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Executive summary 
When the final project, the module perceived to be the last phrase of the 3 year in length HEBO programme commenced at the beginning of September 2010, I was assigned according to prior arrangements to a high- tech company in Shandong, one of the economically potent provinces locating on the eastern coastline of China. In the next 5 months or so, I work in the position of marketing auxiliary personnel attached to one of the four sales engineers stationed in the company and meanwhile tried to uncover a proper thesis which could function as an ideal junction between my foreknowledge in the area of cross border commerce and export on one hand and my freshly acquired expertise during the internship period on the other. The report documented on the next pages chronicles the intellectual gains within the last five months and could be viewed as the consummation of the final project in China, in which the author endeavoured to answer the central question spelled out in the previous Research Proposal, namely:  
How can WitCore successfully penetrate into North America solid state laser market by means of efficient export? 
Accordingly, the final report came into being as an export plan with the aim to detail various substantial stages of the exportation efforts of Shandong Shanda WitCore Co.Ltd. From the perspective of the company, the report in itself intends to be appraised as a proposal rendered by an export policy junior adviser and some of the findings interspersing in it, however, may possess ample virtues to be subject to generalization for further applications in other sectors or even germane industry as well. 
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Introduction 
Rational exportations warrant a multitude of sophisticated homework done in advance in an enterprise’s homeland as prerequisite before the conscientious companies could embark on their discrepant exportation efforts. This report expounded hereinafter aims to furnish the author’s internship assignment provider Shandong Shanda WitCore Co. Ltd a reasoned and executable strategy export plan addressing those most vital tasks falling into its export trajectory by means of marketing research and theoretical investigations. The report is structured in such a way that the aggregation of the outcomes from the different sectors at the end may logically culminate in a valid, integral answer to the central question legitimating the research: 
How can WitCore successfully penetrate into North America laser market by means of export? 

The report proper starts off with a reckoning of the history of the company under discussion, its current position in the corporate map of the whole Shandong Shanda Wit Group and further internal analysis. External analysis follows on the heels of the first block by concentrating on the external business environment scan, which examines in full measure some most crucial determinants without the company. The confrontation matrix conducted on the base of the previous two parts then gives arise to strategic advices. 

Strategic plan and operational plan together constitute the bulk of the second moiety of the paper. In the operational plan, exportation-adapted 4 P (Products, promotion, price and place of distribution) plus other export particulars such as transportation, Incoterm and possible legal regulation will be examined therein. Finally, recommendation and reiteration in the form of final conclusion based on the synergy of outcomes from the previous chapters will be presented to round off the paper. 
Chapter 1 
Company description 
Shandong Shanda WitCore Optoelectronics Co. Ltd (hereinafter labeled as WitCore) is a strategic business unit of Shanda Wit Group with the research, growth, coating, assemblage and marketing of various synthetic electro-optical crystals as its core business. Although Shandong University is renowned for its pioneering involvement in the field of R & D of electro-optical crystals and their derivates in mainland China, WitCore as a full-fledged company only emerged belatedly due to politic regulation issues in 2007 when Shanda Wit Group formally endorsed on the merger of the Crystal Branch of Shanda Wit Technology Co.Ltd and CoreTech Crystal Company, another institution providing crystals and optoelectronic devices (“About us,” 2010, “History” section, para.21).These two companies can claim Institute of Crystal Materials in Shandong University (ICM) as common precursor as both of them evolve primarily from former marketing arms of ICM, an accredited national key laboratory at its establishment in 1970s perceived to be amidst the initial attempt of New China to make headway into manmade crystals technology. For more than 30 years, ICM is particular active in the basic research and industrialization of phosphorus and potassium composites and this accordingly determines the nature and utilizations of WitCore’ major outputs. 
Currently, WitCore’s staples generally fall into two categories: Non-liner-optic crystals intending to function as frequency doubling (second harmonic generation) agents and those used as laser crystals. The former kind comprises KTP, BBO and LBO as key products while the second type holds Nd: YVO4 and Nd: YAG as epitomes. Both ranges of crystals constitute key working components in laser applications employed extensively in today’s industrial, medical, research and military use and this renders the products of WitCore relatively a broad vista in terms of secondary applications. Today, WitCore prides itself as a trustworthy medium-scale supplier of laser and NLO crystals and it is WitCore’s vision to establish itself as a prime brand in the laser crystals market and turns into a first choice for its trade partners in the global laser industry. To achieve this WitCore strives to accommodate solid state laser manufactures’ uniquely stringent demands for crystal components and helps boost the performance of their final systems by its immaculate product quality, prompt market response, feasible pricing policy and extensive customer-tailored after sale services. 
Chapter 2 
Description of major export candidate products in light of the Abell model 
WitCore’s export candidate products (WHAT) 

Nd: YAG (Neodymium doped Yttrium Aluminum Garnet) and KTP (Potassium Titanyl Phosphate) jointly form the staples of the WitCore’s current export business. These two synthetic crystals assume the roles of laser gain medium and frequency doubling agent employed widely in today’ YAG laser systems. 
To elucidate the utilization of these products, brief mention is necessarily granted to the working mechanism and basic makeup of solid state laser. All modern laser technologies including solid state laser find their root in the photon theory championed by A. Einstein. According to him, light is composed of innumerable infinitesimal particles called photons with each them being the bearer of energy. To obtain laser means to unleash and magnify the photonic energy of resource light. Solid state laser differentiates itself from other variants of lasers such as dye laser, gas laser, excimer laser and semiconductor laser by the concrete nature of the laser gain materials utilized therein. To create an initial laser output by means of solid state laser necessitates three very basic components: firstly there should be lasing material. In the case of solid state laser, it could be glass or any other crystalline materials with such a composition that it enables the originally tightly bounded atoms to get excited from lower energy level to a higher energy level (the quantum leap) by absorbing and emitting photons in electrical or optical energy specially provided from without. When the multitude of excited particles outnumber that of those at the lower level, a phenomenon entitled “population inversion” is realized and the stimulated emission surpasses the absorption of particles of the passing light. The power of light is thus amplified by the propagation of photons. A highly bright and monochromatic electromagnetic light thus created is called LASER, an acronym standing for Light Amplification by Stimulated Emission of Radiation.  For the sustained emission of the gain materials, there must be sources of energy to replenish the energy lost during each emission process. The applied energy should be sufficiently powerful to maintain the desired level of population inversion to keep the lasing process going. In laser technology, the provision of energy to the gain medium is called pumping, a mechanism used to denote the process of elevating electrons from low energy level to higher energy level just like a pump drawing water from lower place to higher place. The provided energy could be electrical current or light and in the case of most solid state lasers, optical pumping is adopted. Arc lamp, krypton lamp and xenon lamps all used to be implemented to pump solid state lasers, but the trend is for them to be gradually replaced by laser diodes, which furnish higher wall plug efficiency. Finally there ought to exist a resonator, an optical device mounted inside of the laser cavity for the maximum amplification of photons as they recoiling back and forth repetitively between the spherical mirrors or simply inside a NLO crystal functioning as optical parametric oscillator. (Ding & Qi, 1999, pp. 483-492)
Compared with other natural or engineered lighting sources, a laser beam is noted for its exceptionally coherent quality shared with the source energy and this renders it an irreplaceable source of energy in an array of highly diversified applications. Currently, most commercially available YAG lasers are employed in the following areas and each of them forms a full-fledged niche market: 
In automotive, aerospace, material processing and heavy industry: YAG laser is a prime source to power cutting, drilling, marking, welding, localized heat treatment and circuit trimming devices. Nd: YAG is prevalently implemented for semiconductor manufacturing,
In the medical applications arena, YAG laser is deemed an especially valuable solution for minimum-trauma delicate surgery, laser cauterizing, photocoagulation, kidney/gall stone pulverization treatment, eye treatment and dentistry;
In the realm of scientific research, YAG lasers are frequently utilized for such ends like distance calibration, air pollution monitoring and spectroscopy, etc. (Koechner, 1999, pp.52-55) 
The targeted market: (Who) 
By the very nature of the company’s major outputs, the potential customers of WitCore’s products are specialists of YAG lasers and full-line lasers manufactures having part of their business in the submarket of YAG laser. In this sense, the buyers are also the end users insomuch as they do not resale WitCore’s products directly to another group of purchasers as ultimate customers but incorporate WitCore’s optical accessories in their laser systems. 
The technology dimension (How) 

