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KEY MARKET FUNCTIONS ANALYSIS 
ACTIVITY GUIDE 
OVERVIEW 
NOTE 
This activity guide assumes that you have already defined a health need, assessed market 
performance, profiled your target consumer and mapped the value chain. 
 

 

Thus far you have conducted several analyses on the market around a given health need.  
Specifically, you have: 

• Identified the target audience to identify the population segments with the largest gap 
between use and need, 

• Assessed market performance to see how well (or poorly) health needs are being met 
across sectors, channels, product/service categories and geographic areas, 

• Profiled your target consumer to get a clearer picture of how they see the market, their 
journey, influencers and barriers, 

• Mapped value chains to identify the actors involved (or who could potentially get involved) 
in addressing the health need for your target consumers. 

The next step will build from this work to capture the perspective of players in the market to build 
an understanding of their capacities and incentives to serve the target consumer.  This will help 
you build the evidence base to allow you to understand why the market is failing the target 
consumer. 

When speaking with market players, it is important for you to have empathy and to try to 
understand their operating model.  What drives their business?  Why might a government agency 
not be able to sufficiently perform their role?  Why might market players not be able to effectively 
serve the target consumer? 

By conducting a key market functions analysis, you can: 

• Understand why existing players are not serving the target consumer, 

• Delve deeper into the capacity and incentives of players to see where there might be 
opportunities to engage them to serve the target audience, 

• Understand capacity and incentives of indirect players such as donors, policy-makers and 
regulators, 

• Find key constraints and problems where interventions could potentially deliver a 
significant benefit to the target consumer. 
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WHEN TO CONDUCT THIS ACTIVITY 
Market Function Analysis 

can be useful when: 
Market Function Analysis 

might be less useful when: 

• Developing a new strategy for a health 
area in your country as part of a new 
bid or new phase of a project. 

• Wanting to explore new business 
models to engage the target 
consumer.  For social enterprises, it 
may be helpful to understand where 
market constraints will impact our 
ability to be successful. 

• Existing interventions no longer 
produce satisfying results. 

• The market has not been analyzed for 
key market functions by PSI, or the 
analysis was performed 2 years ago or 
longer 

• This market has been analyzed for key 
market functions within the past 2 or 3 
years by PSI or partners.  Ideally 
existing analysis can be leveraged for 
input into a product/service portfolio 
strategy. 

• Your program already has clearly 
defined areas of intervention that do 
not need to be reviewed. 

• For annual marketing planning. 

 
TIME, RESOURCE AND STAFFING REQUIREMENTS 

Who will participate in this 
activity? 

Create a data analysis group that includes team 
members with different backgrounds: 

• Design Team 

• Technical Advisors (research, health area) 

• Marketing Advisors 

• Operations 

• Other departments as required 

• Outside consultants (optional) 

• Representatives of other players in the space 
(e.g., manufacturer or distributor 
representatives, colleagues from the Ministry of 
Health, and donor representatives – if possible) 

 

Who time and resources are 
required? 

The process should take roughly half a day. 
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INSTRUCTIONS 
GOAL 
During this activity, you will map the key functions in a market using prior research, team 
knowledge and interviews with market players.  Use the guidance on critical functions below to 
build out a picture of the market.  You should also then go speak with market players to 
understand their business model and the capacities and incentives that might allow or prevent 
them from serving the target consumer. 

OUTPUT 
We often can use the Production-to-Use Matrix to collate findings from the analysis.  The 
production-to-use matrix is a tool that provides a summary of functions by market players.  
Functions are listed in rows and key players in columns so that each cell then represents a 
specific function as it relates to a market player.  Teams can then use this tool to traffic-light the 
functions and players to zoom in on areas where the market is failing. 

For example, a team may find that providers cannot adequately perform their role in prescribing a 
treatment because there are no standard treatment guidelines.  Alternatively, the lack of an 
effective coordinating body, such as technical working group, may mean that efforts are across 
market players are haphazard, disjointed or lacking in coherence. 

The completed matrix will help you: 

1. Recognize where players do not have the capacity and incentives to serve the target 
consumer, 

2. Articulate the role and impact of indirect players such as policy-makers, donors and 
regulators, 

3. Provide a high-level snapshot of the market and key functions that highlights where 
functions are failing. 

The production-to-use matrix can be adapted for your market and for your project and it will rarely 
be necessary to build out the full production-to-use matrix for a project.  Your team may decide to 
focus on key elements where you suspect there are problems, or you may choose to focus on 
specific players and build out the matrix over time. 

