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Details

1: Evangelism Starts

Work closely with the technology development team, to ensure that they are developing the right technology, the right way. The right technology is that which will make money for Microsoft, or prevent Microsoft from losing money, whether directly or indirectly. The right way to develop technology is with a clear vision of how the technology is going to meet that objective — with a clear, concise focus on what actions need to be taken - by whom, when, how, and for what reasons — in order to achieve that objective.

One factor—but by no means the only factor — in verifying that the technology being developed is the right one, is ensuring that the technology meets the needs of any ISVs that we will need to have support it. If the technology can succeed without third-party support, then this is not a consideration, and Evangelism will be relatively involved in the process. On the other hand, if ISV support is a key factor in the success of the technology, then Evangelism's role will be critical.

Well before there is a detailed spec, decide (with the technology team) which ISV's support is (a) most critical to the success of the technology, and (b) most easily gained, for whatever reasons. Under NDA, and with the support of the technology team, discuss the technology informally with a small number (four, plus or minus two) of these critical ISVs, to get a "reality check" on ISV reactions to the technology. Make sure that the feedback from these ISVs is either incorporated into the spec, or discarded with good reason. If the feedback is discarded, formulate compelling Q&A explaining the reasons for discarding it. Run the results past your small number of ISVs, to verify that it is compelling. If not, rethink the discarded feedback. If the overall feedback is negative, rethink development of the technology.

Now, you are prepared to define the evangelism plan. First, define the goal of the technology. This is usually quite simple: to become the  de facto industry standard mechanism for [accomplishing some task]. To achieve this overall goal, one must achieve a number of specific, measurable objectives along the way. Some examples of objectives might be

· Having n tool vendors commit to shipping support for [technology name] in their tools by [some specific date]

· Having m ISVs demonstrate support for [technology name] in beta versions of their apps at [some specific venue]

· Having y books on [technology name] be available by [date], to help developers implement support for [technology name] in their applications

Presuming that ISV support is important to the success of the technology, then there usually exists an essentially infinite number of ISVs that could support the technology. However, Evangelism usually lacks the resources necessary to work closely with all of these ISVs. Further, some of these ISVs will contribute much more to the success or failure of the technology than others. Therefore, Evangelism usually must select a subset of ISVs to work with, out of the complete set of ISVs with whom it could work.

Those ISVs should be selected for evangelism, which will deliver the most benefit for the least amount of work. Some will be selected because they are easy wins - a company that has expressly and joyfully tied its success very closely to our own, or a company which is run by an ex-Softie who misses working with Microsoft. Some will be selected because they are the most influential, either in terms of market share or mind share. (Mind share denotes the extent to which a product is discussed; market share denotes the extent to which a product is used.)

The ISVs targeted for evangelism should be categorized into four tiers:

1. Tier A: The most influential ISVs, in terms of market share or mind share. These will usually be obvious, but always do some research anyway to make sure that you're not overlooking anyone.

2. Tier B: Less influential ISVs, who might be worth evangelizing anyway - perhaps because they are

a) Easy wins

b) Generally assumed to be in the enemy camp, such that their supporting your technology would be a shock (and, hopefully cause a rift in the enemy camp)

c) Utterly worthless evangelically, but you can lead the enemy to waste a lot of resources evangelizing them, if the enemy knows that "Microsoft cares a lot" about them.

3. Tier C: ISVs utterly lacking in influence, but whom you might speak to about the technology, if you can reach them in a one-to-many fashion—perhaps while you're visiting Tier A accounts in their city.

4. Tier Z: ISVs that should never know that you exist, lest they send you email, call you, or otherwise waste your time.

For some technologies, Independent Content Providers (ICPs) will be more relevant than Independent Software Providers (ISVs). For some, you may have to involve hardware vendors, advertising agencies, or other providers of evangelical leverage. I use "ISV" in this paper to generally denote all of these kinds of evangelism targets; make whatever substitutions are necessary for your specific technology, service, or whatever.

