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ABSTRACT 
 
 
How can a small European technology company make it to the giant North American 
market? This thesis deals with how a new entrant with disruptive technologies and products 
in the remote access automation market could enter and develop a business in North America 
where this market barely exists. To address this problem, we have analyzed if the Porter Five 
Force framework together with the Blue Ocean concept is a viable approach to evaluate a 
company’s competitive edge, and what strategy to apply for a company with disruptive 
products. To this end we make use of a case study of the Belgian high-tech company eWON 
to do a market analysis, competitor analysis, and analysis of the distribution channels in this 
market. eWON is already the market leader in Europe and therefore has unique knowledge of 
this market that could be of advantage in analyzing the US market.  
We find through interviews and market analysis that the remote access market, which is 
closely linked to the programmable controller market, is a growing niche market with great 
potential. There is only one weak direct rival, no solid substitutes, the vast majority of 
customers are small companies buying small volume and therefore having a limited 
bargaining power. Furthermore, suppliers could possibly control price due to high demand 
for components, and due to high capital investments and a need of high quality R&D, entry 
barriers should be high.  With a unique differentiated product, this market has high 
potentials. Finally, after an analysis of the distribution channels available in the US, we 
conclude that a high-technology distributor probably is the best option. In this thesis we find 
a complementarity between the Blue Ocean concept and the Porter framework that is needed 
for launching innovative products. 
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CHAPTER 1.  INTRODUCTION 
 
 
 

1.1 Background 

Over the last 50 years, both Information and Communications Technology have become 
important pieces of our society. Today, mobile phones, personal computers, a multitude of 
electronic devices, email, and the Internet is heavily contributing to the development of our 
world. Information Technology has also taken the manufacturing world by storm, improving 
the production efficiency. Historically, the Automation industry has benefited from faster 
CPUs, memory and networks thereby increasing the speed of the machines, improving the 
control of the process to produce more with fewer resources. So far, the use of Internet has 
been limited to research and development and marketing activities. Very few machines and 
production equipment are connected to the cloud. This is mainly due to security reasons but 
also to a lack of needs because most production factories have their maintenance and 
machine specialist available at any time to keep the production running. Due to globalization 
and specialization, machines are getting more a more sophisticated, and the local 
maintenance people have a harder time to successfully do repairs. Also there might be only 
5-10 machines suppliers in the world, resulting in a difficulty to get rapid assistance from the 
vendors. The convergence of machines and other production devices with the Internet is 
creating a new paradigm where key experts can reach and diagnose their machines without 
traveling to the customer site. These are huge opportunities to save time and money and 
overall efficiency to keep the production going around the clock. 

Communication of machines over internet has been driven by Europe because it has 
always been challenging for any manufacturer to support his customer outside his country 
due to language barriers. This is also the reason that the remote access market in the US has 
lagged behind the European one. Since the majority of machine development and also 
production using those machines is located in the US there should be a huge potential for a 
company in possession of an efficient solution that is easy to implement to remotely access 
automation equipment. The particular issue for such a solution is to convince potential 
customers of the advantages of the solution, especially in an environment where the market is 
not yet established. The start of a launch in the US would naturally be a niche market, 
however, strongly linked to the automation market with its few solutions that addresses 
machine communication. The potential would be enormous though, and a successful launch 
would have the potential to grab a large portion from the inferior substitute solutions existing 
today.  

For most business, it is reasonably easy to start, develop and be successful within its own 
local market. In contrast, many companies have failed to expand outside their primary 
market. Many reasons can be enumerated such as inadequate management, lack of 
knowledge of the new market, an overall lack of preparation and appropriate strategy. For a 
European high-tech company for instance, it is particularly challenging because technologies 
are often researched and developed in Silicon Valley in the US. Based on a success in 
Europe, it is essential for the management to investigate, analyze and develop an appropriate 
strategy to bring new solutions to the US market.  
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1.2 Problem discussion  

 

For over a century companies went abroad, only after being established in their home market, 
to look for new growth opportunities. Today, many start-ups do business in several countries 
before even dominating their home market. In some cases the home market already from the 
beginning spans several countries. There are typically two reasons for a company or 
entrepreneur to venture abroad or overseas; one is defensive, in that to stay competitive, for 
example manufacturing, service delivery, or talent acquisition has to be globalized. The 
second reason is an offensive one; new business opportunities may span more than one 
country/market place [Isenberg 2008] and by serving customers across nations the firm may 
take on larger rivals, and find new business opportunities. But in order to master a market 
environment one has to understand and anticipate the actions of the competitors. A firm that 
has privileged access to customers or suppliers, or benefits from some other competitive 
advantage will have fewer of those agents to contend with [Greenwald, Kahn 2005].  

What then is the optimal strategy to enter a new market? Should the market entry strategy 
be as a pioneer or a later arrival? Studies have shown that in most cases the one being first to 
the market enjoys a significant and sustained market share advantage over later entrants 
[Kalyanaram & Gurumurthy 1998]. It has been shown that there exists a negative 
relationship between order of entry and market share [Kalayanaram, Robinson & Urban 
1995] in many different industries and markets. Pioneers, once becoming incumbent are 
powerful but why do they enjoy a higher market share? One answer is that first movers can 
benefit from risk-averse consumers [Schmalensee 1982]. If the product provides satisfaction 
consumers generally do not risk switching to an alternative product. Another reason is that 
often pioneers become the prototype or industry standard [Carpenter & Nakamoto 1989] for 
the product that everyone then compares to. In addition, pioneers also tend to preempt 
competition with broader product lines [Prescott & Visscher 1977]. One of the major reasons 
for product success or failure has been found to be market timing [Hopkins and Bailey 1971, 
Booz, Allen and Hamilton 1982]. Here it is the level of market potential at the time of entry 
that is the important factor for success of the pioneers [Lilien & Yoon 1990]. As pointed out 
before, in addition to timing, the order of market entry gives advantages in market share, but 
the order of entry is generally not related to the long-term survival of a company 
[Kalayanaram & Robinson & Urban 1995]. Many pioneers have lost their market share 
advantage, due to several reasons. A few being a lack in customer service quality, entrants 
offering similar product at lower cost, or entrants finding new distribution channels. 

First movers not only gain advantages. Typically large investments are needed in 
pioneering a market. In this sense it might be advantageous for late entrants to free-ride on 
the development done by the pioneers [Lieberman & Montgomery 1988], since product 
innovation is more costly than product imitation [Mansfield, Schwartz & Wagner 1981]. The 
key question for a pioneer to find the answer to would be: can the higher costs of product 
innovation be offset by the expected revenue gains? To this end, typical strategies for 
pioneers consist of increasing barriers to entry, creating faster innovation, and building 
responsive and flexible organizations to fend off new entrants [Kalyanaram & Gurumurthy 
1998]. The basic strategies are competitive ones like reducing price, improving products or 
services, finding new markets for existing products, or trying to find new distribution 
channels) and again it is crucial to determine the best timing for introduction of new product. 
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One can find many stories that show how small firms are attacking existing markets with 
innovations based on disruptive technologies and are enjoying tremendous success. Walsh, 
Kirchhoff & Newbert [2002] have investigated if disruptive technologies are actually best 
commercialized by such new small firms. Their research shows that new firms select 
primarily disruptive technologies and choose market-pull or technology-push strategies for 
commercialization. They also find that the time to market for new firms is only a quarter of 
that of established firms. The advantage of small new firms lies in their flexibility in strategy 
and the short time to market. Bower & Christensen [1995] define a disruptive technology as 
one that sustains current manufacturing practices and technological capabilities that are 
required in an industrial setting or one that disrupt the current capabilities required by a 
market. In addition, a technology is considered disruptive when it generates products with 
different performance attributes that may not be valued by existing customers. Moore [1991] 
defines a disruptive technology as one that generates discontinuous innovations, which 
require users and adopters to change their behavior in order to make use of the innovation. 
Such innovations promise many opportunities but on the other hand also involve high risks of 
failure because of consumer resistance. 

Research has shown that many successful strategies for new growth follow a particular 
pattern, and that strategies based on disruptive innovation have a disproportionate chance of 
commercial success [Anthony, Johnson, Sinfield, & Altman 2008]. The most important 
basics of strategies for disruptive technologies has been identified as doing what the natural 
competitors consider being uninteresting, and not to aim at being the best at everything, good 
enough can actually be the optimum.  In contrast, it is often considered in a competitive 
strategy that only a limited number of opportunities exist in the short term to find untapped 
market. Those short-term opportunities, however, will be eroded in the long term by 
imitation and competition [Burke, van Stel, & Thurik 2009]. In this case, competition is the 
main aim of the strategy and in the late 70’s Porter developed a theory based on five forces of 
competition that shape industry structure and strategy [Porter 1979] to help building good 
strategies. This theory takes into account not only direct competition but also competition 
from other sources, and has developed into a corner stone in today’s market analysis and 
strategy formulations. Two decades later, another strategy was developed by Kim and 
Mauborgne [Kim & Mauborgne 2004] coined Blue Ocean strategy. In this approach the main 
focus is not on dealing with and beating competition but rather in the extreme case to 
eliminate competition completely by finding new markets where no competition is present at 
all and thereby allowing to follow product differentiation and low cost simultaneously, in 
essence a disruptive technology. Blue Ocean strategy seeks to change strategic management 
by replacing ‘competitive advantage’ with ‘value innovation’ as the primary goal. As Kim 
and Mauborgne puts it: “Competing in overcrowded industries is no way to sustain high 
performance” [Kim & Mauborgne 2004]. To this end firms must create consumer demand 
and exploit untapped markets.  In an analysis made by Burke, van Stel, and Thurik [2009] it 
is found that blue ocean and competitive strategies overlap though, and managers typically 
do not face a discrete either/or decision between each strategy. But in their study they do find 
evidence indicating that blue ocean strategy has prevailed as a dominant long-term viable 
strategy. 

