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Introduction

In the world of business, companies can be categorized as either pioneers or followers based on their
approach to introducing new products, services, or technologies. A pioneer company is one of the first to
enter a market, often shaping and defining the industry through innovation and leadership. While
pioneering comes with significant risks, the advantages, such as first-mover advantage, brand recognition,
and the opportunity to establish technological leadership, can be substantial. On the other hand, follower
companies enter the market after the pioneers, capitalizing on the lessons learned and offering improved
or more affordable alternatives. Followers can reduce risk, benefit from existing customer demand, and
focus on refining products or reducing costs. Both types of companies play vital roles throughout the
product life cycle, and their strategies evolve depending on the stage—introduction, growth, maturity, or
decline. This paper explores the key strategies each company type adopts throughout the product life
cycle.

Advantages of being pioneer and follower

Pioneer Company

A pioneer company refers to a business that is one of the first to introduce a new product, service, or
technology in a market, often shaping the development of that sector. These companies typically face
significant risks but can establish themselves as leaders and innovators by creating new industries or
significantly altering existing ones (Teece, 2010).

Advantages of Being a Pioneer Company

The advantages of being a pioneer company are significant, particularly in terms of market positioning and
competitive edge. Being the first to introduce a new product, service, or technology provides several key
benefits:

1. First-Mover Advantage

A pioneer company can capture significant market share before competitors enter the space. This
early dominance allows for brand recognition and customer loyalty that can be difficult for
followers to replicate (Lieberman & Montgomery, 1988). For instance, Apple became synonymous
with smartphones through its iPhone, establishing itself as a leader in the industry, which made it
harder for competitors to catch up despite later innovations from companies like Samsung (Lin,
2011).

2. Exclusive Access to Resources

First movers often have better access to key resources, such as raw materials, talent, and patents.
They can secure exclusive agreements or long-term contracts with suppliers, locking in critical
resources (Porter, 1980). For example, De Beers gained a first-mover advantage by securing
exclusive access to diamond mines across Africa, allowing it to control the global diamond supply.
This dominance over raw materials enabled the company to control pricing and shape the market,
maintaining leadership for much of the 20th century (Porter, 1980).
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3. Higher Profit Margins

Early market dominance typically allows pioneers to charge premium prices, at least initially, due
to the novelty and lack of competition (Yu and Gupta, 2014). This can result in higher profit
margins compared to followers who may have to adjust their pricing strategies to compete with
more established brands (Lieberman & Montgomery, 1988). For example, when Apple first
released the iPhone, it commanded a premium price due to its unique position in the market.

4. Potential for Technological Leadership

By being the first to innovate, pioneers often establish themselves as technological leaders in their
industry. This leadership can lead to greater influence over future technological developments and
industry trends (Teece, 1986). Intel has been a pioneer in microprocessor technology and has
maintained its position as a leading chip manufacturer through constant innovation.

Successful pioneer company

Spotify was a pioneer in the music streaming industry, launching in 2008 when digital music piracy was
widespread and legal streaming services were limited. By offering an innovative freemium model (free,
ad-supported streaming with premium subscriptions), Spotify gained early access to vast music catalogs
through exclusive licensing agreements with major record labels. This strategy allowed Spotify to attract
millions of users, creating a dominant position in the music streaming market ahead of its competitors
(Morris & Powers, 2015).

Follower Company

A follower company is an organization that enters a market after the pioneering companies have
established a product or service, aiming to capture market share by offering similar or improved offerings.
These companies typically focus on exploiting the innovations of the pioneers, often by refining the
product, reducing costs, or differentiating through marketing (Narver and Slater, 1990).

Advantages of Being a Follower Company

A follower company enters the market after the pioneer, capitalizing on the lessons learned by the first
movers and often offering improvements or better versions of the original product or service. The
advantages of being a follower include:

1. Lower Risk and Costs

Follower companies can avoid the risks and costs associated with pioneering a new technology or
product. They benefit from observing the challenges faced by the first movers and can avoid
similar mistakes (Christensen, 1997). As followers, companies can enter a market that is already
established, which reduces the uncertainty associated with creating a new market. For example,
Google did not invent search engines but improved on existing technology, creating a more
efficient and user-friendly version that became dominant in the market (Boulding et al., 1997).

