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Introduction

The smart phone market is among the most dynamic markets in consumer technology
globally, with the pace of innovation accelerating, platform governance regime being
transformed and with digital regulation becoming more interventionist. The ongoing
improvement in the display technologies, chip performance and device form factors has
further aggravated the competition and transformed the consumer expectation across
the globe (Kim et al., 2023). Meanwhile, regulatory interventions, especially the privacy
regulation, data stewardship and platform control, are transforming the way key
smartphone ecosystems are functioning. Apple already introduced a new system of app
tracking called App Tracking Transparency (ATT), which has already changed the nature
of advertising in the app economy (Cheyre et al, 2023), but the competition and the
conditions of access to the market are still under discussion in more general terms (Hug,
2025).

With this dynamic, strategic marketing in the smart phone industry should be done
through strict environmental scanning to both predict not only the technological
opportunities, but also the regulatory threats. Innovation capabilities and ecosystem
control, which is being pioneered by such companies as Apple, Samsung and Nokia, are
the means of maintaining competitive advantage, which is also consistent with the
dynamic capability’ s theory (Teece, 2007). On the other hand, follower companies such
as Xiaomi, OPPO and OnePlus tend to use the diffusion effects along with the
responsiveness of the market to deliver in the fast-growing segments (Xiaomi, 2025). In
this report, we will thus examine the technological and legal macro-actors that are
creating the industry and the ways in which the pioneers and followers strategically react
to the external change.
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Figure 1.1: Global Smartphone Market Share Trends (Pioneers vs Followers) ( China
Daily,2025)

Task 1: Critical Analysis of the Macro Marketing Environment

1. Overview of the macro marketing environment (PESTEL)

The macro marketing environment can e described as the high-level external influences
that direct the strategic decisions and the performance in the market. These forces have
pbeen divided into Political, Economic, Social, Technological, Environmental and Legal
forces by the PESTEL framework (Porter, 1998). Every six factors are relevant in the
smartphone market: however, technological and legal/regulatory forces have the greatest
effect on the industry because it relies on the guick technological change and the
adherence to international standards of digital governance. The rate of technological
innovation is dictated by technological forces: Al-powered processors, 5G connectivity
and new types of foldable displays directly affect product differentiation, consumer
expectations and competitive positioning of firms (Koden, 2022). According to market
estimates, foldables will keep growing by 2030 in terms of numbers, which will indicate
the continuation of an iNnnovative cycle and the need to develop advanced hardware
(Mordor Intelligence, 2025).

Regulatory forces and legal, equally, are important since smartphone companies have to
meet data privacy regulations, antitrust regulations, platform regulations and cross-border
trade restrictions (Gorwa, 2019). The growing criticism of the application store and privacy
settings, such as the case of Apple App Tracking Transparency (ATT), demonstrates



how legal barriers can remake the revenue models and advertisement systems (Aridor
and Che, 2024). These two actors are the main elements in the competitive strategy in
the smartphone industry due to the high speed of technological change and the
iNncreased regulatory control.

2 Selection of two external actors: Technological and Legal

The reason in choosing technological factors lies in the fact that they are the primary
causes of product evolution and long-run competitive advantage in the smartphones
industry. The differentiation and premium pricing directly depend on innovations in
custom silicon, camera systems, Al computing, flexible displays and 5G infrastructure
(Deloitte, 2025). New segments, especially the foldables smartphones, are growing at
two-digit rates, which strengthens the idea of technology as the driving force behind
demand trends and competition (Mordor Inteligence, 2025). This is in line with diffusion
theory by Rogers (2003), early adopters and pioneers influence direction of the market.

The choice of legal and regulatory aspects is driven by the fact that smartphone
companies are In one of the most strictly regulated digital ecosystems. Platform
revenues, supply chains and market access are also significantly influenced by data
orivacy, a competition policy, and app stores regulation as well as global trade restrictions
(Hug, 2025). Recent enforcement of the Digital Markets Act (DMA) by the EU
Underscores the role of regulation in enforcing an important transformation in operations
and pricing of major corporations like Apple (EU Commission, 2025). Also, geopolitics are
becoming more encompassed by digital governance, and as a result, firms are limited, or
restricted, in where they can acquire parts or market devices (Hug, 2025). Technological
and legal forces thus both influence the strategic marketing choice, product line and
future global growth direction of innovators and imitators.

