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Introduction 

In a competitive business environment, companies face a critical strategic decision: 

should they enter a market as pioneers or followers? Pioneers are typically the first 

movers who introduce new products, services, or business models to the market, while 

followers enter after the market has been validated by the pioneers, often improving on 

the existing offerings. Each strategy comes with its unique set of benefits and risks, 

influencing a company's market position, customer perception, and long-term 

sustainability. In a competitive business environment, companies face a critical strategic 

decision: should they enter a market as pioneers or followers? Pioneers are typically the 

first movers who introduce new products, services, or business models to the market, 

while followers enter after the market has been validated by the pioneers, often improving 

on the existing offerings. Each strategy comes with its unique set of benefits and risks, 

influencing a company's market position, customer perception, and long-term 

sustainability (Moreno, Terwiesch & Ulrich, 2019) . Pioneers often benefit from first-mover 

advantages such as brand recognition, market dominance, and the ability to define 

industry standards. However, they also face the high risks associated with market 

uncertainty and technological failure. On the other hand, followers can benefit from 

reduced risks by capitalizing on the groundwork laid by pioneers and refining existing 

products or services to better meet consumer needs. This essay critically analyzes the 

advantages and disadvantages of both pioneering and following strategies in business, 

about Zopa, Skyscanner, and The Body Shop as pioneering companies, and Next (Online 

Fashion), Currys (Online Electronics), and Co-operative Bank (Ethical Banking) as 

follower companies (Doz, Santos & Williamson, 2023) . The discussion will also 

incorporate the role of the Product Life Cycle (PLC) model, particularly during the growth 

and maturity stages, to illustrate how both types of companies adapt their strategies to 

maintain competitive advantages. Through this analysis, the essay will explore the 

importance of timing, innovation, and market entry strategy in shaping a company’s long-

term success. 
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The Advantages of Being a Pioneer Company 

The primary position in market leadership belongs to pioneering companies which launch 

brand-new products or services before competitors. Pioneers endure risks along with 

newly developed products yet they gain important strategic advantages that grant them 

enduring market control. This segment analyzes the various advantages of pioneer 

companies through Innovation Diffusion Theory and Institutional Theory while using Zopa, 

Skyscanner, and The Body Shop as real-life examples. 

1. Accelerating Innovation Adoption and Consumer Influence 

As market pioneers, they possess an exceptional ability to shape when customers adopt 

new products along with their choice of adoption timing. Innovation Diffusion Theory 

shows that new technology starts with innovators and later brings in early adopters and 

the early majority is followed by the late majority before reaching the laggards (Afuah, 

2018). Early adopters and innovators become vital partners for pioneers because they 

promote new products and establish them as normal forces in the market. Zopa managed 

to attract the early adopter segment who were unhappy with traditional banking through 

its role as the initial peer-to-peer lending platform in Britain (Ogden, Gupta & Raj, 2023). 

The Zopa lending platform completed over £6 billion in loans throughout 2021 as a result 

of its ability to form initial market needs. The development process enables pioneers to 

establish product expectations at the same time they guide consumer behaviour so their 

brand becomes deeply entrenched in the market mind before competitors can join. 

2. Shaping Industry Norms and Institutional Legitimacy 

The Institutional Theory explains how original firms frequently create industry standards 

because they go first. The initial entrants into a market create standard operating 

procedures and legitimate frameworks which later companies need to follow. The Body 

Shop introduced ethical standards within its beauty product line as a pioneer organisation 

which various brands later needed to adopt to gain broad market approval (Fry & Slocum, 

2020) . Ethical sourcing has become the chosen preference of more than 60% of global 

consumers showing The Body Shop's initial actions established industry-wide ethical 

standards. Companies starting first in a given field receive institutional backing which 

enables them to define both the standards and operational strategies for their entire 

market segment. 
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3. Brand Loyalty and Emotional Capital 

Companies bringing new value propositions to markets frequently develop enduring 

customer relationships which generate lasting brand devotion. According to Brand 

Attachment Theory consumers who encounter pioneering brands during their initial 

launch stage form emotional connections intensely when attracted to innovation so this 

bond becomes unsustainable for later market challengers (Singh, Klarner & Hess, 2020). 

The online travel comparison company Skyscanner established devoted user 

relationships after targeting those who wanted simple travel information with complete 

transparency. Google Flights tried to penetrate the market but Skyscanner maintained its 

user loyalty through 100 million active customers during 2023. Organisations which 

develop emotional capital achieve a sustainable advantage that exceeds the general 

operational benefit. 

4. Resource Control and Strategic Partnerships 

Pioneers frequently obtain limited strategic resources and valuable partner connections 

before their competitors and build lasting obstacles to entry. Companies gain enduring 

entry barriers through several strategic resources that include supplier agreements with 

exclusive access and distribution channels access and favourable relationships with 

regulatory bodies. The company Zopa developed its position in peer-to-peer lending by 

securing partnerships with financial regulators that established its reputation as a 

dependable lending player. Through its strategic relationships, Zopa obtained a strong 

position in the market which prevented new competitors from entering its space. The initial 

strategic partnerships in regulated business sectors maintain superior value to 

independent technical strengths. 