2. Improved Products and Innovations
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Followers can learn from the limitations and shortcomings of the pioneer’s products and offer
improvements. This allows followers to provide enhanced versions of products or services that
address any gaps or customer dissatisfaction left by the pioneer (Teece, 1986). For instance,
Samsung followed Apple into the smartphone market but differentiated its products with features
like larger screens, expandable storage, and removable batteries, appealing to consumers who felt
the iPhone was limited in these aspects (Schilling, 2003).

3. Technological Learning and Cost Efficiency

By following the pioneers, companies can learn from the technological developments and
advancements already established. This allows followers to enter the market with a refined
product and avoid costly experimentation (Boulding et al., 1997). For instance, Microsoft followed
the development of personal computers by focusing on software like Windows, which built on the
established hardware infrastructure created by companies like IBM (Spector, 2001).

4. Access to Established Market and Customer Base

Followers enter the market with a clearer understanding of consumer needs and preferences, as
they can observe how the market develops and what customers are willing to pay for (Qiu,
Chhikara and Vakharia, 2021). This means they can more effectively target the market and refine
their offering. For example, Facebook (a follower of MySpace) learned from the shortcomings of
MySpace's design and user experience, leading to Facebook’s rapid adoption by a broader
audience (Christensen, 1997).

Successful follower company

While Harley-Davidson was the pioneer in the American motorcycle market, Honda successfully followed
by entering the market with small, affordable, and reliable motorcycles in the 1960s. Honda’s motorcycles
were more accessible to a wider audience, and the company capitalized on the increasing demand for
affordable, fuel-efficient transportation. By focusing on innovation in engineering, quality, and production
efficiency, Honda became one of the largest motorcycle manufacturers globally, even surpassing Harley-
Davidson in sales (Fujimoto, 2007).

Product Life Cycle Strategies used by pioneer and follower

Product Life Cycle Strategies for Pioneer Companies

Pioneer companies progress through the product life cycle (PLC) stages, they must implement effective
strategies to sustain growth and maintain a competitive advantage. These strategies often vary
depending on the stage of the PLC (introduction, growth, maturity, or decline). Below are some key
strategies that successful pioneer companies implement during different phases of the PLC to remain
competitive:

1. Introduction Stage: Focus on Innovation and Market Education
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Strategy: During the introduction stage, pioneer companies concentrate on innovation and
educating the market about the new product, its benefits, and how it addresses customer needs.
Establishing strong brand awareness and encouraging early adoption are crucial at this phase
(Sharma and Gandhi, 2024). By creating awareness and gaining the trust of early adopters, pioneer
companies set the foundation for the product's future success and growth in the market.

Example: Apple during the introduction of the iPhone. Apple introduced a completely new product
category, focusing on education through marketing campaigns and in-store demonstrations. The
company’s strategy was to create excitement and build a loyal customer base by showcasing the
iPhone’s unique features like the touch screen, apps, and internet browsing capabilities (Schilling,
2003). Additionally, Apple’s close partnership with AT&T in the U.S. helped distribute and promote
the product.

2. Growth Stage: Expansion of Distribution Channels and Market Penetration

Strategy: In the growth stage, as the product gains acceptance and demand increases, pioneer
companies should focus on expanding distribution channels, enhancing market penetration, and
continually improving the product to set it apart from competitors (Liu et al., 2019). By doing so,
they can strengthen their market position, attract a larger customer base, and ensure the
product’s continued success as competition intensifies. This stage is key to building long-term
brand loyalty and sustaining growth.

Example: Tesla is a good example of this in the electric vehicle (EV) market. After introducing its
first electric car, the Roadster, Tesla focused on scaling up production with the introduction of
more affordable models like the Model S and Model 3. Tesla expanded its distribution by
establishing its own network of Supercharger stations and increasing production capacity
(Christensen, 1997). Additionally, Tesla constantly innovates with software updates to enhance
the user experience, adding unique features like Autopilot and FSD (Full Self-Driving) capabilities.

3. Maturity Stage: Differentiation and Cost Leadership

Strategy: When the product reaches the maturity stage, competition intensifies, and sales growth
slows. At this point, pioneers must focus on differentiating their product through innovation or
brand loyalty, or alternatively, adopt cost leadership strategies to retain market share. Companies
often work on product variations or feature enhancements to maintain consumer interest (Parrish,
Cassill and Oxenham, 2006).

