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Scaling SMB Merchant Acquisition 
Beyond Paid Channels

Objective: To build the Tamara Merchant Growth Network: a partner-led, 

community-powered, referral-driven SMB acquisition engine.

Positioning: From paid-led lead generation → to a repeatable merchant acquisition 

ecosystem.



Executive Summary
The acquisition engine: Tamara Merchant Growth Network combines merchant referrals, commerce 

ecosystem partners, category communities, local activations & WhatsApp-led onboarding.

Why it works: SMB merchants do not buy financial infrastructure only through ads. They respond to:

Growth lever Why it’s important

Peer proof “Businesses like mine use Tamara”

Trusted local partners POS, agencies, platforms, accountants, logistics

Business outcome messaging More sales, higher conversion, upfront settlement

Assisted onboarding Reduces KYB uncertainty and document friction

Expected impact: Higher-quality leads, stronger KYB conversion, lower dependency on paid 

media, and a scalable source of active SMB merchants.



Problem Diagnosis
Current challenge: Tamara has demand, but the SMB funnel has three structural leaks.

Funnel Issue Impact

Paid dependency Volume scales, but quality & CAC might fluctuate

Organic/programmmatic

underdeveloped
Few repeatable non-paid acquisition loops

KYB-stage drop-off
Leads show intent but fail to become onboarded 

merchants

Core diagnosis: This is not only a lead generation problem.

It is a readiness + trust + onboarding completion problem.



Funnel Stage What Happens Risk

Paid leads Merchant shows interest Lead quality might vary

Lead captured Merchant submits contact details Needs fast follow-up

Sales qualified Commercial team confirms fit
Some leads are not 

ready

KYB started Merchant begins onboarding Intent exists

KYB submitted Merchant submits documents Major drop-off point

Approved Tamara verifies merchant Operational dependency

Active merchant Merchant starts transacting Revenue begins

Current funnel challenge: Tamara is not facing only a top-of-funnel lead gen challenge. The bigger opportunity is 

improving the middle & lower funnel, especially the transition from merchant interest to completed KYB 

submission.

Key issue: A large share of SMB leads show intent but drop off before completing KYB. This suggests the problem 

is mostly driven by friction, uncertainty, missing documents, lack of urgency, or insufficient assisted onboarding.

The Core Bottleneck: Lead Intent Is Not Converting into KYB Submission



Strategic Insight

Implication: To scale SMB acquisition sustainably, Tamara needs an engine that not only generates leads, but 

also helps merchants move faster from interest to KYB completion and activation.

SMB acquisition in KSA is trust-led, community-led & proof-led. Merchants will most probably act when 

Tamara is positioned as a growth partner, not just a payment provider.

The insight
SMBs typcially ask 3 questions before onboarding:

1. Will this help me sell more?

2. Do businesses like mine trust this?

3. Is onboarding easy enough for me to complete?

Therefore:

The winning acquisition strategy should combine distribution + education + proof + assisted KYB.



Proposed Acquisition Engine: 
Tamara Merchant Growth Network

Instead of acquiring SMBs only through ads, Tamara can scale merchant acquisition through the people, 

platforms, and communities that SMBs already rely on.

The 5 pillars:

Pillar Execution

Merchant referrals Active Tamara merchants refer similar SMBs

Commerce partners Salla/Zid/Shopify agencies, POS providers, logistics, accountants

Category communities Fashion, beauty, electronics, home, social commerce

Offline activations Growth clinics, pop-ups, mall clusters, market roadshows

KYB concierge WhatsApp reminders, document support, sales follow-up SLA

Strategic shift:

From “capture leads” → “build acquisition loops.



Target Audience & Prioritization

Primary audience: KSA-based SMB merchants with active sales momentum but underdeveloped 

payment/conversion infrastructure.

Segment Examples Readiness Priority

High-intent digital SMBs o Salla, Zid, Shopify, Instagram sellers High 1️⃣

Hybrid retailers
o Physical store + social commerce/basic 

website
Medium 2️⃣

Offline-first SMBs o Store-led merchants needing education Lower 3️⃣

Priority test segment: Fashion, beauty, accessories, electronics & home/lifestyle sellers already 

selling online or through social commerce.

