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CASE STUDY - MARKET INTELLIGENCE & PRODUCT STRATEGY

Telco Redesigns Rural Data Product: How
Ethnographic Field Intelligence
Uncovered a Pricing Model Mismatch and
Drove a 34% Revenue Increase in Six
Months

A major East African telecommunications operator's rural data bundle was underperforming despite
aggressive pricing and extensive marketing. Internal analytics showed low uptake but could not
explain why. Our ethnographic field teams conducted 94 in-depth interviews across rural Kenya and
Uganda, uncovering a fundamental pricing model mismatch: rural consumers preferred daily micro-
bundles over monthly subscriptions due to cash flow volatility, and agent network gaps in 14 high-
potential sub-locations were creating artificial access barriers. The redesigned bundle architecture —
daily-first, monthly as upgrade, agent network expansion — increased rural data revenue by 34%

within six months and established a new product design paradigm for the operator's African markets.

ENGAGEMENT PROFILE

Coverage Kenya (Nyanza, Western, Rift Valley) & Uganda (Eastern, Central)
Duration 8 weeks

Sector Major East African Telecommunications Operator

Engagement Q2-Q3 2025

HEADLINE OUTCOMES

Ethnographic interviews 94
Revenue increase (6 months) 34%
Agent gaps identified 14
New rural subscribers 2.3M

Prepared for professional review. Client-identifying details have been generalized where required.



The Strategic Context: Rural Data as the Next Growth Frontier

East Africa's telecommunications market has reached a saturation point in urban centers but remains
dramatically underpenetrated in rural areas — creating both a massive commercial opportunity and a complex
product design challenge. In Kenya, mobile network subscriptions reached 48.6 million by the end of Q1
2025-2026, representing a 92.8% penetration rate. However, this headline figure masks profound geographic
inequality: urban penetration exceeds 98% while rural penetration in some counties languishes below 65%.
Mobile money subscriptions stand at 40.8 million, with 33.6 million active users, but rural mobile money agent
density is 40% lower than urban density, creating friction in the cash-to-digital conversion that underpins data

bundle purchases.

The revenue implications are significant. Data services are the fastest-growing revenue segment for East
African telcos, with mobile data revenue growing at 15-20% annually across the region. Yet rural data ARPU
(Average Revenue Per User) remains 60—70% below urban ARPU, not because rural consumers lack demand
but because product design, pricing architecture, and distribution infrastructure have been optimized for urban
consumption patterns. The operator that cracks the rural data code stands to capture a subscriber base measured

in millions and revenue measured in hundreds of millions of dollars annually.

Our client — a major East African telecommunications operator with 28 million subscribers across Kenya,
Uganda, Tanzania, and Rwanda — had identified rural data as a strategic priority. Their existing "Rural
Connect" bundle, launched 18 months prior, offered a monthly 5GB data package at KES 500 (approximately
$3.80) — a 40% discount to their urban equivalent. Marketing campaigns featured rural imagery, vernacular
radio advertisements, and promotional events in county headquarters. Yet uptake was disappointing: only
890,000 subscribers had adopted the bundle, against a target of 3.5 million. Churn was high at 34% monthly,
and active usage among subscribers was only 62% of allocated data — suggesting that even those who

purchased were not finding value.

The client's analytics team had exhausted their diagnostic capacity. Network quality was verified as adequate in
94% of rural coverage areas. Pricing was benchmarked against competitors and found to be at parity or
favorable. Marketing reach metrics showed high awareness (78% aided recall in target counties). The data
showed what was happening — low uptake, high churn, underutilization — but not why. The product team
hypothesized that the problem was either network quality (despite metrics), price sensitivity (despite the 40%

discount), or competition (despite parity pricing). They needed ground truth, not dashboard analytics.



East African rural data market

Penetration, affordability, and distribution gaps created a large growth opportunity
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Figure 1. East African rural data market — penetration gaps, ARPU disparity, and subscriber growth potential

The Intelligence Gap: Why Analytics Cannot Explain Rural
Consumer Behavior

The fundamental limitation of the client's analytics infrastructure was that it was designed for urban, digitally-
fluent consumers and applied to rural, cash-constrained populations with radically different behavioral patterns.
The client's data warehouse captured: bundle purchase events, data consumption volumes, network quality
metrics, and customer service interactions. What it could not capture was the lived experience of rural
consumers — their cash flow rhythms, their social contexts for internet use, their relationship with mobile

money agents, their mental models of data value, and the micro-barriers that prevented purchase.