 

The market analyzed in this thesis is the remote access market in North America. This is a 
new niche market that addresses the need for remote communication with automation 
equipment. According to the industrial report from ARC [Shah, Resnick & Miller 2010], the 
number of industrial machines is huge and about 2 million machines are added every year. It 
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starts from simple machines such as industrial boilers or company energy meters, to complex 
machines such as medical cyclotrons or packaging machines.  Since the recession started in 
2008, the industrial world is going through a tremendous period where 30% of machine 
builders have disappeared, laid off a lot of expertise and now lack new competent resources 
to hire when the orders started to pick up at the end 2010. The manufacturing industry is still 
working at 40% of the capacity and a study from the Aberdeen group [Aberdeen Group 
2006] shows an impressive 8% increase in equipment productivity after receiving the remote 
service. Wil Chin [Mr. Chin, pers. comm.] emphasizes that the Automation Services Market 
is still under-valued at $25 Billion but is expected to grow rapidly with the combination of 
increases in outsourcing of maintenance responsibility and the remote connectivity to 
automation equipment. This market is strongly linked to another market, the PLC 
(programmable logic controller) market, and if correctly handled has the potential to address 
the majority of that market. Being a new niche market there are typically not many direct 
contenders but other competitive forces may be in action. In addition to develop a new 
market, the product or solution must deliver a real competitive advantage (disruptive) 
compared to previous solutions or needs to bring an entire new dimension to the field.    

In this and similar markets, can the Blue Ocean framework be used to evaluate if a product  
and company is disruptive enough to successfully enter a market as a pioneer and help build 
a strategy for the market entry together with the more conventional Porter approach?  

 

 
1.3 Problem formulation and purpose  

 

The purpose of this thesis was to analyze if the Porter Five Force framework together with 
the Blue Ocean theory was a viable approach to evaluate a company’s competitive edge, and 
whether its products are disruptive. We thus investigated the opportunities to establish a 
small company in a new niche market in North America. We used proven theories like the 
Porter Five Force framework [Porter 1979] for analyzing the competitive landscape. Then we 
applied the Blue Ocean framework in order to investigate whether this was viable to evaluate 
a company on the basis of its competitive edge, disruptive products, and building a market 
entry strategy.  

To perform this analysis, we used a case study based on a small company working on 
breaking the barrier between industrial applications and IT standards. This is accomplished 
by connecting industrial machines securely to the Internet and thereby enabling easy remote 
access and gathering of all types of technical data, originating from the industrial machines. 
The market of interest is strongly linked to the PLC (Programmable Logic Controller) 
market, however, at this point the remote access automation market can be considered almost 
non-existent in the US. We chose a privately held Belgian company in the remote access 
business called eWON. eWON was launched in 2001 and is a market challenger for 
intelligent Ethernet gateways and industrial IP routers. With Talk2M, a new, smart Web-
based remote access method, machine builders/OEMs (Original Equipment Manufacturers) 
and system integrators are able to access their remote machines or site anywhere, at anytime 
in a single click. eWON, well established in the European market, now wants to launch its 
product in the US where there is almost no present market. The product is developed out of 
existing automation market but adds functionality and service advantages not previously 
existing or thought of. What eWON is trying to do is to create a new market – in line with 
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Blue Ocean strategy, but how will they go about to expand and protect this market from new 
entrants? 

 

The purpose of this thesis was therefore to analyze the competitive landscape (using the 
Porter’s five force framework) and to look at how Blue Ocean strategy could be applied to 
allow innovative companies to develop a successful strategy to enter a new market.   

 

We addressed in particular the following key questions: 

What marketing strategy should be followed to guarantee success in a niche market in 
the US?  

This step includes a market study and analysis of the remote access market in order to be able 
to formulate a strategy. To do this we will also draw from existing knowledge of the 
European market and to compare an established market versus a new. We will analyze the 
PLC market and look at the competitive forces in action using the combination of Porter’s 
framework and then the Blue Ocean Strategy for looking at internal strengths and 
weaknesses.  

  

Which distribution channels should be pursued? 

We will also analyze the possible distribution channels for an entry in the remote access 
market. This will be done by investigating the market channel and specificity of the US 
market and comparing it to the European market. The choice of distribution channel will in 
the end be made using the Pugh method [Pugh, Clausing & Andrade 1996]. 

 

Development of an initial marketing plan. 
As a test of the combined methods we will suggest an initial marketing plan for the company 
chosen in the case study based on the analysis made in the previous two points. An integral 
part of a product launch and the development of sales in a new market rely on developing an 
efficient distribution channel. It is thus essential to understand the US distribution channels in 
order to identify opportunities and future competition. In the case of the PLC market it turns 
out that 60% of total automation market is supplied by one large distributor, which is very 
different from for example the European market. A company therefore needs an adequate 
marketing strategy with pricing, distribution, sales, and marketing.  

 
 

1.4 Thesis structure  
The thesis will start with the problem formulation and purpose. Then the theories used to do 
market analysis and competitor analysis will be discussed. Following that, the research 
methods will be outlined and the case study will be presented together with the analysis of 
the gathered data leading to developing a market strategy. Finally the thesis ends with our 
conclusions. 
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CHAPTER 2. THEORETICAL FRAMEWORK 

 

In this chapter we describe the theoretical frameworks used to analyze the remote access 
market in North America, look at competitive landscape, and analyze a company’s 
competitive advantages in relation to rivals. We start by looking at Michael Porter’s well-
known five force theory, his generic market strategies, and then finally we describe Kim and 
Mauborgne’s Blue Ocean Strategy. 

 
2.1 Michael Porter’s Five Forces Framework for competitor analysis 

Michael Porter stated many years ago [Porter 1979] that to shape strategy one has to 
understand the competitive forces in play in the specific market. Up to that point competition 
was mainly considered to come from direct competitors. Porter developed a model 
constituting five forces that determines the competition and that will ultimately shape the 
strategic decision managers will have to make. In addition to direct competition he also 
included customers, suppliers, potential entrants, and substitute products. These five forces 
together shape the industry structure and the nature of the competitive interaction within it. 
Porter stressed that the competitive forces sets industry profitability in the medium and long 
run, and by understanding those forces one can anticipate and influence competition over 
time. 

Naturally the configuration of the five forces differs from industry to industry but it is the 
strongest one(s) that determine the profitability of the industry and hence they are the most 
important ones for formulating strategy. 

The following list explains shortly Porters five forces; 

 

Threat of new entrants  

New entrants put pressure on prices, cost, and new investments needed because they add new 
capacity and a desire to gain market share. The threat of entry depends on the height of the 
entry barrier and on the reaction of the established parties. If barriers are low and new comers 
expect little retaliation the threat of entry is high and profitability will be affected. Note that 
it is the threat itself and not whether or not entry actually takes place that hold down 
profitability. 

There are a number of factors that can increase the barriers to entry. A few examples are high 
fixed costs, scarce resources, high switching costs, brand loyal customers, buyer incentives, 
and government legislation. 

 

Power of suppliers  

Powerful suppliers capture more value for themselves by setting higher prices, limiting 
quality or services. Thus suppliers might reduce profitability of an industry that can not pass 
on cost increases in its own prices. Possible reasons for a supplier having this sort of control 
could be that there are few suppliers for a particular product, the supplying industry has 
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higher profitability than the buyers, the product is vital to the buyer, there might not be any 
substitute products, or the cost of switching to competitive products is high. 

 

Power of buyers 

In the same way powerful suppliers capture more value so do powerful buyers. The may 
force prices down, demand higher quality or more service, which drives up costs. A small 
number of buyers, large purchase volumes, price sensitive customers, low switching costs, or 
if the product is expendable to the buyers are all reasons for lending power to the buyers. 

 

Threat of substitute products 

A substitute plays the same or similar function as the company’s product. If the threat of 
substitutes is high the profitability suffers by placing price ceilings on the products. If 
switching costs are low then substitutes could be a real threat. 

 

Rivalry among existing competitors 

This is the threat most commonly thought of as competition. If competition is high in a 
specific industry, returns are typically low because the cost of competition is high. Highly 
competitive industries could arise if there are many similarly sized businesses but no 
dominant firm, if there is a lack of product differentiation, or if the industry is mature with 
negligible growth.   

The intensity of rivalry among existing competitors is influenced by many factors.  

Slow market growth for instance increases rivalry because everyone fights for market share. 
For the same reason a large number of companies in a specific market increase rivalry. High 
fixed costs, .low switching costs, little product differentiation also increase the intensity of 
rivalry.  

Price discounting, new product introductions, advertising campaigns, and service 
improvements are all part of rivalry between existing competition.  

 
Figure 2-1. Schematic of Porters five forces of competition. Adopted from Porter [2008].  
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As mentioned above, industry structure, as manifested by the strength of the five forces, 
determines the industry profit potential in the long run. It measures how the economic value 
created by the industry is divided, that is how much is retained by the company and how 
much is lost to customers, suppliers, substitute products, or constrained by potential new 
entrants. Porter also realized that the competitive forces are not always constant in time but 
that industry is undergoing mostly slow but sometimes abrupt changes.  

The five force model reveals the most significant aspects of the competitive environment but 
the also provide a basis for determining the company’s strengths and weaknesses. This may 
guide managers toward good strategic actions such as positioning the company to better cope 
with current competitive forces, anticipating and exploiting shifts in the forces, and shaping 
the balance of the forces to create a new industry structure that is more favorable for the 
company. With the latter Porter argued that a firm may lead its industry towards new ways of 
competing altering the five forces for the better. By reshaping structure, the company wants 
competitors to follow so that the entire industry transforms. This will benefit many 
competitors but mostly the innovator provided he can shift the competition in directions 
where he excels. 

 

Porter's five force frame work has been criticized by many academics; among others Coyne 
and Subramaniam [Coyne & Subramaniam 2000], who challenged the assumptions of the 
five forces:   

- Buyers, competitors, and suppliers are unrelated and do not interact. 

- The source of value is structural advantage (creating barriers to entry). 

- Uncertainty is low, which allow participants in a market to plan and respond to competition. 

