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Abstract. This experiment investigates consumers’ responses to postponement 
of the pre-announced introduction of a new product, and to the manufacturer’s 
stated reasons for the delay(s), drawing upon the concept of trust violation and 
on attribution theory. A 2 (frequencies) × 3 (reasons) between-subject factorial 
design tested the hypotheses. Two-way ANOVA analyzed the results, with pur-
chase intention as the dependent variable. The study finds that the influence of 
the frequency of delays is contingent upon the reasons given. When firms an-
nounce that all or some of the causes have an internal organizational origin, 
while others relate to external influences, the frequency of delays has a negative 
impact on purchase intentions. If the reasons relate entirely to external factors, 
there is no significant negative impact. 

Keywords: Product-introduction delays, Announced reasons, Trust violation, 
Attribution, Intention to purchase.  

1 Research Background 

When product life cycles are short, product competition is intense and the pace of 
technological innovation is rapid, it is essential to get a new product to market quick-
ly, for the company that does so can typically demand a premium price, gain market 
share and earn higher margins (Nevens, Summe, & Uttal, 1990; Kumar & Motwani, 
1995). Thus, it is important for marketing strategists to pay close attention to the pace 
of new product development and the timescale of commercialisation. Many compa-
nies have found the practice of ‘pre-announcing’ new products and services before 
they are available to be an effective marketing strategy (Lilly & Walters, 1997), the 
aim being to encourage current and potential customers to postpone any intention to 
purchase a competing product (Kohli, 1999). This tactic may have the secondary ef-
fects of: stimulating sales in complementary product lines; deterring competitors from 
entering the market segment; engendering positive attitudes to the firm and its busi-
ness style among consumers, retailers and opinion leaders; and gaining access to effi-
cient distribution systems (Robinson & Fornell, 1985; Lilly & Walters, 1997; Schatzel 
& Calantone, 2006). 
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In practice, however, pre-announced new product launches are often delayed, es-
pecially in technology-intensive markets. For example, Bayus, Jain, and Rao (2001) 
found that as many as 47% of 123 software products that were announced before 
introduction during 1985-1995 eventually reached consumers more than three months 
later. More recent examples of major delays in introduction include Apple’s iMac 
desktop computer, Sony’s PlayStation 3, and Microsoft’s Windows Vista (Hendricks 
& Singhal, 2008). These are by no means unsophisticated or reckless marketers. 

The phenomenon of introductions to the market being delayed beyond pre-
announced deadlines has attracted the attention of management and policy researchers 
and commentators. A related stream of research has examined the reasons for such 
delays (e.g. Chryssochoidis & Wong, 1998; Rosas-Vega & Vokurka, 2000; Wu, Bala-
subramanian, & Mahajan, 2004) and the negative consequences of failing to fulfil 
promised introduction dates (e.g. Hendricks & Singhal, 1997; Hendricks & Singhal, 
2008). Although previous studies have documented the negative effects on overall 
corporate performance, they scarcely address the central managerial question of how 
consumers respond to delayed new product introductions. Thus, marketing strategists 
are in the uncomfortable position of not knowing what to do to reduce the presumed 
negative consequences of the delay. 

From the consumer’s point of view, a company that does not release a new product 
on a pre-announced date has contradicted expectations, broken a promise and be-
trayed trust. The consequence is likely to be such negative behavior as abandoning the 
purchase, switching suppliers, incorporating additional controls, and expressing dissa-
tisfaction (Rao & Lee, 2007). According to these same authors, the extent of the po-
tential impact of trust violation, in the form of “disengagement behavior” of various 
kinds, depends on consumers' perceptions of its egregiousness. It also depends on the 
extent to which they attribute it to the firm's actions (Weiner, 2000). 

2 Methodology 

This experiment investigates consumers’ responses to postponement of the pre-
announced introduction of a new cellular/mobile telephone, and to the manufacturer’s 
stated reasons for the delay(s), drawing upon the concept of trust violation and on 
attribution theory.  A 2 × 3 between-subject experiment was employed. The frequen-
cy of delayed introductions was set as high versus low, and the reasons for delays 
categorized as internal, external, or a coexistent combination of the two. The depen-
dent variable was intention to purchase.  

The experimental scenario featured a hypothetical cellular/mobile telephone mod-
el, chosen as the focus because it is a mass-market product that has long been in wide-
spread use in Taiwan, where the experiment took place, and belongs to a product class 
in which delays in the introduction of new products are common.  

Participants were undergraduates enrolled in various management classes at one 
large university. All participants in the study were told to imagine that they had al-
ready made a decision to purchase a hypothetical phone model, but had encountered 
delays in its introduction to the market over a period of six months. Each was  
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presented with one of six scenarios containing a unique combination of the possible 
levels of the two manipulated independent variables. They were now to decide wheth-
er or not they would still buy the phone, or at least consider waiting for it. The even-
tual outcome was 583 usable data sets. 

3 Results 

Analysis of the mean scores calculated from the questionnaire returns suggested that 
the scenarios depicting the manipulations of the two independent variables were per-
ceived as intended.  