Example: Coca-Cola in the beverage industry is a prime example of successfully navigating the
maturity stage. Although Coca-Cola's flagship product reached maturity years ago, the company
continues to differentiate through marketing campaigns and product diversification (e.g., Diet
Coke, Coca-Cola Zero, and flavored variants). This approach helps Coca-Cola maintain its
leadership in the highly competitive soft drink market (Porter, 1980). The company also focuses
on global expansion and localized marketing efforts to strengthen its market share.
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Product Life Cycle Strategies for follower Companies

There are several strategic approaches follower can take throughout the product life cycle (PLC) to stay
competitive and grow their market share. The strategies are closely tied to the different stages of the PLC:
introduction, growth, maturity, and decline. Here's a breakdown of strategies for follower companies
during each phase:

1. Introduction Stage: Learning from Pioneers and Rapid Market Entry

Strategy: Follower companies can minimize risks and enhance market entry by learning from the
pioneer’s mistakes, understanding customer preferences, and utilizing existing technologies. This
enables them to enter the market more quickly and efficiently. Rather than developing entirely
new products, followers typically offer similar products that fulfill consumer needs, often at a
lower cost or with slight improvements (Yun, Lee and Aoshima, 2019). This approach allows them
to compete effectively while reducing the resources needed for innovation.

Example: Samsung entered the smartphone market after Apple revolutionized it with the iPhone.
While Apple pioneered the smartphone with its touch interface, Samsung rapidly followed with
its own Galaxy S series. Samsung did not need to innovate the core concept but improved upon
Apple's design by adding features such as larger screens, expandable memory, and higher-
resolution cameras, which were quickly adopted by consumers (Porter, 1980).

2. Growth Stage: Differentiation and Market Penetration

Strategy: During the growth stage, follower companies aim to distinguish their products from
those of the pioneer and increase their market share (Canto Primo, Gil-Saura and Frasquet-
Deltoro, 2021). This typically involves improving product features, broadening distribution
channels, and reaching a larger customer base. To attract more customers, these companies may
introduce competitive pricing strategies or make minor adjustments to products that cater to
specific consumer needs. By focusing on differentiation and meeting evolving market demands,
follower companies seek to strengthen their position and gain a competitive advantage in the
market.

Example: Huawei in the smartphone industry serves as a strong example. After entering the
market following pioneers like Apple and Samsung, Huawei focused on producing high-quality
smartphones with cutting-edge features, like advanced camera systems and 5G connectivity, at a
more affordable price point. These efforts helped Huawei achieve rapid growth and capture
market share in emerging markets (Schilling, 2003).

3. Maturity Stage: Cost Leadership and Market Expansion

Strategy: As a product enters the maturity stage, follower companies typically shift their focus to
cost leadership by improving production processes and achieving economies of scale to lower
costs (Bush and Sinclair, 1992). To sustain or grow market share, they may expand into new
geographic regions or target additional customer segments. At this stage, the emphasis on product
differentiation through features often diminishes, with companies prioritizing offering a more
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affordable or accessible option. This strategy helps them maintain competitiveness in a market
where growth slows, and price sensitivity becomes more significant.

Example: Microsoft’s Windows operating system entered the market after IBM and other early
personal computer manufacturers had established the hardware infrastructure. Microsoft’s
success in the maturity stage of the PC industry was largely due to its cost leadership strategy, as
it bundled its software with personal computers, reducing costs for consumers while increasing its
market reach. Microsoft also expanded globally, increasing its penetration in international markets
(Teece, 1986).

Conclusion

In conclusion, both pioneer and follower companies play crucial roles in the development and evolution
of industries. Pioneers lead the way by introducing innovative products or technologies, gaining early
market dominance, and establishing strong brand loyalty, but they face significant risks and challenges.
Followers, on the other hand, capitalize on the pioneers' successes and mistakes, entering the market with
refined products or cost advantages that allow them to quickly gain market share. Throughout the product
life cycle, both types of companies must adapt their strategies to maintain competitiveness. Pioneers focus
on innovation and differentiation, while followers may leverage cost leadership or enhanced features to
attract consumers. By understanding the dynamics of each phase—introduction, growth, maturity, and
decline—companies can effectively navigate market challenges and secure long-term success. Ultimately,
the interplay between pioneers and followers drives industry progress, benefiting consumers and shaping
market landscapes over time.

