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The first principle is that
responsibility lies with the
company, not the employee.

.S. employees today enjoy unparalleled

freedom thanks to company-sponsored

wireless devices. Employers, meanwhile,

enjoy the benefits of increased productiv-
ity and connectivity with employees. Thus, it’s a
21st Century given that wireless devices benefit
both employe rs and employees.

This unfettered freedom comes with a high
price tag—about $37 billion in annual wireless
charges, and growing Some estimate that the cost
of wireless services has reached $1,800 per
employee per year and, within three years will
account for 30 percent of corporae Amerca’s
telecom budget. On the other hand, it’s been esti-
mated by the Meta Group that only 10 percent of
organizations have sufficient visibility into their
employees’ wireless spending.

Stringent management of wireless devices can
save corporations 20-30 percent of their wireless
costs. For a corp oration with 1,000 wireless users
spending about $1,800 per year per employee,
that would mean an annual savings of up to
$540,000.

So it’s surprising how little attention is actual-
ly paid to wireless expenditurs. While the money
is well spent, it’s also like ly ove rspent. The wire-
less bud get must come under closer scrutiny. The
first tenet of successfully controlling wireless
expenses is to understand that ultimate responsi-
bility resides with corporate management, not
employees.

This article will examine the pro blems current-
ly facing corporations, and will outline the four
basic solutions that can be implemented to solve
those problems:

1. Negotiate corp orate national contracts.

2. Estalish current inventory and central pro-
curement.

3. Review individual usage and rate plans on a
monthly basis.

4. Have management review bills and enforce
corp orae usage policies.

The first step is for an enterp rise manager to
recognize the problems that are now standing in
the way of reducing and managing your wireless
costs, starting with many of the freedoms employ-
ees currently enjoy.

M Problem: Employees often have the freedom to
pick their own wireless vendor, service plans and
equipment, resulting in the employee, not the cor-
poration, controlling the wireless costs.

The most common method of expense control
is for organizations to provide a stipend (e. g. $100
per month) to employees to cover their wireless
expenses. They give employees the freedom to
choose the provider, service plan and equipment.
The employee simply adds the charge to the
expense report and submits the bill as the receipt.
Usually expenses are approved by management
with very little inspection. Although these meth-
ods are easy to administer, they don’t take advan-
tage of corporate volume discounts and don’t give
employees the incentive to manage their usage or
minimize their costs.

B Solution: Negotiate national contracts with
your vendors, incorporating the following terms
and benefits:

—Negotiate volume discounts. Some vendors
offer discounts only on monthly service fees,
while others offer discounts on both access and
u s age fees.

—Obtain rate plans tailored to your specific
business environment. For instance, a plan with
unlimited or high numbers of local minutes may
be better for employees who rarely travel, while
plans with roaming or long distance better serve
road wa rrioss.

—Keep the contract terms fairly low and
reduce or eliminate cancellation fees. A contract
should run one or two years at most. With carrier
consolidation and market pressure wh at appears
to be a good deal now may be expensive down the
road. Since some employees are likely to leave
before the contract expires, negotiate cancellation
fees based on a percentag of total phones. For
example, you should have the ability to cancel up
to 35 percent of corporae devices in a year with-
out penalty.



—Negotiate a hibernation plan. These plans
allow you to have certain phones remain active—
but not in use—for small monthly fees between $1
and $5. When an employee leaves the company,
the phone returns to the corporaion and is kept in
limbo for 60 to 90 days; then it can be reissued to
a new employee seve ral months later. This signif-
icantly saves on monthly charges and keeps the
phone active without a reconnection charge.
—Obtain free or reduced-cost equipment.
When signing a new contract, you should negoti-
ate damage and property loss provisions; a speci-
fied number of annual
replacements for lost
or damaged devices; a
new device or dollar
credit every time a
contract renews on an
individual device, and
significant discounts
or free equipment.
—Require central-
ized, computerized
billing You should
make certain that ven-
dors send bills—via
CD, Web or both—to
the corporation or out-

side vendor, not the individual user. This removes
the policy of paying employees a monthly stipend
for wireless use that may not have occurred; gives
the corp oration a better handle on where and how
the devices are being used; enables you to easily
download the data into telecom management soft-
ware tools; and allows flexibility in later modify-
ing the plan.

—Get service level guarantees. Since cell
phones are used for business, quality of service is
essential. Make certain that vendors provide cred-
its for dropped calls or poor service and dosely
investigate vendor quality guarantees.

B Problem: There is no individual wireless ser-
vice plan that best covers all employees.
M Solution: Divide wireless users between plans
that best meet the needs of the users and prove
most cost-efficient for the corporation.

Employee wireless plans can generally be bro-
ken down into two types:
1. Individual plans are best for heavy users and
employees who frequently roam out of their home
calling areas. This type of plan can be divided into
three groups.
—~Regional plans, with no roaming or long dis-
tance charges within a small geographical area,
would cover heavy users who rare ly travel.
—~National plans, with no roaming or long dis-
tance charges when on the carrier’s network, are
best purchased from a carrier with a large nation-
al footprint.