In addition to identifying and categorizing the relevant ISVs, Evangelism should also identify and categorize other industry influencers during this first phase of evangelism. There are three categories of industry influencers:

5. Providers of evangelical infrastructure: The authors of technical books, courseware designers and instructors, authors of technical articles, conference organizers, software consultants and contract development houses — Evangelism needs to involve all of these folks at various stages of an evangelism campaign, to make sure that ISVs and individual developers have the information they need to (a) decide to support the technology, and to (b) implement the technology in their application.

6. The Press: Almost every evangelism campaign involves working with the press, either directly or through a PR agency. Our evangelism plan should identify the specific members of the press that you will target for technical evangelism (as distinct from the usual, non-technical PR treatment).

7. Analysts: Analysts are people who are paid to take a stand, while always trying to appear to be disinterested observers (since the appearance of independence maximizes the price they can charge for selling out). Treat them as you would treat nuclear weapons - as an important part of your arsenal, which you want to keep out of the hands of the enemy. Bribe Hire them to produce "studies" that "prove" that your technology is superior to the enemy's, and that it is gaining momentum faster.

Having identified the objectives sought, the ISVs whose support is necessary to achieve that support, and the specific carrots and sticks that yon are going to use to gain their support, you are prepared to document your proposed plan in an Evangelism Plan. A sample Evangelism Plan can be found at the end of this document
.
After the completion of the Plan, you are ready to prepare for the presentation of the technology to a group of ISVs: the Design Review.

2: Design Review Preparation

A Design Review is a gathering of evangelism targets, usually on campus, to whom Microsoft presents an early version of the technology. The goals of a Design Review are four-fold: 
8. To verify that the technology is genuinely useful to ISVs, without any glaring weaknesses that will prevent its being used in the intended manner — and to gather any suggestions that might improve it

9. To make the attendees feel honored, respected, and involved, such that they become emotionally attached to the technology, and are therefore more likely to support it in their products

10. To act as a forcing-function for the technology team, by requiring them to produce clear descriptions, demos, and specs.

11. To generate positive press regarding the technology

To ensure that these objectives are accomplished at the Design Review, Evangelism must prepare extensively before the DR takes place. A date must be selected, to which the technology team will commit. Meeting room space must be reserved (usually in Building 12, or at a nearby hotel's conference center) and other logistics (meals, handouts, etc) arranged. A draft press release must be approved, pending final quotes from the attendees (gathered at the end of the DR). Speakers must be arranged, their slides reviewed, their demos tested, etc. — and the evangelist owns the whole shebang. The evangelist doesn't have to do it all, and indeed should do as little of it as possible. But the evangelist has to ensure that it all gets done properly, and on time.

Before the DR, various steps can be taken behind the scenes to ensure that the result is positive. Many of these steps are right out of books such as "What They Don't Teach You At The Harvard Business School," or manuals on winning at office politics, or the like. For example, you should always know what your ISVs are going to say at the DR, before the DR, so that you don't get any rude surprises. It is best (although not always possible) for the evangelist to meet personally with each DR attendee before the DR - perhaps hand-delivering the spec to be discussed at the DR. At this pre-DR meeting, the evangelist can go over the spec at a fairly high-level, and get a feel for what the ISV is likely to say or do at the DR. If the ISV's comments are likely to be positive, then the ISV can be encouraged to speak up at the DR, and the speakers can be encouraged to call on that attendee. If the ISVs comments are likely to be negative, the evangelist can try to have them addressed before the DR. They could be addressed, for example, by revising the spec — or perhaps by lining up other ISVs to oppose the negative comments at the DR (so that Microsoft is seen to be bowing to the will of other ISVs, rather than ramming its spec down the negative ISVs throat).