The effects of the frequency of introduction delays, and the announced reasons for 
them, were analyzed by ANOVA. Strong and significant main effects are indicated 
for both frequency (F (1, 577) = 10.46, p < .01) and reasons (F (2, 577) = 3.96, p < 
.05), though they are qualified by a significant interaction effect (F (2, 577) = 5.55,  
p < .01). 

The results show that the higher the frequency of introduction delays, the lower 
participants’ intention to purchase: the average scores on the 7-point self-rating scale 
were M = 3.29 for participants reacting to low frequency conditions versus M = 2.91 
for those in the high frequency groups.  

Purchase intentions were also significantly reduced when internal and external rea-
sons coexisted in the experimental scenario (M = 2.91). When external reasons were 
presented alone, the average level of intention (M = 3.28) was only slightly more 
positive than when internal factors were the sole reason offered (M = 3.14). Compari-
son of these means showed that participants’ intention to purchase was significantly 
higher in the external-reason circumstances than in the coexistent-reason condition (F 
(1, 391) = 7.15, p < .01). In contrast, there was no significant difference in purchase 
intention between participants reacting to the internal-reason scenario and those who 
were given an external reason (F (1, 380) = 1.06, p = .30), and likewise none between 
the internal-only group and those whose scenario evoked coexistent internal and  
external reasons (F (1, 389) = 2.50, p = .11). 

Beyond these omnibus F test results, more significant conclusions are to be drawn 
from examination of the pattern of differences in purchase intentions across the high 
and low frequencies of delay for each category of announced reason. First, when de-
layed new product introductions were attributed to internal factors, high frequency 
generated lower levels of purchase intention than low frequency (M = 2.92 versus 
3.34, F (1, 188) = 4.13, p < .05). Similarly, when both internal and external factors 
were invoked, average purchase intention among the participants reacting to a high 
frequency of delays was significantly lower than that in the low-frequency group (M = 
2.49 versus 3.30, F (1, 199) = 15.41, p < .001). However, when the hypothetical man-
ufacturer attributed all introduction delays to external factors, the frequency made no 
difference to the participants’ purchase intentions (M = 3.34 versus 3.23,  
F (1, 190) = .41, p = .52). 

An even more meaningful picture emerges from examination of the way in which 
participants’ purchase intentions varied as a function of the reasons they were given 
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for delayed introductions. In the case of low-frequency delays, there were no signifi-
cant differences between the mean purchase-intention scores of participants assigned 
to internal-reason scenario versus those assigned to coexistent scenario, between those 
under internal-reason scenario and those under external-reason scenario or between 
external-reason scenario versus coexistent scenario. The respective descriptive statis-
tics were: F (1, 201) = .04, p = .85, F (1, 197) = .33, p = .57, and F (1, 200) = .16, p = 
.69. These results show, in simple terms, that when a scenario set the frequency of 
delays in the introduction of a new product at two in the six-month period, no matter 
what factors were said to have caused those delays, purchase intentions were not sig-
nificantly different across groups.  

In comparison, in the high-frequency situation, participants given both internal and 
external reasons for the delays expressed purchase intentions significantly lower than 
those expressed by their counterparts who were told that the cause was only internal 
(F (1, 186) = 6.29, p < .05) or only external (F (1, 189) = 17.20, p < .001). Likewise, 
when the scenario set the frequency of delays at four in six months, participants who 
were given an internal reason for introduction delays expressed less inclination to 
purchase the delayed product than those told that the causes were external (F (1, 181) 
= 4.90, p < .05). 

4 Discussion 

The study reported here investigated the effects on purchase intentions of the frequen-
cy of product introduction postponements and the reasons given by manufacturers, 
aiming to offer important insights into the process for marketing strategists and plan-
ners. In so doing it raises the important issue of the ethics of delaying the availability 
of a pre-announced new product or service.  

Such delays are relatively common, whether attributable to internal or external fac-
tors, especially in the high-technology sector. This study focused on prospective buy-
ers of a specific mobile/cellular phone, who were confronted by announcements of its 
delayed availability, and the effect those had on their intention to purchase. 

It was found that frequency of delays in the introduction of a new product had a 
significantly negative influence on a consumer’s purchase intentions. A possible in-
terpretation is that the delays are in effect violations of the trust of expectant consum-
ers, who are unable to buy the product they want at the time they were told they 
would be able to, despite their investment of time and opportunity in a psychological 
contract. In the case of the mobile phone, more frequent delays can be expected to 
engender more severe perceptions of violated trust, which it is logical to assume 
would result in “disengagement behaviors” (Rao & Lee, 2007).  

