
1 Introduction

1.1 Mobilizing Customer-
Oriented Business Processes

Technological advancements in mobile
communications enable new ways of doing
business [Feld00, 26; StGi03], often re-
ferred to as “mobile business” or “mobile
commerce”. While Turowski/Pousttchi do
not distinguish between the two but rather
use the term “mobile commerce” [TuPo03,
3], Lehner and Zobel define “mobile busi-
ness” as the application of mobile technol-
ogies to improve or extend business pro-
cesses and open new market segments and
distinguish it from “mobile commerce”.
Here, the latter is rather a subordinate field
of mobile business, focusing of the hand-
ling of transactions [Lehn03, 6–8; Zobe01,

2–3]. In this paper we will follow the un-
derstanding of Lehner and Zobel and con-
centrate on the application of mobile tech-
nologies to support customer-oriented
business processes.
The research field dealing with the inter-

action of businesses with their customers
and the related back-end processes within
the businesses, such as marketing, sales and
service processes, has often been referred
to as customer relationship management
(CRM) or, when supported by internet
technologies, e-commerce CRM (ECCRM)
[RoFj02; RoFj03]. Within CRM, Gebert
et al. have identified major CRM processes
in the fields of marketing, sales and service
[GeGe03]. They classify these processes as
knowledge-intensive processes, managing
knowledge for customers (e.g. knowledge
about products and services), knowledge
from customers (e.g. customer experience

with products and services) or knowledge
about customers (e.g. knowledge about
customers’ preferences and histories).
An empirical analysis addressing 1,000

subjects with CRM responsibility in large
companies (82% with a revenue > a 100
million) and 89 respondents (9%) was con-
ducted in the authors’ research team. 8% of
the respondents indicated that they already
have a mobile CRM solution, further 22%
are currently working on a mobile CRM
solution and 30% are planning to do so
[DoSa04]. Combining the concepts of
CRM andmobile business allows new types
of interaction between companies and cus-
tomers. To leverage investments in informa-
tion technology (IT), the investment has to
be aligned with the business strategy
[BaTr86; HiBr94; WeBr98; WeSu02;
BrHi00]. Hence, companies face the ques-
tion how to select the right investment to
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Strategy Alignment of Mobile Solutions
in Customer-Oriented Processes

Executive Summary

This article analyzes the alignment of investments in mobile technology according to corpo-
rate market strategies. A framework for corporate market strategy is adapted from current
literature. The core findings are:

& Companies focusing on price should support business processes where points of creation
and points of action differ for the information handled in the process.

& Companies focusing on customer intimacy should support business processes where the
customer can be served in spontaneous situations, where the customer has an immediate
need for support.

& Companies focusing on product quality generally find it difficult to implement mobile
business processes supporting that strategy directly.

& Companies focusing on accessibility should support business processes for their commu-
nication channels to extend customers’ access to their service to mobile environments.

& Companies focusing on innovativeness should support business processes with a high ex-
ternal visibility.
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support their business strategy and how to
identify potentials which can be exploited
using new communication and transaction
channels. Depending on the strategic pre-
mises different alternatives of mobilizing
customer-oriented business processes must
be chosen [WeVi02]. The goal of this paper
is to provide assistance in making this deci-
sion.

1.2 Research Goals and Structure

In this paper we show interdependencies
between the strategic premises and the pro-
cesses selected for being supported by mo-
bile technology. We explicitly do not ana-
lyze the process of defining the strategy
but rather rely on existing work of strategy
research. Therefore we answer the ques-
tions:
& What are the typical characteristics of

business processes chosen for mobile tech-
nology support?

& What are the interdependencies between
these characteristics and the companies’
market strategy?

First, section two gives an overview of ex-
isting research in the field of mobile busi-
ness, CRM and strategic management and
identifies the gap of customer focused re-
search the authors see. In section three we
briefly describe seven cases, where compa-
nies have successfully introduced mobile
solutions to support business processes in
alignment with their strategic positioning
towards customers. In section four we de-
rive a set of five different strategic goals
which are specifically focused on the com-
pany’s interaction with the customer and
apply this classification to the analyzed
cases. We analyze the selection of processes
for the support by mobile technology in
the cases and identify the relationship be-
tween the strategic premises according to
the framework of [CrMa01] and [TrWi94].
This results in typical properties which
qualify processes for mobilization. Sec-
tion 5 finally summarizes the findings and
gives an outlook on further research to be
done in this field.