Also, you may want to work closely with one or two "showcase" ISVs, to get them to demo support for the technology at the DR itself.  This is risky. On the one hand, it shows that the technology really works, can be implemented relatively quickly, and already has momentum - perhaps instilling fear in the other attendees of being "left behind" if they don't catch up quickly with the "showcases". On the other hand, it will irritate the ISVs that were not chosen to be "showcases"; they will feel slighted.

Invitations to DR's should be personalized, and sent out via email three weeks in advance, plus or minus a week or so. (Microsoft Word has a great mail-merge to email feature.) Any less warning and ISVs will have prior commitments. Also, our expecting developers to drop everything to come to us on very short notice, reinforces the notion that Microsoft is arrogant and demanding, among exactly the group that we most want to have thinking of us as being helpful and responsive. It is very insulting to ask someone to come out on less than two weeks' notice.

Invitations should go out to a friendly subset of Tier A ISVs and to providers of evangelical infrastructure (see above). Press should rarely be invited. Analysts should only be invited if they are already bought and paid for. PSS should send the staff that they have wisely assigned to cover this emerging technology.

3: Host the Design Review

The goals of a Design Review are described above. Design Reviews are relatively informal by nature - no one wants or expects Robert's Rules of Order to be followed. However, the presenters should be properly prepared, the demos should not crash (too often), the food should be good (and in the right quantity), etc.

The Evangelist should host the Design Review. The responsibilities of the host include

· Greeting ISVs as they arrive, and encouraging other evangelists to greet their accounts, too
· Making sure that the guests random problems (rental car trouble, flight change issues, ripped pant seats, sudden illnesses, etc.) are dealt with promptly and with discretion 
· Introducing each speaker, and making sure that each speaker sticks to the schedule 
· Assisting with Q&A

· Schmoozing like mad during breaks - gathering feedback from as many attendees as possible, and pointing attendees with tough questions or great suggestions at the appropriate speakers
· Making sure that the speakers stick around for the breaks, meals, and evening events (if any)
· Gather written, confirmed quotes from the ISVs for use in a post-DR press release (if any) 
· Generally doing anything else necessary (within the bounds of reason and taste) to ensure that the attendees get the information they need, give us the feedback that we need, and have a great time.

Design Reviews should be chock-full of juicy technical information, with a smattering of market opportunity analysis and business tips. While many hard-core technoids would rather read a spec than a novel, this is not universally true, so Design Reviews should provide some non-technical fun, too. If the DR runs for two days, have a booze-n-schmooze event at some fun location on the middle evening.

Most of all, the attendees should be constantly treated with respect. Each attendee should leave the event feeling that Microsoft really listened to what that attendee had to say.

Usually, an ISV will see that its competitors are also attending the DR. This is a good thing. When an ISV sees its competitors in the room, the ISV gets nervous that maybe its competitors are already ahead. Try to schmooze with ISVs within eyesight of their competitors. Every laugh and handshake you share with an ISVs competitor will strengthen the ISVs resolve to regain the lead.

Let the technology team spend their time explaining how the technology works. Spend your  time listening to the ISVs explain what they think of the technology, and why. Take good notes, write them up with conclusions and recommendations, and forward them to the technology team.

Be sure that each attendee receives the message clearly and unambiguously: We need, want, and appreciate their support for this new technology.

4: Limited Developer's Release

After the design review—sometimes, at the design review itself — the technology will be sufficiently stable to release to a small group of developers, under NDA. The design review attendees should be the first to get this release, although others may also get it The goals of this release are

· To generate feedback to the technology team on bugs, feature requests, documentation issues, and architectural issues that need to be addressed before the beta can go out to a wider beta group 
· To help bring PSS personnel up to speed on supporting the technology

· To give book authors, consultants, contract houses, sample code writers, etc., something to get started with, so that they will be prepared to produce the necessary infrastructure when the technology goes into wider, non-NDA beta.

· To help Microsoft understand the strengths and weaknesses of our technology vs. that of any competitors, such that we can prepare technical, marketing, and business-development responses 
· To support the argument that Microsoft is "open," given that Microsoft's internal product groups are almost certainly getting drops of the technology by this time.

