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INTRODUCTION

Martha Stewart had a problem. Her company, Martha Stewart Living Omnimedia, was spending vast amounts of effort to reach customers through magazines, TV, radio, and the web. But its marketers had no way to further engage with these people who were eager to hear from Martha. People tune out the white noise of traditional advertising. Some messages got through, but then the connection was lost. When I met with her representatives, they wanted to know: wasn’t there a way to make a more lasting connection?

They’d come to the right place. My company, Mobile Commons, isn’t in the business of selling a quick ad hit. We provide the tools to create lasting relationships by building an active database of users who want to be contacted and who even contact our clients on their own. How did we do that for Martha Stewart? We started by thinking about her customers and their needs. What did they want—frequently—that she could offer?

One thing Martha Stewart customers wanted was her guidance and good taste in the kitchen. Like almost everyone, they often find themselves wondering, what should we have for dinner tonight? That became the basis of our “Dinner Tonight” campaign. Across every form of media, Martha Stewart let her audience know that when they weren’t sure what to make for dinner, she could help. If they would text “DINNER” to her number, they would receive a recipe idea every day. Those who liked the day’s suggestion could text back the word “COOK” and receive a shopping list, an e-mail of the full recipe, and a text message coupon for one of the ingredients.

Was it a good thing for users? Each day, more than 20 percent of the users asked for the recipe of the day—and it was a different 20 percent each time.

Was it a good thing for the sponsors? The coupon redemption rates were often more than 20 times rates for a typical coupon.

Was it a good thing for Martha Stewart? She built an active database of users who wanted be contacted every day, tying together her various media outlets and creating a new sponsorship channel. Martha now had a roster of potential customers who expected to engage with her on a daily basis and discover what she would offer next. Instead of chasing down consumers with traditional advertising, she had them texting her—asking to hear from her and seeking out other news and offers about everything else her company does. Instead of settling for one brief contact, she now had an ongoing text conversation with many of her most interested customers.

Old Forms of Communication No Longer Work

The Reform Immigration For America campaign had a different sort of problem. Back in 2007, with an immigration reform bill on the line, the activist organization had watched helplessly as its opponents outdid its supporters in calling and faxing members of Congress—they were beaten by a ratio of 20 to 1. RI4A knew it didn’t lack support, but its community organizers were struggling to reach and mobilize supporters into an active political community. Traditional organizing (going door-to-door, calling, sending out letters) wasn’t enough in a new communications era in which people missed the old-style messages because they were working longer hours, giving up their landlines, and ignoring unsolicited snail mail. In addition, many supporters of immigration reform could not afford reliable Internet service. Many more changed addresses frequently. How could RI4A reach and mobilize these people in the twenty-first century?

RI4A began to incorporate a mobile call to action in every available form of media. From their website to their radio campaigns, from billboards to T-shirts and handheld placards at live events, the announcement went out: text in the word “JUSTICE” to start a text message relationship with RI4A in English, or “JUSTICIA” to start one in Spanish (see Figure I-1). In a few months, they had built a list of thousands of potential activists. Then they inspired that group to build the list even further by asking friends to join.

At the time, Representative Luis Guttierez of Chicago was introducing a new immigration reform bill, but RI4A was concerned it would get drowned out by the noise of the healthcare debate. Using their new text message list in coordination with traditional and online organizing methods, they invited supporters to host listening parties where they would gather for a phone call with Representative Guttierez. They texted supporters to announce the coming call and to ask them to RSVP for the house parties. An amazing 65,000 people attended house parties around the country, listening in on the call and then placing their own calls to their representatives in Congress. Immigration reform had rediscovered its political voice.
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Figure I.1 Reform Immigration For America protesters held up signs inspiring the crowd to text in and join their campaign. (Photo by Lemia Bodden.)

Build on What Your Constituents Want

What made these campaigns so successful? Both organizations built integrated multimedia mobile campaigns around what their constituents wanted—which they learned by listening to them as individuals. And at the core of their twenty-first century customer relations management systems was something surprising: the humble text message. Why?

First, everyone will read a text. Without a lot of fanfare, SMS (short message service) messaging has become the most popular form of communication in the world. In 2011, it is estimated that almost 8 trillion text messages were sent across the globe. In the United States, more than 5 billion text messages are sent each day, far more than the number of phone calls. SMS reaches every demographic under age 50 and is growing among older users as well. Adoption is virtually universal; there will soon be more active cell phones in the United States than there are citizens.

While the media tends to focus on “smartphone” apps, SMS messaging has become the everyphone app. Ninety-seven percent of phones can receive a text message, and unlike commercial e-mail, which is increasingly ignored, open rates for SMS are extremely high. (When was the last time you got a text and didn’t read it?) As the New York Times put it, the text message “may be the closest thing in the information-overloaded digital marketing world to a guaranteed read.”1

It seems as if everyone has a mobile phone and no one leaves home without it.

Yet a message that gets through is only half of the mobile success story. The second reason text-based mobile campaigns succeed is that so many who receive a text are willing to respond. And when they answer with a message of their own, they start an ongoing text conversation with the sender—or, in the case of large organizations, its customer relationship management (CRM) system. Now the company or organization can be in an ongoing, two-way communication with every one of its customers, clients, members, or potential contacts, one-to-one. Organizations can track all of the messages from a given customer, cross-reference them with the customer’s other interactions (purchases, inquiries, service calls, and volunteer activities), and use that data to tailor messages and offerings to each individual customer or member in a systematic and quantifiable way.

In the past, such personalization was time-consuming and expensive; you could only provide it to a small number of people. Most businesses have always been one-to-one with their most important customers: for example, managers of gourmet restaurants, like high-end dealers of clothing or antiques, always made it their business to know top customers personally, to remember everything they bought (or even considered with interest), and to contact them with personalized suggestions just for them. (“A very special wine came in this week that I know you would enjoy.”) But mobile-based customer relations systems make it possible to maintain that degree of knowledge, flexibility, intimacy, and effectiveness with every customer—even every potential customer—and to create high-value relationships that can last, potentially, forever. For the first time, you can be one-to-one with everyone.

For a business to succeed nowadays, you need to be one-to-one with your customers, your audience. We’ve seen it firsthand at Mobile Commons. Our success with nonprofit organizations as varied as the AARP, National Public Radio, the World Wildlife Fund, and the National Association of Realtors caught the attention of the for-profit world, enabling us to make clients of Nike, Johnson & Johnson, Oprah, and Condé Nast, among others.

We help our clients achieve results that neither conventional advertising and marketing firms nor new media alternatives such as Twitter, Facebook, or foursquare can provide. As a result, our business is growing rapidly. We understand that mobile is not just a marketing channel, it’s a conversation channel, and the long-term value for organizations of all kinds comes now in developing and sustaining one-to-one conversations. Because we have focused on creating campaigns that are two-way conversational and integrate with other media, we have become the leader in creating mobile communications in campaigns that scale to the needs of the largest businesses and organizations in the world.