1.3 Research Methodology

Our research approach follows the concept
of case study research as described by
[Eise89; Stak95] and [Yin02]. The cases (see
section 3) have been selected from available
published material, in case of the Helsana
health insurance the authors have been in-
volved in-depth through a long-term re-
search partnership. Selection was based on

the following criteria: a) availability of in-
formation about the company’s strategic
orientation towards customers, b) the case
deals primarily with the introduction of
mobile technology (be it cellular, synchro-
nization, or other) and c) the process(es)
affected by the introduced technology is a
customer-oriented business process as de-
fined in the process model developed by
the authors’ research team and described in
[GeGe03]. Data was collected by analysis
of the published available material about
the projects and the companies in general
as well as by semi-structured interviews
with employees involved in the projects.
Only the core aspects from the previously
published cases are summarized in this pa-
per.
The data from each case was analyzed

following the strategy suggested by
[Yin02]. The analysis had the primary ob-
jective of understanding the process selec-
tion and the influence of the corporate
strategy in this process. The findings final-
ly have been integrated into a generaliza-
tion of strategy’s implications for the pro-
cess selection and design.

2 Research Directions

2.1 Mobile Business

The research development in mobile busi-
ness and mobile commerce can be com-
pared to the development in electronic
business and electronic commerce. It can
be structured into multiple stages. The first
stage begins with the technological founda-
tion in IT and infrastructure. It is followed
by simple consumer-focused application
and service concepts along with business
models for technology and base service
providers. These applications and services
are being advanced further, until they reach
a maturity level appropriate for business
use. Finally, the technology is applied to
support business processes and entire busi-
ness models for businesses other than tech-
nology and base services are developed.
The shift of focus from simple applications
for end-consumers to advanced applica-
tions for businesses is a condition that hints
for mobile technologies to be disruptive
technologies in the sense of [Chri97]:
“technologies [that] underperform estab-
lished products in mainstream markets
[. . .] but [. . .] have other features that a few
fringe (and generally new) customers value.
Products based on disruptive technologies
are typically cheaper, simpler, and, fre-

quently, more convenient to use” [Chri97,
xv]. Funk analyzes this issue in great detail
[Funk03].
The subject of mobile business and re-

lated subjects have gained a substantial in-
terest in the research community, which
can be seen in the emergence of new jour-
nals focusing on this particular subject (e.g.
the International Journal of Mobile Com-
munications or the International Journal of
Mobile Computing and Commerce), con-
ferences explicitly dedicated to the subject
(e.g. the International Conference on Mo-
bile Business sponsored by the IEEE being
held for the fourth time in 2005) or special
issues of well established journals in the
field of information systems (IS) (see
[UrVa03; MyDo03; LiWe04]).
Current research has certainly passed the

merely technology focused stage, even
though advancements in technology are still
a subject [e.g. TuPo03; FrRo04]. Consumer
applications and services are well estab-
lished and drive impressive markets
[Funk03, 20]. Past and current research is
further advancing this field as well [Figg01;
SiWo01; Paav02; Figg02; FiSc02; Reic02;
Tara03; AmFi03; MaRo04; Rann04].
Despite the accepted importance of strat-

egy alignment of IT investments [BaTr86;
Weil92; Bryn93; HiBr94; BrHi00; WeSu02;
WeVi02; KoDe04] there is only little re-
search addressing the strategic aspects of
applying mobile business [Clar01; Sade02;
AmRe03]. Even fewer research addresses
strategic potentials of mobile business to
businesses whose core competencies are
outside of the technology or base service
field, such as financial service providers
[LoJe04].

