proximity to the FI branch (distance 3-10 km)

								Liquidity						What is the average turnover per day? How much in cash at the 
end of the day?

								Up-front investment						Has the Agent xx amount freely available to use for agent business?

														xx amount = very good, 50% of amount = good; can borrow it = average; not sure= poor

								Security						Has the agent a secure place to keep liquidity? How and where?

														Vault = very good; a cash box = good; other safe place = average

								Branding						Is there space for Billboard (outside) and posters and leaflets (inside)?

														yes for both = average; painting is possible= good

								Business outlook						Stable and positive business outlook

														stable = average, positive= good

								TOTAL

														Non-performing borrower at any bank?																Y/N

								Documentary Requirements

														Proof of registration of business for at least 2 years																Y/N

														Proof of Lease agreement																Y/N

														Proof of address																Y/N

														Proof of identity (copy of passport or other ID)																Y/N

														6 months bank statement																Y/N

														Ability to show overview of business activity (sales records)																Y/N

														Completed the FI agent application form																Y/N

														Has a FI account																Y/N

								Other Comments?

						Recommendation 
of Agent representative								Allow as agent?				YES/NO/MAYBE





Agent Monitoring Report
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						TOOLKIT # 4: DEVELOP YOUR OWN AGENT NETWORK

						AGENT MONITORING REPORT

						District:								Period covered by this sheet:

						Agent Representative								Day/Month:																Year:

														Agent

														Availability												Visibility						Standards

						Date of visit		Agent business name		Location				Opening hours		Cash at least x amount		E-float at least x amount		Transaction Logbook uptodate		POS device paper rolls		Customer leaflets		Agent Billboard		Agent poster or sticker		Marketing Poster		Personnel quality/customer service		Cleanliness		Sufficient Space		Respect KYC rules				Total

												Score		0/1		0/1		0/1		0/1		0/1		0/1		0/1		0/1		0/1		0/1		0/1		0/1		0/1





Agent Liquidity Form
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								TOOLKIT # 4: DEVELOP YOUR OWN AGENT NETWORK

						Agent Liquidity Management Form

						Agent Account :						Month:

								Daily Target		Values in Currency		weekly target

								Cash In

								Cash Out

						Date		Daily Deposits Actual		Daily Withdrawal Actual		1,5x Float Rule (balance needed)		1,5x Float Rule (Cash needed)

								50000		20000

												75000		30000





‘D) PHB éiaﬂ{gg;gi}:/ ricbusion






m\ MICROLEAD







[image: image1.png]‘D) PHB éiaﬂ{gg;gi}:/ ricbusion








AGENT SUPERVISOR POSITION

Job Description


The Agent Supervisor is responsible for identifying, evaluating, recruiting, onboarding, training, supporting and monitoring agents in his/her geographic zone. For this role, he/she is initially guided by and reports to the Agency Banking Manager.


Essential responsibilities include the following. Other responsibilities may be assigned.


Under supervision and guidance of the Agency Banking Manager the Agent Supervisor will be responsible for:

· Build and manage the agent network


· Identify potential agents for the network (in cooperation with branch staff) according to the Financial institution agent selection criteria


· Initially select agent according to the Financial institution selection criteria.


· Explain and sell the service to prospective agents


· Get agent started


· Deliver the signed contract on behalf of the Financial institution

· Train agent


· Deliver, install and test M-POS device

· Ensure branding of the agent location (bill board, stickers, posters, brochure, tariff list, etc.)


· Operates his/her part of the agent network


· Visit the agents regularly (every week or bi-weekly at first, then monthly) 


· Collects receipt slips and provides these to the Financial institution Agency Banking team


· Monitor agents:


· Quality and availability (opening hours, float, cash, receipt slips, logbooks, registration forms, user leaflet)


· Visibility (branding, services list, price list, branding material)


· Respect of procedures (personnel, space, receipt  slips)


· Delivers paper rolls for M-POS devices, the Financial institution brochures, etc.


· Refreshes training and advises on liquidity management


· Mobilizes and trains clients to use agents


· Identify with the Financial institution branch staff what groups to introduce to agent banking


· Organizes and conducts training for identified clients in collaboration with branch staff


· Reporting

· Reports back to Agency Banking Manager/Team: Regular (bi-weekly) reports on all agents (using monitoring form); ad hoc reports if and when issues arise with an agent

Job Requirements


The requirements listed below highlight the knowledge, skill and educational background needed to perform this job successfully.


Competencies


· Interpersonal Skills – Positive and enthusiastic; Captures prospective agent’s attention through presentation/storytelling skills; Handles objections appropriately; Builds trust and follows through on commitments; Maintains confidentiality; Good listener/understands agent’s needs and emotions.


