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Abstract 

[Tags] Innovation Marketing; Diffusion of Innovation; Crossing the Chasm; Market Segmentation; 

Market Entry 

[Purpose] This study seeks to investigate the potential to cross the chasm, identifying and targeting 

the early market in the innovation adoption process for appropriate positioning in the German market, 

to reach mainstream commercialization. 

[Framework] The theoretical background for this investigation stems from the area of diffusion of 

innovations, more specifically from what has been coined ‘crossing the chasm’, as well as contempo-

rary marketing theories. From those, four dimensions or steps have been identified to guide the re-

search: The market segmentation and targeting, the product attributes, the positioning and the distri-

bution.  

[Methods & Sampling] Based on this theoretical framework an analysis of the market and the tar-

get market segmentation has been performed. Hereby, case studies and in-depth interviews provided 

for the necessary qualitative research, which is supplemented by secondary sources. The explorative, 

qualitative research is constructed on theoretical sampling and aiming at providing sound measure-

ment through triangulation of the sources. 

[Findings] From the two cases studies and the 15 primary in-depth interviews it was found that the 

most feasible target segment for an innovative renewable energy company like InnoVentum are small, 

local businesses. They have the pragmatic stance as advised through the theoretical framework and 

provide for best word-of-mouth and self-referrencing as crucial aspects of the chasm crossing process. 

In regards to targeting a thorough and well-defined value propostion is needed to address the customer 

needs for quality, storage and integration, as well as transparent price communication due to the price 

sensitivity. For distribution a one-channel direct sales approach is favoured, with aligned brand build-

ing online and offline community building to increase awareness and trialability. 

[Limitations & Further Research]. Further research is possible in form of more more quantita-

tive studies on the customers needs and communication behaviour for selected segments. Potential 

limitations include potential bias in form of the company relation, as well as sampling. 
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1 Introduction 

A perpetuum mobile is a dream, as energy is never created, only transformed (e.g. Winterhagen, 2012; 

Lossau, 2014). Without friction an almost unlimited supply of energy is theoretically possible, but still 

utopian. Thus, external energy input is needed to be transformed for today's commercial use.  

In the case of InnoVentum the 'energy creation', respectively transformation, comes from both wind- 

and solar energy. Hence, wind- and solar power is used to generate electricity for commercial or privat 

usage 

Within the scope of a master thesis research, this paper’s aim is to investigate how the company Inno-

Ventum AB as a case can successfully target the mainstream market in Germany for its products. 

Hereby, the main purpose of this study is to identify the most feasible target group and market segment 

and to provide measures to target those customers for successful commercialization. Furthermore, the 

research inquires about adequate procedures and opportunities for distribution and promotion. 

This work is structured in the way that a theoretical framework will be argued and described first to 

aid the investigation. After that, the methodology will be described, followed by the analysis, which 

finally leads to the recommendations and managerial implications. Hereby, the research is a mulit-

method approach consisting of two cases studies and in-depth interview, complemented by secondary 

sources, to gain insights for the best-possible chasm crossing strategy for InnoVentum. 

1.1 Company Profile 

InnoVentum AB, founded in May 2010, is a green-energy start-up based out of Malmö, in southern 

Sweden. InnoVentum hereby focuses on its core values and competencies, being aesthetics and design, 

unique R&D and functionality, renewable and carbon negative products and dedication in regards to 

clean energy (Harryson, 2013).  

Therefore InnoVentum’s slogan of ‘Power to the People’ is aimed at its commitment to the cause. In 

its strive to promote and grow the use of renewable energy sources, InnoVentum also aims at decen-

tralizing some of the production with its products. 

Currently InnoVentum consist of five full time employees, ranging from sales, engineering, marketing 

to administration. The founder of the firm, Sigvald Harryson, is a professor in Entrepreneurship at 

Copenhagen Business School and thus possesses a tremendous amount of knowledge and connections 

in the field. He furthermore generates a vast majority of his own investment in InnoVentum from his 
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own consulting firm, which uses open innovation as basis to solve managerial issues (personal commu-

nication). 

InnoVentum’s R&D is mainly based upon collaborative university competitions and a strong network 

of academic partners (Harryson, 2013). Hence, the firm’s knowledge is very focused on academic in-

put. 

1.2 Products 

As InnoVentum’s goal is to provide power to the people, their product range includes environmentally 

friendly renewable energy solutions, which are based on renewable materials to reduce the carbon 

footprint and aim for CO2 neutral energy. Their key selling points are therefore the efficient use of 

resources deployed, as well as arty design with focus on functionality and durability (Harryson, 2013; 

InnoVentum, 2014k). 

In February, just at the beginning of this project, InnoVentum reduced its product complexity by dis-

continuing the so-called Beetle-line consisting of numerous applications, with the Dali and Power 

Tower construction. However, this was a mere name change, also taking advantage of trademarks and 

rights (c.f. Kazlova, interview). Previously the products included the Beetle line, the wind turbine for 

different solutions, including lifestyle, urban, performance; the Power Tower as the foundation for 

hybrid version; the pure hybrid model Giraffe; and larger solutions like the Dali. The Dali as the 

uniquely designed tower, inspired by surrealist art, offers a range from 10-16 meters in height (Inno-

Ventum, 2014f). Product pricing beetle lifestyle (wooden turbine) and a power tower with options for 

solar panels started at 170,000.00 SEK, approx. 18,500 EUR (InnoVentum, 2014e). 

Currently, InnoVentum’s two main product lines are the Giraffe and the Dali, which can be extended 

to a Power Tower through the addition of PV modules to the wind turbine, making it another hybrid 

solution next to the Giraffe. The Giraffe and the Dali are mainly equipped with small wind turbines up 

to 3.5 kWh, however, InnoVentum also offers larger turbines from 11 to 50 kW on towers up to 36 

meters, called Dalifant and Endurance – Cash Cow. Adding to this portfolio, the company offers E-

Scooters and stand-alone solar panel applications (InnoVentum, 2014k). 

Giraffe 

The Giraffe combines wind- and solar energy, with a unique design, creating a roof with the solar 

panels. It is equipped with 16 PV panels and a wind generator to generate a constant output, of up to 

10.000 kWh per year. Similar to InnoVentum’s other products, the product features a wooden struc-

ture. Thus, having absorbed 3 tons of carbon dioxide, according to InnoVentum, the Giraffe aims at 

further reducing the carbon footprint, towards a carbon negative product (Harryson, 2013). 
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The Giraffe initiated from a collaborative competition at a university in France and saw its first full-

scale application outside the Arena in Malmö for the European Song Contest. Its presence was further 

strengthened through participation as well as initiation of green vehicle events and rallies, including the 

Øresund Electric Car Rally, the Green Vehicle Days, as well as innovative EV-Carmakers like Tesla 

Motors, Nissan, or Volvo. Nevertheless, the publicity generated did not lead to any direct sales or 

measurable results (Harryson, 2013). 

Potential applications (Harryson, 2013; personal communication), include Wi-Fi and Charging Station 

in public areas (Harryson, personal communication; c.f. Brownstone, 2014), EV-Charging, with car-

port protection, general energy sourcing with a rooftop, or for other electrical products like lights, orE-

Bike charging. It could also be possible to customize the Giraffe for various customers and partners, 

like for the BMWi3, Tesla, or Ikea, because of the wood supply according to Harryson (personal 

communication). 

Its advantage, according to InnoVentum is its stable energy curve remarkable design, environmentally-

friendly material, performance as well as high durability (personal communication).  

Figure 1-1: Product Example: Giraffe & Dali Power Tower 

 
Source: InnoVentum AB 

The Dali & Power Tower 
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While having a wind power tower already in place, the stable power curve of the Giraffe lead to the 

development of the Power Tower, including PV panels on a wind energy turbine. The first tower was 

installed in August 2013, with a price tag around 126,000 SEK (around 14,000 EUR), to attract the 

B2C market (Harryson, 2013). This was also InnoVentums first product that had the price tag already 

included on the website. However, the team, apparently, was not convinced about a visible price tag. 

Down-scaled version only costs 1/3 of the giraffe (Harryson, 2013).  

The Dali towers, as mentioned earlier, are the stand-alone small wind solution, which becomes the 

(Dali) Power Tower after mounting up to 8 PV panels, to harvest both highly complimentary green 

energy solutions (personal communication; InnoVentum, 2014k).  

Advantages of the Dali application according to InnoVentum is it’s modularity, as each wooden mod-

ule is not longer than 2 m, the noise reduction, durability, the design, and that it can be mounted 

without a crane (Harryson, 2013; InoVentum, 2014k; personal communication).  

Possible installation opportunities for the Dali or the (Dali) Power Tower include sub-urban to rural 

stand-alone applications or integration with buildings, like a roof-mounted installation (Harryson, 

2013; InnoVentum, 2014k; personal communication). 

Customer Feedback 

From the pre-study interviews (Kazlova, Widung) follows that InnoVentum itself has not yet received 

direct critique from customers, however there are concerns among potential clients as the sales director 

Morgan Widung mentions. The interviews show that customers are unsure about the quality of the 

applications and turbines due to cheap products from China and so forth, as well as fears about real 

estate value, noise, or building permissions (Widung, Kazlova, interviews; Harryson, 2013). 

1.3 Market & Marketing Overview 

Despite marketing and market entry in France, Japan and currently also Indonesia as part of the ‘Pow-

er to Indonesia’ program, most of InnoVentum’s customers still come from Sweden (Widung, inter-

view). This is surprising, as Sweden offers limited financial incentives (Harryson, 2013). 

The attractiveness of markets thus far was primarily based on the incentives and cost of electricity, 

which is according to InnoVentum favourable in Denmark, Japan, and Germany. (Harryson, 2013). 

However, from internal sources, Germany is perceived as only in the midfield when it comes to incen-

tives and ease of building permissions (Harryson, 2013). Nevertheless, InnoVentum seeks to establish 

market presence in Germany as it is a strong market for renewable energy, also due to its Ener-

giewende (personal communication; interviews Kazlova & Widung). 
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Installations  

InnoVentum’s first private customer was Gunnel Nordqvist from Öland, who installed a Beetle S. (old 

product name) in November 2011 and later upgraded to a hybrid solution (InnoVentum, 2014j). 

In September 2012 InnoVentum installed a Beetle S application as well, at a winery at the Côte 

d’Azur in France. The Japan expansion started in the beginning of 2013 with initial talks, resulting in 

installation leads and distribution partners like the Windy Ltd. (InnoVentum, 2014j). However, as the 

marketing director of InnoVentum, Ala Kazlova mentioned in the pre-study interview, Japan is a very 

tough market and is implementing protective measure to strengthen the national industry.  

In spring 2013 the first Giraffe installations were made at the Eurovision Song Contest 2013 venue 

and Västra Hamnen near InnoVentum’s office in Malmö (InnoVentum, 2014j).  

A while ago InnoVentum reached out to the SOS Children’s office to donate the Giraffe originally 

installed at the Eurovision ground in Sweden. The first initial contact with the Sweden office was posi-

tive, stating demand to replace the diesel generators. However, even with the offer to transport the 

hybrid-solution anywhere, the sovereign non-governmental organisation (NGO) declined the offer in 

the end. They would have preferred a donation over the amount (60,000 EUR), to spread (Harryson, 

personal communication).  

In short, the current instalments of InnoVentum’s products or solutions are (Harryson, 2012, & 2013; 

personal communication): 

• Private Individuals – Öland and Särö (Sweden) 

• Eco-Farmer with restaurant 

• Real Estate Companies 

• Municipalities promoting Green Image 

• Universities (BTH in Karlskrona) 

• Public Parking Company buying Giraffe as Carport & Charging station 

• Gardening Company in France 

• Power to the Philippines 

To summarize, InnoVentum has roughly about 15 installations including prototypes (personal com-

munication).  

Media & Online Presence 

InnoVentum seeks to actively pursue media articles, where the majority is based out of and targeted 

for Sweden, the others are mainly for Japan, France, and also the Netherlands (InnoVentum, 2014h, 

2014j). This ranges from articles in the local (Swedish) press like Ölandsbladet, Ölands Journalen, BLT 
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Sydöstran, Innovation in Mind, Sydsvenskan, Skånskan, in the local Swedish news on TV4, or inter-

national and design-focused media like the Japanese magazine Landscape Design (in June and August 

2013, Les Nouvelles de Provence, Architecture Bois, ERA, Galore, Ny i Villa, or L ́Essentiel de la 

Maison (InnoVentum, 2014j). 

InnoVentum’s founder and CEO, as well as the team, are actively trying to generate publicity through 

participation in EV rallies, like ÅF Offshore Race, or the Öresund Electric Car Rally, the organisation 

of and participation green and EV focused events like the Green Vehicle Days’, installations at the 

Eurovision Songcontest grounds, or the participation in the TV show Survivor (personal communica-

tion; InnoVentum, 2014j).  

In the last months and years InnoVentum has received a few awards in sustainability, including the 

‘Malmö City Prize in Environment and Sustainable Development’ (Kazlova, Widung, interviews).  

In regards to Social Media, InnoVentum is currently active on Facebook, but see tremendous im-

provements there (personal communication). Furthermore, due to the B2B focus InnoVentum is build-

ing upon LinkedIn as a professional network and joined the more professional micro-blogging plat-

form Twitter in Mai 2014 (InnoVentum, 2014c; Kazlova, interview). Ms. Kazlova (c.f. Interview) men-

tioned, InnoVentum is trying to accelerate its total presence in the social media world. Hereby they 

also promoted their ‘Power to the Philippines’ campaign, especially their first Dali Power Tower instal-

lation (InnoVentum, 2014g). 

InnoVentum tries to be present its brand on various other online platforms; primarily focusing on ar-

chitecture, sustainability and/or design like ArchiExpo (InnoVentum 2014j; Kazlova, interview).  

In early 2014 InnoVentum introduced ‘Buy Now’ buttons or call-to-actions on their website (Kazlova, 

interview; personal communication). Those buttons are not linked to a store or e-commerce system but 

lead to a form where the prospective lead can enter interests, requirements and leave contact details 

(InnoVentum, 2014i). Hence, it is a contact form for the prospective customers.  

In establishing the brand and the media presence, InnoVentum also seeks partnerships with EV manu-

facturers, particularly with Tesla (personal communication).  

Moreover, in the last months and years InnoVentum has received a few awards in sustainability, in-

cluding the ‘Malmö City Prize in Environment and Sustainable Development’ (Kazlova, Widung, 

interviews).  
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1.4 Management Dilemma 

The main dilemma for the start-up is that they are not yet cash-flow positive. As every businessman 

knows, money is crucial for survival. Thus, in order to foster organic and healthy growth, the aim is to 

clarify what InnoVentum’s core markets and segments should be (Harryson, 2013; personal communi-

cation). 

While the apparent burn-rate declined from 2011 to 2012, the firm still did lose money. Thus the 

question arises, if the firm is not lean enough. In order to go forward, InnoVentum, used its slow but 

steady sales to attract further investment. Morgan Widung, currently Head of Sales, and his brother 

Manne Widung invested when they joined 2013. So did a few other connections of the CEO, includ-

ing a PhD student, first-lead investors Nils Bohlin, and new c-level investors like Rafal Dudkowski. 

Together with the new investment, a co-funding target with the Swedish Energy Authority (Ener-

gimyndigheten) was achieved, totalling 2.6 million SEK, from which 1.2 million came from the offi-

cials. The agreement was achieved in October 2013 (Harryson, 2013; InnoVentum, 2014j; personal 

communication). Until the end of 2013 InnoVentum had raised over 10 million SEK (about 1.1 mil-

lion EUR) from 20 investors.  

In his description, Sigvald Harryson, mentioned that a funding through venture capitalists was only an 

option after 10 to 20 customer installations, as the value would be too marginal (Harryson, 2013). 

The adoption rate of its products is not optimal. InnoVentum needs more people to use its products 

and reach mainstream commercialization. Especially since the current users or customers are very 

diverse and have no connection in regards to their profiles (Harryson, 2013). 

In my initial Email correspondence with the CEO of InnoVentum AB, Sigvald Harryson (January, 

2013), he mentioned that there are two main areas the company wants to look into. One is the macro 

perspective, a thorough analysis of the top-markets around the world, the other, micro perspective, is 

to specifically address a single market and identify the drives for commercialization. This is also due to 

the fact that in its strive to be a ‘born global’ (personal communication), InnoVentum tapped into a lot 

of markets, from Sweden, France, Netherlands, Germany, Denmark, or Japan (personal communica-

tion; Harryson, 2013). Hereby, the focus of Germany was selected, as it is one of the major markets in 

Europe and the world, due to its size and commitment to renewable sources (personal communica-

tion). 

Another important issue for InnoVentum is the distribution of the products as well as partnerships, like 

for instance with home improvement stores (Harryson, 2013; personal communication). In the begin-

ning of this project with InnoVentum the founder Sigvald Harryson (personal communication) also 

wanted to look into allowing and offering external companies to act as agents on a project base, tap-
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ping into distribution relationships. This was also to include documentation and call-to-action (CTA) 

on the website. In the end the goal was to enable lead generation. During the undertaking of this work, 

InnoVentum actually introduced such a program on its website and spread the word (InnoVentum 

2014d). On their landing page they are calling out for so-called lead developers and are advertising for 

monetary benefits. Hereby, they are specifically addressing construction and architecture firms, as 

well as ecological enthusiasts.   

1.5 Research Objectives 

In accordance with the management dilemma or goal to become cash flow positive and reach main-

stream commercialization of its products, InnoVentum needs to look into market segments and find 

out who its (early) adopters are. Hereby, the marketing, sales and distribution strategy is an important 

step. 

“Commercialization is the process of bringing a product or service idea to the marketplace. 

 ‘Commercialization’ refers to putting into place the necessary manufacturing, distribution and marketing infrastructure 

required to deliver the product or service to the end user.”  

(Sutherland & Campbell, 2004, p. 77) 

As mentioned earlier, the focus of Germany as the entry market has been chosen due to its importance 

for InnoVentum and its global reputation of being the most valuable market for renewable energies. 

Also, in the strive to find the common denominators in regards to the customers, or customer groups, 

as well as the identification of the core markets, it is also to decide which products are favourable for 

what market fragments and customers (personal communication; Harryson, 2013). 
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2 Theoretical Framework 

2.1 Foundations of Innovation Management and Marketing 

In order to lay down the foundations for the research, the relevant theory is now described. First, the 

general concepts of innovation management and marketing are described, followed by a more specific 

look at the crossing the chasm theories. Finally other contemporary theory will be discussed to supple-

ment the framework. 

 

“Technological chance is one of the principal drivers of competition. 

 It plays a major role in industry structural change, as well as in creating new industries.” 

 (Porter, 2004, p. 164) 

 

Davenport, Leibold, and Voelpel (2006) argue that the concepts or business and innovation are cur-

rently changing, resulting in a tremendous impact for the business world and how strategic decision 

are to be made. In the transformation of the classic business model, with effects on value creation, val-

ue capturing and value sustainability, they describe four main challenges of classic strategy manage-

ment:  

- The move from visible assets and invisible customers to invisible assets and visible customers 

- Vertical and horizontal organizations are being displaced by networks of intrafirm, extrafirm 

and interfirm relationships 

- The shift away from methodical, competitive outperformance in markets, to an emphasis on 

construction, collaboration, and sustainability, to create unique (innovation) value 

- A change towards creative and proactive strategic mind-sets, leaving behind descriptive and 

reactive standards  

In the marketspace, where customers and products meet, customers can now access the same infor-

mation like producers, due to technological advances, leading to a in balance of power from makers 

and sellers to the buyers and users. Moreover, customers increasingly tend to value experience and 

convenience that goes along with the product more than the product itself. In the firm’s competitive 

industry space, focus shifts, as highlighted, from aggressive competition to of co-evolving with custom-

ers, partners, competitors, and suppliers to create superior customer value and performance. Daven-

port et al., 2006). 
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Hence innovation management tends to shift towards a more customer-centric view, where the focus is 

on value creating and value-chain innovation and away from pure product innovation and outperfor-

mance. The firm, the management, and its customers are co-shaping the value-innovation process to 

create sustainable performance and value  (Davenport et al., 2006; c.f. Christensen, 2011).  

2.1.1 Innovation Definition 

In the literature landscape there are many views, sometimes conflicting, on what an innovation is and 

how it can be described, like product-, process-, business model-, experiential-, or structural innovation 

(Davenport et al., 2006). Davenport et al. (2006) point out that most definitions have one underlying 

element, the change.  Hereby, they define two dimensions:  

- Change in the value of a product or service and the ways and methods in which they are gen-

erated and conveyed. Classic terms and dimensions are the product and process innovation. 

- The degree of novelty involved, from minor, incremental improvements right through to dis-

ruptive change, which transform the thinking and usage of the product or service. The notion 

of disruptive vs. sustaining (incremental) innovations is found, or better, stems from Christen-

sen and Raynor (2003). 

Those two dimensions can also be found in Roger’s (2003) work on the innovation diffusion, where he 

defines an innovation as an ”idea, practice, or object that is perceived as new by an individual or other 

unit of adoption” (p.12). Hence, in extreme, the change in the product or service, or its process, is ir-

relevant if the user or buyer does not see any – obvious - benefits and advantages (Rogers, 2003). In-

novation therefore is seen as a value leap in the eyes of the consumer, based on technological or pro-

cess (value-chain) improvements, radical or not. This basic understanding of innovation will be used as 

guidance for this work.  

Creating Value and Business Growth 

In the co-creation of innovation and its value, the joint-projects with customers, suppliers or other 

partners, the innovation itself can stem from various sources including, the firm itself, external firms, 

universities, or non-profits, or from individual research and achievement (Schilling, 2005). 