2.2 Customer Relationship
Management

The origins of CRM can be traced back to
the management concept of Relationship
Marketing (RM) [Levi83]. Relationship
Marketing is an integrated effort to identi-
fy, build up and maintain a network with
individual customers for the mutual benefit
of both sides [ShCh92, 34]. RM is of lar-
gely strategic character and lacks a holistic
view on business processes, although they
are regarded as important [PaSh00].
Advances in IT had a significant influ-

ence on CRM, focusing mainly on the in-
formation systems layer in the past. The
goal was to support the existing isolated
approach of dealing with customer rela-
tionships. With the CRM philosophy aim-
ing at creating an integrated view of the
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customer across the enterprise, these sys-
tems were connected and today form the
building blocks of comprehensive inte-
grated CRM systems.
We consider CRM to view the customer

relationship as an investment, which is to
contribute to the bottom line of the enter-
prise. The design and management of cus-
tomer relationships is to strengthen the
competitive position of an enterprise by in-
creasing the loyalty of customers. While
this extends beyond the use of IT, IT is still
an important enabler of modern CRM.
Apart from the strategy oriented concept

of RM and systems oriented concepts, there
are several CRM approaches with special
focus on business processes [ScTh00].
However, these approaches are based on
the separation of the functional areas of
marketing, sales and service, which by itself
does not provide a cross-functional process
view.
CRM processes typically require not

only transactional data, which can be auto-
matically collected and stored in relational
databases, but also a significant amount of
knowledge. Also, CRM processes are typi-
cally complex and only structured to a cer-
tain extent. Hence, they can be considered
knowledge-intensive processes [EpSe99].
Besides developing an integrated view of
CRM processes, it is therefore critical to ad-
dress the management of knowledge flows
from and to the customer across all commu-
nication channels as well as to enable the
use of the knowledge about the customers.

2.3 Customer Focus in Mobile
Business

[Paav02] introduces a value chain of mobile
commerce (see figure 1). It begins with net-
work infrastructure providers, providing
e.g. cellular networks, internet connectiv-
ity, etc. On the second stage mobile com-
merce technology (such as payment solu-
tions, security solutions, etc.) is built on
top of the network infrastructure, players
on this stage are software vendors, transac-
tion clearing centers, etc. Thirdly, content
for mobile commerce is provided by busi-
ness who want to sell their products and
services via a mobile channel (e.g. music,
ringtones, mobile banking) and the content
is managed by content aggregators (such as
news services, etc.). Finally an interface to
the mobile commerce is provided e.g. by
mobile portal providers. For each stage in
the mobile commerce value chain, Paavilai-
nen explains strategies and business models
showing opportunities for market players.

Paavilainen’s value chain does not cover
the recipient of the output of the value
chain, e.g. individuals using mobile services
such as banking or businesses using mobile
technology to improve and extend the way
they are doing business. Here lies the focus
of this paper.

2.4 Strategic Frameworks

A substantial amount of research has been
done in the field of business strategy or
strategic management. While many of the
foundational works have been developed
in the 1960’s through the 1980’s [Chan62;
Anso65; Anth65; Anso69; Andr69;
Chan77; Port79; Mint80; Wern84; Mint87;
Port96; Port98], it has been argued how far
these frameworks are still helpful in facing
today’s business challenges. [CuAn04] ana-
lyze this in detail and come to the conclu-
sion that the traditional frameworks are
somewhat helpful still, but need to evolve
to handle today’s multi-dimensional strate-
gies. [HaMa00; RuIn99; RuZe00; RuLe04]
and [CoDa00] suggest a stronger focus on
the customer. [LuSe03] go along with this
argumentation suggesting a contextual
marketing strategy.
Crawford/Mathews break the customer

strategy concepts down to an operational
applicability and describe the strategic as-
pects of customer focus for business strat-
egy [CrMa01]. In an empirical research ad-
dressing 5,000 American consumers, they
find that consumers don’t simply look for
lowest prices, best products and best ser-
vices, but rather have a desire for more
complex values (rather than simple value).
They discovered the following five attri-
butes which customers demand and suc-
cessful companies focus on [CrMa01, 23]:
& Price

Customers want a transparent, fair price
(not necessarily the lowest price).

& Customer Service
Customers want a hassle-free fulfillment
of their basic needs and want to be re-
cognized as individuals.

