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ABSTRACT

The convergence of the Internet with wireless telecommunications has
profound and pressing (implications for enterprises ranging from long-
distance carriersto record labelsto automakers. The fast-growing ability of
wirel essdevicestohandl eaweal th of data content aswel | asvoicetransmission
is opening the door to the creation of new products, services, markets, and
revenue streams. But in what prevailing form will mobile commerce—the
still-nascent effort to assemble and monetize the wir el ess | nter net—emer ge?
How will the vast potential variety of data-based. content be created,
aggregated, and profitably deliver edto bothindividual and bus nesscustomer s?
The essential tool for approaching these still-open questionsis value chain
analysis. Avaluechainisamap of the entire set of competencies, investments,
and activitiesrequiredito produce, deliver, maintain, and reap the proceeds
from a product or service. The profits and competitive advantages of
participation in‘a-given value chain reside dynamically within the chain,
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pooling at the positions of greatest value. (Thereturnsto the different forms
of participation in a value chain, particularly one as complex as mobile
commerce, are anything but equal.) This chapter presents and analyzes an
extended model of the unfolding m-commerce value chain. The goal isto
provide an effective tool for planning and executing relevant business
decisionsinthefaceof such complicatingfactorsastechnology migration, the
absence of market data, and inescapable constraints on organizational
resour ces. The analysis and recommendations are supported by data froma
survey with'wide participation conducted by the authors.

INTRODUCTION

How does abreakthrough technology, or abreakthrough combination of
formerly separatetechnol ogies, becomeaviablebusiness?What arethenecessary
conditions, competencies, and organizingmechanisms?Whichenterprisesarein
thebest positionsto providethevariouscompetenciesandto organizethenew
business?How will thenew businessunfol d?

Sucharethequestionsposed by mobilecommerce, thestill-nascent effort to
moneti zethel nternet’ sconvergencewithwire esstelecommuni cations. Businesses
ranging fromtelecom serviceprovidersto automakersaregrapplingwiththese
guestions, and arebetting heavily ontheir answers. Thepurposeof thischapteris
to present atool for understanding the ecol ogy of mobile commerce: thevery
dynamicrelationshipsamongall theelementsthat arerequiredtomakeitwork as
abusiness. Thetool isthevaluechainmodel.

Inthepagesthat follow, we' || examinethemultipleel ementsof themobile
commercevaluechain. Thespecifictechnol ogies, investments, and competencies
requiredtoexecuteeache ementwill bemadecl ear, aswill therel ationshipsamong
theelements. We' Il al so describethekey approachesby which companiescan
createpositionsof strengthwithinthevaluechain, includingtheuseof different
partnership structuresto createintegrated m-commerceproductsand services.
Our god istoimpart anunderstanding of how tousethem-commercevaluechain
asaneffectivetool for planningandexecutingbus nessinitiativesinthefaceof ahost
of complicatingfactors,includingtechnol ogy migration, globalization, theabsence
of market data, and organi zational resourceconstraints.

DEFININGMOBILECOMMERCE

M-commereeis“smply” wirel essel ectroniccommerce. Justase-commerce
is a layer.of ‘applications on top of the Internet, m-commerce is a layer of
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