One current trend herewith is the practice of open innovation, which stands in contrast to the tradi-

tional innovation practice of keeping the entire R&D in-house. Open innovation, like the term sug-

gests, opens up the internal R&D to harness external ideas and leverage on activities and thoughts 

outside the current procedures and processes of the firm. It is the development of new ways by com-

bining knowledge from within and outside the company (Davenport et al., 2006). Thus, the idea is not 

to develop the own product per se, but to create significant value for the customer or user.  
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“Don’t try to change your customers – help them”  

(Clayton et al., 2006, p. 291) 

For the innovation marketer this means that he must be able to profitably market the ideas, both their 

own as well as others, while tying in all the functions performed by others (Davenport et al., 2006). 

On the basis of value creation in terms of business applicability and growth, Clayton, Raynor, & An-

thony (2006), mention that in regards to disruptive, way-changing, innovations there are two options 

on how to bring business forward, the creation of a new market by targeting current non-consumers, 

or to compete in the low end of an established market.  

For both instances it is obvious that managers must be patient with growth but impatient with profita-

bility. Insisting on early profitability ultimately leads to finding the right market where the firms’ dis-

ruptive innovation and its distinctive capabilities will be valued uniquely. In contrast, putting up with 

huge losses before becoming profitable might lay the foundations for big business, but is not sustaina-

ble. Thus, companies should only focus on the necessary performance and value crucial to the custom-

er and align the cost-structure accordingly (Clayton et al., 2006).  

2.1.2 Adoption & Diffusion of Innovations 

The adoption process represents ‘the mental and behavioural stages through which a consumer passes 

before making a purchase or placing an order. The stages are awareness, interest, evaluation, trial, and 

adoption” (Hollensen, 2010, p. 623). The diffusion of an innovation represents its spread among the 

population, which Rogers (2003) first explain in his well-known work. Hereby, four key elements that 

mark and define the diffusion process: the innovation itself, the channels through which it is communi-

cated, the time, and the social system (Rogers, 2003). Hereby, the message can be communicated 

through interpersonal communication (word-of-mouth), mass media or social media. This is especially 

where marketing comes in. Also, the social structure or environment influences the adoption, as its 

boundaries and norms affect the individual decision-making (Rogers, 2003). 
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Figure 2-1: The Innovation-Decision Process 

 
Source: Rogers, 2003, p. 170. 

Rogers’ (2003) Innovation-Decision model shows the process and variables influencing the adoption or 

rejection of an innovation. The innovation-decision process is essentially an information-seeking and 

information-processing activity in which an individual is motivated to reduce uncertainty about the 

advantages and disadvantages of the innovation (p.14). The model makes it clear that in order for a 

product or service to be adopted, the communication must be targeted and the perceived characteris-

tics of innovation, namely the relative advantage, the compatibility with the existing lifestyle, the com-

plexity of the product, the trialability, and the observability of its advantages. Since said characteristics 

are mostly under the control of marketers, identifying and presenting them can be of tremendous im-

provement for the adoption (Christou et al., 2004) 

In the adoption process, opinion leaders, early adopters of an innovation or technology, that have a 

strong personal social network and are good communicators, can act as gatekeepers in the diffusion of 

innovations (Hollensen, 2010; Rogers, 2003). Hence, it essential to bring them on board, to strategical-

ly accelerate the adoption process. 

2.1.3 Technology Acceptance & Consumer Resistance 

Another perspective on the barriers to adopt a product or services is provided by Ram and Sheth 

(1989). They found that there exist two overarching sources of adoption barriers namely functional 

and psychological barriers. Functional barriers hereby can, according to Ram and Sheth (1989), be 

divided in (1) usage barriers, the incompability with exisiting usage patterns, practices and habits, (2) value 

barriers, the need for a strong performance-to-price ratio, and (3) perceived risk barriers like physical, eco-

nomic, functional or social risk (c.f. Usunier & Lee, 2009), (4) Psychological barriers can source from tradi-
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tion, the cultural changes a customer would be facing when adopting an innovation, or the (5) image of 

the product or service that the customer perceives. 

Any of the above outlined barriers can lead to a resistance, which again affects the adoption or simply 

leads to a rejection (Ram & Sheth, 1989). If those issues persist or exist, they should be targeted with 

specific marketing strategies to decrease or eradicate the consumer’s restraint (Ram & Sheth, 1989). 

2.2 Crossing the Chasm 

Much of this research’s theoretical foundation will be based upon Moore’s (2014) classical marketing 

book, Crossing the Chasm. It addresses entrepreneurial and marketing aspects on how to successfully 

approach (mainstream) adoption. Hereby, the focus lies on frameworks for the successful targeting of 

potential adopters for disruptive technological innovation. Thus, it builds upon the classical notions of 

innovation diffusion (e.g. Rogers, 2003), with the focus on commercialization for new ventures’ prod-

ucts and services in the high-tech sector.  

What Moore (2014) describes as the chasm is the problematic of addressing and reaching the Early 

Majority (c.f. Rogers, 2003). They are, as he points out, harder to reach as they belong to the main-

stream market, which is dominated by a great proportion of mostly pragmatic customers. Hence, in his 

words, they are very different from the early market (Innovators & Early Adopters), which mainly con-

sists of few (technology) enthusiasts and visionaries. He thus follows the classical technology adoption 

life cycle brought forward by Rogers (2003) and other scholars in the field of the Diffusion of Innova-

tion.  

Moore (2014) points out that the chasm model he created should act as a beacon in rough waters, giv-

ing perspective. It should guide the ship, the company, to safer waters or harbours. Following his title’s 

analogy, it should thus bridge, lead the way, across the ‘chasm’ to connect with the early majority and 

therefore mainstream commercialization. 

“The chasm model represents a pattern in market development that is based on the tendency of pragmatic people to adopt a 

new technology when they see other people like them doing the same.” (Moore, 2014, p. xi) 

A crucial concept for Moore’s chasm model is the definition, the type of (technological) innovation, as 

discussed earlier. In his view the model only applies to innovations that require a drastic adaption and 

change from the customer, commonly falling under disruptive or discontinuous innovations. On the other 

hand, continuous innovations, that do not require the customer to alter his current mode of behaviour, 

do not create a chasm in the Technology Adoption Life Cycle. Therefore, the prerequisite for the 

company is to be clear on its stance in regards to the innovation it wants to market.  
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2.2.1 Psychographic Groups – Stages of Adoption 

The goal, to move along the Technology Adoption Life Cycle, the bell curve divided by the standard 

deviations, representing the characteristics and number of people likely to adopt the innovation, is thus 

hindered or enhance by the ability to move from segment to segment (Rogers, 2003; Moore, 2014).  

Moore (2014) follows Rogers’ (2003) psychographic groups (innovators, early adopters, early majority, 

late majority, and laggards), but puts them in a high-tech environment. Rogers’ innovators are the 

technology enthusiasts (techies) for Moore. They are the first to adopt an innovation, as they appreci-

ate the technological advancements and act as gatekeepers of any new technology. They have an inner 

strive to explore and test new products, which makes them good critics of the company. However, the 

innovators also want the truth, meaning direct access to the knowledge and technology of the firm and 

no false promises.  

Figure 2-2: The Chasm – Technology Adoption Life Cycle 

 
Source: Adapted from Moore (2014), & Rogers (2003) 

Moving along the bell curve, now come the early adopters (Rogers, 2003), respectively the visionaries 

(Moore, 2014). This psychographic group is known for its strive to get ahead. They are not necessarily 

keen on getting the latest technology, but rather look for the strategic opportunity, the breakthrough 

that can be achieved with it. Thus, they draw their value from the strategic leap (competitive ad-

vantage) and not from the product. They take a high risk, if the projected return on investment (ROI) 

is worth it. But, as Moore adds, “getting closure with visionaries is next to impossible. Expectations 

derived from dreams simply cannot be met” (Moore, 2014, p. 37).  
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Both the technology enthusiasts and visionaries belong to the early market. The third, bigger psycho-

graphic group, the pragmatists (early majority) belong to the mainstream market, together with the 

conservatives (late majority). The pragmatists are very hard to characterize, as they do not draw atten-

tion to themselves  

The pragmatists or early majority account for roughly a third of the entire market. Once won, they are 

extremely loyal and thus exorbitantly valuable for long-term market success and dominance. They are 

looking for a functional, standardized product that adds a proven incremental change. They care 

about the quality of the whole product with its support, infrastructure and reliability. This stems from 

the fact that pragmatists care about having the best product from the market leader to stay ahead. The 

early majority is very price-sensitive and support intensive (Moore, 2014). 

The conservative, the late majority, constitute, alongside the pragmatists, the mainstream market. 

They care about tradition and are against discontinuous innovation. They are particularly looking for 

cheap, high-quality, and hassle-free products (Moore, 2014). 

The late market consists of the skeptics that only adopt something if there is no other way. In this study 

both the conservatives and the skeptics are not essential for the goal of mainstream adoption. Howev-

er, especially the sceptics can provide for valuable feedback, of why the product fails to meet their 

standards (Moore, 2014; Rogers, 2003).  

2.2.2 Chasm Dynamics – Reaching the Mainstream Market 

In his book Moore (2014) describes the existence of minor cracks and the ‘big’ chasm. The first crack is 

between the innovators and the early adopters. In most cases companies fail here because the techno-

logical advancement is not translatable into a benefit, into value. The second crack is between the early 

majority and the late majority. The early majority is still considered open to technology, whereas the 

late majority is not. Thus, they value different things. 

The real chasm, however, lies between the early adopters and the early majority. According to Moore 

the main issue stems from the fact that the visionaries do not provide adequate reference for pragma-

tists. However, in the move along the Technology Adoption Life Cycle, reference from each psycho-

graphic group is essential to keep the momentum. Thus, in essence, the early market with its strive for 

radical and disruptive innovation to get ahead alienates the pragmatists, which are, as described, look-

ing for a comprehensive, established product or service.  

“When promoters of high-tech products try to make the transition from a market base made up of visionary early adopters 

to penetrate the next adoption segment, the pragmatist early majority, they are effectively operating without a reference base 
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and without a support base within a market that is highly reference oriented and highly support oriented.” 

 (Moore, 2014, p. 22). 

2.2.2.1 Reference Customer Base 

Moore (2014) points out four fundamental characteristics that estrange the pragmatists in particular: 

(1) the lack of respect, as pragmatists value colleagues and perceive visionaries as self-centred elitists; (2) 

they don’t care about futuristic products, but care about integration towards existing infrastructure; (3) 

they struggle with highly disruptive technologies (e.g. Christensen, 2011); and (4) they care about long-

term value not short-tem success. 

He therefore proposes the “big fish – small pond” approach. As pragmatists care about buying a so-

phisticated, proven product from the market leader, he advises to address a small market (segment) 

and try to become market leader in the small pond. By conquering a small niche, the firm, can reach a 

de facto market leadership, with products tailored for that customer segment, including components, 

infrastructure and services. 

Once this is achieved on can hop in another pond and become a big fish there too. With this approach 

the customer base that can be referenced can be built and established, thus overcoming the chasm 

dynamics of having no appropriate reference for the pragmatists.  

2.2.2.2  (Mainstream) Market Dominance 

Moore further uses the D-Day as an analogy1. As pragmatists value a sophisticated, established firm 

and its products, it is necessary to secure a beachhead via an invasion. Meaning that all efforts need to 

focus on securing and dominating a market segment. Once the fire is started and a certain segment or 

section is covered, the firm can move on. This follows the big fish – small pond metaphor.  

 “Make a total commitment to the niche,  

and then do your best to meet everyone else’s needs with whatever resources you have left over.” 

 (Moore, 2014, p. 76) 

2.2.3 How to Cross the Chasm – Conceptual Framework 

In this chapter, a conceptual framework will be drawn, following Moore’s (2014) recommendations for 

successfully crossing the chasm to the mainstream market. Hereby, the chapters can be broken down 

                                                        

1 Whether he has a personal favel for it or likes Sun Tzu’s (2002) the Art of War, which is currently trending again, is unclear. 
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into four characteristic stages: (1) Point of Attack; (2) Assemble the Invasion Force; (3) Define the Bat-

tle; and (4) Launch the Invasion.  

In the following chapters each step will be addressed individually to pinpoint the reasoning and the 

purpose of each phase.  

2.2.3.1 Point of Attack (Targeting & Segmentation) 

As stated in the previous chapters, Moore (2014) suggests targeting a niche, respectively a specific cus-

tomer segment, in order to cross the chasm. Hereby, he describes a market as “a set of actual or poten-

tial customers for a given set of products or services, who have a common set of needs or wants, and 

who reference each other when making a buying decision” (Moore, 2014, p.28). In economics howev-

er, a market is described as a place where an agglomeration of buyers and sellers influence the pricing 

of a product or product group through actual or potential interaction, herewith defining supply and 

demand (e.g. Pindyck & Rubinfeld, 2005). In Moore’s term this means, in regards to marketing, solely 

the aggregated current and future sales. Thus, Moore (2014) acknowledges that his definition of a 

market resembles that of market segmentation. However, contrary to most market segmentation defi-

nition (e.g. Hollensen, 2010; Kotler & Keller, 2009; Grant, 2010), where homogeneity, the uniqueness 

of the customer group and their buying behaviour is described, Moore (2014) particularly stresses the 

importance of the possibility of the members of that segment to reference each other. In the end a 

positive chain reaction of word-of-mouth marketing is the goal. 

“If two people buy the same product for the same reason but have no way they could reference each other,  

they are not part of the same market.”  

(Moore, 2014, p. 29). 

Finding the most attractive market segment or customer group is a high-risk, low data decision, which 

is why Moore (2014) advises to act based upon informed intuition, leaving the analytical reasoning 

aside. However, this study’s aim is to generate as much insight as possible to make the best decision.  

2.2.3.2 Assemble Invasion Force (Product Attributes) 

After the segmentation of the market and the decision on the target niche, the point of attack, Moore 

(2014) now addresses the assembly of the invasion force. This includes internal and external factors. 

The internal aspect, deals with the process of defining the whole product (whole product concept) for 

the specific niche to be targeted. The external element is the choice of allies and partners. 

In regards to the whole product marketing, Moore (2014) uses an onion diagram to point out the dif-

ferent aspects of the product need to cross the chasm. He hereby stresses that in order to successfully 

move along the Technology Adoption Life Cycle, the product needs to be as complete as possible. This 
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again is to adapt the product for the need of the targeted niche with its mainstream customers (prag-

matists). As discussed earlier, pragmatists want to buy a product that functions and is easily integrated 

within existing structures.  

Figure 2-3: Product Attributes – Whole Product Concept 

 
Source: Levitt, 1980; Kotler & Keller, 2009; Moore, 2014 

Coming back to the onion diagram, Moore (2014) derived the concept from Theodore Levitt (1980), 

which he acknowledges in his work, as well as possibly Kotler (e.g. Kotler & Keller, 2009). At the core 

stands the generic product, which is the actual product itself. However, since the customer expects the 

product to work, in regards to its intended usage, the firm must take the expected product into considera-

tion. Moore (2014) points out that this is the minimum viable product (to ship) to have any success with 

the customer. In order to maximize the product acceptance and success, the augmented product, consist-

ing of ancillary products and support services, needs to be in place. Finally, the potential product com-

pletes the whole product concept, by including the expected growth, modifications, and customer en-

hancements within the product.  

While this concept has its purpose, it is not translatable to real life products for every instance. Hence, 

to simplify the idea, a whole product is the product (generic product), enhanced by the additional 

hardware and software needed, the integration of the product, the installation as well as training and 

support (Moore, 2014). Thus, in essence, the product needs to be as complete and ready to use, for the 

customer to buy it. This can be compared to the so-called ecosystems that today’s big ICT firms like 

Google or Apple have established. 

In his take on partners and allies, Moore (2014) only sees the necessity of partners in regards to com-

plementing the whole product. 
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“Tactical alliances have one and only one purpose:  

to accelerate the formation of whole product infrastructure within a specific target segment.” 

 (Moore, 2014, p.125) 

Hence, he (Moore, 2014) sees the co-development of the whole product and potentially the join mar-

keting of it as the only viable means and reason of engaging with another firm.  

2.2.3.3 Define the Battle (Positioning) 

After the successful identification of the most relevant customer segment and the definition of the 

whole product with potential partnerships, the goal is now to successfully position the product. Moore 

(2014) hereby describes the need of competition, as without competition, there is no market. This is 

linked to the psychographic definition of the intended target customer, the pragmatists. Pragmatists, or 

the early majority, are looking for a sophisticated product in an established market.  Thus, in order for 

the company looking to cross the chasm, competition is needed in order to prove the market leader-

ship (Moore, 2014). In other words, one of the main evidence of the value of a product for the pragma-

tist customer is its position in the market in regards to (potential) competitors. 

2.2.3.3.1 Creating the Market 

In order to create a suitable and comfortable market to position the product, the company needs to 

define the competition by giving the customers existing competitors as reference points. Hence, on the 

Competitive-Positioning-Compass, with its four domains technology, product, market and company, it 

is essential to move away from a product orientation, which the early market cares about, towards a 

market-centric strategy. This means that it is no longer necessarily about the ease of use or the latest 

technology, rather about the installed base, third-party support (partners), quality of support, or cost of 

ownership.  

“It is the market-centric value system – supplemented (but not superseded) by the product centric one – that must be the 

basis for the value profile of the target customers when crossing the chasm.”  

(Moore, 2014, p.137) 

The two competition reference points are the market alternative and the product alternative 

(Moore, 2014).  The market alternative ought to be a company that the targeted customer has been 

buying for years and that addresses a similar problem. The aim is thus to market the discontinuous 

innovation by addressing a limitation of the traditional offer (differentiation), in order to skim the cus-

tomers’ budget originally allocated to the other firm. The second reference, the product alternative, 

should be a company that also has a discontinuous innovation and is also positioning itself as the mar-
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ket leader. This can but must not necessarily be a similar technology. In the end, the goal is to help 

people appreciate the technology leverage, the niche market, and gain credibility (Moore, 2014). 

2.2.3.3.2 The Positioning Process 

As positioning, with the creation of the competition, is the “single largest influence on the buying deci-

sion” (Moore, 2014, p.148),  he describes an outline of the most essential parts and the process. Moore 

(2014) argues that the goal of positioning is not to make it easier to sell, but rather easier to buy for the 

intended customers. Therefore, it is important to correctly name and frame the product (1), describe 

the intended usage and advantage (2), define the competition and differentiation to create a mental 

framework for the customer (3), and (4) provide security for the customers’ investment. The two first 

points are especially crucial for the early market, the third represents the value for the pragmatists, and 

the fourth, having staying power, is aimed at the conservatives.  

The communication process of positioning, according to Moore (2014), consists of: (1) the claim, (2) 

the evidence of the market leadership, (3) the communication to the right audience, and (4) the feed-

back and adjustments. In order to ease the process, he provides a very pragmatic way to formulate the 

positioning communication: 

“For (target customers – beachhead segment only) who are dissatisfied with (the current 

market alternative), our product is a (new product category), that provides (key problem-

solving capability). Unlike (the product alternative) we have assembled (Key whole prod-

uct features for your specific application.” (Moore, 2014, p.154) 

In essence, the aim is to – again – communicate the differentiation of the product or innovation, its 

ease of use and application, and provide evidence for market leadership. In regards to the latter, 

Moore (2014) argues that especially when there is no hard data to prove market leadership, the num-

ber of partners and allies is essential to prove the value and give reference. One effective method in the 

communication according to Moore (2014) is building upon business and vertical press to reach the 

pragmatists.  

2.2.3.4 Launch Invasion (Distribution) 

The fourth and final step to cross the chasm, is the invasion itself. For Moore (2014) this is the choice 

of distribution, the channel that the mainstream customers will be buying from, whether it is direct 

sales, retail, e-commerce, or system integration. Alongside the right distribution channel, it is the pric-

ing that is crucial for the product to successfully cross the chasm. 

In regards to the channel, there are different aspects the company should consider. One facet is 

whether the channel creates or fulfils demand. To cross the chasm it is essential to choose a demand-
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creating channel, as with a new product or innovation, there is no existing demand yet. Another aspect 

is the role and influence of the channel in regards to the whole product. And lastly it is also about the 

potential to cope with future economies of scale (Moore, 2014).  

According to Moore (2014), direct sales are the optimal channel to cross the chasm, since it actively 

creates demand, through the relationships with the customer. On the other hand, this is very costly, 

due to the heavy workforce needed. Thus, aiming at retail or e-commerce is not ideal in the short-

term, due to the lack of demand creation, but not planning for it is also unreasonable. Hence, like with 

the focus on the beachhead, the market segment, it is necessary to focus more energy on direct sales 

and use spare resources on establishing an appropriate other channel.  

The need for a more demand creating distribution makes it somewhat easier for a company to cross 

the chasm in a B2B market than in a B2C market (Moore, 2014). A lot of companies have the re-

sources to invest in innovative products once a relationship is formed.  

When looking for a distribution strategy it is essential to look for a channel that has a relationship with 

the target mainstream customer segment, or is optimized to create one. Also, the fit with the whole 

product concept and the partners and allies needs to be checked. If there is a strategic fit it is thus also 

possible to address system integrators and value-added resellers (VAR) as potential distribution chan-

nels. However, their focus is again very broad and does not address the beachhead in particular. Also, 

Marketing is harder, as they are the ones in contact and communicating with the end customer 

(Moore, 2014). 

From a pricing standpoint the distributors must be encouraged to sell the relatively unknown product 

or service, which is why the price margin must be designed to give them a reasonable, incentive-giving, 

share, while trying to encourage the pragmatists to buy through a market-leader pricing strategy 

(Moore, 2014.) 