Our mobile campaigns succeed because they do for organizations what the Internet was always supposed to do for businesses, but hasn’t. Internet and new media technologies were supposed to launch a new age of effective communication, revolutionizing business and organizations of all kinds. Yet while media has been two-way for two decades, and businesses must be “always on,” in many ways today’s customers and clients are actually harder to reach than before. It’s harder, not easier, to get and hold their attention. It’s harder, not easier, to establish a brand or maintain its integrity, or to maintain a long-term relationship with the people an organization depends on most. It’s no longer enough to put a message in front of as many “eyeballs” as possible, the way it was when there were only three main television channels and a handful of local stores to visit. Today, traditional advertising often feels to customers like nothing more than an annoying interruption, if the audience doesn’t find a way to skip it altogether. For all these reasons, there is a growing disconnect between organizations and the audiences they need to reach, from high-end retail to low, from advocacy groups to government agencies.

Use Mobile to Transform Your Existing Outreach

Why hasn’t there been a book like The Mobile Marketing Revolution until now? Because most people, even in new media, are expecting the wrong kind of change. As each year ends, we see the same articles and features in the media and the blogosphere, asking, “Will next year be the year of mobile?” It’s the wrong question. The revolutionary opportunities afforded by integrated mobile campaigns won’t take the form of a conventional revolution. Neither mobile nor any new science-fictional technology will rise up to cut the heads off of TV, radio, newspapers, the Internet, social media, and so on to replace them with a new technological regime. The truly revolutionary change comes when mobile approaches are integrated with existing media. Every organization today faces a crucial choice and opportunity, but it is not the choice either to do what you’ve always done or to throw it all away; it’s about taking existing strategies and optimizing the one-to-one connection by pairing them with mobile.

It comes down to this. Businesses and organizations of every type and size all face a radically changed world of disaggregated markets and disconnected customers, clients, supporters, and audience. But our clients don’t stand by while they lose their connections to customers. They don’t give up on one-to-one relationships and bet everything on social media sites. They don’t endure endless switching from one technological platform to another. Instead, they meet the challenges of the new media age. This book shows how to use integrated mobile campaigns to build trusted, long-term relationships that will hold even as company needs and technologies evolve.

This book will offer up real-world examples of how companies, government agencies, nonprofit institutions, and organizations of every kind are using mobile to transform their outreach. They’re taking all the media channels they currently use—from traditional TV and radio ads to flash widgets and geolocation features—and use it all to draw consumers into an intimate, one-on-one, text-based conversation using the one technology that is with them 24-7, the mobile phone. By the time you’ve read this book, you’ll probably have ideas for how mobile can help your organization. Holding onto customers is more challenging than ever, but success is possible if you have The Mobile Marketing Revolution.




1
WHY MOBILE?

No one expected that text messaging—an internal testing feature included free with every cell phone—would have any commercial applications, let alone that it would become the most widely utilized data application in the world. And even now that text messaging services claim 4.6 billion subscribers, orders of magnitude more than any phone app, business is in danger of underestimating it once again. SMS is as essential for business and organizational users as it already is for individuals. Why? As the Internet and other new media technologies continue to destabilize our established ways of communicating—advertising, public relations, direct mail, customer service, internal corporate communications, and more—text-based mobile campaigns offer a unique solution to the contemporary disconnect, not only restoring lost connections but taking existing relationships to a higher level.

Text messages drive people to action—whether it’s voting, clicking a link, seeking out a vaccine, redeeming a coupon, making a phone call, or merely sending in their personal information. These are but a few of the uses that yield outcomes orders of magnitude greater than other forms of communication—and at a significantly lower cost. And yet the story of text messaging has none of the expected trappings of a blockbuster Internet Age success—no hungry young PhDs working in a Silicon Valley garage, no ultra-high-tech breakthroughs, and no overnight billionaires.

Friedhelm Hillebrand, the German communications researcher who first saw the commercial potential of SMS and settled on its length limit, didn’t even conduct market research. Hillebrand was working to come up with a technology that would allow cell phones to transmit and display messages. His initial vision was small: that businesspeople with car phones (at the time, the only kind of cell phone in widespread use) would use SMS as a paging system on the road. Because the cellular networks had limited bandwidth, messages needed to be as small as possible. That’s why the first S in SMS stands for “short” (SMS stands for “short message service”).

Working from home in 1985, Hillebrand reasoned that most of what people really needed to say would probably fit on a postcard, then tried out some sample messages for length on his typewriter. He discovered that these sentences were almost always shorter than 160 characters. “This is perfectly sufficient,” he decided, in typically German fashion. “Perfectly sufficient.”1 Satisfied, he used his position as chairman of the nonvoice services committee of the Global System for Mobile Communications to require that all cell phones be capable of sending 160-character messages. Hillebrand owned no stake in this new application, and it never made him rich.

In fact, like many revolutionary technologies, SMS was slow to take hold. The world’s first SMS message wasn’t sent until December 1992. A 22-year-old engineer named Neil Papworth used his personal computer to text “Merry Christmas” to Vodafone director Richard Jarvis—the “Hello, Watson” moment of text messaging technology. The first SMS typed on a phone (rather than a computer) was sent the next year, in 1993, by Riku Pihkonen, an engineering student at Nokia. When the mobile providers eventually did set up SMS gateways, they were meant to be used for network notifications—usually, text messages to let customers know they had received a new voicemail.2 By 1995, customers were sending an average of only 0.4 messages per month.

Before the dawn of predictive typing and pop-up keyboards, texting was a slow and laborious process. Every character had to be entered through multiple taps on the cell phone’s keypad. And challenges to digital dexterity weren’t the only obstacles holding the new technology back. Part of the reason behind SMS’s slow adoption was that, at first, carriers had no consistent way to charge for SMS plans. And why would they promote a new service they had no way of monetizing?

In North America, another hurdle to widespread adoption was that users couldn’t text between the wireless carriers. Different cell phone carriers in North America had adopted different wireless standards, and for technical reasons, it was impossible to SMS between them. So if you had a Sprint plan, it was functionally impossible for you to text your friend if she was on the Verizon network. (In Europe, where Friedhelm Hillebrand’s GSM was dominant, interoperability was never a concern.) But as mobile phones evolved from an ostentatious status symbol that users lugged around in a briefcase to the convenient nearly pocket-sized device of the early 2000s, the carriers realized that in order for their SMS services to achieve scale, they would need to learn to work together. By May 2002, as the carriers were adopting cooperative standards, about 1 billion text messages were sent every month in the United States.

Just eight years later, in June 2010, U.S. mobile phone subscribers sent 173 billion text messages—an average of more than 600 per person. Globally, about 8 trillion messages were sent in 2011. From a format that carriers couldn’t figure out how to monetize, text messaging has evolved into a $200 billion global business.

Text messaging triumphed not by dazzling the world with new technology or by brilliant marketing but by doing what matters most in the Internet Age: it made itself useful to users. It helped them do something they wanted to do, namely, communicate quickly and easily, where and when they wanted to do it.