3 Critical analysis of each actor
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Figure 1.2: Estimated R&D Investment — Pioneers vs Followers (OECD.2022)

A. Technological Factors

The smartphone world is constantly being redefined by the rapid technological
developments. An increase in the use of 5G, on-device Al and custom slicon enables
companies to provide increased performance, better imaging and safe ecosystems
(Deloitte, 2025). Early adopters like Apple and Samsung are significant investors in vertical
integration, proprietary  processors, high-tech  camera modules and  Al-based
technologies, and can use it to differentiate at the high-end (Apple, 2025). The second
trend is the growth of foldable smartphones which has been ensured by the
development of flexible OLED and deformable display technology, which can be

commercialized on a large scale (Koden, 2022). It is predicted to continue to expand
globally in the foldables through 2030 (Mordor Intelligence, 2025).

Impact on Pioneers: Apple, Samsung and Nokia
Opportunities:

Pioneers enjoy the intra-industry standards. Apple has included hardware-software
ecosystems which improve switching costs and service revenues as a good example of
dynamic capabilities (Teece, 2007). Samsung is no different in that it uses the global value
chain to establish a leadership in the innovation of the foldable smartphone (Bungaran,
2024). These companies can seize high-end markets, in which customers are attached
to innovation cycles and brand equity. Nokia is no longer a heavyweight in the market, but
its old brand and niche design can keep the company relevant (The Guardian, 2024).



Threats:;

Nonetheless, the pioneers have also had to grapple with increased costs of R&D and
reduced product life cycles, which puts them on the pressure to produce yearly
breakthroughs. The guick technological transformation may undermine the established
benefits in case companies do not keep pace with it, which Nokia used to face. In
addition, innovation is easily replicated by competitors because of globalised supply
chains, making the competitive advantage shorter (Madani et al., 2014).

Strategic implications:

Pioneers must invest in research, ecosystem services and differentiated user
experiences on an ongoing basis. Therr marketing platforms focus on innovation
leadership, privacy, reliability and ecosystem lock-in. To be competitive in the long term, it
IS necessary to sustain the first-mover advantage in new technologies, including
Al-powered imaging or foldables.

Impact on Followers: Xiaomi, OPPO and OnePlus
Opportunities:

Fast-follower strategies benetit followers, and proven innovations are adopted at a price
lower and with a value-oriented consumer in focus. The 2025 performance of Xiaom
indicates that the company has increased its market share in the mid-range and
oremium-lite segments because of its competitive prices and supply chains that are
efficient (Xiaomi, 2025). With the help of the domestic industrial policies, OPPO has
increased its dominance in the high-end segments of China (China Daily, 2025). OnePlus
s differentiated by community-based design, fast charging and performance
optimization.

Threats:

Followers often struggle to compete with pioneers on proprietary silicon, ecosystem
services and long-term security support. Dependence on third-party chip suppliers
exposes them to supply chain risk and export controls (Navid Asadizanjani et al., 2021).
Margins remain thinner, and maintaining glooal brand recognition is challenging.

Strategic implications:

Followers should leverage aggressive pricing, localisation, online  distribution  ano
value-for-money propositions. Strategic partnerships—whether with component makers
or content platforms—nhelp mitigate technological gaps and sustain competitiveness.

B.Legal and Regulatory Factors



Global regulatory oversight is increasing due to concerns around privacy, competition,
security, and digital sovereignty. Frameworks such as the DMA, GDPR-style privacy rules,
and data stewardship principles emphasise user rights, transparency and platform
accountability (Gorwa, 2019). Apple” s ATT privacy changes reshaped digital advertising
markets, causing measurable declines in third-party tracking and revenue models (Cheyre
et al., 2023). At the same time, geopolitical digital regulation influences supply chains anc
market access, particularly in US— China technology dynamics (Hug, 2025).