People also made extensions to Porter’s theory; one such important extension is that of 
Brandenburger and Nalebuff [1996] who added the concept of complementors to explain the 
reasoning behind strategic alliances using game theory. Here cooperative competition, or 
coopetition, meaning that companies work together for parts of their business where they do 
not believe they have competitive advantage and where they believe they can share common 
costs, is an example of an alliance. Coopetition was described in for instance Nobel Laureate 
John Nash’s paper on Non-cooperative games [Nash 1951].  Complementors are also 
sometimes called the sixth force.  

Other people have also introduced new forces to complement the five original ones. Downes 
[1997] for instance argues that because Porters framework was developed in the 80’s, a time 
of strong competition and stable markets (low uncertainty as mentioned also above), they are 
no longer viable. He then introduces three new forces; globalization, digitalization, and 
deregulation. With a growing power of information technology everyone will have access to 
more information. Completely new business models will emerge where also firms outside the 
industry could quickly change the basis of competition, which Porter’s model would not 
capture in time. Improvements in distribution and communication have made it possible for 
many businesses to buy and sell globally. Finally he also argues that since Porter’s 
framework was developed also government influence in many industries has shrunk 
dramatically, giving rise to new opportunities.    
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Porter indirectly rebutted the assertions of other forces, by referring to innovation, 
government, and complementary products and services as "factors" that affect the five forces 
[Porter 1998]. In the same way one could then argue for the forces introduced by Downes.  

In all, Porter’s Five Force model as it is stated is a generic approach to analyzing the 
competitive landscape and pin-pointing the major competitors. Even though markets are 
changing the framework is general enough that seemingly new forces can be described 
merely as factors affecting the original forces. As such it also provides a basis for analyzing 
strengths and weaknesses of the firm so that both external and internal factors are covered. 
As an alternative or in addition, SWOT [Team Action Management 2010] analysis could be 
considered, but this aspect will be covered in the method section. 

 

 
2.2 Marketing strategy – Porter’s generic strategies 

When the forces affecting competition in the industry have been analyzed and understood 
then the company may evaluate its strengths and weaknesses in relation to the industry.  

In the 1980s Porter developed a series of lectures for MBA students and executives on 
building strategies, which turned into a book [Porter 1998]. Here he describes three generic 
strategies for a company, cost leadership, differentiation, and segmentation. In the following 
we elaborate on those three strategies. 

 

Cost leadership 

The overall cost leadership strategy was very popular in the 1970s due to the experience 
curve concept [Keat &Young 2009]   

This strategy requires aggressive pursuit of cost reductions stemming from experience, tight 
cost and overhead control. Minimization of cost in areas like R&D, services, sales, and 
advertising is a must. The main theme becomes a low cost relative to competition, but at the 
same time product, or service quality must not be forgotten. By having a low cost theme the 
company can earn above average returns in the industry in spite of strong competition. This 
strategy may protect the company from all the five forces of competition. 

To achieve a low cost position the company must have a considerable market share or 
preferential access to raw materials or other key inputs for successful implementation and to 
avoid followers. A successful implementation of cost leadership requires the following 
resources and skills; 

 -Sustained capital investment and access to capital 

 -Process engineering skills 

 -Products that are designed for ease in manufacturing 

 -Supervision of labor 

 -Low-cost distribution system 

 

On the organizational side typically also a strict cost control, structured organizations and 
responsibilities, and target based incentives for employees are needed.  
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Differentiation 

This strategy focuses on creating something that is perceived by the entire industry as being 
unique. The product must have unique features or benefits that give superior value to 
customers. There are several approaches to take on a differentiation strategy; differentiation 
can be achieved by unique technology, brand image, customer service, dealer network, etc. 
This strategy although creating something unique does not allow the firm to ignore cost but it 
can be relaxed. In this approach competitive rivalry is fended by brand loyalty of customers 
and resulting lower price sensitivity. This also provides barriers to entry for possible 
competitors.  The other forces of competition can also be covered by this strategy, for 
instance differentiation yields higher margins which can be used to deal with buyer power 
and if customer loyalty is gained one is better set to cope with substitutes. 

 

As with the cost leadership strategy, implementing successfully the differentiation strategy 
requires a certain set of skills and resources;  

 -Strong marketing skills 

 -Strong research and development  

 -Product engineering skills 

 -Reputation for quality or technology leadership 

 - Cooperation with distribution channels 

 

Further, from the organizational perspective a strong coordination among R&D, 
development, and marketing is needed, as well as possibilities to attract highly skilled labor, 
scientists, and creative people.  

 

Segmentation 

The last strategy focuses on a specific customer group, product line, or geographic market. 
Being a focused strategy the firm should be able to serve the target more efficiently than 
competitors who compete more broadly. The company thereby achieves either differentiation 
by better meeting customer needs or lower cost or both. This strategy may be used to select 
targets least vulnerable to substitutes or where weak competition exists. 

The successful implementation of a segmentation or focus strategy has been identified to 
require a combination of the skills, resources, and organizational requirements needed for the 
cost leadership and/or the differentiation strategies discussed above.  

 

 
2.3 Blue Ocean Strategy  

A different view of competition was developed by Kim and Mauborgne in a series of papers 
[1996, 1997, 1998, 1999a, 1999b, 2000, 2002, 2003] that culminated in a unified framework 
that they called Blue Ocean Strategy [Kim & Mauborgne 2005]. In their Harvard Business 
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Review article [Kim & Mauborgne 2004], the authors divide business space in two “oceans”; 
red and blue ones. Red oceans represent known market space where industry boundaries are 
defined and accepted. Here the competitive rules are well understood and companies try to 
out-perform each other to grab market share. Blue oceans on the other hand represent all 
industries that do not exist today, where market space is unknown and untouched by 
competition. Here they argue demand can be created and not fought over. Growth 
opportunities are profitable and fast. The authors argue that there are two ways of creating a 
blue ocean. In some cases companies give rise to completely new industries, however most 
frequently a blue ocean is created from within a red one when a company alters the 
boundaries of an existing industry. So far this sound almost like what Porter writes about. 
However, in blue ocean strategy, business is done where there is no competition (you do not 
want competition to follow). “It is about creating new land, not dividing up existing land” 
[Kim & Mauborgne 2004], which is to say innovation is the focus. Innovation is exactly that; 
the engine of economic growth that creates wealth without dividing an existing market [Oslo 
OECD Manual 2010]. Innovation is a key component of their business strategy. 

Competition does matter, but the authors argue that by focusing on competition two things 
are forgotten; finding and developing markets where there is little or no competition, and to 
exploit and protect those markets. 

They also argue that industry analysis is not the most appropriate unit for explaining blue 
ocean creation, but strategic moves, a set of managerial decisions and actions involved in 
making a market-creating business offering, are. Blue ocean managers never use competition 
as a benchmark; they make competition irrelevant by creating a leap in value for both buyer 
and itself. In blue ocean strategy successful companies can pursue product differentiation and 
low cost simultaneously. They also see the product from the buyer’s perspective and focus on 
the product or service life cycle. In their book that followed a year after the Harvard Business 
Review article [Kim & Mauborgne 2005] the authors present a framework for building blue 
oceans and help companies to step out of the so-called red oceans. One of the main tools 
described is the strategy canvas which serves as a diagnostic tool and an action framework 
for building a strategy. The second framework described in the book is the Four Actions 
Framework. This framework can help a company to break the trade-off between product 
differentiation and low cost. Both tools will be described in the next section. 

In summary Kim and Mauborgne describe a framework for building efficient blue ocean 
strategies, however, what they miss is specific actions directed at also protecting the blue 
ocean strategy against future competition. In their HBR paper the authors state that this is 
equally important. Of course if the strategy is truly innovative with strong differentiation it 
may take a long time and be difficult to imitate. In the end, however, one should still consider 
the possibilities.  

The theories of Kim and Mauborgne have met some criticism, some of it being that there are 
not many success stories of companies applying their theories beforehand and that the 
concept is a very successful attempt at branding a set of already known theories [Blue Ocean 
Strategy 2011]. In their defense, it is clearly stated in the book [Kim & Mauborgne 2005] that 
they do not claim to have invented a new theory. They are fully aware of the existing theories 
and they are simply gathering them together and developing a unified framework that makes 
it easier to apply those different concepts. One can also argue that there is nothing that 
attracts competition as a newly created attractive market and therefore competition cannot be 
avoided and should not be neglected. In the end, the Blue Ocean framework seems to focus 
on the innovation side and the developed methods (described in the method section) are used 
mainly to analyze strengths and weaknesses in order to create a differentiation against other 
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companies and thereby being able to spot opportunities. The authors therefore argued that the 
Blue Ocean framework and the Porter framework are complementary sides of a more general 
SWOT analysis. Naturally, the Porter Framework and also SWOT analysis would be 
alternative approaches to Blue Ocean. The main difference between these 
analysis/frameworks is that the SWOT provides a more general view of a system within an 
industry, threats include competitors of course, and opportunities may include new markets; 
Porters Framework, is more specific because it addresses suppliers, customers, competitors, 
threats of new products, and threats of substitute products. But, Blue Ocean is the only 
framework that requires you to think outside of: 

1. the industry 

2. the strategies employed by other companies within the same industry 

3. the chain of buyers 

4. the current services, by asking you to look across complimentary products and 
services 

5. the current emotional and functional appeal that other companies have in the same 
industry 

6. the current time; it allows you to seek strategic vision beyond the current needs into 
the future across industries 
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CHAPTER 3.  METHODS 
 

In this chapter we present the methods used in the thesis and give the motivation for choosing 
them. Further, for the methods not covered in the theoretical framework (chapter 2) we also 
discuss common short comings and criticism. 

 

3.1 Porter’s Five Forces and SWOT analysis 

Porter's five forces framework is often used when making a qualitative evaluation of a 
company’s strategic position. The framework is only a starting point and since it is a general 
framework it should not be used exclusively but additional methods are needed for a full 
analysis. As an example value chains could be used. 