In fact, many of text messaging’s so-called competitors, elaborate applications and sophisticated technologies such as the mobile web, can’t replace text messaging exactly because of their technical sophistication. Texts have by far the widest reach of any form of communication, making text messaging the most effective way to reach both rich people and poor people and bridge the “digital divide” between the 60 to 70 percent of users who have access to broadband Internet service and the 30 to 40 percent who are “have-nots.” Text messages are compatible with almost every type of mobile phone. That’s true regardless of whether a person has a “smart” phone, like an iPhone or an Android, or a much simpler “feature” phone, which nowadays is any mobile device more complex than a Styrofoam cup and a piece of string.

Text messaging is also uniquely protected from spam. That means consumers won’t reach the point where they distrust messages they’ve asked for because they can’t distinguish them from hoaxes and scams. The FCC has ruled that SMS spam messages to cell phones are illegal, under the Telephone Consumer Protection Act and the CAN-SPAM Act, unless the device’s owner has explicitly given permission. Wireless carriers have broad powers to stop spammers at the source—much more access than e-mail providers. Anybody can sign up for an e-mail account, after all. Cell phone service, on the other hand, requires book-length contracts in tiny print that nobody actually reads. Those contracts give the carriers the ability to track bulk messaging to its source.

Furthermore, sending an e-mail is free—but sending texts costs money.3 Even if 99 percent of a spammer’s e-mails are blocked by spam filters, they only need to make $1 to turn a profit. But spamming out millions of text messages could mean paying hundreds of thousands of dollars. Even if you had a hundred relatives trapped in Nigerian prisons, requiring just a small cash investment to unfreeze millions of dollars, text spamming just doesn’t make financial sense.

Text messaging is more immediate than e-mail. It erases the digital divide. It’s spam free. It has faster response rates, higher open rates, and more precipitous growth rates. For these reasons and many more, it represents an evolution in digital communications past the constraints of e-mail. For businesses and other organizational users, it presents the logical next step in their efforts to engage with their audiences, to disseminate information, and to build relationships.

Yet many organizations have been slow to adopt text messaging. If you’re in the business of communicating, you want to ply your trade using the most pervasive form of communication that exists. It’s almost axiomatic. Yet for some reason, with each successive evolution in technology, some futurists insist that it has limited application. I remember attending meetings in the mid-1990s about the uses of e-mail and other new technologies in which people would wonder, “What sort of organizations will want to use e-mail? Who will want to build websites?” as though these activities were niche tools for special cases.

Of course, looking back now, that’s ridiculous. But it’s always ridiculous looking back. It’s a little harder to have perspective when you’re in a moment of rapid technological advancement. In the early days of the telephone, there was a debate over whether or not phone service should reach every household in the United States. Not just would phone service expand that broadly—but should it. As Columbia Professor Tim Wu writes in his book The Master Switch, “[The clientele] of the first Bell monopoly consisted of businesses and rich individuals living in large East Coast cities; Bell was in no hurry to broaden the coverage of its network. … Bell’s shareholders were monotonously interested in dividends alone.” People living in rural areas, particularly in the West, were forced to create makeshift telephone wires of their own, “With nothing but galvanized wire and barbed wire.”4

The same suspicions and biases held true for electricity in its early days. Some people thought electricity made sense for large urban areas but had limited application in rural America. Probably in caveman days, language itself was seen as a nice invention for a select few, but not of much practical application for your ordinary grunter.

Text messaging, as with e-mail, as with the World Wide Web, and as with electricity, makes up the fabric of the way we communicate. It’s not an alternative to e-mail, TV, and websites; it’s a powerful addition and must be added to any organization’s media mix. And if used correctly, it can revolutionize the way that businesses and organizations communicate with their users.

Mobile Extends the Web’s Revolutionary Democratization of Information

When I first started working as a lawyer in 1989, at the law firm of Paul, Weiss, Rifkind, Wharton & Garrison LLP, I had a secretary. Assistants and secretaries were pervasive back then. In many cases people had more than one if they were just “that important.” That person’s job was a lot more complex than just answering your phone calls and taking the occasional memo. Your assistant was a vital information-gathering resource. Whenever you needed background data, research, or an outside perspective, you turned to her (or him, but usually her) to track the information to its source. Cataloging and accessing information wasn’t some peripheral duty. As today, industries ran on information. And in the 1980s, you needed that information curated.

As we all know, personal computing, the web—and particularly hyperintelligent search engines—have completely revolutionized that process. The resources that used to go to tracking down and retrieving information now can be better allocated. In The World Is Flat, Thomas Friedman recalls asking Colin Powell “when he realized the world had gone flat:”5

He answered with one word: “Google.” Powell said that when he took over as secretary of state in 2001, and he needed some information—say, the text of a UN resolution—he would call an aide and have to wait for minutes or even hours for someone to dig it up for him.

“Now I just type into Google ‘UNSC Resolution 242’ and up comes the text,” he said. Powell explained that with each passing year, he found himself doing more and more of his own research, at which point one of his press advisors remarked, “Yes, now he no longer comes asking for information. He already has the information. He comes asking for action.”

Powell’s press aide cuts to the crux of the issue: rather than asking for information, Powell can ask for action. When accessing data has become trivial, it doesn’t get rid of the need to have an assistant. Instead, it elevates the assistant’s role into much more productive work. The web democratizes the flow of information and automates tasks that should be automated. Now your assistant isn’t stuck slogging through libraries of ancient legal arcana only available in dusty tomes; now he or she is coming up with creative ways to use it. Friedman writes, “There are a lot more conversations between bosses and staffers today that start like this: ‘I know that already! I Googled it myself. Now what do I do about it?’”

In the early 1990s, the New Yorker ran a fascinating article about media tycoon Barry Diller.6 After seven solid years of guiding Fox Broadcasting Company to stellar growth and record profits, Diller was chaffing under Rupert Murdoch’s managerial thumb. (Fox, then as now, was a division of Murdoch’s News Corporation). “There is only one principal in this company,” Diller remembered Murdoch saying. Diller’s journey to liberation began, he claimed, when he purchased a PowerBook—one of the first commercially successful laptop computers:

The machine’s allure was that it promised a certain kind of freedom—from secretaries, meetings, memos, press leaks. Diller used it to compose his resignation statement; to fax draft copies of the statement to Murdoch and to his own closest friend, the clothing designer Diane Von Furstenberg [now his wife] to list things he must do before issuing the statement [of resignation from Fox]; to sort from his copious address book the three hundred people he wanted to have received the resignation statement before they heard or read about it; to jot down notions of what he might like to do next and whom he might consult. The PowerBook went with him everywhere. … Just as Diller could convert his laptop into a word processor, a fax, a file cabinet, a spreadsheet, a conveyor of commands, or a link to various networks of news or data, so in the next few years, he came to understand, viewers will receive video on demand—be able to watch what they want when they want. With the click of a remote-control or a telephone button, they will summon up movies from the equivalent of a video jukebox. In an instant, they will send for and receive a paperless newspaper, a program they missed last night, a weather report.

To give you some context, this was when CompuServe and Prodigy were still the largest online Internet portals and a young upstart called America Online was making inroads into their dominance. Diller was able to use his laptop to circumvent a whole society’s worth of restrictive conventions and mediating structure and gaze directly into the digital future.

