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Executive Summary

This document provides a classification of the current and potential audiences for web-based communications for the NonStop™ eBusiness Solutions Division (NSeSD). The purpose of the document is to set a context for understanding NSeSD’s use of the web, prioritizing the target audiences for NSeSD web efforts, and ultimately defining a clear, consistent strategy for reaching those audiences.

The taxonomy identifies 12 major audience groups:

· NSeSD

· Compaq Engineering

· Compaq Services

· Compaq Marketing

· Compaq Sales

· Customers

· Partners

· Systems Integrators

· Analysts

· Press

· Competitors

· Investors

Within these audience groups, there is further categorization by size and/or function.

Traditionally, these audience groups are divided into two main categories: internal vs. external. However, this report contends that a far more meaningful classification is inbound vs. outbound — where inbound focuses on the definition of solution sets and outbound focuses on the promotion and sales of solutions to leverage Compaq products. The major differences between the internal/external and the inbound/outbound paradigms are:

· The Compaq sales force, which is considered part of the internal audience in the former case, is seen as part of the outbound sales process in the latter case.

· Compaq partners (ISVs in particular) play a roll in both the inbound and the outbound processes.

A key benefit of acknowledging the outbound audience is realizing what, where, and when the key audience, the customer, looks for information about solutions. Based on existing market research, later sections of this report present a model for identifying the key information sources that customers rely on during different stages of the sales process. These models strongly suggest that Compaq is not a direct source for solutions information and therefore the standard web access model (pull) will not be effective in the delivery of NSeSD’s message. However, other audiences (such as analysts and systems integrators) are key sources and by targeting these audiences and using alternate delivery models (such as push marketing or cooperative hosting of information with partners) NSeSD can improve its visibility in the solutions landscape. 

Finally, this document  concludes with some opinions about what the results of the audience taxonomy suggest in terms of direction for NSeSD’s web efforts.

Web Audience Taxonomy

This document identifies and classifies the current and potential audiences for the NonStop eBusiness Solutions Division’s use of the web. In addition, it provides some initial assumptions about the audiences’ current sources of information when considering e-business solutions and how they relate to the audiences that the NonStop eBusiness Solutions Division is trying to reach today.

This report is divided into four sections:

· Introduction and statement of purpose

· Classification of major audience groups

· Understanding the solution purchase process

· Conclusions and next steps

I. Introduction and Statement of Purpose

The goal of a taxonomy is to establish a common understanding and vocabulary for the discussion of a particular domain. In this case, the domain is the individuals and organizations that NSeSD might choose to interact with via the web.

A taxonomy, although interesting by itself, is not useful until it is applied. To define meaningful classifications, it is important to understand the larger goal. In this regard, the NSeSD web audience taxonomy is the first step in a larger plan to understand the business requirements of NSeSD, the expectations of its target audiences, and the possible uses of the web to maximize NSeSD’s ability to meet its goals. 

This larger plan, the information architecture, consists of four major components:

· Audience Taxonomy
The goal of this, the first activity, is to provide a taxonomy of  potential audiences. The taxonomy includes a detailed categorization of the audience groups, their role in NSeSD business processes, and general expectations they are likely to have of NSeSD and Compaq. This activity does not include formal user task analysis or other empirical human factors research. 

· Business Requirements Analysis
The goal of the second activity is to get concrete, detailed information about the goals of the NSeSD segments (the information providers), the requirements of the selected audience groups, and the constraints of the overall business environment. The specific focus for this project is to identify any gaps between what Compaq is offering regarding solutions and the expectations and needs of the target audience(s). The focus of this activity is on the division’s use of the web as a mechanism for conducting its business activities. 

· Information Architecture
Once the business requirements are complete, it is possible to define an information architecture for NSeSD as a whole. The output of the information architecture includes an architectural diagram; an architecture document outlining each information component, its content, goals, key messages, and relationship to requirements and to other components; a “next steps” document outlining the recommended actions to be taken to implement the architecture; and, optionally, guidelines for content and processes aimed at the groups responsible for the design and implementation of the individual information components.

· e-Business Vision Workshop
The preceding projects (business requirements analysis and information architecture) are based on understanding and optimizing current business goals through the use of information strategies. It is possible to accommodate future plans, if they are clearly defined, or to design for extensibility within limits. Experience shows us that a successful introduction of e-commerce, more often than not, significantly changes existing business practices. The e-business vision workshop will provide clarity around possible e-business alternatives and the steps need to reach those goals.

Figure 1 illustrates the relationship of the audience taxonomy to the other planned activities and current NSeSD web efforts.