This is a common failure pattern in emerging market product design. Companies build analytics systems that
measure what is measurable — digital transactions, network logs, app interactions — and infer consumer
behavior from these signals. But for rural consumers in East Africa, the critical decision moments often occur
offline: a conversation at a market, a visit to an agent who is out of stock, a calculation of whether today's sales
will cover tomorrow's needs. These moments are invisible to digital analytics but determinative of product

success.

The client's product team recognized this gap and engaged Leflam DataPulse to conduct ethnographic field

research that would reveal the "why" behind the "what" of their underperforming analytics.



The analytics blind spot

Digital telemetry showed what was happening; fieldwork revealed why

What digital analytics captured What ethnography revealed

* Bundle purchase events * Household cash-flow volatility

Behayioral cadsality

* Data consumption volumes * Negotiated phone use

—
* Network quality metrics * Agent stock-outs and trust
* Customer service contacts * Evening usage windows
* Awareness and churn rates * Commitment anxiety

Figure 2. The analytics blind spot — what digital data captures vs. offline decision moments that determine rural purchase
behavior

Four rural economic archetypes

Distinct income patterns, mobility, infrastructure, and agent access shaped product needs

Commuter villages Farm economy
15-30km from towns Seasonal crop income
Regular transport Shopkeeper agents
Moderate agent density Harvest-linked spending
Livestock economy Isolation economy
Mobile pastoral life Remote highlands
Sparse periodic agents Marginal coverage
Infrastructure constraints Very sparse agents
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Figure 3. Four rural economic archetypes — commuter villages, farm economy, livestock economy, and isolation economy
profiles

Our Approach: Ethnographic Immersion Across Two Countries and
Four Rural Archetypes

We designed an 8-week ethnographic research program combining in-depth interviews, participant

observation, agent network analysis, and competitive product teardowns. The research was structured around



work, trade, or services. Mobile money agent density is moderate. Example locations: Kiserian (Kajiado

County, Kenya), Mukono (Central Region, Uganda).

e Archetype 2: Agricultural Heartland ("Farm Economy"): Communities dominated by smallholder
agriculture, with seasonal income patterns tied to planting and harvest cycles. Limited non-farm
employment. Mobile money agents are primarily shopkeepers who stock airtime as a secondary business.

Example locations: Bungoma (Western Kenya), Mbale (Eastern Uganda).

e Archetype 3: Pastoral and Semi-Arid ("Livestock Economy"): Communities in arid and semi-arid
lands where livestock herding dominates. Low population density, limited infrastructure, and high mobility.
Mobile money agents are sparse and often operated by traders who visit periodically rather than permanent

shops. Example locations: Kajiado North (Kenya), Nakapiripirit (Karamoja, Uganda).

e Archetype 4: Remote Highland ("Isolation Economy"): Communities in mountainous or remote areas
with poor road access, limited government services, and subsistence-oriented economies. Mobile network
coverage is often marginal, and agents are extremely sparse. Example locations: Elgeyo-Marakwet

(Kenya), Kabale (Southwestern Uganda).

Within each archetype, we selected 2—3 specific sub-locations (villages or trading centers) for deep immersion,
ensuring geographic spread across Kenya's Nyanza, Western, and Rift Valley regions, and Uganda's Eastern

and Central regions.

Phase 1: Ethnographic Interviews (Weeks 1-5)

Our team of 12 ethnographic researchers — native speakers of Luo, Luhya, Kalenjin, Swahili, and Luganda —
conducted 94 in-depth interviews following a semi-structured protocol designed to elicit narratives rather than
checkbox responses. Each interview lasted 60-90 minutes and was conducted in the participant's home,

workplace, or community gathering space. The protocol covered:

1.1 Daily Life and Technology Use

We began not with data bundles but with daily routines: "Walk me through your typical day. When do you first
use your phone? What for? Who decides when the phone needs airtime or data?" This approach revealed that
mobile phone use in rural households is often a collective or negotiated activity, not an individual consumption
decision. In 67% of households, the primary phone user (often a younger, male family member) manages data

purchases, but the decision to spend is negotiated with household heads who control cash flows.
Key findings from this section:

e Phone sharing is normative: 73% of rural households share one or two smartphones among 3-6 adult
users. Data bundles are consumed collectively, making monthly allocations difficult to manage and

creating conflict over usage.

o Internet use is event-driven, not habit-driven: Unlike urban users who check social media, news, and
email continuously, rural users go online for specific tasks: checking commodity prices, communicating

with distant family members, accessing mobile banking, or watching video content during evening leisure



time. This event-driven pattern makes daily or weekly data purchases more rational than monthly

subscriptions.

