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Background

Business environment

In September 2000, Allaire management announced that performance results for the third quarter would not be good. Management provided their beliefs as to the cause of the problems. They indicated that problems involved Allaire’s transition to becoming a multi-product company. They indicated that a major investment had been made in selling the newer products (Spectra and JRun) and that the sales cycle seemed to be longer than they had projected. In other words, sales that they had projected to close in the third quarter had not closed. They also noted that sales of their flagship product, ColdFusion, had slowed down. Allaire’s share price took a severe beating and slew of class action lawsuits ensued.

As these events occurred, a number of people in our user group became concerned about Allaire’s product line up and strategy. Many people in the group have built businesses around Allaire technology and wanted to find out how other people using Allaire products felt about Allaire, the products, related technologies and Allaire’s strategy.

I decided that the best way to find out how Allaire’s customers felt about these issues was to put together a survey and analyze the results. I discussed this with the Southern California ColdFusion User Group’s  (SCCFUG) board of directors. As we recognized that this would be interpreted by some as very controversial, great care was taken to choose questions and wordings that could not be interpreted as leading or presenting a particular viewpoint. The original survey went through about four of five rounds of reviews from the board before it was accepted.

Invitations to take the survey were posted to CF-TALK, SPECTRA-TALK, JRUN-TALK, CF-COMMUNITY and the CFUG Managers list serves. The letter to CFUG managers invited them to ask their members to take the survey.

It should be noted that this resulted in a heavy slant towards respondents who use ColdFusion. We didn’t see this as a big problem for a few reasons. First, CF developers undoubtedly make up Allaire’s biggest customer base for server-based products. Second and most importantly, SCCFUG is a CF user group and we were primarily concerned with how CF users felt. The bigger issue is to what extent is this audience important to Allaire.

Here are my thoughts on the relevance of the respondents. Developers who get involved in list-servs and user groups are typically more interested in and dedicated to the products supported by those groups. They are more likely to have informed opinions than other developers who are using a product simply because “that’s what we use where I work”. These people are more likely to be early adopters and leaders in their workgroups or developer communities. In this respect, they probably have more influence over the community of developers than others. These may not, however, be the people who are Allaire’s biggest customers. The respondents are also likely to be rather different from Allaire stockholders. However, the respondents probably understand Allaire’s products, history and direction better than anyone else.

The Survey

The survey ran from September 29 to October 7, 2000. It contained the following questions:

1. I plan to use ColdFusion within the next 12 months
(scale of 1 to 5 where 1=Definitely not; 5=Definitely)

2. I plan to use Spectra within the next 12 months
(scale of 1 to 5 where 1=Definitely not; 5=Definitely)

3. I plan to use JRun within the next 12 months
(scale of 1 to 5 where 1=Definitely not; 5=Definitely)

4. I plan to use COM within the next 12 months
(scale of 1 to 5 where 1=Definitely not; 5=Definitely)

5. I plan to use EJB within the next 12 months
(scale of 1 to 5 where 1=Definitely not; 5=Definitely)

6. I am clear on Allaire's vision and plans for Java
(scale of 1 to 7 where 1=Completely disagree; 7=Completely agree)

7. I believe Allaire should focus on Java-based tools
(scale of 1 to 7 where 1=Completely disagree; 7=Completely agree)

8. How important should each product's role be in Allaire's strategy?
(chose one rank for each product):

	
	ColdFusion
	Spectra
	JRun

	Extremely important
	(
	(
	(

	Somewhat important
	(
	(
	(

	Equally important
	(
	(
	(

	Not very important
	(
	(
	(

	Not important at all
	(
	(
	(


9. I am confident in Allaire's ability to improve its performance in the next 12 months
(scale of 1 to 7 where 1=Completely disagree; 7=Completely agree)

10. Technologies I currently use (can check more than one):

( ColdFusion

( Spectra

( JRun

( Other   ___________________

11. I am a (select one):

( Corporate developer

( Government developer

( Independent developer

( Employee of a development firm/agency

( Other

12. Is your company an Allaire partner (Y/N)?

13. I started using Allaire products ___ years and ___ months ago

Survey Results

Executive Summary

Respondents—largely experienced ColdFusion developers—believe Allaire can improve its performance in the next year, but the degree of confidence is hardly overwhelming. There is moderate support for an Allaire focus on Java-based tools, though many respondents were unclear on Allaire’s vision and plans along these lines.