Figure 1: Relationship of Audience Taxonomy to Other Information Architecture Activities
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II. The Classification of Major Audience Groups

The basic audience classifications for any technology vendor are well understood within the industry and do not differ significantly for NSeSD. What does differ is the importance and priority placed on the individual audience categories. 

As a consequence, the top level of the NSeSD web audience taxonomy should look very familiar. Figure 2 lists the top level of the audience taxonomy, the major audience groups. The following sections describe each audience group in more detail.

Figure 2: Major Audience Groups
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A. Description of the Major Audience Groups

NonStop eBusiness Solutions Division

The primary purpose of NSeSD as an audience for itself is to foster communication and collaboration between groups within the organization. Today there is little centralized web content targeted at this audience beyond generic material available to all internal audiences. However, there is web content localized to individual groups within NSeSD.

Note that the Solution Centers are called out separately. Because of their unique position within NSeSD as a direct interface to end customers and partners and because of their geographic diversity, Solution Centers must be treated as a separate audience within NSeSD. 

Compaq Engineering, Services, and Marketing

These three organizations are separate audiences because they each have unique roles within the process of defining, promoting, and delivering solutions.

Field

This category represents all of the Compaq field personnel involved in the sales of Compaq products and solutions. The category is subdivided into geographies, sales, sales support, and global accounts. The field also operates its own solution centers. 

There is clear overlap within these subcategories. (For example, a sales person operates within a territory and may be servicing a global account.) Two of the subcategories, sales and sales support, represent identifiable and distinct needs for information about solutions. Geographies are included as a subclass because there may well be distinctions that could be made according to location (such as what solutions are available). Similarly, global accounts are included as a distinct subclass because of the importance placed on enterprise-sized customers by many of the NSeSD domains.

Customers

Customers (also known as end customers) are corporations looking to purchase solutions. Customers are subdivided into several categories based on size: small, medium, and large (enterprise). The size of the customer is significant not only because of the type of solution they might purchase but how they purchase and who they listen to.

A separate category is provided for self integrating customers. Self integrating customers are large customers who have sufficient staff and expertise to design, configure, and install their own solutions. These customers can be considered a unique category because they circumvent some of the traditional middlemen in the sales cycle (such as systems integrators) and may have more direct contact with Compaq than other customers.

Partners

Partners are the other companies that Compaq works with to deliver solutions. The partners can be subdivided into two main categories: resellers and independent software vendors (ISVs). Resellers can be further subdivided into distributors and value-added resellers (VARs).

Systems Integrators

Systems Integrators (SIs) are the consulting firms that are hired by customers to design and deliver solutions. Systems Integrators can, like customers, be subdivided by size: small (often regional or with a specific solution focus), medium, or large (the “Big 5”).

3rd Party Software Vendors

3rd party software vendors are ISVs just as are Compaq’s ISV partners. This category is included to distinguish ISVs who are not currently Compaq partners.

Analysts

Industry analysts are consultants (independent or firms) who provide consulting and other information services to customers and other industry participants as, essentially, objective observers. Analysts do not usually provide solutions themselves. Some of the more familiar names in this audience category are the Gartner Group, Giga, IDC, and the like.

Press

The industry press, like the analysts, present themselves as objective arbiters of industry information. The press (industry-focused magazines and newsletters) tend to concentrate on news rather than active evaluation.

Competitors, Investors

Finally, there are a number of audience groups that are known to utilize NSeSD’s web content, although there is no content specifically targeted for them. Two such groups include competitors (such as IBM, HP, and Sun) and investors. 

B. Other Characteristics of the Major Audience Groups

The classification of the taxonomy into the 12 major audience groups and their corresponding subgroups provides a relatively easy to understand categorization of NSeSD’s potential audiences. The subclassification of customers and system integrators by size is also clear. However, there are a number of other criteria (as shown in Figure 3) one could use to further categorize the audiences. Sorting customers by industry, by geography, or by current infrastructure (whether they are an existing Compaq customer, HP customer, or IBM, for  example) all are meaningful classifications for one activity or another. So why are they not included in the base taxonomy?

Although useful in identifying what type of solution (and therefore what information) a customer might need, these characteristics don’t actually alter how the customer will look for information. The size of the organization has a far greater impact on what avenues are available to the customer and, consequently, where they look for information.

Figure 3: Detailed Characteristics of Selected Audience Groups
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C. The Relationship of the Major Audience Groups to Current NSeSD Web Activities

The goal of the audience taxonomy is not completeness, since there are innumerable other audiences that could be considered; the goal is utility. However, Figure 2 “Major Audience Groups” does accommodate (with two minor exceptions
) every audience identified during interviews with NSeSD representatives and reviews of Compaq and competitive web sites. 

