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HS.fi/mobiili
HS.fi - the best and most popular mobile news portal in Finland
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APPLICATION DETAILS
Application title
HS.fi/mobiili – the best and most popular mobile news portal in Finland
Applicant names and contact and contact details

Project Owner Anders Stenbäck, Helsingin Sanomat

Project Manager Lassi Kurkijärvi, Helsingin Sanomat
Meri Asikainen, Helsingin Sanomat

Ville Koli, Helsingin Sanomat

Mikael Liljedahl, Sanoma Data

Pekka Pekkala, Helsingin Sanomat
Esa Peltonen, Helsingin Sanomat
Ida Virkki, Helsingin Sanomat
Contact:
lassi.kurkijarvi@sanoma.fi +358-40-736 1120[image: image2.png]



pekka.pekkala@hs.fi +358-50-530 3300
Applicant Company
Sanoma News – Helsingin Sanomat
Timeframe of effort
June – December 2008

RATIONALE FOR APPLICATION

Why to be awarded in one sentence

HS.fi/mobiili positions Helsingin Sanomat as the clear leader in the mobile news & advertising market and is a prime example of how to build popular new services quickly by finding the best people and employing best practices from all departments of Sanoma News – business development, marketing, it-management and editorial.
CHARACTERISTICS OF EFFORT

Situation

What was the starting situation and why was the effort made?
Helsingin Sanomat had a weak mobile presence with only a simple wap site which was considered to be just average among Finnish mobile service users. It had few readers and even less advertisers. 

However international data indicated that mobile use of news sites should have been increasing. Based on statistics and mobile market forecasts from USA, we saw a clear opportunity to establish ourselves as a first-mover in the field.  

We also wanted to avoid repeating the 1990s mistake of being a slow starter, which cost us leadership in the web world. Our rationale was that if we plan to be the number one mobile news site in 2010, we had better start now when the market is just starting to mature.
Plan
What did the plan look like?
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The initial plan was to carefully specify project requirements and after a long development period, release the mobile site in November 2008 to coincide with our HS.fi web relaunch. But in June, right after we had started writing specifications, Apple announced that they will be bringing the iPhone to the Finnish market on the 11th of July. 
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We knew from US that the iPhone had been a “game changer” for the mobile services market as it had revitalized the interest in mobile internet use. After it’s release in the US, mobile internet was attracting millions of new users and was quickly considered an even hotter prospect than it was during the dot.com crash. The project team made the decision to replan the project timeframe and after research into available solutions, decided to switch to a new development method called agile software development to cut down on the time required before the first working iteration. Working in “scrum-mode”, our aim was to have a service up and running for the iPhone launch.
To have a Beta release in one month, we had to get the whole team motivated. Starcut, our technical contractor, worked full days. Sales found a couple of advertisers who wanted to be the first ones to enter the mobile ad market. The project team tested and polished the service constantly. And the plan worked: on the 11th of July we were the only Finnish news site customized especially for iPhone but also for the Nokia smartphones. 
We received a tremendous amount of positive press and created a “buzz” in the smartphone forums. The only traditional marketing we did was a small story in the Helsingin Sanomat newspaper plus we organized a competition among people who had sent feedback about the site. We passed the 10.000 users per week mark in the first week.
[image: image9.png]ey

- e Topa.





The smartphone user interface of our service was lauded for it’s usability. The know-how was quickly passed on inside Sanoma News, leading to Digitoday and Taloussanomat adopting their versions of the user interface in their own mobile services.
After the July launch of the beta-version with basic news and weather, we decided to concentrate on the third key mobile use case we had identified: sports results. The original plan was to launch the score portal in September. Close to the launch of the new iteration the project team made a radical decision: we weren’t happy with the score functionality and decided to redesign the whole thing.
This was probably the strongest moment of our project team: everybody from different departments was eager to publish the next version and get user and advertiser feedback. But at the same time, we weren’t happy with the product itself. It takes a lot of courage to tell your project owner that “we are not happy with our work. Can we try again, please?” And it is a strong sign on faith from the project owners that they follow your judgement and give you time to create the best possible service that will bring the desired results.
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The final version of the first HS.fi/mobiili year, including redesigned score portal with news videos, went live in late November as stated in the initial project plan. During the fall we had made dozens of improvements based on user feedback. Feedback had been 99% positive and the users were very enthusiastic about the site. “This is so good that I can’t even imagine any improvements now” said more than one user. The speed of iteration enabled by the agile method gave us unprecedented ability to improve our product on a much faster pace than in a traditional IT project.
Results, financial and other
What are the results?
The results are astonishing: from no mobile presence we went to over 55.000 unique visitors per week (week 50, as measured with our Visual Site analytic tool). There are no public statistics available from Finnish mobile market, but according to our sources in mobile industry we have a strong reason to believe that we are the number one mobile site in Finland – passing even Google! What makes results even better is that all advertising and marketing was done in-house with extremely low budget, without any help from outside agencies. It included ads in print, internet, mobile and outdoor advertising (see picture from Helsinki Metro/Underground and MSN.com mobile below).
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As well as satisfied users, we have satisfied advertisers. Starting from our first campaign with Verkkokauppa.com, where we recorded impressive click-through numbers (more than one percent), to our cost-per-click campaign with Fonecta that was clicked 4.800 times, we managed to enter the mobile advertising market as a strong leader, educating our advertisers about new ad forms (click-to-call with Sonera, cost-per-click-to-download with Fonecta, online mobile mini site with Verkkokauppa.com etc.) and being able to show good results from the get-go.