For example, if you are working on a Social and Behavior Change (SBC) intervention and you do not 
have much time, you might focus on gathering expertise from key players in the Ministry of Health.  
Similarly, you may not be in a position to obtain the perspective of global manufacturers or policy-
makers.  In these cases, you should engage the global teams to see if they have knowledge that 
might be helpful. 
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NOTE 
The process of mapping findings to the production-to-use matrix will be much easier to 
populate if research and interview findings are coded in a manner that is consistent with  
the matrix. 

 

 

CRITICAL FUNCTIONS 
For markets to effectively meet consumers’ health needs, a number of critical functions need to 
be performed. 

During this analysis, you will interview players in the market to see how well key functions are 
being performed.  You will then map this information to the product-to-use matrix in order to 
zoom in on the areas of the market that are failing.  Are players effectively performing these 
functions?  Are the functions absent, being performed by the wrong player, or being performed in a 
sub-optimal way? 
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CRITICAL FUNCTIONS THAT NEED TO BE IN PLACE IN MOST HEALTH MARKETS: 

Product Are the products/services available on the market appropriately 
designed and adequate to meet the health need? 

Price Are the products/services priced affordably for the target populations 
while providing actors sufficient incentive to provide them? 

Place Are the products/services readily available through a number of 
different channels and in places consumers would normally go to look 
for them? 

Promotion Are consumers aware of the product/service, it benefits and where to 
access it?  How extensive and effective are efforts to generate 
demand? 

Information There must be a free flow of timely, accurate and helpful information 
between all market actors.  Do players in the value chain have access 
to market intelligence?  Do they understand the market size and 
trends? 

Coordination All actors must work together effectively throughout the value chain, 
often per the direction of a coordinating organization.  Do technical 
working groups exist and are they functioning well?  Are other players 
serving this role? 

Guidance Do players have guidance to help them in their job?  This will often 
consist of Standard Guidelines adopted by WHO and at the country-
level.  Are guidelines sufficient or are there gaps that need to be filled? 

Quality Assurance Products and services must meet international standards for quality.  
Products and services should also routinely be tested and inspected 
for quality. 

Financing Sufficient financing must exist through donors, national financing, 
insurance schemes, or out-of-pocket expenditure to pay for 
products/services.  Additionally, financing needs to be sufficient to 
support the work of actors in delivering solutions to the consumer. 

Labor / Production 
Capacity 

Each actor must have sufficient labor resources to fulfill their function.  
Providers (doctors, pharmacists) must be knowledgeable and well 
trained to deliver products and services to consumers. 

Policy Government policies should support access to a product and service.  
They should also effectively govern the marketplace and incentivize 
players where necessary. 

Regulation Sufficient regulation must be in place to ensure that products and 
services meet minimum standards.  Processes should be clear and 
not overly burdensome. 

Taxes / Tariffs Taxes and tariffs must be reasonable, enough to sustain government 
involvement but not so much as to prevent effective solutions from 
reaching market.  Where necessary, health programs should access 
VAT exemptions to make products/services more accessible. 
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COLLECTING INFORMATION 
Before starting on the Production-to-Use Matrix, you should review your outputs from the Define 
the Health Need, Assess the Market and Profile Target Consumer steps.  Map the information 
that you know and then decide on which players you should engage to gather additional 
information.  We recommend speaking with key players in government as well as direct market 
players that have significant reach. 

1. Start with what you know!  PSI’s teams bring deep insights and intimate knowledge of 
a country’s value chain.  Mine program data and knowledge from your marketing, 
sales & distribution, service delivery and outreach teams to take a first stab at 
documenting the market functions.  You may be surprised at the quality of the first 
draft your team can produce! 

2. Do a desk review: Find out whether any literature reviews of the market already exist.  
Building on existing work will save you time and resources you would otherwise spend 
on conducting your own literature reviews or primary research.  Common sources of 
information include the World Health Organization (WHO), partner organizations, and 
Market Research Organizations such as Business Monitor International (BMI), Nielsen, 
IMS Health, or Euromonitor.  Additionally, you will want to review any guidelines and 
policies related to your specific country context. 

