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1. Introduction - A summary of the mobile landscape… 

Following an investment of � 120 billion in 3G licenses and infrastructure by the larger 
European MNOs (Mobile Network Operators) the marketplace has been strewn with 
suppliers offering a vast variety of services in many different guises from mobile television 
to person to person video calling.  Some suppliers are still in operation but the vast 
majority have simply come and gone adding to the general state of confusion over what it 
is actually possible to achieve using a mobile handset. 

There are today a variety of different technologies and platforms that claim to offer User 
Generated Content (UGC), Community and Social Networking, Location-Based Services 
(LBS) and anonymous voice and video calling.  The reality is that whilst many of these 
technologies have been seen to work, their success has often been limited to providing a 
"good demonstration" only.  The proliferation of these offerings has resulted in confusion 
within the marketplace which has been further exacerbated by inflated forecasts from 
industry analysts of what the market will be worth in coming years. 

More recently we have seen the promotion of the mobile internet as the potential "silver 
bullet".  Whilst this offers the end user the ability to "read" many web based applications 
via the mobile it often fails to deliver the required "user experience" and is viewed by 
many as limited in scope and potential. 

As a major brand or community owner you may well be considering how or indeed why 
you should be considering mobilising and may well be seeking some guidance to help 
you through the fog.  For example:- 
 

·  How do we make money out of mobile? 

·  Where should we start? 

·  What should my mobile initiative deliver? 

·  Can we do it in-house? 

Mobestar have been building and delivering mobile applications for over four years and 
during that time we have learned many valuable lessons on the way.  We have created 
this short document as a practical guide to anyone considering mobilising their business. 
It may not answer all your questions immediately but it may well assist you in deciphering 
what is real and what still belongs in a PowerPoint presentation of future possibilities. 
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2. Six Steps to Mobile Success 

Now that you have begun to consider mobilising your brand you need to assess why you 
are doing this, what you hope to accomplish and how best to get started.  In our 
experience the organisations that get the best results from "going mobile" are those that 
develop a clear understanding of what they are seeking to achieve and a realistic set of 
expectations that they can use to measure how successful they have been in meeting 
their objectives.  In this way important lessons can be learned and use of the mobile 
channel can continue to expand over time to meet new requirements and respond to 
changing market conditions.  Over the past four years we have seen and worked closely 
with a number of organisations and believe that the roadmap outlined below represents 
a pragmatic and sensible approach that will provide you with the necessary direction and 
guidance to get started and will enable you to maximise the benefits of joining the mobile 
revolution. 

2.1. Establish the business drivers  

The very first thing you need to consider is what your business is aiming to achieve 
through the application of mobile technology.  It may be that you want to acquire more 
customers, generate more revenue, offer new services via the mobile phone or simply 
use it as marketing tool.  Listed below are some of the typical goals that may apply to 
your organisation. 

New New New New Customer Acquisition Customer Acquisition Customer Acquisition Customer Acquisition     
·  Use the mobile to target a younger demographic (e.g. 16 - 24 year olds) 

·  Actively promote new products or services 

IncreaseIncreaseIncreaseIncrease Customer  Customer  Customer  Customer Satisfaction and Satisfaction and Satisfaction and Satisfaction and RetentionRetentionRetentionRetention    
·  Improve customer experience  

·  Reduce customer churn  

·  Increase customer loyalty  

·  Complement existing web-based services with an integrated mobile portal 

Improve Advertising Effectiveness Improve Advertising Effectiveness Improve Advertising Effectiveness Improve Advertising Effectiveness     
·  Raise your company profile  

·  Use the mobile as a new marketing and/or advertising channel  

Increase Revenues Increase Revenues Increase Revenues Increase Revenues     
·  Acquire new customers 

·  Increase revenue generated by existing customers (ARPU) 

·  Offer new mobile-specific services e.g. mobile alerts and notifications 

Improve Business Efficiency Improve Business Efficiency Improve Business Efficiency Improve Business Efficiency     
·  Make it easier and/or cheaper to contact & be contacted by prospects and customers 

·  Offer customer support capabilities via the mobile 
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2.2. Consider potential solutions 

There are many different ways in which you can potentially utilise mobile technology so it 
is important to consider which approach or technique will be most appropriate for your 
business and best suited to helping you meet your business objectives.  Once you have 
established your key business drivers it's time to consider what type of mobile service will 
best enable you to meet your objectives.  It's likely that you may want to start small, 
effectively "putting your toe in the water" and then expand the capability or range of 
mobile services on offer over a period of time. 