Of course, democratizing information for media moguls like Barry Diller or enormously powerful government officials like Colin Powell isn’t the most inspirational way the web has transformed society. But the web has also made it so that Josh Marshall at Talking Points Memo can have the same reach as the New York Times. Not only does the web democratize who can access information, but it democratizes what kind of information can be accessed. Now, to have an influence on public opinion, you don’t need a multimillion-dollar newspaper or television channel behind you. You just need to sign up for a free account with Blogger.

The rise of Salesforce.com and customer relationship management (CRM) software took the democratizing power of the web and extended it into business analytics. Knowing your consumer and satisfying their needs is essential to any successful business. Thus, getting the answers to questions like, “What kind of people are purchasing my product?” “How often do they make those purchases?” “Why are they purchasing?” and “How are they using my product?” are invaluable—or, more accurately, extremely valuable—to a business. They can guide advertising, packaging, new product development, and basically every other step in the product’s life cycle, from conception to consumption.

But in-depth and accurate market research used to be extremely difficult to obtain. Thus, an entire industry of market research firms developed to track and record that information—and after going through the arduous process of gathering this data, they weren’t going to give it away for free. As a result, it used to be that only big consulting firms like McKinsey and huge consumer products corporations like Gillette and Proctor & Gamble were able to get reliable information about their customers. In a competitive marketplace, start-up businesses were inherently at a loss. They just couldn’t afford the data.

The advent of CRM software revolutionized analytics. Imagine a very complicated Excel spreadsheet that basically tracks every interaction with every customer or client—or potential client. A CRM system is a way for companies to keep track of their sales leads, existing clients, current and past donors—basically to automate and organize the entire business of selling and soliciting. Now people have a way of seeing and reading their own data.

Salesforce, one of the earliest and most widely adopted CRMs, claims that 78 percent of a sales representative’s day is spent hunting for information—like the latest presentations or deal updates—rather than actually selling.7 By centralizing and organizing all that information, suddenly you enable a sales rep to engage with clients more effectively and with a great deal more personalization. Like Colin Powell’s press aide, your reps are now able to do more than gather information—they’re able to act on it. Your business evolves from being like the manager of the gourmet restaurant who only knows the preferences of his biggest-spending customers to being like IBM with a full complement of market analytics.

Salesforce is just one CRM, focused on one aspect of business—sales. There’s a CRM system, or multiple CRM systems, for every type of business or organization imaginable. If you’re a nonprofit looking to engage constituents around issues and raise money, Blue State Digital, Blackbaud, Convio, Salsa, and others have been optimized to meet those needs. If you’re a healthcare provider or pharmacy, then McKesson might be the right CRM for you. And CRMs are a lot more elegant and powerful than just Excel spreadsheets. Salesforce looks more like a Facebook page where instead of “friends” you have leads. By providing simple ways to organize and share information, CRMs enable small businesses to compete with the resources of big businesses. Conversely, they also enable big businesses to keep an infinity of data sorted and stored, allowing them to have the personalization of a small business.

So the web democratizes information and provides new resources and opportunities for business. That’s all old news—it’s been written about in book after book. So why all this background information in a book about mobile? The best answer may be another anecdote: this time, about how the mobile phone is transforming the economics of Africa.

Right now, Africa is the fastest-growing mobile phone market in the world.8 According to Ken Auletta, the number of phones “has grown from fewer than four million in 1998 to more than four hundred million today—almost half the population of the continent.”9 In Kenya, while only a few hundred thousand households have electricity, millions of people have mobile phones.

Mobile has completely transformed the logistics of fishing and farming throughout Africa. Farmers can check crop prices now before taking their goods into cities and villages.10 They can use their phones to look into the upcoming weather. And more and more Africans are using electronic payments through cell phones in lieu of having bank accounts. As the Christian Science Monitor reports:

80 percent of Zambians, particularly in rural areas, don’t have bank accounts. By using mobile banking, farmers are not only able to get paid more quickly and transparently, but they can also use their mobile accounts to send money transfers, buy phone credit, pay school fees for their children, and order agriculture inputs such as fertilizer and seed. Electronic payments also allow them to build up a credit history over time.11

Mobile phones also allow healthcare workers in the field to better communicate with their home base hospital—asking for advice or requesting additional medication.

In short, mobile has all the revolutionary power today that the web did 20 years ago—but with even greater reach. Mobile democratizes the information that people can receive and empowers them to communicate with each other. A mobile phone lets you quickly receive and send data—and that data could be anything from a request for healthcare supplies to a cash transfer. As portable and accessible as Barry Diller’s laptop was, a mobile phone is lighter, it’s more convenient, and it’s just as obtainable for a farmer in Kenya as it is for the head of Fox Broadcasting Company.

Mobile Enables a Two-Way Conversation That Lets You Know Your Audience

Mobile communication is also conversational. In many ways, the size restraint that Friedhelm Hillebrand placed on SMS—just 160 characters—has remained its greatest strength. Text messaging demands brevity. That forces both individuals and companies to clarify and simplify their messaging before they hit “send.” The corollary is, when you receive a text, you can be assured you’re not getting a series of complicated demands requiring hours of your time. You know that whatever pops up on your phone screen is going to be easy to digest and easy to respond to. As a result, the average time before a recipient views a text message is 14 minutes—as opposed to an average wait time of 6.4 hours for e-mail.

When you combine (1) the ability to quickly access data with (2) the ability to reach everybody and (3) mobile’s conversational nature, you have an incredibly powerful communications tool.

You also have the potential to be incredibly annoying. When you have the power to gain access to the entire world’s pockets, you’d better use that power responsibly. The traditional tactics of broadcast—whether that broadcast is television or direct mail—just don’t work anymore. You can’t go blasting out your message repeatedly, hoping it catches the ear of 1 percent of your listeners. People have much less tolerance for white noise on their phones. That’s why, when the occasional spam message does slip through the wireless carriers’ nets, they get immediately alerted to it by angry calls from subscribers.

Fortunately, with an SMS campaign, you don’t have to rely on broadcast tactics. SMS allows for a radical type of messaging personalization that no other medium can reach. And it does so by fulfilling the potential of CRM software.

CRM systems work by organizing and streamlining all the data you have about your clients and leads. With mobile, you dramatically increase the amount of data you have available. A good mobile CRM can keep track of every text message sent, every phone call made, and every web link clicked. You can see how one user joined your mobile list, how long he or she spent on the phone with the White House, or how likely that person is to take action.

While that at first blush may seem to raise privacy concerns, you have to remember that every single person who is on your mobile list has given express permission to be there. Most Internet advertising these days is incredibly sneaky. By tracking users’ behavior and throwing up ads around it—whether it be Google search terms, Facebook interests, or browser history—Internet advertising today is essentially peeping over users’ shoulders and accessing information they never wanted to reveal. Mobile campaigns, on the other hand, aren’t installing spyware on users’ mobile device or tracking how long they spend on the phone with their moms. Rather, a mobile CRM can assemble extensive profiles of just the actions people take within a mobile campaign. Then an organization can use those data and analytics to personalize its messaging.