The wireless use policy
must address
corporate vs. personal

liability,
as well as departmental
chargeback

—One-rate plans are the ultimate—and usually
most expensive—because there are no roaming or
long distance charges. They are used selectively
for employees who travel to secondary and/or
rural areas.
2. Shared minute plans are the best plans for most
users. With this type of plan, you lower the total
cost per minute; avoid overcharges by pooling
minutes between users; and reduce contract com-
mitment shortfalls by buying the correct number
of minutes based on historical usage. However,
some vendors restrct the makeup of the group that
shars the minutes,
based on geograp hy,
number of users, etc.

M Problem: The cor-
pordaion has no set
wireless usage poli-
cies, allowing employ-
ees to misuse and
abuse their wireless
services.
M Solution: The cor-
poration must develop
and communicate a
wireless use policy that
will enable the company
to manage usage and reduce overall costs.

In many corporaions, this means overhauling
the way wireless devices are controlled: Employ-
ees lose control; the corporation gains it. You
should consider the following when setting corp o-
rate policy:

M Have corporate phones be either all corporate
liability, or all personal lidbility. If you decide to
go corpordeliability, consolidae all invoices into
a master account according to vendor, making bill
payment significantlyeasier. If you decide instead
to go with personal liability, estalish a reporting
structure with the vendor to obtain electronic
shadow inwices.

M Establish and enfo rce a structured personal call
policy based on how mu ch use—in minutes, loca-
tion, etc—employees have, and set a method for
employee reimbu rsement for acceptable personal
expenses.

M Assign an individual within the corporaion or
an outside vendor to handle all provisioning of
new devices, service plan changes and termina-
tions and inventoryupdates.

M Consider keeping a stock of wireless devices
that can be “rented” to infrequent users with air-
time and rental costs charged back to the respon-
sible dep artments.

B Allocae wireless costs to your individual cost
centers and make management responsibe for
controlling these costs.

M Info rm employees not to call internal toll free
numbers from their cell phones.



Service providers must be made aware of your
wireless policy—but be aware that many carriers
will naturally attempt to circumvent it by “acci-
dentally” continung to submit materials directly
to your employees.

M Problem: Historically, corporate management
has done very little to manage wireless usage and
costs on an ongoing basis.

M Solution: Provide management the incentives
and tools they need to effectively manage their
wireless costs.

The wireless policies described above will
have little or no impact
if management is not
committed to enforc-
ing the policy. Policies
can be most effective ly
implemented and
enforced via software
packages from compa-
nies including ISI
Telemanagement
Solutions, MSS Group
and Traq Wireless.
Run either by the inter-
nal staff or an outside
vendor, these software
packages aim to:

B Achieve immediate and ongoing savings with-

out changing carriers or equipment.

B Automate the labor-intensive process of review-
ing rate plans, tracking usage and making

changes.

M Provide management with increased control

and visibility over wireless costs and usage.

B Alert management of fraud or excessive per-

sonal usage by employees.

M Allocate costs by usage and other company

guidelines.

M Consolidate total spend by vendor for optimum
leve rage during contract negotiations.

On a monthly basis, cost analysis software can
be used to easily analy ze every phone against all
your current carrier’s rate plans to provide the best
rate plan recommendations. Studies have shown
that wireless providers derive more than half their
revenue from over- and under-usage. A wireless
user who exhausts only 500 minutes of a 1,000-
minute plan is almost as big an expense to the cor-
poraion as one who uses 1,200 minutes of that
same plan.

Ongoing bill analysis will also reveal ineffi-
cient and ze ro-use phones where rate plans can be
changed or terminated to eliminate unnecessary
monthly service fees.

Another benefit of a softwa re solution is that
the multitude of carriers and rate plans used by
your company are rolled up into a single, flexible
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Studies have shown
that wireless providers

derive more than
half their revenue
from over- and under-usage

online management system. Reports and online
analyes can be completely customized to your
organizational design—whether by camier,
employer, business unit or employee, and admin-
istrators and manage rs can grasp every catego ry of
their wireless billing. Customizable exception
reports will focus a manager’s attention to areas
that need further inwestigaion, increasing
accountability and control over wireless costs.
Organizations that use software tools to man-
age their wireless devices can see reductions of

10-30 percent of their annual budgets. The sav-

ings come in many forms:

1. Hard dollar savings
from:
—Better
selection.
— A ggregated vendor
discounts.

2. Soft dollar savings
from:

—Better asset track-
ing.

—Policy

ment.

—Reduced adminis-

tration time.

rate plan

enforce-

Conclusion
The growth of wireless connectivity has been a
boon for corporations and employees. Employees
are more productive, while their employers are
more connected.

This has come at a price. Wireless plans, left
untended, are a growing corp ordae expense, climb-
ing into the billions of dollars annually with
potentially millions wasted. In the past, tracking
these costs would have required an expensive and
time-consuming corporate structure overhaul that
would, in all likelihood, minimize the financial
benefits.

However, the cost of managing wireless expen-
ditures can be greatly reduced through software
specificallydesigned to track and coordinate wire-
less expenditums. Depending on the enterprise,
this software may be run either in-house or by an
outside consultanto
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