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SUMMARY 

To rigorously validate YAGBA using African cases, it was useful to select cases that fall 

into the three validation categories: 

1. Successful startups with strong problem definition 

2. Failed startups with weak problem definition 

3. Failed or struggling startups that appeared to have strong problems 

Below are five African cases that are particularly useful for testing the YAGBA framework. 

1. M-PESA (KENYA) 

Category: Successful startup with strong problem definition 

• Problem Structure 

• Urgency: Very high (people needed to send money immediately) 

• Frequency: Extremely high (daily remittances) 

• Willingness to pay: Clear transaction fees 

• Substitutes: Weak (informal bus drivers, physical cash transport) 

• Switching pain: High (traditional banking inaccessible) 

• YAGBA Interpretation 

Y – Context: Large unbanked population 

A – Pain: Cash transfer risk and cost 

G – Outcome: Instant mobile transfer 

B – Business: Transaction fee model 

A – Advantage: Safaricom’s telecom infrastructure 

• Result 

Mass adoption across Kenya and East Africa. 

YAGBA lesson: 

When frequency + urgency + willingness to pay are extremely strong, adoption accelerates 

naturally. 
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2. ZIPLINE (RWANDA / GHANA) 

Category: Successful startup with strong problem definition 

• Problem Structure 
• Urgency: Life-or-death (blood and medicine delivery) 

• Frequency: Frequent emergency demand 

• Willingness to pay: Governments and hospitals 

• Substitutes: Slow road transport 

• Switching pain: High for hospitals needing urgent supplies 

 

• YAGBA Interpretation 

Y – Context: Rural healthcare supply chain failure 

A – Pain: Delayed medical delivery 

G – Outcome: 30-minute drone delivery 

B – Business: Government contracts 

A – Advantage: Proprietary drone logistics system 

• Result 

Scaled internationally. 

YAGBA insight: 

Strong institutional willingness to pay can substitute for individual consumer markets. 

3. JUMIA 

Category: Startup with apparent strong problem but weak structural economics 

• Perceived Problem 

“Africa needs Amazon.” 

• Actual Problem Structure 

Factor Reality 

Urgency Low 

Frequency Moderate 

Willingness to pay Weak 

Substitutes Informal markets 

Logistics cost Extremely high 
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• YAGBA Diagnosis 

Weakness: Business layer 

• Delivery economics broken 

• Low average order value 

• High logistics costs 

• Result 

Years of losses and restructuring. 

YAGBA insight: 

Even if the problem appears real, weak business viability destroys the model. 

4. ANDELA 

Category: Strong problem → pivot required 

• Original Problem 

“Global shortage of software developers.” 

• YAGBA Analysis (original model) 

Strengths 

• Clear demand from global tech companies 

Weaknesses 

• Expensive training model 

• Long time to productivity 

• Pivot 

Andela shifted to a global talent marketplace instead of training developers itself. 

• Result 

Survived through pivot. 

YAGBA insight: 

The problem was real, but the business model layer (B) was wrong. 
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5. KONGA 

Category: Failed startup with weak problem structure 

• Problem Structure 

Factor Reality 

Urgency Low 

Frequency Low 

Willingness to pay Low 

Trust Weak 

Infrastructure Poor 

• YAGBA Diagnosis 

Y – Context: Weak logistics ecosystem 

A – Pain: Shopping convenience not urgent 

G – Outcome: Online purchase 

B – Business: Very high delivery cost 

A – Advantage: None structural 

• Result 

Struggled heavily and eventually sold. 

YAGBA insight: 

Many startups fail because they try to import business models instead of solving real local 

problems. 

SUMMARY: AFRICAN VALIDATION OF YAGBA 

Case Outcome YAGBA Insight 

M-Pesa Massive success Extreme problem intensity 

Zipline Global success Institutional willingness to pay 

Jumia Struggling economics Weak business viability 

Andela Pivot required Strong problem but wrong model 

Konga Failure Weak underlying problem 

 

CORE INSIGHT FOR YOUR YAGBA FRAMEWORK 

Across Africa, the pattern is clear: 

Success correlates strongly with: 
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1. High urgency problems 

2. High frequency use 

3. Clear willingness to pay 

4. Structural advantage 

When these are weak, capital cannot compensate for a weak problem. 