An industry value chain [Porter 1996] is a representation of the various processes that are 
involved in producing goods (and/or services). It starts with raw materials and ends with the 
final delivered product and thus includes the entire supply chain. Each stage in the 
production adds value and the total sum of value added gives the total value added. The value 
chain concept was also extended beyond individual firms and can be applied to whole supply 
chains and distribution networks. 

As already mentioned, SWOT analysis could be an alternative for Porter. The SWOT 
analysis is sometimes claimed to be a development of the Team Action Model phrased by 
Humphrey [Team Action Management 2010] in the 60’s, although there seems not to be an 
original paper on the topic to claim the invention of SWOT analysis. Other people have also 
been identified as originators of SWOT, among others Ansof [1987], Wheelan and Hunger 
[1998], Weihrich [1982] and Dealtry [1994]. The aim of SWOT analysis is to find the key 
external and internal factors of importance for achieving a set goal. In this method the 
information gathered is grouped in the two categories mentioned (internal and external). The 
internal group consists of Strength and Weaknesses internal to the company and in the 
external group Opportunities and Threats, arising from the external environment, belongs. 
SWOT is used in a wide range of environments including corporate planning, and marketing. 
As with the Porter framework there are also shortcomings of SWOT analysis, for instance it 
may make people focus on creating a list of strength, weaknesses etc without thinking about 
what is actually important for reaching the goals. There is also no priority or weight to the 
elements. This could for instance on paper make a strong threat be balanced out by a not so 
strong opportunity. 

We have chosen here the Porter framework, because it has a set guideline to analyze the 
competitive nature of the market. The fact that it is a general framework, and as such not 
enough for a full analysis, is motivated because we are not intent on making a fully fledged 
marketing strategy but finding the initial guide lines and setting the rough directions. The 
development of a complete marketing strategy is beyond the scope of this thesis. 

The Porter framework will be used here as part of the industry analysis focusing on the 
threats, strengths, and weaknesses. 
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3.2 Blue Ocean Strategy Canvas and the Four Actions framework  

The strategy canvas is a method to analyze and visualize the current competitive situation 
and to identify possibly untapped innovation opportunities. It captures the current conditions 
in the known market space, which allows one to understand where competition is currently 
investing, what they compete on, and what customers receive from the existing offerings. 
The strategy canvas includes listing the key industry competitive factors, also in line with the 
Porter framework, as well as potential areas were customer value could be created and then 
to represent the degree of significance for each factor. The result is a value curve, which is a 
graphical description of the company’s relative performance in relation to its industry factors 
of competition, for each solution or company. The value curve provides a quick overview of 
converging and diverging areas and helps to identify the opportunities for innovation and 
competitive differentiation. 

The Four Actions framework method is dedicated to challenging the industry model and to 
redefine customer values and priority, and to create a new value curve. This is done by 
addressing the following key questions: 

 

 - Which of the factors that the industry takes for granted should be eliminated? 

 - Which of the factors should be reduced well below the industry’s standard?  

 - Which of the factors should be raised well above the industry’s standard? 

 - Which of the factors should be created that the industry has never offered? 

 

The abovementioned questions forces the company to consider eliminating factors that the 
industry competes on since a long time, to discover if products or offerings are over-
designed, to uncover and eliminate compromises that the industry forces customers to make, 
and finally helps the company discover entirely new sources of value for buyers, create new 
demand, and shift pricing in the industry. As a note, creating new demand is basically trying 
to make disruptive technology changes. A push for a new technology does not automatically 
imply that there will be a demand though. Many companies have failed to catch or time such 
technology changes [Christensen 1997]. 

By addressing those four key questions the company may be able to create a new value curve 
(and an effective blue ocean strategy) that is focused and does not spread it efforts over all 
factors of competition, and that diverges from the other players’ value curves. 

The four actions framework can help a firm to develop a strategy with three key 
characteristics: focus, divergence, and a compelling tagline. 

The company should focus its efforts on the key factors of competition and the Value curve 
should clearly show it. In addition, the shape of the value curve should also clearly diverge 
from the competition. Finally, well-defined competitive factors should be developed that can 
be used in marketing to deliver a clear message of innovation and customer value. 
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Figure 3-1. Schematic of the four actions framework.  Adopted from Kim [2005]. 

 

Following the four Four Actions framework, the Eliminate-Reduce-Raise-Create Grid was 
created to help companies work on all four questions in order to create a new value curve.  
The motivation was of course to make sure that the Raise or Create elements are really 
counter-balanced with eliminate or reduce elements in order to come up with an innovative 
and cost efficient opportunity. 

 
3.4 Porter and Blue Ocean combined  

 The Porter methods have been extensively used during the last decades by managers in order 
to develop product and market strategies where the main focus is to defeat the competition. It 
is still the most well-known method of competitor analysis. However, according to Kim and 
Mauborgne, the Porter method leads to the creation of ‘fierce’ competition. In this kind of 
markets, the resources involved to compete are tremendous. A company with very limited 
resources would have very hard time to play and survive within such a market. Two 
possibilities then arises; either you have a niche product that allows a part of the market 
share, or you have a completely new offering that have the potential to create an entirely new 
market, the latter being the ideal Blue Ocean case. Both are naturally highly subjected to 
competition especially if no patent protection exists for the product range. In a sense the Blue 
Ocean approach seems to somewhat neglect the competition that lures behind the scenes, and 
relies almost entirely on first mover advantages. This has the potential to work if the firm can 
remain highly innovative and also protect the existing and developing products through 
patents.  

The concept of Blue Ocean strategy still has appealing elements to it, especially when 
initiating new technologies and products. Several methods provide an excellent support to 
identify and focus on developing new opportunities. Tools like the strategy canvas, aids the 
visualization and formulation of the novelty of products on the market and help to 
concentrate on key arguments for building the marketing strategy. We use those methods to 
look at internal strengths of the firm used in the case study and compare to similar companies 
that are potential competitors to find new and confirm existing opportunities. As a 
complement we will then use Porter’s Five Force framework to analyze threats but also to aid 
finding opportunities and spot weaknesses. Together, these two concepts with their specific 
methods should give a complementing way of looking at strengths, weaknesses, 



 
 21 

opportunities, and threats, the key factors of the general SWOT analysis as shown in the 
matrix of Fig. 3-2.   

 

 

 

 

 

 

 

Figure 3-2 Matrix showing how Porters model together with Blue Ocean should lead to a 
selection of market strategy.  

 

The outcome of the analysis should then make it possible to select one of Porter’s generic 
market strategies for the firm of the case study. 

 
3.5 The Pugh method – The decision matrix 

 

The Pugh method or the evaluation matrix method was developed by Stuart Pugh who was a 
British design engineer who became famous for the Total Design concept [Pugh, Clausing & 
Andrade 1996]. The Pugh Concept Selection method is a quantitative method for ranking a 
set of multi-dimensional options and is frequently used in engineering. A decision or 
evaluation matrix is created with a set of criteria from which a series of potential options can 
be scored, summed up and finally ranked. The different criteria are not weighted thereby 
allowing for a quick selection process. Another advantage is that sensitivity studies can be 
made to see how lower ranked options could out-rank the number one option when changing 
opinion on certain criteria. 

In this thesis, the Pugh method was used to evaluate the optimum distribution channel for 
eWON in the US market. With input from management a set of criteria for distribution were 
chosen. Those options were evaluated on the following factors, which were chosen based on 
eWONs experience from the European market:  

• Access to customers 

• Logistics & payment 

• Technical support 

• Marketing & sales 

• Resources required 

 

The possible distribution options will be presented in the case study (chapter 4) but are 
briefly summarized below: 
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- Direct distribution:  

eWON assumes all market responsibilities (Marketing, Sales and Support) 

 

- National distributors:  

The organizations are responsible for sales only, but over the entire market and are 
characterized by large catalogues 

 

- Resellers and local distributors: 

The organizations are responsible for sales only within a specific territory (one or several 
states) 

 

- High technology distributors:  

The organizations are responsible for sales and support within a specific territory (one or 
several states) 

 

- Manufacturer representatives: 

The organizations are responsible for marketing and promotion within a specific territory 
(one or several states) often working in combination with local distributors 

 

 

3.6 Data collection 
The research approach utilized was divided into qualitative research and quantitative 
research. The purpose of qualitative research is to understand the meaning of a certain 
phenomena or discovery. Quantitative research on the other hand dissects the phenomena to 
study its components, or variables [Merriam 1994]. We have chosen to conduct a quantitative 
study on the Automation market using primary and secondary data. Thus the thesis is 
conducted using a variety of sources. The principal sources of information, as discussed 
further below, were industry associations’ reports, the internet and census. We have also 
conducted a number of interviews to add many insights of industry insiders to the thesis and 
complement the secondary research approach. 
 

Data typically is divided into primary and secondary. Starting with secondary data, this data 
was collected, by individuals or agencies, for purposes other than the particular case or study 
[Green, Tull & Albaum 1993]. The reasons to start looking at secondary data were manyfold. 
Secondary data is usually easily accessible, relatively inexpensive, and obtained quickly 
[Malhotra 1999]. For instance we could search and compile immediately secondary sources 
while preparing the collection of primary data. Also it might be the case that secondary data 
is already around that is appropriate and fully adequate to make conclusions and even solve 
the problem at hand so that primary data is not needed at all [Malhotra 1999]. Whenever 
possible as many sources of secondary data as possible should be used so that information 
can be cross-checked as confirmation of accuracy.  
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Secondary data is generally divided into internal and external data. Internal data is basically 
information that organizations or companies collect during everyday operations, i.e. financial 
data, sales data, and transport data. 

The main sources of external data [Dillon, Madden & Firtle 1994] are typically government 
statistics (population censuses, social surveys, import/export statistics, production statistics), 
trade associations, commercial services (specialist suppliers of market data), and national and 
international institutions like universities, research institutes and financial institutions (bank 
economic reviews, research reports, journals, articles, reports from agencies like IMF, and 
World Bank).  