At the most basic level, companies can track their lead acquisition. They can see what keywords people are texting in to join their campaigns, which allows for A/B testing across multiple different keywords—and it immediately allows you to segment your audience based on interest. Let’s say you were running a business that sold pet-care products. You could have one billboard with an adorable puppy asking dog lovers to text in “PUPPY” to your mobile short code. You could have another billboard with an adorable kitten playing with a ball of twine asking cat lovers to text in “KITTY.” Right away, you can now immediately segment your users into those who would be interested in cat information or products and those who would be interested in dog-related items. In fact, the ASPCA does exactly that—it has segmented users based on whether they’re interested in dogs or cats so that it can make its appeals more compelling.

Our customer Reform Immigration For America, which is mentioned in the Introduction, used this capability to streamline its outreach between English speakers and Spanish speakers. It asked English-speaking users to text “JUSTICE” to its short code if they wanted to get involved in its campaign; Spanish-speaking users were asked to text in “JUSTICIA.” That let RI4A easily maintain two separate lists, targeted by language, so nobody gets a message he or she doesn’t understand. As we later learned (and I’ll be discussing later), reaching out to different English and Spanish lists required deeper cultural understanding than you could find with just Google translate.

A mobile campaign lets you target your messaging around much more than just a keyword. Our system, for example, lets you select any of an infinity of criteria—such as age or gender—with the most frequently used being location. Our commercial customers want to direct users to the closest store. Our political customers want to ask users to attend a local phone bank—or let them know where their polling place is. Healthcare clients want to help users find a flu clinic near them.

Does that sound like the kind of information that could be conveyed through a Google map? It is—if everybody had access to Google maps. But the more salient point is that a Google map relies on the user inputting the search term unprompted. An effective mobile campaign builds two-way conversations between an organization and its audiences. So when the Obama campaign asks you to head to your local phone bank, it’s an action that you’re inclined to take. Or when the California Department of Health tells you to text in to find the closest flu vaccination provider, it’s a top-of-mind activity. After all, you just got a text reminder.

And because a mobile CRM keeps track of every action that a user takes, sometimes you can learn unexpected lessons.

In the Introduction, for example, I wrote about the house parties that the Reform Immigration For America campaign set up in support of Representative Luis Guttierez’s national conference call.

Because RI4A thought that hosting a house party was a “big ask,” at first it only sent messages out to its most active supporters—as determined by who had made the most phone calls or taken other actions involved with the campaign. Campaign leaders figured that someone who had never made a phone call for the campaign probably wouldn’t let people into his or her home.

But when RI4A broadened the ask to the entire list, it found that there wasn’t any correlation between having made calls for the campaign and hosting a party. Hosting a party wasn’t a big ask—it was just a different ask.

We have a tendency to think that there’s a linear scale of engagement. People go from being unengaged to doing things that are easy, like sending texts or making phone calls, to doing things that are hard, like organizing house parties or giving money. And to a certain extent, that is true; many organizations are extremely accomplished at moving their members up the “ladder of engagement” from initial contact into passionate support. But as the house parties show, there are also just different kinds of people. The kinds of things that might appeal to one person won’t necessarily appeal to another.

Being able to correlate new actions to past actions let RI4A gain new insights into its constituent base. It learned which of its members were active callers and which were willing to open their doors and host a party. Using that knowledge, RI4A can further personalize its messaging in the future.

That hints at the truly revolutionary power of mobile. Through the use of data and analytics, you can turn a national campaign into specific local action.

As a result, SMS has the power—more than any other communications approach, from traditional marketing to social networking—to move customers all the way through marketing’s traditional “purchase funnel,” from awareness to engagement to sale.

The phone company CREDO Mobile is particularly skilled at that. CREDO has been one of Mobile Commons’ most consistently innovative customers. In addition to being a mobile provider, the company is led by progressive political activists—and in a city like San Francisco, where it’s based, having a progressive bent is a great way to engage potential customers. That’s not to suggest that CREDO is cynical. It’s anything but. Rather, in an era of limitless consumer choice, people are more and more making their consumption decisions between nearly equivalent services based on brand values.

In 2007, CREDO wanted to make a public statement and involve San Franciscans in large-scale political satire. CREDO projected a cartoon of former Vice President Dick Cheney on prominent walls across San Francisco and asked passersby to text in and fill his “speech balloon” with their own ideas. Using text-to-screen technology, people could text in and have their words appear inside CREDO Mobile’s projection. Simply by texting in, San Franciscans literally could put words in Dick Cheney’s mouth. According to CREDO, the project “turned regular blank walls into theaters for people’s opinions.”12

Moreover, when people texted in their ideas, CREDO could respond to them and ask for their e-mail addresses. Right away, engaged passersby become potential business leads. That’s just the first step toward CREDO selling them a mobile phone plan.

Whether it’s giving money to the Sierra Club or selling a mobile phone, text messaging can turn even the briefest initial interaction into a permanent engaged relationship.

In the next chapter, you’ll see how, by building those relationships, mobile can help you realize the potential of your existing social media outreach.


2
BEING IN SOCIAL MEDIA IS NOT ENOUGH, YOU HAVE TO INVITE EVERYONE BACK TO YOUR PLACE

Imagine you’re on a fishing trip. Are you hoping to ride out on the boat, see a lot of fish swimming in the water, and then go home? Of course not. You want to catch some fish. Yet when it comes to “fishing” for customers or any kind of audience, it seems almost everyone is talking about social media. And while social media do offer a huge and well-stocked pond, they just don’t bring home the fish.

In 2009, for example, vitaminwater made the dramatic decision to shut down its website, vitaminwater.com, and replace it with a home page on Facebook. The company then crowd-sourced development of a new soft drink to its Facebook fans. As the website iMediaConnection.com describes it:

Fans were able to vote on flavor, ingredients, packaging, and naming for the new drink, with the person who created the winning name getting a $5,000 prize. The process started with the flavor creator lab, a Facebook app that crowd-sourced the flavor for the newest vitaminwater, black cherry–lime. Next up, participants completed a series of games and quizzes to determine which vitamins were needed most. … fans could [also] submit their own packaging and naming ideas.1

The resulting drink, vitaminwater Connect, even put the Facebook logo on its bottle. The company soon declared the campaign a winner. It noted that the number of fans on Facebook had increased from 400,000 to 981,000 in one month—and ultimately reached more than 1.3 million fans by the time the new drink launched.

iMediaConnection.com hailed the campaign as “bold but brilliant,” a success that spoke for itself. But success at what, exactly?

Every day another story in the blogosphere and the business press describes companies’ promotions that increase the attention they get on social media sites. These campaigns give companies tremendous access to the millions of consumers who populate these sites. But the enormous potential of social media has allowed many of us to lose sight of what Taddy Hall, writing in Advertising Age, called the Martha Stewart Rule: “Throw your own party; don’t just cater someone else’s!” He went on to explain: “If you base your social campaigns in venues you don’t control—such as Facebook or YouTube—you may get great ‘attendance,’ but data show it’s hard to convert and retain these party-goers. If your goals are anything beyond building brand awareness, it’s better to have a house of your own where friends can find you.”2

By including Facebook in its expensive advertising campaign, adding the Facebook logo to its new product, and privileging Facebook users over other customers, vitaminwater did far more for Facebook than Facebook ever did for vitaminwater. Yes, the campaign alerted hundreds of thousands of consumers to the new flavor. But how much more did that actually accomplish than a 30-second TV commercial? vitaminwater promoted a party over Facebook rather than catering its own.