Why: High checkout friction, visual/social selling behavior, consumer demand for flexible payments, 

and clear need for conversion uplift.



Acquisition Flywheel

From Merchant Acquisition to Merchant-Led Growth: The goal is not a one-time campaign. The goal is to build a 

repeatable acquisition loop where every successful merchant helps Tamara acquire the next group of merchants.

Partner/
community 

source
Merchant 
growth 

clinic/category 
content

QR/WhatsApp 
signup

Lead 
Qualification

KYB concierge 
support

Merchant 
approval and 

activation

Referral + 
comarketing 

proof

More merchants 
from same 
community

Flywheel logic: 

Every activated merchant 

becomes a revenue 

source, proof point & 

future distribution node.



Experimentation Roadmap
Experiment Hypothesis Test Success Metric Decision Rule

o Merchant 

referral pilot

Active merchants 

generate higher-

quality leads

50-100 merchants 

with referral 

codes

Lead → KYB, 

KYB → active, Cost 

per active merchant

Scale if CPA beats 

paid by 20%+

o Category growth 

clinics

Education improves 

KYB intent

Fashion/beauty/e

com clinics

Attendance, QR 

scans, KYB rate

Repeat if KYB rate > 

paid baseline

o Commerce 

partner 

distribution

Ecosystem partners 

can source scalable 

leads

3-5 partners with 

landing pages

Partner leads, 

active merchants
Scale top 2 partners

o WhatsApp KYB 

concierge

Drop-off is friction-

driven

Automated + 

human KYB 

support

KYB completion, 

time to KYB

Roll out if drop-off 

reduces 15-25%

o Merchant proof 

landing pages

Segment proof 

increases conversion

Category landing 

pages
CVR, lead → KYB

Keep winners, cut 

weak segments

o Offline Retail QR 

activation

Physical clusters can 

generate qualified 

demand

Booths/pop-ups 

in merchant areas

Scan → lead, 

lead → KYB

Scale if cost/KYB is 

viable

Analysis available in the 

appendix



KYB Conversion Strategy
Goal: Turn high-intent leads into completed KYB submissions within 24-48 hours.

Friction point Fix

Merchant unsure if eligible o Pre-qualification form before KYB

Missing documents
o Arabic/English checklist by business 

type

Confusing process o WhatsApp guided journey

Low urgency
o Complete KYB within 24-48 hours 

for qualified merchants

Sales delay
o Commercial follow-up SLA within 2 

hours

Offline merchant needs help o Live onboarding desk at events

Drop-off unknown o KYB reason tagging in CRM

Conversion Principle: 

The faster we remove 

uncertainty, the 

faster SMB intent 

converts into KYB.



Measurement Framework

Stage Core metrics

Awareness/source
Partner leads, event attendees, QR scans, WhatsApp starts, referral link clicks, 

landing page visits

Lead quality
Qualified SMB lead rate, category fit, sales volume, online/offline presence, 

commercial team acceptance rate

KYB
Lead → KYB, KYB completion, time to KYB, drop-off reason, document completion 

rate, WhatsApp reminder conversion rate

Activation
KYB-to-approved merchant rate, approved-to-active merchant rate, first 

transaction rate, time to first transaction, active merchants after 30/60/90 days

Business quality
Cost per KYB, cost per active merchant, GMV, transactions/merchant, merchant 

retention, revenue per merchant, payback period, referral coefficient

North Star metric: Cost-efficient active SMB merchants generating quality GMV within 30-90 days.



Offline-to-Online Tracking
Tracking architecture:

Channel Tracking method

Merchant referrals o Referral code + merchant ID

Partner campaigns o Partner ID + UTM landing page

Events/clinics o QR code by event/category/location

WhatsApp onboarding o Click tracking + source tag

Sales follow-up o CRM owner + SLA tracking

KYB funnel o Stage-level drop-off tagging

Cohorts o Source → KYB → activation → GMV

Attribution principle:

Every offline 

interaction must 

enter CRM with a 

digital source tag.