5. Learning Curve and Operational Efficiencies 

Companies implementing the Learning Curve Theory acquire major operational benefits 

from their market experience that precedes competitor involvement. The process of fixing 

initial market weaknesses helps pioneers discover ways that optimise their operations 

and service quality and minimise costs. The market leader position of Skyscanner as seen 

by customer satisfaction surveys has strengthened through its user experience 

improvements as surveyed above 85% (Jibril & Gao, 2019). Pioneer companies maintain 
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better operational efficiency alongside superior customer-driven innovations because 

they begin their operations first. 

6. Long-Term Market Positioning through Dynamic Capabilities 

Leaders who acquire Dynamic Capabilities as defined by Teece, Pisano & Shuen in 1997 

successfully defend their market advantage through time when markets change. The 

Body Shop illustrates this capability through constant adjustments to its product selection 

which incorporates new sustainable market trends involving refillable products and zero-

waste solutions. Dynamic positioning of its business model according to shifting 

consumer demands has allowed The Body Shop to establish ongoing strategic 

advantages in its competitive market space. 

The Advantages of Being a Follower Company 

The initial innovator in a market usually gets the fame for pioneering new approaches yet 

follower companies gain a better strategic position when they enter at a later time to 

exploit established market frameworks. Deep knowledge obtained from the application of 

Game Theory and Contingency Theory combined with Red Queen Theory allows follower 

organisations to guarantee continuous expansion through risk mitigation and a better 

understanding of pioneer failures and market adaptation techniques. 

1. Strategic Advantage through Market Observation (Game Theory) 

Game Theory identifies competitive markets as systems where businesses make choices 

that depend on one another because pioneers create patterns which followers have to 

respond to. The first strategic moves of pioneers become visible to followers who use this 

information to create superior responses regarding pricing strategies, product features 

and marketing tactics. Next (Online Fashion) studied the market strategy of ASOS upon 

its market entry to learn about the customer demographic and price details of ASOS. Next 

adopted competitive price models and developed simple online solutions which enabled 

them to attract dissatisfied customers of earlier digital platforms using analytical market 

insights. Next achieved online sales of £2.5 billion in 2022 showing how planned 

observation produces successful market dominance. Followers obtain superior 

information about pioneers' achievements and pitfalls to create wiser and safer market 

entry opportunities. 
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2. Flexible Strategies Based on Environmental Factors (Contingency Theory) 

Followers can implement multiple strategic approaches since they refrain from permanent 

strategic commitments like pioneers do. Organisations implement strategy adjustments 

as per the Contingency Theory to respond to environmental factors which include 

customer demands technology implementations and regulatory modifications. Followers 

enjoy the freedom to change their operational methods since they are not confined to 

existing pioneering strategies (Quinn & Hilmer, 2022) . The ethical banking services 

offered by Co-operative Bank (Ethical Banking) entered the market after Triodos Bank 

yet the organisation made strategic modifications to accommodate broader market 

interests. Triodos Bank limited itself to investment ventures but Co-operative Bank 

extended its service offerings to mainstream banking services with ethical principles to 

reach a wider client base. Co-operative Bank used its market-timely strategy to merge 

sustainable banking practises with product variety thus delivering practical and ethical 

solutions to consumers while demonstrating the value of conditional strategies for follower 

success. 

3. Technological Maturity and Cost Efficiency 

Users bypass expensive R&D expenses through their utilisation of tested mature 

technologies which pioneers already introduced. Operating from this position enables 

them to use their funds to enhance both customer service quality and operational 

performance. Currys (Online Electronics) obtained its e-commerce capabilities through 

the existing electronic market developed by companies such as Amazon and Argos (Nash 

& Ehrenfeld, 2021) . Currys focused on platform optimization and delivery logistics system 

development while skipping investment in new platform creation. Currys increased its 

electronic sector online market share by 12% due to proven technology adoption that 

allowed fast and efficient market entry. The strategy minimises investment risks 

simultaneously enabling quick business expansion. 

4. Continuous Improvement through Competitive Dynamics (Red Queen Theory) 

Business competition requires organisations to align with the Red Queen Theory by 

continuously developing new strategies for market survival. Such market conditions drive 

better outcomes from followers who concentrate on regular advancements and service 

upgrades. Next (Online Fashion) and Currys (Online Electronics) enhance their online 
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services through continuous development using data collection and artificial intelligence-

powered personalization features which make their platforms better than those of their 

initial competitors. The continuous development of follower companies enables both 

follower companies and users to outpace pioneer companies when customer 

expectations change. The Red Queen competition drives followers to race ahead in fast 

innovation efforts so they can excel within an unstable market environment. 