& Accessibility
Customers want simple access to the
products, including clearly distinguished
products and clear channels to interact
with businesses.

& Customer Intimacy
Customers want a unique experience in
the interaction with businesses, i.e. they
want personalized offers and they want
to be treated as a human individual.

& Product Quality
Customers want an overall good pro-
duct, not necessarily the single-one best
product, but the best value for their
money.

Crawford/Mathews point out four levels
to which a company can perform concern-
ing these attributes [CrMa01, 26]. These
range from level 0, where a customer
avoids the company, level 1, where a custo-
mer trusts the company for everyday busi-
ness, level 2, where a customer prefers the
company over others to level 3, where the
customer only accepts this company, even
if it means e.g. waiting for a product not
yet shipped.
Crawford/Mathews suggest that reach-

ing level 3 in all attributes is unrealistic.
They propose the successful strategy to be
selecting one attribute to focus on to
achieve level 3 (dominant position in the
market), to focus a secondary attribute to
reach level 2 (differentiating from competi-
tors) and to maintain level 1 (market aver-
age) on the remaining 3 attributes [CrMa01,
33].
In a different study analyzing multiple

cases from market leaders in several
branches (such as Casio, Kellogg’s, FedEx)
[TrWi94] identify the following three main
strategic goals [TrWi94, 29]:
& Operational Excellence

Focus on the combination of quality,
price and ease of purchase, without
being exceptionally innovative in pro-
ducts or customer service.

& Product Leadership
Focus on exceptional innovation in pro-
duct features.

WIRTSCHAFTSINFORMATIK 47 (2005) 1, S. 17–24

Network
M-Commerce

Technology
Content Interface

?

Network
M-Commerce

Technology
Content InterfaceNetwork M-Commerce

Technology Content Interface

?

Figure 1 Mobile Commerce Value Chain [Paav02, 53]
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& Customer Intimacy
Focus on the intimate one-to-one rela-
tionship to the customer.

Combining the results of Crawford/Math-
ews and Treacy/Wiersema it becomes ob-
vious that the aspects of “Product Quality”
(Crawford/Mathews) and “Product Lea-
dership” (Treacy/Wiersema) as well as
“Customer Service” and “Customer Inti-
macy” are almost identical in concept.
Further more, the aspect of “Price” (Craw-
ford/Mathews) is included by “Opera-
tional Excellence” (Treacy/Wiersema).
Thus the list of attributes can be consoli-
dated to
& Price
& Customer intimacy
& Product quality
& Accessibility

3 Case Studies

In order to identify interdependencies be-
tween corporate market strategy (following
the framework explained above) and the
selection of business processes to be sup-
ported by mobile solutions, we analyzed
seven cases. As mentioned in section 1.3,
the cases have been published before and
the analysis was mainly based on the pub-
lished material. In the following each of the
cases will be briefly summarized, pointing
out the aspects of most relevance to our
analysis. For further details about the cases,
please refer to the original publications.
For each of the cases, we briefly describe
the company background, followed by the
specific challenge that lead to the introduc-
tion of a mobile solution to support a busi-
ness process. We also briefly describe the
implemented solution and the characteris-
tics of relevance for our analysis.

3.1 Helsana / Progrès –
Mobile Premium Calculator

Company Background
Helsana (http://www.helsana.ch) is the lar-
gest health insurance provider in Switzer-
land with about a 2.5 million annual pre-
mium yield (2002). Its brand Progrès
(http://www.progres.ch) represents afford-
able offerings for young customers. The
brand strategy focuses on maximum avail-
ability and competitive prices.
Challenge
& There’s only a short time frame for con-

tract switching, thus high marketing ef-
forts by all competitors overload the
customers’ perception.

& Customers show a high price sensitivity
and low interest in the product itself
thus they need a spontaneous and in-
stant trigger.

Solution
Customers can retrieve an offer for a Pro-
grès insurance within 1–2 seconds via
SMS, allowing Helsana to
& increase the visibility of its brand against

the intensive activities of competitors
& emphasize the innovative image of the

Progrès brand and
& leverage the situational context once the

customer is focused on the offer by
other marketing activities (18,000 re-
quested premiums resulted in 10,000
calls into the customer call center and
3,500 contract closures in 2003).

