[image: ]

Student Name: Md Mashukur Rahman Fahim
Student ID: 2422953

Programme: Master of Business Administration 
Module Name: Marketing Management
Module Code: LCMB7024


Lecturer: Dr Laila Maazouz



Essay



Word Count: 2551 words



Table of Contents
1. Introduction......................................................................................................3
2. Advantages of Being a Pioneer Company.........................................................4
3. Advantages of Being a Follower Company......................................................6
4. Product Life Cycle Strategies: Growth and Beyond for Pioneer and Follower Companies Across Different Stages.......................................................................8
5. Conclusion...........................................................................................................12
6. References...........................................................................................................13

Introduction
The dynamic strategic marketing field forces businesses to select between introducing new concepts as pioneers while others choose to follow market leaders after pioneers to gain from their insights. Organisations must make this crucial decision when determining market position and competitive edge and future profitability (Kotler, et al., 2020). Being the first to introduce new goods and services gives firms advantages that include established brand identity and technical dominance alongside loyal consumer relations. The risky venture into market uncertainties and high costs of research and development and potential product failures represent key challenges for such firms (Harre, Simeone and Nielsen, 2021). The learning experience gained from pioneers enables follower companies to minimise risks while benefitting from existing market demand, but they frequently encounter challenges in competing against established market players (Yatna and Yulianah, 2024).
Tesla introduced disruptive changes to EV vehicle technology by leading as an industry pioneer that invested in battery research to establish itself as the leading manufacturer with more than 18% market share (Statista, 2023a). BYD delivered more EV sales than Tesla did in Q4 2023 because it focused production on affordability alongside local market demands (Bloomberg, 2024b). Such strategic business decisions represent the different choices that pioneers and followers face.
This paper examines and evaluates the benefits and downsides of pioneering and following strategies while studying practical instances of product life cycle management that helps businesses protect their market share. This article analyses different industries to demonstrate effective strategic marketing decision-making methods for companies. 


Advantages of Being a Pioneer Company
Pioneer companies launch novel products or services with new technologies preceding their industry rivals. The strategic choice enables organisations to acquire multiple competitive advantages through market dominance along with brand distinction and technological superiority and loyal customer population. The pioneering strategy presents organisations with substantial risks that consist of high development expenses alongside unclear market conditions (Lalaounis, 2020). 
A pioneer benefits greatly from creating a powerful brand identity before market entry of competitors. Early market entrants have the power to determine consumer beliefs about new products while setting common quality requirements and building dedicated fanbases (CMI, 2019). For example, Apple pioneered the modern smartphone industry with the launch of the iPhone in 2007, combining touchscreen technology with an intuitive user interface. By 2023, Apple held a 28% global smartphone market share, the highest of any manufacturer, demonstrating the long-term advantage of its pioneering position (Statista, 2024a).
Pioneer companies often invest heavily in R&D, leading to technological breakthroughs that create entry barriers for followers. These firms can secure patents, making it challenging for competitors to replicate their innovations. A notable example is Dyson, which revolutionised the vacuum cleaner industry with its bagless cyclone technology. The company’s continuous innovation allowed it to dominate the premium vacuum market, with Dyson generating £7.1 billion in revenue in 2022 (Financial Times, 2023).
The initial companies that enter a market develop strong consumer relationships that result in loyal customers who resist changing to competitors. Customers who dedicate resources to a product ecosystem become reluctant to explore alternative solutions from competitors. Tesla serves as an exemplary case of pioneering which positions it as the top electric vehicle (EV) manufacturer in the market today. Tesla established major obstacles to customer movement by releasing premium electric vehicles with distinct batteries combined with its broad Supercharger infrastructure network. The Model Y from Tesla reached global best-seller status in 2023 when it surpassed 1.23 million sold units worldwide (Bloomberg, 2024b).
Pioneers benefit from economies of scale, reducing production costs over time while maintaining premium pricing due to brand strength. McDonald's, as a pioneer in the fast-food industry, expanded globally by standardising operations and leveraging economies of scale. By 2023, McDonald's operated over 40,000 locations worldwide and maintained a brand value of £191 billion, reinforcing its market dominance (Interbrand, 2024).
First movers often influence industry regulations, supplier relationships, and consumer expectations. Microsoft, for instance, dominated the personal computing industry by launching Windows, establishing it as the standard operating system for PCs. By 2023, Windows retained a 72% share of the global desktop OS market (Statista, 2024b).
While pioneering offers substantial advantages, it requires significant investment and risk-taking. Companies like Apple, Dyson, Tesla, McDonald's, and Microsoft demonstrate how first movers can leverage brand recognition, technological leadership, and customer loyalty to maintain long-term competitive advantages. 