The problem here is not that organizations are establishing a beachhead in social networks. It’s that they’re giving up ground they have earned by not taking the last step and reaping the benefit of those networks. Social media can’t be a replacement for traditional forms of connection. When you look past the new-media gloss, Facebook, Twitter, foursquare, and so forth are an efficient new means to solve a classic media conundrum: How can we reach a big, general audience?

For the last 60 years, organizations have used television, radio, newspapers, and magazines to reach that audience. Social media are the contemporary answer to the important question, Where the hell is everybody? Social media gather an audience.

But a big, general audience is just the beginning of success. In his recent keynote at Salesforce.com’s Dreamforce conference, Eric Schmidt, former CEO of Google and now Google’s executive chairman, talked about how the web has empowered—but also limited—activism. “One of the things I learned about the Internet is that everyone feels like they’re being heard and nothing changes,” he said. “So the good news is—you can be heard. That’s no longer the criteria by which activism should be judged. It should be judged based on outcomes.”3 That mantra could apply to almost any other endeavor on the Internet. Companies can’t just dive into social media hoping to be heard. They need to think about outcomes.

It’s nice to fish in a big, well-stocked pond, but it’s not enough to wave at a lot of fish in the water. You need to hook them and reel them in.

How Do You Reel Them In?

The past six years are littered with social media missteps. Hundreds of organizations created social media campaigns with no clear goal that they were trying to achieve. Often, these campaigns ended up generating more negative attention than positive.

In 2006, General Motors launched a contest asking for user-generated videos promoting its new Chevy Tahoe SUV; it was overwhelmed with response videos that mocked the SUV’s environmental impact. In 2009, Skittles redesigned its home page to pull directly from social media highlighting the brand.4 Online pranksters hijacked the effort, pushing content to social media sites that either mocked Skittles or had nothing to do with Skittles at all. Spammers were able to promote their own products directly on the Skittles.com home page merely by sending out a tweet with the #skittles hashtag. In 2010, Nestle got in trouble for deleting comments from its Facebook page that were critical of its use of palm oil, which Greenpeace claims is harmful to the environment.

The problem for these campaigns was not just bad luck in setting off an overwhelming backlash of Internet mob antagonism. By entering into social media for their own sake, campaigns are inherently at risk. Without fully thinking through the goals and protocols of a successful social media campaign, brands open the door to seeing their campaigns hijacked to serve someone else’s agenda. Or, as many campaigns have discovered, you simply might not garner any attention at all.

There’s even an award for biggest social missteps—the Suxorz,5 which is like the Razzie of social media marketing. The restaurant chain Denny’s won the 2010 award for “Missed Connections” when it used the menus at its 1,500 locations to direct diners to www.twitter.com/dennys. The problem was that Denny’s actually didn’t own the twitter user name Dennys, so diners who followed that link didn’t wind up on the official Denny’s Twitter page. Instead, twitter.com/dennys led them to the personal Twitter home page of Dennys Hsieh, a young man in Taiwan, a recent tweet of whose was “[image: Images], telnet [image: Images] [image: Images], [image: Images], [image: Images]”—a fairly technical tweet about FTP and 3G in Chinese characters. Not exactly the kind of content that makes someone crave a Grand Slamwich.

My point is not to criticize the low-hanging fruit of social media mistakes. An advertising campaign can go wrong no matter what medium it uses.

And vitaminwater’s Facebook campaign is actually an example of a social media success. The campaign achieved its goals of gaining Facebook fans and had an overwhelmingly positive media response. Since the initial campaign, vitaminwater’s Facebook page has been a model of sustained engagement. The page has featured additional promotions and coupons, and it has an almost daily status update from the team that invites a user response. For example, on September 4, 2011, vitaminwater posted “milk & cookies. coffee & doughnuts. vitaminwater & __________?” The company received 1,292 responses, with answers ranging from “popcorn!” to “protein bars!”

I’m not suggesting vitaminwater did anything wrong. The brand just could have achieved a lot more by taking one extra step. Because once you’ve accumulated a million Facebook fans and found out what snack food they like to eat with their vitamin-water, what do you do next?

Users on Facebook belong to Facebook. That means the wealth of data they generate also belongs to Facebook. Of course, Facebook shares some portion of that with the brand itself. Facebook Insights provides brands statistics like page views, usage numbers, and a demographic breakdown.

However, that barely scratches the surface of the analytics that companies need to truly engage their most dedicated constituents. For all the TV ads that vitaminwater ran promoting its Facebook page—which were the most effective? Why did people join the site? When did they join? If the vitaminwater team were to post a video to the brand’s community page, they could learn how many people viewed it, but not which people viewed it. They therefore have no way to do future engagement with only those people.

Let’s explore just that September 4 status update: “milk & cookies. coffee & doughnuts. vitaminwater & _______?” Unless vitaminwater is manually recording every one of those thousand responses, they have no way to track and log who’s saying “protein bars” and who’s responding “popcorn.” Drinkers of vitaminwater are segmenting themselves into those who see vitaminwater as a fitness supplement and those who view it as a snack beverage. But without a way to record that valuable information, the company can’t use that demographic breakdown to further target those consumers. What if vitaminwater wants to launch a future drink with a protein supplement—or one that pairs particularly well with a Hershey bar? What if the brand launches an ad campaign targeted to gym rats and wants to get the word out? Having a simple way to message just a portion of your audience can be invaluable.

Of course, the whimsical status update probably was not intended to spark a marketing campaign—it was just meant to keep the page’s users engaged. But why shouldn’t the vitaminwater team want to track and use all the data they can? When vitamin-water has its users self-segmenting into discrete groups, shouldn’t they want to be able to at least record that information? Isn’t engagement without any follow-up exactly the problem?

Compare vitaminwater’s missed opportunity with a promotion that Martha Stewart Living recently ran. Martha Stewart, as I suggested earlier in this chapter, firmly believes in catering her own party. As part of the magazine’s premiere digital issue on the iPad, Martha Stewart Living created an exclusive video in which it asked decorators Rebecca Robertson and Kevin Sharkey each to design the same room in their preferred style. Sharkey created a more traditional-themed garden room, while Robertson used graphic lines and bright colors for a more modern look. The video then asked users to text in to vote for their favorite. Those who preferred the traditional room texted in “TRADITIONAL,” and those who liked the more modern room could text in (you guessed it) “MODERN.”

By using these two keywords, Martha Stewart Living segmented incoming responses based on people’s preferred design styles. It thereby immediately gained a window into the design preferences of its users—a distinction that it could then use in the future to target just one of those groups.

That opens the door to a wealth of possibilities down the road. The company can send product offers, sponsor messages, and programming updates targeted around different design aesthetics just to the people who will be most interested in them. Why waste time and money trying to market a modernist Eames chair to someone who’d rather be sitting in a wingback?