WitCore serves its customers in laser industry by developing, growing, extracting, polishing and 
assembling its crystal products under one roof. For laboratorial fabrication of Nd: YAG, a growth method called Czochralski process is routinely used and a complete growth cycle varies from 2 months to 4 months depending on the varying dimensions of the ingots. In this process a highly purified mixture of powdered components are first positioned in a cubicle made of iridium and then melted down by means of heat induction within a radio frequency furnace automatically controlled by computer. After a seed crystal is added into contact with the fusion surface, a YAG host ingot gradually emerges at the rate of 0.5 mm per hour before the introduction of various dopants. The dopants could be rare earth elements or transition metal irons. Nd: YAG is routinely doped by Neodymium with a density between 0.2 to 1.4% to get its laser gain property. After the finished ingot is removed from the furnace, it is cooled down and cut and only a defect-free portion is extracted for the final laser gain material. This portion is further shaped, polished and coated according to various customer specifications before consignment to purchasers. Nd: YAG products for laser gain purpose are normally polished in rod form, though sometimes slab form may also be produced to take advantage of its higher cooling surface to volume ratio. (“YAG, Yttrium Aluminum Garnet Laser Materials,’ 2009, “Manufacturing” section, para.1-3)
Chapter 3 
Internal analysis 
Internal strength

1) For a company who operates in an industry noted for its high level of dependency on science and derives the bulk of its profits from the high-value-added final outputs, the enterprise under many circumstances owns its fortune first and foremost to the quality and scope of its intellectual capitals reservoir and the efficiency displayed in the commercialization process. These together form the nexus of a high-tech company’s competitive competency and constitute its most valued intangible assets. 
There exists much to say in this aspect for WitCore. One example concerns the aforementioned KTP, one excellent non liner crystal devised as a frequency doubling agent especially for neodymium doped laser. KTP can convert the input laser at a wavelength of 1064nm to the green laser output with a maximum efficiency of 70%. A thread of KTP’s good optical-electrical features such as large nonlinear optical coefficient, wide transparency range, broad thermal acceptance, high laser damage threshold and non-hygroscopic property entail it broad applications in a number of fields, not least the applications in some of the most vital aspects of a country like laser weapons and laser devises for precise distance gauging. Because of these reasons, after its introduction by Du Pont in 1984, embargo was leveled on exports of KTP crystal and its related devices to China for ideological reasons. It is ICM who in 1985 took the initiative for the development of this brand-new synthetic crystal by adopting its unique growing process. Within mere 2 years the first Chinese KTP emerged from here and ICM successfully fulfilled its first international order of KTP crystal from Japan the next year. (Dong & Li, 1991, pp.44) Thanks to the emphasis on constant technical innovation and product improvement, WitCore over the years has gradually built up a relatively comprehensive product portfolio covering the mainstream non liner optic crystals and laser crystals. 
2) WitCore is among the first batch of Chinese synthetic crystals manufactures to cross the national border and entered the international optoelectronics theatre. Due to its extended involvement in export activity since the second half of 1980s, WitCore has successfully nurtured a stable and sizeable network of technical collaboration and trading partners presently scattering in twelve countries within three continents. In Asia, the primary trading partner is Japan and WitCore presently holds supply contracts with five laser manufactures therein. In the European aspect, England, Germany and French constitute the chief export destinations, where products from WitCore are applied mainly but not limited to laser fiber communication. Since 2008 WitCore also opened the first chapter of its North America campaign by signing the provision contract with a medical equipment manufacture situated in Canada. 
3) Compared with major rivals within and without China, WitCore is a medium company in terms of size. This compact configuration of departments in my observation brings along with it at least two advantages. First of all, it makes co-operation among the different departments efficient and mutual reliance more perceptible. By circumvention of the intrinsic bureaucracy which harassed so many state-run enterprises in China, performance of company could be markedly enhanced. Second, it opens the door for further streamlining of operational process by the relatively easy discovery of the under par linkage(s), which in turn renders timely intervention and desirous redress in due course possible. 

Internal infirmity 

1) The first and foremost weakness of the WitCore lies in the intricate and counterproductive administration pattern in which it attaches itself to the parent company and Shandong University. This is apparent even to a layman from outside of this particular industry. As the division specializing in the synthetic crystal business of the corporation, WitCore in theory is responsible for the administration at the corporate level of Shanda Wit Group and in practice should align itself with other strategic considerations of the whole Group. The management at the crest of the Group constitutes of President Zhang Zhaliang and the Board of Director, the majority of whom do not necessarily possess sufficient expertise in the field of optoelectronics industry. Although entitled to grant decisions and to lay guidelines for some daily operational activities like personnel appointments at low and middle level, managerial staff stationed at WitCore should console and acquire sanctions from management at Shanda Wit Group once the perspective decisions tackle subjects like substantial financial investments and realization of fixed assets.  After Shanda Wit Group issues their opinions, the management at the Group level will in turn submit their resolutions to Shandong University for review and ultimate decisions. This kind of decision procedure under a lot of circumstance forms considerable impediment for WitCore’s efficient running when the issues call for prompt response or expedient actions in face of the mercurial markets.
2) The second weak spot of WitCore relates to its relatively meager production capacity. The 75 furnaces on the premise of two workshops (3000 m²) currently form the major production facilities at WitCore. Take KTP output for example: the annual yield of KTP ingots is 29 kilograms in 2008, 30 kilograms in 2009 and 26 kilograms in 2010. These figures form a fraction of that from Castech, the major rival of WitCore in Chinese domestic market at the same time period. The low output of WitCore in reality has little to do with fecklessness in operation but to a considerable extent could be ascribed to the nature of the growing process of synthetic crystals, which necessitates demanding techniques, strenuous on-premise controls and extended span of growth time. Average growth circle of KTP typically lasts a time span as long as four months, during which the around-the-clock provision of electricity and 24-hour maintenance of suitable pressure are compulsory. These practical necessities involved in the production processes presently render the maximization of profits through economy of scale unfeasible. 
3) In comparison with the lengthy and complicated growth process, the high intellectual inputs and voluminous capital investments associated with the product R & D currently pose yet another barrier not easily surmountable. In general, WitCore has not yet occupied a vantage spot compared with its major rivals both in domestic and foreign market. Research in the field of material science as a basic applied discipline can be sometime notoriously long. It is not unusual that some research lasting for over a decade sometime only turn out futile or substandard results. As a rule, product upgrading in the field of synthetic crystals growth and processing is relatively infrequent compared with that of other sector in the optoelectronics industry. Meanwhile, the annul capital investments WitCore committed in product R & D during recent years proved uneven due to steep sales fluctuations and according to some insiders, significantly lower than 6 per cent, a rate prevalently deemed suitable for a high-tech company (‘Accreditation of high-tech enterprise in China,” “Relevant information”, 2008, “Condition and procedure”, para. 4).
Chapter 4 
External analysis (domestic market) 