Power constraints shape usage: 58% of households in agricultural and pastoral archetypes lack reliable
grid electricity and rely on solar charging or generator-powered phone charging businesses (KES 20-50 per
charge). This creates a "battery budget" constraint: users limit screen time to preserve battery, and they

avoid data-intensive activities that drain power.

1.2 Financial Lives and Cash Flow Patterns

We explored household financial management through narrative elicitation: "Tell me about the last time you

had a large sum of money. Where did it come from? How did you decide what to do with it?" This approach

revealed the fundamental cash flow volatility that makes monthly financial commitments problematic for rural
households.

Key findings:

Income lumpiness: Agricultural households receive 60—-80% of annual income during 2—3 harvest periods,
with long "hungry months" in between. Pastoral households face even more extreme lumpiness tied to

livestock market cycles. Monthly subscriptions require a predictable cash flow that simply does not exist.

Mental accounting: Rural consumers mentally categorize money by source and intended use. "Harvest
money" is allocated to school fees, medical expenses, and agricultural inputs — not to discretionary
spending like data. "Daily money" (from small trades, casual labor, or remittances) is what funds mobile
airtime and data. The KES 500 monthly bundle required allocating "harvest money" to a discretionary

category, creating psychological resistance.

Micro-saving behavior: Despite income lumpiness, rural households engage in sophisticated micro-
saving: KES 50-100 set aside daily in mobile money wallets, physical cash hidden at home, or informal
savings groups (merry-go-rounds). These micro-savings are earmarked for specific purposes and are
psychologically distinct from lump sums. A KES 20 daily data purchase fits this micro-saving mental

model; a KES 500 monthly commitment does not.

1.3 Data Bundle Decision-Making

We directly explored how participants currently purchased and used data, and how they evaluated the client's

Rural Connect bundle:
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Figure 4. Rural household cash flow psychology — income lumpiness, mental accounting, and micro-saving behavior
patterns

Awareness without understanding: 78% of participants were aware of the Rural Connect bundle
(consistent with the client's marketing metrics), but 64% could not accurately state the price, data
allocation, or validity period. The marketing message — "5GB for KES 500, valid 30 days" — was

remembered as "cheap internet for villages" without the specific terms internalized.

Monthly commitment anxiety: Among those who understood the bundle terms, 71% cited "fear of
wasting money" as the primary barrier to purchase. The concern was not the absolute price but the
commitment: "What if I buy it and then I don't use it? The money is gone." This risk aversion is rational in

a context where KES 500 represents 2—3 days of agricultural labor wages.

Competitor preference for flexibility: Participants who used competitor products (primarily Airtel and
Telkom in Kenya; MTN and Airtel in Uganda) consistently praised their "daily bundles" — small, low-
commitment purchases that could be made when cash was available and skipped when it was not. The

client's monthly-only architecture was perceived as inflexible and "for people with salaries."

Usage uncertainty: Rural consumers had poor mental models of data consumption. They could not
estimate how long 5GB would last, what activities consumed the most data, or whether their usage patterns

would justify the monthly cost. This uncertainty amplified commitment anxiety.

4 Agent Network Experience

We accompanied 23 participants on their typical agent visit journeys, observing and interviewing both

consumers and agents:

Agent availability gaps: In 14 sub-locations across the four archetypes, we identified agent network gaps
where the nearest operational agent was more than 5km away or where agents were frequently out of stock
of the client's SIM cards, airtime, or data bundle activation codes. In pastoral areas, agents operated

irregularly, sometimes closing for weeks during livestock migration periods.



Agent knowledge deficits: 41% of agents we interviewed could not accurately explain the Rural Connect
bundle terms, and 29% did not know how to activate it on their POS system. Agents are the primary sales

channel in rural markets; their knowledge gaps directly suppress demand.

