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1.0 The Decision Problem

The computer industry has recently witnessed an increase in the use of netbook computers. Netbooks are a rapidly evolving category of small, lightweight, and inexpensive laptop computers suited for general computing and accessing web-based applications. Manufacturers like Acer, ASUS, HP, Lenovo and Dell have launched netbooks installed with Windows and Linux operating systems, which have become extremely popular with users around the world. The netbook market is expected to see a growth of 29% from 2009 to 2010. 

Google, the world’s leading search engine and Internet based products and services company, also plans to join the netbook bandwagon by introducing its own branded netbook in late 2010. Google’s netbook will run on the Google Chrome operating system. 

The decision problem for this project is to identify which are the most suitable markets for launching Google’s netbook. The different alternative or markets considered are 

· USA

· UK

· India

· China 

· All (all the above market simultaneously)
Since the Google netbook will be priced at approximately $250 – $300, we believe that the most suitable markets would be emerging countries like India and China due to a large untapped segment of computer users in these countries who prefer lower prices of netbooks. Moreover the competitive landscape in these markets is not as aggressive as in the developed markets of USA and UK. Thereby Google stands a chance of being the first mover in the emerging economies’ market space. 

2.0 Goal

The goal is to determine the most suitable market to launch the new Google Netbook.

3.0 Model Used
Under the benefits, opportunities, costs, and risks models (BOCR models), different clusters define interactions with respect to the control hierarchy established.  The benefits networks indicate the alternatives that yield the most benefit and the opportunities networks indicate the alternative that offers the most opportunities, whereas the costs and risks networks indicate the alternatives that are the most costly or pose the most risk for each alternative.
The flow of the decision process is to first build the networks and sub-networks for each of the BOCR model.  The importance of the BOCR must then be determined by rating them with respect to the strategic criteria of the organization or decision maker.  Strategic criteria are those factors that must be satisfied regardless of the particular alternative being chosen. The BOCR are not equally weighted in every decision, and to establish their priorities in this decision by rating the most important alternative (the one with the highest value which is the best under benefits and opportunities, and the worst under costs and risks) against the strategic criteria.

4.0 Strategic Criteria

Google must consider several factors when deciding to launch its netbook in a market. The ultimate goal is to establish a good market share, generate new opportunities for revenue, diversify its product line and win customer loyalty. Based on these goals, we have identified some important strategic criteria that define successful market entry: Brand Image of Google, Competitive Landscape, Distribution Network, and Market Size of each market. These criteria are further discussed below.
4.1 Brand Image
Google has created a strong brand image in consumers’ mind by emphasizing on its values of simplicity, ease of use, innovation and personalization. Google’s product and service offerings have dominated its rivals due to its core strategy of focusing on the user. It has customized its offerings to different markets and enjoys strong brand loyalty. In 2009, Google was the 7th most powerful brand in the world. (Source: http://www.interbrand.com/best_global_brands.aspx). It enjoys a strong brand name in areas like search engine technology, online advertising, maps and navigation and cloud computing (Google Docs). Google has leveraged its strong brand image to successfully market its new Android Phone and the Chrome web browser. Similarly, its brand image will support the marketing of the netbook in different countries and help to win a good market share.


4.2 Competitive Landscape
It is important to consider the existing competition for netbooks in different markets to identify which countries provide the greatest opportunity. In developed countries like the USA and UK, vendors like HP, Dell, Toshiba and several other have established a strong presence in the netbook market. While in emerging countries like China and India, Acer, ASUS and Samsung are establishing a strong foothold. Despite the entry of many vendors in different markets, Google might prefer to enter a market where the competition is not cut-throat and the options available to customers are large but not exhaustive. 
Google may have an edge over its competitors because its netbook will feature the brand new Chrome operating system, which will draw a large pool of customers who intend to try new technologies. Google’s complementary products like the Android phone, Orkut social networking website and the upcoming Google Internet technology will all work seamlessly with the Google netbook as compared to other brands.
  