External opportunities 

1) As a multidisciplinary subject gradually taking shape within the last four decades, the systematic study of novel functional materials reveals enormous prospect of utilization and is generally regarded an indispensible force to help mould the next technology revolution en route. Study of optoelectronic crystals falls in the purview of optoelectronics science and in practice its missions closely intertwine with that of the optoelectronic industry. The primary opportunity outside of WitCore resides in the very nature of this juvenile sector it belongs. With an annual expanding rate of 16.5 per cent in china and 8.7 per cent globally, the enormous scope and exciting prospects of the optoelectronics industry furnish an enterprise two prerequisites to flourish (Bu, Chen & Qian,2005, p.1)
2) WitCore has a long history of gain by drawing on the expertise reservoir of Shandong University and that of ICM in particular. Today, this traditionally fruitful partnership is further augmented not only by the widen liaisons of Shandong University with local and foreign academia but by the internationalization of Chinese higher education system in general. 

3) With an eye to boost Chinese enterprises’ technical innovation capacities and to consciously channelize the foreign investments from labor intensive sectors to technology-oriented ones, a series of regulations and directives were issued by Chinese government in recent years as policy incentives. Among them there is the Preferential tax policy for new high-tech enterprises, a taxation regulation promulgated in 2008 incorporating a basket of financial privileges tailored for qualified companies operating in technology-intensive sectors. Successful applicants of this scheme are entitled to a host of rewards such as marked tax reduction from the normal rate of 25 per cent to 15 per cent and other operational amnesties (“Preferential tax policy for high-tech enterprise,” 2008, para.6). The tremendous advancement made by Dayin Oceanic Biological Pharmaceutics Co in the last two years to a large extent could be attributed to its accreditation as High-tech company, as attested by the Director General of Wit Group in his half-year briefing in 2010 (Yang, 2010, p7). On the side of WitCore, the application process was launched in 2009 and is currently underway. 

External threats 

Amidst the discouraging factors originating from the current outer environment, mention should firstly goes to the detrimental consequences resulting from the heightened rivalry permeating in the synthetic crystals manufacturing industry. From around the year of 1995, competition gradually escalated in both of the local and global sphere of WitCore’s business operations. Among the various reasons underscoring this phenomena, homogeneous product assortment from different providers and the diversification of laser system market are the two most important reasons to blame. In response to these challenges, scores of enterprises opted for the dubious and old-fashioned price cut strategy to safeguard their market share at the expense of diminished revenue margin. In comparison to this there are the sapient upswing in operational overheads and outlays for raw materials. One illustration concerns the procurement of platinum, a material extensively employed in the crystal growing apparatuses for its stable physical and chemical features. The present price tag for 1kelogram platinum is over RMB 400,000 in contrast of RMB 160,000 around the year of 2004. Sandwiched between the dual pressures, WitCore’s gross profits from Chinese domestic market keep shrinking for three consecutive years 
Chapter 5 
External analysis (destination market) 
Industry analysis based on the five forces model of M. Porter. [image: image2.png]Bargaining
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1) A brief survey of the nonlinear optical crystal and laser crystal industry plus presentation of key data 
With its vertically integrated crystal fabrication facilities and marketing functions of NLO crystals and laser crystals, WitCore could be categorized as a company operating in the nonlinear optical crystal industry, a subsidiary sector falling in the purview of optoelectronics industry by providing various optic accessorial components to solid-state lasers and supplying other electrical-optical devices (“Optoelectronics industry,” 2010, “Categorization”, papa. 1) 
Non-liner optical crystal is a variety of functional crystals owing its designation mainly to its non-linearity, a feature used to denote this kind of crystal’s not proportionate response under a certain conditions to electromagnetic signals particularly high in intensity (Boyd, 2008, pp.125).This basic working mechanism of NLO crystals determines their major applications in industry as wavelength converters for input laser beams to acquire output laser at wavelength otherwise unobtainable. Presently, three of the five NLO crystals in extensive use are almost exclusively employed in solid-state lasers either for the purpose of frequency doubling/Second Harmonic Generation or for mixing one laser radiation with another/SFM or for optical parametric oscillator. 
Historical retrospection of the NLO crystals and Laser crystals market within the last 10 years reveals there exist drastic slump in demands for both NLO crystals and Laser crystals in the period from the middle of 2003 to the middle of 2006, a hardship presumably precipitated by the undersized demand of solid state lasers. The period from the middle 2006 to the middle 2007 was a recuperation phrase for this industry as a slight bounce in the volume of demand is observed. Afterwards, the demands for NLO crystals and laser crystals remained relatively even from the year of 2007 onwards. (Hu, 2008, “global market volume and expansion forecast for Non-liner optic crystal” illustration 2) 
In the geographical market of America, the annual sales of NLO materials in the year 2006 approximated $ 68 million against the global turnover of $170 million (20.9 million for LBO plus BBO, 52.30 million for KTP). Seemingly a fraction of the $845 million industrial crystal industry and unquestionably a figure dwarfed by the shipments of silicon and quartz within the same period, it stood for a 1.4 per cent rise from that of 2003 and 3.9 per cent increase from that of 2001. A longitudinal study covering a time span of 3 years from 2006 to 2009 conducted by market intelligence agency BCC indicated a yearly increase rate of 18.7 percent, 17 percent and 5 percent was achieved in the LBO/BBO, KTP and Nd: YVO4 submarket respectively. (Hu, 2008, para.1)  
As a sector solely catering the demands of solid state laser industry, the interconnection of the fortune of NLO/laser crystals fabrication as the upstream industry and that of the downstream laser industry is logically considerable. Nowadays it is generally regarded as a trend in laser industry for the solid state lasers with high voltage laser diode (LD) as pump source to substitute the traditional gas laser gradually. This projection undoubtedly renders NLO crystals and laser crystals industry a brighter prospect in the long run. Summary of historical data covering a three-year period from 2004 to 2007 revealed that in the lasers market the submarket of solid state lasers maintained a stable share ranging from 20 per cent in 2004 to 16 per cent in 2007 (Wei, 2008, Illustration 5). After a robust upsurge in sales during the first two quarters of 2008, solid laser market began to dwindle markedly as the ubiquitous economic crisis began to sweep every corner of the laser industry. Laser Focus World, a journal serving the laser applications industry, estimated 11 per cent market shrink of solid state lasers market in 2009 and set the advent of rejuvenation on the late of 2010 or the early of 2011. What proves lucky for NLO and laser crystals manufactures is the expendability of their products, which denotes that the synthetic crystals industry has a quicker recovery than that of the laser industry. This observation is further substantiated by the conclusions of market research report entitled Industrial crystals to 2011, which chooses NLO crystals explicitly as the most wanted materials out of all industrial crystals in America mainly resulting from the big scale erections of broadband fibre optic networking infrastructure and the development of practicable high voltage laser weapons for army procurements. Communication sector and security & defense sector it therefore claims to be the two market sectors furnishing the NLO crystals and laser crystals fabricators the most spacious room of expansion. (“Industry crystal – US industry study with forecast to 2011 and 2016,” 2007, “Communications, security and defense to offer best market opportunities” section, para.1) 
2) Competitor analysis, threshold for new entrants and purchasers’ bargaining power, 