To be fair, the Martha Stewart Living promotion is fairly simple in comparison to the massive vitaminwater campaign. There was no expensive media buy promoting it, no flavor creator apps, and no product sitting on store shelves at the end of the day. But the Martha Stewart promotion was a quick hit on a digital channel rather than the culmination of a multimillion-dollar marketing initiative. Of course there’s a difference in scale between the two. The broader point is that when you build a mobile engagement campaign, you can see exactly how new members join your list, track each action they take, and ultimately follow up with messages targeted just for them. You know a lot more about your mobile subscribers than that they just “like” your product.

An integrated mobile campaign lets an organization host its own gatherings in its own digital universe, win permission for long-term communication, and create data that belongs to the company, not the social media site. That data then feeds the company’s larger customer relations management, allowing it to refine its offers. Social networking is an amazing way to get your message out, but it’s no substitute for ongoing, one-to-one connections. It’s the difference between chatting at a party and having a relationship. Someone you meet at a party might take a passing interest if you told him or her that you prefer popcorn with your vitaminwater. He or she might even “like” that fact. But if you don’t get the person’s number, you have no opportunity to make an actual friend with whom you might have a long-term relationship, sharing many different bottles of vitaminwater.

Beyond just losing access to invaluable usage data, companies that sacrifice their own media for a Facebook page are often pursuing an unrealistic goal: attracting new consumers. More and more data shows that the vast majority of Facebook fans are already consumers of those brands. According to a recent article in Advertising Age, Facebook functions more as a loyalty program than a customer acquisition tool:

Research by DDB Worldwide and Opinionway Research finds 84% of a typical brand’s Facebook fans are existing customers. That makes marketing to the fan base much more like a customer relationship management program than a customer-acquisition tool for most brands, said Justin Kistner, social-media products director of web analytics from Webtrends.

In fact, the DDB study shows that only 3% of a brand’s Facebook fans are new consumers who haven’t used the brand before, and intend to. That number is almost doubled (5%) by the percentage of Facebook fans who have never used the brand and never plan to.6

According to Sucharitu Mulpuru, a VP at consumer research giant Forrester, “On average, retailers report that only a small single-digit percent of sales can be attributed to social media”7—and the ROI from social media is “muddy.” She elaborated to Direct Marketing News: “All the hype around social networks in particular lead people to think it’s something they need to do.”

That dismissal is definitely an overstatement. Using social media is something that most companies should do. At the very least, it’s something they’re expected to do by their consumers. Four years ago, creating a corporate MySpace page was considered a groundbreaking digital strategy. In this day and age, companies that don’t have a Facebook page are looked at askance.

Marketers are doing the right thing—almost. They’re thinking in the old broadcast way about numbers of impressions, but not making the additional stop toward actual engagement. They’re hosting a giant party, but, once the guests have arrived, they’re not even asking them to fill out a guest book.

As a result, they’re left with vague metrics—such as number of fans or number of page views—that have no real significance beyond a marketing PowerPoint. There’s nothing inherently wrong with Coke (which owns Glaceau, which makes vitaminwater) using a Facebook page to engage its existing consumers. The problem arises when strategy ends there.

And when your only metric is “attention,” how do you judge that attention’s quality? After Mashable reported on Denny’s menu misprint snafu, a Denny’s spokesperson e-mailed to argue, “We currently have more combined Twitter followers than anyone in our competitive restaurant set.”8 And even the much-maligned Chevy Tahoe campaign could point to high viewership numbers. As a CNET article about the backlash describes, the General Motors PR department actually used the campaign’s viral spread to suggest its success:

The contest is a success as a marketing campaign, according to Melisa Tezanos, a GM spokeswoman. Consumers have submitted more than 21,000 ads and have e-mailed commercials over 40,000 times, she said. Chevyapprentice.com [the campaign’s website] has generated 2.4 million page views, and the average visit to the site lasts more than 9 minutes.9

Granted, not all of those ads were negative—the vast majority were probably in line with the campaign’s goals. But there’s an enormous difference between forwarding an e-mail and buying a car—and that’s especially true when the e-mail that’s being forwarded might be negative for your brand. Even if it is one of the positive videos that spoke well about the Chevy Tahoe, what good does it do Chevy to send out 40,000 e-mails … with no way of following up with either the e-mail sender or its recipient?

Social Media and Activism

Writing in the New Yorker, Malcolm Gladwell explores the disconnect between contemporary ideas of engagement via Facebook and classic examples of activism. He starts by describing the Woolworth’s lunch counter sit-ins during the United States civil rights movement. In 1960, four African American college students sat down in the white people’s section of a Woolworth’s lunch counter in Greensboro, North Carolina, and refused to move—even under threat from store managers, police officers, and the Ku Klux Klan. Their protest sparked similar sit-ins across the South. Gladwell then compares the bravery and fortitude shown by the civil rights protesters with the phoned-in engagement of activism as practiced today. “Fifty years after one of the most extraordinary episodes of social upheaval in American history, we seem to have forgotten what activism is,” he writes.

Where activists were once defined by their causes, they are now defined by their tools. Facebook warriors go online to push for change. “You are the best hope for us all,” James K. Glassman, a former senior State Department official, told a crowd of cyber activists. … Sites like Facebook, Glassman said, “give the U.S. a significant competitive advantage over terrorists. Some time ago, I said that Al Qaeda was ‘eating our lunch on the Internet.’ That is no longer the case. Al Qaeda is stuck in Web 1.0. The Internet is now about interactivity and conversation.”

These are strong, and puzzling, claims. Why does it matter who is eating whose lunch on the Internet?10

“Why does it matter who is eating whose lunch on the Internet?” You could ask the exact same questions about brands and their social media campaigns. We’ve become so dialed in to metrics about page views, unique visitors, post count, and e-mail forwards that we’ve lost sight of what it’s all there for. It’s an easy dichotomy to see when someone is trying to minimize the importance of al Qaeda, an organization that actually kills people, because they don’t have a robust social media presence.

Gladwell goes on to suggest that Facebook activism has trivialized the definition of activism by defining it downward:

Social networks are effective at increasing participation—by lessening the level of motivation that participation requires. The Facebook page of the Save Darfur Coalition has 1,282,339 members, who have donated an average of nine cents apiece. … A spokesperson for the Save Darfur Coalition told Newsweek, “We wouldn’t necessarily gauge someone’s value to the advocacy movement based on what they’ve given. This is a powerful mechanism to engage this critical population. They inform their community, attend events, volunteer. It’s not something you can measure by looking at a ledger.” In other words, Facebook activism succeeds not by motivating people to make a real sacrifice but by motivating them to do the things that people do when they are not motivated enough to make a real sacrifice.11

In the past six years, activist campaigns have proliferated that have had the same metrics of success as vitaminwater’s: Facebook fans motivated, number of interactions, number of page views. For example, in 2005, the “Stop Global Warming Virtual March” debuted. To join the “march,” you need to submit your name, your e-mail address, and your state. You’re then automatically added to the 1,414,963 (and counting) virtual members. That number includes “marchers” who may have signed up for the campaign years ago and long since lost interest. Nevertheless, they have been “virtually marching” for six years, without even knowing it.