Impact on Pioneers
Opportunities:

Large firms can use compliance as a competitive advantage, marketing privacy and
security as premium features. Their scale allows investment in legal teams and platform
redesigns, enabling them to shape regulatory debates (Apple, 2025).

Threats:

Pioneers face the strictest scrutiny. The EU recently found Apple in breach of the DMA,
requiring major app store changes and exposing the firm to potential fines (EU
Commission, 2025). Trade controls can also restrict their access to key markets ano
suppliers.

Strategic implications:

They must redesign platform policies, diversity supply chains and adapt pricing models
(e.g., reducing App Store commissions). Compliance becomes a core marketing and
trust-puilding tool.

Impact on Followers
Opportunities:

Regulation can level the playing field by limiting the power of dominant pioneers. Local

support policies in China have strengthened domestic vendors lke OPPO and Xiaomi
(China Daily, 2025).

Threats:

Followers  suffer disproportionately  from compliance costs and  exposure  to
component-related sanctions (Navid Asadizanjani et al., 2021).

Strategic implications:

Followers must build regulatory inteligence, secure supply chain redundancy and
leverage domestic market strengths to compete globally.



Task 2: Strategic Responses of Pioneering and Follower
Organisations

The fast-moving technological change and increasing legal-regulatory intervention are
influencing the smartphone industry, compelling the firms to implement strategies that
match the resources and competitive standing. The traditional leaders like Apple,
Samsung and Nokia usually create the trends of technology whereas the copycats like
Xiaomi, OPPO and Oneplus tend to compete by being agile, cost-effective as well as fast
to follow suit. The presence of differences in their strategic reactions to technological and
legal forces is in line with the logics of competitive positioning as proposed by Porter
(1998) and the growth pathways as proposed by Ansoff.

Regulatory Pressure Comparison (2019-2024)
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Figurel.3: Regulatory Pressure&legal Actions (2019- 2024) (The Guardian, 2024)

1. Pioneering Organisations Strategic Responses

1.1 Pioneers: Nokia, Samsung and Apple.

The pioneering firms react to technological disruption by investing massively in innovation,
vertical integration and ecosystem development. Apple has been leading the way with
custom silicon, on-device inteligence and close hardware-software integration which
strengthens user lock-in and long-term benefit. This is in accordance with the dynamic
capabilites model by Teece (2007): sensing emerging technologies, capitalising on
opportunities with an investment and reorganising resources to ensure a leadership
oosItion.



Samsung uses a comparable technology-based strategy but has the advantage of its
vertically integrated international value chain. Display control, manufacture of memaory and
chip enables Samsung to dominate the foldable phone market, with the development of
flexible display technology (Kim et al., 2023). It can create products of depth, which helps
it establish a standard in the industry and maintain a differentiation strategy.

Nokia still depends on brand heritage and design authenticity even though it no longer
leads In the world in terms of sales. Its positioning is based on differentiation based on
identity by attracting consumer confidence instead of state-of-the-art hardware.

Strategic deliverables pioneers:

Differentiation based on special technological prowess.
Good ecosystem lock-in (Apple, Samsung).

Power in innovation cycles and direction in industry.

Intensive R&D cost and susceptioility to disruptive change.

1.2 Competitors: Xiaomi, OPPO and Oneplus.

Fast-follower strategies allow the follow-firm to spread innovations at cheap costs in &
orief period. Xiaomi has depended on effective supply chains, affordable pricing, and
short development cycles which enable it to capture a market share without the intensive
research and development that innovators must make. Additions like high refresh displays
or quick charging are designed in very early and much cheaper,

OPPO:; OPPO integrates domestic policy support in China, including the targeted
innovation, particularly imaging and foldables, which helps it to scale and narrow the gap
with the premium leaders. This is a type of moving upmarket strategy where certain
investments in technologies that are pronounced in consumer value are made.

Oneplus emphasises on the community design, value and performance optimization, and
targets the technology conscious consumers. The practise fits into the Rogers (2003)
diffusion curve wherein technologies are diffused stinkingly when they hit accessible
COSsts.

Strategy results to followers:

Reduced-risk technological application and low-cost leadership.
Good competitiveness in the mid and price-sensitive markets.
Minimum brand-based differentiation at the high end.