Although small in terms of sheer scope, after more than 30 years of progress the NLO crystals and Laser crystals industry has been stratified into a handful of most potent enterprises functioning as market leaders and scores of other companies figuring as followers. Although these top flyers collectively form the axis around which the vast portion of the industry revolves, companies relatively smaller in size and influence can nevertheless curve out enough business space to survive thanks to the highly diversified demands presented by the laser market on one hand and the limits posted on fabrication capacity of individual company on the other. As fabricators of optical accessories serving mostly the solid state lasers of the laser industry with laser industry in turn being only a segment of the optoelectronics industry, NLO crystals and laser crystals fabricators have ample reasons to justify their products as specialty goods. As a result of this, rivalry in this relatively small industry is not as intense as that in other sectors of optoelectronics industry such as liquid crystal and optical storage medium. .  
As an epitome of the newly emerged technology intensive industries, NLO and laser crystals fabrication confronts the new entrants with uniquely high threshold as technologies based on interdisciplinary study permeating virtually in every corner of the fabrication process from concoction of product formula to applying AR coating. Typical subjects most frequently involved in synthetic crystals industry comprise structural chemistry, material science, physical optics, thin film optics and solid state physics. Accumulation of the theoretical expertise and perfection of fabrication process warrant extended commitment from practioners both in terms of capitals and intelligence input. For newcomers who intend to try their fortune by marketing me-too products, considerable difficulties lie in their efforts to woo laser manufactures from established suppliers due to three facts. Firstly, established suppliers benefit enormously from the favourable perception of brand due to their edge in technical expertise and innovation. Secondly, lasers manufactures are usually extremely stringent in locating providers of optical accessories and the screening procedure of potential providers is complicated and lengthy. Thirdly, laser manufactures are not likely to make hasty shift of providers under normal circumstance due to the patent risks involved therein. 
3) Analysis of the key players in the industry

To finish the external scanning, this sector profiles six representative companies currently highly active in US laser accessorial crystals market. Operational highlights such as market portion and reports of recent technical breakthrough are also presented whereas available. 

3-1) Cleveland Crystals, Inc

A member company of British photonics tycoon Gooch & Housego Group, Ohio-based Cleveland Crystals’ history dates back to Brush Development Company, a firm owing its business startup to its participation in national defense projects by developing synthetic crystal components employed in sonar and missile domes. After its inception in 1973, focus of research was redirected to the study and development of NLO crystalline materials, optical frequency conversion materials and other electric-optic devices to serve the budding laser industry. Today, Cleveland Crystals boasts an extensive product assortment for the frequency conversion covering wavelengths from ultraviolet to the infrared and it is also the leading company to help lay down the industrial standard for Electric-Optic Switch. Cleveland Crystals presently is the biggest supplier of BBO crystals in the states and currently holds 33 per cent of market share. The biggest ingots of KDP (a nonlinear crystalline material used for intracavity frequency doubling) and KD*P (NLO crystals designated for Inertial Confinement Fusion) were also reported emerged from Cleveland Crystals. (“About Cleveland Crystals, Inc,” 2003, para.1)
3-2) Laser Optics Inc 

Situated in the heartland of Silicon Valley, laser optics is a company operating exclusively in the 
niche market of oxide single crystals and its derivative products with a reported yearly production capacity of 60 tons of single crystalline Lithium Niobate. Current offering mainly comprise Lithium Niobate wafers, periodically poled Lithium Niobate, crystal substrates, radio frequency driver, Q-switch and a selection of acoustic-optic component designed for solid state laser. Potential customers are mainly drawn from the field of national laboratory, universities and solid-state laser manufactures. (Corporate introduction,” 2009, para.1) 
3-3) Deltronic Crystals Industries, Inc 

Deltronic Crystals Industries serves its customs community from electronics, communication and laser industry since 1972 with its single crystal products designed, engineered and dispatched directly from its multifunctional headquarter in Dover, New Jersey. Besides its traditional presence in the market of Lithium Niobate varieties and Lithium Tantalite, Deltronic Crystals’ expanding product line nowadays could also fulfill customers’ demands for various NLO crystals, holographic crystals, Electro-optic modulators, Q-Switch and extensive offerings of custom products. (“About Deltronic Crystal Industries,” 2005. para. 1) 
3-4) Inrad Inc 

Inrad Inc commits to accommodate photonic industry and laser industry’s increasing demands for optical components and laser accessories by providing one-stop, fully vertically integrate business solutions with the aid of its expertise in proprietary and customer-tailored crystal research, fabrication and utilization accumulated within a course of 35 years. Inrad Inc’s current offerings include NLO crystals, electric-optic crystals, Q-Switch, and other devices implemented for harmonic generations of lasers at different wavelengths. Besides its traditional products based on optics-related crystalline materials, Inrad also provide customers a broad range of choice in non-crystalline optics products and miscellaneous mechanical accessories. It’s customers, in an order of descending importance are defense and aerospace industry, laser manufacture, process control sector of the photonics industry and research institutions in universities. (“Corporate introduction,” 2009, para.1)
3-5) Northrop Grumman Synoptics 

Positioned as the business unit of the cognominal munitioner to concentrate on the optic materials 
and laser crystals study and implementation, the success of Northrop Grumman Synoptics in civilian markets benefit enormously from its parent company’s lengthy participation in the research of high power solid state lasers as a military contactor. Northrop Grumman’s current product line includes laser crystals (Nd:YAG, CTH:YAG, Er:YAG, Alexandrite, Nd:YLF, Nd:YVO4, , Cr4+:YAG, Co:Spinel, Yb:YAG, and TGG), NLO crystals (KTP) and various optic components for solid state lasers. To deliver custom crystal products is also s specialty of Northrop Grumman Synoptics. Products are designed to cover a wide range of wavelength stretching from 500nm to 3000nm and this entail this company’s outputs broad applications in industrial, medical, and scientific markets besides its original military ends. (“Products,” 2011, para.1). 
3-6) Vloc, Inc 