2.3 The Framework in Perspective: Contemporary Marketing 
Strategies 

In order to reinforce and support Moore’s (2014) framework of how to cross the chasm, various con-

temporary marketing theories will be brought into perspective. To recall, those are the four pillars of 

Moore’s framework: 

1. Point of Attack 

2. Assemble the Invasion Force 

3. Define the Battle 
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4. Launch the Invasion 

Thus, this chapter is to compare and match existing theories and models, to adequately address the 

dilemma and to give suitable recommendations.  

2.3.1 Market Segmentation 

Again, in essence, the D-Day analogy of Moore (2014) describes the act of focusing all marketing activ-

ities to become market leader in a niche market, securing a beachhead, a segment, in the big market. 

While this seems strange at first, it is a rememberable summary of the crucial, overall goal. Segmenta-

tion success can result in greater market share and penetration, leading to potential first-mover ad-

vantages like increased brand loyalty, technological leadership, or the creation of a dominant design 

and switching costs (e.g. Schilling, 2005; Porter, 2004; Hollensen, 2010; Grant, 2010). 

In Rogers (2003) Innovation-Decision Process this resembles the Knowledge phase, where characteristics 

of the decision-making unit, the buyer and/or the user, like socioeconomic factors, personality varia-

bles, or communication behaviour plays a role in them getting to know the product or service. Hence, 

this is very much in accordance with Moore’s (2014) ideas. Especially the communication part backs 

the need for a customer group to give and receive reference. But also Rogers’ (2003) ‘prior conditions’ 

like the felt need for the product/service, the innovativeness of the customer, or the social norms are 

important factors in the market segmentation process.  

Market segmentation represents the division of the market into sections based on customer needs and 

wants, their – in this case – psychographic stance, the customer behaviour, as well as the identification 

of opportunities. This represents the breakdown of the mass-market on the basis of differentiation, to 

satisfy that specific niche or segment, down to the extreme segment-of-one (e.g. Kotler & Keller, 2009, 

Freter, 2008,  Hollensen, 2010).  

Hence, the aim of a market segmentation is to identify distinct buyer profiles to adequately target a 

specific group, as well as positioning the product (e.g. Kotler & Keller, 2009). 

“A niche is a more narrowly defined customer group seeking a distinctive mix of benefits.”  

(Kotler & Keller, 2009, p. 249). 

Kotler & Keller (2009) state that in order to identify a niche, a marketer must look into subsegments, 

thus dividing the segment into smaller pieces. This is not addressed in Moore’s (2014) framework. 

While he discusses the term of a niche, the division into subsegments is not explained. It is hereby as-

sumed that this is due to his diverging opinion on market and market segment. In his work, Moore 

acknowledges the fact that his definition of a market corresponds that of a market segment in common 
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marketing literature. Hence, his division of a market is coherent with that of a segement into subsege-

ments.  

Following Kotler & Keller (2009), a subsegment, a niche, is attractive due to the distinct set of needs of 

the group, the small target size, the growth potential, economies through specialization and the mar-

ginal number of potential competitors. This does correspond with Moore’s (2014) framework. 

Looking further into market segmentation, Freter (2008) describes two aspects, the information side 

and the action side. Thus, one facet is the acquisition of relevant information, the other is the actual 

evaluation of a suitable segment and the application of specific strategies and tools. Hereby he identi-

fies three perspectives: (1) behaviour-oriented, (2) method-oriented and (3) management-oriented. The first belongs 

to the information-acquisition aspect of market segmentation and is based on explanatory concepts of 

customer behaviour. The second, also rooted in gathering the relevant information, is concerned with 

collecting and preparing data. Thus, this aims at acquiring market segment data through research. 

The third and last perspective is more or less interchangeable with the action side, looking at the selec-

tion and targeting of segments. 

Moore’s (2014) framework does not specify any particular perspective, but it is preeminent that all 

three perspectives are necessary. As the goal is to target the pragmatists, a behaviour-oriented perspec-

tive is needed. But in order to gain the information, it is essential to collect data through various meth-

ods. And finally the targeting itself points towards the management-oriented perspective (e.g. Freter, 

2008). 

As already described in the Crossing the Chasm framework, Moore (2014) does not primarily look for 

a homogenous group, respectively segment, he is more concerned with the ability of the customer to 

give reference. However, there is still the necessity of common interests among the target segment. 

Market segmentation can be based on various criteria like geography, demographics, sociologic or 

psychographic factors, behaviour, physiological aspects, or simply time (e.g. Freter, 2008; Kotler & 

Keller, 2009; Sutherland & Canwell, 2004; Grant, 2010). With Moore’s (2014) framework, based on 

Rogers’ (2003) work on innovation diffusion, the aim is to address groups with the same psychographic 

stance. Hence, in regards to the framework the location, gender, or income is not important – at least 

not primarily. It is more the peoples’ activity, attitude, behaviour, opinion or values towards the topic, 

service or product, that acts as a basis for the division into segments (e.g. Kotler & Keller, 2009). 

Hence, psychographic factors conjunct personality traits and motivation (psychology) with the con-

sumers’ resources (demographics). With the frameworks’ intend to target pragmatist consumers or 

buyers, the intended, descriptive psychographic factors are already in place. However, it is still neces-

sary to research on people’s behaviours, attitudes and values, in order to match the framework and 

identify the actual target group. 
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2.3.1.1 STP Concept 

In essence, Moore (2014) adapted and applied the classic STP concept (Kotler & Keller, 2009; Freter, 

2008; Hollensen, 2010), segmentation, targeting and positioning, for his own purpose. With the 

STP approach, unique customer groups are defined on similar needs and benefits, which are then 

selected based on their attractiveness. The attractiveness can be rooted in various factors, like market 

access, growth, or potential. After the target segment had been identified and selected (segmentation & 

targeting), the marketing mix (cf. 4Ps) must be integrated to establish a unified image and value propo-

sition of the product relative to the competition (Hollensen, 2010; Jonk et al., 2008; Kotler & Keller, 

2009).  

2.3.1.2 Considering Drawbacks of Segmentation  

The concentration on a single segment, or beachhead (Moore, 2014), offers the opportunity of a strong 

market presence through the specialization of the product, distribution and promotion and the result-

ing economies of scale (Kotler & Keller, 2009).  

However, it is not a risk-free strategy to focus on one market segment, as failure will most likely have 

tremendous monetary impact on the firm, but the return on investment will likewise be high. Never-

theless, since a company, especially a new venture, in the situation of crossing the chasm, has no other 

chance to take the risk. The only option would be to focus on a supersegment (Kotler & Keller, 2009), 

which is a set of segments with exploitable similarities, to have more than one pillar. Yet, this would 

deviate from Moore’s (2014) framework and the focus, consequently reducing potential economies and 

strict differentiation.   

Furthermore, market segmentation should never be viewed as a forecast, a prediction of future events. 

It is an analysis based on the status quo and thus should be taken as such. Also, in the segmentation 

process, a few potential customers might be left out, due the strong focus of strategy, leading to lost po-

tentials (Hollensen, 2010; Gibson, 2001).  

Another factor that needs consideration is the selection based on psychographic criteria, as suggested 

by Moore (2014) and supported through the diffusion theory (c.f. Rogers, 2003; Hollensen, 2010). The 

psychological aspect of psychographic groups calls for a qualitative reference points and objectives, which 

can, but must not be, limited through their relevance and measurability (c.f. Freter (2008, see meth-

ods).  

To pool customers into a group further assumes homogeneity, which is not likely. As should be clear to 

marketers, every customer is unique and therefore heterogeneity is prevailing, still. This is also why 

micro-segmentation down to the segment-of-one (see above) is popular. However, this requires tre-
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mendous resources, which is why a company must find the existing links and commonalities between 

customers to group them in a segment (Hollensen, 2010; Kotler & Keller, 2009; Gibson, 2001). 

2.3.1.3 Strategic Business Segments – Portfolio-Matrix 

For the division of a market into segments and –subsegements a three-dimensional portfolio matrix will 

be used, to adequately define the possible strategic business segments. The three dimensions consist of 

the function for the customer, the possible customer and user groups, as well as the actual technologies 

offered by the company (cf. Freter, 2008). 

The customer function (see top of Figure 2-4, p. 25, below), will act as guidance for the customers 

needs and wants, which, also in Moore’s (2014) framework, acts as a basis for the companies offering, 

represented by the technologies dimension. The latter thus is aimed at defining the whole product and 

the potential discovery of opportunities. Furthermore, as Moore (20140 advocates the partners and 

alliances to be in line with the product offering (see chapter 2.2.3.2., p. 17), this matrix might also help 

gaining information on potential partners and distributors, due to the linkages of the dimensions.  

Figure 2-4: Strategic Business Segments – Portfolio-Matrix 

 
Source: Freter (2008), based on Köhler (1993). 

Figure 2-5 shows the three dimensions of the portfolio-matrix, to identify the strategic business segments: (1) The Custom-

er Function, stating customer needs and reasons to buy; (2) The Customer Groups, defining who actually wants some-

thing; & (3) The Technologies (offered), outlining the company’s technologies to satisfy customer needs/functions. 
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Grant (2010) describes a very similar basis for segmentation, dividing the opportunities for differentia-

tion into two dimensions: (1) the product characteristics and (2) the buyer’s characteristics. Thus, the 

customer function and the customer group are combined in one dimension. For the purpose of this 

analysis, due to the high significance of the customer groups as well as the identification of linkages, the 

portfolio-matrix is more suitable.  

2.3.1.4 Blue Ocean Strategy and Value Innovation 

In their renowned work Kim and Mauborgne (2005) describe the competitive strategy with the meta-

phor of an ocean. They define red oceans as an established, very competitive market(space) where the 

competition fights - therefore the colour red for blood - on grounds of price and other means. On the 

contrary, blue oceans represent new waters, avoiding direct opposition in the competitive market over 

market share and a limited profit pool (Kim & Mauborgne, 2005; Hollensen, 2010). This is very much 

in contrast to the works of Porter (2004), who framed the generic strategies for competing and creating 

a competitive advantage in red waters. Yet, if we look at Moore’s (2014) framework, we find a striking 

resemblance, also in terms of the metaphor itself, where Moore advises to create customer volume and 

market share in a small pond (new, blue waters) and then move further. Big fish, small pond, instead of 

being a small fish in a big pond, that gets eaten easily. Hence, it is about strategically creating value 

which has been coined value innovation (Hollensen, 2010; Kim & Maurbogne, 2005 Companies con-

sequently should not look to compete in the existing red waters with given parameters for market share 

improvements, but rather focus on value creation, leading by technology and not compromising on 

customer value, delivering on and exceeding existing needs and wants (Hollensen, 2010; c.f. 2.1.1.) 

“Value innovation accours only when companies align innovation with utility, price, and cost positions.”  

(Kim & Maurogne, 2005, p. 13). 

2.3.1.5 Considering Customer Acquisition Costs & Customer Lifetime Value 

The accounting and controlling of marketing and sales activities is an important issue that should not 

be underestimated. Hereby, several metrics or theories exist, like customer profitability, customer ac-

quisition cost or the customer lifetime value. At the core all try to measure two things: the cost of ac-

quiring a customer and the cost of retaining him, compared with the potential profit.  

Customer lifetime value is thought to represent the current value, the net present value, of a customer 

and its relationship with the company. Customer acquisition costs, however, are the costs involved in 

obtaining a new client, which are roughly five to six times higher as with customer retention. Hence, 

during the regular development of a customer relationship, the cost to market, the sales effort aimed at 
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customers, gradually declines, and the potential for gross margin improvement increases (Hollensen, 

2010).  

“When a business invests in sales and marketing, the objective is not to generate revenues but to generate margin that will 

contribute to payment of the business expenses and hopefully generate a profit. ..Consequently, when thinking about defin-

ing a metric to benchmark the Sales and Marketing effectiveness.., Gross Margin seems to be more relevant than revenues.” 

(Botteri, 2009, p. 2) 

However, as customer lifetime value, as well as acquisition costs, are aiming at the transition from 

market share growth towards customer share (Hollensen, 2010), is not so much relevant for the context 

of this work, since the aim of this paper is to identify and target a specific segment. Thus, align with 

Moore’s (2014) framework, the invasion of a market (segment) and therefore creating market share. 

Hollensen (2010) hereby states, that marketing strategies aimed at customer volume, like the attraction 

of new customers to grow market share, or entering new markets to gain new customers, makes it im-

possible to obtain a relevant metric.  

Obviously, the costs to acquire a customer should not be underestimated, yet the absence of customers 

is even more costly. Therefore, in summary, potential costs, especially exorbitantly high costs, should 

be estimated and considered. Though, they should not be the basis of a strategy aimed at gaining cus-

tomer volume, like in the advance to cross the chasm.  

2.3.1.6 Environmental Analysis 

Since external factors influence the overall market and thus the decision as well as the suitability of the 

market segment, they will be considered as well in this research, to provide for the best-possible foun-

dation of the research and analysis.  

The literature landscape knows plenty of concepts and models for an analysis of external, as well as 

internal, factors, like the common SWOT-analysis. Another common frame is the PEST-analysis, 

which considers economic factors, sociocultural factors, technological factors, as well as political-legal 

factors (e.g. Hollensen, 2010; Grant, 2010; Gundry & Kickul, 2007). Due to its more precise refine-

ment, this study will take use of the latter. 

While PEST factors will be included to address the overall market of renewable energies, this study 

does not aim at providing and researching a full PEST analysis, as this would digress too much from 

the main goal of crossing the chasm. Hence, as said, it will serve as guidance and foundation for the 

further, main analysis. 
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2.3.2 Product Features 

2.3.2.1 Product Attribute Hierarchy & Customer Value 

As said, Moore (2014) mentions Levitt (1980) as a source for his onion diagram of product attribute 

hierarchy. Kotler (e.g. Kotler & Keller, 2009, p.358) also takes on this work, but adds a level called core 

benefits before the basic product. This represents the service or benefit that the customer is essentially 

buying. It is the compelling reason.  

In essence, choosing or deciding on the most relevant product attributes, is nothing else than differen-

tiating for the customer group on product level. Gundry and Kickul (2005) define it as the process of 

defining the firm’s value solution, based on the customer’s compelling reasons to buy like convenience, 

price, simplicity, image, or productivity improvements.  

Gundry and Kickul’s (2005) “innovators toolkit” further resembles Moore’s (2014) concept, as it con-

tinues, after the business description and attribution list (product attributes), to select different types of 

businesses with their specific attributions, to make creative connections and define the market (market 

& product alternative; c.f. Positioning).  

With the product attribute hierarchy, the role of support services and network externality value also 

comes into play. The latter describes the effect of complementary products, the installed base or the 

technological utility, on the product value (Schilling, 2005). This means that a product’s usage value is 

or can be increased by the number of components and support services for it. A common example is 

usually the video game industry, where consoles experience higher adoption or sales rates, when there 

is a sufficient number of good video games. As without the games, the stand-alone product has less 

value. 

 “The value of a technological innovations to users will be a function not only of its stand-alone benefits and costs, but 

also the value created by the site of its installed base and the availability of complementary goods.” 

(Schilling, 2005) 

Support services are also of relevance, as, for instance, the delivery, the installation or the repair ser-

vices all influence the perceived ease of use of the product (Hollensen, 2010).  

Compared to Roger’s (2003) model of innovation diffusion, more precisely the innovation-decision 

process, this represents the product characteristics: trialability, compatibility, complexity, observability 

and the combined relative advantage of the product.  
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2.3.2.2 Partners & Alliances  

As mentioned in chapter 2.3.1.3 on the Strategic Business Segments, the product attributes, defined by 

the technologies offered by the company, can reveal strategic linkages to potential partners and allies, 

complementing and sublementing the product (e.f. Moore, 2014).  

Gundry and Kickuls (2007) describe the development of a Go-To-Market (GTM) Strategy, which is in 

essence the same as the identification and targeting of a market segment, focusing on a consistent mar-

keting approach for the target audiences and the key products. In their explanation they have a similar 

emphasis on the partners and allies as Moore (2014).  They suggest to team with strategic partners or 

allies, so that they can align their products and services with the intended GTM strategy, STP ap-

proach, or market segmentation, to benefit from the campaign, and in the end impact the (cost)-

efficiency and the value solution (whole product concept).  

2.3.3 Positioning 

Positioning is aimed at creating a customer focused value proposition. In such, it clarifies the essence of 

the product and brand for the consumer and what its distinct value is (e.g. Kotler & Keller, 2009; Hol-

lensen, 2010). In marketing terms, this means that the company must carve out the relative advantage 

(c.f. Rogers, 2003) to aid the information processing of the customer. 

 “Positioning is the act of designing the company’s offering and image to occupy a distinctive place 

 in the minds of the target market”  

(Kotler & Keller, 2009, p. 308) 

2.3.3.1 Defining the Product and the Market to the Customer 

Moore’s (2014) framework specifically addresses the value proposition and positioning statement in his 

work, hence there is no divergence in this regard. Adding to this, in Kotler & Keller (2009) two aspects 

of the positioning, points of difference (POD) and points of parity (POP), strongly resemble Moore’s 

(2014) product- and market alternative. Not in the scope per se, but in the way that a customer needs 

reference points for guidance. PODs are hereby strongly associated attributes or beliefs that customers 

have with a brand or product, that they believe not to be able to find somewhere else. POP on the 

contrary are associations that show credibility and legitimacy of an offering within a particular product 

or service group (Kotler & Keller, 2009).  

Hereby, Kotler and Keller (2009) state, that more often than not the key to positioning is to achieve 

points of parity instead of achieving points of difference. Hence, in Moore’s (2014) terms, this means 

that stating a market alternative or reference is more important. This is particularly true as an alter-
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nate source or competitor reduces the buyer’s perceived risk and increases the credibility of the seg-

ment in the eyes of the customer (Porter, 2004). However, given the importance of the perceived char-

acteristics of innovation in Rogers’ (2003) innovation-decision model, framing the value (relative ad-

vantage), providing guidance (compatibility and complexity) as well as giving the consumer the possi-

bility to test and observe (trialability and observability), should not be neglected. This is generally co-

herent with Moore’s (2014) competitive-positioning-compass, where he advises to stay within a market-

centric value system, only supplemented by a product-centric value. Hence, there is a certain prefer-

ence and hierarchy towards points of parity and the market alternative, when crossing the chasm. 

In the attempt to define, respectively create the market as Moore (2014) points out, Kotler & Keller 

(2009) advise to look across alternative industries and consider strategic groups, potential buyers, com-

plementary product and service offering as well as the functional and emotional appeal to buyers. 

Hereby, the strategic business segments matrix can aid the identification of the positioning attributes.  

“While competitors can surely be threats, the right competitors can strengthen rather than weaken a firm’s competitive 

position in many industries. ‘Good’ competitors can serve a variety of strategic purposes 

 that increase a firm’s sustainable competitive advantage and improve the structure of its industry.”  

(Porter, 2004, p. 201). 

2.3.3.2 Pricing 

When entering a new market (segment) or new distribution channel, a “firm must decide where to 

position its product on quality and price” (Kotler & Keller, 2009, p. 423). After the product, this repre-

sents the second of the four Ps of the marketing-mix, the price (e.g. Hollensen, 2010).  

Consumers base their purchase decision not on the marketer’s price, but on how they perceive it and 

what they consider the present price to be (Kotler & Keller, 2009). Hereby, some customer approaches 

are:  

• Reference price: According to research customers usually cannot exactly recall specific prices of 

products, but not the ranges of prices involved. They compare to an internal price they re-

member or an external reference, such as “regular retail” price tags. For marketers this means 

that they must frame price signals. Also, breakdown prices are perceived as less expensive (Ko-

tler & Keller, 2009).  

• Price-Quality Reference: Prices, as is commonly known, act as an indicator of quality, which is es-

pecially effective with image-sensitive products or services. However, only when there’s no al-

ternative information available about the true quality, price acts as a signal of quality (Kotler & 

Keller, 2009).  
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• Price endings: The price encoding with ‘0.99” tags usually happens if consumers are price sensi-

tive and if there is a mental price barrier. However, for a premium brand, such a bargain im-

age stands in contrast to the intended image (Kotler & Keller, 2009).  

2.3.3.2.1 Premium or Low-Cost 

In selecting and deciding on the price there are many objectives and decision to be accounted for. 

Kotler and Keller (2009) state five major objectives in regards to pricing: (1) Survival, (2) Maximum Cur-

rent Profit, (3) Maximum Market Share, (4) Maximum Market Skimming, and (5) Product-Quality Leadership. 

In Moore’s (2014) framework the aim is to achieve market leadership in the targeted market segment 

or niche and to attract the pragmatist buyers through a pricing that would reflect that of a market 

leader. Compared to the five objects stated in Kotler & Keller’s (2009) work, this would correspond to 

number three, maximum market share, and number five, product-quality leadership.  

In taking on the market leadership objective, one would assume a high price-sensitivity and economies 

of scale, for production and distribution, from rising market share. Thus, this strategy is based on lower 

costs to accelerate sales and long-term profit margin increases due to experience and lower unit costs 

(e.g. Kotler & Keller, 2009; Hollensen, 2010). The product-quality leadership however adopts a high-

er-priced strategy in order to increase the perceived value and quality of the product or service, while 

remaining in reach of the customer. This premium - but not luxury – strategy would fit the description 

of a pragmatist buyer, but collides with the low-cost market leadership. In Kim and Mauborgne’s 

(2005) work, which seems to be very much in line with Moore (2014), it is stated that blue ocean strat-

egies also seek to create and pursue great product-quality and value while staying low cost. 

Thus, this research needs to address which direction, respectively strategy, is best for crossing the 

chasm: premium-quality, low(er)-cost market leadership, or how to adequately combine both. 

2.3.3.2.2 Price Sensitivity  

Generally, the consumer’s price sensitivity is an indicator which can point towards or away from a 

lower-cost market leadership. If the customer is less price-sensitive, it can point toward a premium-

pricing model. Some common indicators of this include a distinctive product, an untransparent market 

when it comes to substitutes or their quality, part of the cost is borne by another party, when the prod-

uct is used in conjunction with previously bought assets, or when high prestige, exclusiveness or quality 

is assumed (Kotler & Keller, 2009).  