8|Page



References

Porter, M. E. (1980). Competitive strategy: Techniques for analyzing industries and competitors. Free Press.

Schilling, M. A. (2003). Technological innovation: Strategic management of technological innovation.
McGraw-Hill/lrwin.

Sharma, A. and Gandhi, AV. (2024) ‘Consumer adoption study for innovative technology products and
services in an emerging economy’, International journal of innovation science, 16(3), pp. 482-500.
Available at: https://doi.org/10.1108/1JI1S-06-2022-0106.

Teece, D. J. (1986). Profiting from technological innovation: Implications for integration, collaboration,
licensing, and public policy. Research Policy, 15(6), 285—-305.

Yu, Y. and Gupta, S. (2014) ‘Pioneering advantage in generic drug competition’, International journal of
pharmaceutical and healthcare marketing, 8(2), pp. 126-150. Available at:
https://doi.org/10.1108/1JPHM-11-2013-0063.

Morris, J. W., & Powers, D. (2015). Spotify: The business of music streaming. In The Economics of Music
(pp. 189-206). Routledge.

Lieberman, M. B., & Montgomery, D. B. (1988). First-mover advantages. Strategic Management Journal,
9(1), 41-58.

Parrish, E.D., Cassill, N.L. and Oxenham, W. (2006) ‘Niche market strategy for a mature marketplace’,
Marketing intelligence & planning, 24(7), pp. 694-707. Available at:
https://doi.org/10.1108/02634500610711860.

Fujimoto, T. (2007). The Economics of the Japanese Motorcycle Industry: An Analysis of Competition and
Strategy. Cambridge University Press.

Boulding, W., Kalra, A., & Zeithaml, V. A. (1997). The value of the brand in the marketplace. American
Marketing Association.

Yun, B.-S., Lee, S.-G. and Aoshima, Y. (2019) ‘An analysis of the trilemma phenomenon for Apple iPhone
and Samsung Galaxy’, Service business, 13(4), pp. 779-812. Available at: https://doi.org/10.1007/s11628-
019-00405-5.

Christensen, C. M. (1997). The innovator's dilemma: When new technologies cause great firms to fail.
Harvard Business Review Press.

Canto Primo, M., Gil-Saura, |. and Frasquet-Deltoro, M. (2021) ‘The role of marketing and product design
in driving firm’s performance’, The journal of product & brand management, 30(2), pp. 231-243. Available
at: https://doi.org/10.1108/JPBM-07-2019-2477.

Porter, M. E. (1980). Competitive strategy: Techniques for analyzing industries and competitors. Free Press.

9|Page


https://doi.org/10.1108/IJIS-06-2022-0106
https://doi.org/10.1108/IJPHM-11-2013-0063
https://doi.org/10.1108/02634500610711860
https://doi.org/10.1007/s11628-019-00405-5
https://doi.org/10.1007/s11628-019-00405-5
https://doi.org/10.1108/JPBM-07-2019-2477

Teece, D.J. (2010) '‘Business models, business strategy and innovation', Long Range Planning, 43(2-3), pp.
172-194.

Liu, J. et al. (2019) ‘Pricing Strategy for New Products with Presales’, Mathematical problems in
engineering, 2019(2019), pp. 1-13. Available at: https://doi.org/10.1155/2019/1287968.

Narver, J.C. and Slater, S.F. (1990) 'The Effect of a Market Orientation on Business Profitability', Journal of
Marketing, 54(4), pp. 20-35.

Lin, E. (2011) Current Competition and Future Development of the Worldwide Smartphone Industry, Mobile
Handheld Devices Research Report. Taipei: Institute For Information Industry.

Spector, L. (2001) The PC at 20, PC world. San Francisco: IDG Consumer & SMB, Inc, pp. 133-133.

Qiu, L., Chhikara, A. and Vakharia, A. (2021) ‘Multidimensional Observational Learning in Social Networks:
Theory and Experimental Evidence’, Information systems research, 32(3), pp. 876—894. Available at:
https://doi.org/10.1287/isre.2021.0993.

Bush, R.J. and Sinclair, S.A. (1992) ‘Changing Strategies in Mature Industries: a Case Study’, The Journal of
business & industrial marketing, 7(4), pp. 63-72. Available at:
https://doi.org/10.1108/08858629210037272.

10| Page


https://doi.org/10.1155/2019/1287968
https://doi.org/10.1287/isre.2021.0993