Continued reliance on outside suppliers of components, which posed a supply-chain risk.



2. Follower Organisations Strategic Responses

International laws (including EU Digital Markets Act (DMA), privacy policies and trade
restrictions) influence the operations of companies in terms of platform management,
data flow, access to and supply chains.

2.1 Innovators: Apple, Samsung and Nokia.

INnnovators take the initiative to redesign their approaches to deal with the regulatory
requirements without jeopardising the competitive advantage.

Apple incorporates compliance in its brand name. App Tracking Transparency (ATT)
redefined the nature of digital advertising because it limited the ability to track data (Aridor
and Che, 2024), which strengthens the privacy stance of Apple at the cost of provoking
a regulatory response. Under the DMA, Apple must change the rules of the app store,
default configurations and feeing (European Commission, 2025). The strategic reaction of
Apple, to change the rules of the platform and emphasise on the security and the choice
of the user, is a demonstration of how Innovators employ regulation to reinforce
differentiation.

Samsung is Not as vulnerable to the policy of the app store but must overcome the trade
restrictions, the cybersecurity conditions, and environmental regulations. lts production
network that is geographically diversified allows it to relocate sourcing and manufacturing
to reduce geopoalitical exposure.

Nokia uses compliance-driven approach that is anchored on trust, transparency and
responsible governance. This is in line with OECD (2022) principles of responsible digital
stewardship and its differentiation by reliability.

Strategic deliverables of pioneers:

The value propositions (privacy, safety) include regulatory compliance.
Platform governance changes to retain large markets.

More investment in the capacity to legal, policy and risk-management.

Possibility of fines, unbundling and loss of control over the digital ecosystems.

2.2 Follower Xiaomi, OPPO and OnePlus.

The folowers have another regulatory environment. Xiaomi and OPPO can use the
domestic industrial policy to promote local production and innovation (China Daily, 2025).
Nevertheless, geopolitical issues, export prohibitions and security would limit access to
high-technology parts and overseas markets, amplitying the reliance on supply chains.



OnePlus, which has operatons in Europe, India and US, must fulfil diverse datg,
cybersecurity and certification needs. The cost of compliance is proportional to the
smaller the scale of operations, and regulatory changes impacting pioneers, including the
appPs ecosystem changes required by the DMA, can open opportunties.

t also serves the followers by providing unlimited opportunities when the pioneers are
threatened by stricter regulations. As an illustration, platform power is reduced under the
DMA, making other ecosystems and device manufacturers to innovate barriers and allow
other firms like OPPO or Xiaomi to differentiate based on openness and price (Meyers,

2024),

Strategic deliverables to the followers:

Dependent on domestic policy assistance but more dangerous overseas.

Must diversify the supply chains to secure access to components.

Capability to utlise compliance, affordability or openness as distinguishing variables.

Greater relative regulatory burden because smaller.

Conclusion

This report has discussed the role of technological and legal macro-environmental forces
N the competitive dynamics of the global smart phone industry and how the forces have
impacted on the strategic behaviour of both pioneer and follower organisations. The
technological advancements, including flexiollity of OLED screens, custom silicon and
Al-supported device features, keep pace of products and increase competition (Koden,
2022). Leaders lke Apple and Samsung react by continuing to invest in the R&D, vertical
integration and ecosystem control, adding strength to the differentiation strategies
described by Porter (1998). Competitors such as Xiaomi, OPPO and Oneplus, in their turn,
are dependent on speedy imitation, fierce pricing and economies of scale to seize new
niches in line with the diffusion theory and fast-follower rationales suggested by Rogers

(2003).

Strategic choices are further influenced by legal and regulatory demands particularly
those relating to platform govemance, privacy limitations and competition policy.
Regulation lke the Digital Markets Act and the ATT framework implemented by Apple can
show that regulation can reorganise app markets and add compliance costs to large
companies (Gorwa, 2019). Whether through focusing on privacy and security, pioneers
aim to make compliance a marketing asset, and relative compliance costs and exposure
to supply-chain restrictions are greater among followers (Navid Asadizanjani et al., 2021).
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