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Please answer the following questions in Chinese.
I Please present the main idea of the following paragraph. (20 %)

Here's a simple example, Two shoppers go into Best
Buy looking for new refrigerators. To the salesclerk who |
waits on them, the customers seem identical. But their sit- J
uations couldn't be more different. The first shoppér—
needs a new refrigerator to replace one that died the ,
might before, Her goal is to keep her ice cream frozemnot —— i
to spend a lot of time browsing. The second shopper is | |
Iwkh&gfmamfngeramrfmnnewhwuhc’alﬁng =i ‘
built. He's got plenty of time to compare features d
prices before making a purchase.

When the salescierk treats these two customers l:h —
same, Best Buy loges ol on some big oppormunitiss. The
time-pressed first shopper, for instance, values delivery
spead above all else. [F the clerk could offer her expeditad [
delivery =that afternoon, perhaps ~she would [ikely buy
a refrigerator immediately, even if the premium delivery
service involved a hefty surcharge. The second shopper is
not a likely candidate for a quick sale, but he's a great cam— v
didate for aggressive cross-selling and relationship build— —_— ‘
ing. After all, hﬂ’&pmhabh'gﬂmghuhcmﬂkmark:t , S
many other appliances for hisnew-heuse, Best Buy
aven want o offer iim a free consulting service l:mr
would give him a comprehensive, customized plan for 4ll
the appliances he needs, a tailored delivery schedule,agd ™ |
3 medest discount for his bulk order. But if the compagy_. —— |

— -

—

doesn't know the customer's situation, it can onl —_—
vide onessize-fts-all service,
| call the broad context in which a customer does busi-
ness the customer scenario. In the Best Buy exampie, the
firs: shopper's scenario might be called “emergency re-
placement®; the second shopper's, “furnish a home." By |
1
|
Thinking in terms of customer —

scenarios has always been useful, b N
the arrival of the Internet makes I 3
the technique more powerful than ever.[ l ’_,./l \ 1'

building a detailed undeérstanding of common customer
scenarios, a company can often find creative ways to ex-
pand its reach into the lives of buyers, helping them save
time, use products and services more effectively, and ful
fill supplementary neads that may not involve the com-

pany's pfferings at all. In delivering such benefits, the |

company becomes a vastly more important-and mudr— —t

more indispensable =supplier to its customers. p—lr
r—| =

,—J ;f,—...__‘_“:,
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2. a. Based on the description below, please identify the characteristics of innovators, early adopters, l
carly majority. late majority, and laggards. (40%)
. b. What 1s the chasm? Please describe the marketing strategy to the visionaries and pragmatists. (40% 2
Categories of Adopters''
The categories of adopters discussed in traditional adoption and diffusion models in-
clude innovators, sarly adopters, early majority, lat maj%md laggards. Although
these traditional categories may be applied in hug ﬁuh markets, Geoffrey Moore has

adapted this theory to apply to the business pur of high-technology computing
preducts in business markets. His adaptation issthwn Tn_ﬁgyxe 6-2; 2 summary de-

seription of each of the categonies is also shown,

Innovators The early market for high-tech produets is com i of technology en- |
thusiasts, people who appreciate technology for {ts'own ﬂd arc motivated by the "

idea of being a change agent in their reference group. They illing to tolerate mitial ' |
glitehes and problems that may accompany any innovation just coming to market and i

are willing to develop makeshift solutions to such problems. Geoffrey Moore believes
that the enthusiasts want low pricing in return for alpha and beta testing new products.
In the computer industry, often these technology enthusiasts work closely with the com-

pany’s technical people to troubleshoot problems. Although not much revenus may come
from this group, it is key to accessing the next group.

Early Adepters The next category, the early adopters.are visionaries i their mar-
ket. They are looking to adopt and use new technblogy to achieve a revolutionary
breakthrough to gain dramatic mmpctitiw.ﬂvanmga in their industries. These people
are attracted by high-risk, high-reward pmj:f:tﬁ, and because they envision great gains
in competitive advantage from adopting new techmisgy, they afe oot very price sen-
sitive. Customers in the early market typichlly demmand pe sonalized solutions and
quick-response, highly-qualified sales and stipport. pthionj is typically between
product categories (e.g., between DVDs and|CDs) at the-pfimasy demand level. Com-
munication berween possible customer adopters cuts across industry and profes-
sional boundaries.