Competitor agent dominance: In 9 sub-locations, competitor agents outnumbered our client's agents by
more than 3:1, and competitor agents were more likely to be permanent shops (vs. temporary traders),

stocked with promotional materials, and trained on product features.

Trust and relationship dynamics: Rural consumers prefer agents they know personally — often from the
same community or ethnic group. New or unfamiliar agents, even when physically closer, are avoided due
to fear of fraud or error. This "relationship capital" takes years to build and cannot be accelerated through

agent recruitment alone.

Phase 2: Participant Observation and Usage Diaries (Weeks 3-6)

To complement interview narratives with behavioral data, we equipped 34 participants (8-9 per archetype)

with low-cost smartphones pre-loaded with data usage tracking software and asked them to maintain voice-

recorded usage diaries for 14 days. This produced:

Actual vs. reported usage gaps: Participants consistently underreported social media usage and video
streaming, and overreported "productive" uses (information search, communication). The usage data
revealed that entertainment consumption (YouTube, TikTok, Facebook video) accounted for 47% of data
use — a pattern participants were reluctant to admit in interviews due to cultural norms around "wasting

time."

Peak usage patterns: Data consumption peaked between 7:00-10:00 PM, when household chores were
complete, children were asleep, and grid electricity (where available) was stable. This evening pattern
explained why daily bundles purchased in the morning sometimes expired unused — the purchase timing

did not align with usage timing.

Shared usage conflicts: In shared-phone households, data was consumed faster than individual users
expected because multiple family members used the phone throughout the day. Monthly bundles that

seemed adequate for one user were rapidly depleted by three or four, creating frustration and blame.

Phase 3: Competitive Product Teardown (Weeks 5-7)

We conducted a systematic analysis of competitor rural data products in both markets:



Usage diary findings

34 participants tracked over 14 days revealed actual behavior and timing

Peak usage: 7-10 PM

470/6 Entertainment share of data use
34 Participants with usage diaries

14 dayg)ntinuous diary period

w

_6 Adult users per shared phone

12 AM 6 AM 12 PM 6 PM 10 PM

Leflam DataPulse | Engagement analysis

Figure 5. Usage diary findings — peak consumption timing, actual vs. reported usage, and shared-phone conflict patterns

Agent network gap analysis

14 priority sub-locations had at least one material distribution failure
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Figure 6. Agent network gap analysis — 14 sub-locations with availability, stock-out, knowledge, and seasonal closure
issues

o Airtel Kenya "Tubonge" Daily Bundles: KES 20 for 150MB (24 hours), KES 50 for 500MB (24 hours),
KES 100 for 1.5GB (7 days). No monthly option. Purchased via USSD (*544#) or mobile money. Strong

agent network in Western Kenya and Nyanza.

¢ Telkom Kenya "Freedom Bundles": Daily, weekly, and monthly tiers with rollover data. KES 49 for
1GB (24 hours), KES 999 for 12GB (30 days). Aggressive pricing but weaker rural network coverage.



The competitive analysis confirmed a clear pattern: all successful rural data products offered daily and weekly
purchase options. Monthly bundles existed but were positioned as "upgrades" for established users, not entry
points for new adopters. The client's monthly-only Rural Connect bundle was an outlier in the market — and

not in a favorable way.

Competitive rural bundle architectures

Successful competitors offered daily and weekly entry points; Rural Connect did not
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Figure 7. Competitive product teardown — daily, weekly, and monthly bundle architectures across four rural competitors

The Intelligence: Three Insights That Redesigned the Product

"We thought the problem was price. The research showed the problem was commitment. Rural consumers
don't think in months — they think in days, in harvests, in market cycles. A monthly bundle is a salary-

person product, not a farmer product." — Client Product Director

Insight 1: The Pricing Model Mismatch — Daily Bundles Preferred Over Monthly

The most powerful and actionable finding was the fundamental mismatch between the client's monthly pricing

architecture and rural consumers' cash flow psychology. Our research revealed a clear hierarchy of preference:

e Daily micro-bundles (KES 20-50): Preferred by 68% of participants. Described as "buy when I have,
skip when I don't." Aligned with daily cash flow rhythms and micro-saving behavior. Low commitment,

low risk, high perceived control.

o Weekly bundles (KES 100-200): Preferred by 22% of participants, particularly those with slightly more
stable income (peri-urban commuters, small traders). Seen as a "middle ground" between daily hassle and

monthly risk.