Usually secondary data must be supplemented by primary data obtained for the specific case. 
Primary data can be obtained by communication or observation [McQuarrie 1996]. Here 
communication involves questioning respondents either verbally or in writing. This method 
is versatile because one only needs to ask a question, however, the answer may be more or 
less accurate. Communication is usually cheaper than observation since the latter involves 
recording and typically also takes more time. Observation is generally more accurate though. 

We have used industry databases and reports for different professional associations to learn 
and measure the market:  

- The Society of Manufacturing Engineers [Society of Manufacturing Engineers 2011]is the 
world's leading professional society advancing manufacturing knowledge and influencing 
more than half a million manufacturing practitioners annually.  

- The Association for Manufacturing Technology [Association of manufacturing technology 
2011] represents and promotes the interests of American providers of manufacturing 
machinery and equipment. 

- ARC Advisory Group [ARC advisory group 2011] is the leading research and advisory firm 
for industry and infrastructure. 

- The NTMA [NTMA 2011] is the national representative of the custom precision 
manufacturing industry in the United States. 

Due to the size of the market, we also found relevant demographics and economics data from 
the census [US Census Bureau 2011] to identify the focus, profile and specificity of different 
regional markets.  The remote access market is concentrated on industrial machines and one 
of the key components of industrial machines is the controller, also called PLC. The PLC 
controls and monitors the vast majority of industrial machines in the world.  For that reason, 
the PLC sales statistics are particularly relevant to understand the market potential for 
products aimed at this market. In order to shape a market strategy, it is essential to have a 
good picture of the targeted market in order to verify market potential but also identify 
opportunities and risks. To this end the ARC report [Shah, Resnick & Miller 2010] provides 
interesting statistics about the automation market. Since eWON is already established in 
Europe, we will use the European market as a reference to compare with the situation in 
North America. In addition, internal secondary data will also be used to perform the analysis. 

 

Our main source of primary data is in the form of interviews. Interviews can be in the form 
of surveys, where the researcher seeks to find key answers by asking specific questions to a 
large number of people or organizations. Such surveys could then assist in finding a pattern. 
Interviews are used to find out the knowledge of others, and to learn the things that cannot 
directly be observed [Merriam 1994]. In this case study we used interviews in a smaller scale 
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to find the general trends on how the market functions and to identify if similar problems, 
solutions, and experiences already exist. 

Because one of the authors is a partner of eWON in charge of the North American market, 
we also have first hand access to company information and have management support. Some 
of the data gathered was partly supplied by eWON and some gathered separately by the 
authors, partly by conducting interviews with eWON management, in particular with the 
CEO, as well as with industry experts, distributors, and customers. We developed the 
following interview guide: 
 
1.   What is your company and responsibility? 
2.   How long have you been working with Industrial Automation? 
3.   Is there a need for Remote Access to Machines in North America? 
4.   What solution do you use today? 
5.   What are the challenges with current solutions? 
6.   What will be the prefer way to access the machine at the customer? Phone line or Cellular   
network or Factory LAN 
7.   How is your experience in launching new innovative product in this market? 
8.   Are customers ready for the new disruptive approach? 
9.   What market approach would you recommend to launch the innovation? 
10. What the key parameters for success? 
11. How are your expectations regarding the product? 
12. How are your requirements on the product? 
13. How are your requirements from the vendors?  
14. What distribution channels would you recommend? 
 

 
The analysis of the interviews was conducted by organizing the answers into common 
themes. At first the interviews were lacking focus but by structuring the questions and 
themes we could direct the data organization. By grouping questions by topics we could 
focus on one area at a time (e.g., current solution, market expectation, and disruptive 
opportunity). 
 
 

3.7 Case study 
In this thesis we made use of a case study in order to analyze the remote access market in 
North America. The reason why we used a case study is that we are dealing with a 
technically distinctive situation with many more variables than data points, and it also relies 
on multiple sources of data [Yin 2009]. The company (eWON) was chosen for two reasons. 
The first due to the fit with the thesis subject; it is a small company trying to enter a new 
market with a new disruptive technology. Secondly, one of the authors is in charge of 
launching eWON’s products in North America, and consequently we have full support from 
management, which includes access to data but also easy access to discussions and 
interviews with management. 
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CHAPTER 4. CASE STUDY & ANALYSIS 
 

In this chapter we first introduce the company chosen for the case study; eWON. We then 
look at the remote access market in the USA and try to analyze the competition. By using 
methods from the Blue Ocean strategy we then look at the competitive advantages 
(disruptive nature) of eWON and their products. Finally we look at suitable market strategies 
in the remote access market and discuss how to choose distribution channels. 

 

4.1 eWON presentation 

eWON is a privately held Belgian electronic company that was launched in 2001 to 
manufacture the eWON product line [eWON 2011]. eWON is a market challenger for 
intelligent Ethernet gateways and industrial IP routers.  With Talk2M, a new, smart Web-
based remote access method, machine builders and OEMs (Original Equipment 
Manufacturers) and system integrators are able to access their remote machines or site 
anywhere, at anytime in a single click.  eWON has approximately 15 employees. 

Already present in the US via a local distribution partner, the company eWON now wants to 
increase its presence in the US (North American) market. The products are proven on the US 
market but North American sales revenues are still very marginal and remain well below 
Europe. Therefore eWON believes that it will only achieve its real potential with a local 
dedicated approach and dedicated marketing strategy for this market.   

The intention is to establish a local office in order to better animate the local distribution 
channels, better support its growing customer base and market the eWON name, and to 
leverage its growing global success.  

 
 

Figure 4-1 – eWON industrial router (left) and serial-to-ethernet gateway (right). Source: 
eWON. 

 

eWON’s products allow secure VPN (virtual private network) connection of machines to the 
Internet, at the customer´s site,  without leaving their office. You can connect at any time, 
sort their problems out, support customers, and adjust programs if needed all without having 
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to resort to costly on-site visits. Multiple communication channels (LAN, Cellular, Phone 
Line), historical logging, Web HMI (human machine interface) and scripting capabilities 
make eWONs products very powerful and flexible in addressing a number of industrial 
communication scenarios. 

Manufacturers can keep their machines up-to-date and attractive on the competitive market 
as well as take full advantage of the Internet to offer new services to their customers. So easy 
to use, eWON products are truly designed to help OEMs to reduce their warranty and support 
costs, improve remote diagnostic and product management, and create new service revenues. 

 
4.2 Market analysis 

The market of industrial routers is currently almost exclusively concentrating on applying 
router products to create fast, reliable and secure networks for production factories. On this 
market, the big players are Cisco, Moxa, Netgear and Hirschmann. Since eWON is not 
addressing the factory networking but instead the market of remote access to machines, we 
decide to concentrate the market analysis on discrete automation to estimate the market 
potential. Discrete automation is characterized by small and medium automation equipments 
and machines where PLCs are extensively applied to control the operation of the production. 

 

4.2.1 Market volume and growth 
The PLC market [Shah, Resnick & Miller 2010] is a global market with major automation 
companies providing full automation solution in all 4 industrial regions (North America, 
Europe/Middle East/Africa, Asia, and Latin America). For each major industrial region, the 
local supplier has a very dominant market position with more than 50% market share: 
Siemens for Europe, Rockwell Automation for North America and Mitsubishi in Asia. 

Figure 4-2 - Total revenue of programmable logic controllers by world region. Collected 
from [Shah, Resnick & Miller 2010]. 

 

Figure 4-2 shows the revenue from PLCs by world region. The statistics show that the 
European market is clearly the biggest one with revenues corresponding to 45% of the world 
total. The North American market represents 19% of the global PLC sales giving a potential 
of representing 30% of the global revenue. 

 
The interviews performed, reveal that the market of remote access to machines remains 
almost inexistent/very limited due to very strict IT security rules and the current solutions do 
not fulfill the IT security standards. The introduction of a disruptive solution is perceived as 
promising but on the other hand, there is a clear skepticism to overcome the habits and 
reservations from IT people to embrace the opportunities. The participants also highlight the 
gap between automation people and IT people regarding conflicting interests and competence 
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in the industrial field. All the participants acknowledge the business opportunity presented 
and highlight the necessity of a strong effort to educate the market. For the distribution 
channels, the participants highlight the challenges for smaller and new players to get the 
attention from the main distribution players, especially because they are already saturated 
with a large number of product lines and the majority is very reluctant to invest in new 
product lines. The players do emphasize that only true disruptive products are of interest and 
the vendors need to provide enough support to identify and develop immediate results in 
order to have a chance for success.  
In conclusion there is considerable growth potential in the market, and provided that a 
differentiated/disruptive technology is presented there is a large potential for success. 
 

Figure 4-3 - Market volume of PLC by hardware type. Collected from [Shah, Resnick & 
Miller 2010]. 

 

Figure 4-3 shows the total number of PLC units sold, sorted by hardware type. Sales are 
typically proportional to the size and application of the machines. From eWON’s European 
experience the machine types, which are the best market target for eWON products, uses 
micro and small controllers. These together represent roughly 64% of the total PLC units 
sold world-wide and corresponds to about 3 million units per year. From Fig. 4-3 it can also 
be seen that the market for micro and small controllers shows an expected growth of 6-7 % in 
the near future.  

The automation market is dominated by large automation vendors which have been 
established about 30 years. Each PLC manufacturer has developed proprietary protocols for 
their PLCs and it is crucial to verify the compatibility of eWON’s products with the North 
American PLC market. 

 

4.2.2 Direct rivalry 
The market of industrial routers for remote access is still in its infancy. Following a number 
of market research and customer interviews, the only direct competitor to eWON products so 
far is the MGuard product from Phoenix Contact (see Appendix B). This product has been 
designed for the industrial networking market and its VPN feature, as well as the small form 
factor, has been embraced by customers looking for Remote Access to machines. Most 
customers interviewed during the last 6 months have given up this product because it still 
requires IT people to setup this product at the customer site. Since MGuard requires 2 units 
(one on each end), this solution is still expensive and inflexible for large deployment. 
MGuard is expected to improve their product but the IPSec technology used for MGuard will 
remain too complex for deployment at customer sites. The MGuard product is distributed 
through the global Phoenix Contact’s distribution network in the USA using independent 
local automation distributors. 
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4.2.3 Substitutes  
Remote access has been available in the industry for 20 years but is still only found 
occasional at customer sites mainly due to the difficulties to deploy it in the customer factory. 
The main reason is that customers are very restrictive to interact with the external world in 
order to protect their production equipment from software and other network virus attacks. 
To achieve that, IT departments have set up very restrictive firewalls, which protect very 
efficiently from intrusive network connections. The result is that less than 5% of industrial 
machines are available remotely. Obviously, current products proposing remote access have 
failed to find a solution which is in line with customer requirements for security and also 
being compliant with their network infrastructure. 