Figure 4 shows the relationship of current NSeSD web activities to the major audience groups identified by the taxonomy. In the chart, the size of the bars indicate how many interviewees identified each audience group as a current or planned target audience. Each reference is identified by its importance, either as a primary (“high”) or a secondary (“low”) audience. The higher the bar and the more blue, the more important the audience is to current NSeSD activities. When the taxonomy is compared to current activies within NSeSD, three of the twelve major audience groups standout as the current focus: sales, customers, and partners.

Figure 4: Relationship Activities of Current NSeSD Web to the Major Audience Groups
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Within the higher-level category customers, there is an emphasis on large and medium-sized customers specifically, as shown in Figure 5.

Figure 5: Relative Importance of Customers Based on Size
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III. Understanding the Solution Purchase Process 

Once you identify the specific categories of users, the next step is to understand their relationship to the business processes under investigation. In the case of NSeSD, the primary business concern is to encourage the creation, promotion, and delivery of solutions to leverage the sale of Compaq hardware, software, and services. The following sections:

· Present a model for the solutions purchase process 

· Explain how the major audience groups interact during that process

· Suggest some possible impacts on NSeSD’s use of the web to better fit into the model

There are additional goals and processes that can be addressed effectively by the web, such as promoting awareness of solutions and the NSeSD organization within the corporation, or facilitating communication and collaboration between groups within NSeSD. It is a goal of the second phase of the ongoing information architecture project to identify, prioritize, and address these goals. 

A. Inbound vs. Outbound Audiences

Before discussing the solution purchase process further, it may be useful to establish one other premise about audiences for NSeSD’s use of the web. Audiences, whether addressed via the web, face-to-face, or through traditional hardcopy channels, are commonly divided into two categories: internal and external. This delineation is useful because it coincides with a number of other boundary conditions: confidentiality of information, ability to influence actions,  management, etc.

However, it is important to note that this traditional audience model does not coincide with the major business process that NSeSD is trying to influence, the purchase of solutions. In particular, the sales force, that plays a major role in the ability of Compaq to market itself as a solution provider and is in direct contact with at least a portion of the primary audience, the customer, has significantly different needs for information than other traditionally “internal” audiences. In this case, the sales force has many more similarities to the partners audience than to Compaq Engineering or Compaq Services in terms of its needs and use of information. 

A much more useful categorization when considering who needs what information when and how is to segment the major audiences according to inbound and outbound audiences.

· Inbound audiences are groups that participate in the definition and creation of solutions. Major players in the inbound audience include NSeSD, partner ISVs, Compaq Services, and Compaq Marketing. 

· Outbound audiences are groups that participate in the sale and delivery of solutions to customers. Major players in the outbound audience are customers, analysts, resellers, and Compaq sales.

Figure 6 summarizes the inbound and outbound audiences. Note that partners play a role in both categories and that solution centers are part of the outbound audience as well as part of the larger NSeSD inbound audience.

Figure 6: Inbound vs. Outbound Audiences
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The importance of the inbound/outbound distinction is that it does not match the physical internal/external classifications that are normally used. Compaq Sales and Compaq Services have completely different roles in the definition/promotion of solutions and, therefore, having a single “internal” web site is likely to not meet the needs of either party.

Inbound and outbound communications are both important. However, the possible uses of the web to interact with the inbound audiences is more complex and diverse than for the outbound audiences. Understanding the inbound activities and the business goals that drive them will be addressed in the next phase of the information architecture. The remainder of this document will concentrate on the outbound functions and their impact on NSeSD’s key audiences.

B. The Solution Purchase Process

Market research and the practical experience of a number of participants in the interviews reinforces that, although each customer is unique, there are common patterns that emerge in the way in which customers  investigate and select solutions for their business problems. 

At a very high level, there are three distinct activities involved in the purchase of solutions:

1. Explore: once a problem or opportunity is identified, the customer investigates the possible solutions and solutions vendors. At this stage, a large part of the effort is a general self-education in the solution area or the current state of the technology. 

2. Design: The next step is to engage a solution provider (either a systems integrator, reseller, or in the case of self integrating customers their internal SI department) to design the solution around the customer’s specific needs. 

3. Configure: the last stage is to configure the solution, including the purchase of the infrastructure (hardware and software) on which the applications will run.