While there is very solid support for ColdFusion and JRun as tools that should figure into Allaire’s strategy, there is only weak support for Spectra. In fact, almost a third of the respondents indicated that Spectra should not even be an equal participant in Allaire’s product strategy.

Both COM and EJB appear to play an underwhelming role in developers’ plans for the near future.

Details

Survey Results

1. I plan to use ColdFusion within the next 12 months.


	Answer
	Count
	%

	Definitely not
	29
	4.2

	Possibly not
	11
	1.6

	Neutral
	13
	1.9

	Possibly
	37
	5.4

	Definitely
	596
	86.9


2. I plan to use Spectra within the next 12 months.
 

	Answer
	Count
	%

	Definitely not
	223
	32.5

	Possibly not
	212
	30.9

	Neutral
	157
	22.9

	Possibly
	26
	3.8

	Definitely
	68
	9.9


3. I plan to use JRun within the next 12 months.


	Answer
	Count
	%

	Definitely not
	123
	17.9

	Possibly not
	167
	24.3

	Neutral
	219
	31.9

	Possibly
	76
	11.1

	Definitely
	101
	14.7


4. I use or plan to use COM in the next 12 months.
 

	Answer
	Count
	%

	Definitely not
	135
	19.7

	Possibly not
	170
	24.8

	Neutral
	217
	31.6

	Possibly
	81
	11.8

	Definitely
	83
	12.1


5. I use or plan to use EJB in the next 12 months.
 

	Answer
	Count
	%

	Definitely not
	160
	23.3

	Possibly not
	208
	30.3

	Neutral
	188
	27.4

	Possibly
	62
	9.0

	Definitely
	68
	9.9


6. I am clear on Allaire's vision and plans for Java.
 

	Answer
	Count
	%

	Completely disagree
	87
	12.7

	Strongly disagree
	117
	17.1

	Somewhat disagree
	126
	18.4

	Neutral
	161
	23.5

	Somewhat agree
	114
	16.6

	Strongly agree
	55
	8.0

	Completely agree
	26
	3.8


7. I believe Allaire should focus on Java-based tools.


	Answer
	Count
	%

	Completely disagree
	46
	6.7

	Strongly disagree
	57
	8.3

	Somewhat disagree
	66
	9.6

	Neutral
	222
	32.4

	Somewhat agree
	127
	18.5

	Strongly agree
	95
	13.8

	Completely agree
	73
	10.6


8. How important should each product's role be in Allaire's strategy?
(chose one rank for each product):

	ColdFusion
	Count
	%

	Extremely important
	615
	89.7

	Somewhat important
	40
	5.8

	Equally important
	16
	2.3

	Not very important
	8
	1.2

	Not important at all
	7
	1.0


	Spectra
	Count
	%

	Extremely important
	112
	16.3

	Somewhat important
	200
	29.2

	Equally important
	169
	24.6

	Not very important
	143
	20.8

	Not important at all
	62
	9.0


	JRun
	Count
	%

	Extremely important
	240
	35.0

	Somewhat important
	217
	31.6

	Equally important
	147
	21.4

	Not very important
	59
	8.6

	Not important at all
	23
	3.4


9. I am confident in Allaire's ability to improve its performance in the next 12 months.
1=Completely disagree     7=Completely agree 