Starting with the Limited Developer's Release, Evangelism should be sitting in on all PM and bug-prioritization meetings, prepared to present data that supports the adjustment of bug priorities and feature implementation order, based on ISV feedback.

Similarly, starting in this phase, Evangelism needs to be constantly monitoring the status of books, courseware, sample code, seminars, conference presentations, stacked panel discussions, and other elements of the evangelical infrastructure, to ensure that they are progressing towards availability at the time of general, non-NDA beta.
The Limited Developer's Release needs to be made available on a secure web server to which only participating ISVs have access. The server needs to be updated with new drops of the technology whenever they become sufficiently stable. Other means of electronic communication - private newsgroups/forums, list servers, bug & feature submission mechanisms, etc. — should be set up for use at this time, with an eye towards their scaling up as the number of beta sites increases over time.

The Early Adopters (or FirstWave) program for the technology is finalized during this period (initial carrots and sticks having been proposed in the very first evangelism phase). A FirstWave program offers specific Tier A ISVs the opportunity to get specific technical and marketing benefits in return for their commitment to delivering support for the technology in applications by a time. All elements of the program are laid out very specifically in a written document—a Memorandum of Understanding, also known as a Letter of Agreement or LOA- The LOA must be signed by an Officer of the ISV - a Director, VP, CEO, or President-to ensure that the commitment is taken seriously by the ISV. If a PM signs it, the ISV can always claim later that the PM didn't have the authority to do so. Similarly, the LOA needs to be signed by Microsoft's Director of Evangelism. LOA's are not legal, binding contracts, and thus give each party wiggle room. They need to be positioned as clarifying documents, that ensure that there are no misunderstandings as to what was being agreed upon, and by whom. We can't enforce an LOA, but we can certainly remember who has honored them, and who has not.
An alternative to an LOA is a legally binding contract. For most ISVs - with whom Microsoft has a long​standing relationship - a legally binding contract is overkill. For some ISVs—with whom our relationship may have been equally long, but somewhat more tempestuous - a legal contract may be required. There are other reasons why you might want to have a legal contract, but there's one big reason why you don't want to do so: because then you're going to have to deal not only with Microsoft Legal, but with every other company's legal departments, too. This will not be fun, and it will consume vast quantities of time that could be better spent on evangelism rather than legal wrangling.

A sample LOA can be found at the end of this document

It is imperative that Evangelism work closely with the marketing side of DRG in hammering out what marketing incentives can and cannot be promised to ISVs in the LOA. It's their budget, their marketing resources, and their time that we're promising. The Marketing folks have a lot of experience in this area, and can be counted on to help come up with ideas and implementations that will work for everyone.

5: Jihad 
A Jihad is a road trip, in which an evangelist visits a large number of ISVs one-on-one to convince them to take some specific action. The classic Jihad is one focused on getting Tier A ISVs to commit to supporting a given technology by signing the technology's Letter of Agreement (LOA - see above).

A Jihad focuses on the Travelling Salesman aspect of evangelism. As in sales, the purpose of the exercise is to close - to get the mark the ISV to sign on the dotted line, in pen, irrevocably. Not to get back to us later, not to talk to the wife about it, not to enter a three-day cooling-of period, but to get the ISV to sign, sign, sign.

If the start of the meeting is the first time the ISV has seen the LOA, then he's not going to sign it at the end of the meeting. Since we're asking for a very serious commitment, we want the ISV to give their signing serious consideration. If the ISV cannot deliver, then his committing to deliver is worse than useless - the ISV's participation may occupy one of a limited number of available slots, keeping some other ISV from participating.