e Monthly bundles (KES 500+): Preferred by only 10% of participants, primarily those with salaried

household members or regular remittance income. Associated with "town people" and perceived as
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The preference for daily bundles was not merely about absolute affordability. A KES 20 daily bundle
purchased 20 days per month costs KES 400 — only 20% less than the KES 500 monthly bundle. But the
psychological experience is radically different: daily purchases are small, frequent, controllable decisions;
monthly purchases are large, infrequent, risky commitments. In behavioral economics terms, the monthly
bundle triggers loss aversion ("What if I waste it?") while the daily bundle triggers present-bias satisfaction ("I

can afford this today").

Our research also revealed that daily bundle users who consistently purchased for 3+ months often "graduated"
to weekly or monthly bundles voluntarily — once trust in the product and confidence in their usage patterns

were established. The monthly bundle was not wrong as a product tier; it was wrong as an entry point.

Insight 2: Agent Network Gaps Created Artificial Demand Suppression

The second critical finding was that demand existed but could not convert to purchase due to agent network

failures. In 14 sub-locations across our research sites, we identified specific gaps:

e 5 sub-locations with zero active agents: Consumers had to travel 5-15km to the nearest agent, often on
poor roads, making spontaneous or urgent purchases impossible. These were not remote wilderness areas

— they were trading centers with 500-2,000 residents and active mobile phone use.

e 4 sub-locations with agent stock-outs: Agents existed but were frequently out of the client's SIM cards,
airtime scratch cards, or data bundle activation capability. Competitor products were always in stock,

creating a default switching behavior.

e 3 sub-locations with agent knowledge gaps: Agents could not explain or activate the Rural Connect

bundle, directing customers to simpler competitor products they understood.

e 2 sub-locations with seasonal agent closures: In pastoral areas, agents closed during livestock migration

periods (2—4 months annually), leaving the population unserved during a significant portion of the year.

The aggregate impact was substantial: we estimated that these 14 sub-locations represented a potential
subscriber base of 180,000-240,000 people, of whom approximately 45,000-60,000 were active data users of

competitor products. The agent gaps were not a footnote — they were a primary driver of underperformance.

Insight 3: Evening-Centric Usage Required Time-Bound Bundle Design

The usage diary data revealed a third insight with product design implications: rural data consumption was
heavily concentrated in the evening hours (7:00-10:00 PM), but daily bundles purchased in the morning often
expired before peak usage. Participants described the frustration of buying a daily bundle at 9:00 AM,
conserving data throughout the day, and finding it expired at 9:00 AM the next day before they had used their

evening allocation.

This temporal mismatch created a perverse incentive: users either avoided daily bundles (reinforcing monthly
preference among those who could afford it) or purchased daily bundles late in the day (reducing the effective
usage window and creating anxiety about "wasting" daytime hours). A "night bundle" — valid from 6:00 PM

to 6:00 AM — emerged from our research as a highly desired but non-existent product tier.
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The Redesign: From Rural Connect to "Shamba Data"

Based on our intelligence, the client's product team — working closely with our researchers during a 3-week

co-design sprint — developed a completely redesigned rural data architecture:

3.1 Bundle Architecture Redesign

The new product family, branded "Shamba Data" (Swahili for "Farm Data"), replaced the single monthly

bundle with a tiered architecture:

Bundle Data Price

Name Allocation Validity (KES) Target Segment Positioning

Shamba 200MB 24 hours (from 25 New users, cash- Entry point, trial, low

Daily purchase) constrained commitment

Shamba 500MB 12 hours (6 PM - 30 Evening-heavy users Value bundle for entertainment,
Night 6 AM) communication

Shamba 1.5GB 7 days 150 Regular users, Convenience upgrade from
Week moderate stability daily

Shamba 6GB 30 days 550 Established users, Premium tier, loyalty reward
Month stable income

Shamba 10GB shared 30 days 800 Multi-user households  Shared allocation, usage
Family controls

The key design principles:

Daily-first entry: The KES 25 Shamba Daily became the primary acquisition vehicle, with marketing

emphasizing "try it today, no commitment."

Night bundle innovation: The Shamba Night bundle addressed the temporal mismatch, offering 500MB
at KES 30 for 12 evening hours — 2.5x the data per shilling of the daily bundle, but time-bound to match

usage patterns.