3. Primary Research: Go talk to market players, including both direct (importers, 
distributors, wholesalers, pharmacists and/or retailers) and indirect (policy makers, 
regulators, donors and your colleagues in the Ministry of Health and Finance) players.  
These key players can tell you about the motivators and barriers they face in 
performing their respective market functions. 

o Direct market players: Find out what drives their business.  What factors influence 
profitability?  What do they think are the major issues in the market?  What 
prevents them from effectively serving the target consumer?  Do they have the 
skills and capacity to perform their functions? 

o Indirect market players: What functions are they performing inadequately or not at 
all?  What are their objectives and key drivers?  What do they see as the major 
challenges in the market?  Do they have the skills and capacity to increase access 
for Sara? 

To make analysis easier, you should record interviews where possible.  A recording 
will allow others to also analyze the player’s perspective.  Recordings are also used to 
gather quotations that capture insights. 

HOW DO YOU KNOW WHEN YOU HAVE ENOUGH INFORMATION? 
Think about what decisions need to be made about where PSI should ultimately concentrate its 
interventions, and what information about the market’s performance is needed to make those 
decisions.  Work with your technical, marketing and research colleagues to agree on how much 
information is feasible to gather yet still enough to guide decision-making.  Focus on the most 
important areas and collect as much information within those areas as possible. 
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HOW MANY PEOPLE DO YOU NEED TO INTERVIEW? 
What segments of market players do you need to capture?  Are there a small number of 
distributors who have large influence?  Go speak to them.  If you are looking at a segment of 
market players that are closer to the target consumer (e.g. pharmacists), you might want to 
segment the players by traits such as geography, type (e.g. chain, independent), or other factors.  
In general, adequate coverage of a segment of market players will require at most 5-8 interviews. 

 

CODING INFORMATION 
To help you analyze data from interviews more efficiently, you will want to code your interview 
transcripts and findings.  Coding is a technique for visually organizing qualitative data, to help you 
recognize and organize insights.  Use the production-to-use matrix to guide your coding 
definitions and adjust as needed.  Using qualitative coding software such Dedoose* can make it 
easier to incorporate your interview findings into your analyses. 

* Dedoose is an online software and multiple people can access the project data from different 
locations. 

ANALYSIS 
Bring your Design Team together and include some additional perspectives such as your health 
area research advisor or marketing advisor.  Be sure to include representatives from research, the 
health area, operations and sales and marketing.  Tap into other departments if the project 
requires it. 

You may also want to include external partners including manufacturer or distributor 
representatives, colleagues from the Ministry of Health, partners and donor representatives.  By 
including them now, you may find it easier to get buy-in at a later stage.  Alternatively, you might 
have your team take a first-pass and then involve external players in the validation of your 
findings. 

Let everyone know that the process should take approximately half a day. 

 

Conduct the analysis as follows: 

1. Organize the group into small teams and provide each with coded datasets for a given set 
of market players—manufacturers, distributors, pharmacists, providers, regulators, etc. 

2. Have each team review the coded data for their set of players. 

3. Ask the teams to record their findings and insights on sticky notes. 

4. Create a large representation of the production to use matrix on a large whiteboard or flip 
chart paper.  Work together with the group to place the sticky notes in the sector of the 
matrix where the insight is most fitting. 

5. Look for insights from different teams that are similar.  Draw color-coded dots on similar 
insights to allow you to see how types of insights are spread across the matrix. 
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6. Often you will see a pattern emerge as a constraint appears in many places along the 
value chain.  For example, if there is no regulation preventing substandard products, 
manufacturers may not be able to charge a price that would allow them to recoup 
investments in marketing resulting in a lack of demand generation activities.  Compare 
each repeated constraint across the value chain and try to determine where that 
constraint’s negative impact on the consumer is the greatest. 

7. Traffic-light the functions by the severity of the failure – green functions are adequate, 
orange functions are failing but have limited impact, red functions are failing and have 
large impacts. 

8. Work with the group to summarize the themes drawn from the insights. 

 

CONCLUSION 

 

Summarize your findings in the Keystone Project Presentation template, with a 
short explanation based on the data you gathered, and include supporting 
documentation in your project folder.  Then return to the Keystone Manual and 
continue with the next phase. 
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