“The main challenge in determining a strategic price is to understand the price sensitivity of those people who will be com-

paring the new product or service with a host of very different-looking products and services..” 

(Kim & Mauborgne, 2005, p. 129) 
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2.3.3.2.3 Pricing Method 

The selection of the pricing method itself, enumerating the pricing strategy and positioning, can be 

based on various approaches. Basically, the pricing methods can be divided into two groups: top-down 

pricing and bottom-up pricing. The latter, which represents the classic pricing strategies, adds an in-

tended margin or targeted return on the costs of the product or service (Markup- / Cost-Based-

Pricing). Top-down approaches, however, consider the customers’ value perception and the market. 

Hence, align with the premium, skimming or product-quality leadership objective, the perceived value 

is taken as the price (Market Value-Based Pricing) and the margin, or the costs if necessary, will be 

adjusted accordingly (e.g. Hollensen, 2010; Kotler & Keller, 2009). In recent years another pricing 

method has emerged. The going-rate pricing method adjusts the price based on competition in the 

market, for example lower than the market leader (Kotler & Keller, 2009). This method thus also bases 

prices on the market, top-down.  

As the aim is to cross the chasm and there is not a major market for the company yet, other methods 

like experience curve pricing, relationship pricing, or product line pricing will be neglected (c.f. Hol-

lensen, 2010; Moore, 2014). However, considering the possibility of reaching out to more segments in 

the process of or after crossing the chasm, pricing for different segments can be considered (Hollensen, 

2010).  

2.3.4 Distribution - Launching the Invasion 

This part of Moore’s (2014) framework more or less represents the remaining two of the four Ps (Prod-

uct, Place, Price, Promotion) of the marketing-mix, namely the place, the channels of distribution, and 

the promotion, the advertising and sales promotion of the product or service (e.g. Hollensen, 2010). 

However, they are not exclusively found in this part of the framework. Like the product aspect, they all 

intersect throughout the framework and are thus based on the intended positioning and target seg-

ment. 

A distribution channel makes a product or service accessible and available for purchase by consumers 

or businesses that cannot be reached by the original seller of the producer. Hence, the distribution 

channel serves to connect a manufacturer, or a service provider to consumers or users, like a pipeline. 

Hereby, intermediaries or agents, from one to many, come into place that act as linkages to move and 

allocate the products or services (Hollensen, 2010).  

There are two basic decisions in the selection of the distribution channel: the width or coverage, and 

the length. The channel coverage, not necessarily in geographic terms, can range from broad and inten-

sive, over selective, to exclusive channels, depending on the market segment (Hollensen, 2010; Grant, 

2010). If products are newer, higher-priced, infrequently purchased, distinctive, need more service, or 
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are of technical nature, the channel width leans towards selective or exclusive distribution (Lewison, 

1996). 

The channel length, also defined by the numbers and levels of different intermediaries, impacts pricing as 

more value-added needs to be considered, reducing the margin for the producing company. It further 

adds additional layers of marketing and communication, affecting the control, credibility and demand 

generation (Hollensen, 2010).  

Another important aspect concerns the level of integration. This can be horizontal, thus combining 

members and organisation of the same level, like manufacturers, or vertical, integrating up or down-

stream of the value chain (Hollensen, 2010; Grant, 2010).  

According to Hollensen (2010) distribution channel criteria can be: 

- Financial and Company Strength 

- Product factors (Synergy, Know-How, Physical Facilities) 

- Marketing Skills (Target Segment Experience, Service, Coverage) 

- Commitment 

- Partnerships & Networks (Influencer, Local Communities, Political- & Media Relation) 

Hence, in accordance with Moore’s framework (2014) and the strategic business segment matrix / 

portfolio (Freter, 2008), a firm must look into distributors and channels that can develop markets and 

build relationships; that can support the market entry through financial, managerial or marketing re-

sources; and that engage in long-term relationships; while maintaining the appropriate level of control 

(Hollensen, 2010). 

As Moore (2014) described, the different possible channels like the Internet, call centres, direct sales 

force, or retail stores, are applicable depending on the demand. Thus, more direct channels like specif-

ic sales force are more applicable if demand must be generated or is not present (Hollensen, 2010).  

A multiple channel strategy through two or more channels can be a risky but valid option for dual 

marketing where – for instance – one product is sold through mass-channels like the Internet to ad-

dress low-cost consumers, and the other is distributed through more direct channels to tackle high-

value customers with potentially higher-priced products (Hollensen, 2010). However, this is not very 

transparent and diverges from Moore’s (2014) suggested focus. 

2.4 Summarized Theoretical Framework 

To summarize the theories and concepts provided, a graphical illustration (Figure 2-5) has been made 

in order to give the research a sound foundation. 
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The framework is founded in Moore’s (2014) concept, as mentioned earlier, and is therefore divided 

into the four stages: (1) Market Segmentation; (2) Product Attributes; (3) Positioning; and (4) the Distri-

bution.  

For the segmentation, the basis of this whole framework, the key success factors or variables, defined 

through the previous chapters, are outlined in the illustration. The criteria for a valuable segement is 

hence, the linkages between the technologies offered, the function it offers to the consumer, or in other 

terms the degree of satisfying customer needs, as well as the psychographic stance of the customer 

group. Furthermore, common principles like accessibility, size, or the responsiveness will not be ne-

glected (c.f. Grant, 2010). 

After the identification of the segment, in line with the STP approach, the targeting must be addressed, 

beginning with the refinement of the whole product and potential partners and allies, followed by the 

positioning, including, most importantly, the value proposition and pricing for the customer. Lastly – 

as Moore (2014) defined it – the invasion must be launched, where the focus lies in the identification of 

the best suitable distribution channel.  

Figure 2-5: Summarized Framework 

 
Source: Own Creation on basis of Moore, 2014; Hollensen, 2010;  Kotler & Keller, 2009; Rogers, 2003; Freter, 2008; Grant, 

2010; Kim & Mauborgne, 2005; Porter, 2004. 
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2.5 Research Questions 

Based on the research objectives stated in the primary chapter and the above framework, the precise 

research questions can now be defined.  

1. What are the most relevant market segments and customer groups for a small, innovative 

Wind and Solar company like InnoVentum and which will be most feasible to enter for main-

stream access and market share? 

2. How can the product, or products, be positioned to best target the intended market segment, 

respectively the customer group? 

3. Which distribution channels will be best to aid the market segment penetration and how can 

the products be promoted or advertised?  
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3 Methodology, Methods & Research Design 

The decision on the methodology and the resulting methods and research design is a crucial step in the 

research itself, as it is the foundation for a proper inquiry. First, the underlying research philosophy 

and methodology of this paper will be laid out. After that, the different methods of data collection and 

analysis will be discussed, including the distinction between primary and secondary data as well as 

quantitative and qualitative research. Hereby, the reasoning will be aimed at producing the best possi-

ble results. Furthermore, in order to provide for an adequate inquiry, the sampling and sound meas-

urement of the different methods used will be brought into perspective. 

3.1 Research Philosophies & Methodology 

Research philosophies can help to clarify the methods and to select appropriate designs (Blumberg, 

Cooper, & Schindler, 2011).  

Deciding on the research philosophy is always tricky, as there is so much debate among researchers 

and neither view can be seen as absolute. It is merely a tool to put every researcher’s view on a dimen-

sion, similar to the right- and left-wing scale in politics. However, in order to follow the tradition and 

adequately define the terms, this paper’s ontological stance, the beliefs of what there is to know about the 

world, follows the notion of subtle/critical realism (Bhasker 1978; Hammersley 1992). Hereby the re-

searcher sees the world as an external reality, as independent from beliefs and understanding, but that 

it is only knowable through socially constructed meaning, through the human mind. Hence, social 

phenomena exist independently of individual subjective understanding and that the participants, 

whether it is the respondent or the researcher, make it accessible through interpretations. The facets 

and diversity of perspectives, as outcomes of people’s experiences, adds richness and depth to the un-

derstanding of reality (Snape & Spencer, 2003). 

The epistemological stance, is "the nature of human knowledge and understanding that can possibly be 

acquired through different types of inquiry and alternative methods of investigation" (Hirschheim et 

al., 1995, p. 20). Hence, it describes how one can know and learn about the world. It is first and fore-

most concerned with whether the research can be viewed as value free and objective, or if the re-

searcher and the social world subjectively impact each other (Snape & Spencer, 2003). Hereby, two 

main views have been established. 

The first, positivism, as a method of social science is derived from the natural sciences. Thus, the inquiry 

is based on their principles. The research is conducted value-free with the researcher as an independ-

ent, objective analyst. This view assumes that the external reality is knowable by collecting objective 
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facts and that it can be agreed upon by reducing the facts to simple elements, to predict patterns and, 

in the end, being able to control them (Blumberg et al., 2011; Esterberg, 2001). Also, it is a more de-

ductive approach, which is based on testing and operationalization of the social theories (Blumberg et 

al., 2011). 

The other, interpretivism, views the natural sciences as unsuitable to conduct social research, as the re-

searcher is never completely objective and independent. He is part of what he observes. The social 

world is given meaning and constructed through people subjectively. Thus, insights are obtained 

through observed and interpreted social constructions and events, which is a more inductive approach. 

It is also important to note that the subjectivity stems from potential personal interests of the research-

er, his aim, as well as the fact that no single social setting is precisely the same. Hence, this methodolo-

gy is mostly associated with qualitative research, in contrast to the more quantifiable positivism (Blum-

berg et al., 2011).  

However, this paper acknowledges the subjectivity of individual interpretations of reality, like in inter-

pretivism, but sees the social world as an external reality independent of the actors within that is quan-

tifiable, similar to positivism. This perspective is called realism (Blumberg et al., 2011). Hence, the epis-

temological stance, based on the previously described ontological stance, departs from the distinctive 

objective reality towards a more timely and context bound subjective world, that can only be under-

stood by the perceptions of the individuals involved (Marschan-Piekkari & Welch, 2004). 

To conclude on the research philosophies and methodology, this paper tries to inquire and gather 

insights based on theory, reasoning and observations from data and information. Hereby the whole 

research underlies the philosophies of science, with the realism perspective as principal methodology, 

based on the most distinguished and opposing views of interpretivism and positivism (Blumberg et al., 

2011).  

3.2 Primary and Secondary Data 

For this research both secondary and primary data will be used. The latter is all data that is generated 

and gathered specifically for this study, in order to answer the research questions stated in the first 

chapter. Thus, it is the information that is produced directly for this papers’ aim through the various 

research methods (Blumberg et al., 2011). 

Secondary data, on the contrary, “is information or data that has already been collected and recorded 

by someone else, usually for other purposes.” (Blumberg et al., 2011, p. 236). This includes both writ-

ten and electronic sources, that can stem from within an organisation or entity as well as being publicly 

available. Some examples are contracts, records, reports, statistics, website and databases. (Blumberg 
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et al., 2011). The reasoning for using secondary data instead of, or in this paper alongside, primarily 

inquired data, can be manifold. The most important factors are time- and cost-saving aspects as well as 

the potentially bigger sample, if the secondary data is sourced by a trusted research institution. For 

instance, reports by the European Central Bank on economic data are most likely of bigger scope and 

scale.  

To overcome the disadvantages of secondary data, like information and sample quality, its purpose 

and scope, as well as the authority, the author or producer, of the source, the applicability and suitabil-

ity of the data will be checked thoroughly. The information of the secondary data source should be 

detailed and accurate enough and it should cover the same population, which is to be addressed, as 

well as not being out-dated (Blumberg et al., 2011). 

As said, for the purpose of this study, both primary and secondary data will be utilized. Mostly the 

latter will be used within the case studies, as explained later, as well as to support the primary data.  

3.3 Quantitative vs. Qualitative Research 

Quantitative and qualitative research are two approaches, respectively methods, to gain knowledge to 

answer the research question at hand. Both are aimed at generating primary data, but with a different 

angle of collecting information. They are motivated by the epistemological and ontological views as 

well as the type of research question, meaning the purpose of the inquiry.  

Yin (2003, p.33) sees the characteristic not as attributes of two types of research, but simply as two 

types of data. Qualitative data cannot readily be converted to numerical values. But such data can be 

represented by categorical, perceptual and attitudinal dimensions. Thus, on the contrary, quantitative 

research, or data, and its resulting findings are more based on statistical and other quantifiable proce-

dures (Snape & Spencer, 2003, p. 3; Blumberg et al., 2011).   

Furthermore, quantitative approaches are rather number-centric than based on words, they are usual-

ly distant and static, stressing on structure and generalization of hard data. They try to understand 

behaviour rather than meaning and focus on replication instead of the natural setting given (Bryman & 

Bell, 2003). Qualitative inquiries are “particularly well suited to exploring issues that hold some com-

plexity and to studying processes that occur over time.” (Snape & Spencer, 2003, p. 4). They are aimed 

at learning and interpreting the circumstances, perspectives as well as experiences of the participants 

and respondents, in order to gain in-depth insights to answer the research questions. The information 

and data collected is rich and detailed. (Snape & Spencer, 2003, p. 3f.).  

 “What matters is not the choice between quantitative and qualitative, but the quality of the research 

design and how well the study is conducted.” (Blumberg et al., 2011, p. 160). Quantitative research, 
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like qualitative, can suffer from vagueness if the sample, the evidence, and the numbers are used inap-

propriately or if the research design has flaws (Yin, 2003, p.33). 

This study is aiming at establishing future oriented propositions, which has exploratory characteristic 

relying on “what” questions. However, especially during the interviews but also in the quantitative part 

this paper is also trying to make use of “how” and “why” questions, which rather have explanatory 

character (Yin, 2009). In such, an increased insight and understanding of the problem is achieved 

(Gauri & Grønhaug, 2005). 

3.4 Qualitative Methods & Data Collection 

As mentioned above, the methods and data generation in qualitative research are flexible and sensitive 

to the context. Hence, they involve close contact with the participants. In terms of methods this means 

that quantitative research uses surveys or numeric evaluations to gain insights and qualitative inquiries 

are based on means like in-depth interviews, focus groups, observations, document analysis, or case 

studies. It is therefore obvious that the different techniques will produce different results and infor-

mation. 

Generally in the qualitative data collection a larger number of variables and questions are considered 

when examining a research issue, but, due to the richness strived for, a fewer number of respondents 

will be asked (Hollensen, 2007).  

In the following paragraphs the specific methods used in this study will be described further. 

3.4.1 Interviews 

Various different methods can be used to conduct qualitative research. One of the main, widely-used 

method is the in-depth interview (Legard, Keegan, & Ward, 2003). Interviews are aimed at discovering a 

person’s experience or human behaviour, especially when looking into perceptions and attitudes to-

wards a social phenomenon (Gauri & Grønhaug, 2005). Hereby, the data and findings are based on 

direct researcher-to-respondent interactions and conversations. This can be in person or via telecom-

munication, like phone or Internet (Daniels & Cannice, 2004).  

An in-depth interview is mostly unstructured, where the single respondent is probed by a highly skilled 

interviewer, to identify motivations, beliefs, attitudes and feelings on an issue, topic or situation (Day-

mon & Holloway, 2011). Sometimes, in-depth interviews can be useful to inquire further information 

from interpersonal relations, through, for instance, the respondent’s body language, gesture and emo-

tions, as they usually develop a deeper engagement with the informants than do other studies (Daniels 

& Cannice, 2004; Schiffman, Hansen & Kanuk, 2008). 
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Interview studies are particularly well suited for exploratory studies, theory building, and when a more 

holistic, deeper understanding is necessary, that a quantitative survey questionnaire would not do jus-

tice (Daniels & Cannice, 2004, p. 186). 

In an interview, the researcher should be neutral, meaning that the interviewer should not react to or 

be affected by statements made, as they are personal. Consequently, the respondent should not feel 

judged, positively or negatively (Diekmann, 2007). This means that even though this is a subjective 

method, the general objectivity should be retained. 

3.4.1.1 Pre-Study Interviews 

The reasoning and motivation for conduction pre-study interviews, is to inductively gather information 

and insights to adequately construct the research process. They are thought to give the investigators a 

fuller picture of the underlying issue and the social structures. In other terms, the purpose is to gain an 

understanding of what the real problem is and if the dilemma, the research questions are adequate. 

For this matter, the investigator conducted interviews with some key employees of InnoVentum, 

Hereby, a semi-structured approach was applied, by asking them some broader questions, in order to 

cover what is intended, but to open up for further details.  

The results and insights gained by this pre-study are already included in the previous chapters of this 

paper. Thus, as intended, it increased the existing knowledge on the subject at hand and the methods. 

3.4.1.2 In-depth Interviews 

For the main research activities in this paper, expert and user/customer in-depth interviews, in per-

sonal or via telephone, are used to gain insights about the issue, the research question, at hand. Here-

by, interviews are not only used as a stand-alone method for instance, in the market analysis section of 

this paper, but also help to deepen the inquiry as part of other approaches, like in the case studies con-

ducted. Thus, the aim was to reach a complete understanding through the use and combination of 

different methods. This will be further addressed in the sound measurement chapter. 

Whether the actual research is conducted over the telephone, in person with the expert, or through 

other means like VoIP, does not alter the overall approach. In all cases a semi-structured, open ap-

proach is pursuit throughout the inquiry. 

Guiding Questions included: where do you see the potentials?; where would you install it?; what is 

your stand on renewable energy, especially wind and solar?; what do you think about the products?; 

What are potential hindrances for you and what is important to you in regards to EV and renewables?. 
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3.4.1.3 Particular Pitfalls & Constraints 

In contrast to surveys, simply translating a questionnaire does not do justice in qualitative research. It 

is the context that plays a role (e.g. Marschan-Piekkari & Welch, 2004). But there needs to be a com-

mon ground. Thus, certain pitfalls have to be accepted.  

One constraint of qualitative research is the language- and cultural environment in which the research 

is conducted, including all communication and data collection. Thus, a cross-cultural and multi-lingual 

approach is necessary, if possible. (Ryen, 2002; Marschan-Piekkari & Reis, 2004)  

In this paper, interviews are conducted in English when interacting with non-German or international 

respondents. Since most participants are from the Nordic Countries (Scandinavia), English should not 

be a major flaw, as Scandinavians are considered to be quite literate and fluent in the English lan-

guage. But obviously, certain expressions, that only make sense in, for instance, Danish or Swedish, 

cannot be adequately translated or interpreted. In all other cases, interviews will be held in German, if 

circumstances permit, as the focus of this study is on the German market.  

Other limitations of qualitative research, that have to be taken into account in the research design, 

include the costly and timely inquiry and analysis due to the non-standardised and semi- / unstruc-

tured approach, with a lower number of participants (Legard et al., 2003; Macdonald & Hellgren, 

2004)  

All drawbacks are addressed adequately in this study’s design to keep their potential influence margin-

al. However, a perfect, clinical inquiry is neither possible nor thought for in qualitative research. Its 

weaknesses derive from its strength, the context-specific, in-depth inquiry.  

3.4.2 Case Study Research 

Even though case studies are, usually, a more qualitative method, they will be explained in more detail, 

due to their prominent role in this study. According to Yin (2003b) case studies are still among the 

most challenging social science approaches and are preferred when “how” and “why” questions are 

being asked. Furthermore, he sees case studies as favourable when the investigator’s control over 

events is limited and when the focus of the contemporary phenomenon lies within a real-life context, 

respectively when it is not readily distinguishable from its context (Yin, 2003). Looking at the proposed 

research questions and the issue at hand, case studies are a very favourable method, thus the overarch-

ing role in this investigation.  

Case studies’ aim, as with this research, is to collect data from within an organisation or enterprise and 

its surrounding environment, to ultimately identify the key drivers, decisions and tendencies resulting 

in the phenomenon, through the analysis of the context, processes and actions (Marschan-Piekkari & 
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Welch, 2004; Yin, 2003b; Blumberg et al. 2011) Hence, in essence, “how” and “why” did a favourable 

or not-favourable result occur? 

 “The inclusion of the context as a major part of a study, however, creates distinctive technical chal-

lenges. First, the richness of the context means that the ensuing study will likely have more variables 

than data points. Second, the richness means that the study cannot rely on a single data collection 

method but will likely need to use multiple sources of evidence.” (Yin, 2003, p.4). Yin (2003), as well 

Scapens (2004), therefore state the importance of rigor, meaning the adequate formulation of the re-

search design. 

Yin (2003; 2003b) frames case studies in a matrix,  with a single or multiple cases, that are either of 

exploratory, aimed at defining questions, descriptive, or of explanatory nature. With the overarching 

case being InnoVentum, there is an exploratory and explanatory factor involved in this project. 

3.4.2.1 Structure and Types of Data 

To address the issue in this research, the inquiry will be based on two case studies, to decrease poten-

tial biases and look for generalizations across those cases. Thus, a multi-case approach is being used. 

This furthermore increases the quality and depth of the findings under different contexts, where simi-

lar patterns or common grounds can be identified, increasing the generalization and value of the find-

ings (Yin, 2003b).  

The types of data and information used in a case study can be quite numerous. It depends if the case is 

about an individual, an organization, and industry, a group, or any other variation of that matter. In 

this paper, both experiences, perceptions and opinions stemming from primary individual encounters 

as well as documents, reports, publications, or guidelines of secondary nature will be used to describe 

the phenomena (Yin, 2003b). 

3.4.3 Qualitative Research Framework 

The below figure (3-1) summarizes the methods discuess and frames the qualitative techniques for bet-

ter understanding. 
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Figure 3-1: Summarized Outline of the Methods 

 
Source: Own Creation on basis of Yin, 2003b 

Figure 3-1 Outlines the Methodology and Methods described in this chapter. Hereby, the Case of InnoVentum, placed in 

its context, is investigated through embedded cases, primary qualitative research, as well as secondary data.  