Advantages of Being a Follower Company
Follower companies, also known as late entrants, enter the market after pioneers, leveraging the knowledge gained from the first movers’ successes and failures. While they may lack the first-mover advantage, followers benefit from lower research and development (R&D) costs, reduced market uncertainty, and opportunities to improve upon the pioneer’s offering. Strategic positioning, cost efficiency, and adaptability enable many follower companies to outperform pioneers in the long run (Kotler, et al., 2020).
One of the primary advantages of being a follower is the ability to avoid the high R&D costs and market uncertainties that pioneers face. Followers can analyse consumer reactions, identify weaknesses in the pioneer’s product, and introduce improved versions at a lower cost. For example, Samsung entered the smartphone market after Apple’s launch of the iPhone in 2007. The analysis of Apple's model allowed Samsung to introduce numerous Android smartphones that served markets with diverse preferences. As a result, Samsung surpassed Apple in global smartphone shipments, capturing 19.4% of the market in Q4 2023 (Statista, 2024a).
Followers can refine existing products by addressing the shortcomings of pioneer offerings. This allows them to provide better quality, enhanced features, or more affordable alternatives. For instance, ASOS entered the online fashion retail industry after pioneers like Boohoo. By improving user experience, offering a wider product range, and optimising logistics, ASOS grew into one of the UK’s leading online fashion retailers, with revenue reaching £3.5 billion in 2023 (Financial Times, 2023).
Late entrants often focus on cost leadership, offering similar products at lower prices. This strategy enables them to attract budget-conscious consumers and expand market reach. A notable example is Ryanair, which entered the airline industry after legacy carriers like British Airways. By adopting an ultra-low-cost model, Ryanair became Europe’s largest airline by passenger numbers, carrying over 168 million passengers in 2023 (Bloomberg, 2024a).
Followers can use pioneer mistakes as learning opportunities to develop effective business strategies without paying the associated high costs. The streaming service Netflix launched its operations after Blockbuster and other early competitors in the market. While Blockbuster failed to transition from physical rentals to digital streaming, Netflix capitalised on this gap, refining its business model and dominating the industry with 247 million global subscribers as of Q4 2023 (Statista, 2024b).
Unlike pioneers, followers have greater strategic flexibility, enabling them to pivot based on market changes and technological advancements. NIO, a Chinese electric vehicle (EV) manufacturer, entered the market after Tesla but differentiated itself by offering battery-swapping technology, which addressed consumer concerns over charging times. This innovation helped NIO capture a strong position in China’s premium EV market, selling over 160,000 vehicles in 2023 (Reuters, 2024).
Follower companies leverage reduced risks, cost efficiency, and strategic adaptability to compete effectively against pioneers. Companies like Samsung, ASOS, Ryanair, Netflix, and NIO illustrate how followers can surpass first movers by improving products, reducing costs, and responding swiftly to market trends (Lalaounis, 2020). While pioneers set industry standards, followers often refine and redefine them, achieving long-term success.


