
Ch11. 
하이테크 상품의 

시간기반 전략 



The Law of Leadership 

 Being first is better than being better. 
 Heineken – first import beer  
 Miller Lite – first light beer 
 Harvard – first university 
 Time – first weekly news magazine 
 Playboy – first porn magazine 
 Jeep – first 4-wheel drive 
 IBM – first mainframe computer 
 SUN – first workstation 
 Chrysler – first minivan 
 Xerox – first paper copier 
 



First-Mover Advantages 

 Pioneer advantages 
 Market share rewards 
 High profit margin 
 Earlier experience  
 

 Three sources of “pioneering advantage” 
(Lieberman & Montgomery 1988)  
 Technological Leadership 
 Preemption 
 Buyer switching costs 



Being First Does Not Guarantee Success! 

    Pioneer  Leader 
 VCR   Ampex (1956)  RCA - Sony 
 Microwave  Raytheon (1946) GE/Samsung 
 Fax   Xerox (1964)  Sharp 
 PDA   Amstrad (1993) Palm 
 Camera  Daguerrotype (1839) Kodak 
 Copier  3M Thermofax (1950) Xerox 
 PC   Apple (1976)  Compaq/Dell 

 

 First-mover advantage should be paired with 
competitive advantage. 



First-Mover Disadvantages 

 Late-mover (2nd mover) advantages 
 Free-rider effects 
 Resolution of tech/market uncertainty 
 Shift in technology or customer needs  
 Incumbent inertia or “producer lock-in” 

 Entry timing dilemma 
 When should you enter? 
 



 “Close following” is a valid 
strategy. But it just happens 
not to be who we are. 
Pioneering is in our corporate 
DNA, so we’d rather go down 
those blind alleys ourselves.  
 

 In my opinion, there are strong 
rewards for being a pioneer. 
Plus, me-too strategies don’t 
work very well on the Internet. 



 



구분 시장 
변화 
속도 

기술 
변화 
속도 

선도진입자 우위 핵심역량 

단기 장기 

잔잔한 바다 
(Calm 
Waters) 

느림 느림  가능성 낮음  가능성 매우 높음  브랜드 인지도 

시장 리드 
(Market 
Leads) 

빠름 느림  가능성 매우 높음 가능성 높음  대규모 마케팅, 유
통, 생산 능력 

기술 리드 
(Technology 
Leads) 

느림 빠름  가능성 매우 낮음 가능성 낮음  R&D, 신상품 개발 
능력, 자금력 

거친 바다 
(Rough 
Waters) 

빠름 빠름  가능성 높음 가능성 매우 낮음  대규모 마케팅, 유
통, 생산, R&D, 신상
품 개발 능력 (동시
에 모든 역량 필요) 



Fast Follower 전략 

 Microsoft 
 “Were we the first mover in PC word processing? No. …As long 

as there is still room for fundamental innovation, there is still 
an opportunity.” (Palm case) 

 
 Samsung 

“Samsung waits for others to  
develop winning technology,  
then it improves on it, and  
pumps out a greater variety  
of finished products faster  
than anyone else.” 
- Newsweek (2004. 10. 11) 
 



Fast-to-Market Strategy 

 “Time-to-market” is Key! 
 Can get ahead and “stay ahead”  
 Nearer in time to the eventual market -> better 

at forecasts with shorter TTM 
 Can use newer (more advanced) technology 

with shorter development cycle 

 Fast-mover strategy 
 Respond quickly to market changes 
 Be the first to upgrade products 
 Introduce continuous innovation 
 Reduce cycle time 



 



 



 



Speed-to-Market, Quality, and Cost 

 The tradeoff: “Good, fast, cheap…Pick any two.” 
 Development time vs. Cost 
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Speed vs. Quality Tradeoff 

 Scenario 1: “Catch the competition” 
 Fast development with low performance levels 

is optimal when: 
 Fast development with high performance levels 

is optimal when: 

 Scenario 2: “Beat the competition” 
 Being first to market with a product that has a 

high performance level is optimal when: 
 Being first to market with a product that has a 

low performance level is never optimal. 



Real-Time Marketing  
(Regis McKenna, HBR 1995) 

 Time-to-acceptance is key. 
 Dialog can help prepare products “ready” to be 

accepted, thus reducing time-to-acceptance. 
 “The dialog is the brand.” 

 Build brand through relationship marketing. 
 IT enables “real-time” one-to-one dialog. (cf. broadcast 

advertising) 

 Dialog begins with “access”: Build interactive 
links to the marketplace. 

 Make customers partners in product design to (1) 
make them loyal and (2) speed a product’s 
acceptance.: Philips, Sony  



Time Pacing 

 Definition  
 Time pacing means transition “according to the 

calendar.” cf. Event pacing 
 Transition  

 Transitions are rarely practiced and often forgotten. 
 Transitions need to be “choreographed”. 

 Rhythm 
 Staying in a rhythm requires discipline and 

concentration. 
 Need to be adjusted to different conditions.  
 Synchronization with the marketplace. 
 Specific metrics on time and speed required. 



Time Pacing in Action 

 Intel  
 Moore’s law: Chip power doubles every 18 mos. 
 Build a new manufacturing facility (“fab”) every 9 mos. 

 Netscape 
 The inventor of the pace known as “Internet time” 

 3M  
 30% of sales must come from products less than 4 yrs old. 

 Gillette  
 Raises prices at a pace set to match price increases in a 

basket of market goods  
 40% of sales every 5 years must come from entirely new 

products. 



Jumping the Technology S-Curve 

R&D or 
Time 

Performance 





Explore or Exploit? 

 The emergence of a new technology offers a 
strategic challenge:  
 Should a firm allocate resources to explore the new 

technology? If so, how much? 

 Adopting a new technology: Exploration 
 Opportunity cost and time to market 

 Ignoring a new technology: Exploitation 
 The competitor which adopted a new technology may 

threaten the company later 
 Cannot catch up if learning takes time (Lockout) 

 Adaptive Rationality: Adaptive Decision Rule 
 Examples: Venture Capitalists, Sharp, Intel’s decision 



Explore or Die? 



Why Miss the Timing? 

 Premature eradication 
 Old technologies never give up without a fight. 
 S curves might help. 

 Missed substitutions 
 Business risk or uncertainty about its 

acceptability to the market  
 Pleasing the current base of customers 
 Monitoring the wrong competitors  
 Organizational inertia 



Strategies for Innovators 

1. Pay attention to the S-curves of new technologies. 
2. Become comfortable with the idea of continually 

rendering your own products obsolete. (“upgrading”) 
3. Keep from allowing your current customers to dictate 

future technology strategy. 
4. Include in any competitive analyses not only existing 

mainstream competitors but also emerging companies or 
companies active in related fields. 

5. Reduce market acceptance time by making it look as 
much like the previous product as possible. Simplicity 
plays a key role in lowering barriers. 

6. Gather courage to take the risk and make the jump to 
the new s-curve, providing you look before you leap. 
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