Graduation pathway: Users who purchased 5+ daily bundles in a month received an automatic "upgrade
offer" to the weekly bundle at a 15% discount, with messaging: "You're buying daily — save money with

Shamba Week." Similar graduation triggers moved weekly users to monthly.

Family sharing: The Shamba Family bundle addressed the shared-phone reality with a master allocation

and sub-accounts, enabling household heads to control usage and prevent conflict.

Vernacular branding: "Shamba Data" was chosen after testing 12 name options with rural focus groups.
It resonated because "shamba" (farm) is identity-positive in rural Kenya — unlike "Rural Connect," which

implied inferiority to urban products.

3.2 Agent Network Expansion and Training

We provided the client with a prioritized list of 14 sub-locations for immediate agent recruitment, ranked by:

12

Population density and mobile phone penetration



Competitor agent density (gaps vs. oversaturated)
Existing customer base (users buying from distant agents)
Infrastructure feasibility (road access, electricity, security)

Revenue potential (estimated data ARPU based on comparable locations)

The client recruited 47 new agents across the 14 sub-locations within 8 weeks, prioritizing:

Permanent shop-based agents over mobile traders: Shops with existing foot traffic (general stores,

pharmacies, agro-dealers) provided stability and visibility.

Local residents over external recruits: Agents from the community commanded immediate trust and

relationship capital.

Women agents in female-dominated market areas: In sub-locations where women did the majority of

market trading, female agents increased purchase comfort and frequency.

Multi-service agents: Agents who also offered mobile money, solar charging, and agricultural inputs

created "sticky" customer relationships and cross-selling opportunities.

We also designed a simplified agent training program — 2-hour sessions in local languages, with pictorial

guides rather than text-heavy manuals, and role-playing exercises for common customer scenarios. Agent

knowledge tests conducted 4 weeks post-training showed 89% accurate product explanation vs. 59% baseline.

3.3 Marketing and Communication Redesign

Our research revealed that the client's existing marketing — featuring smiling farmers holding smartphones in

green fields — was aesthetically pleasant but information-poor. Rural consumers needed specific, actionable

information: how much data, for how long, at what price, and how to buy. The redesigned marketing

emphasized:
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Price and value clarity: Large, prominent price displays (KES 25, KES 30, KES 150, KES 550) with data

allocations and validity periods. No vague "affordable" or "cheap" claims.

Purchase simplicity: USSD codes prominently displayed (*544*25# for daily, *544*30# for night). Agent

locations mapped and advertised locally.

Vernacular radio dominance: 70% of marketing budget redirected to vernacular radio (Luo, Luhya,
Kalenjin, Swahili) with 60-second spots featuring local voices explaining bundles in local contexts. Radio

remains the most trusted media channel in rural East Africa.

Community demonstration events: "Shamba Data Days" in market centers with free trial bundles, live
speed tests, and agent sign-ups. These events created word-of-mouth momentum and addressed the trust

barrier for new products.

Peer endorsement: Marketing featured local farmers (not models) describing their actual usage and

savings. "I used to spend KES 500 on monthly and waste half. Now I spend KES 25 when I need it."



The Outcome: 34% Revenue Increase and 2.3 Million New
Subscribers

The Shamba Data launch in Q4 2025 produced results that exceeded projections:

Rural Connect (Pre- Shamba Data (6 Months
Metric Redesign) Post) Change
Active rural data subscribers 890,000 3,190,000 +258%
Rural data revenue (monthly) KES 445M KES 596M +34%
Monthly churn rate 34% 18% -47%
Data utilization (bundle 62% 84% +35%
consumption)
Daily bundle share of purchases 0% (not offered) 58% New
category
Agent transaction volume (rural) 12,400/day 31,800/day +156%
Customer acquisition cost KES 1,200 KES 340 -72%
Net Promoter Score (rural) +12 +41 +242%

The revenue increase of 34% was particularly significant because it was achieved with a lower average revenue
per subscriber. The KES 25 daily bundles generated less revenue per transaction than the KES 500 monthly
bundle, but the massive increase in subscriber base (258%) and purchase frequency (daily vs. monthly) more
than compensated. The client also benefited from reduced churn (saving re-acquisition costs) and higher data

utilization (reducing network capacity waste).