· Teamwork – Committed to working with other members of the team to achieve group goals and objectives; Gives and welcomes feedback; Contributes to building a positive team spirit.

· Ethics – Respectful; Trust-worthy; Works with integrity and ethically; Upholds organizational values.


· Organizational and reporting skills – Manages his/her schedule/work plan; Keeps track of a group of agents autonomously; Provides written reports.


Education & Experience (to be adapted to local context)

· 2+ years of either sales, relationship management or agent management experience, preferably in the banking/(mobile) financial services sector

· High school degree


· Proficient in using Microsoft Office products
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Liquidity manager

The main tasks for the Liquidity Manager are as follows: 

Agent network development

· Make sure agent locations selected and signed will be able to mobilize the right level of liquidity

· Make sure that all agents will be able to have either Agent Liquidity Manager service, easy access to bank branches for liquidity rebalancing. If not then, you need to decide, elect and choose for an appropriate Cash supply agent location

· Go to the field to understand and get familiar with challenges and constraints of agents for liquidity

Agent contract

· Review and validate static and dynamic guidelines for agent liquidity management (see doc Agent Network Development).  Insert these guidelines in the contract

· [bookmark: _GoBack]Requirements for agents concerning bank accounts 

Procedures agent network development

· Design procedures for liquidity management

· Rebalancing procedures (movement between accounts) if agent is served by Agent Liquidity Manager

· Rebalancing procedures (movement between accounts) if agent is rebalancing via bank account

· Rebalancing procedures if agent is rebalancing via cash-supply

· Design procedures for loan disbursement. How will the loan be disbursed?

· For the launch, make a proposal for loan disbursement for each group (several scenarios needed to be tested)

· By loan officer

· Via Agent Liquidity Manager

· Via agent with overdraft

· Design internal procedures for loan disbursement and plan smooth loan disbursement process in the field

Procedures agent network monitoring

· Review current way of monitoring liquidity in the network

· Review proposed monitoring tool (see agent monitoring tool) and adapt accordingly

· Design procedures and give guidelines to Agent Liquidity Manager to monitor liquidity in the network (agent visits and online monitoring)

· What does the Agent Liquidity Manager need to monitor and when does the Agent Liquidity Manager need to rebalance agent (guidelines)?

· Frequency of monitoring by Agent Liquidity Manager

· What does the Agent need to report to you

· Design procedures for you to monitor agent liquidity at strategic level

· Get regular feedback from Agent Liquidity Manager

· Get feedback from agents visits by Agent Liquidity Manager (agent monitoring tool)

· Mystery shopping visits to be planned

· What are your guidelines to monitor liquidity? (ex: if 3 visits to an agent have shown that he had not enough liquidity, then training via Agent Liquidity Manager is planned.  If after the additional training, there is no improvement, then agent location is closed)

· When do you ask Agent Liquidity Manager to re-train agent on liquidity?

· When do you decide to close agent location due to regular "liquidity issues"?

· Design report and online monitoring for Agent Liquidity Manager and you

Agent training

· Insert necessary information about liquidity management in the agent training documents

· Support on the train to trainer sessions on the liquidity part

· Assist the agent training sessions and continuously improve training content according to feedback from agents

Agent guide

· Insert necessary information about liquidity management in the agent guide

Agent Liquidity Manager Training and Financial Institution staff training

· Communicate these procedures to Agent Liquidity Manager

· Train Agent Liquidity Manager on these ways of working

· Provide Agent Liquidity Manager with necessary material/information (guide, etc.), if applicable

· Communicate procedures to the Financial Institution

· Train the Financial Institution internally

· Provide key to the Financial Institution employees with necessary material/information (guide, etc.), if applicable

Continuous management and monitoring of liquidity

· At launch, test your strategy and procedures within the first sectors

· Plan and follow-up loan disbursement with the Financial Institution and Agent Liquidity Manager

· Continuously follow-up and see if you procedures, guidelines are ok for top quality service to client, if not review and adapt

· Monitor liquidity in the network and continuously review to improve and make sure customers always find cash or float at the agent

To summarize, you are responsible that customers always find float or cash at agents.

· If it is the case, then you will have done a good job.

· If it is not, then you need to rapidly review what can be improve and change it.

But always have in mind KIS (Keep It Simple). If you want to make this a success, always have KIS in mind, when you go forward. 

· Procedures, reports, materials should be understandable by all involved players, so also by agents in remote areas.

· Sometimes take the place of the agent and see if it makes sense
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