Vloc Inc came into being in 1996 by the merger of Virgo Optics and Lighting Optical Corporation, two manufactures formerly engaging in the fabrication of laser rods and optic components. Currently functioning as a subsidiary of II-IV Incorporated, a universally renowned specialist of high power CO2 laser solutions, Vloc, Inc maintains a formidable presence in global precision optics and laser crystal components market. Vloc’ extensive product catalogue include NLO crystals (KTP and KNbO3), laser materials/gain materials (pure YAG, Nd: YAG, pure YVO4, Nd: YVO4, Ruby, Nd: YLF, Cr: LiSAF, Cr: LiSGaF, and Cr: LiCAF) and a broad line of optic accessories such as prisms, lenses, mirror substrates and windows for integration in diverse laser systems. Potential customers are drawn from laser manufactures, telecommunication industry, medical, scientific, instrumentation and military industry. (About VLOC,”2010, Para. 1)
4) Appraisals of major rivals’ competitiveness based on the scale of 1 to 10. 

	
	Innovation ability 
	Managerial expertise 
	Marketing efficiency 
	Total score

	Cleveland Crystals, Inc
	8
	7
	9
	24

	Inrad, Inc
	7
	7
	8
	22

	Northrop Grumman Synoptics 
	8
	7
	7
	22

	Vloc Inc
	8
	8
	9
	24

	Laser Optics, Inc
	5
	7
	7
	19

	Deltronic Crystals Industries, Inc 
	5
	7
	7
	19


5) Distribution channel analysis/choice of market entry strategy, 
Direct export is a historically prevalent and currently valid form of practice for many players operating in an industry segment noted for its technology intensity and highly concentrated applications of its outputs. In the NLO crystals and laser crystals industry this norm especially holds water for those companies small to medium in size, which could properly be deemed to form the backbone of the industry. Among the reasons underpinning this option, two facts are outstanding: 
Firstly, unlike the marketing of commodity goods and consumer products, the sales of specialty goods like synthetic crystals in most cases require from the sales staff high level of mastery of the technical features, working mechanism and applications of products to better cater for the industrial customers’ needs. To realize this objectively calls for the aid of the sales engineers. In the case of a medium-size company like WitCore with its moderate output, in-house sales engineers prove to sufficiently couple with the sale task and bring along with them such benefits like in-depth expertise of the company’s offerings portfolio, thorough understanding of the targeted marketplace and established business liaison with potential customers. To recruit foreign sales rep and train them at the premise of the exporter and at the exporter’s own costs is infrequent due to the pricy expenditure and low efficiency involved therein. 
Secondly, a certain percentage of WitCore’s products are fabricated in accordance with the customers-laid prescriptions. After the finish of the fabrication process, they are shipped directly to the purchasers and this kind of practice makes the existence of wholesaler and stockpiling uncommon in this industry. 
6) Prospect and development trend in the NLO crystals and laser crystals industry 
Based on the observation and analysis of current laser industry, three general trends in NLO/laser crystals industry can be deducted: 
6-1) The market volume of NLO crystals and laser crystals is expected to expand at a healthy speed (15 percent annual rate) in the foreseeable future and the universal demand for NLO crystals and laser crystals is projected to surpass $ 50 million around 2015. Amidst the various causes underscoring this general trend, the boom of optoelectronics industry itself, the ever accelerated diffusion rate of solid state lasers from military exploitations to civilian utilizations due to the constant lowering of purchasing threshold, the newly emerged applications for NLO crystals and laser crystals like laser display (tri-colour GRB laser TV) and optic communication systems are the prime momentums which the flourish of NLO crystals and laser crystals industry could count upon. 
6-2) The swift evolution of solid state lasers and the highly diversified solid state lasers market taking shape at the beginning of 21st century legitimately pose more demanding and multifaceted requests on NLO crystals and laser crystals manufactures concerning the versatility of their products. This is a profound trend not only affecting NLO crystals and laser crystals but in reality the functional materials market in large. One protruding limitation of many solid lasers in use today compared with traditional gas lasers relates to its modest power output. Take carbon dioxide laser for example, besides such undesirability as being bulky to operate and being expensive to maintain, it can nevertheless achieve stable laser output beyond 1000W. How to increase solid state laser power by means of introduction of new NLO crystals is still a technical challenge to overcome. All things considered, the current major request for NLO and laser crystals industry is to put forward new crystals to meet demands like faster response, high damage threshold, wide transparency range, easy adaptability, processing ability and ability to interface with new materials. (“Non-liner optic materials and applications – an international marketing report,” 2009, “Repot summary” section, para. 1)
6-3) In face of the general industrial climate, not only collaborations amidst players in the industry but that between the manufactures and the academia for product upgrading are expected to both deepen and widen, 
6-4) Technical innovation ability, especially individual company’s capacity to establish its own independent intellectual property right turns out to be a crucial indicator determining whether an enterprise could establish competitive edge and gain the most from efficient big scale production. 
Chapter 6 
Conducting the confrontation matrix and granting strategic advices
1) Conducting the confrontation matrix 
	   S
	Inner strength 1: Advanced technical expertise rooting in the auspice of ICM in particular and the extended, fruitful history of Chinese functional crystals R&D in general, 
Inner strength 2: comprehensive product portfolio and the mutually strengthening fit amidst the individual offering due to the interrelationship of the components in solid state laser systems,
Inner strength 3: A functional international marketing network and stable business liaisons due to relatively long period of involvement in exportations since the middle of 1980s,  
Inner strength 4: operational efficiency rooted in the streamlined  configuration of internal structure,  
Inner strength 5: ability to deliver premium quality products at a   competitive price tag compared with its foreign rivals due to Chinese enterprise’s current edge in raw materials and human resources,


	   W
	Inner weakness 1 unwieldy and sometimes counterproductive administrative relation between WitCore and its parent company, deficiency of support from the corporate level due to the marginal nature of crystals business in the corporate map of Shanda Wit Group, 
Inner weakness 2: undersized fabrication facilities and low output restrain WitCore’s size of revenue,  
Inner weakness 3 Product upgrading is costly and time-consuming, technical transfers is not easy, 
Inner weakness 4: overdependence on overseas market, 

	   O
	External opportunity 1: possible eligibility to enjoy special benefits tailored by relevant incentive policies for qualified high-tech companies, 
External opportunity 2: promising vista of the optoelectronics industry in which WitCore operates, 
External opportunity 3: market volume is expected to further expand due to the increased implementations of solid state lasers 
External opportunity 4: emergence of new application fields furnish NLO crystals industry extra impetus 