3.5 Data Analysis 

In order to analyse the cases properly the theoretical concepts and foundations have to be in place. 

Also, the case study needs to be appropriately guided. Here, the definition of the unit of analysis is 

crucial (Yin, 2003; Yin, 2003b; Blumberg et al., 2011). First of all, the question of what is the case 

needs to be answered. This includes the research question, respectively the issue, as well as the object, 

group, organization or individual involved (Blumberg et al., 2011). This does not stop simply by 

searching for an appropriate candidate for study, but the reasoning must be adequate. Hence, it is the 

context, the environment, the actions taken, and the result of the company or individual relevant in 

regards to the aim of the inquiry. 

After the data collection, the information is screened for patterns in the decision-making that and 

compared with the theory and concepts, in order to illustrate patterns in the case (Yin, 2003; Pauwels 

& Matthyssens, 2004). The linkage of the data to the propositions is the criteria for interpreting the 

case that results in the findings (Yin, 2003b).  
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However, one has to note that generalization like in quantitative research is not possible. In qualitative 

research only analytical generalization, by means of reasoning and interpreting the pattern logic, but 

no statistical generalization is possible and plausible (Pauwels & Matthyssens, 2004).  

3.5.1 Methods of Data Analysis 

Gläser and Laudel (2010) describe four different types of methods: (1) free interpretation, also dubbed 

as silent coding, in which the researcher freely interprets the content after aspects and structure of his 

own choosing, which creates issues for testing; (2) sequence analysis, where content and structures are 

analysed sequentially; (3) coding, which stems from the grounded theory and links content through 

codes like keywords or numbers; and (4) qualitative content analysis, where the content is extracted 

through predefined categories and then analysed. The latter can also contain formal aspects, like style, 

found in pictures, texts or any other source (Diekmann, 2007). 

In contrast to coding and sequence analysis, the content analysis usually works with extractions of con-

tent, synopsises, or summaries of the content (Diekmann, 2007; Gläser & Laudel 2010), and thus not 

with the original content. This is acceptable, if the text itself is not the object of study. In this matter, 

the context does matter, but it is not essential to look at the exact wording, as the documents are seen 

as a basis for the documentation and further extraction of ideas. 

In this research the focus will be on coding and content analysis in order to see the flow and connec-

tions of relevant information and revealing relationships and linkages based on the theoretical frame-

work. 

“Coding is the process of categorizing and combining the data from themes and ideas and categories and then 

marking similar passages of text (fragments) with code label. All fragments that have the same code are about the 

same theme or idea. It is possible to start coding with themes identified from priori ideas such as pre-exisiting 

theories or just to let new codes emerge from your data set as you read it, as grounded theory suggests” (Blum-

berg et al., 2011). 

In order to add and identify aspects that are not yet been included in theory or that are otherwise rele-

vant, codes and categories might also play a viable role. If applicable, when there are no common 

codes to be looked at, the researcher will interpret freely as well.  

For the analysis of this research manual procedures as well as software (e.g. Nvivo) will be used, to ease 

the process. 
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3.5.2 Grounded Theory and Abduction  

The term Grounded Theory has come up in the previous chapter, describing the analysis for this re-

search. As this approach, together with abductive reasoning, has implications, not specifically formal, 

but in the logical explanation of the methods and insight generation, both will be addressed briefly.  

3.5.2.1 Grounded Theory 

Glaser and Strauss’ Grounded Theory (1967), one of the most cited publication in the social sciences, 

is based on social constructivism and sees theory building as an interactive process of sense-making and 

interpretation, where theory must solely emerge from data without the previous acknowledgement of 

existing theories (Blumberg et al., 2011). 

The coding according to Grounded Theory follows three steps: (1) open coding, the labelling of emer-

gent categories; (2) axial coding, the identification of linkages across and between categories; and (3) 

selective coding, the selection of the main classes (Blumberg et al., 2011). This research will base its 

approach on this format, but not formalize it per se. 

In this research the premise, the understanding of grounded theory, is, that everything has to be, as the 

name suggests, grounded in other theories. Whether theory has to emerge from data (induction) or 

whether this theory is applicable to quantitative, statistical research, is not important. The importance 

is, that every logic needs to be rooted, grounded, in something. Insight is to be won from linking data 

with previous theories.  

The explanation of a theory will always be based on existing concepts, as, otherwise, it would not be 

able to compare and put it in words. As this process is based on human thinking and economics, the 

rational is to reduce bias but a framework for data collection and research is not to be seen as entirely 

deceptive, as it formalizes potential assumptions or mind-sets acquired through previous studies. A 

research based on a clear mind without any previously acquired perceptions, a tabula rasa, would be 

novel and almost impossible. Thus, for both, economical reasons and sound measurement, the data 

generated will be analysed and grounded in previously framed theories. 

3.5.2.2 Abduction 

Charles Sanders Peirce according to various notes and papers (e.g. Burks, 1946; Dubois & Gadde, 

2002; Psillos, 2011; Queiroz & Merrell, 2005, Richardson & Kramer, 2006;), spent most of his work 

on the definition of abduction, to add to the existing forms of logic reasoning, induction and deduction 

(Psillos, 2011). According to the work of Psillos (2001), who tried to put the unstructured scripts of 
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Peirce in a nutshell, abduction, from Peirces’ stance includes the explanation and justification of the 

logic, which must be truth-conducive.  

“Abduction, in the sense I give the word, is any reasoning of a large class of which the provisional adoption of an 

explanatory hypothesis is the type. But it includes processes of thought which lead only to the suggestion of ques-

tions to be considered, and includes much besides.” (Peirce in Psillos, 2011).  

In contrast, the other formulated forms of logic reasoning, induction, aimed at hypothesis creation, 

predicting and concluding based on current data (bottom-up), as well as deduction, a more top-down 

approach where theories are applied to predict reality, do not include suggestions of questions. In 

Reichertz (2009) work, abduction is better described as the process where a known quantity, result, or 

occurrence, lead to two unknown, the rule and the case. Previously, in induction and deduction, it was 

only the rule, neglecting the case.  

Peirce thus leaves room for meaning and reason in viewing rules. Hence, abductive reasoning can be 

summarized as a concept where a hypothesis may be plausible, if it adds meaning, is within context, 

based on experience and economically reasonable.  

Therefore Richardson and Kramer (2006) as well as Reichertz (2009) view abduction as part of 

Grounded Theory, the creative, grounded, construction of a hypothesis, based on evidence. 

3.5.2.3 Implications for the Analysis 

After this prologue, both abduction and Grounded Theory have, as said, implications in the proceed-

ings of this inquiry. Following the work of Dubois and Gadde (2002), this research will follow a system-

atic combining of different input sources, directing and redirecting the theory, the case, and the empir-

ical data, to match the framework, in order to combine and juxtaposition different foundations and 

thus to achieve greater insight. In doing so, the aim is to root, to ground, evidence and insight gained 

from any source in other forms of understanding. 
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Figure 3-2: Systematic Combining of Input Sources 

 
Source: Adapted from Dubois & Gadde (2002). 

Thus, the analysis will be based on codes and categories stemming from the framework, as well as 

emergent classes, or ideas from the data itself, primary or secondary.  

3.6 Sampling 

The sampling is the selection of an appropriate number of elements, people or objects, in order to 

reach a fair representation that reflects the characteristica of the population. 

However, as this study is more qualitative in nature and not based on a quantifiable positivistic view, 

the classical representative sampling as found in surveys is not suited for this matter (Blumberg et al., 

2011). The lack of an estimate of population variability, as noted by Pauwels & Matthyssens (2004), 

makes a statistical interference impossible.  

Case study or interviews, as used in this inquiry, are based on similar or different views, opinions and 

contexts that create a bigger picture and do not allow for a generalization of a sample to the broad 

population. However, even in a more qualitative study like this participants and respondents have to 

be selected in order to gain relevant insights and ensure quality.  

In order to ensure a pertinent selection the process of theoretical sampling is being used  (Blumberg et al., 

2011; Pauwels & Matthyssens, 2004; Bryman & Bell, 2003). Here, in contrast to objective, probability 

sampling where representativeness is the key point, cases and participants are selected because of their 

added value, to build and develop the theory and understanding of the issue (Pauwels & Matthyssens, 

2004).  

In summary, small samples are being purposively selected, which makes up for a non-random sampling. 

It is the suitability for the case that matters.  
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However, it is to note that a certain bias is preeminent when using non-probability sampling. The se-

lection on basis of resources available, personal contacts and experiences, suggestions and hints, refer-

rals, hearsay, and notions in news and documents, as in this paper, is not random. This is sometimes 

referred to as convenient and/or accidental sampling (Hollensen, 2007; Schiffman & Kanuk, 2007; 

Welman & Kruger, 2001, Blumberg et al., 2011).  

In terms of the sample size, Hollensen (2007) suggests four methods, namely traditional statistical tech-

niques, budget available, rule of thumb and number of subgroups to be analysed. Apart from the first being irrele-

vant, due to the theoretical sampling, the budget and the scope of this study are probably the biggest 

constraints in the number of respondents, as well as their accessibility. Thus, the rule of thumb is the 

dominant factor here, also as exact quantification – even in sampling – is not possible and based on 

subjective judgement (Marschan-Piekkari & Welch, 2004). It is therefore that the number of partici-

pants and cases is based on the knowledge gained from each and its added value to the research. 

3.7 Sound Measurement 

As mentioned briefly earlier, the greatest concern for qualitative research, including case studies, has 

been the lack of a precise area of action and methodological vagueness, a lack of exact procedures, 

leading to bias, misconduct and paucity of rigor (e.g. Yin, 2003b, Marschan-Piekkari & Welch, 2004). 

But it is not that a qualitative study cannot be properly, with sound measurement, conducted, but ra-

ther that it is harder to achieve compared to quantitative research, not based on context. 

Pauwels and Matthyssens (2004) mention that this context focus is, on first sight, is not compatible with 

the prevailing scientific aim of objectivity. Which is logical, as subjectiveness is rooted in context. 

However, they argue that objectivity means free of bias and error and not the treatment of persons or 

groups, in their context, as objects. A study should be undistorted from subjective influence and irrele-

vant contextual factors.  

Proper, sound measurement is crucial, as without it the study’s utility and truthfulness would be lost, 

meaning it would become fiction. Validity and reliability of the methods and measurements used are one 

of the most common criteria to judge the proper conduct of research (e.g. Morse et al., 2002, Blum-

berg et al., 2011; Ritchie & Lewis, 2003). There have been several attempts to introduce other varia-

bles for sound measurement, including trustworthiness, credibility, dependability, authenticity, and/or 

conformability (e.g. Yin, 2003b; Guba & Lincoln, 1985, 1994, as cited in Bryman & Bell, 2003), but 

the prevailing two principles for rigor have been validity and reliability.  
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3.7.1 Reliability 

“Reliability refers to the degree to which a measurement reflects a true score rather than measurement error. Reliable 

measures are stable, consistent, and precise” (Cozby, 2009, p. 114).  

Reliability is concerned with the consistency of results over time, the external reliability, meaning stable 

outcomes when being repeated or replicated under similar circumstances and methods, as well as vari-

ations at the time of the study, the internal reliability, looking at stable internal measurements (e.g. 

(Blumberg, et al., 2011; Bryman & Bell, 2003, Golafshani, 2003). 

Despite the improvement, errors in the study shown by reliability are not necessarily an issue, as long 

as they are constant as well, since appropriate measures can be taken to balance them out (Blumberg et 

al., 2011; Sechrest, 2002). 

As this inquiry is of a more qualitative nature, the reliability, especially the external one, is not as easy 

as with quantitative studies like surveys, as the context cannot be frozen and replicated. Every social 

setting is different, which means that results are not necessarily comparable to older insights. With 

quantitative research, the standardization, the ‘artificial’ settings, as well as specific methods like the 

test-retest, make it easier to deliver (externally) reliable data (e.g. Blumberg et al., 2011; Bryman & 

Bell, 2003).  

Nevertheless, Yin (2003b) argues that with case studies it is not about replicating results of one case by 

looking at another, but rather by doing the same case over again with the same methods. If the results 

then are coherent, the research is reliable. In order to do so, proper protocol and a sufficient database 

are necessary to minimize errors and biases and to provide for reliable, trustworthy results. 

3.7.2 Validity 

Validity, in its essence, means, that research, respectively the inquirer, measures what is intended. The 

gathered evidence must support the study for it to be true (Agresti & Finlay, 2009; Cozby, 2009). 

In contrast to reliability, validity is not concerned about getting constant, but rather true results. 

Hence, an inquiry may be reliable but not valid at the same time. If the methods used do not produce 

what is intended, it does not matter if the results are constant (Blumberg et al., 2011). 

When looking at the literature (e.g. Bryman & Bell, 2003; Blumberg et al., 2011) different forms of 

validity can be identified. Hereby the most common and important for this study are content validity, the 

congruence of the research with the research question, as well as construct validity, the link between the 

theory and the measures. Similar to reliability, those can also be referred to as internal validity (Bryman 

& Bell, 2003). To strengthen the internal soundness it is crucial to match patterns and address rival 
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explanations (Yin, 2003b). Thus, it is again the explanation, argumentation and reasoning that is es-

sential.  

When there is an internal validity, there’s also an external validity. Generally, in accordance with the 

external reliability, the aim is the generalization of results and observations across individuals, settings 

and time (Cook & Campbell, 1979). This can be mostly applied to quantitative studies, but in qualita-

tive research, as mentioned earlier, random sampling or selection is seldom the case. Combined with 

small samples, this provides no basis for generalization (Cook & Campbell, 1979; Blumberg et al., 

2011). At least it does not in the traditional, positivistic view. The analytical generalization from a par-

ticular set of results to the broader theory makes up for external validity and not statistical generaliza-

tion (Yin, 2003b). Yin (2003b) particularly stresses the usage of theory with a single case and replica-

tion logic, with multiple cases, to strengthen validity. Both strategies are used in this inquiry.  

3.7.3 Non-Response Error 

Typically, a non-response error occurs when the intended subjects or targeted person cannot be 

reached or refuse to participate. This is more severe in quantitative studies with probability sampling, 

as a non-response would increase the variance, due to the change in sample size. Thus, adequate 

callback procedures, replacements and other methods are necessary (Blumberg et al., 2011). 

However, also in qualitative studies this is an issue. Of course, the study itself won’t be affect like a 

quantitative inquiry would, as it is not so much based on statistics and numbers. Nevertheless, if a par-

ticipant is reluctant to express his opinion the data and the whole research is affected as well.  

Since this study is mainly based on theoretical sampling, one particular participant can be of crucial 

relevance, as he might – or might have had – important knowledge or insights. Thus, in order to en-

sure the right feedback and access, the purpose, benefits and motivation of this inquiry will be com-

municated to potential participants, without revealing too much information that might alter the out-

come of the interview, or any other qualitative method.  

3.7.4 Triangulation – Multiple Sourcing 

As has been pointed out, there are always weaknesses in ones research design, the methods used and 

the data produced (see fx. 3.4.1.3).  In order to overcome limitations and strengthen the study’s quality, 

the triangulation method is used.  

Triangulation is derived from incidence geometry, where the intersection of three vectors creates a 

connected geometric space, meaning that if three, or more, sources coincide, the data has been suc-

cessfully triangulated, pointing to a true fact (Yin, 2003). It is thus the triple-checking of information 
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through different input sources to verify the data and enhance the soundness of the study (Blumberg et 

al., 2011). 

In this research, based at its core on qualitative data, is enhanced through both methodological trian-

gulation, the use of different techniques, as well as theoretical triangulation through the use of different 

theories and points of view To further strengthen the inquiry, adding to the sources of evidence, sec-

ondary data will be taken into account together with the primary inputs, aiming at data triangulation 

(Denzin, 1978, 2006). 

“Triangulation aims at the integration of multiple data sources in a multi-method design.” 

(Pauwels & Matthyssens, 2004, p. 129).  

Alongside the counterbalance of the weaknesses of the data sources and methods, also through meas-

urement errors, triangulation can enrich and deepen the understanding through reinforcement of data 

and additional insights (Hollensen, 2007; Pauwels & Matthyssens, 2004). 

The practical implications for this study are, that, as mentioned earlier, a multiple-case study design is 

implemented, to address the vulnerability of single cases, like inaccurate information or bias, and to 

immeasurably increase the analytical generalization through similar conclusion stemming from differ-

ent contexts and sources (Yin, 2003b). Interviews and focus groups will provide for additional data 

points, adding to the insights gained through the case studies. Hereby, sources from within each meth-

od may be used across the methods to advance insights (Humerinta-Peltomäki & Nummela, 2004). 

Furthermore, with interviews, respondents are asked similar questions on the same topic, and different 

participants are questioned on one topic (Pauwels & Matthyssens, 2004).  
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4 Analysis 

In accordance with the methods described earlier, and guided by the theoretical framework, the pri-

mary research developed 15 in-depth interviews, excluding pre-study interviews, resulting in over 13.5 

hours of interview material. As said, those will be the main source for the major segmentation analysis, 

as well as to adequately define the targeting of the identified segment.  

But first two cases will be looked into, to assess the framework and possibly identify further insights that 

could be relevant to guide the case of InnoVentum in crossing the chasm. Hereby, hundred of second-

ary sources were analysed to adequately frame the cases and gain the most reliable insights. As the 

primary research is aided by secondary sources, the cases are supported by insights gained from the in-

depth interviews. 

4.1 Case Studies 

4.1.1 Tesla 

The first case to consider, Tesla Motors (Tesla), actually is a perfect fit, as InnoVentum was their mar-

keting partners for EV-events in Malmö and Copenhagen, and they have crossed the chasm very suc-

cesfully, at least in the westcoast of the U.S. and in Norway, as illustrated below. 

Tesla, founded in 2003 has to date around 6,000 employees, and over 100 retail locations, with the 

headquarters still in Palo Alto, California (Evanson, 2014). The firm was co-founded by the innovator, 

visionary and serial entrpreneuer Elon Musk, who was co-founder of PayPal, SpaceX, and is involved 

in the energy sector with Solar City as well. After a rough start, with ups and downs, Tesla is now one 

of the main brands in the electric vehicle (EV) sector, leading the U.S. luxury segement (F-Segment) in 

sales even over German brands, and even amongst top brands from the general automotive section. 

This is also represented in its strong stocks  (Lashinksy, 2014; Rogowski, 2014; Evanson, 2014; The 

Economist, 2014; Musk, 2006; Makower, 2014; Nudelman, 2014). 

After the U.S. Tesla most certainly crossed the chasm in Norway, where the Tesla Model S accounted 

for over 10 percent of all new vehicle registrations in March, and a year-to-date mean of over five per-

cent, beating Volkswagen’s Golf model, and being the top six manufacturer in Norway in terms of new 

registrations (Shahan, 2014b) 

This is also accelerated through Norway’s political system which supports the EV industry with no 

import tax and without the 25 percent VAT. Other perks are a very good infrastructe of charging sta-
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tions and the allowance to drive in the bus lane (DeMorro, 2014). Thus, EV vehicles now have over 

one percent overall market share with approx. 26,000 EVs (Klippenstein, 2014).  

As the big German brands are not really interested due to their comfortable position in Germany in 

regards to their lobby, politics, and the general economy, and are only slowly beginning to catch up 

with other car brands like Tesla or Nissan (e.g. Schwarz, 2014; Bay & Schaal, 2013). A widespread 

diffusion of EV vehicles is not yet reached in Germay (Winterhagen, 2012). However, the growth rates 

are tremendous (Bräutigam, 2014). Primary research suggests here that the German automotive lobby 

is protecting its home market, as they for instance have already perfectly working EVs in China but 

not so much in Germany, and also influence the media in this matter. This is affecting the end con-

sumers (e.g. Swoboda, Holitsch, Messe Friedrichshafen). However, in terms of total share of plug-in 

cars Tesla already holds a 12 percent share, after the hybrid BMWi3 and the VW e-Up!, but before 

the more popular (e.g. Moser, Holitsch, interview) Nissan Leaf or the Renault Zoe (Shahan, 2014).  

4.1.1.1 Segmentation 

In essence, Elon Musk, the co-founder and CEO of Tesla described his plan and targeted segment 

himself in a blog post “The Secret Tesla Motors Master Plan (just between you and me)” from 2006 

(Musk, 2006). In said article he states that its current model at the time is the Tesla Roadster, but that 

in long-term the company wants to build a wide range of models, including cheaper family cars, as 

part of the overall goal to create more sustainable transportation. The Roadster, designed to beat luxu-

ry cars like Ferarris in performance and a Toyota Prius in energy efficiency, is his Musk’s, or Tesla’s, 

first step of the business plan. They want to target the rich, by entering the high-end, premium market, 

and then move further down the markets, while directing all available generated cash-flow into R&D 

for the new models to come. In short, Musk mentions 4 steps: (1) Building sport cars, (2) use the money 

to build affordable cars, (3) use that money to build even cheaper cars, and (4) provide zero emission 

electric power generation options, while doing so (Musk, 2006; Leus, 2014). Hence, Tesla is targeting 

the customer group that would usually buy premium cars from brands like Mercedes or Audi (Lavrinc, 

2014). 

“But Tesla is so far in a niche, albeit with an incredibly loyal base of wealthy buyers. A Tesla is a more stylish way of 

displaying environmentalist credentials than a lumpen Toyota Prius and more practical than a Ferrari - putting two child 

seats in the back boosts the capacity to seven passengers. Mr Musk is a convincing salesman, at least to rich Californians” 

(The Economist, 2014) 
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4.1.1.2 Whole Product 

According to consumer reports Tesla jumped from the tenth to the fifth place of the best car brands in 

the U.S., looking at the performance, value, safety, quality, design, and technology (Strange, 2014). 