A “virtual march” could be a good idea if it is the spark that starts something more. Reform Immigration For America, for example, often makes first contact with new members through only the briefest virtual interaction. But as Eric Schmidt pointed out in his Dreamforce keynote speech, activism “should be judged based on outcomes”—not on attention. The challenge for an activist campaign, as with any organizational outreach, is to intermingle all media with direct engagement and use it to obtain real, demonstrable results.

Compare the “virtual march” or the Save Darfur Facebook page that Gladwell discusses with the mobile campaign by DoSomething.org. If you’re not familiar with DoSomething.org, it’s a youth engagement group that provides teenagers concrete steps they can take to do good in their local communities. Projects range from recycling bottles to collecting used jeans for the homeless to brainstorming new ways to reduce energy consumption. DoSomething.org is an incredible success story—and I’ll be writing more about it in Chapter 8.

DoSomething.org does indeed have a Facebook page. After all—who in this world doesn’t? As of this writing, the organization has over 173,000 fans, and it is featuring videos from its recent Do Something Awards. Just like vitaminwater, the organization regularly engages its fans with questions like, “Should smoking cigarettes be legal?”

What makes DoSomething.org effective is that its activism doesn’t stop with Facebook: it begins there. DoSomething.org converts its Facebook members into a direct relationship. It has e-mail outreach, its awards event, and mobile outreach. Recently, it launched an SMS scavenger hunt. And of course, DoSomething.org hasn’t shuttered its homepage, dosomething.org.

A Facebook page should not be the end of your activist or marketing campaign. Instead, it should only be the beginning.

Taking the Next Step

In The Net Delusion, the author Evgeny Morozov argues against the idea that the Internet promotes liberation and opposes tyranny. As the New York Review of Books describes it:

Morozov writes that he worked to promote democracy and media reform in the former Soviet bloc by using the Internet. He and his colleagues initially believed that in “blogs, social networks, wikis” they had discovered “an arsenal of weapons … far more potent than police batons, surveillance cameras, and handcuffs.” They were wrong, as it turned out. “Not only were our strategies failing,” he recounts, “but we also noticed a significant push back from the governments.”12

To counter the “cyber-utopianism” that suggests that Twitter is an unmitigated force for societal good, Morozov describes a litany of ways that the Internet has further empowered repressive regimes. In Iran, the government uses digital media to further surveil its citizens. In China and Russia, the state funds progovernment bloggers who promote the party line. Venezuela’s Hugo Chávez has a Twitter account with over 2 million followers.

The lesson is that digital media by themselves don’t actually accomplish anything. The more important issue is who is using the media and what they are trying to do with them.

The question of digital media’s role in activism was raised again recently, after the Egyptian revolution of February 2011. Numerous cyber-utopianists started proclaiming that the world was witnessing the first-ever Facebook revolution. CNN dubbed it “Revolution 2.0.”13 According to this narrative, the protests across Tunisia, Egypt, and Libya had been created on Facebook. They’d been nurtured on Facebook. And nobody in Egypt would even have been able to find Tahrir Square without Mark Zuckerberg personally giving them directions.

That narrative was nurtured by some within Egypt, too. “I want to meet Mark Zuckerberg one day and thank him,” said Wael Ghonim, one of the primary digital activists who operated within Egypt. “This revolution started online. This revolution started on Facebook. … I always said that if you want to liberate a society, just give them the Internet.”14

But much of the Egyptian protestors’ infrastructure existed well before anybody decided to make a Facebook page. There were the remains of previous youth groups that had been splintered by government repression. There were disaffected bloggers. There was the Academy for Change, a group of Egyptian expatriates who had been living in Qatar.15

But the activists in Egypt did use Facebook and other technologies to help them build scale fast. They were able to communicate with a vast number of people much more quickly by building a sympathetic online community. As the New York Review of Books describes it, “Facebook groups interacted online with others of like mind, and also with traditional protest organizers, such as trade unions and political parties.”

While Facebook groups helped the protesters build scale, much of the core planning and organizing was done through classic person-to-person communication. Small groups of people texted each other information and logistics. Facebook was being monitored by the government—and anyway, text messages were more immediate and more personal.

The Egyptian protesters used social media correctly. They built an audience on Facebook, and then translated it into direct person-to-person communication. They sparked their movement on Facebook and then turned to text messages to make that movement personal and inspire concrete action.

The challenge for any organization, from a revolution to a consumer brand, is—how do you spread your message broadly enough to reach the most supporters, and also keep it personal enough to move them to action? How do you preach to the largest audience and still inspire every person?

Throughout this chapter, I’ve been talking about how organizations that use Facebook are often missing that “next step.” The Egyptian protest showed one way to take that step. And Martha Stewart came up with another.

As we’ve discussed in the Introduction, Martha Stewart built her mobile list for her Dinner Tonight campaign by offering a daily dinner recipe. Those people who were interested in that recipe could text back the word “COOK” to receive a shopping list, an e-mail of the full recipe, and a text message coupon for one of the ingredients.

The Dinner Tonight campaign gave general information to a wide audience—and offered specific action steps and offers for those who wanted to learn more. And as discussed in the Introduction, Martha Stewart found that each day, more than 20 percent of the users asked for the day’s recipe—and it was a different 20 percent every time.

Cooking dinner is a little less intense than turning out to protest the government. And creating one centralized mobile list might have been outside the scope of the grassroots movement in Tahrir Square. But imagine that the Egyptian protest movement was able to create a centralized list of its participants and create a campaign modeled on Martha Stewart Dinner Tonight. Organizers could send their list a brief update with every planned activity. Those members who were interested in learning more could text back, and receive more complete instructions on organizational logistics and planning.

By using what people tell you, the wealth of freely provided data that users provide, and analytics, a mobile marketing campaign can bridge scale and personalization.

One of the problems with social media activism that Gladwell cites is that network-based campaigns have no built-in hierarchy. The civil rights movement, he writes, was incredibly well-run through a rigid top-down organization. On the other hand, “Social media are not about this kind of hierarchical organization. Facebook and the like are tools for building networks, which are the opposite, in structure and character, of hierarchies.”

The power of a mobile campaign is that it can provide you the reach of a network with the top-down structure of a traditional hierarchy.

Of course, Martha Stewart doesn’t always have all the answers. The Dinner Tonight campaign could also learn a lot from the Egyptian protesters. The way in which the protesters combined media magnified their impact. The protesters mixed Facebook pages with text messages and Skype calls. And of course, they used the ultimate medium, which was widespread grassroots action—the actual protests themselves.

Any effective movement needs to combine broad reach with the personal and local. It needs to appeal to the country and to the neighborhood. And it needs to take into account actual results. Social media are a powerful tool. But they are just a tool, only as good as the results-oriented strategy that employs them. Targeted, segmented messaging, particularly mobile messaging, can help you take the next step from broadcast media to actual one-to-one engagement.

In the following chapters, we’ll explain the step-by-step process of how to start a mobile campaign and achieve that truly personal connection.
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