	 T 
	External threat 1: price tags  keep on shrinking both in Chinese domestic market and international arena due to augmented productivity and escalating competition, 

External threat 2: continuous increase in fabrication expenditure and operational overhead due to reasons without of the company, 
External threat 3: Further large-scaled market expansion is infeasible due to the highly specific nature of the NLO crystals and laser crystals market,  
External threat 4: Vast portion of revenue is realized in overseas markets and majority of international transactions are reckoned in USD. Revaluation of RMB leads to unfavourable consequences like increased exchange losses and lowered competitiveness of Chinese products in the international market 


2) Granting strategic advices based on the confrontation matrix, 

2-1) For a company like WitCore operating in a classic technology-oriented sector, the magnitude of fostering an extensive strategic alliance and the importance of constant technical innovation can never be overstated. A genuine high-tech company should commit at least 5 percent of its annual revenue to the product upgrade and WitCore should stick to this bottom line. 
2-2 Try to circumvent undue operational risks by striking a balance between the company’s domestic business and overseas operation. To achieve this calls for WitCore’s commitment of more resources into marketing efforts in the internal market,
3-3) Horizontal expansion of product assortment by addition of prism, refractive mirrors and other optical components used in solid-state laser systems is likely to augment profitability. Avoid rash entry into solid-state lasers market as this kind of practice brings along with it at least two hazards. Firstly, as a crystals fabricator and provider of crystalline accessories of lasers, WitCore does not possess substantial technical edge to differentiate itself efficiently from leading laser manufactures in today’s market and the prospect for WitCore to emulate major rivals in terms of product maturity is indefinite. Secondly, by coming into direct competition with laser manufactures, WitCore will run the risk of losing them as potential customers of its crystals products. 
Chapter 7 
Operational plan 

Basic positioning strategy: 
According to Porter, a sound positioning policy is at the heartland of one enterprise’s strategy planning effort. In practice, successful positioning will help foster favourable perception of a company’s products and service amidst its customers, differentiate the company from the rest of traders and in the long run win potential customers over to one’s brand at the expense of the rivals or introduce substantial flow of potential customers into the current market. At the initial phrase of its futuristic operation in the US market, WitCore will be positioned primarily as a specialist in the provision of optical accessories for diverse YAG laser application after the variety-based positioning model spelled out by Porter. This is a basic positioning decision which waits for further gauging and complemented by a solid export marketing mix. 

Construction of the export marketing mix 

Among the two kinds of export candidate products of WitCore, this paper plans to detail the export trajectory of the company’s Nd: YAG material and the first entry of the export marketing mix relates to the product itself. 
1) Product (product modification, packaging, design of brand and necessary language adaptation) 
1-1) product planning 

In the four traditional alternatives of production planning (product diversification, product development, market expansion and product elimination), it is the third option (to find fresh market for existing product) which WitCore accounts for at the initial stage with the aim to circumvent the high costs and perils involved in the double tasks of launching new products and putting them into circulation within a brand new market. Of course, it is a rare occurrence that market-oriented exporters nowadays would opt for delivering their products across the border into the overseas market totally unaltered and in the trade of synthetic crystals, product modification is the rule of thumb due to the varied specifications presented by customers resulting from the highly diversified applications and integration processes of YAG materials into their individualistic laser system. Nd: YAG materials emerging from the growth environment in laboratory typically take the shape of ingots waiting for further polishing and coating in observation of the prescriptions of customers. Presently WitCore both holds stocking of Nd: YAG rob of standard industrial dimensions (Length: from 1.0 mm to 220.0 mm, Diameter: 0.5 mm to 15.0 mm) and is more than pleased to collaborate with its customers in the development, growth and fabrication of custom products to accommodate their specific needs. 
1-2) Packaging 
For anyone involved in the preparation of products for their extended travel to the destination market, packaging is a vital step warranting special attention to ensure the products reach their foreign consignees uncontaminated and intact. This turns out to be an even important rule when it comes to handling high value and physically fragile specialty products like synthetic crystals. For the consignment of Nd: YAG robs,  paper cardboard and formed plastic cushion are utilized at WitCore to offer additional protection. 
1-3) Brand 
All US-bound Nd: YAG materials will bear the brand name of WitCore just like their counterparts circulating in Chinese domestic market. So far WitCore has not inaugurated a particular imprint for its products in the overseas market. 
1-4) Language adaptation, 

Leaflet and brochures such as one year limited warranty, technical reference manual and installation instruction are designed and printed in English and Spanish for foreign users in US market. 
2) Pricing 
2-1) Basic pricing policy

Currently there are three models to facilitate exporters’ price setting in the foreign market: the demand-oriented pricing tries to extrapolate the price fluctuation in tomorrow’s market by projection of historical data into the future. Competitor-oriented pricing advocates the exporter to align itself against the price denominator set by industrial leader. Cost-plus pricing policy reaches the final price tag by using the formula method. From the three alternatives WitCore adopts as its guideline the cost-plus pricing policy. This method, although deemed somehow stiff and unimaginative, in execution may provide a functional platform for juvenile exporters to secure a sensible price tag by doing a simple arithmetic operation by addition of various export-related expenditures to the fabrication cost. 
2-2) Formulating the export price tag of Nd: YAG by a reversed application of the standard export pricing model supposing WitCore adopts the DDP out of the D category of the Incoterms:

Maximum DDP price per Nd: YAG rod fashioned in one of the standard industrial dimensions:  (Φ: 4.0 mm, length: 105 mm) $ 695
Minus: 

Customs duties/import tariff: (origin: PRC, Product category: optical accessory, 3 per cent of CIP value) $20.2 

Subtotal

CIP price (foreign currency) $674.46
CIP price (RMB, exchange rate taken at US$ 1.00 equals to￥6.60) ￥4451.4
minus 

Transport cost (international airfreight): $60.6
Insurance (10 per cent of CPT value is applicable for standard international shipment by air) 10% x (FOB + airfreight) $61.3
WitCore’s FOB price: $552.56
Minus: 

Transport cost (domestic logistics): $6.06
Enhanced packaging against possible spoilage: $1
Preparation of various export documents: $ 45.5
Ex-factory price: $500
3) Distribution 
3-1) Buyers/End users, 
Below is an enumeration of nine potential patrons in WitCore’s future operation in American market with the fist three as full-line laser manufactures and the rest niche players: 
1) Coherent, Inc

Address: 

5100 Patrick Henry Drive, 

Santa Clara, CA, 95054, USA, 

Contact information: 

Phone: 408-764-4000, 

Fax: 408-764-4800, 

2) US Laser Corporation

Address 

825 Windham Court, N-Wyckoff, NJ 07481, 

Contact information: 

Phone: (201) 848-9200, 

Fax: (201) 848-9006, 

3) Trump North America

Address: Farmington Industrial Park, 

Farmington, CT, 06032, USA, 

Contact information: 

Phone: +1 (860) 255-6000, 

4) YKKMA Technologies, 

Address; 931 East Water Street, 

Chillicothe, OH, 45601, 

5) NIDEK Inc, 

47651 Westinghouse Drive, 

Fremont, CA, 94539, 

Contact information: 

Phone: 1-510-226-5700, 

Fax: 1-510-226-5750, 

6) Fine Laser Cut. Inc, 

151 West 46th Street Suite 1402, New York, NY 10036, 

Contact information: 

Phone: 212. 302. 6073, 

Fax: 212. 302. 7075, 

7) Prima North America, 

Address: 711 East Main Street, 
Chicopee, MA, 01020, 

Contact information: 

Phone: +1 413 598 5200, 

Fax: +1 413 598 5201, 

8) MECCO Partners LLC, 

Address: 290 Executive Drive, 

Cranberry Township, PA, 16066, 

Contact information: 

Phone: 724-779-9555, 

Fax: 724-779-9556, 

9) Lee Laser Inc, 

Address: 7605 Presidents Drive, 

Orlando, Florida, 32809, USA, 

Contact information: 

Phone: (407) 812-4611, 

Fax: (407) 850-2422. 