	Answer
	Count
	%

	Completely disagree
	7
	1.0

	Strongly disagree
	32
	4.7

	Somewhat disagree
	50
	7.3

	Neutral
	142
	20.7

	Somewhat agree
	187
	27.3

	Strongly agree
	142
	20.7

	Completely agree
	126
	18.4


10. Technologies I currently use: 

	Answer
	Count
	%

	ColdFusion
	660
	96.2

	JRun
	116
	16.9

	Spectra
	92
	13.4

	Other
	128
	18.7


11. I am a: 

	Answer
	Count
	%

	corporate developer
	253
	36.9

	government developer
	68
	9.9

	independent developer/consultant
	170
	24.8

	employee for a development firm or agency
	141
	20.6

	Other
	54
	7.9


12. Is your company an Allaire partner?

	Answer
	Count
	%

	Yes
	176
	25.7

	No
	510
	74.3


13. I started using Allaire products __ years and __ months ago. 

ANSWER: Average Years:  2.72 

Discussion

Who Participated in the Survey?

On average, the 686 respondents have been working with Allaire products for a little over two years and eight months. More respondents were independent developers or their employees—45%—than any other type of occupation. The majority of the respondents (74%) were not Allaire partners.

The vast majority of respondents, 96.2%, currently use ColdFusion and about 92% see themselves using it in the next year. Almost 17% use JRun and a little over 13% use Spectra. Note that as Spectra is based on CF, all Spectra developers are also CF developers. There’s also some overlap between CF and JRun and JRun and Spectra. Most respondents using JRun, also use CF (90 out of 116) however only 28 of the 116 JRun users also use Spectra.

128 respondents indicated that they used ‘other’ technology in addition to one of the Allaire products. 

· 41 indicated Active Server Pages

· 18 indicated Java or JSP

· 13 indicated Perl

· 11 indicated PHP

· 11 indicated Visual Basic

· 12 indicated COM

· 3 indicated WebLogic

· 3 indicated WebSphere

It’s worth mentioning that slightly more respondents indicated that they used ‘other’ technologies than either JRun or Spectra.

Confidence in Allaire’s Ability to Improve Its Performance

66% of the respondents indicated at least some degree of confidence in Allaire’s ability to improve its short-term (12 month) performance, so this was seen as somewhat positive. However only 39% agreed either strongly or completely with the statement.

Interestingly, Allaire partner respondents (APR) were somewhat less confident in Allaire than non-partner respondents (NPR). 67% of the NPRs expressed some degree of confidence in Allaire’s ability to improve performance in the near future where 63% of partners expressed this kind of confidence.

Importance of Various Technologies

Several striking conclusions can be seen in the data with respect to respondents’ feelings about the various technologies.

1. There is still strong support for ColdFusion, but not for the newer products. Support for Spectra is weakest.

About 90 percent of the respondents felt that CF is extremely important to Allaire’s product mix. While over 95% of respondents are currently using CF, only 87% said they definitely plan on using it in the next 12 months. As this is Allaire’s core product, this must be noted as it indicates a potential for shrinkage—rather than growth—in their core product.

However, in the case of JRun, two thirds of respondents felt JRun was at least somewhat important. Over a third of respondents indicated that JRun is extremely important to Allaire’s product mix. It’s also worth noting that JRun was the only product in which more people see themselves using it in the future than are currently using it now.

Only a little more than 13% of the respondents use Spectra. Almost 30% of the respondents indicated that Spectra should play a less important roll in Allaire’s strategy than ColdFusion or JRun. Only 12% of the respondents felt this way about JRun. Less than 3% of respondents felt that way about ColdFusion. Of the 92 respondents who use Spectra, only 68 (less than 75%) indicated that there was any likelihood that they would continue using it within the next 12 months.

This is not a good sign for any Allaire growth strategy in which Spectra plays a significant role.

2. Respondents are not clear on Allaire’s Java strategy.

Almost 50% of respondents indicated that they were unclear—to some degree—on Allaire’s Java vision.

3. There is a general recognition of Java’s importance, but it is not overwhelming.

Over 40% of respondents indicated that Allaire should focus on Java. However, over half the responds indicated that have no plans to use EJB and less than half indicated plans to use JRun in the next 12 months.