4.3 Distribution

The distribution network available in each potential market also plays an important role in deciding which markets to enter. In markets like the USA and UK, the cost of transportation to retailers from the manufacturing location in Asia might be higher. But the internal distribution and sales to consumers within the market would be more convenient due to the presence of both online stores and retail electronic outlets. For China and India, the cost of transportation from the manufacturing location in Asia might be lower, but these countries do not have a developed infrastructure to support local transportation. Both online stores and electronic outlets are prominent for Chinese customers. However, in India, the online distribution medium has not gained sufficient popularity and consumers predominantly purchase from consumer electronic stores. Google has an opportunity to develop partnerships with package delivery companies like DHL, FedEx, etc. to implement an online order and delivery system in India to reach more customers in this market. 

4.4 Market Size

The size of the potential market in each country also plays a major role in choosing the best country to enter. USA and UK offer a large market of technology savvy consumers who are adopters of new technology and are likely to purchase the Google netbook as an additional computing device. However, in markets like India and China, there are a large number of cost conscious customers who want better affordability. Some of these customers maybe adopters but most are followers of new technology. They may use the netbook as their primary computing device due to a good mix of features at an acceptable price point. With a price range of $250-$300 for the Google netbook, Google has the opportunity to foray into emerging markets due to their large population of I.T professionals and people wanting to purchase cheap computers. The Internet penetration and I.T infrastructure in these countries are becoming better, offering a greater potential for Google to market their netbook in these markets.
5.0 Model Building

A BOCR model for the decision problem was built based on the strategic criteria explained above. Nodes and cluster comparisons were done to determine the appropriate priorities. Below is a screenshot of the model developed.
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6.0 Subnet Control Criteria

The subnets for the BOCR model were developed with different control criteria under Benefits, Costs, Opportunities and Risks. The most relevant factors were chosen for the control criteria under each subnet which are listed in the table below. 
	Model
	Subnet Control Criteria

	Benefits
	Channel of Distribution

	
	Competitive Offering

	Opportunities
	Consumer Characteristics

	
	First Mover Advantage

	Costs
	Economic Costs

	
	Financial Costs

	Risks
	Channel of Distribution

	
	Competitive Landscape

	
	Market Risk


A snapshot of the subnet control criteria under Benefits is shown below:
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7.0 Inner Subnets

Inner subnets were built for each control criteria in the model. These inner subnets were built by taking into factor some important parameters for each control criteria. For example, in the Benefits – Channel of Distribution subnet, the different clusters created are: Convenience (Consumer Electronic Stores, Online Stores) and Distribution Complexity (Commissions/Contracts/Negotiations, Inventory Holding Practice, Transportation Complexity). Similarly, under each subnet, appropriate sets of cluster were developed to build the model. 

A snapshot of the inner subnet for the Benefits – Channel of Distribution subnet is shown below:
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8.0 Model Synthesis
8.1 Additive Model
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From the above results it can be seen that USA is the most attractive market to launch the new Google netbooks followed by India, UK, China and lastly all markets simultaneously in the long term. 
8.2 Multiplicative Model
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From the above results it can be seen that in the short term USA is the most attractive option to launch the new Google netbook followed by UK, India, China and lastly all markets. As the multiplicative model does not give us negative normals it implies that neither of the market options are a bad bets for Google to launch their product.

 8.4 Interpretation

In this model with exception to India we get the same results for the short term and the long term goals. This entails that even though India might not seem to be a lucrative alternative in the short term (13.54%) in the long term (21.15%) it will turn out to be a better alternative than UK. Furthermore USA is the best alternative in both the short (50.12%) and the long term (33.95%). It is interesting to note that in the short-term USA appears to have a considerable lead (more than 23%) over all other options.   
8.5 Decision Rating Model
We gave the following ratings to the model in order to arrive at the priorities:
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We can see from the above model that more emphasis is placed on opportunities (37.10%) followed by benefits (28.49%) then risks (21.22%) and lastly costs (13.17%). Cost is given the least importance considering the fact that Google has deep pockets and wants to diversify into products business.
Based on the above ratings we got the following priorities for the strategic criteria:
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We can see from the above criteria that the market size (51.49%) has the highest priority. This makes sense because even if other strategic criteria viz. – distribution network, brand image, etc. are well developed or established in a country, if it does not provide a large market space for launch of a new product the advantage posed by the other criterion is of no help. Second the competitive landscape (27.28%) plays an important role. If the market is saturated with many new players it would be difficult to get consumers to switch from their existing netbooks and adopt a new product, especially when Google’s offering is a stripped down version of existing netbooks with lower computing speed. This factor holds true for developed countries like USA and UK where there are many players. Distribution network (13.72%) gets preference over brand image (7.49%). This is essentially because Google’s prior competencies have been providing services over the web and there its brand image has helped them immensely in catapulting their new offerings, however with the netbooks which is a product offering they would have to develop new organizational competencies such as managing and providing for logistics of the netbooks.      