For further details about this case, see
[ReSc03] and [ReSc04].

3.2 Eneco – Mobile Field Force

Company Background
Eneco (http://www.eneco.nl) is a Dutch
energy supplier with about a 2 billion an-
nual turnover (2002). The corporate strat-
egy aims to achieve customer loyalty by
supplying a high level of customer service
and a reliable energy supply at affordable
rates (i.e. in this case competitive price).
Challenge
& Field force agents have no access to cru-

cial information while in the field.
& Customers’ issues can’t be resolved im-

mediately due to lack of information.
Solution
Agents are provided with a PDA-based
mobile application connecting them to the
corporate IT via a mobile middleware
module. This improves customer service
by
& allowing for real-time processing of bill-

ing-relevant data collected by agent,
& better coordination of and information

supply for agents on-site and
& more visited customers per agent and

higher on-site solution rate.
For further details about this case, see
[LeFr04, 18–20].

3.3 SOS Médecins –
Mobile Medical Service

Company Background
SOSMédecins (http://www.sosmédecins.ch)
is an initiative of more than 50 doctors in
the Geneva region, providing medical
treatment at home, in emergencies and
otherwise. SOS Médecins’ strategy focuses
on best possible medical service (i.e. in this

case product quality) and maximum avail-
ability.
Challenge
& Doctors have no direct access to the pa-

tient’s records, thus need time-consum-
ing calls to the central office instead of
treating patients.

& The scheduling of doctors’ routes
proves inefficient due to lack of location
information.

& The travel routes of doctors prove inef-
ficient due to lack of navigational sup-
port.

Solution
By providing doctors with a PDA-/GPRS-
based solution, secured via VPN technol-
ogy, SOS Médecins provides doctors with
most current patient records and naviga-
tion support as well as optimized the sche-
duling efficiency and thus achieved to
& increase the time each doctor can effec-

tively treat a patient,
& decrease the delay between the patient’s

call and the doctor’s arrival and
& improve medical treatment itself.
For further details about this case, see
[LeFr04, 54–56].

3.4 Gossard G4Me –
Mobile Marketing

Company Background
Gossard (http://www.gossard.co.uk) is a
manufacturer of lingerie products. Gos-
sard’s strategy focuses on a strong, intimate
bond to customers in the market for string
thongs by shifting the brand image to-
wards the self-image of their primary target
group: young, modern women and on a
premium, luxury product.
Challenge
& To position the Gossard brand in a mar-

ket for products with a strong personal
bond requires an in-depth knowledge
about customers.

& This conflicts with the goal of a non-in-
vasive, opt-in and privacy-preserving
marketing campaign.

Solution
By launching marketing campaigns and
providing give-aways such as coupons to
respondents via SMS Gossard could build
up a database with high-quality and de-
tailed information about customers in their
target group. Thus, Gossard has succeeded
in
& gaining an in-depth understanding

about their customers’ desires
& building a means to address customers

for personal products on a very personal
channel/medium such as a cellular
phone and
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& boosting the affectivity of traditional
marketing campaigns such as TV spots
with an interactive element, reaching an
eight months sales target in just eight
weeks.

For further details about this case, see
[LeFr04, 72–73].

3.5 Verizon – Mobile Sales Force

Company Background
Verizon (http://www.verizonwireless.com)
is the largest wireless telecommunication
provider in the U.S., serving about 39 mil-
lion customers generating an annual reven-
ue of $ 22.5 billion (2003). Verizon’s strat-
egy aims at show its ability to innovate
while providing the best service in consult-
ing their business customers according to
their particular, individual needs.
Challenge
& In an innovative field like mobile busi-

ness, Verizon needs to demonstrate abil-
ity to deliver innovative solutions.

& To maintain the solutions’ innovative-
ness Verizon needs to reduce time-to-
market for its products and services as
much as possible.

Solution
Verizon equipped its own sales force with
mobile corporate data access, e.g. to its
CRM application, and thereby
& improved customer service and consult-

ing due to better and more pro-active
information availability for sales agents
and

& improved its visibility as an innovator
by demonstrating wireless solution
know-how on-site.