As an example of this early market in the clectric car industry, the earliest adopters
of electric cars in California paid nearly 25% more 10 lease their cars than did people
who leased a year later. These visionaries were willing to make do with the higher price
and hassles that accompanied being an early adopter. For early adopters of =lectric
cars, the “hassle factors™ came in the few siations that were capabie of recharging bat-
teries and the limited mileage range (90 miles between charges). The visionaries were
willing to accept such inconveniences for the psychetegical substantive benefits
they received 12 = |
Early Majority The next group, moving into the pmins*:eam market, are the pragma-
tists or the early majority. Rather than looking fof revolttipnaty changes, this group is
maotivated by evolurionary changes to gain productiv nn‘mdmms in their firms.
They are averse to disruptions in their operatiens a5 such, wan¥ proven applications,
reliable service, and results
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Pragmatists generally want to reduce risk in the adoption of the new technology and
therefore follow three principles:’®

TEa

_—

" This the landslide of
ET rmrm:she andshide o

L “When it is time to move, let us all move toget

demand. . 11
2. "When we pick the vendor to lead us 70 The new parsdigm, let us all pick the same 4

one."” This obviously determines whi ' ome-the market leader, :
3. "Once the transition starts, the sooner w EEtIimV;I with, the berter.” This is why

this stage occurs very rapidly. S o

From a marketing perspective, these le arunihkﬁlﬂn_hui, a new high-tech so-
lution without a reference from a trusted colleague. A trusted colleague to a pragmatist
is—who else?—another pragmatist, not a visionary or enthusiast who has a different view
of technology. Obviously, this need for a reference from a pragmatist poses a real catch-
22 to selling to this group: how to get just one pragmatist to buy, when the first won't buy
without another pragmatist's reference, Yet, pragmatists are the bulwark of the main-
stream market.

Late Majority The late majority conservatives are risk averse and technology shy; they
are very price sensitive and need completely preassembled, bulletproof solutions They are
motivated to buy technology just to stay even with the competition and often rely on a
single, trusted adviser to help them make sense of technology.
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Laggards Finally, laggards are technology skepticr who want only to maintain the
status quo. They tend not to believe that technology can enhance productivity and are
likely to block new technology purchases The only way they might buy is if they be-
lieve that all their other alternatives are worse and that the eost justification is ab-
solutely solid.

The categories of adopters fall into a normal, bell-shaped curve. Although under
mast circumstances, a firm would likely target the innovators in a new-product launch,
in some cases it might be more worthwhije the majerity directly instead of the
innovators. Firms will find it worthwhile to targetAhe majority!?

* When word-of-mouth effects are low— —— _ |

r
In consumer products industries (versus business-id-business situations)
When there is a low ratio of innovators to majoriry users

L]

L]

* When profit margins decline siowly wi tig/

* The longer the time period for mar aac%pt of 4 nef products
Rt —

Each category of adopters has unique characteristics. Maore symbolizes the degree
of these differences as gaps between each group in the marketpiace. These gaps repre-
sent patential difficulty that any group will have in accepling a new product if it is pre-
sented in the same way as it was to the group to its immediate l=ft. Each of the gaps
tepresents an opportunity for marketing to lose momentum, to miss the transition 1o the

next ssgment, and never to gain market leadership, which comes from sellin £ 10 & main-
stream market. The differences between the early market {innovatorsiea rly adopters)

|
- |

and the mainstream market {eariv m jority] are mare pranounced than differences be. 8
tween the other categories, and henct they warrant specia] attention. i
Crossing the Chasm 5 | AT | g ‘

The largest gap between categories ﬂa‘ﬂ'ﬂﬁEr_sstﬂw_mfthe early market (innovators’
early adopters) and the mainstrears market (early majority, late majority, and laggards), ‘g
This deep and dividing schism is the most formidable and unforgiving transition in the
adoption and diffusion process The chasm is the gulf berween the visionaries {early 7
adopters) and the pragmatists (early majority, mainstream market) and derives fromcrit- ¥4
ical differences between the two, Visionanes see pragmartists as pedestrian, whereas prag-
matists think visionarics are dangerous. Visionaries will think and spend big, whereas
pragmatists are prudent and wani 1o stay within the confines of reasonable EXpectations

and budgets Visionaries want 1o be first in bringi ng new ideas 1o the market, but prag-
matsts want to go slow and steady. The ch 1 ¢ carly market is sarurated
but the mamnstream market is not )rm‘rcu:j to adopt. Henee, there 15 no one o sell to.

What contributes 10 this chasm, and hdw.can itbe overcome? The nature of a firm’s
marketing strategy in selling 10 visionaries is very different than the marketing that 15
required fo be successful with pragm 'stlean}-' fitms do not understand this and are
unable 1o make the necessary shift in $trar pes e succegsful,

!

