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Executive Briefing 

Driving Consumer Adoption in Mobile Financial Services 

Variable Consumer Adoption: A Major Challenge for Mobile Financial Services (MFS) 

Over recent years diverse and innovative mobile payment platforms have emerged, but few solutions have been powerful 

enough to come above the noise and reach critical mass. While some of the new services are actively used by tech-savvy 

consumers, niche pockets of the population, or more broadly in just a few select countries, most have yet to achieve 

widespread consumer adoption – and MFS is still far from becoming mainstream. 

Mondato has observed three broad categories of 

challenges hindering adoption of MFS globally; these are 

related to the MFS business model, the MFS market 

maturity and the market features. Falling on both the 

supply and demand sides, addressing these challenges 

requires the introduction of a convincing value 

propositions and a shift in consumer mindsets. 

On the supply side, some service providers have been struggling to develop a winning customer value proposition, by 

properly fitting together the various elements required to develop a thriving MFS ecosystem, such as relevant use cases, 

price, and distribution. Unproven business models limit investment, as returns are not only highly variable, but also not 

transparent, making it difficult to ascertain whether a company is even on the right track. Demand side considerations 

include consumer perception as to the incremental value-add of MFS, and ultimately changing behavior.  

Figure 1 illustrates the interplay between these supply and demand dynamics. Latent demand represents unrealized market 

potential, and is a function of the services offered, pricing, and consumer perception. Interdependencies across these 

factors means consumer adoption will not necessarily be the sum all three, but that an integrated approach may deliver 

better results. This is the foundation for a framework that can help drive consumer adoption, and is outlined later as the 

Mondato 3Ds Framework. First, though, it is important to address the adoption challenges:  

1) Business Model – The business model could be misaligned with the framework for consumer adoption. For example, 

services that lack clear customer value proposition make it difficult for firms to forecast profitability and thus engage 

partners to create a thriving ecosystem.  

2) MFS Market Maturity – Consumers are not interested in how they pay, but rather in a better price and access to benefits. 

Education is needed to show that MFS is not just a payment substitute but has benefits such as savings or speed.  

3) Market Features – Each country has unique characteristics, and the payment markets and consumer behaviors are 

especially distinctive. A successful MFS implementation in one country does not guarantee that the same service would work 

in another market. At a very minimum, regulatory requirements may vary significantly across markets, making approvals 

difficult to obtain by players in certain sectors. Market structure plays a large role, with distribution channel control, market 

fragmentation, and incumbent exclusive partnerships potentially being anti-competitive factors. 

Figure 1: Supply and Demand Dynamics
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The Mondato 3Ds: A Framework for Consumer Adoption   

The Mondato 3Ds Framework is a tool for MFS providers to diagnose and calibrate their services in order to ignite 

consumer adoption. To pinpoint the precise issues hindering adoption, providers should first consider the following 

criteria.  Uncertainty regarding any of the following may suggest those are areas to prioritize: 

 Differentiation: Companies must offer a service that people want to use, and that adds value beyond other offerings 

currently on the market. Consumers should clearly understand why and how to use the service. 

 Distribution: The service must be easily accessible to consumers at the place and time demanded, which includes 

ensuring sufficient liquidity whether defined as ability to make withdrawals or opportunities for daily purchases. 

 Deterrents: Users should express overwhelming enthusiasm regarding the value proposition; it is important to 

undergo a thorough process of marketing testing including focus groups, field interviews, and user feedback. 

While there is no “silver bullet” for consumer adoption and every situation is unique, the Mondato 3Ds Framework offers a 

methodological process to diagnose issues hindering consumer adoption to prioritize focus area for allocating resources.  

While the benefits of a service may seem obvious to those creating it/working with it on a daily basis, consumer behavior can 

be extremely difficult to change, and it is therefore very important to be candid in considering the questions below. It is easy 

to pick out silver linings even in the darkest of clouds, and therefore the threshold strived for should be high-perceived 

utility among platform users and the subjects interviewed during field-testing.  

1. Differentiation 

Why would people want to use the service? 

In developed markets, there is a plethora of virtually indistinguishable mobile payment apps and services, making it difficult 

for consumers to identify the best service to suit their needs. Even though in emerging markets the need for MFS is more 

apparent, some user groups still find it difficult to understand how these services are relevant to them and what are their use 

cases.  At a minimum, spurring adoption requires that the service offering be both useful and easy to understand. If an MFS 

provider struggles to articulate the 

uses and benefits of their service, 

consumers can hardly be expected to 

understand it themselves. Mondato 

has devised a four-step process for 

developing strategies aimed at 

delivering a desirable and easy-to-understand service that will foster adoption (Figure 2).  

Identify a Problem: In many cases, MFS requires behavior change and thus it must solve a core consumer problem or offer 

significant added value in order to spur consumer adoption. This could mean enabling faster, safer or more convenient 

payments, or leveraging usage data to offer discounts or coupons at the point-of-sale.  

Validate Target Segments – When developing an MFS offering, providers must conduct thorough research to understand 

and segment their target customer base. Launching services without understanding target customer segment(s) can result in 

unsuccessful launches and the need for further research, thereby increasing costs and hampering brand reputation.  