Figure 4.4 presents the market share of the current remote solutions available to customers 
thus representing substitutes to the eWON product line.   

 

 
Figure 4-4 – Substitutes for eWON products. Source from eWON’s internal research 

 

 

 

Dialup and cellular modems 

Dialup modems have been around since 15 years. It is the approach used by all machine 
builders to remotely access their machines, but due to speed and security limitations this 
solution is declining. Cellular modems using data traffic over the GSM (Global System for 
Mobile Communications) or CDMA (Code Division Multiple Access) wireless network is 
getting momentum by providing higher speed, and in addition there is no need to install 
phone lines in the factory. This solution remains predominant with an estimated 45% of the 
remote access market. Modem brands are multiple and are distributed by traditional 
distributors with prices ranging from $500 to $1000.  

 
Remote Desktop VPN 

A number of machine builders have explored the low initial cost opportunity of using VPN 
connections with solutions like pcAnywhere (see Appendix C), LogMeIn and similar. The 
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drawback is that IT departments have to change their firewall and network settings and it 
requires local PCs, which make the total ownership of this solution not scalable. Remote 
Desktop VPN solutions market share is estimated at 20%. 

 
Customer VPN 

There are a number of cases where the manufacturer sets up a dedicated VPN tunnel for their 
machine builders in order to get immediate help. This solution is set up by IT people who 
typically will give a 3rd party person (not employee) access to their network. This is a very 
interesting set up because it requires great confidence and trust on both ends that the VPN 
access will only be used to fix problem on the machines. Due to an increase of IT rules, this 
solution tends to disappear and only be used temporarily for urgent matters or for short 
periods of time, typically when setting up new machines. Customer VPN solutions has a 
market share estimated at 15%. 

 
Office routers 

Network routers are commonly used to create corporate networks. Office routers remains 
expensive ($1200 to $2500) and they are complex to set up and not appropriate for industrial 
usage because it requires heavy involvement of IT people from both the customer and the 
Machine Builder in order to set up a secure connection. The market share is estimated to 15% 
with the main suppliers being Moxa and Hirschman. They are using specialized network 
communication distributors to reach their customers. 

 
Industrial routers 

Network routers are commonly used to create corporate networks. Industrial routers remains 
expensive $1200 to $2500 and they are complex to set up and not appropriate for industrial 
usage because it requires heavy involvement of IT people from the customer and the 
Machine Builder in order to set up  a secure connection. The market share is estimated to 
15% with the main suppliers being Moxa and Hirschman. They are using specialized network 
communication distributors to reach customers 

 

 

In conclusion, historically there exists several remote access solutions but due to direct costs 
(material costs), indirect costs (requirements for installation), and/or operation and 
maintenance (GSM plan, PC maintenance, phone line), the number of remote access products 
installed in industrial machines remains insignificant. None of the substitutes are a serious 
threat for eWON products but obviously modem solutions have been available for a long 
time and are still the default solution for many engineers who are still not aware of the new 
alternatives. Modems are declining and most other solutions are not directly addressing the 
market of remote access to machines, but instead have been brought to this market by lack of 
good solutions. Also, it is expected that some solutions will be eliminated automatically 
because they can not comply with the increasing requirements of secure connections. 

 



 
 30 

4.2.4 Power of buyers 
There are many potential customers for eWON’s products over the whole spectrum of 
discrete manufacturing, as well as water business, and small scale power generation 
applications, like the wind and solar industry. For example, in US alone, there are more than 
100 000 potential customers. The average customer buys a small number of signal modules 
(5-10 units per year) but there are also a few bigger OEMs like ABB using several thousands 
of units per year. Machine builders are price sensitive but since the main focus is to reduce 
the number of hours spent in trouble shooting their machines, as long as the solution makes it 
easy to deploy and maintain multiple machines, there is no notable pressure on the product 
price. 

 

4.2.5 Power of suppliers  

eWON has established multi-source suppliers for their key components including electronic 
boards and modems. The final assembly is done in Belgium and a large component 
warehouse was established in order to produce on time for each customer’s preference. 
However, due to the low production (niche) volume and the pressure on electronic 
components, having up to 6 months delivery time, the management of suppliers is critical for 
eWON.  

 

4.2.6 New entrants 
Since remote access is a small “niche” market and is still at a very early stage, it is expected 
to see new entrants from smaller organizations with large dynamics and R&D flexibility 
coming from the industrial communication and RTU converter markets. Obviously, it 
requires a significant capital investment and R&D quality to develop and launch a high-end 
remote access solution. Still, the projections for the market of connecting machines are very 
high and will bring significant resources even for automation devices. It is of interest for 
eWON to establish their products and brand as the reference on the market and to make it 
more difficult for new entrants to enter in the next 2-3 years. 

 

To conclude on the competitive forces in the remote access market;  

 

• There is only one weak direct rival 

• There are no solid substitutes 

• The vast majority of customers are small companies buying small volume and having 
a limited bargaining power  

• New entrants face high capital investments and need high quality R&D 

• Suppliers could dictate price due to demand for components 
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4.3 eWON products – differentiated/disruptive technology 

Traditionally, remote access has been achieved by dialing the customer and reaching a 
modem or an IP address. As illustrated in Fig. 4-5, the IT customer have to open up their 
firewalls to allow the Machine Builder’s engineer (screen on the right) to access the 
machines on the left. Obviously this solution is very limited by the need for high 
involvements of IT people to the make this happen. 

 
Fig. 4-5 The old way; Calling in to reach the remote device. Source: eWON. 

eWON products involve the fast growing OpenVPN technology, which allows setting up 
Remote Secure in a much different fashion because the eWON unit is installed in the 
machine, which initiates the communication to bring the machine on the internet. As 
described in fig. 4-6, the product differentiation [Porter 1998] resides in the way the machine 
goes through the firewalls of the customers. The unique feature of the product initiating the 
outbound connection, the makes it compliant to most networks without involving IT staff. 
This is a small difference on the paper but constitutes a significant differentiator on the 
market compared to products like modems or other traditional routers involving more 
complex IPSec technology. The replacement of the traditional dialups, cellular modems and 
routers is the priority for eWON. 

 
 

Fig. 4-6. The new way; the eWON unit dials out to bring the machine on the cloud / internet. 
Source: eWON. 
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As described in the theory section, it is important to know the market but also to identify the 
novel properties (competitive advantages) for eWON’s products, in order to identify the new 
market boundaries. By analyzing the substitutes mentioned above (traditional routers, PCs 
with VPN solutions or old slow modems), and comparing it to the eWON product line, we 
developed a strategy canvas for the eWON product line based on the Eliminate-Reduce-
Raise-Create grid from the Blue Ocean framework, as shown in Fig. 4-7. Interviews with 
eWON management gave us the opportunity to develop this new value framework for 
eWON. The Eliminate-Reduce-Raise-Create Grid is also an excellent method that helped 
eWON to emphasize its strategy.  

 

 

Eliminate 

Harsh requirements to connect machine 

Need for involving IT experts 

Recurring fees 

Raise 

Value added for retailer/distributor 

Quality and security of connection 

Reduce 

Product complexity 

Threshold to start 

Create 

Easy to connect 

Easy to deploy 

Easy to add and promote new services 

 

 

Figure 4-7 – Eliminate- Reduce-Raise-Create Grid developed for eWON. Data collected 
through interviews. 

 

As concluded by Kim and Mauborgne [Kim & Mauborgne 2005], it is extremely important 
to balance the “raise” and “create” elements against “eliminate” and “reduce” elements in 
order to create superior ingredients for an innovative and cost efficient solution.  

The grid is also particularly useful to investigate which marketing strategy to adopt in North 
America. The keywords we draw from the grid are; make it simple to reach machines at the 
customer site so that the machine producer will add eWON products on each and every one 
of his machines and make it easy to connect, deploy and add new services to. 

Following the Eliminate-Reduce-Raise-Create grid we then produced a strategy canvas 
comparing eWON product line with those of competitors as shown in Fig. 4-8. 
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Figure 4-8 - Strategy canvas for eWON and competitors. Data was collected through 

interviews with eWON management. Data collected through customer interviews. 

 

In line with the Blue Ocean strategy eWON’s profile is seen to differ significantly from all 
competitors. eWON’s products are not strong in all aspects of networking products but have 
been developed to address a few key aspects only, focusing on disruptive changes. In 
addition, eWON adds new important aspects to the game; easy set-up, customer IT 
compliance, and scalability. 

The focus is clearly set on high quality secure connections for the machines. Compared to the 
market of routers, eWON intentionally skips high-end features like redundancy and 
additional features for remote control, which are complex and expensive to implement. With 
this strategy eWON will target a limited market but has a differentiated product and should 
be able to keep costs low. 
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4.5 Product Distribution 

 

4.5.1 Priority of geographical regions 
The US market is huge with 9.8 million km2 and a population of 320 million [The World 
Factbook 2011], almost comparable to the European Union with 4.3 million km2 and a 
population of 500 million [Europe 2011].  

The census US governmental database was used to gain knowledge on the distribution of 
machine manufacturers in the US. The bar graph of Fig. 4-9 below shows the number of 
main machinery manufacturers in the US per states. 

Figure 4-9 - Number of machinery manufacturers in the US per state [US census bureau]. 