The European launch of its newer Model S has furthermore been awarded several prices, like Car of 

the Year in Sweden and Norway, Most Stylish Car in Switzerland, or the Car of the Year Prize of 

Honor in Denmark. (Tesla, 2014). For a small car start-up this is a top position to be in, also showing 

again that Tesla has successfully crossed the chasm – at least in the U.S. 

In order to get this form of customer satisfaction, Tesla is not only building on superior quality in terms 

of its technology, from the car, the interior design, as well as the range due to the battery (e.g. Davis, 

2014; The Economist, 2014; Tesla, 2014), but it creates a whole ecosystem to back the customer expe-

rience, from it’s supercharges with free electricity for its customers, over remote and pick-up service, to 

apps on the smartphone to control and monitor the car (Evanson, 2014; Davis, 2014; McKenzie, 

2014). Tesla also claims the direct feedback to be in its value chain (Evanson, 2014). In regards to it’s 

supercharger network, which is aimed a speedy charging, Tesla will open over 30 new charging sta-

tions in Europa, to provide the infrasturcute for their customers to travel freely (Tesla, 2014).  

In doing so, Tesla has – apparently – created a Lifestyle, where customers created smartphone applica-

tions to control the Tesla Model S’s functions, or user generated advertsing spots by film students (e.g. 

Theobald, 2014). This lifestyle, which is also mentioned in this studies’ primary interviews (e.g. Spieth, 

Hahn), also led to a publication called Teslerati exclusively for the Tesla community (Voelcker, 2014).  

As for most customers the reach and availability of charging stations for EV vehicles are the two main 

factors that concern customers, next to the price, design and the integration in their lives (e.g. interview 

Moser, Hahn, Spieth, Schüssel), Tesla is targeting this with their superchager network and a long 

range up to 310mi or 500km between charges (e.g. The Economist, 2014; Tesla, 2014). In a few years 

this long range is supposed to be the standard, with 400 km (Bräutigam, 2014). Therefore, in trying to 

align the technology with the customers needs (see theoretical framework) for a better infrastructure 

and a better battery power or range (e.g. interviews, Spieth, Hahn, Schüssel, Zwisler, Scheibitz, Messe 

Friedrichshafen), Tesla is currenly on the verge of building an enormous battery plant – labelled ‘gi-

gafactory’ - in the US to support the development of its superior quality (Davis, 2014; Makower, 2014; 

The Economist, 2014). 
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4.1.1.3 Positioning 

As stated briefly in the segmentation chapter, Tesla is targeting the customer group that would buy 

premium and luxury cars. In doing so they already state the points of parity, giving the customers the 

reference of premium, high-priced cars. On the other hand, with the sustainability and ‘green’ focus, 

they are in fact giving reference here as well, in comparison to other car brands and models like the 

Toyota Prius, Nissan Lead, and so forth (e.g. Lavrinc, 2014). The low-cost end of the sustainbale car 

segment currently owned by Asian brands like Nissan or Mitsubishi, furthermore gives points of differ-

ence compared to Tesla’s high-end approach (DeMorro, 2014c). Thus, again, Tesla wants to own the 

market via a top-down ‘pond-hopping approach’ (c.f. Moore, 2014).  

Another bold move of Tesla was the give-away of patents, or more precisely the statement not to pur-

sue lawsuite against anybody that wants to use their patents. In doing so, they presented a strong and 

confident brand to their customers, believe in their technologies and products, accelerating widespread 

adoption, as well as opening the way for more competition and alternatives (Golson, 2014; Musk, 

2014;). In regards to the theoretical framework, this means that Tesla is presenting itselve as the mar-

ket leader in that segement, having achieved blue ocean leadership. In opening up, the company also 

includes the supercharger infrastructure to create a better infrastructer and thus ecosystem for its cur-

rent and potential customers, enhancing again the whole product (Musk, 2014; Etherington, 2014; 

Nunes & Bellin, 2014). In its strive for promoting superior quality, the Californian carmaker recently 

extended the warranty of its Model S (Ferenstein, 2014). 

4.1.1.4 Distribution 

One of Tesla’s distribution channels are its showrooms. The company claims to have re-invented sales 

through it’s powerful stores, combining marketing and distribution. Hereby, the firm’s focus is on the 

customer experience and the relationship (Evanson, 2014; Davis, 2014). The former complements 

again the whole product experience (see above) and the latter represents the direct demand generation 

(c.f. Theoretical Framework; e.g. Moore, 2014).  

Those showrooms that are not only available in the U.S. (Fingas, 2013), give the locals a chance to 

experience it and in the end maybe buy it. In providing the experience Tesla is enhancing trialability 

for the local pragmatists. In fact, like any major disruption, this concept seems to be very successful, as 

for instance several states in the U.S., including New Jersey, banned their direct sales model through 

their showrooms, in order to protect the traditional auto dealerships and lobby (Wasserman, 2014; 

Wilhelm, 2014). Thus, far Tesla has over 50 showrooms and about half of that in Europe, which al-

ready gives a decent network (Evanson. 2014), but is not enough to cover all potential consumers. 

Therfore, Tesla also offers its cars over their website, effectively having two sales channels. 
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Also, Tesla is also working a lot with local partner companies to co-market their products, mainly with 

renewable energy companies to provide the regenerative electricity solutions for their individual cus-

tomers, as well as for their supercharger network, like the Deutsch Bahn in Germany (c.f. Swoboda, 

interview), provide it’s technology (Musk, 2006; Inbar, 2004), or for leasing and financial options like 

Sixt in Germany (Tesla, 2014). This is part of Tesla’s strive to provide zero emission transportation as 

mentioned in Musk’s blog post (2006). 

In terms of pricing the direction is clear, due to the targeting of the high-end market and well-off con-

sumers (groups). Hereby, Tesla clearly states its prices on their websites and communicates them 

through their media channels, like the blog or social media, to be transparent, saying they want to 

make the same level of profit across the globe. European prices, according to Tesla, are only higher 

due to import and freight costs as well as differences in VAT or incentives, even though they will be 

distributed through their Tilburg center in the Netherlands (Blankenship, 2014). 

This transparent communication leads to another important aspect of Tesla’s promotion strategy, 

which is gaining publicity through their online channels, from Musk’s above-mentioned blogpost from 

2006, to press releases, customer engagement and community management (e.g. McNeal, 2014; Leus, 

2014; Theobald, 2014; Musk, 2006; Davis, 2014; Leus, 2014). Hereby, the brand is also building upon 

Musk’s high social media activitiy and personal brand, to engage with customers (e.g. Charles, 2014; 

Makower, 2014).   

This thorough ans strong brand communication, linking to the positioning, includes all major tech and 

business magazines like Tech Crunch, Mashable, Forbes, Wired, Business Insider, Time, The Econo-

mist, Quartz, Venture Beat, Entrepreneur as well as renewable magazines like Clean Technica or 

Green Car Report. This is also continued in their other markets like for Germany the Wirtschafts-

woche, Handelsblatt, Spiegel, FAZ, or Die Welt (own screening; Davis, 2014). This plays in Tesla’s 

scheme to target the rich, especially in California and the local Palo Alto tech elite. 

With their roadshows, like the “Fully Charger Model S Tour 2014” in Germany. Tesla engages with 

its customers, and thus increasing trialability, as well as directly generating demand (Tesla, 2014b ; c.f. 

Theoretical Framework, e.g. Moore, 2014). Again, those activities are communicated through mostly 

online media (e.g. McKenzie, 2014). 

4.1.1.5 Take-Aways and Findings 

From the Tesla case confirms the need for focus (c.f. Moore, 2014) with a clear and narrow niche defi-

nition and the transparent communication of said definition (c.f. Musk, 2006). This also includes a 

well-defined idea about future ‘pond-hopping’ as suggested by Moore (2014).  
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The companiy’s products are clearily focused on the customers’ need for a wide range, quality, while 

looking like a regular car (compatibility with life; c.f. Roger, 2003; e.g. Schüssel; Moser) with the addi-

tion fun- and lifestyle factor. Hereby, they stress on consistent and thorugh brand and value proposi-

tion communication: For (well-off) premium car lovers who are dissatisfied with the quality, range and 

look of other electric vehicle manufacturers, the products are premium sports cars that have a great 

design, usability, user experience. Unlike the Nissan Leaf (e.g. Moser, Hahn), or others, they have as-

sembled a reliable and whole new level of EV experience (c.f. Moore, 2014) 

Tesla, further pursues a multi-channel distribution approach (c.f. theoretical framework) with both, 

direct sales for lead and demand generation, while incorporation the experience with the stores, and 

also having an e-commerce system in place for the economies. This is all supplemented by a well-

rounded offline promotion in form of trialbility enhancing events and roadshows, and brand-building 

online communication (market leadership), especially with a focus on community building and man-

agement. As well as media attention generation in the business and tech magazines. 

4.1.2 Protonet 

The second case to assess the framework and potentially discover additional or further measures and 

tactics to cross the chasm for InnoVentum, is about a German start-up called Protonet, currently 

based out of Hamburg. Like InnoVentum they are a small startup that aims at getting market traction, 

and seem to have crossed the chasm as well. 

The company was founded in 2008 by two backend- and frontened software architects, Christopher 

Blum and Ali Jelveh. They both got to know each other at the previous job engagement, and builded 

on their strive for data security, which is also rooted in Jelveh’s Iranian background (Giesa & Clausen, 

2014) 

In the beginning and the development phase the founders mostly invested their own money in the 

company, which lead to the firm being very focused on lean management and the so-called bootstrap-

ping, due to the limited resources. Also, from the start they aimed for profitability and paying custom-

ers, abandoning the thought of freemium models or the like (Giesa & Clausen, 2014). 

With the second product launched in summer 2014 and plenty of paying customers, the company set 

its goals to break-even in 2016 and reach revenues of 100 million Euro in 2020 (Giesa & Clausen, 

2014; Strozyk, 2014b; Rohrmus, 2014, 2014b). 

One important external condition aided the development of the company, being the NSA affair, which 

obviously gained tremendous media traction (Giesa & Clausen, 2014; Kirst, 2013).  

Segmentation 
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Protonet is a good example of the integration of the whole business portfolio matrix for market seg-

mentation, as was described in the theoretical framework. The company’s targeted customer groups 

were at its start small- and medium-sized companies (B2B) like medical practices, law firms, or crafts-

men. In doing that they reflected on the customers wants and needs namely IT and data security, that 

was accelerated through the NSA affairs after the disclosures of Snowden, ease of use, and user experi-

ence for people that do not want to administrate their systems,  do not posess IT knowledge, or simply 

do not have the time for it (Lumma, 2014; Weigert, 2003; Strozyk, 2014, 2014b; Kirst, 2013; Giesa & 

Clausen, 2014). 

After the success of its first product Protonet launched a new product called the Maya, with a sighlty 

different target customer group, navigating more towards private users like feelancers, or very small 

teams like creative agencies, families, or private clubs. Hence, it does neither fall in the classic label 

B2B nor the B2C label (Strozyk, 2014b; Weigert, 2013). In a statement the found Jelveh specifically 

stated that they are not planning on targeting the consumer product, but want to reach micro-

enterprises or one-man-shows (Strozyk, 2014b). 

However, Protonet can also be seen as a software company, focused on secure collaboration and cloud 

services, that are off-grid of the classic server-farms, for B2B customers - especially with the software 

architecture background of the founders. This can be supported through the higher economies of scale 

in software, as well as the need or the scarcity of a European reference magnitude in that area (Lum-

ma, 2014). Nevertheless, the intended target segment for the first product, as well as the new product, 

is clear: targeting small firms and private individuals for the latter. 

Whole Product 

Protonet esseentially provides a home- or office-server with up to 16TB of space with a collaboration 

and cloud solution for team and remote access (e.g. Lumma, 2014; Weigert, 2013; Giesa & Clausen, 

2014).  

The unique selling point, again integrating the consumers needs and wants with technology as part of 

the business portfolio matrix, also mentioned above, is the simplicity with almost no set-up configura-

tion, ease-of-use or usability, combined with the technological advances in both hard- and software. 

Hence, Protonet’s products, the Carla and Maya, provide the customers well-designed with state-of-

the-art hardware, complemented by its Software called Soul, integrating all the customers need, to 

create the whole product (e.g. Weigert, 2013; Lumma, 2014; Strozyk, 2014; Kirst, 2013; Giesa & 

Clausen, 2014). 

Positioning 
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For its small B2B customers Protonet positions itself as the simplest server in the world, replacing and 

using the functionalities of modern cloud services like Google’s Drive, Dropbox or iCloud, while focus-

ing on IT security (Kirst, 2013). Hence, they aim for a decentralized network of independent personal 

servers, that anybody can put in their office or under their desk (Strozyk, 2014). 

Alongside the positioning against big industry players in hardware like HP or Dell, the company posi-

tions itself against the cloud services (software), as mentioned above. In doing so, they provide the 

points of parity or the market alternatives.  

In regards to the points of difference, the ease-of-use and simplicity comes into play, with only one 

button and a one-page instruction manual, they outline the distinct deviations from other products, 

being big servers with high- and specialized maintenance – system administration – required. Also, in 

terms of the software, the product alternative being the cloud services is the focus on data security and 

localized data storage (e.g. Strozyk, 2014b; Rohrmus, 2014b; Weigert, 2013; Lumma, 2014; Giesa & 

Clausen, 2014). 

In terms of pricing strategies, Protonet aims for high quality at an affordable price, signifing value in-

novation, with a range of 3,000 – 5,300 Euro for it’s B2B-focused product, and the new ‘hybrid’ 

B2C/B2B version named ‘Maya’ will be avalaible for price tag similar to laptops of 1,200 Euro (Stro-

zyk 2014b). While additional services might be priced in the future, there are no recurring costs in-

volved (Weigert, 2013). 

Distribution 

Protonet’s products are produced directly in Hamburg, via partners and also in-house via CNC and 3-

D printers, while the main sales and distribution platform is their online shop (Lumma, 2014; Weigert, 

2013).  

As part of the campaign to promote its products and the upcoming second crowd-financing round and 

the included launch of the second product, Protonet started a roadshow with the whole team in Ham-

burg, Munich, Cologne, and Berline. Hereby, the chose small event locations for up to 50 people and 

invited people via Email and Facebook, especially the early investors from the first crowdfunding suc-

cess and the existing customers and fans (Rohrmus, 2014b).  

In communicating and promoting the product, the firm combined it’s need for money with publicity 

and integrated a full advertising plan, from bloggers, local media, specific landing pages, social media, 

business and industry newsletters, re-targeting of website visitors, and the involvement oft he startup 

community, with a crowdfunding campaign (Baumgaertel, 2014; Rohrmus, 2014). Thus, it was all 

amied at generating excitement and publicity before the actual investment round on the crowd-

funding platform, based on well executed storytelling (Rohrmus, 2014b). In their campaing they fo-
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cused very much on well-rounded execution and professional communication, stressing on quality to 

build on the whole experience (Baumgaertner, 2014). 

The first crowdfunding campaign in 2012, raised over 200,000 Euro from 216 investors in 48 minutes, 

and the second crowdfunding in June 2014 raised over 3 million Euros in six days, with the first 1.5 

million in ten hours. Both set records in Germany, including the largest amount ever raised by a Ger-

man start-up (Giesa & Clausen, 2014; Baumgaertel, 2014; Kirst, 2014). Protonet's crowdfunding rep-

resents about two-third of its total investment (Pisa & Hobbs, 2014). 

Notably, alongside their main distribution channel being the e-commerce, the rewards given out via 

the crowdfunding represent another channel, as they were exclusive at that the time, increasing inter-

est and therefore the word-of-mouth.  

Unlike on the big crowdfunding platforms like kickstarter, Protonet used Seedmatch where the focus is 

away from give-aways or rewards for the crowd-investors, giving more focus to the actual business plan 

of the firm and towards real ROI in formes of shares (equity-based). However, Protonet offered the 

new Maya server, targeted at individuals or very small firms, to investors who invested more than 

2,000 Euro (Baumgaertel, 2014). Another aspect that played to Protonet’s advantage is that they used 

the community that is active on such platforms, which is German tech enthusiasts and innovators. This 

represents the first two stages of the technology adoption (e.g. Baumgaertel, 2014; Giesa & Clausen, 

2014; Rohrmus, 2014) 

As seen above, part of Protonet’s promotion and distribution success is based on their community 

building, as they generated a lot of leads from this side, including their fans, both offline and online, 

early investors, friends, family, old co-workers, and the maker- and startup-community in Germany 

(Strozyk, 2014b).  

One impact for the community and brand building is the local focus with production and headquar-

ters being in Hamburg. This also gives potential for further word-of-mouth and refferencing points, 

playing into the pragmatist’s scheme (Weigert, 2013; Lumma, 2014). Hereby, alongside the word-of-

mouth and further development of the direct sales department in the marketing of its products, Pro-

tonet wants to establish an ambassador program to gain more multiplicators (Strozyk, 2014). 

Another particular aspect in their community building, alongside the offline events and the roadshow 

to get trialability and word-of-mouth, was the online and social media site. Although it is important to 

get real-life contacts and references, the blog, guest-blogging, Twitter, Facebook, and Instagram activ-

ies were a crucial step, as they included and communicated their products and prices, visions, current 

events and interna (Baumgaertel, 2014; Pisa & Hobbs, 2014; Rohrmus, 2014, 2014b; Giesa & 

Clausen, 2014). This enabled public traction and the self-referrencing aspect of the corssing the chasm 

framework.  
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4.1.2.1 Take-Aways and Findings 

Protonet, like Tesla, have a clear and narrow segment definition in form of B2B and small businesses, 

confirming the importance of Moore’s (2014) advised focused in crossing the chasm. While some of the 

customers needs and wants were recently accalarted through the NSA affairs, Protonet does a good job 

at providing the also wanted ease-of-use and simplity with data security. Also, they deliver on common 

features already in place by the other players in the cloud- and collaboration services, like Google. For 

hardware points of parity they clearly differentiate with the easy set-up against other providers like HP.  

In terms of pricing, in accordance with the theoretical framework, the company prices the quality need 

top-down, the market value-based pricing approach, while giving price reference to affordable but 

higher end laptops, at least for their smalles product.  

In contrast to Tesla, Protonet only has one main distribution channel being its web shop, however, the 

crowdfunding perks, still being online, can technically seen as second channel. Nevertheless, they gen-

erate demand through extensive community building through offline events, again trialability enhanc-

ing, and through the local startup community. Additionally, like Tesla, they communicate and build 

their brand heavily online, including their blog, as well as in national and international tech and busi-

ness magazines for their target group. 

4.2 Conditions: The German (Renewable) Energy Market 

For InnoVentum to penetrate the German energy market, a brief overview of the status quo and the 

development is needed, in accordance with the theoretical framework (c.f. Rogers, 2013).  

The German 'Energiewende' is so popular, even the term itself is now used in the English language. It 

could therefore be argued that Germany is a world leader in renewable energies. However, event tho-

rugh the nuclear catastrophe of Fuskusihma, and the public outcry, lead the German government to 

shut down its nuclear power plants, Germany is still, in the short- and middle run, compensated 

through sourcing from other countries and fossil power plants, instead of a massive push for renewa-

bles. Looking at the total split of energy sources in Germany, the primary energy supply in Germany is 

still heavily dominated by fossil sources (e.g. Winterhagen, 2012; Bundesministerium für Wirtschaft 

und Energie [BMWi], 2014). In terms of electricity, the dominance of coal and other fossil sources is 

still enormous as well. According to the BMWi (2014) the percentage of renewable energy rose from 

14.6 in 2008 to 22.8 in 2013. Thus, they claim it is the second larges source, but a closer look reveals 

that this is only due to the combination of all renewable sources and the split of all fossil sources. The 

rise and spread of nuclear power (plants) is an important factor in today’s world energy distribution 

and supply and with the rising carbon dioxide emissions, even some environmental activities are not 
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totally against nuclear power any more (Winterhagen, 2012). Thus, with the Atomausstieg, the Ger-

man government tremendously pushed for a deep debate. While nuclear power is not clean, mainly 

due to its waste and potential threat, but so is the CO2-heavy coal industry.  

The 'Atomausstieg' is bad in the short-term, but a great opportunity for renewables, nevertheless. The 

last three nuclear power plants, Isar2, Emsland, and Neckarwestheim 2, will shut down in 2022, and 

even though short-term compensation will occur through more coal power, the plan of the German 

government is to be able to compensate the discontinuation with better energy efficiency and renewa-

ble energy sources in the end (Winterhagen, 2012; AGEB, 2012).  

Economic Factors 

In addition to the status quo, future improvements might actually alter the trend. If we assume a sharp 

rise in EV sales and the consequent substitution of cars power by gasoline, electricity demand might 

rise, while petrol consumption might slow down, enhancing potential for renewables (c.f. Winterhagen, 

2012).  

In general, Germany’s aim is to raise the share of electricity generated from renewable energies to 65 

percent of gross electricity consumption by 2040, and 50 percent by 2030 (BMWi, 2014). The Federal 

Ministry for Economic Affairs and Energy (BMWi, 2014b) stated that in 2013 Germany reached a 

new record of 318 billion kWh from renewable energies, namely solar, wind, water, biomass, and geo-

thermal, rising by 5 percent from 2012. With shortly over 25 percent, the gross electricity consumption 

in Germany rose by two percent over 2012 slightly reducing the constant growth from on average 

three percent in last years (BMWi, 2014b; Bons interview). 

Particularly the expansion of on-shore wind energy in Germany rose by about 28 percent in new in-

stallations and repowering initiatives. This is also represented in a five percent increase in wind energy 

feed-in, reaching a total of about nine percent of gross electricity consumptions (BMWi, 2014b).  

