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Building Better Mobile Money Agent Networks in the 
DRC 
Summary of Findings and Recommendations 
ÉLAN RDC  

1. Introduction 

Despite a total of 29.3 million mobile money subscribers, the active usage rate in the DRC remains 

low. Agents are the primary representatives of the brand and source of information for financial 

products and services, so an efficient and well-run agent network is critical to their adoption. Outside 

of regulatory changes which will increase the speed at which new products can come to market, 

digital financial services (DFS) providers have an opportunity to improve the effectiveness of their 

agent networks to expand their services and reach new customers. 

ÉLAN RDC and FPM engaged Microsave to assess the existing agent networks in the DRC and 

recommend strategies to improve their effectiveness in the different regions of the country, each 

with their own challenges. The research, conducted between May and July 2018, included 19 

interviews with five DFS providers1 and 50 interviews with agents. This document highlights the key 

findings of this assessment2. 

Overview 

Key DFS providers in DRC including mobile network operators (MNOs) such as Vodacom, Airtel and 

Orange, and financial institutions including FINCA, Equity Bank, Trust Merchant Bank and Ecobank, 

have launched agent networks, while others are in the process of setting up. While providers report 

high numbers of agents, the expansion of agent networks has been concentrated in urban areas, 

with limited presence in rural zones. Agents are largely non-exclusive (i.e. work for several DFS 

providers simultaneously) and non-dedicated (i.e. have other income-generating activities besides 

DFS). Rapid expansion of agent networks has resulted in mixed levels of expertise among these 

representatives of the brand who are also the customer contact point for new and existing products.  

2. Agent Networks 
Financial institutions and MNOs take two distinct approaches to agent network deployment and 

management in the DRC, with varying results for agent network quality. Congolese banks utilize a 

hub-and-spoke approach whereas MNOs use a matrix model (see Table 1). Due to the rapid 

expansion of the agent network model for the telecom operators, MNOs are shifting to a master 

agent model to expedite scaling.  

Particularly for MNOs, a lack of clear organizational structure means certain DFS providers in the 

DRC have not consistently assigned responsibilities to agent management staff (in-house or 

external), nor have they consistently aligned performance and incentives to responsibilities, thus 

causing gaps and negatively affecting agent network quality. Whichever agent network management 

model a provider adopts, it must ensure that responsibility for each of the six functions3 (Figure 1) 

is carefully assigned to specific staff, either in-house or external, and each party must be correctly 

incentivized. When KPIs and incentives are not consistently or adequately aligned, the responsible 

                                           
1 The providers are Vodacash M-pesa, Airtel Money, Orange Money, Equity Bank and FINCA DRC 
2 Agent-Network-Accelerator-research-report-002.pdf  
3 Helix Institute: Designing Successful Distribution Strategies for Digital Money_0.pdf  

https://www.microsave.net/wp-content/uploads/2019/02/190207_Agent-Network-Accelerator-research-report-002.pdf
http://www.helixinstitute.com/sites/default/files/Publications/Helix_Designing%20Successful%20Distribution%20Strategies%20for%20Digital%20Money_0.pdf
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staff will not be motivated to perform specific tasks. This results in agents not receiving the training, 

support, liquidity or monitoring they require, ultimately reducing the quality of the agent network. 

Agent Network Assessment 

The current state of the existing agent networks was assessed against each of the six functions 

shown in Figure 1. 

 
Figure 1. Network Management Functions 

Table 1. Hub and Spoke vs. Matrix network models 

 Hub and Spoke Matrix Model 

Description Individual bank or MFI 

branches are responsible for 

building and managing a small 

network of agents in their 

locality. This model has ensured 

a network of higher quality 

agents as the providers have 

maintained greater control over 

the development and 

management of the agent 

network. 

Agents are directly managed by the MNO, 

supported by regional field staff. Providers 

maintain control over agents, but rely heavily 

on field staff in the various regions. The 

aptitude of field staff varies greatly, affecting 

the overall quality of the agent network. 

And/or 

Agents managed by a ‘Master Agent’ who 

works on behalf of the MNO. Providers scale 

up faster because responsibility for operational 

matters lies with partners who are closer to 

the ground.  

* Most DFS providers in DRC are just beginning 

to experiment with the Master Agent model.  

Institution FINCA (microfinance institution) 

Equity Bank (financial 

institution) 

Airtel Money (MNO) 

Orange Money (MNO) 

Vodacom M-PESA (MNO) 

Agent 

Profile 

Prospective agents are existing 

small business owners who 

have been operating for at least 

6 months. 

Prospective agents may either be (a) existing 

GSM airtime resellers, or (b) brand new 

agents. 

Agent selection and contracting 

• Lack of agent selection criteria and/or inconsistent approach to agent training is reducing 

effectiveness of the agent network.  

Agent selection 
& contracting

Agent training 
& business 

advice

Agent liquidity 
management

Agent branding 
& service 

monitoring

Commissions & 
reconciliations

Customer care
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• Research identified six distinct agent profiles, of varying levels of motivation and competence, 

that DFS providers should develop: Connected, Trader, Employee, Tester, Insatiable & Stable. 

Agent training and business advice 

• Providers have not yet implemented formalized and standardized training systems. 

• Field staff lack capacity, skill and motivation to provide consistently high-quality support to 

frontline agents. 

• The relationship between agents and customers is based heavily on trust, given the low level 

of trust that many Congolese people have in the formal banking sector.4 

Agent liquidity management 

• The level of initial capital investment by agents varies hugely, where initial and ongoing 

investment is critical for success. 

• Almost all agents face liquidity challenges and express a desire for increased support from 

providers. 

• Managing two currencies (Congolese Franc and US Dollar) creates tensions between agent 

and client. 