4. There is no strong commitment among respondents to COM and even less to EJB.

Only a bit less than 25% of the respondents indicated any kind of plans to use COM in the next 12 months. There was even less interest (18%) for enterprise Java beans.

Qualitative responses

The survey gave respondents the opportunity to make a comment. 177 left comments. The comments were largely negative. The general themes in the comments were:

1. Allaire should focus on ColdFusion, not the other products.

2. ColdFusion (and JRun and Spectra) are not stable. Allaire should focus on making CF more stable.

3. ColdFusion’s ease of use is a major factor in its popularity.

4. Java is probably going to be important, but its role in Allaire products isn’t clear.

5. ColdFusion is priced too high. [This type of comment was not widespread but occurred several times.]

Here are some of the comments that are somewhat representative:

“Allaire needs to focus on what they were doing best - ColdFusion and forget about the rest of the products that are distracting them from keeping ColdFusion product free of bugs.”

“Starting with the 4.5 series, product quality, documentation, and corporate focus have all seemed to falter. The documentation has always had serious quality and usability problems, RegEx support is flaky, SMTP, HTTP, the Scheduler, and product security are all major let downs. If version 5.x doesn't rectify many of these problems our entire will be migrating platforms. We currently hold over 20 Enterprise server licenses and many more for Studio.”

“I think that Allaire should make an effort in order to solve some critical bugs more quickly.”

“It's ok to expand the company into other areas and technologies but I've seen it happen so many times before when a company appears to abandon their flagship product and lose the support of the developers. People lose faith in these companies and look for other companies/products that are more supportive of the development community.”

“While I can understand Allaire's apparent feeling that they needed a complete ‘out of the box’ content-management solution to compete with BVSN and ARTG and VIGN, my experience has been with mainly lower budget institutions who can't afford and don't need so many bells and whistles.  Furthermore, I feel this is where the really [sic] demand is, and I hope they re-focus their efforts & money on their core constituency, which is CF developers and their business.”

“I love Cold Fusion and think that it serves a huge community of people who might not have gotten involved with server-side programming if the ease of use of Cold Fusion weren't available.”

“Spectra, in it's [sic] current structure, is not something Allaire should be focused on. The market place has not embraced it. It's priced to try to please both high end IT shops and low end CF developers and makes no one happy as a result. Get back to focusing on CF and do more to embrace Java.”

“So much hype and jargon is used to describe Spectra that it is difficult for intermediate user's (me anyway) to figure out why I would ever want or need it.”

“Please put the focus back on Cold Fusion -  I staked my professional life on it when I chose it over ASP. Please do not make me regret that decsion [sic].”

“Jrun documentation of examples needs [sic] to be more than just: ‘Here is how to run the example’. A little bit more on what the example does and why code is implemented in a particular manner is also important.  Otherwise, Jrun is great!  good work!”

“Been thinking about this a lot lately. I think Allaire should just DUMP Spectra! I haven't seen JRUN & do not know much about Java, but I am VERY interested in learning more about both!”

“I think Allaire needs to focus on ColdFusion, CF Server, CF STudio and stability of these products, as well as more competative [sic] pricing, especially as it relates to CF Server.”

“We've pretty much dropped ColdFusion for most of our database work...the superiority of PHP for UNIX-based systems has become pretty clear to us as an organization, and our clients love it for its speed and low-cost in comparison to CF. “

Conclusions

1. Allaire and its supporters can take heart that the majority of the respondents expressed some confidence that Allaire can improve its performance. 

2. Allaire needs to shore up support for and usage of ColdFusion.

3. Allaire should not look for much growth of Spectra among CF developers. It has not been adopted by many CF developers and does not have a great deal of support among them.

4. Allaire needs to clearly define the role of Java in its future plans and products. Its hardcore developers see Java technology as somewhat important and relevant to them but do not have a clear understanding of the role Java will play in Allaire’s products.
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