5. Enhanced Customer-Centric Strategies 

Pioneer-customer interactions enable followers to obtain vital information that allows them 

to provide solutions for customer requirements better than the early leaders. Followers 

strategically customise their products by identifying unmet needs such as customer 

support and wide selection and convenient service which pioneer businesses might not 

pay attention to (Kotler, 2022). The bank Co-operative Bank delivered transparency and 

personalised ethical products since earlier competitors had insufficient time to develop 

these elements. The commitment to customer needs enabled Co-operative Bank to 

create trust relationships which serve as essential elements for success in the competitive 

banking market. 

PLC Strategies in the Growth and Maturity Stages 

The Product Life Cycle (PLC) model gives companies a structured method to track 

product evolution throughout its growth and maturity phases because these stages 

determine market survival and profitability. All companies including pioneers and 

followers need to implement adaptive business plans to remain sustainable and generate 

profits within these stages. The combination of Ansoff’s Matrix, Strategic Drift Theory and 

Resource Orchestration Theory creates an additional understanding of organizational 

success in these business phases (Thomas, Autio & Gann, 2023). Companies operating 

at the growth stage concentrate their efforts on boosting market presence while executing 

quick customer acceptance schemes. This market objective can be accomplished 

through direct penetration of current markets or by creating new products according to 

Ansoff’s concept. Zopa became one of the pioneering companies that transformed the 

financial sector by launching peer-to-peer lending operations then grew through additional 

credit cards and savings products which provided a wider variety of options for customers. 
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The functionality of portfolio expansion within growth resulted in Zopa establishing £6 

billion worth of loan facilitation by 2021. Currys (Online Electronics) entered the existing 

online retail market through market penetration as a follower company. Currys succeeded 

in gaining substantial market share by delivering competitive prices alongside flexible 

delivery options same-day delivery and click-and-collect features which responded to 

customer needs for both convenience and affordability in the market. 

The maturity stage of market development requires companies to innovate their approach 

to stay competitive in this phase of decreased market expansion. Companies risk losing 

market alignment when they fail to change according to industry evolution because of the 

Strategic Drift Theory (Robinson & Min, 2019). By launching refill stations coupled with 

sustainable packaging The Body Shop accomplished strategic renewal which reinforced 

its operations to match the rising customer interest in eco-friendly products. The Body 

Shop achieved a 12% rise in its refillable product sales during 2023, through its innovative 

environmental approach which demonstrated how relevant strategies originating from 

environmental awareness can succeed. Next (Online Fashion) fortified its position within 

the maturity phase by implementing AI-recommended systems for customized customer 

engagements which helped it compete with fast-fashion competitors ASOS and Boohoo. 

Customer-oriented innovation allowed Next to push through competitive market 

conditions as it maintained customer loyalty. 

According to Resource Orchestration Theory strategic resource handling serves to 

maintain competitive advantage across the growth and maturity business cycles. 

Skyscanner redirected its technological capabilities to establish new operations in hotel 

booking and car rental services as well as mobile platform development during a time of 

industry maturity (Patel & Conklin, 2020). Skyscanner achieves both service expansion 

and maintains more than 100 million monthly users indicating that strong resource 

management enables enduring business success. Co-operative Bank as an ethical 

banking follower combined its sustainable business model with user-centred digital 

platforms to deliver environmentally-friendly financial services which attracted customers. 

The combination of ethical branding with technological features enabled Co-operative 

Bank to generate success in an ethical banking market where competition was high. 

Organisations operating at the growth and maturity stages need to implement adaptable 
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and innovative plans to stay competitive. Followers at market penetration stages focus 

on customer-driven innovations to enhance market penetration whereas pioneers 

concentrate on diversification followed by renewal activities. Through the implementation 

of Ansoff’s Matrix together with Strategic Drift Theory and Resource Orchestration Theory 

businesses can coordinate their business functions to market changes which results in 

perpetual competitive advantage in diverse and competitive markets. 
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Conclusion 

The selection between market pioneering or following determines vital aspects of 

business strategy operational growth and eventual success for organisations. The market 

leaders Zopa and Skyscanner together with The Body Shop established themselves 

through first-mover advantages to lead their industries while obtaining customer devotion 

and establishing business benchmarks (Thomas, Autio & Gann, 2023). Companies face 

significant barriers when they choose pioneering investments which demand high 

expenses as well as market turbulence alongside an enduring requirement to create 

innovative solutions. Follower companies Next (Online Fashion), Currys (Online 

Electronics) and Co-operative Bank (Ethical Banking) entered established markets 

because this position allowed them to decrease risks and enhance existing models while 

benefiting from market demand. Followers need to put in additional efforts to create 

distinctive market positions when operating in intensely competitive markets. Businesses 

profit from knowing the Product Life Cycle (PLC) framework because it teaches them how 

to move through early and advanced phases. Pioneers and followers need to adjust their 

business strategies by focusing on innovation together with customer experience 

improvements and market adaptation approaches to maintain their success (Fry & 

Slocum, 2020). Two different types of companies can sustain their competitive edge and 

create sustainable profitability through market changes by following these approaches. 
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