90-Day Rollout & Scale Decision

Phase Timeline Focus Output

Build Days 1-15
o Select segments, partners, merchants, 

CRM tracking
Pilot engine ready

Pilot Days 16-45
o Run referrals, 2 clinics, 3-5 partner tests, 

WhatsApp KYB
First performance read

Optimize Days 46-70 o Double down on best segments/sources Lower cost per KYB

Scale Days 71-90
o Expand winning partners, cities, 

categories

Repeatable acquisition 

playbook



Scale only if the channel proves:

1. Lead quality is higher than paid baseline 

2. KYB conversion improves meaningfully 

3. Cost per active merchant is commercially viable 

4. First-transaction &GMV quality justify expansion

Scale Decision Criteria

Why this would work: 

This is not just a campaign. It is a repeatable acquisition engine that improves lead quality, reduces KYB 

friction, and compounds through merchant proof.

o Solves the real bottleneck: Focuses not only on lead generation, but KYB completion and activation

o Builds beyond paid channels: Creates partner-led, referral-led, and community-led acquisition loops

o Improves lead quality: Prioritizes KYB-ready SMBs with stronger commercial potential

o Reduces onboarding friction: Uses WhatsApp, checklists, sales SLAs & KYB concierge support

o Creates measurable offline-to-online funnels: Every event, referral, partner & QR source is trackable in CRM

o Compounds through merchant proof: Every activated merchant becomes a proof point, referrer & future 

distribution node



Appendix 1: Experimentation Framework

Merchant Referral Pilot

Hypothesis: Active Tamara merchants can generate higher-quality SMB leads than paid 

campaigns because of trust and proof.

Test: Give selected merchants a referral link/code and co-marketing incentive.
Success metrics: referred lead-to-KYB rate, KYB-to-active rate, cost per active merchant, referral volume.

Category Growth Clinics

Hypothesis: SMBs will mostly submit KYB when Tamara is positioned as a sales growth partner, not just a 

payment provider.

Test: Run fashion/beauty/eCommerce growth clinics with QR-based signup and live KYB support.

Success metrics: event attendance, QR scans, lead capture rate, KYB submission rate, activation rate.

Commerce Partner Distribution

Hypothesis: POS/eCommerce/agencies/logistics partners can become scalable lead sources.

Test: Partner with 3-5 ecosystem partners using co-branded landing pages and partner codes.

Success metrics: partner-sourced leads, lead quality, KYB rate, active merchants.



Appendix 1: Experimentation Framework

WhatsApp KYB Concierge

Hypothesis: KYB drop-off is mostly caused by friction, uncertainty, or missing documents.

Test: WhatsApp-based onboarding sequence with reminders, document checklist, and sales support.

Success metrics: KYB completion rate, time to KYB, drop-off reduction.

Merchant Proof Landing Pages

Hypothesis: Segment-specific proof increases conversion from lead to KYB.

Test: Create category landing pages with merchant use cases, ROI messaging & checkout conversion 

claims.

Success metrics: landing page conversion rate, lead-to-KYB rate, CAC by segment.

Offline Retail QR Activation

Hypothesis: Physical retail clusters can generate qualified merchant interest through local activations.

Test: Run pop-ups/booths in merchant-heavy locations with QR-to-WhatsApp signup.

Success metrics: scan-to-lead rate, lead-to-KYB rate, cost per KYB.



Appendix 2: Lead Quality / ICP Scoring

Suggested scoring criteria:

Lead Quality Signal Why It Important

Active online/social selling o Shows digital readiness

Category fit o Fashion, beauty, electronics, home/lifestyle are easier to activate

Monthly order volume o Indicates commercial potential

Existing checkout/payment pain o Higher need for Tamara

KYB document readiness o Predicts onboarding completion

Commercial team acceptance o Validates sales quality

The goal is not more leads. It is more KYB-ready merchants with activation potential.
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