To maximize the chance of getting the ISV to sign during the Jihad visit, make sure that 
· The ISV has seen the LOA at least a week before the Jihad visit

· The LOA is very clear about what exactly each side is promising to deliver, and when

· An Officer of the ISVs corporation will be attending the meeting

· Microsoft's Director of DRG has positioned the LOA with sufficient seriousness, in a cover letter or other communication in advance of the meeting

· You make it clear from the start that the purpose of your visit is to answer any questions that they might have, preparatory to signing the LOA while you're there
· They understand that those who do not sign the LOA, are frozen out of all further information about the technology until it goes into public beta

· They understand (without being crude about it) that you will be making the same offer to their competitors

· You have T-shirts or other swag to give to those who sign. It's amazing what some people will do for a T-shirt

There are a million tips and tricks to effective road trips, and to being a Road Warrior in general, all of which is beyond the scope of this discussion.

6: FirstWave Program

For the duration of the FirstWave Program, the key evangelism task is bringing the participants' applications' support of the technology to a demonstrable state. This usually requires

· A series of gatherings of the ISVs' key developers in the DevLab, at which the ISVs work on their code with the assistance of PSS and the technology dev team

· Support from PSS, which helps them get trained for the higher volume of calls that they'll get when the technology enters public beta

· Tracking the progress of each ISVs demo application(s)—ideally, on an internal web page - and consolidating the results into regular reports for management (also ideally on an internal web page)

· Orchestrating regular drops of the technology to the ISVs (via a secure web site)

· Planning and starting to execute on the co-marketing benefits promised in the LOA

· Ensuring that bug fix and feature requests from ISVs are prioritized appropriately by the technology team

· Driving and monitoring the development of the evangelical infrastructure (books, courseware, conference sessions, consultants, whitepapers, stacked panels, etc.)

· Laying the groundwork for the technology to be supported by MSDN's one-to-many programs 
· Broadening exposure to the technology, within larger ISVs, beyond the targeted demo app to other product teams (be aware of the ISV's internal politics here!)

· Planning and driving the event at which the ISVs' demos will be presented to key industry influences (press, analysts, ISVs, allies, and competitors).

The launch event should be timed to coincide with the availability of the technology's wide public beta, described below. This timing magnifies the effect of the event events generate press. Developers read the press and learn that they can download the technology from a given URL - a specific action that they can take right now, which will help them start implementing the technology in their own applications right away, while it's still fresh in their minds (from the press coverage).

7: Public Beta Release

This is the first beta release for which an NDA is not required. Through the Web and MSDN, such release can reach millions of developers - far more than Evangelism can possibly work with. At this point, the one-to-many programs must kick in, or Evangelism will be completely swamped and randomized.

The wide beta release is a newsworthy event, and it must be milk for all it's worth, because you won't get another such news opportunity until the final version ships. Gather the key industry influencers together at an event - either a stand-alone event, or an event that leverages some larger industry event - and hit 'em with both barrels, grenades, atomic weapons, and the kitchen sink. Hold nothing back — do everything you can to overwhelm them with how complete, compelling, and inevitable the technology is. Show end-user benefits, developer benefits, the business case, the steak, the sizzle, and everything else - all in a short, punchy, psychologically devastating event. Ideally, everyone attending that event should walk away convinced that the game's over - Microsoft has already won. Have PR work with the press and analysts at and immediately after the launch event, to ensure that the event's coverage is as positive as possible.

Upon the release of the public beta, Evangelism's job changes. It still needs to shepherd the Tier A apps from demo to delivery, but Evangelism also needs to shift gears, to guerilla marketing. One-to-many technology marketing is the job of MSDN, not DRG/Evangelism; let MSDN do it's job. Most of the slides, articles, whitepapers, and other materials developed during the preceding NDA phases, need to be handed over to the appropriate person or group in MSDN, so that they can be widely disseminated, clarified, and hammered repeatedly into the collective consciousness of developers everywhere.