With respect to the moderating role of stated reasons for delayed introductions, the 
research results show that, when the manufacturer attributes all delays to internal 
factors only, or to a combination of internal and external, consumers’ intention to 
purchase is negatively influenced by the frequency of the delays. By contrast, if the 
reason is claimed to be external factor in each case, the impact of frequency on  
consumers’ purchase intention will be weakened. 
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This finding is consistent with attribution theory, which suggests that consumers 
will be less likely to exhibit negative behavior in response to delays believed to due to 
external factors beyond the manufacturer’s control and for which it therefore has no 
responsibility. If the cause of frequent delays is internal, however, the manufacturer 
has to accept responsibility, consumers will be more demanding, and negative res-
ponses will be more apparent (Folkes, Koletsky, & Graham, 1987). When delays in 
the introduction of a new product are attributed to both internal and external factors, 
consumers may doubt the manufacturer's ability to assess and control the contributing 
variables, and ask themselves if it may not in fact have made a pre-announcement 
simply to gain a pre-emptive competitive advantage. If they are right, the firm will 
have risked damage to its reputation and prejudiced consumer loyalty, but it may have 
done so in the belief that those long-term rewards were worth sacrificing in the pur-
suit of a short-term competitive edge. More frequent delays generate even stronger 
incredulity among consumers, and reduce the level of intention to purchase. 

The study also found that, when the frequency of delays was low, and the violation 
of trust was therefore at a relatively low level, the role of attribution was also less; in 
other words, reasons for the delays had no significant influence on purchase intention. 
When frequency was high, however, attribution came into play and influenced con-
sumers' behavioral responses. If the delays were said to be the result of external fac-
tors, they would be more patient than if the cause was seen to be either internal factors 
or a combination of internal and external factors. In the latter case, the level of  
intention to purchase was lowest of all. 

4.1 Managerial Implications 

A secondary aim of the research study was to improve practitioners’ and researchers’ 
understanding of the effects that delays in the introduction of new products to the 
market can have on consumers’ behavioral responses, particularly in the form of  
intention to purchase. 

Prospective purchasers’ tolerance and patience in the face of such delays appear to 
wear thin the more often they recur within a given time period. Accordingly, if a 
manufacturer is uncertain that a new product can be released to the market on sche-
dule, it will be wise to conserve some lead time, thereby avoiding unduly frequent 
delays and not squandering consumers' willingness to wait. 

Acceptable reasons for delayed introductions can ease the negative impact on pur-
chasing intentions. When the frequency is high, a manufacturer that explicitly 
attributes the delays to external factors, such as regulatory obstacles or some other 
uncontrollable forces, should find that consumers’ readiness to wait for the arrival of 
the product is not significantly different from that when the frequency is low. If, on 
the other hand, a delay is overtly attributed to such internal factors as product quality 
problems, or to some combination of internal and external causes, consumers are 
likely to become impatient. From the strategic and ethical points of view, manufactur-
ers would be well advised to assess carefully whether or not some internal factors 
may have the potential to interfere with the introduction schedule, or if there are ex-
ternal constraints capable of forcing delays, before making any pre-announcement of 
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future availability. They need to be especially cautious when the factors in question 
are likely to be difficult to manage, and the delay timetable therefore somewhat un-
predictable. Otherwise, repeat delays will cause disengagement behavior on the con-
sumer’s part. 

To sum up, pre-announcement of a new product should not be treated as a competi-
tive tactic in isolation from questions of broader strategy and business ethics, and the 
negative impact of subsequent delays neglected. The consequence can be expected to 
be varying degrees of damage to corporate reputation, consumer attitudes, customer 
loyalty, and the market value of the firm. 

4.2 Limitations and Suggestions for Future Research 

The acknowledged limitations of the present scenario-based experiment suggest vari-
ous opportunities for future research in the area.  

First, the experimental sample was undergraduate students. Though a key target 
market for the product category on which the study was focused, they cannot be con-
sidered representative of all mobile/cellular phone users, and the generalisability of 
the findings is thus limited. Likewise, Taiwan is not wholly typical of Asian consumer 
markets in general, and certainly very distinct from those in the UK or USA. There-
fore, future studies could usefully extend the geographic and demographic scope of 
the sample. 

Second, the duration of each delay was not specified in the experimental scenario, 
and six months was chosen as a time horizon for recurring delays simply to provide 
commonality across all experimental conditions. In fact, duration will play an impor-
tant role in determining consumers’ intention to purchase. Their tolerance to it may be 
subject to such factors as product life cycle, marketplace competition, and substitute 
products, as well as to their own personality traits, such as innovativeness or variety 
seeking. These issues should also be further explored by future studies. 

Third, when handling the experimental condition of coexistent internal and exter-
nal reasons for delays, their level of occurrence was set equal, for simplification and 
the avoidance of variation, and internal reasons were always announced before exter-
nal. The possible effects of the sequence and weighting of the two categories are  
worthy of methodological attention in future research. 

Fourth and last, the experimental scenario instructed the participants to adopt a pre-
ference for the hypothetical ‘A1’ mobile phone. No real brand was named, to avoid 
potentially confounding influences. Thus, the experiment investigated only the nega-
tive influence of various kinds of delay on their intention to purchase a generic  
product, without measuring any decline in trust or increasing intensity of negative 
emotions. No scenario can be expected replicate the cognitive and affective complexi-
ty of the same situation in the real world, but future studies could at least incorporate 
named brands, and other influences on emotional responses, levels of trust and  
behavioral responses in the face of postponed gratification.  
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