3-2) Determination of the right transportation channel, 
In modern days, road, rail, inland waterways, marine shipping, and hybrid transports congregate into a pool of transportation modes from which virtually everyone engaging in export endeavours are expected to choose from. For WitCore, air transport becomes a legitimate option to deliver its products into foreign market due to the following two features associated with the company’s export endeavour: 

Firstly, WitCore is expected to convey high value product in small quantity per time,
Secondly, WitCore’s products are expected to cover long distance in their intercontinental travel to reach consignees in North America. 

3-3) Distribution related paperwork:
Export-related paperwork form an inescapable and vital part of every business’s export activity. For WitCore to forward products efficiently to their right recipient at the right place within the right frame of time, two sorts of documents merit special study: 

AWB, (Airway Bill) 
Incoterms, (International Commercial Terms) 
Incoterms is a set of universally consistent and internationally recognized regulations authored by International Chamber of Commerce to spell out the specific point within the transaction constituting the watershed which the expenditure and liability of the seller ceases and the responsibility of the buyer ensue. The determination of Incoterms is under the influences a host of considerations, but monetary aspect in the end will bear the most profound impact on exporters’ decision as all kinds of expenditure they incur during the transaction will augment the value of their products and inevitably has an imprint on the ultimate price tag. WitCore plans to adopt the DDU out of the D category to handle its export activities in the States. According to this model, it is exporter’s responsibility to make goods available at the place in the import country prescribed by buyers and assumes all the outlays and risks relating to the transportation process. It is the buyer’s liability to clear the goods for import punctually and proceed to pay all the additional costs chargeable upon importation and those associated with further domestic logistics. 
4) Means of Promotion
In the export marketing mix, the realm of promotion comprises all the efforts involved in the process of cultivating distinctive brand awareness in the destination market and molding of the attitudinal inclination and actual behaviour of potential foreign customers. Amidst the various considerations to fine-turn one’s promotion activities in the target market, the ultimate objective of the promotion endeavour, the nature of the audience and the modes of communication form the three most crucial determinants in the making of the exporter’s foreign promotion policy as the adjustments of each of them would inevitably exert direct or indirect influence on the other two. At the initial stage of WitCore’s operation in American market, the company’s promotions are majorly directed at two goals: the foremost is to notify and educate its potential customers of the existence and merits of WitCore’s offerings and the second is to effect a generally favourable perception of its products within the circle of its customers. To realize an end like this, the company plans to embark on a holistic scheme of promotion by simultaneous employments of three types of advertising channels, namely: the trade magazine, on-line trading platform/e-commerce and trade fair to optimize the ending effects. 
4-1) usage of traditional printed medium
Today, Laser Focus World, Strategy Unlimited and Industrial Laser Solution are three most frequently consulted and esteemed trade magazines to serve the photonic, optic and laser industry by their provision of world wide coverage of latest technical advancement, in-depth industry analysis, marketing intelligence and forecast of future product trends. To procure advertisement slots in them will markedly enhances WitCore’s exposure in the laser community and enables the enterprise to reach a highly valued audience including decision makers and potential customers 
4-2) e-commerce 

Internet underwent dramatic expansion in the past few years as a plethora of novel applications and features are engineered ceaselessly to delight its users and to enrich its functions. E-commerce, a once exotic option of conducting business even in the early 1990s, has quickly came into maturity as technical breakthroughs and other regulations to safeguard users’ security and to smooth the process of transaction came into being. Although not a panacea to suit every trade, online marketing in many cases proves to be a worthwhile supplement to the traditional marketing tools and this is especially valid for many small to medium firms who may consider the recruitments of independent sales representative or the installation of foreign sales office too costly for them to bear. Online advertisements assist those companies to maintain a 24-hour presence of promotion information at a rate significantly lower than other types of media could ever offer. For synthetic crystals exporter who is aspiring to take advantage of this means of promotion, www.optics.org, www.OptoIQ.com, www.Directindustry.com, www.Alibaba.com are four prominent online trading platforms meriting precedence in their investigation. . 
4-3) trade fair 

In North America, the annual calendar is sprinkled with events dedicated to optics, photonic and laser industry. Here the term of event is not necessarily limited to the trade fair, but also encompasses various symposia, seminars and conferences. Below is a comprehensive list of events which every conscientious practitioner is obliged to check out and the priority is logically granted to those within the confines of US. Three events without America are also attached for their apparent significance.  
Events within US: 

1) PHOTONICS WEST 2011 
Venue: Deauville Beach Resort Hotel 

6701 Collins Avenue, Miami Beach, FL, US, 33141

Miami, USA, 

Dates: 15 January 2011 – 18 January 2011. 

Contact information: (Tel) (+1) 817.333. 5183, 

2) SPIE Photonics West 2011 

Venue: Moscone Convention Centre 

747 Howard Street, 5th Floor, 

San Francisco, USA, 

Dates: 22-27 January 2011, 

Contact information: (Tel) 415. 974. 4000, 415. 974 4073, 

3) Lasers and Photonics Marketplace Seminar 2011 (staged in conjunction with SPIE Photonics West) 
Venue: Hilton San Francisco & Towers, 

333 O’Farrell Street, 94102-2116, 

San Francisco, USA 

Date: 24 January, 2011, 

Contact information: (Tel) (+1) 415/9235080, (+1) 415/9235036, 
4) CELO/IQEC (The Conference on Lasers and Electro-Optics) 

Venue: Baltimore Convention Centre

One West Pratt Street, 21201, 

Baltimore, USA

Date: 1-6 May, 2011, 

Contact information: (Tel) +1 (410) 649 7000

(Fax) +1 (410) 649 7008, 

5) OFC/NFOEC (Optic Fibre Conference) 