 

The graphical mapping of the result shows a great concentration of manufacturers within the 
eastern region, the “old” US, and two more significant growing markets in California and 
Texas. Fig. 4-10 shows a map where 3 zones of high concentration of manufacturers have 
been identified. Those consist of: 

Zone1 includes the north-east states with Illinois, Minneapolis, Ohio, Wisconsin, Missouri, 
Michigan, New York and Pennsylvania. In this area there is the traditional manufacturing 
heart of US with heavy focus on automotive and food industries.  

Zone 2 is Texas with the predominance of the oil and gas industry 

Zone 3 is California with the strong development of new technologies and manufacturing for 
alternative energies and new manufacturing like electric cars. 

 

Zone 1 appears as an ideal starting point for the company. In this market eWON can expect 
similar customer profiles and applications as in Europe and would be an excellent target to 
validate its products and its market approach. The geographic segmentation will also 
contribute the concentrate efforts and resources during the initial market introduction to 
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better meet customer needs at lower cost. This strategy may be used to select targets least 
vulnerable to substitutes or where weak competition exists. 

 

Figure 4-10 Zones of high concentration of machine manufacturers [US census bureau]. 

 

The data collection carries facts which confirm the presence of a significant potential for 
eWON products. This also confirms the relative similarity between the European and the 
North American market, except that the supplier markets are very different with large 
dominance of Rockwell Automation in North America as illustrated in Fig. 4-11. 
 

 
Figure 4-11 Leading distributors of PLCs in the US. [ARC 2011] 

 

Zone 1 

Zone 2 

Zone 3 
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4.5.3 Marketing in North America 
The distribution in Europe is organized around exclusive distribution agreements for each 
market. The selected distributors are responsible for marketing, sales and support of eWON 
products within their territory. eWON is contributing to marketing activities with a global 
website [eWON 2011], English product literature and articles, and participation in global 
exhibitions and marketing promotions. Due to local languages though, most of the marketing 
is the responsibility of the distributor in their respective market. The marketing and 
distribution of industrial products in the US is slightly different due to a number of 
specificities of the US market all of which are treated briefly below: 

 

One global market:  

Although there are many different regions, the US market can be considered as one market 
for a number of marketing aspects. Magazines, forums, and exhibitions work globally in 
most cases so that manufacturers are expected to have much larger responsibility to promote 
and educate customers about their products. 

 

Associations and networks: 

For most businesses and markets, associations and organizations exists which are dedicated 
to develop communication, networking, and relations between members, which are operating 
in different regions of the market. Associations also play a major role for lobbying activities 
to defend interests of their members in Washington. It is thus important to be sponsored and 
thereby gain access to relevant associations. Listed below are a few associations; 

- National Association of Electrical Distributors [NAED 2011] 

- National Association of Manufacturers [NAM 2011]  

- American Water Works Association [AWWA 2011]  

 

Strict and complex territorial definition of the distribution territories:  

Distributors are typically covering parts of a state up to 4-5 states and the geographical 
distribution responsibilities are defined per county. For some key electric components like 
PLCs, distributors enjoy and expect exclusive distribution responsibility but for other 
accessories there are multiple sources in the territory. 

Also the dominance of Rockwell Automation in the automation market with their dedicated 
distribution channel, not available to eWON products, makes this market harder to enter. 
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4.5.4 Distribution in the US: Market channels 

The automation market is a well-established market with a mix of large predominant 
companies with high technology products as well as high quality standards that sets 
significant barriers to new entrants. In addition, the existing distribution channels have very 
tight relations with those large manufacturers and they already have very large product 
catalogues and it is particularly difficult to get those companies to consider new product from 
smaller manufacturers.  

There are multiple options to distribute eWON products in the North America markets. First 
we present the different options and we then use the Pugh method to compare and evaluate 
the best option for eWON’s product distribution in North America.  

 

Direct distribution:  

Direct distribution has been selected by several companies in the past. A good example is 
Automation Direct which has succeed over 15 years to reach 2-3% of the market by selling 
exclusively direct to customers and proposing easy-to-use and price-competitive products. 
Obviously this strategy requires patience and resources. In this scenario eWON would 
assume all market responsibilities (Marketing, Sales and Support). 

 

National distributors:  

The national distributors are typically selling a large product catalogue over the entire 
market. National distributors provide a great reach to large territory but due to the large size, 
they remain very difficult to reach for smaller manufacturers. This channel requires 
immediate & significant marketing efforts to reach customers and create a customer pull. 

 

Resellers and local distributors: 

Resellers and local distributors have a better grip of their territory, which is normally limited 
to one or several states. Resellers are typically selling the same large catalogue of products 
and compete with each other with price. 

 

High technology distributors:  

High technology distributors are smaller and usually privately owned companies, which are 
representing fewer technology products. To sustain their high technology profile (one 
application engineer for 3-4 sales), they concentrate on higher margin products with less 
competition and very selective distribution. Those organizations have the capacity to rapidly 
become self-efficient for sales and support within a specific territory (one or several states).  

 

Manufacturer representatives: 

Manufacturer representatives are responsible for marketing and promotion within a specific 
territory (one or several states) working in combination with local distributors. They have 
limited technical staff but usually they have very strong connectivity with all local 
automation eco-systems (customer/distributor/vendor). 
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Figure 4-12 – Distribution possibilities for eWON. Data collected via eWON interviews. 

  

 

There are multiple factors to select a distribution channel and it might change over the time, 
depending on the stage of the establishment of eWON in the new market (initial launch or 
later stage). It is also essential to share the same ambition and goal for the launch in a new 
market: 

• Rapidity - how fast to establish  � High – Now! 

• Market penetration  - How big � Medium / cannot be everywhere 

• Resources available    � Low 

 

During the first phase of establishing eWON in the US market, the US entity will buy and 
import the products from the mother entity in Belgium and have a local stock to simplify 
logistics and support activities. With the eWON’s management team, we have selected 5 
criteria to compare and select the most appropriate distribution channel for the initial launch 
of eWON in the North American market: 

• Access to customers 

• Logistics & payment 

• Technical support 

• Marketing & sales 

• Resources required 

 

eWON’s management team has been also involved in performing the Pugh evaluation [Pugh, 
Clausing & Andrade 1996] of the best distribution channel to launch eWON products on the 
market. The result is shown in the Fig. 4-13 below comparing the distribution channels. 
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Figure 4-13 – Decision matrix developed for different alternatives of distribution channels 
for eWON products in the US. Data based on interviews with eWON management. 

 

The high technology distributors with very strong technical expertise could be a good fit for 
launching eWONs product line with a tight relation to local customers in order to promote 
and support them. This implies a strong and very selective range of candidates and will 
require significant resources to qualify and train each distributor. In a later phase, the 
automation representatives could be advantageously added to broaden the customer access. 
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4.6 Proposed strategy for eWON in North America 

In this chapter, we propose a strategy for eWON management to enter the North American 
market. 

  

4.6.1 Market strategy  

 
Based on the analysis above and on eWON as a company and its products, we come to the 
conclusion that the eWON has 
 

 - Strong research and development  

 - Excellent product engineering skills 

 - Reputation for quality or technology leadership in Europe 

 - Good cooperation with distribution channels 

 - Differentiated products 

 
These are all typical requirements of a differentiation market strategy, and are therefore the 
recommended route for eWON. 

In conclusion, the proposed the strategy is to make the routing technology compatible for the 
large market of industrial machines and replace advantageously the traditional modems with 
higher value solutions for the customers, allowing machine builders to connect and monitor 
their entire machine population with a reasonable investment. 

 

4.6.2 Distribution 
Based on the European experience and the technical content of eWON’s products, the first 
market approach will be to build a very selective network of distributors, which have a very 
strong technical profile. A good sales force within the machine builder market is also one of 
the key criteria. The ambition should be to develop very strong and tight relations to 
distributors and partners and reward them with higher margins based on their commitment 
and success. A meticulous selection of distributors within geographical borders and within 
their vertical market is essential to create a pioneering spirit and encourage those ambitious 
eWON partners to invest and push for eWON products. 

  

In parallel, the original partnership in the US distribution with the Rockwell Automation 
partnership could be advantageously continued through Spectrum Controls and this decision 
might be regularly reconsidered depending on how the relation with Spectrum develops in 
the future. The Rockwell Automation extensive distribution network in North America is a 
valuable asset for eWON but has so far a limited potential because obviously eWON has 
very low priority and sales forces are for the most dedicated to Rockwell Automation 
products. Currently, though, it provides two significant benefits: 
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• It keeps this channel busy from future competitors 

• It allows maximum exposure and availability of the eWON product range on the 
market 

Obviously, in order to take full advantage of this channel, it will require developing a much 
tighter relation will Rockwell Automation in the 2-3 year time frame. 

 

4.6.3 Marketing 
The recommendation for the marketing strategy is to initially concentrate all energies and 
resources available to capitalize on the tight relation between selected distributors / partners 
and their customers. It is essential to help distributors to present eWON products and be 
successful with first successes and in parallel learn the market by multiplying joined 
customer visits.  

Local automation exhibitions in targeted markets like Packaging are also excellent 
opportunities to meet a maximum of customers and develop the strong relation with 
distributor teams by showing a strong commitment. 

In parallel, eWON should seek to take advantage of multiple associations and professional 
networks to develop relations with system integrators and partners, who traditionally takes 
time but could represent a significant growth opportunity in the future. The word of mouth is 
a fantastic tool, especially for company with limited resources. 

eWON’s European profile could be also use advantageously. The good quality and 
technology reputation from European products and in particular from German is an asset 
compared to the defiance to Asia and “Made in China” poor products. This is particularly 
sensitive to this market of secure remote access. Emphasizing made in Europe is positive but 
it is nevertheless also essential to identify eWON as a company committed to US market. 
The first step of establishing the North American office in Pittsburgh is strong and all 
opportunities should be made to emphasize to US commitment: 

• Developing local key operations: Sales, technical support, marketing 

• Hiring local people 

• Setting up training sessions in US 

• Creating a local warehouse 

 

 

We propose three parallel activities to embrace the successful launch of eWON products on 
the North American market; 

 
1) Introductory activity 

The introductory phase is critical in order to convince the first distributors to consider and 
start to invest in training and promotion of eWON’s products to their key customers. In this 
phase, it is of utmost importance to reach first customers (early adopters) and gain exposure 
and create customer awareness. The use of associations is very powerful to meet people and 
gain access to strong business networks. Exhibitions in key markets like packaging and 
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machine builders also provide a great opportunity to demonstrate the capacity and ambition 
of the eWON brand to become a solid player that is ready to invest for the long term. 