This supports the central thesis of Yagba: 

Most startup failure begins with weak problem structure. 
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THE YAGBA AFRICAN CASE MATRIX (15 STARTUPS) 

Startup Country Sector Outcome YAGBA 
Diagnosis 

Key Lesson 

M-Pesa Kenya Fintech Massive 
success 

Extremely 
strong 
problem 
intensity (cash 
transfer pain) 

High-frequency 
financial 
problems scale 
fastest 

Zipline Rwanda/Ghana Health 
logistics 

Global 
success 

High urgency + 
government 
willingness to 
pay 

Institutional 
buyers can 
create viable 
markets 

Flutterwave Nigeria Payments Unicorn Clear B layer 
strength 
(payment rails 
infrastructure) 

Infrastructure 
problems are 
powerful 
startup 
opportunities 

Paystack Nigeria Payments Acquired by 
Stripe 

Strong 
business 
viability and 
founder 
advantage 

Developer-
focused 
infrastructure 
scales 

Twiga 
Foods 

Kenya Agri-logistics Scaled High 
frequency 
supply chain 
problem 

Supply chain 
inefficiencies 
create strong 
startup 
opportunities 

Andela Nigeria Talent 
marketplace 

Pivoted Strong problem 
but wrong 
initial 
business 
layer 

Real problems 
still require 
correct model 

Jumia Pan-African E-commerce Struggled 
financially 

Weak unit 
economics 

Infrastructure 
gaps kill 
imported 
models 

Konga Nigeria E-commerce Sold after 
struggles 

Weak urgency 
+ weak 
willingness to 
pay 

Convenience 
problems are 
often weak 
problems 

Hello 
Tractor 

Nigeria AgriTech Scaled Strong farmer 
productivity 
problem 

Mechanization 
is a strong 
structural pain 

M-KOPA Kenya Clean energy Major 
success 

High urgency 
energy 
problem 

Pay-as-you-go 
solved 
affordability 

SafeBoda Uganda Mobility Scaled Clear safety 
and trust 
problem 

Solving trust in 
informal 
markets is 
powerful 

Kobo360 Nigeria Logistics Raised large 
funding but 
struggled 

Weak market 
structure and 
margins 

Logistics 
marketplaces 
are hard 
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54gene Nigeria Biotechnology Collapsed Weak 
business 
viability and 
funding 
sustainability 

Deep tech 
requires strong 
capital 
structure 

Cellulant Kenya Payments Scaled but 
restructuring 

Strong problem 
but 
governance 
issues 

Execution 
matters even 
with good 
problems 

Farmcrowdy Nigeria Agri-finance Pivoted Weak 
economic 
sustainability 
of farming 
model 

Financing does 
not fix weak 
underlying 
economics 

 

WHAT THE AFRICAN EVIDENCE SHOWS 

Across these 15 startups, a pattern emerges: 

• Startups with strong YAGBA structure succeed 

Examples: 

• M-Pesa 

• Zipline 

• M-KOPA 

• Paystack 

• Flutterwave 

These share: 

• High urgency problems 

• High frequency usage 

• Clear willingness to pay 

• Startups with weak YAGBA structure struggle 

Examples: 

• Jumia 

• Konga 

• Kobo360 

• Farmcrowdy 

Common issues: 

• Weak willingness to pay 

• Thin margins 
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• Infrastructure dependency 

• Low urgency problems 

 

WHAT THIS MEANS FOR AFRICAN ECOSYSTEMS 

This insight is extremely important for ecosystem policy, especially in Sierra Leone. 

Many African startup programs focus on: 

• innovation competitions 

• startup grants 

• hackathons 

• incubators 

But they rarely ask the most important question: 

Is the problem strong enough to support a company? 

This is exactly the gap YAGBA fills. 

 

FRANCIS STEVENS GEORGE 

Francis Stevens George, Founder and CEO Innovation SL 

To learn more about The Yagba Problem Defination Framework, send an email to 

fsg@innosl.com 

I have published the first edition of the Book- “Yagba”- A Problem Defination Framework.  

https://www.amazon.co.uk/dp/B0GR5FKYN6 

mailto:fsg@innosl.com
https://www.amazon.co.uk/dp/B0GR5FKYN6
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