9.0 Sensitivity Analysis
9.1 Benefits
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	Rank
	Priority = 0.1
	Priority = 0.5
	Priority = 0.9

	1
	USA
	USA
	USA

	2
	India
	India
	UK

	3
	China
	UK
	India

	4
	UK
	China
	China

	5
	All
	All
	All


It is a pretty obvious conclusion that USA offers more benefits for Google to launch its netbook. A typical US consumer is a tech-savvy person and portrays an adaptor characteristic for any new technology product, thus the US market provides for massive consumption of technology products. 
9.2 Opportunities
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	Rank
	Priority = 0.1
	Priority = 0.5
	Priority = 0.9

	1
	USA
	USA
	India

	2
	UK
	India
	China

	3
	India
	UK
	USA

	4
	China
	China
	UK

	5
	All
	All
	All


As seen above India offers the best opportunity. As mentioned earlier, Google’s offering is most suitable for emerging markets where people prefer affordability and performance more over brand. Another important reason is the absence of strong competition in the netbook space as well as substitute products.
9.3 Costs
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	Rank
	Priority = 0.1
	Priority = 0.5
	Priority = 0.9

	1
	USA
	USA
	USA

	2
	UK
	India
	India

	3
	India
	UK
	UK

	4
	China
	China
	China

	5
	All
	All
	All


Thus it is obvious that the launching Google netbooks in all market segments is going to be the most expensive option. Launching it in the USA is going to be the least expensive after factoring the marketing, the distribution and the sales and the services costs. Another important factor that plays in USA favor is the low economic risks such as currency fluctuation and inflation.
9.3 Risks
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	Rank
	Priority = 0.1
	Priority = 0.5
	Priority = 0.9

	1
	USA
	USA
	USA
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	India
	India
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	UK
	UK

	4
	China
	China
	China

	5
	All
	All
	All


Despite of strong penetration of substitute products such as laptops, PCs and smart phones and also in spite of aggressive competitive landscape USA is the least risky option to launch the notebook.

 10.0 Conclusion
As seen from the synthesis of the BOCR model, it is clear that the most attractive market for the Google netbook is USA in both the long and short term. This is because the US market provides the highest opportunities due to the high purchasing power, technology savviness and low switching costs of the customers. The US market also has the least costs due to a strong infrastructure in terms distribution, marketing and inventory holding costs for the netbook as compared to the other markets.

The second most attractive market is India due to the highest benefits obtained by addressing the need of better affordability for a large population of customers. The Google netbook is a cheaper alternative as compared to other competitor products. Entering the Indian market has also the least risks due to very low threat from competitors and very low choice of substitute products. India is considered to emerge as the most favorable market in the long run.

The third most attractive market is the UK because it offers moderate opportunities with an average cost for marketing and distribution. This is because Google’s netbook will only help Google to diversify its offerings but will not help to generate a good revenue stream. The UK is found to be the second most attractive market in the short run.

China is a less preferable market because it offers the least opportunities due to low brand loyalty towards Google among Chinese customers. These customers also have lower purchasing power and have a higher switching cost. Additionally, the China market poses high economic risks due to fluctuations in exchange rates and high risks of inflation.

Finally, if Google chooses to enter all markets simultaneously, the Costs will be very high and the amount of benefits, opportunities and risks will be at an average level due to the complexities of operating in multiple markets.
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