Contrary to the on-shore, as well as off-shore, growth in wind energy, the photovoltaic (PV) installa-

tions declined by more than 50 percent from 2013 to 2012. However, this decline was somewhat antic-

ipated as it was within the politically agreed-on corridor, in regards to incentives, for the first time. 

Nevertheless, the slow down in the increase of PV installations still represent a major growth overall, 

reaching a total of 30 billion kWh and five percent of the gross electricity consumption (BMWi, 

2014b). The total electricity supply by from renewable sources reached over 150 billion kWh, whereof 

about 20 percent can be allocated to PV, 14 percent to water, and a solid 35 percent for wind energy 

(BMWi, 2014).  

In regards to investments, the renewable energies are a solid economic factor in Germany, as over 16 

billion Euros have been invested in the installation of renewable energy sources. However, this repre-
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sents a 20 percent drop from 2012 to 2013, mainly due to a reduction in PV investments. Wind energy 

still has a strong share of investments, as about 43 percent can be allocated to that sector (BMWi, 

2014b).  

In 2013 Germany had a huge edge in terms of newly installed wind power compared to the rest of 

Europe, with about 80 percent on the runner-up United Kingdom and roughly about 4 times com-

pared to the third place Poland, according to the German Wind Energy Association. In terms of total 

installed power, Germany leads by 50 percent before Spain and has ore than three times more than 

the third, the UK (BWE, 2013; BWE 2013b). The solar industry also experienced a major boom in its 

early phase due to extensive incentives by the government, resulting in a mild crash with quite some 

bankruptcies in the last years (e.g. Winterhagen, 2012)  

In the end, with the still lacking energy conversion efficiency, the downtime, when the wind or the sun 

is not as strong, the suboptimal energy storage and grid, as well as the growing cities, as solid energy 

mix is necessary (e.g. Winterhagen, 2012; AGEB, 2012; BMWi, 2014).  

Economcially Germany is not necessarily that attractive anymore, as the new EEG reduced incentives 

for investors, and also limits the further development or installments, as the government tries to protect 

the industry as well as the private consumers, meaning that it wants to keep electricity prices low, by 

not charging the consumers to pay for the future development (e.g. Hahn, Bons, Güntert, interview).  

The interviews also confirmed the common perception that wind is more feasible in northern Germa-

ny, and solar, respectively PV, in the southern part. However, they also mention that it might be pos-

sible with the technology getting more efficient and that it always depends on the individual location, 

as usual (e.g. Hahn, Lindner, Moser, Jekal). Looking at the year mean wind speed at ten meters above 

the ground, most areas in Germany have around 3 m/s (DWD, 2009), which generates some energy. 

However, as most political and investors look into profitability and efficiency this is certainly not feasi-

ble (e.g. Güntert, Bons, Lindner, Messe FN) 

“Ich weiß, es versuchen immer alle möglichen mit Kleinwindkraftanlagen da ein großes Geschäft zu machen” 

(Güntert, interview) 

The north-south differential of wind and solar is also called the Achille’ heel of the German Ener-

giewende, which calls from improvement in the grid as well in decentralized solutins (BMWi, 2014d; 

Bons, interview) 

On the other hand, for instance, Hahn (interview) see the development positive, as –even though in-

centives have been reduced – the prices of the solutions decreased drastically (c.f. Bons, interview), 

which makes up for cheaper investments. 
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All in all, even with the slight decrease in wind and PV generation, respectively new instalments, Ger-

many still presents itself as a strong market for renewables, at least economically, which should provide 

a solid ground for InnoVentum (c.f. Welt, 2014) 

Political & Legal 

In august 2014 the renewable energy law (EEG) has been changed. The law, which was first intro-

duced in 2000, is regulating and promoting the development of renewable energy sources. As renewa-

ble energies now account for a quarter of electricity supply the German government changed the exist-

ing rules to account for the technological advances and relative high amount of total current instal-

ments (BMWi, 2014c; BMWi, 2014e). 

Renewable energy instalment will now be supported through a variable cap, for wind and solar energy 

this corridor is thought to be within 2.4 and 2.6 Gigawatt per year, aiming at around 2.5 GW of new 

instalments (BMWi, 2014e; Bons, interview). 

However, those that seek to produce electricity from renewables will still be guaranteed a market pre-

mium or a feed-in compensation per kWh for 20 years. The amount of incentives will be decided on 

when the new solution is installed, based on the new instalments in the last months. The difference 

between the compensation, the income from the exchange, and the costs fro the premium will be 

bared, as it has been before, by the electricity consumer per kWh (EEG Umlage), in 2014 about 6.2 

Euro-Cents (BMWi, 2014e; BMWi, 2014c).  

The current feed-in compensation for PV lies at around 17 Cents and will be reduced from 2015 to 

approx. 12 Cent per kWh. Also, new instalments will only receive the compensation if their solution is 

below 500 kW installed power, which will be further reduced to 100 kW by 2016. Wind energy will be 

incentivized with 8.9 Cent per kWh, for strong-wind regions this will be reduced to 4.95 Cent after 5 

years (BMWi, 2014e). Hence, for wind energy low-wind regions will be incentivized more to promote 

more instalments there.  

For homeowners, companies, or other investors that would like to use the energy for themselves, hence 

self-sufficiency, the new EEG law now states that they have to bare 30-40 percent of the reallocation 

charge. Smaller producers are however exempt if they are at or below 10 kW, with a maximum of 10 

MWh produced annually (BMWi, 2014f). Alongside the financial funding programs like from the 

KfW-Bankengruppe, Germany’s biggest national development bank, also offers development schemes 

for decentralised energy storage or battery systems (KfW, 2013).  

A bigger issue in Germany are the various regulations and legal aspects, like the consideration of wild-

life, particularly birds in regards to wind energy, and the consequences for building projects for munic-

ipalities and investors (c.f. Schuster, 2009; Lindner; Bons, Huber, Jekal, interviews) 
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From the EEG and the limited incentives and thus a limited investment opportunity for most, to lob-

bying from the automotive sector, all commonly know political and legal aspects were also mentioned 

in this studies’ primary interviews.  

“Die Energiemultis bremsen die Energiewende systematisch aus und die Politik schaut weg. Hektik kommt bei 

Wirtschaftsminister Gabriel nur dann auf, wenn die Industrie klagt. Zeit, selbst aktiv zu warden”  

(Quaschning, 2014). 

Another interesting aspect came up with the requirement to include one-third of renewables in new 

building. However, this does not (necessarily) include PV, or wind for that matter, as their energy gen-

erated cannot be easily stored. Also, this requirement is mainly targeted at heat generation or efficien-

cy (Scheibitz, interview). 

All those implications do not necessarily affect InnoVentum per se, but have impact on the consumers 

willing to purchase renewable solutions and their attitude towards them. 

Social & Technological 

The above-mentioned issue of wildlife protection also plays into the social conditons, as many citizens 

are actively make their voice heard on that matter in so-called ‘Bürgerbewegungen’, which also include 

noise complaints and the general fear of destruction and the negative impact on the environment, or 

landscape (e.g. Jekal, Huber, Scheibitz, Zwiesler, Holitsch, Swoboda, Lindner) 

This German Angst is already well-known in the international mass-media and can easily be summa-

rized in the idiom ‘was der Bauer nicht kennt, frisst er nicht’, meaning that the German people do not try 

anything they don’t know.  

“Gerade in Deutschland!! Also wir hätten wahrscheinlich heute keine Dampflock mehr. Mit diesen Voraussetzungen, es 

gäbe keinen Eiffelturm.” (Spieth, interview) 

In terms of technology the electricity storage and insecurity about quality of products (e.g. Bons, Ho-

litsch, Huber; Winterhagen, 2012) complements the insecurity about the Energiewende and the ‘Ver-

sorgunssicherheit’, the security of supply, as well as the state of electricity including EVs, due to strong 

negative press as well as occasional positive news (e.g. Hahn, Holitsch). Adding to this, the cheap, often 

not so environmentally friendly, products from China, raise even more quality concerns among con-

sumers (Stoller, 2014; Winterhagen, 2012). 

The other big issue, the storage and security of supply, goes hand in hand with the north-south disbal-

ance and overproduction of renewables stressing the inefficient grid, as mentioned above (c.f. Bons, 

2014; Winterhagen, 2012). Thus, there is still ways to go. One option is therefore the decentralized, 

off-grid solutions. However, they are not much liked by the political players (c.f. Bons; Hahn). 
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On the plus side, technological advances in the renewable energy sector have already pushed rooftop 

PV installations in southern Germany to €0.08 per kilowatt-hour and €0.14 kilowatt-hour in northern 

Germany with less sun, which is half the cost of grid-based electricity and making it cheaper than coal 

(Parkinson, 2014). Also, Fraunhofer ISE reports top 36.7% efficiency for certain PV modules (Oswald, 

2014). 

4.3 Segmentation 

However, as Moore (2014) pointed out, the market, as it is commonly known, does not represent his 

understanding of a market, which is more that of a segment. Therefore, after looking into the condi-

tions or the environmental factors (c.f. Theory; e.g. Rogers, 2003; Grant, 2010), the analysis will now 

focus on going deeper into the strategic business aspect in order to cross the chasm for InnoVentum.  

“The key insight here is that we should always be tracking the evolution of a technology rather than a given company’s 

product line – it’s the Technology Adoption Life Cycle, after all. Thus it is spreadsheets, not VisiCalc, Lotus, or Excel, 

that is the adoption category, just as it is browsers, not Navigator or Explorer.”  

(Moore, 2014, p. xi). 

4.3.1 Customer Groups & Pre-Segmentation 

Based on the previous installations (see Introduction) and internal documents (c.f. InnoVentum, 2014a) 

the below customer groups have benn pre-defined for the appropriate anaylsis (see Figure 4-1).  

While InnoVentum is trying to work with NGOs as well and is pursuing this direction with its ‘Power 

to the Philippines’ campaign, it has been excluded in this work for several reasons, for instance the 

unpredictability in accordance with the issues mentioned in the introduction as well as the diverging 

focus away from Germany (c.f. InnoVentum, 2014a, 2014b,  

The private individuals using EV vehicles, E-Bikes, or those that have installed renewable energy solu-

tions have been labelled users (see Introduction). The municipalities, (eco-)farmers, real estate and 

building companies, as well as the utilities or electricity providers are used as is for the pre-pooling. To 

investigate further, small- and medium sized enterprises and firms with an international outreach have 

been added to the potential segment matrix, as InnoVentum’s focus is on B2B.  

On basis of the theoretical framework and the resulting theoretical sampling process (see previous 

chapter), the following interview partners have been identified (see figure below). Hereby, some were 

also used as sources for the previous case studies and market condition clarification.  For detailed in-

formation about the interview partners, please see the attachment.  
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Figure 4-1: Placement of Interviews within the Segmentation 

 
Source: Own Creation 

Figure 4-1 Shows the placement of the conducted interviews on a matrix representing the pre-defined customer groups, on 

basis of the framework and information gathered from the case company InnoVentum. Hereby, the figure tries to show the 

rough areas covered with each interview. However, this is for guidance only and thus not definite.  

4.3.2 Segmentation Analysis 

For the segmentation analysis it was both coded for attributes referring to pragmatist consumers like 

the communication behaviour, the self-referrencing aspect, their attitude towards distruption, or their 

need for integration; as well as for each pre-defined customer segment (see Figure 4-1, above).  How-

ever, for better arrangement, they are presented by customer group. 

SMEs 

Small- and medium-sized businesses are very pragmatic consumers or customers, as they are very con-

cerned about their local surrounding and micro-cosmos (c.f. Holitsch, interview) and are looking pri-
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marily at the rentability and feasibility of the solutions, including the integration in their work, building 

or life (e.g. Messe Friedrichshafen, Schüssel, Zwisler). This preference for feasibility also applies to EVs 

(e.g. Schüssel, Zwisler). This again is alos linked to the issues mentioned in the Tesla case. 

In terms of communication and self-referrencing all communicated with their colleagues, partners as 

well as employees, like Gamo (Schüssel) in the contact with its customers, Zwisler (Zwisler) in partner-

ing for the potential production of liquefied petroleaum gas and other renwable energy activities with 

partners and competitors, or the Messe Friedrichshafen with its specailzed fairs, which would be good 

for co-promoting for InnoVentum as well.  

Coming back to the landscaping, construction, and environmental technology firm Zwiesler, they al-

ready operate a variety of renewable energies like an incineration plant, a solar thermal plant, as well 

as PV. However, they considered but are reluctant to wind due to public concerns as well as feasibility 

affairs, pointing towards pragmatism.  

The Messe Friedrichshafen with all its contacts and fairs seem to be very pragmatic as well, as they are 

disinclined to adopt EVs, even regarding they are holding Germany’s biggest EV fair for the public, 

simply due to practicability reasons and the negative perception in regards to the range, price and 

quality of EVs. Furthermore, in terms of integration of renewables they bring up space, rentability and 

integration concerns.  

A special case is the carpenter Holitsch, he seems to have traits of visionaries and tech enthusiasts and 

the early adoption of EV vehicles and widespread use of renewable energy for own sourcing and feed-

in. On the other hand, he communicates a lot on the same level with employees, the local community, 

clubs, EV drivers (c.f. Swoboda), and is very concerned about integrating the solutions, because he sees 

the improvement it makes to, for instance, the employees. This would not necessarily a trait of the 

early market, where pure business advances usually prevail (c.f. Moore, 2014). Hence, he can be seen 

as a thought leader (c.f. Moser), as well as a pragmatist consumer. He further educates, encourages and 

provides his employees with EVs for labour mobility, further promoting adoption and acceptance, and 

has put up more PV panels to full source his EVs and own charging stations, as well as his machinery. 

The architecture firm (Scheibitz) stated that especially the SME have a great stake in advancing ren-

wable energy and providing ground for further promotion. This was also backed by Spieth and Moser. 

While Spieth mentions that firms are at first interested in making money, they are also perfect to pro-

mote new products, as they are very thightly connected to the locals, through the employees, as well as 

the municipalities. And a lot of them, especially small firms like the craft sector and small producing 

companies are in the local politics or engaged in local societies and clubs (c.f. Moser; Zwiesler).  

Utilities 
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Utility firms are more concerned about efficiency and focus on cheaper and more feasible renewable 

energies. Bad Säckingen (Jekal) is for instance one hundert percent powered by water turbines. How-

ever, they are very tied together with the local municiaplities as well as – in the end – the private users 

(Huber; Jekal; Moser). They furthermore play an important role in communicating with the locals, and 

consulting them in their advances for renewable energy instalment like PV (Jekal).  This integration 

and communication as well as continued plans to integrate more (Jekal) most certainly put them into 

the pragmatist spot.  

(Privat) Users 

As already eminent through the conditons as well as the consulting aspect by the utilities, the private 

individuals seem to be in general very confused about renewable energies and e-monility. Again, a lot 

through the bad press, regulations and fear for disfigurement and destruction of environment and their 

homes again (Jekal; Sowboda; Hahn; Holitsch; Zwiesler; Lindner; Scheibitiz). 

While Moser and Hahn see potentials in EV usage, especially for more well off people and as a second 

car, Swoboda indicates that the communication on eye level is not there. Hence, the early adopters of 

EVs and renewables have already integrated the solutions into their lifes, with some people in 

Swoboda’s network driving EVs for 20 years (visionaries), while the other people remain very sceptical. 

Most only integrate and adopt the products because they have to due to regulations (e.g. Zwisler, 

Scheibitz). Also, people care more about achieving better energy efficiency in their home, towards a 

passive house, than on mobility or taking the step towards an ‘active house’ with energy sorucing 

(Swoboda). Furthermore, private house owners are more concerned about the price and up-front cost, 

as they prefer to spend their money on other pleasures (Hahn; Moser; Spieth). Almost contrary E-Bikes 

are trending, but more because of the better integration in their lifes, the fun and the direct effect of 

pleasure and ease of use (e.g. Messe FN; Huber; Jekal; Scheibitz) 

Municipalities 

From the research, municipalities can be classified from visionaries to conservatives. They for instance 

have implemented EV charging stations, or transportation systems with EVs as model for public trans-

portation, like the Emma project (Moser, Spieth, Huber, Jekal). On the other hand it is always a tedi-

ous process to get innovations through with the conservative council members or the various regula-

tions and procedures (Moser, Huber). It was for example very hard for the EV users that wanted to 

present their cars to get an allowance (Moser, Holitsch). Moser even states often more conservative 

members of the local council do not really care about renewables or have other primary interests 

(Moser). On the other hand towns try to be green and get certified (Jekal, Moser), but there’s need for 

a strong mayor with interest in that area (Moser, Spieth). Poiting towards a conservative crowd and 

individual thought leaders – a chasm problem within the council. The fact that many conservatives are 
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present in the municipalities can also be seen at the conservative party CDU’s representation in the 

government Government and federal states (c.f. Moser). 

Muncipalities do have – naturally – a strong influence on the local community and also partner with 

all sorts of corporations for their projects, like the Telekom, utilities, or the Deutsche Bahn, for the 

Emma project in Eriskirch (Spieth).  

Patzwall and Spieth see a strong thought leadership for municpalities. This also means that if the con-

servatives or pragmatists for that matter showcase and life with the solutions, they have a huge impact 

on the adoption (Moser, Patzwall, Spieth). Spieth actually states that municipalities have the money to 

promote and test new products, which is not backed by Huber and Moser who point towards thight 

budget, where for instance the utilities had to pay the EV charging stations in Bad Säckingen (Huber; 

Jekal).  

Along the lines of the social, political, and legal condtions, municipalities are also more conservative in 

the placement of renewable energy solutins, which is more feasible in industrial areas (c.f. Scheibitz), 

but almost impossible in the innercity (Lindner, Moser, Huber). 

Speith/ in terms of renewables sees maybe peotential in PV, limited but ok in wind if feasible, but 

more in water and so forth; does not like biomass due to destruction of environment as well (he is more 

pragmatist); says with the diefferent and often conservative parties at the local council it’s a lot of ‘lob-

bying’ and convincing; 

From the outside, the users and business side, the municipaltities are, even though there is a lot of con-

tact, seen as slow, bloated machinery, where you are tilting agains windmills like Don Quixote (Ho-

litsch, Swoboda). 

Farmers 

Farmers most certainly are pragmatic consumer when it comes to renewable energies, as they com-

municate a lot with each other and almost without excemption have some sort of regenerative energy 

solution installed (Hahn). Hereby, they are looking for big solutions with a high profitability and feasi-

bility like PV modules on their roofs, biomass, or combined heat power stations (Hahn). There is even 

a term emerging in Germany, being that of the ‘Energiewirt’, a farmer with a (second) focus renewable 

economics.  

Hahn mentions that he and his colleagues are not particularly fond of the possibility of the utitlities to 

switch of his PV modules at overcapacity and is thus looking for load management and other solutions 

to balance the fluctuation and become almost autark. However, he is more looking into other solutions 

than wind, as he does not see the profitability. It would be more for public- or private consumtion edu-

cation and image generation.  
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Real Estate 

Prisma as a real estate and local development company has a strong focus on the local community and 

evnironement and also partners with firms in the region (Lindner). They are planning on cooperating 

with partners like the local MTU to install EV charging station, as a few partners and customers have 

EV vehicles. However, Lindner acknowledges that this is a long process and mentions that they are 

primarily looking for the profitability and feasibility. Nevertheless, they would like to provide the best 

value for their customers and are always considering integrating renewable and green innovations – as 

long as they have a good cost-value ratio (Lindner).  They looked into solar and wind options, but did 

not see a fit with regulations and public acceptance (Lindner).  

From the architectural stance, people and building projects are usually hindered by public acceptance, 

regulations and thight pockets when it comes to renewable solutions, again align with the general envi-

ronmental conditions in Germany (Scheibitz). Hence, Swoboda’s vision to promote the ‘active house’ 

is hindered by the integration of the product and the monetary aspect. 

Thus, far the building segment could be described as very pragmatic, but Moser mentioned that actu-

ally architects and builders are strategically looking for arguments to label renewable solutions as infea-

sibile and inprofitable, to not having to integrate them for design reasons. Hence, there might be a 

tendency towards a more conservative stance.  

Global Firms 

Global firms - especially in the outdoor clothing setor and with a similar focus like the case -  have 

mostly good initiatvies in CSR (Patzwall). Vaude hast already 100% renewable energy and PVmodules 

on the rooftop. Hence, they are already quite advanced when it comes to sustainable solutions, but are 

reluctant to install further solutions like wind at their headquarters in Germany, as it is not profitabil-

ity. However, they are always on the outlook for new solutions (Patzwall). Patzwall see potential for off-

grid instalments at their subsidiaries in Asia and mentions that they have an extremely good connec-

tion with their partners and competitiors to try to improve sustainability.  

Other potential customer groups  

The research also showed its explorative character more explicitely in the evolvement of other poten-

tial customer groups to look into. One particular field where there is potential is the hospitality indus-

try according to Holitsch, as they are in need to provide charging stations for their customers as a 

complimentary service, while maintating a high quality standard as well as image. Other targets are 

old people, due to their increased spending and decreased concer for the long-term (Scheibitz), or 

trailer parks for cover and additional amenities (Spieth). The last customer group or opportunity that 
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emerged is in fact the focus on the developing world where off-grid solutions are more needed (Gün-

tert, Patzwall), thus supporting InnoVentum’s already pursued campaign in the Philippines.  

4.4 Whole Product & Technologies 

For the analysis of the whole product, the data was analysed for the customers needs and wants, repre-

senting the respective dimension on the strategic business portfolio for segmentation, as well as poten-

tial need for alliances and partners, to complement the product in accordance with Moore (2014). The 

latter is to identify potential further linkages between the needs and want and technologies offered by 

the company, or better the scarcity of technologies to satisfy needs.  