Venue: Los Angelas Convention Centre, 

1201 South Figuerora Street Los Angelas, CA 90015, 
Los Angelas, USA

Date: 6-10 March, 2011, 

Contact information: (Tel) 213.741. 1151, 

(Fax) (213) 765-4266

6) SPIE Optifab 2011

Venue: Rochester Riverside Convention Centre, 

123 East Main Street, 14604-1619, 

Rochester, USA

Date: 9-12 May, 2011, 

Contact information: (Tel) +1 (716) 232 7200, 

(Fax) +1 (716) 232 1510, 

7) SPIE Optics + Photonics 2011 

Venue: San Diego Convention Centre, 

111 West Harbor Drive, 92101, 

San Diego, USA

Date: 21-25 August, 2011, 

Contact information: (Tel) +1 (619) 525-5000, 

(Fax) +1 619/5255025
Events without US: 
1) Laser World of Photonics (Munich) 

Venue: New Munich Trade Fair Centre, Munich, 

Messegelände  

81823 Munich, 

Germany, 

Date: 23-26 May 2011, 

Contact information: (Tel) +49 89 94 91 14 68

(Fax) +49 89 94 91 14 68
2) Laser World of Photonics (Shanghai) 

Venue: Shanghai New International Convention Centre, Shanghai, 

2345 Longyang Road, Pudong New Area Shanghai 201204
Shanghai, P.R.C

Date: 15 -17 March, 2011, 

Contact information: (Tel) +86 21 28906666, 

(Fax) +86 21 28906777, 
3) International Lasers, Optoelectronics and Photonics Exhibition (ILOPE) 

Venue: China International Exhibtiion Centre, 
6 East Beisanhuan Road, Chaoyang District, Beijing, P.R.C, 

Date: 27-29 October, 2011, 

Contact information: (Tel) 86-10-84600329, 

(Fax) 86-10-84600755. 

5) Payment conditions, 
Before finally sealing up the terms of payment in the negotiation process for the contract, it is always advisable for the exporter concerned to have a glance at the current practice of those practioners holding a similar venture and to look into the generally accepted norm of payment within a certain sector of industry. To stick to the established model sometimes makes sense in that it provides an exporter a fully tried solution to keep him/her from deviating from the right course too far. Irrevocable Letter of Credit is a widely observed means of payment amidst Chinese exporters of synthetic crystals and WitCore plans to stick to it in its future operation. The currency adopted is US dollar to facilitate the payment process of its American customers. 
6) Legislations and regulations concerning the import, circulation and utilization of synthetic crystal materials in US, 
Currently the only legislation enacted to regulate the import/export of NLO and laser crystals in US concerns the re-export activity of these products. Re-exports of these synthetic crystals to certain destination countries or regions without governmental consent are outlawed due to the potential military utility of these products. 
Chapter 8 
The final Chapter
1) Export strategic advices and recommendations
Based on the market investigation and analysis elaborated in the previous chapters, below is a list of recommendations addressing the concrete export endeavours of WitCore targeting the American market in the future: 
1-1) WitCore is advised to screen and narrow down its business contacts at the initial stage of its exportation. The company should culture selectively a refined list of potential customers with the aim to establish a sustainable supply and procurement relationship. This suggestion is mainly based on two observations. Firstly, Report from Castech, the indisputable leading exporter of Chinese laser crystals and NLO crystal industry indicates the top five corporate patrons in its list of business contacts attributed 75 per cent of its total revenue. The marketing of technical specialty product like laser crystal components has its own methodology and mass marketing is not the idiom of this trade. Secondly, an operation with moderate size could help the company hedge efficiently the hazards of overreaching itself due to its limited fabrication capacity. 
1-2) For any enterprise attempting to penetrate into a foreign market in which it has no foreknowledge and operational experience, sensible market segmentation is always deemed essential. For WitCore, its perspective fields of operation could be ascertained by an analysis of the panorama of the solid laser industry. Among all the solid state laser units circulated in the market in the year of 2005, 60 per cent were designated for industrial applications and the remaining 40 per cent were further apportioned by military usage and scientific research activities undertaken by laboratories and universities. Of all the solid state lasers employed in various industries, 60 per cent were implemented for drilling and cutting purposes. Solid state laser powered drilling and cutting apparatus manufactures stands for a lucrative potential market for WitCore to investigate.  Another niche market worth of mentions is OEM laser market as this segment has maintained a staggering 45 per cent annual growth rate since 1984. Unlike solid state laser manufactures, OEM laser fabricators turn out laser modules waiting for further integration into lasers. 
1-3) Market segmentation based on geographic location typically does not hold water for marketing of specialty product like synthetic crystals due to the geographic dispersal of the individual laser manufactures. However, agents/surrogates could be installed and economically utilized in states with a strong presence in laser industry such as California, Connecticut and New York State. Nevertheless, WitCore is strongly recommended to adhere to the need-based positioning policy at the beginning of its operation. 
1-4) In terms of pricing policy, the price tailored for American market should be at such a level that it could generate sufficient revenue to cover the extra international marketing efforts, to sustain profitable foreign operation and finally, to ward off competition from local providers with better quality-price ratio. 
2) Recap and final conclusion, 

The year of 2011 witnessed the launch of WitCore’s foray into North American market proper by its first ever participation of the celebrated SPIE Photonics in San Francisco, California. Meanwhile, the convalescing solid state laser market in North America sustained an annual growth rate of 6 per cent from the last quarter of 2009 onwards. As a fabricator and trader of laser crystals and NLO crystals, WitCore in essence belongs to the category of providers of optical components in service of laser system manufactures with its fortune determined by the performance of solid state laser industry directly and the general economic milieu ultimately. It is WitCore’s general goal to consolidate its presence at international theatre by penetrating into North American market and the crucial task of WitCore in face of an objective like this is how to deliver promising products through the justified channel to the selected customers at the right place. This report probes into many vital aspects of this concern’s planed exportation with the aim to furnish credibility to the policy makers’ final decision on how to initiate this venture. The final conclusion reached in this report regarding the outlook of WitCore’s exportation endeavours is in general optimistic: a combination of the company’s established professional image, its acknowledged technical excellence, the potential of the solid state lasers industry per se and the execution of a meticulously planned export plan make it highly possible for WitCore to curve out sufficient room in the American synthetic crystal market in the years to come. WitCore is advised to first differentiate itself from its foreign rivals through efficient positioning policy backed by a workable operational plan. The fate of a new entrant in a foreign market to a large extent is determined by how well it caters to the demands of its selected customers and niche market is a buzzword in today’s business world. Based on the reflection of Chinese enterprises’ past experience and the industry leader’s present practice, WitCore is advised to pay special attention to culture sustained contracts with a few carefully selected buyers. In terms of market segmentation, policy makers at WitCore are strongly advised to concentrate on the need-based model at the initial stage of its expansion by focusing on the demands of two hand-picked sectors within the whole YAG laser industry. This kind of practice is expected to bring along with itself some patent advantages, among which the precaution not to overreach the company’s fabrication capacity and to accumulate experiences for its further market penetration are two benefits particularly worthy of note. The marketing predictions, final conclusion and other specific guidelines recorded here are largely based on theoretical analysis and secondary research. They are intended to be handled and implemented strictly as advices only and the validity of them are still open to rectification and adaptations under the real circumstance of the forthcoming venture. 
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