The preceding is a very simple model (and does not concern itself with the activities that follow purchase, such as installation, setup, testing, and rollout). However, it is also quite powerful because it provides clues (supported by research) as to what information the customer is looking for, when, and who they look to for answers.

C. The Solution Purchase Process and Who the Customer Listens To

The fact is, the research strongly suggests that the larger customers don’t come to Compaq for information about solutions. Compaq is seen as a hardware vendor and our offerings will not, in general, be considered until the configuration stage, where hardware considerations are required. 

Instead, customers turn to those groups who they perceive as being either impartial or experts in the field. For the large, enterprise customers, those experts are the industry analysts (Gartner and others) and the consultants (including the Big 5). 

Similarly, when it comes time to design the solution, large customers tend to turn to the larger SI houses or smaller, specialty SI shops depending upon their need. Again, Compaq has little influence over this process except for whatever goodwill we establish with the System integrator.

Finally, the systems integrator, a reseller, or the customer, configures and purchases the necessary  hardware and infrastructure for the solution. This is the point at which Compaq (as a hardware company) is most likely to come into play. This supposition is validated by the usage reports from ActiveAnswers where the configurator is the most popular page. 

Figure 7 shows the relative importance of individual groups as “influencers” on large customers through the three stages of the solution purchase process. Black indicates that a group has a strong influence over the customer; dark gray indicates some influence; and light gray indicates little or limited influence.

Figure 7: The Sphere of Influence for Large Customers 
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It is possible to create similar maps for both medium-sized and small customers. So, for example, Figure 8 shows that the influence is more varied for mid-sized customers. 

Figure 8: The Sphere of Influence for Medium Customers
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Finally, Figure 9 shows that smaller companies will tend to look for “packaged” solutions and will be more inclined to look to Compaq and its ISV partners for a total solution from the beginning.

Figure 9: The Sphere of Influence for Small Customers
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What this model implies is that, for large to medium-sized customers, it may be more important to reach and influence the systems integrators and analysts than the customers themselves.
IV. Conclusions and Next Steps

The basic taxonomy of audiences for NSeSD web efforts should not surprise anyone. The audience groups are familiar and current efforts already target several key constituents within the taxonomy (customers, partners, and the sales force). 

However, research indicates that at least one of these audiences, medium to large customers, is not looking to Compaq for information about solutions. As a consequence, no matter how good a web site NSeSD develops, the ability to influence this key audience group will be limited because they simply are not listening. 

Several alternatives suggest themselves to address this mismatch:

· Since the target audience is not being reached, target the influencers: those audiences who do have the customer’s ear. In this case, that would mean increasing the priority for analysts and systems integrators as audiences for NSeSD web efforts.

· Move the content to a location where the customer will see it. This might mean co-developing or co-hosting content with systems integrators, ISVs, or analysts.

· Aggressively marketing Compaq as a solution vendor to draw traffic to the web site.

· Use the upcoming redesign of Compaq.com to reinforce a.) the message of Compaq as a solutions company and b.) immediate access to solutions information (avoiding the “drill down” syndrome that tends to leave customers lost and confused).

Similarly, NSeSD’s ability to reach another key audience, the sales force, is limited due to the confusion that arises from the plethora of information available about solutions. Today, the North America Sales Dashboard page on  “industry solutions” (http://inline.compaq.com/na/salesdashboard/indsolutions.asp) has 22 links related to solutions. Both NSeSD’s external and inline web pages are on the list, but neither stands out. Continuing to work with NA Sales to raise the visibility of NSeSD solutions material and even collaborating on content, will improve the penetration of NSeSD material in the sales force. Another approach would be to partition the existing NSeSD Inline site to target inbound audiences and outbound audiences (such as sales) separately, creating a more focused “home” for the sales force.

Before any steps are taken, further investigation is necessary to validate the conclusions suggested by the taxonomy. Interviews with members of the target audiences, developing a refined set of business objectives for each NSeSD web effort, and verifying current usage patterns through interviews and log file analysis are three tasks that will be included as part of the business requirements analysis. 
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� The two audience classifications that were not included in the taxonomy are government regulators and emerging businesses (as a subcategory of customer).


� Solution centers are a particularly unique audience for several reasons:


They are an outbound audience because of their direct interface to customers and partners


They need to operate as a single, consistent point of contact for  their own audiences (customers, sales, and partners)


However, they are geographically separate, with different industry focuses at each site


For these reasons, solution centers function in three roles: as an outbound, customer-facing audience; as part of the overall NSeSD inbound audience providing practical input based on their interaction with customers and partners; and as a separate technical community of practice with unique information sharing and communication needs.
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