• Almost all agents use informal means to rebalance because of the lack of formal rebalancing 

points. 

Agent branding and service monitoring 

• Due to a lack of marketing materials and efforts by providers, some agents are making extra 

investments on their own to attract customers and deliver “high-quality” service (but as a 

result yield inconsistent messaging across the brand). 

• The lack of effective support by providers creates reputational risks for them. 

Commissions and reconciliations 

• Agents interviewed indicated a general dissatisfaction with the amounts of commission 

received. Most suggested that the commissions received are insufficient to cover the monthly 

expenses for running the agent business. Furthermore, this dissatisfaction with commissions, 

compounded by the limited visibility of calculations of commissions, results in agents 

encouraging over-the-counter (OTC) transactions, where the agent as control and is at liberty 

to determine a fee. 

• Charging extra fees to clients is creating reputational risk for providers and limiting the 

development of a digital financial ecosystem. 

Customer care 

• Reliance on rudimentary technology is leading to a high volume of incorrect transactions, 

causing dissatisfaction amongst agents and customers alike. 

• Due to a lack of effective training, agent behaviour and competence varies, with resulting 

impact on the customer experience. A poor experience erodes trust and results in low usage 

rates. 

                                           
4 Trust is a perennial issue in digital financial services which is explored in the MicroSave paper ‘A Question of Trust’ 

http://www.microsave.net/files/pdf/Synthesis_Paper_A_Question_of_Trust.pdf
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3. Recommendations 
The report provided a broad range of recommendations against the findings, summarised below. 

Agent selection and contracting 

• MNO Providers need to improve their agent selection and setup processes to create a high-

quality agent network. This will require a standardized agent selection tool to ensure that 

agents are able to represent the provider brand positively and serve customers effectively. 

• Providers should customize the type of support for agents based on the six different agent 

profiles. A tailored management style by the providers might expand agent empowerment 

among the diverse agent profiles in DRC. 

• Master agents should be well incentivized, have clear KPIs and responsibilities to allow more 

sustainable growth in the master agent model. 

Agent training and business advice 

• Smartphone penetration amongst agents in the DRC is increasing rapidly. Providers can 

create short training videos on different thematic areas to expand training delivery and 

reduce the cost of training. These videos can be uploaded or distributed on social media and 

agents can watch them at a time and place of their choosing to help them overcome any 

challenges that they may face in their work. 

• Train the trainer programmes, with comprehensive agent training curricula, can be used to 

develop agent training teams. These teams should have incentives tied to the success of the 

agents. Follow-up surveys and visits can be used to verify the quality of training. 

• Manual/electronic training curricula should include: introduction to mobile money/agent 

banking; roles of agents; business growth and pathway to profitability; security/ compliance/ 

fraud; marketing and branding guidelines; customer service; customer education; record 

keeping; frequently asked questions; and accessing reports. Agents can be given a training 

handbook as a ready reference. 

• Providers should consider conducting regular (quarterly) refresher training for all agents to 

reiterate the importance of customer service, customer recruitment and agent business 

growth, and to provide information on new products/services launched. 

Agent liquidity management 

• Partnerships should be developed to increase the number of rebalancing points (super agents 

and outlets) to facilitate liquidity management. Adequate and accessible rebalancing points 

that support rebalancing of two currencies are needed to enhance service delivery and 

promote agent profitability. 

• Providers should use technology to predict demand for e-float and cash based on historical 

transactional customer data (value and volume) from different agent locations. This can help 

the agents to predict and maintain sufficient levels of float for transactions. Zoona is 

successfully implementing data analytics to understand customer and agent outlet trends, 

and subsequently alert its agents for required liquidity.5 

                                           
5 How a mobile money startup beat the major players in Zambia 

http://www.fsdzambia.org/the-big-advantages-of-being-small-how-a-mobile-money-startup-beat-the-major-players-in-zambia/
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• Providers should provide mechanisms for agents to cost effectively conduct liquidity 

management for multiple currency wallets such as facilitating an exchange rate at agent 

rebalancing points. 

• Providers can send text/SMS when the e-float is below a threshold limit to alert agents and 

Master Agents. 

Agent branding and service monitoring 

• Providers can design effective marketing and communication strategies and collateral to 

support the agents in creating customer awareness and improving adoption and regular 

usage. 

• Branding guidelines should be reviewed. This should include provision of agent outlet 

branding materials to drive the agent business. 

• Marketing campaigns such as national roadshows should be tailored to drive the uptake and 

usage of digital wallets. These marketing campaigns should drive towards awareness of the 

availability and location of agent outlets, DFS products and services, use of various interfaces 

and pricing. 

• Providers should deliver marketing campaigns in local languages to enhance customer 

understanding. 

• Effective agent monitoring structures should be implemented to enhance compliance. 

Providers may consider the introduction of checks such as Hakikisha35 by M-PESA in Kenya 

to facilitate transaction reversal for erroneous transactions. 

• Internal training on operational standards for agent services would help to reduce the rate 

of errors in transactions. 

• Providers could consider creating dashboards to monitor the performance of the agents in 

real time. 

Commissions and reconciliations 

• Providers can review agent compensation and incentive structures to drive competitiveness 

while also ensuring agent sustainability. 

• Providers can design and pilot test incentivizing agents for customer registrations. Providers 

in other markets were successful in increasing customer registrations when they incentivized 

the agents for customer registrations. Implementation of indirect benefits for the agents and 

the support units can boost loyalty among agents, and motivation to proactively educate and 

support clients. This would enhance agent profitability and sustainability. 

Customer Care 

Improving user interfaces in POS systems will help reduce the margin of error in transactions 