This next phase of evangelism - one of guerilla marketing - I term "the Slog."
8: The Slog

Guerilla marketing is often a long, hard slog.

slog (sl, g) v. slogged, slogging, slogs, -tr. To strike with heavy blows, as in boxing. -intr. 1. To walk with a slow, plodding gait 2. To work diligently for long hours, -n. 1. Long, hard work. 2. A long, exhausting march or hike. [Orig. unknown.] -slog'ger
—American Heritage Dictionary, 1991

In the Slog, Microsoft dukes it out with the competition. MSDN and Platform marketing are the regular forces, exchanging blows with the enemy mano a mano. Evangelism should avoid formal, frontal assaults, instead focusing its efforts of hit-an-run tactics.

In the Slog, the enemy will counter-attack, trying to subvert your Tier A ISVs to their side, just as you should try to subvert their ISVs to your side. New ISVs should be sought, and directed to MSDN's one-to- many programs. Evangelism should constantly be on the lookout for killer demos, hot young startups, major ISVs, customer testimonials, enemy-alliance-busting defections, and other opportunities to demonstrate momentum for our technology. If bugs are found in our technology, or missing features are found to be critically important, then now is the time to identify and fix them. Stay engaged with the technology development team; ensure that you are a valuable resource for them, not a hectoring pest. Document all of your progress (ideally in regularly updated internal Web pages) and forward it regularly to management. If management is not aware of your progress, your successes, and your stumbling blocks, then they can't help. (They may not help anyway, but they can't if they don't know what you need)

Keep those Tier A ISVs on track to delivery! They are your strongest weapons, and cannot be forgotten.

The elements of the evangelical infrastructure — conference presentations, courses, seminars, books, magazine articles, whitepapers, etc. — should start hitting the street at the start of the Slog. They should be so numerous as to push all other books off the shelf courses out of catalogs, and presentations off the stage.

Working behind the scenes to orchestrate "independent" praise of our technology, and damnation of the enemy's, is a key evangelism function during the Slog. "Independent" analysts' report should be issued, praising your technology and damning the competitors (or ignoring them). "Independent" consultants should write columns and articles, give conference presentations and moderate stacked panels, all on our behalf (and setting them up as experts in the new technology, available for just $200/hour). "Independent" academic sources should be cultivated and quoted (and research money granted). "Independent" courseware providers should start profiting from their early involvement in our technology. Every possible source of leverage should be sought and turned to our advantage.
I have mentioned before the "stacked panel." Panel discussions naturally favor alliances of relatively weak partners — our usual opposition. For example, an "unbiased" panel on OLE vs. OpenDoc would contain representatives of the backers of OLE (Microsoft) and the Backers of OpenDoc (Apple, IBM, Novell, WordPerfect, OMG, etc.). Thus, we find ourselves outnumbered in almost every "naturally occurring" panel debate.

A stacked panel, on the other hand, is like a stacked deck: it is packed with people who, on the face of things, should be neutral, but who are in fact strong supporters of our technology. The key to stacking a panel is being able to choose the moderator. Most conference organizers allow the moderator to select the panel, so if you can pick the moderator, you win. Since you can't expect representatives of our competitors to speak on your behalf, you have to get the moderator to agree to having only "independent ISVs" on the panel. No one from Microsoft or any other formal backer of the competing technologies would be allowed - just ISVs who have to use this stuff in the "real world." Sounds marvelously independent doesn't it? In fact, it allows us to stack the panel with ISVs that back our cause. Thus, the "independent" panel ends up telling the audience that our technology beats the others hands down. Get the press to cover this panel, and you've got a major win on your hands.

Finding a moderator is key to setting up a stacked panel. The best sources of pliable moderators are:

· Analysts: Analysts sell out - that's their business model. But they are very concerned that they never look like they are selling out, so that makes them very prickly to work with. 
· Consultants: These guys are your best bets as moderators. Get a well-known consultant on your side early, but don't let him publish anything blatantly pro-Microsoft. Then, get him to propose himself to the conference organizers as a moderator, whenever a panel opportunity comes up. Since he's well- known, but apparently independent, he'll be accepted - one less thing for the constantly overworked conference organizer to worry about, right?