For further details about this case, see
[LeFr04, 36–37].

3.6 Novartis – Location-Based
Information for Customers

Company Background
Novartis (http://www.novartis.ch, http://
www.novartis.co.uk) is a Swiss pharmaceu-
tical manufacturer with $ 24.8 billion an-
nual turnover and $ 5 billion annual profit
(2003). Novartis’ Consumer Health busi-
ness unit positions itself as an innovative
company having a positive impact on peo-
ple’s lives (i.e. customer intimacy), making
available the right information at the right
time (i.e. accessibility).
Challenge
& Novartis wants its brand to be seen as a

partner helping lower the burden of al-
lergies in everyday life.

& The “Aller-eze” product should be seen
as the main product in the anti-allergy

(especially hay fever) market, i.e. custo-
mers’ creating the association between
the two intuitively.

Solution
To introduce the new anti-allergic product
“Aller-eze” Novartis’ British affiliate
launched a mobile marketing initiative. By
offering a subscription service providing
patients with timely, location-specific al-
lergy warnings and hints for patients, No-
vartis succeeded in
& “Aller-eze” being perceived as a partner

providing daily support, easing the pain
of allergy patients

& emphasizing the innovative image of
Novartis as a whole.

For further details about this case, see
[LeFr04, 74–75].

3.7 Lotto NL – Mobile Gaming

Company Background
Lotto NL (www.lotto.nl) is a publicly
owned lottery service in the Netherlands.
Its strategy is to cover the entire market
with a mix of service channels, providing
anywhere-anytime access to lottery services.
Challenge
& A high market saturation in traditional

channels requires an exploitation of new
market segments/channels to allow for
revenue growth.

Solution
By allowing customers to take part in lot-
tery games via SMS Lotto NL
& lowers customers’ efforts to take part in

lottery games and thus engages more
customers and

& leverages and enhances the traditional
marketing activities such as TV spots by
providing instant access to its services.

For further details about this case, see
[LeFr04, 34–35].

4 Strategy’s Implications for
Process Selection and Design

Looking at the cases of Verizon, Helsana/
Progrès and Gossard, we identified an at-
tribute to include in addition to the ones
listed in the framework as introduced in
section 2.4. These cases show that espe-
cially new technologies (such as currently
mobile technology) can be a means for
business to demonstrate innovative cap-
abilities. In current literature, we also
found approaches, suggesting innovative-
ness to be an important strategic attribute
of market strategy [MiRo03; KiMa99].
Thus, we added the attribute of innovative-
ness which can be supported by the appli-
cation of mobile business technologies.
This results in the following common stra-
tegic focus attributes/goals which make up
the strategic framework used for our analy-
sis:
& Price

Offering low, transparent and fair price
compared to the market.

& Customer intimacy
Offering hassle-free service on a perso-
nal level, establishing a one-to-one rela-
tionship with customers.

& Product quality
Offering the best product features in the
market.

& Accessibility
Offering simple, anytime-anywhere-
anyhow access to products.

& Innovativeness
Being perceived as an innovator or
early-adopter of new, innovative tech-
nologies.

Table 1 summarizes the prioritization of
these attributes across the analyzed cases;
applying the classification from Crawford/
Mathews of primary focus, secondary fo-
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Table 1 Overview of strategic focus in the analyzed cases

Price Intimacy Product Accessibility Innovation

Progrès g * * * g

Eneco g * * * *

SOS Médcins * * * g *

Gossard
G4Me

* * g * g

Verizon * g * * *

Novartis * * * g *

LottoNL * g * * *

Legend: * ¼ primary focus g ¼ secondary focus * ¼ no focus (market average)
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cus and no focus (i.e. the company pursues
market average performance).
Obviously, the focus on two attributes

constitutes the strategic framework which
determines on which business processes
and product features a company should fo-
cus its resources on. The following com-
mon aspects of the selection of processes,
depending on the strategic orientation, can
be observed.