Early-Market Strategies: Marketing-+ the Visionaries —As mentioned previously, vi-
sjonaries require customized products and technical support. Because such customization
for several visionaries can pull a firm in multiple market directions, they can be g costly
group of customers to support. However, for 2 new high-tech start-up, sales to these
visionaries réepresent the initial cash flows to the firm. Hence, given the demand from vi-
sionaries and need for cash flows, there is much pressure both to support their cus-
tomization needs and to rejease products early wo these custopmers Just as customization
can pull the firm in multiple market direzTions aresieepTost, carly release of product
can backfire if it has nof been adequatetvtested. |

The goal of the marketer's fi is paint is to establish its reputation. In new
tigh-tech start-ups. this time of selling to the early market is éxciting and energizing. The
product is often the focus; engineerfig and RED fulﬁ"ﬁ?giq-itiml role, and brilliance
and vision are embraced. Firms try to dﬂek‘;uﬂ&émp irle technalogy for the mar-
ket they pursue. L=
| The Chasm  The hloom falls off the m/sc.h' takes on more vision-
| arics than it can handle, given the high degree of customizanion and support they expect,

No pragmatists are vet willing to buy, presumably because there is no credible reference
for them. Hence, revenue growth tapers off or even declines. The goal of the high-tech
markeier should be to minimize the time in the chasm. The longer the firm spends in the
chasm, the more likely it is that it will never get out.

One implication of the chasm relates to relationships with venture capitalists and in-
vestors. Lack of knowledge of the existence of the chasm can create s erisie Key per-
sonnel become disillusioned ind management becomes discredited. Invesiors may pull
out at the very time thai more financing is necessary to get the product 1o the main-
stream market. The ultimate demise of early-market success storjes might be explained
by the existence of this chasm, ’
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The chasm in the Internet arena is often found after a company has made & decision
to add an on-line sales channel—many times 1o the detriment of existing distribution
channels As a resull, sales may actually decline in the short term after adding the on-line
channel. As stated by Intel's VP of business development in discussing Internet invest-
ments, “In getting from point A to point C, B is hell." B is where revenues decline and prof-
its go down, but there is simply no way for large companies to get 1o where they need to
be in the future without going through it '* Becauselof this chasm, brick-and-mortar com- i
panies struggle with the issue of how muchito inyest inthis still-emerging medium with { |
huge up-front costs and only theoretical profits. It ¢an be an especially anguishing deci- i |
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sion for established companies who must show earnings i quarter after quarter, |
Marketing to the Pragmatists In contrast to muarketing to the visionaries, who are will-
ing to tolerate some incompleteness m the and will fill m the required “blanks.”
marketing to the mainstream market the Fendor pssume total responsibility ‘

for system integration. This need demarids the development of a complete, end-to-end so-
lution for the customer’s needs, or the whole product. Identifying the whole product
requires an exhaustive analysis of what it takes to fulfill the reasons the customer is buy-
ing. Asking what else the customer will need, from a systems perspective, makes apparent
possible switching costs and exposure. For exampie, in the computer industry, the whole
product includes hardware, software, peripherals, interfaces and connectivity, installation
and training, and service and support, In elestronic business, the whole product includes
Weh site design, hosting of the site on a mmme the Internet, security, finan-
cial transactions, and, depending upon the purpose, customer rniationsb.ip management.

The job of the firm in the chasm is to either develop or partner with firms to pro-
vide the whole solution 1o the initial custdmers in the maipstraam market. Rather than
developing the “best possible solution,” the goalhere is to develop the best solution pos-
sible. Yet, this is a very different skill set than thATTequired to guceaed in the early mar-
ket Now. the R&D team. rather than basing devefopment on engineering solutions, must
work closely with parters and allies on & project-nriented approach For many, this is
much less exciting than the pursuit of tachnological britianceand requires painstaking
work on compatibility, standards, and so forth. Moreover, this period may require that
énginoers go to customer sites to observe them in action. Customer service is a critical
component of crossing the chasm.

Another crucial strategy in crossing the chasm and speaking to the needs of the
mainstream market is simplifying, rather than adding additional features. Gadget mak-
ers tend to make new models bigger and more complicated—but not necessarily better—
right at the ume the mainstream market would puy if they were more user friendly. For
example, Microsoft's Internet Explorec3.0.did a good job of nor focusing on dramatie
breakthroughs Rather, it focused on “thoughtfatfte that make using the
Web simpler for average, nontechnical folks ™! Similr'} J|the Palm 1T, introduced in
199%, recopnized that the real prowth in-i-m-athwm:l from the explosion of third-
party software and accessories that enhanced ifs abilities tojlink up with corporate net-
works'® And rather than clogging its ned handheld dgvics wih useless exiras, 3Com
kept Palm III simple.!* Because the developers t evolu rather than reve-
lutionary view, and because the Palm IILis evén easier 1o s ronize with a PC com-
parsd with the prior Palms, they followed the high-tech model perfectly. The Technology
Tidbit provides a bit more about some of the new uses of handheld computars.
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