It is also important to concentrate the effort. As shown in the data analysis made the North 
Eastern region has a unique concentration of potential customers as well as a better proximity 
to the European market, which is advantageous in terms of support and marketing from the 
European branch of eWON. Thus the recommendation is to have a preliminary focus in the 
North Eastern region for the launch and create success there before addressing the whole 
territory. 

 

2) Education activity 

Based on a first selection and training of distributors, the education activity is dedicated to 
communicate and train sales forces and customers on eWON’s products and their value. In 
this phase it is essential to be out on the field and take any opportunity to arrange “Lunch & 
Learn” sessions, customer calls and seminars. Product documents, white papers, magazines, 
and internet are a number of sources that can be used to communicate to customers and 
explain the added value of the new products. This marketing communication should put 
extensive emphasis on the new product specifications and added value in order to trigger 
customer curiosity and to differentiate themselves from the alternative players and solutions. 

 

3) Marketing activity 

A marketing strategy is also essential [Best 2009] to launch eWON on the new market. Ease 
of use and secure remote connection are key elements that you want to get the eWON brand 
associated with. This should be the eWON “marque de fabric” (slogan) and emphasized in 
customer presentations and promotions. 

With this activity, it is essential to join effort with local distributor to select customer events 
and exhibitions to meet customers and generate a maximum number of prospects. In this 
activity, the distributor mailing or blast should be the priority to reach well targeted profiles.  

 

The Strategy Canvas output (Fig. 4-8) is also very valuable to develop the optimal marketing 
message. Instead of addressing similar argumentation as the competitors, i.e. redundancy, 
price and security, the Canvas has helped us defining the new boundaries of the eWON 
products in line with the Blue Ocean approach: the marketing effort should focus on 
educating and communicating the new competitive edge of the eWON product range so that 
customers choose eWON instead of other alternatives. The key marketing message must 
concentrate on : 

• Scalability 

• Ease of set-up 

• Compatibility with customer IT infrastructure 

 

For a powerful communication, the difference to other solutions must be stressed 
advantageously. In spreading the message the use of the company website, white papers and 
success stories should be beneficial. Social medias with sites like LinkedIn, Facebook, and 
Twitter and also professional forums are well ‘a propos’ channels to communicate and reach 
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customers and certainly more affordable and appropriate to eWON’s limited resources 
compare to broad traditional marketing campaigns 

Further it is important for eWON to build a brand based on quality (one of the factors in the 
strategy canvas), and at the same time build brand loyalty. Here the key differentiators in the 
eWON strategy canvas are believed to be able to build strong customer loyalty. 

This proposed marketing strategy is exclusively concentrating on the organic growth using 
eWON’s own resources. Other scenarios, with acquisition and partnerships might be 
considered sooner or later. There are significant actors in this industry who will become 
interested in eWON’s products and eWON could benefit a lot from their strong distribution 
channels and resources. At this early stage though and in this report, those options are not 
considered, while they seem too premature; eWON is too small a company and still 
everything has to be done to grow the sales and prove the opportunity and validity of the 
business model and if the new boundaries of the Blue Ocean strategy are as promising as 
expected. 
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CHAPTER 5. CONCLUSIONS 
 

In this thesis we have combined the Porter’s Five Force framework with the Blue Ocean 
concept to formulate a strategy for entry of a small high-tech company in a new market.  

By conducting interviews with company management, distributors, customers etc. 
related to the US remote access market we have found that the preferred product for success 
would be based on a disruptive technology, especially since the US market so far did not 
respond well to the existing solutions (substitutes) to remote access. We also found via our 
market analysis of the US PLC market, to which the remote access market is strongly linked, 
that it is geographically segmented with basically three very dense zones of machine 
builders. Those zones form what Michael Porter calls clusters [Porter 1998b] with many 
industries linked to the PLC industry. Such a cluster could be very advantageous for a new 
business to make use of with its already well established network of suppliers, distributors, 
etc. This was also confirmed by the results of our interviews. But to make use of the existing 
distribution channels, the product needs strong competitive advantages, or again being based 
on a disruptive technology, in order to attract the attention of the distributors. 

By further looking at the possible distribution channels for the remote access market in 
North America with reference to the same market in Europe, which is established there since 
a few years, we see the following differences. In Europe the distribution is organized around 
exclusive distribution agreements for each market. The picture we find in North America is 
different with different channels of resellers, selective distributors and manufacturer’s 
representatives coexisting with a great deal of complexity, elaborated and transcribed in 
complex and heavy distribution agreements. Further, distribution in the US is often done on 
much smaller geographical scales down to individual counties. Although the automation 
market is several years late in the US from the technological, marketing and distribution 
stand point, there exists in the US market strong dynamics of smaller, privately owned 
distribution companies (High-technology distributors) who are relying on being very 
proactive and enthusiastic in bringing and developing new products to market. In Europe, 
since the automation distribution channels are much more competitive, there is less room for 
opportunistic approaches. Also the service business is huge in the US and customer 
acceptance is much stronger, which helps significantly the deployment of services. 

Companies wanting to enter a new market need a very strong competitive advantage in terms 
of superior products that are hard to imitate. We have applied the Blue Ocean concept of Kim 
and Mauborgne [Kim & Mauborgne 2005], and have found that by using the strategy canvas 
method it is possible to compare a company’s strengths to those of competitors and to use the 
results to focus on key differentiators. The canvas method has lot of implication, particularly 
for orienting the marketing strategy and activities. With well identified differentiators / 
customer values, the company entering with disruptive products can immediately target 
specific markets and concentrate their marketing efforts, which is normally a very difficult 
exercise when entering a new market. Obviously, by concentrating marketing effort, the 
small company will also maximize the marketing return on investment. The Blue Ocean 
approach is also very useful to help companies approach the market with new eyes, and 
concentrating efforts to identify and develop new opportunities, instead of only concentrating 
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on dealing with the competition, which tends to be very difficult when the challenger has 
very limited resources compared to the players in place. Still, the Blue Ocean strategy tends 
to be too naïve from the aspects of the dynamics of the market. Even though the Blue Ocean 
concept helps differentiated products and simultaneously could allow low cost, one must not 
forget about defending the market space. Still, new entrants may increase competition. To 
this end, Porter’s five force frame work is very useful to keep monitoring the market and 
competition. The Porter approach allowed us to draw important conclusions on the specific 
market regarding direct competition, substitutes, power of buyers, power of suppliers, and 
new entrants; 

• There is only one weak direct rival 

• There are no solid substitutes 

• The vast majority of customers are small companies buying small volume and 
therefore having a limited bargaining power  

• Suppliers could possibly control price due to high demand for components  

• New entrants face high capital investments and need high quality R&D and entry 
barriers should be high 

 

 
Specifically for eWON, the company chosen for the case study, the use of the Blue Ocean 
strategy canvas concept, and the Eliminate-Reduce-Raise-Create grid to clarify and visualize 
the key differentiors between the eWON product line and the substitute on the market was 
very successful, and made it easier to help build a draft marketing strategy for the entry of 
eWON into the US market. Due to the small size of the eWON company and their very 
limited resources, the Blue Ocean strategy is very appealing. The combination of a niche 
customer market with a very reactive and aggressive market strategy to bring the right 
products could result in surprising positive results. After 4 months, the first indications are in 
line with the plan. eWON entity has already developed an extensive distributor network for 
the whole north East region (triangle from Minneapolis / Washington / Montreal). 
Distributors have been very receptive to eWON products and very active to learn the eWON 
technology in order to be self efficient very rapidly. As stated by Kim and Mauborgne, the 
creation of the strategy canvas for eWON has been challenging but also very stimulating for 
the company. The result is strategic for the whole market strategy by identifying the key 
differentiators to the competitors. The marketing strategy has been proposed and eWON US 
entity is now implementing the introductory phase and launch of eWON product line in the 
US. The initial results are very positive, and distributors have very rapidly embraced the 
innovative products because it disrupts the market landscape and they could deliver clear 
customer values on well identified market targets. Innovative products help sales people to 
open customer’s doors and the closure rate is higher than ever seen for long in this business 
reports the distributors.  

 

 
Following this initial activity to prepare the launch eWON in US, this thesis highlights the 
necessity to better understand the distribution channels and to already prepare for changes in 
the competitive landscape which represents new opportunities for further research  
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- Distribution channels for the future. Following the 2008 crisis, the distribution landscape will 
drastically change in the future. A significant concentration movement has started, and due 
to economy of scales, the model of smaller distributors will be challenged by new online 
distribution and specialized players in niche markets like vision and communication. 
Implications for eWON and smaller entrants could be investigated. 

- The transition from a disruptive player to competitive actor. With today’s technology and 
economic dynamics, the disruptive products will not last long. The Blue Ocean approach is 
focusing on the initial formalization of the strategy but lack the framework to prepare the 
company for the next phase. It is most likely not realistic to sustain a Blue ocean. Then, how 
can a company better prepare for the transition into a red ocean? What are the best 
approaches for this phase? 
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APPENDIX A - LIST OF ACRONYMS 

 

Acronyms 

Acronym Description 

PLC Programmable Logic Controller 

VPN Virtual Private Network 

OEM Original Equipment Manufacturers 

HMI Human Machine Interface 

IPSec Internet Protocol Security 

GSM Global System for Mobile Communications 

CDMA Code Division Multiple Access 

IT Information Technology 

RTU Real Time Unit 

R&D Research and Development 
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APPENDIX B: DATA SHEET FOR PHOENIX CONTACT - MGUARD 
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APPENDIX C: DATA SHEET FOR SYMANTEC PCANYWHERE 
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