4.1 Strategic Focus on Price

A strategy focused on competitive and
transparent price can be supported, when
business processes are mobilized in which
information is passed on and the point of
creation (PoC) and the point of action
(PoA) of the information differ. E.g. Eneco
could raise operational efficiency, and thus
lower operational costs, of their field force,
by supporting them with mobile devices,
which were connected and integrated with
Eneco’s billing system and other informa-
tion systems which provide them with in-
formation to help in solving customer inci-
dents on-site.

4.2 Strategic Focus on Customer
Intimacy

A strategy focused on customer intimacy
and the best customer experience can be
supported when business processes are
mobilized which support the customer in
spontaneous situations. Here she experi-
ences that the company is there to help and
provides knowledge for the customer when
she needs it. Also, the generation of perso-
nalized knowledge about the customer can
be well supported by mobile solutions,
since the devices used in such solutions,
such as cellular phones, usually have a
strong personal touch. E.g. Novartis could
support its customers with crucial informa-
tion, personalized to the location and aller-
gic profile of each individual customer.

4.3 Strategic Focus on Product
Quality

The analyzed cases indicate, that a strategy
focused on quality of product is hard to
support unless the product is either closely
related to mobile technology or is a knowl-
edge-intensive service product. E.g. Veri-
zon could support the product quality and
how this quality is perceived by customers
by showing its products and services on-
site via its own sales agents. The knowledge
aspect played an important role in the case
of SOS Médecins, where the product of

medical service has been greatly enhanced
by providing the doctor with complete and
current knowledge about the visited pa-
tient.

4.4 Strategic Focus on
Accessibility

A strategy focused on accessibility is prob-
ably the most obvious one to be supported
by mobile technology, even though again
the support of physical products seems to
be hard. A strategy focusing on accessibil-
ity should leverage mobile technology’s
potential to extend the communication
channels the customer can use to obtain a
service from a business to location- and
time-independent media such as cellular
phones. E.g. Lotto NL could extend its
reach to occasional gamblers, who were
not taking part in the lottery because of the
burden of having to obtain a lottery ticket
from a store or from an internet-connected
PC. By offering the purchase of lottery
tickets via cellular phones, customers can
now purchase lottery tickets anytime (i.e.
independent from office hours of points of
sale), anywhere (i.e. independent of where
the next point of sale is located at) and any-
how (i.e. it’s the customer’s choice via
which channel to purchase).

4.5 Strategic Focus on
Innovativeness

A strategy focusing on the demonstration
of innovativeness of a company can be sup-
ported by mobile business at least nowa-
days, when mobile technology has not yet
become a commodity. To support an inno-
vative image of a company the processes
obviously have to be externally visible, to
have an impact on the company’s image.
E.g. Verizon chose the sales agents because
they have immediate customer contact and
thus can best show Verizon’s ability to put
innovative products into operational use.
Also, addressing young customer market
segments can be well supported with inno-
vative marketing based on technologies
considered “cool” by these customers as
the cases Helsana/Progrès and Gossard il-
lustrate.

5 Conclusion and Further
Research

The analysis presented in this paper shows,
how the alignment of mobile business tech-
nology with corporate strategy can be

achieved, with special respect to business
processes in customer interaction. We have
identified five different strategic focuses
and explain which criteria the processes
should fulfill to provide the best support to
the corporate strategy when being mobi-
lized, thus promise to realize their full po-
tential (i.e. the best ROI of the related IT
investments).
Since the analysis so far is based on seven

cases, which are not representative for a
general target audience, the framework
should be further validated by further case
studies and quantitative empirical research.
Other aspects which should be addressed
by further research include a detailed
method for process selection, business pro-
cess redesign and technology selection to
provide businesses with a structured meth-
od how to achieve best effects with the ap-
plication of mobile business technology.
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Abstract

Strategy Alignment of Mobile Solutions in Customer-Oriented Processes

In this paper we analyze how companies define their strategy, especially how they interact
with and appear to the customer. Based on a framework of five goals in customer oriented
strategy, we classify seven cases. Analyzing the strategic premises and the processes chosen
to be supported by mobile solutions, we show interdependencies between the strategic pre-
mises and the selected processes, resulting in typical properties which qualify processes for
mobilization.
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