Interest from major advertisers has only continued to grow, with Nokia quickly reserving campaigns well into the first quarter of 2009. For 2009 we are also shifting focus from establishing our position as a market leader to bringing in ad revenue, and we are projecting a very profitable 2009 even taking into account the current economic slowdown (see section LT Value for more datails). 
During the project we accumulated information about mobile ad targeting and we are now able to target advertising according to handset type, which is important for numerous clients, including device manufacturers and software distributors. 
LT value (likely future results, financial and other)
What will future results be?
HS.fi/mobiili can be seen as a major success both on tactical level (a successful entry into a new market) and as a strategic victory (enabling us to begin securing a leading position in the emerging mobile service sector). 

The initial growth of HS.fi/mobiili is stunning. Starting from our beta launch with 10 000 unique weekly users, in week 42 we had 17 880 unique weekly users and week 46 the total was 20 169. Our marketing effects started ramping up in week 47, with the weekly total rising to 31 667 and the week after that we reached 46 986 unique weekly users. The current record is the latest weekly number (from week 51): 63 453 unique weekly users.
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To combine with the phenomenal growth in usage figures we have a solid start in the mobile advertising field (2008 revenues of over ten thousand euros but more importantly a strong mindshare in the mobile media market), resulting in a real possibility of solidifying our position as the leading mobile service in Finland. According to the Media Barometer 2009 research conducted by the Finnish Federation of Advertisers, mobile advertising is seen by 66 percent of advertisers as a major growth area in 2009, ranking second behind traditional online media (72 percent).

According to Sanoma Data, the technical development investment was 125 000 EUR. Earlier stages of the project also included investment in strategy workshops and market analysis. In 2008 our pricing was extremely competitive, but it allowed us to form a relationship with f.ex. Nissan, Sonera, Nokia, Fonecta and the biggest online tech retailer, Verkkokauppa.com. For 2009 our pricing is more aggressive and we are projecting revenues in hundreds of thousands of euros, depending on the growth of the mobile advertising market as a whole. More than a quarter of our current ad inventory has already been reserved for 2009.
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Our estimate for 2009 in a conservative scenario is based on current visitor numbers (end of 2008) with no growth factored in (although realistically we expect to at least double our usage numbers during the year). Our projected cost per thousand ad impressions (CPM) is set at a very competitive 12 EUR with a pessimistic filling degree of 50 percent. Even these numbers give us reason to expect revenue of 224 640 EUR for 2009, allowing us to recoup the whole initial investment during the first full year. For 2010 we expect to see mobile ad revenue of half a million.
Having achieved air superiority in the mobile media market enables us to build a positioning rivalling our current web status as just a top-5 contender, opening up possibilities of commanding a leading market share as the sector grows (as expected in light of latest US figures). By being a market leader we are the first option for advertisers, and that has also allowed us to support other Sanoma News mobile sites in media sales by combining our services to form a mobile advertising network. The possibility of forming a Sanoma wide mobile ad network is also being explored, as well as handling sales for of other mobile portals such as the mobile portal of a major Finnish operator.

KEY LEARNINGS

For applicants

When you have the right people in the project, innovation is a breeze. If we had started this project with just business people or just editorial people, the end product wouldn’t have been half as good. Bringing in people from different backgrounds and departments created a unique environment for innovation by introducing a wealth of competences and viewpoints. We have created a best practice which truly is an example for other Finnish companies to follow.
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For Sanoma

Sanoma (as a company) should believe it hires the best people. These people need just time, money and support from wise management to create excellent products. We have a lot of potential in-house, which should be deployed to tackle specific problems (such as how to succeed in the mobile service sector) as cross-department task forces, rather than adhere to the old silo model of having insular departments employing expensive consultants who lack the knowledge that has been accumulated in-house.
TRANSFERABILITY
What can other Sanoma companies learn from this effort, and how?

The first result was very direct: Taloussanomat.fi was able to implement our user interface and design to their own sites. Ilta-Sanomat is creating its mobile sports service, and we serve as the benchmark for them; we also shared information about data providers etc. In media sales, we combined our Sanoma News sites to form a mobile advertising network.
In a larger scale Sanoma could learn both about successful deployment of agile development methods and about the simple fact that for innovation you don’t need complicated processes or expensive brainstorming workshops. As a team we had a very simple way of thinking:

Nobody – including me and you – uses mobile news services because they suck. What kind of a mobile service would you surf daily? Let’s make one!
An innovation is often a result of humble acceptance of user needs and benchmarking the key successes in a certain field and making everything even simpler. That’s why our mobile portal doesn’t have any bells and whistles – it’s done by the people for the people.
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