Marketing or Advertising Marketing or Advertising Marketing or Advertising Marketing or Advertising SSSServiceserviceserviceservices    

The mobile can be used as a new channel of communication which can be employed to 
broadcast messages and/or offers to your prospects and customers.  The two primary 
styles of campaign that you may want to consider are:- 

i)  i)  i)  i)  Proximity MarketingProximity MarketingProximity MarketingProximity Marketing    

Proximity (or location-based) marketing enables you to deliver mobile content 
directly onto your customer's handsets whenever they are "near" a pre-designated 
physical location.  Proximity marketing utilises Bluetooth radio technology to send 
content directly to mobile handsets over short distances (typically up to 30m).  For 
example, at a sporting event you could send attendees a voucher or a coupon 
promoting a future fixture.  Similarly, at exhibitions or trade shows you might choose 
to send out details of a new product announcement to vistors who pass by your 
stand. 

ii)  ii)  ii)  ii)  Bulk SMS campaignsBulk SMS campaignsBulk SMS campaignsBulk SMS campaigns    

Bulk SMS campaigns enable you to send information to prospects and customers 
using standard SMS (text) messages.  Assuming you have access to a database of 
mobile phone numbers you can run outbound Bulk SMS campaigns to deliver simple 
text messages or rich content messages directly to your customers' handsets.  
Alternatively you might choose to advertise a new product or service in the press or 
on TV and invite people to "text-in" if they would like to receive more information.  
Auto-response SMS campaigns can then capture the mobile numbers of respondees 
and automatically send a pre-defined reponse message - either simple text or rich 
content. 

The common factor that links both of the above approaches is that there are costs 
involved in delivering these services which need to be budgeted for and factored into any 
"cost of sale" calculation.  To be clear, neither of these activities will directly generate 
revenue - they will cost you money to operate but that may well be acceptable provided 
the underlying goal (e.g. increased brand awareness, lead generation) is achieved. 

Premium SMS and Community servicesPremium SMS and Community servicesPremium SMS and Community servicesPremium SMS and Community services    

There are a broad range of capabilities and services that can be offered to your 
customers which have the potential to generate new revenue streams.  These are 
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explored in more detail below but the key factor linking these services is that your 
customers can be charged (in a variety of ways) for use of or access to them and hence 
you will be able generate incremental revenues directly from the mobile channel. 

i)  i)  i)  i)  Notification or Alerts servicesNotification or Alerts servicesNotification or Alerts servicesNotification or Alerts services    

Premium (reverse-billed) SMS is a powerful tool for providing "value added" services to 
your customers.  Reverse-billed SMS enables you to charge users for receiving 
information and hence generate new revenue streams for your organisation.  A typical 
application of this approach is to offer existing customers a notification service whereby 
you provide them with regular alerts containing pertinent information that they have 
previously expressed interest in receiving.  For example, an online dating service may 
want to offer their members the option to receive notifications whenever new members 
who represent a good potential "match" join the service.  Altenatively a bank may choose 
to offer their customers automatic notifications whenever an online payment is made or 
an overdraft limit is reached.  Clearly the possibilities for using this type of capability are 
endless and will ultimately depend on the nature of your business and the kind of 
information that is important to your customers. 

ii)  Mii)  Mii)  Mii)  Mobile Communitobile Communitobile Communitobile Community & Social Networking Applicationsy & Social Networking Applicationsy & Social Networking Applicationsy & Social Networking Applications    

If you already run an online community or provide a web-based social networking service 
the mobile represents another important channel that you could be offering to enable 
your members to keep in touch with one another whenever they are "on the move" and 
away from their computer.  It is a simple fact that there are already far more people in the 
world with mobile phones that with personal computers and this is a trend that is set to 
continue.  Furthermore, handset technology continues to get more sophisticated at an 
alarming rate which means that that an ever increasing number of people have access to 
the internet via their mobile phones.  It is now possible to provide a functionally rich 
mobile web experience which is tightly integrated with your existing web-service but 
which also has the ability to rapidly monetise itself and generate new revenue streams. 

2.3. Build or Buy? 

Once you have determined the type of service you want to launch the next decision that 
must be addressed is how you intend to actually deliver the new mobile capability.  In 
common with many other technology decisions the key choice that has to be made is 
whether to develop a mobile solution in-house (using internal IT resources) or to find a 
technology partner that has existing products and proven domain expertise.  Many IT 
departments will favour the "DIY" approach; however, the reality of the situation for most 
organisations is that internal IT departments are usually very short of resources and 
overladen with existing projects so the likelihood of achieving any short-term results is 
very slim.  Furthermore, delivering mobile services is a highly specialised field and 
expertise in this area is scare.  It is therefore very unlikely that your internal IT department 
will have the requisite skills and the learning curve to acquire them is steep.  For these 
reasons and others (e.g. high potential support costs) most organisations decide against 
an in-house development project and choose instead to find a suitable partner to 
implement their mobile services. 
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What doWhat doWhat doWhat do    I need to I need to I need to I need to look for inlook for inlook for inlook for in a  a  a  a mobilemobilemobilemobile    partnerpartnerpartnerpartner????    