Gathering intelligence on enemy activities is critical to the success of the Slog. We need to know who their allies are and what differences exist between them and their allies (there are always sources of tension between allies), so that we can find ways to split them apart. Reading the trade press, lurking on newsgroups, attending conferences, and (above all) talking to ISVs is essential to gathering this intelligence.

This is a very tough phase of evangelism. You'll be pulled in every direction at once, randomized by short-term opportunities and action items, nagged by your Tier A ISVs and pestered by every other ISV that wants to become a Tier A. Management will want to know right now how you're going to respond to some bogus announcement by some random ISV. Some PM over in Consumer will demand that you drop everything to go talk to an ISV in Outer Mongolia, that's run by an old college chum of his. Competitors will make surprise announcements, lie through their teeth, and generally try to screw you just as hard as you are trying to screw them.

Of course, if you are very, very lucky, there will be no competitors to your technology. But this is almost never the case. ODBC had its ID API, OLE had its OpenDoc, COM had its SOM, DCOM has its CORBA, MAPI had its VIM, etix, etc., etc. The existence of a Microsoft technology nearly guarantees that a competitive technology will spring into existence overnight, backed by an impromptu association of Microsoft competitors which have decided to draw yet another Line in the Sand ("If we don't stop Microsoft here, then they are going to take over the whole world!").

Without a competing technology to fight, you just hand everything over to MSDN, give your Tier A ISVs to PSS, and find a new technology to evangelize. But that takes most of the fun out of the game. 

9: Final Release

Evangelism of a given technology usually ends with the final, shipping release of that technology. One last big press event, with demos, a tradeshow, press releases, etc., is often called for, showcasing the apps that are sim-shipping and the customers that are using them. In the face of strong competition, Evangelism's focus may shift immediately to the next version of the same technology, however. Indeed, Phase 1 (Evangelism Starts) for version X+l may start as soon as this Final Release of version X.

10: Critical Mass

The Slog may continue beyond the Final Release, for many months, until Critical Mass is reached. It is possible that Critical Mass will not be reached at all for Version X of a technology, such that Phases 1-9 will have to be repeated - possibly more than once - before ever reaching Critical Mass.

Critical Mass is reached when the technology starts evangelizing itself. When reviews subtract points if it's not supported; when analysts say "great product plan, but what about [Technology Name]?"; when VC's won't fund a company unless it supports [Technology Name] — that's Critical Mass. At that point, Evangelism of the technology stops, and Evangelism's resources are applied to other technologies - or, if you're lucky, moves into the Mopping Up phase.

11: Mopping Up

Mopping Up can be a lot of fun. In the Mopping Up phase, Evangelism's goal is to put the final nail into the competing technology's coffin, and bury it in the burning depths of the earth. Ideally, use of the competing technology becomes associated with mental deficiency, as in, "he believes in Santa Claus, the Easter Bunny, and OS/2." Just keep rubbing it in, via the press, analysts, newsgroups, whatever. Make the complete failure of the competition's technology part of the mythology of the computer industry. We want to place selection pressure on those companies and individuals that show a genetic weakness for competitors' technologies, to make the industry increasingly resistant to such unhealthy strains, over time.

12: Victory

Some technologies continue as competitors long after they are true threats - look at OS/2, the Operating System that Refused to Die. It is always possible - however unlikely - that competitors like OpenDoc, SOM, OS/2, etc., could rise from the dead ... so long as there is still development work being done on them. Therefore, final victory is reached only when the competing technology's development team is disbanded, its offices reassigned, its marketing people promoted, etc. You have truly and finally won, when they come to interview for work at Microsoft.
Victory is sweet. Savor it. Then, find a new technology to evangelize - and get back to work! 

� Thanks to Peter Plamondon.


� Thanks to Will Gregg.
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