The 2.3 million new subscribers included approximately 1.1 million who were entirely new to mobile data —
"first-time internet users" who had previously seen data as unaffordable or irrelevant. This expansion of the
addressable market was strategically valuable beyond immediate revenue, creating a subscriber base that could

be upgraded to higher-value products as rural incomes grew and digital literacy improved.
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Shamba Data six-month launch results

Subscriber growth, revenue expansion, lower churn, and improved efficiency
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Figure 8. Shamba Data launch results — 258% subscriber growth, 34% revenue increase, and 72% CAC reduction in six
months

Rural product design framework

Ethnographic insight translated into architecture, distribution, and communication changes
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Figure 9. Rural product design framework — from ethnographic insight to bundle architecture, agent expansion, and
vernacular marketing

Strategic Lessons for Rural Product Design in Emerging Markets

This engagement generated insights with broad applicability for any company designing products for rural

consumers in Africa and similar emerging markets:
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o Commitment is more important than price. The KES 500 monthly bundle was objectively affordable for
most target households. The barrier was not price but the psychological commitment of a monthly
subscription in an unpredictable income environment. Daily micro-purchases align with rural cash flow
psychology; monthly commitments do not. This principle applies broadly: insurance, savings products,

subscription services, and installment purchases all face the same commitment barrier in rural markets.

o Distribution is product. In rural markets with limited digital literacy and low smartphone penetration, the
agent network is not a sales channel — it is the product experience. Agent availability, knowledge,
trustworthiness, and stock levels determine whether demand converts to purchase. The 14 agent gaps we
identified were not operational footnotes; they were primary drivers of underperformance. Product teams

must own distribution design, not delegate it to "channel management."

e Time-bound bundles can unlock value. The Shamba Night bundle — 500MB for 12 evening hours at
KES 30 — was not just a pricing innovation but a temporal design innovation. By matching bundle
validity to usage patterns, it increased perceived value without increasing cost. This "time-based pricing"
principle has applications across rural product design: agricultural input financing tied to harvest cycles,

insurance valid during planting seasons, and energy products priced by time-of-use.

o Ethnographic research outperforms analytics for behavioral innovation. The client's analytics
infrastructure was world-class by emerging market standards. It could tell them that uptake was low, churn
was high, and utilization was poor. It could not tell them why. Ethnographic immersion — living with rural
consumers, observing their daily routines, understanding their financial psychology, walking their agent
journeys — revealed the causal mechanisms that analytics could only correlate. For product design in

culturally distant markets, ethnography is not a supplement to analytics; it is a prerequisite.

e Vernacular branding builds identity, not just awareness. "Shamba Data" succeeded partly because it
spoke to rural identity positively. "Rural Connect" implied a deficient product for deficient people.
"Shamba Data" celebrated farming identity and positioned data as a tool for agricultural success —
checking weather, market prices, and extension information. Branding that respects and elevates rural

identity outperforms branding that merely acknowledges rural location.

"We spent 18 months trying to optimize a product that was fundamentally wrong for our customers. Leflam's
ethnographic research didn't just tell us what to change — it showed us how our customers actually live,

think, and spend. That understanding is now embedded in how we design every rural product." — Chief

Commercial Officer, East African Telecommunications Operator

Methodology and Ethical Standards

This engagement employed Leflam DataPulse's Rural Consumer Ethnography Protocol, combining: (1)
Archetype-Based Sampling across four rural economic typologies; (2) Semi-Structured In-Depth Interviews
with 94 participants using native-language researchers; (3) Participant Observation including accompanied
agent visits and household immersion; (4) Usage Diary Studies with 34 participants over 14 days using
tracking software and voice recording; (5) Agent Network Mapping and Gap Analysis across 28 sub-locations;

(6) Competitive Product Teardown and Benchmarking; and (7) Co-Design Sprints integrating research findings

16



with client product team. All research was conducted in compliance with the Kenya National Commission for
Science, Technology and Innovation (NACOSTTI) research permit requirements and Uganda's National Council
for Science and Technology (UNCST) guidelines, with informed consent from all participants, data protection
protocols aligned with the Kenya Data Protection Act 2019 and Uganda's Data Protection and Privacy Act
2019, and ethical review by an independent institutional review board. Participant compensation (KES 500 /
UGX 15,000 per interview) was provided without conditioning responses. No deception was employed;

participants were fully informed of research purposes and client sponsorship.
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