This might initially seem like a daunting task given the large number of technology 
vendors to choose from and the bold claims that are typically made.  However, it is 
important to recognise that you will need a partner who can fully understand your 
specific objectives and provide you with a solution that not only works today but that can 
grow as your requirements change and you need to expand your range of mobile 
services.  We would therefore suggest that your checklist should include the following:- 
 

·  A modular range of mobile products that can address all requirements from the very simple to 
the highly sophisticated 

·  A feature rich, flexible white labeled solution 

·  A platform designed for integration with your existing on-line system(s) 

·  Flexible billing options e.g. subscription or event-based (Pay-As-You-Go) 

·  Automatic handset device management and optimisation 

·  A shared risk, revenue sharing business model or a license model 

·  A fully hosted, fully managed service 

·  Rapid global rollout capability 

2.4. Going Live - Launching the service 

Once you have selected a partner and agreed on the nature of the mobile service that 
you want to launch it is essential to plan carefully how, when and to whom you will 
launch the service.  In our experience it is highly advisable to phase the introduction of 
new services with an initial "soft-launch" to a restricted population which enables you to 
fine-tune the service and garner valuable feedback prior to the full commercial launch.  
No matter how well a new service or application is designed and tested internally, it is 
only by releasing it to "real" users that you will learn how it is likely to be received when it 
is made generally available.  In many cases, the feedback from the initial "soft-launch" 
phase will enable you to optimise the way a service works (potentially from a business 
flow or user-interface perspective) thereby ensuring that when you launch the service 
commercially both uptake and user acceptance will be maximised. 

2.5. Marketing and Selling your mobile capabilities 

As we have discovered creating and launching a mobile service for your customers is not 
an end in itself.  You are still going to have to get them to use it and use it more than 
once.  When you launch a mobile service you typically have one chance of capturing 
each user so if the user experience is poor you will lose them and their future referrals 
forever.  We have found that most successful brands are good at selling their services 
through the internet but when it comes to doing the same with mobile a different set of 
rules apply.  The following guidelines are by no means exhaustive but may well accelerate 
adoption of your mobile service:- 
 

·  Keep it simple - do not attempt to replicate every function from your website on the mobile.  
Select the functionality that is important to your customer and make sure they can use it with the 
minimum of key strokes 
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·  Make sure that your customers know you have a "serious" mobile offering.  It's no good adding a 
footnote on your website - you have to push the message with mobile based initiatives such as 
discrete marketing campaigns, SMS marketing, location-based and Bluetooth campaigns 

·  Spread the word - every satisfied user will be worth ten new customers to you.  Ensure that your 
early adopters tell their friends and incentivise them accordingly    

·  Make billing easy and flexible - if you are charging for the service ensure that payment is made 
easy in different flavours e.g. subscription and Pay-As-You-Go (PAYG)  

·  Make it compelling - users may be prepared pay � 20 per month to meet their partner of choice 
but would they pay the same to get a picture of their dog?   

2.6. What’s Next? 

After your mobile service has "gone live" and you have started to measure results it is time 
to consider how you will enhance and/or expand the service.  If you have started with a 
simple Bulk SMS marketing campaign it might make sense to experiment with delivering 
rich content and targetting a wider demographic.  Alternatively, if you have launched 
some flavour of mobile community service we would strongly recommend adding new 
features and capabilities on a regular basis to keep the service fresh and maintain user 
interest.  For example, a service which initially focuses on messaging and user-generated 
content could be enhanced by adding an anonymous calling capability which enables 
consenting members to communicate by voice or video call without ever having to reveal 
their mobile number to one another.  Furthermore, once a service has proven itself in 
one country or territory it makes perfect sense to then quickly roll it out to other countries 
after any requisite localisation of language and/or billing options has been completed. 
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3. Summary and Conclusions 

The path to mobilising your business is not as simple as MNOs and handset 
manufacturers would have you believe.  There are a host of technology and commercial 
issues that will need to be addressed and overcome before embarking on your initiative.  
First you should consider the following:- 
 

·  Why are you mobilising your business? 

·  What do you want to achieve by mobilising? 

·  How will you start to mobilise and in what areas? 

·  Is this a strategic or tactical play? 

Once these questions have been answered your initiative needs to be planned and 
costed accordingly with the same return on investment rules that you would apply to any 
other new venture.  Our experience suggests that the following guidelines may well prove 
invaluable:- 

 1)  Small steps may prove more effective than large ones - once your initial 
objectives have been achieved you can then decide to go for the "big bang" 

 2)  Establish your measurements for success early 

 3)  Specify your ROI (return on investment) requirements as a prerequisite 

 4)  Choose your partners carefully - the market is awash with "brochure-ware" 
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