Product Life Cycle Strategies: Growth and Beyond for Pioneer and Follower Companies Across Different Stages
To achieve continuous growth along with competitive dominance pioneer and follower companiesrequire strategic execution of product life cycle management systems. Companies operating during the pre-launch through decline stages concentrate on innovation followed by branding alongside market penetration and continuous improvement. The success of long-term business requires strategic planning during every phase of product life cycle development (Prayogi and Sari, 2023).
Before launching a product, pioneers invest significantly in research and development (R&D), market feasibility studies, and consumer insights to develop a unique value proposition. This extensive preparation helps to minimize uncertainties and refine product features. A pioneering organisation creates its initial market entrance which provides foundation for future success. The Model S needed years of research development for battery technology and autonomous driving functions before Tesla could launch it into the market(Statista, 2024a). Followers who join after pioneers focus on improving existing products while looking for market gaps to enter. Following market analysis provides followers with knowledge about pioneer successes and failures which reduces their R&D expenses as well as their market risks. The smartphone product line from Samsung resulted from company evaluation of Apple's technical specifications.
The introduction phase for pioneers includes activities to build brand identity while creating product distinctions and market orientation. Large-scale marketing efforts embrace early adopters who will risk new technology as they work to generate product hype in the market. Through well-planned marketing and strategic influencer relationships Apple built exceptional product anticipation which made them a dominant smartphone industry leader in 2007(Financial Times, 2023). The followers use pioneer insights to create value for their audience. The company seeks to develop its version of the product by applying customer input to make enhancements. The success of Samsung smartphones came from offering users both big screens and wide price selection points which enabled them to compete strongly against Apple devices.
During the growth stage founders take advantage of earlier market momentum to establish their dominant market position. The primary goals of pioneers consist of innovation for market share expansion together with production increases coupled with dedicated customer loyalty programmes. Pioneers maintain their forward movement by using advertising and promotional approaches that create aggressive market strategies.
Pioneers in the growth stage can achieve success through implementation of the fortress strategy. The fortress strategy helps pioneers protect their brand identity and market position together with their technology along with their customer base from emerging competition. Apple stays ahead through constant iPhone updates with modern technology which flares customer devotion and allows premium price practices. Tesla built market barriers by advancing its brand expertise and developing numerous charging stations thus safeguarding its market entry position in electric vehicles (Kifleswing, 2023). The growth stage for pioneers often requires implementation of the attack strategy which aims to boost market share through elevated production levels and new product features distinguishing the product from competitors. Tesla, for example, expanded its product line to include the Model 3 and Model Y, which targeted a broader customer base and helped Tesla to hold 18% of the global electric vehicle market in 2023 (Bloomberg, 2024b).Pioneers also focus on economies of scale to reduce production costs while maintaining premium prices. Amazon, for instance, has diversified from an online bookstore to a global e-commerce giant, expanding into multiple product categories, thus reducing costs and improving efficiencies. In 2023, Amazon’s revenue reached £524 billion (Cohan, 2024).
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Figure 1: The Product Life Cycle
Source: (Hooley et al., 2020, p 291)
Followers in the growth stage often build upon the weaknesses of pioneers by refining the product and enhancing its features. One significant approach for followers is to focus on cost leadership, offering similar products at a lower price point. This allows followers to attract price-sensitive customers, while still competing on quality. Samsung’s success in the smartphone market is a result of its ability to adapt to the demands of the market by offering a diverse range of Android devices at different price points, thus becoming a leader in global smartphone shipments with 19.4% market share in Q4 2023 (Statista, 2024b).Followers also frequently use the attack strategy to rapidly expand their market presence. For example, Xiaomi used a low-margin, high-volume model to penetrate the smartphone market quickly, offering high-spec devices at competitive prices. By 2023, Xiaomi had become the third-largest smartphone manufacturer globally, shipping 146 million units (Cohan, 2024).Additionally, followers often deploy differentiation strategies by improving product features. TikTok, for instance, entered the social media market after platforms like Vine and Instagram but leveraged its unique algorithm to offer a personalised content experience, quickly attracting millions of users. By 2023, TikTok had surpassed 1.7 billion users (Kifleswing, 2023).
The growth stage for followers is marked by rapid scalability and establishing brand awareness, which allows them to compete directly with pioneers. Companies like Ryanair have used cost leadership strategies, adopting an ultra-low-cost business model to compete with established airlines. This strategy allowed Ryanair to become Europe’s largest airline by passenger volume in 2023, serving over 168 million passengers (Bloomberg, 2024a).Overall, during the growth stage, both pioneers and followers aim to expand market share and customer loyalty. Pioneers protect their market position with fortress strategies while attacking with new features and product lines. Followers, on the other hand, differentiate themselves by addressing the shortcomings of pioneers and offering competitive pricing.
During the maturity stage, pioneers face increased competition and slower growth. To sustain their position, they must innovate continuously and adjust their strategies to retain market share. Apple, for example, continuously updates its iPhone with new features and improvements, ensuring customer retention and loyalty.Followers in the maturity stage must focus on differentiating their products and enhancing customer loyalty to stay competitive. Samsung’s constant innovation with the Galaxy series, such as foldable screens, allows it to remain competitive against Apple, while Ryanair’s continued focus on cost leadership allows it to stay dominant in the European airline industry(Interbrand, 2024).
The decline stage is marked by a shrinking market and declining sales. Pioneers like Kodak, which failed to transition to digital technology, may experience market irrelevance. Others, like Microsoft, successfully pivoted to new markets (e.g., cloud computing), securing continued growth through Azure(Reuters, 2024).Followers in the decline stage can pivot by targeting niche markets or refreshing their product offerings. Fujifilm, for example, successfully adapted to the decline of traditional photography by diversifying into medical imaging and other industries, generating £21 billion in 2023 (Financial Times, 2023). Similarly, Nokia’s failure to adapt to the smartphone revolution led to its withdrawal from the consumer mobile market.




Conclusion
Making a strategic pioneer or follower choice has strong effects on market standing together with competitive edge and earnings performance for the long term. The benefits pioneers receive from being first to market include brand recognition and technological leadership and customer loyalty. The pioneering approach requires companies to invest generously in research and development at the same time their market remains uncertain, and they risk competitors exploiting their innovations. Through continuous innovation and brand loyalty strengthening Tesla and Apple have established leadership positions which lead to industry dominance (CMI, 2019).
Follower companies use market information to improve their products and lower development risks and deploy competitive pricing techniques. Followers like Samsung and Netflix learned from pioneering leaders as they fought off industry leaders to earn significant market dominance which ultimately led to surpassing them in both market size and profit. Their ability to detect shortcomings in pioneer approaches and provide superior products has resulted in their major market success.
Companies at any point in the product life cycle use strategic methods to increase their market growth potential and strengthen market position. The necessity for leaders in innovation and brand development exists to sustain their position while followers achieve success by pursuing pricing tactics and specific marketing efforts together with product differentiation. The sustainability of industrial growth emerges from pioneering companies who build new markets for which follower businesses refine to achieve sustainability.
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