The two main concerns, or better needs and wants of the potential customers. One is a solution to the 

storage or battery issue with 80 percent of the respondents stressing heavily on that fact (Bons; Hahn; 

Huber; Güntert; Holitsch; Messe FN; Scheibitz; Moser; Schüssel; Spieth; Swoboda). This is for self-

sufficiency reasons as well to better supply EVs. The other main need is a load management to suc-

cesfully manage the electricity generation, also through a potential display or something. This need 

also scored 80 percent in relevance (Holitsch, Hahn, Swoboda, Moser, Messe FN, Hahn, Scheibitz, 

Bons, Güntert, Huber) and leaves, thogether with the battery need room for potential alliances for 

InnoVentum (c.f. theoeretical framework). However, Vaude (Patzwall) and the Messe Friedrichshafen 

already have some systems in place, which shows there’s even more demand for smaller firms, muni-

ciaplities, building firms, or private users. Holitsch and Scheibitz also stressed on the visualization of 

the data and management tools.  

Other needs mentioned were the transparency of product reliability and data about the quality of 

products (Bons, Jekal, Scheibitz, Huber, Hahn, Messe FN) and better service and usability (Schüssel, 

Spieth, Moser, Jekal, Scheibitz). The latter links to the insufficient platforms for charging station net-

work (Holitsch, Scheibitz) of the Tesla case, but also includes improvements like Apps to control the 

activities (Scheibitz). Other nice-to-have supporting services are crowd-investing or leasing options due 

to the high price tag. The utiltities for instance offer a ‘Bürgerfinanzierung’, a financing scheme for the 

people (Swoboda, Jekal, Patzwall). This also indicates poetential linkages to alliances.  

Next to those aspects, which can also be summarized as the relative advantages and integration needs  

(Zwisler, Spieth, Hahn, Scheibitz, Güntert), design plays a minor role, but mostily for acceptability 

reasons or to – again – better integrate the product into the life and environment of the consumer  (e.g. 

Lindner, Holitsch, Moser, Messe FN, Swoboda, Schüssel). In that regards, the term lifestyle, which was 

mentioned by some, plays an important role (Spieth, Moser, Schüssel).  This also plays into people’s 

intention to use the products as image enhancers for themselves. Hence, if the product is not per se 
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optimal economically, or in other terms has a good feasability and ROI, it can still promote the busi-

ness and provide PR, publicity, and so forth (Bons, Hahn, Huber, Lindner, Patzwall, Holitsch). This 

actually plays into InnoVentum’s plans for word-of-mouth referrencing through the pragmatists.  

Also, in regards to the application and usage of InnoVentum’s product as a charging station, most 

respondents se potential in EVs, if it becomes more feasible economically, but most definitely E-Bikes 

(e.g. Huber, Holitsch, Zwisler, Messe FN, Jekal, Patzwall). 

4.5 Positoning and Targeting 

After the fact that the pragmatist segments want to have the products integrated in their life and the 

needs and wants attributes, the price is the most coded point and therefore mentioned tremendously 

across all interviews. This indicates the exorbitant importance of price for the customers, no matter 

what segment (Bons, Hahn, Holitsch, Lindner, Messe FN, Moser, Patzwall, Scheibitz, Schüssel, Spi-

eth, Swoboda, Zwisler, interview). In a quary for related words like ‘Kosten’, ‘ROI’, ‘Investition’, ‘Pre-

is’, or ‘Amortisation’, the five interviews with most coverage were Schüssel (0.54%), Bons (0.4%), both 

indicating their consulting background, Spieth (0.27%), Hahn (0.2%), and Scheibitz (0.19%). All other 

12 of the 15 interviews were from 0.6-0.14 percentage points of coverage. 

Of all interviews, the most interest in regards to EVs, after an open query for associated terms like 

Elektro-, Tesla, Leaf, E-Mobil-, -Auto, EV, resulted in the following percentage coverage ranking: 

Messe Friedrichshafen (0.71) Holitsch (0.59), Moser (0.51), Schüssel (0.33), Swoboda (0.19), and Spieth 

(0.17). Obviously, interest can only be assumed, but a higher coverage indicates that the person talked 

longer about that subject. If anything, one could have expected a high coverage for the ‘power user’ 

Swoboda. 

The interviews furthermore stress the importance of the relative advantage, as even though the prag-

matistic customers or target groups are looking for the price and profitability, it is still about adding 

value to their customers, employees, or partners (Schüssel, Spieth, Bons, Lindner). This also goes along 

with the above-mentioned need for a product that fits into the lifestyle, from design and integration 

Schüssel, Moser; Swoboda; Spieth) 

Trialability was also one striking factor that was visible in most interviews, from having testes an EV 

vehicle (e.g. Holitsch; Swoboda; Moser), over knowing friends that have (e.g. Messe FN), events and 

projects with the aim to ‘test’ (Spieth; Holitsch), to other examples that crossed the chasm through the 

testability – also at work – like the Email or the PC (Schüssel; Spieth). 

 Just as with Tesla or Protonet, the market in which InnoVentum chooses to seek a segment is not a 

completely blue ocean, where some competitors are there, including for instance solar thermal applica-
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tions, biomass, or every other renewable solution, as well as of course carports or EV chargers (e.g. 

Jekal; Lindner; Scheibitz; Schüssel; Hahn; Patzwall; Hahn). Hereby, they obviously also act as product 

alternatives or points of difference for the consumers. Another example could be a Wi-Fi and charging 

station for public squares like the ‘Stein mit Vollausstattung’ (Brownstone, 2014).  

Market alternatives, or points of parity, are obviously the studied EV market of Tesla, with its chargers 

integrated in the whole product, LED lamps (c.f. Huber); E-Bikes (e.g. Patzwall; Scheibitz; Messe FN), 

or in very broad terms public transportation or even the mentioned examples of the Email, PC, or 

even the iPhone (Schüssel, Spieth, Moser). However, the last ones are very loose points of parity. 

4.6 Distribution & Promotion 

As seen in the cases studies before, also the primary research indicates the importance of press & media 

in promoting the product and vision and therefore the brand (e.g. Scheibitz, Swoboda) 

When it comes to the commitment and marketing skills to complement the promotion and distribu-

tion, the small businesses seem to have a competitive edge, as for instance Holitsch drives his EVs 

through the local community and is activiely engaged through the organization of events and the em-

ployee satisfaction (Holitsch, Swoboda). The Messe Friedirchshafen can help spread the word and give 

trialability through its fairs like the Europbike or the E-MobilityWorld, and Gamo (Schüssel) have an 

active outreach to their customers.  

However, building companies also engage through their image and value generation in the loval de-

velopment project (Lindner). Bigger firms achieve big media attention and outreach through their 

reports and offline and online campaigns (Patzwall), and municipalities and utilities provide flyers and 

information about their actitives to the users and the local community (Jekal, Spieth, Moser).  

As mentioned before, the smaller firms are haevily engaged with the local communities and thus have 

a tremendous network, including connections to other local businesses, clubs, private individuals, and 

municipalities (Holitsch, Zwisler). 

 “Das Netzwerk, ja, brutal. Da kommen viele zusammen und wir als Unternehmen können nur durch ein bestimmtes 

Netzwerk überleben. Natürlich stößt das Thema auch in das Netzwerk, da kommen gut Qualitäten rein.” 

 (Holitsch, interview) 

Municipalities are connected to the utilities, private individuals and local businesses (Jekal, Huber, 

Speith, Moser). Utlities on the other side give advise and proves services to privat consumers and local 

businesses (Jekal, Huber). Moser and Hahn provide linkages through their dual position in politics and 

in the municipality, respectively in farming.  
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Vaude (Patzwall) is tied in with the local community through their global headquarters in a rural area, 

as well as all their production facilities in Asia, or ‘social’ engagements in the developing world. Due to 

the industrial park management (Lindner), real estate and building companies have good contacts to 

local businesses, and are also connected to the municiaplities.  

In regards to product synergies, the only respondents from the primary research that can give ade-

quate support and enhance the product or service, is one the carpenter Holitsch, who can construct 

and build moduls, the ututilties in consulting services to customers (Spieth, Moser, Huber, Jekal), Pris-

ma (Lindner) with the integration of products in the building, as well as potentially Schüssel with stor-

age or pre-assembling.  
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5 Recommendations 

As suggested by the theoretical framework, particularly Moore (2014), and supported by the two case 

studies, a very clear and precise focus is necessary and important.  

Identification (RQ1) 

Looking at the segmentation analysis (see above), the farmers are not very likely to be a good fit for 

InnoVentums’ core products being small wind generators, including the hybrid power tower, or the 

Giraffe, as they are primarily looking at profitability and to maximize the performance. Hence, only 

the biggest products of InnoVentum would be suitable. Furthermore, they already have a lot of other 

solutions in place (c.f. Hahn).  Global or bigger firms are not very suitable as they also need larger solu-

tions, and either already have a good sustainability track, the forerunners like Vaude, or are reluctant 

due to low profitability.  

While utilities are pragmatic as well and are engaged with the local environment, they are not neces-

sarily a good fit, as they look for larger solutions, as their main priority is to supply the electricity to all 

consumers in the area, and are therefore tied by profitability. In the end, as the conditions show, Ger-

mans do not want to pay too much for electricity, and the politics are supporting this. They are in-

stalling EV chargers, pointing towards InnoVentum’s Giraffe. Yet, they seem to be model projects only 

to support the image generation, and are mostly in collaboration with the municipalities (e.g. Hahn, 

Moser, Jekal). Users can be ruled out as there is a tremendous gap between visionaries and the con-

servatives that only adopt because of regulations or profitability.  

The reluctance of users stresses the thought leader role (c.f. Rogers, 2013) of municipalities (e.g. Spieth; 

Scheibitiz). As Spieth mentioned they are in the position of testing out products that consumers cannot 

naturally try, and provide a value thereof. However, on the contrary, municipalities are very slow, 

highly bloated (c.f. Swoboda), have mostly tight budgets, and are often, due to the political and social 

attitudes, by a large share controlled by conservatives (e.g. Holitsch; Swoboda; Moser). 

Real estates and building companies can be classified as more on the verge between pragmatistic and 

conservative behaviour, as they are looking into options for sustainability and renewables, but only due 

to regulations, because they have to, or if their customers and partners want it (e.g. Lindner; Scheibitiz) 

This leaves the small businesses as the most feasible segment. They are usually very well integrated in 

the community and have ties, and therefore power to showcase the advantages and to reference, to 

end consumers, or users, clubs, and the the municipalities, offering the future possibility for ‘pond-

hopping’. They are also very focused on rentability, which is very pragmatic. Especially the very small 

businesses, like the craft sector (c.f. Holitsch), or small local businesses (c.f. Zwiesler), are looking to 
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improve value for their customers, partners, employees, or their businesses. With their facilities mostly 

in more suburban and industrial areas, they are not necessarily confronted with regulations or public 

concerns (e.g. Scheibitz; Zwiesler), even though it is prevailing, in the implementation of products for 

self-sufficient or feed-in usage. As all small firms in this study have considered or implemented EVs, 

both of InnoVentum’s products would be feasible, thus providing tremendous linkages on the strategi 

business portfolio matrix. However, it is to note that the bigger smaller firms with a more national and 

international outreach, deviating from the local community, like Gamo (Schüssel) or the Messe Frie-

drichshafen, are more concerned with profitability and worries of feasibility, putting them more to-

wards a conservative stance.  

Therefore, to conclude, the small craft sector and small-sized firms that are locally rooted are the most 

feasible segment for InnoVentum. This is also supported by respondents from the municipality seg-

ment (Spieth), building sector (Scheibitiz), as well as from themselves (e.g. Holitsch).  

Targeting and Positioning (RQ2) 

Now that we have defined the most feasible segment according to primary and secondary data, it is 

now to adequately target the segment and position the company. As confirmed by the case studies, and 

suggested by the framework, the need to effectively communicate the advantages of the products in 

accordance with the customers’ needs and wants and technologies offered (c.f. Freter, 2008), is crucial.  

This means InnoVentum must clearly give reference points of difference when it comes to battery and 

electricity storage, load management, as well as reliability, product quality and integration in the users 

environement and ‘lifestyle’. From the primary research this can be the need of off-grid solutions or 

carports, which also provide reliable loads at night. In terms of lifestyle, or integration, there are possi-

bilities to target the work- and employee mobility of the segment (c.f. Holitsch), the proof of the dura-

bility of InnoVentum’s products, the integration of the wind, hybrid, and carport solution. 

Particularly the price sensitivity of the customers should be acknowledged. However, with the need for 

performance and value, this points towards aligning the price and cost structure accordingly (c.f. Clay-

ton et al., 2006). Meaning, like with Protonet, InnoVentum should focus on a top-down market based-

pricing strategy, which gives adequate reference to the quality (c.f. theoretical framework). As Inno-

Ventum is more a design- and high quality-focused company as well, this should, in regards to theory 

not include confusing price endings or discounts, that throw the customer off. Like with Tesla and 

Protonet it is about clear and transparent price communication. This also suggests market leadership, 

which is one aspect of Moore’s (2014) framework. 

As points of parity it is recommendable to have a strong reference and picture in the customer’s mind, 

like with Protonet’s parity with the Cloud Services, that every customer knows, or Tesla’s F-Segment 

targeting. Everybody recognizes a Porsche or Maserati (c.f. Moser). For points of difference, it is obvi-
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ously to stress on the delivered advantages in regards to the needs and wants, that the competitors 

can’t offer, which would be again the battery, load fluctuation, integration and quality (c.f. Moore, 

2014). Competitiors are, like in the case of Tesla, are already out there in the form of all renewable 

solutions that can be integrated, EV chargers or Carports. It is only necessary to precisely define the 

pond InnoVentum is in, like the renewable combination of EV chargers and carports.  

In regards to the service attributes asked for by the participants and physical need like for storage it is 

also recommended to seek partners (alliances) to enhance the whole product. As the cases and the in-

terviews show, customers want to buy the whole experience, including the ease-of-use, compatibility 

and simplicity (c.f. adoption barriers). 

Distribution and Promotion (RQ3) 

The focus on small business acutally comes with a potential advantage, namely being that the craft 

sector itself can act as further distributor with its craf and service skill (c.f. Holitsch). However, the 

main distribution channel, as people are very reluctant and need to be educated (e.g. Hahn; Moser; 

Holitsch), is a direct direct channel, like sales consultants (c.f. theoretical framework). The e-commerce 

channels like in the cases are only feasible as secondary channel. Hereby, compared to the Tesla case 

the direct sales promotion and consulting might lead to delayed demand, which can then be satisfied 

over the online presence.  

In terms of promotion, the need of trialbility and integration in the life has emerged, which opens for 

offline, physical applications, shows, and events. Hence, like with Tesla and Protonet, or with the EV 

event organized by Holitsch, it is recommended to showcase the product and its usage. Together with 

the local embededness and the ties to the community fosters word-of-mouth and self-referencing, as 

intended by the theoretical framework, and finally builds relationships (c.f. Hollensen, 2010; Kotler & 

Keller, 2009; Tesla; Protonet). In doing so the commitment and marketing skills of the distributor, in 

this case possibly the target segment itself, can be called upon, like the word-of-mouth amonst employ-

ees, the awards, and publicity generated (c.f. Holitsch). 

Furthermore, full-scale, thorough and consistent promotion campaigns should be launched, offline and 

online, with the vertical press (c.f. Moore, 2014) to target the intended customers and build the brand 

(c.f. Tesla, Protonet). In the establishment of the brand and thus the market leadership (c.f. Moore, 

2014), the pursued online acitivies from Tesla and Protonet, in form of community management, So-

cial Media engagement, re-targeting, and transparent value propostion communication through the 

blog and press seem to be very effective. 

 “Fundamentally, marketing must refocus away from selling product and toward creating relationship.”  

(Regis McKenna in Moore, 2014, p. xv) 
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5.1 Managerial Implications 

For identifying companies in the intended market segment of small, local businesses, the local Hand-

werkskammern (chambers of craft) can be used as guidance, as well as the local and national sustaina-

bility awards, which usually are divided by categories and industry.  

For the alliances and partners in regards to the completion of the whole product as part of the strategic 

business portolio (c.f. Freter, 2008; theoretical framework), local engagements, as seen with Tesla, 

should be favoured, since this helps to provide word-of-mouth, reduces the reluctance of customers, 

and provides for additional acceptance and thought leadership among the conservatives (e.g. Spieth). 

This also includes the support services like for consulting in regards for the integration of products and 

their feasibility (e.g. Scheibitz). 

In regards to the very crucial value proposition, Moore’s (2014) can be used: 

For small local businesses who are dissatisfied with product quality, load management, or sustainability of 

EV chargers, our product is a new powerful hybrid solution that provides constant electricity to charge the 

EV or to feed-in the grid. Unlike PV only, or carports, we have assembled a product that can produce con-

stant energy, with sufficient storage to supply your business or sustainably chare your electric car. (c.f. 

Moore, 2014) 

As market- or product alternatives, as mentioned, all other renewable solutions can be referenced. One 

particulare weakness or point of difference would be the Chines low-cost low-quality PV modules, or 

the noise-reduction advantage of InnoVentum’s products, when it comes to the needs and wants of the 

consumers and the public opinion, respectively environment. Of reference can also be the ‘Stein mit 

Vollausstattung’ (Brownstone, 2014), or carports without PV, or PV-only, like a also design-focused 

BMW carport (DeMorro, 2014d). This could also provide for potential distribution partnership. Addi-

tionally, a PV-only carport, in InnoVentum’s case a Giraffe-like product, points towards the negative 

perception of wind energy and the application in Germany, including regulations, and lower profitabil-

ity in southern Germany.  

For local brand building and engagement of the pramatists, local events, like barcamps or roadshows, 

in the local community, should be held (c.f. Swoboda; Holitsch; Spieth). This is again to foster word-of-

mouth and the self-referrencing aspect, as well as increasing trialability. Furthermore, as recommend-

ed earlier a truly thorough and consistent online community building should be the goal, especially 

with the re-targeting of potential customers (c.f. Tesla; Protonet), also for the offline events. 
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 “Positive word-of-mouth” recommendations are like free advertising,  

saving the firm from having to invest as much money in these activities.”  

(Hollensen, 2010). 

As mentioned earlier a market value-pricing strategy is recommended do to the price sensitivity of 

customers and the high preference for quality. Hereby, the intact price tag of the Dali / Power Tower, 

with 14-18,000 Euros seems adequate, with the mean investment per kW for small-scale wind lying 

around 3-9,000 Euros  (Jüttemann, 2014) and around 8,000 Euro for a 5 kW PV solution (Märtel, 

2014). 

In regards to the distribution channel, a one-channel focus with direct sales should be maintained, to 

consult the consumers in their demanding needs. If the resources are available, a direct online com-

merce should be establish, to retain possible re-targeted consumers and to transparently communicate 

the price as a true market leader in the segment.  

5.2 Further Research 

Obviously, qualitative resesearch, there are always external factors involved. Thus, this study is not 

stating absolute correctness in terms of the most feasible segment. As also Protonet is hovering between 

small businesses in B2B only, and micro-firms in between B2B and B2C, there is room for argumenta-

tion. It is therefore left for future research, as well as potential execution by the case company, to con-

firm or disprove the logical reasoning and recommendations of this study.  

Further research can also be conducted in a more quantitative fashion to finetune the needs and wants, 

barriers, as well as potentially price perceptions of selected segments and communication preferences. 

Within the boundaries and aim of this study for exploring and identifying target segment(s) this was not 

possible  

5.3 Limitations 

Although this research was conducted with utmost rigor, some bias cannot be overcome as the re-

search is based on qualitative methods, including personal in-depth interviews, which might have been 

influence through various unknown, or unaware, factors. One factor that has been identified and tried 

to eradicate is the bias through the intense contact with InnoVentum’s founder. In the pre-study inter-

views it was made clear, which also proves their usefulness again, that he himself is a visionary. While 

his visions are great for the company, as they led to it’s creation, they do not comply with the theoreti-

cal framework of crossing the chasm, away from the visionaries towards the early market of pragma-
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tists. Hence, in order to reduce potential bias an unbundling or isolation has taken place after the first 

months into this project. 

A second limitation is the potential biased sampling, which occurred mostly through connecting part-

ners, like a snowball system, as more random sampling resulted in no-comments, or no-response er-

rors. Hence, the work acknowledges the particular focus on southern Germany, which is not necessari-

ly seen as negative, as wind has a more negative acceptance in the south, according to the research, 

and thus promises higher success if the chasm is crossed.  
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6 Conclusion 

In order to successfully cross the chasm for InnoVentum and reach the mainstream market, and thus 

mainstream commercialization, this research based its identifaction and targeting efforts on Moore’s 

(2014) framework, complemented by contemporary marketing concepts.  

For taking the leap from the early market to the early majority, the research found the local small 

businesses to be the best target segment and customer group, as they have a very pragmatic stance in 

terms of their need for feasible and reliable products and are very tied-in their local environment and 

community, which gives tremendous potentials for self-referrencing and word-of-mouth, which an 

inmportant factor in the chasm crossing process.  

Hereby, they are best targeted with a clear and consistent value proposition and transparent market 

value-pricing, as they are very price sensitive and are looking for quality and durability as well as the 

integration of the product in their lifestyle and work.   

In terms of distribution and promotion, a direct sales channels is recommended, based on the research, 

due to the profound needs of the customers, as well as to generate demand. This should be comple-

mented by a well-rounded and consistent communication, offline through events and community 

building, to enhance triability and acceptance, as well as online through engagement and media pres-

ence, as well as re-targeting and transparency advancement.  

All in all, this research, which is based on two case studies, next to the primary case inquired for, being 

InnoVentum AB, secondary sources and 15 in-depth interviews, is confident to have provided an ade-

quate foundation for the company to cross the chasm and become cash-flow positive.  
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