Create an Intuitive Product – Consumers do not like paying but rather receiving goods and services. Thus, the more 

unnoticeable and painless the payment, the more likely people are to buy something. An effective payment method should 

be intuitive to understand and use, the consumer must feel they have authorized the payment but nothing else, not see nor 

notice the transaction.  

Optimize for Mobile Device: While the mobile device offers many advantages, such as providing personalized access to 

information on the go, MFS providers must also consider its limitations. For example, mobile-based services are often 

dependent on mobile connectivity, which can pose a challenge in areas with poor connections or crowded events. 

Figure 2: Achieving Differentiation 
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Optimizing the user interface for the varying screen sizes across devices is another simple but key consideration. It is 

important to consider the use cases and target customers when building a service and selecting the best technology.   

2. Distribution   

Is it easy to get the service into consumer’s hands? 

Assuming the service aligns with consumer needs, MFS providers must ensure that their service is readily accessible to the 

target consumer base. Designing a marketing and sales strategy may require additional research, or tapping into surveys 

conducted during the product development phase, with an emphasis on creating targeted campaigns that reach specific 

customer sub-segments.  

When dealing with indirect sales channels, where the provider is selling to business clients (B2B), who then have to 

distribute the product to the end-user, it is important to also define immediate sales targets. Understanding how business 

clients operate will allow an MFS provider to offer a value 

proposition that will become ingrained into the clients’ 

business. If business customers see the value of the service, they 

will be motivated to distribute the MFS service among their 

customers, thus increasing the chances of broad consumer 

adoption. If the business client, on whom distribution depends, 

is not invested in the service, then it is less likely for the MFS 

offering to gain traction.  

An added consideration for indirect channels, including agents, is the extent to which differentiation allows the payment 

service provider to remain the “owner” of the end user. Where a service is generic and there are other options, the agent is 

the face of the MFS provider and thus the key to consumer adoption. A not well thought-out agent strategy could result in 

investing in user registrations only for the accounts to later go dormant. Service providers must beware of middlemen that 

encourage consumers to use the service from which they are currently receiving the highest fees. However, this issue is 

mitigated, if the service is differentiated and users see benefits and have resons to use the specific service. (Figure 3). 

3. Deterrents 

Is the product easy to use? 

Event if a MFS offering brings substantial benefits, consumers will only use a service that is easy to use and trustworthy.  

When the customer has to use 

a new payment method, it is 

beneficial if it works across 

devices, networks and is widely 

available. Changing consumer 

behavior is difficult, thus when 

creating a new service, the 

change in consumer 

behavior should be as minimal as possible, one or two actions at the most. An expertly designed user experience can mean 

the difference between a good and a great platform. While the backend technology and value proposition are undoubtedly 

important, creating an exceptional user experience can help a mobile payments provider move from ‘buzz’ to widespread 

adoption.  

However, even a service with a great value proposition and user experience can struggle to gain adoption if the users do not 

believe it is secure and safe. Assuming that the MFS offering upholds to the highest security standards, the provider must 

communicate this fact to the consumers in order to establish confidence and trust. Consumer education via advertisements 

or electronic mailing campaigns is one way forward, which also helps build a trustworthy brand. Offering money back 

Figure 3: Differentiation and Indirect Channels
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Figure 4:  Usability and Trust
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guarantee in case of theft and subsequent misuse of funds, as debit and credit card provides do, is another element in 

establishing consumer trust and brand building, eventually spurring usage.  

The Mondato 3Ds Framework is a tool for diagnosing obstacles to consumer adoption and identifying potential strategies 

for addressing these challenges. Embedded consumer behavioral patterns can be a difficult obstacle to overcome when 

introducing new forms of financial services and influencing consumer payment preferences. Understanding key pain points 

is a pre-requisite for sound strategic planning and tactical implementation.  

Leverage Mondato Expertise in MFS to Increase Consumer Adoption 

Mondato has experience and cross sub-sector expertise in MFS, such as mobile money, mobile payments, and mobile 

commerce, in both developed and emerging markets.  To increase customer uptake of a specific service, Mondato works with 

clients from diagnosis of the underlying causes through to solution validation, and implementation.  

 

 

 

Mondato LLC is a boutique management consultancy specializing in strategic, commercial and 

operational support in the mobile financial services space. 

  

Established in 2008 by industry veterans in the telecommunications and financial services 

sectors, Mondato is a wholly-owned subsidiary of HIP Consult Inc., and is focused on the 

intersection of telecommunications, technology and financial services. 

  

Headquartered in Washington, DC, Mondato works around the globe with a cadre of highly-

trained experts, who have executed a myriad of high-stakes projects for private and public sector 

organizations operating in mobile financial services and adjacent spheres. 

 
For more information on Mondato, please visit www.mondato.com or write to contact@mondato.com 

About Mondato 
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Understand the underlying problems, 

moving beyond a simplified assessment 

of the symptoms, through industry 

benchmarking, expert evaluation, and 

detailed market research, synthesizing a 

wide range of both primary and 

secondary sources 

 

Formulate an effective strategy, and 

calibrate existing operations through 

the Mondato 3Ds Framework by 

defining both quick-win and longer-

term objectives to inform service 

portfolio optimization, marketing 

initiatives, and fee structure design 

 

Utilize Mondato’s front-line 

operational expertise to ensure a 

deployment or initiative remains on 

track and charts progress to carefully 

defined milestones and associated 

KPIs, while building out the critical 

mass of a service ecosystem 
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