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[bookmark: _Toc217290340]Executive Summary
This study evaluates the strategic reasonableness of Nothing's proposed expansion into the smartphone market of the United States. The United States was selected because of its large market size, high purchasing capabilities and constant need for differentiated Android devices contrary to a mature market and fierce competition. The analysis uses established strategic frameworks to examine external conditions, industry structure, internal capabilities and strategic alignment.
The macro-environmental review examines key threats, including geopolitical trade conflicts, high standard regulatory compliance requirements, and increase in sustainability pressures, and identify enabling forces to include, the fast use of 5G, full-fledged digital retail systems, and consumer responsiveness to design-led innovation. This trend is supported by an industry analysis using Porters Five Forces as it indicates that there is a highly competitive rivalry and relatively high buyer power thus support the need to ensure differentiation strategies which are not limited to price competition. A competitor analysis shows that the strengths of Nothing in the proprietary strength of the industrial design, brand identity, and community-based marketing, but it also identifies weaknesses related to scale and reach of distribution.
To address the specified circumstances, the study suggests a hybrid approach to market entry, which combines the direct-to-consumer online content with carefully chosen MVNO collaboration. It is advisable to adopt a differentiation approach that targets the premium to the mid segment with design-led innovation, influencer and community-based engagement of influencer and value pricing as the pillars. The Balanced Scorecard framework is used in performance evaluation thus keeping the balance in terms of the financial, customer, operational, and learning aspects. the results indicate that the venture of Nothing to the United States can be deployed strategically, as long as it is done with a strict approach to risk management and a long-term outlook on innovations.
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[bookmark: _Toc217290341]1. Introduction & Organisational Overview
[bookmark: _Toc217290342]1.1 Introduction
This report evaluates Nothing's strategic viability for going international, specifically the United States smartphone market. Drawing up on established strategic management frameworks the analysis examines the external environment, industry competition and the internal capabilities of the company, and culminates in the creation of an entry strategy supported by an appropriate performance evaluation framework. International expansion takes on an accelerated importance in the consumer electronics market that is characterised by fast-moving technological convergence, widespread competition, and short product life cycles, meaning to continue growing, firms must explore new market opportunities to achieve economies of scale (Fan et al., 2020). The report is structured sequentially starting with the context of the organisation and expansion rationale, moving through strategic analysis and strategy formulation and ending with performance measurement.

[bookmark: _Toc217290343]1.2 Overview of Company-Nothing Mobile
Nothing is a United Kingdom incorporated consumer technology company, founded in 2020 and playing the role of a challenger brand. The company blends high-end design with a digital first approach to business and selective retail partnerships offering smartphones and ecosystem devices differentiated by transparent aesthetics, community co-creation and sustainability-led innovation (Nothing, 2024a; Nothing, 2024b).
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[bookmark: _Toc217290376]Figure 1: Nothing mobile
(Source: Nothing mobile company)

[bookmark: _Toc217290344]1.3 Rationale for International Expansion
The global growth is strategically justified to seize on opportunities that are no longer in the local markets of smartphone and to tap into the emerging global demand of differentiated and design-led devices. 
[image: ]
[bookmark: _Toc217290377]Figure 2: Global Smartphones Market Size Forecast (2025–2034, USD Billion)
Source: Precedence Research (2024)
The graph shows that the global smartphone market will show a robust and consistent growth spanning between USD 607.56billion in 2025 to an estimated of USD 1138.76billion in 2034 showing a continuous growth trend every year. This upward trend highlights the ongoing demand that the world is constantly facing being driven by technological breakthrough, the implementation of 5G, the introduction of AI, and the growth of ecosystems regardless of the maturity of markets in developed economies (Statista, 2024; UNCTAD, 2025). In the US, revenues present on smartphone surpassed USD 74 billion, which highlights the existence of very high purchasing power and potential in the high-end market (Research and Markets, 2024). Internationalization helps companies to diversify cash flows and capitalize on economies of scale as well as strengthen the positioning in terms of competition in the face of stiff competition (Baird et al., 2024).
[bookmark: _Toc217290345]2. Selection of Organisation and Target Market
[bookmark: _Toc217290346]2.1 Justification for Selecting Nothing Mobile
Nothing Mobile organization provides the best fit to this strategic analysis as it is a unique form of challenger brand in an already established and competitive global smartphone market. Founded in 2020, Nothing has already occupied a differentiated market position through design-led innovation, transparent aesthetics and robust community-driven brand philosophy, all of which differ from the incumbent competitive strategies of specification-centred (Nothing, 2023a; Ward et al., 2025). 
[image: In 2024, Nothing successfully doubled sales and surpassed $1B in cumulative  revenue, with over 7 million products sold. It's great to see that we were  also the fastest-growing smartphone brand in… |]
[bookmark: _Toc217290378]Figure 3:Nothing Mobile Year-on-Year Growth Performance in 2024
Source: Counterpoint Research (2024)
The brand experienced year-on-year growth of 577% in 2024 and is therefore the fastest growing smartphone brand, which signifies huge acceptance from the market and rapid brand growth, thanks to differentiation and innovation (Counterpoint Research, 2024).
Empirical evidence shows that it is becoming more important for younger consumers, especially Generation Z consumers, to consider factors like uniqueness, brand symbolism and community affiliation while choosing their smartphone, rather than merely considering hardware aspects alone (Aubhi et al., 2025; Kim et al., 2020). The minimalist, industrial design of Nothing, combined with co-creation model for marketing, are a perfect fit with these preferences, making the firm a relevant case for analysing modern competitive strategies. Moreover, the factors of sustainability are having an increasing impact on the decision to buy smartphones as studies have shown that the intention to buy a more environmentally responsible smartphone is increasing (Zwicker et al., 2023). Nothing's focus on recycled materials, product longevity and transparency in sustainability reporting adds to its strategic relevance in this context (Nothing, 2024b).
[image: Nothing Phone 1 - Innovative Smartphone Battery Performance]
From a strategic management perspective, Nothing mobile is particularly suitable for international expansion because its strong intangible resources, such as brand personality, designing capability and digital native marketing, whilst at the same time facing obvious limitations to do with scale and distribution and a lack of power to its suppliers. This combination presents a case that is realistic and rich enough to analyse international expansion, strategic fit, and competition position within the US smart phone market (Baird et al., 2024).

[bookmark: _Toc217290347]2.2 Target Market Selection: United States
The United States has taken strategic selection as the focal market because of its substantial scale, great purchasing power and unique structural characteristics. It comprises the largest smartphone market in the world in terms of revenue, with a penetration rate exceeding 85 % of the entire population and constant demand for device replacement through competitive accelerated innovation cycles (Statista, 2024). Although constraints associated with the maturity of the market do put volume growth pressure, the path of value expansion is unfolding strongly, especially in the premium and the upper mid-range.
[image: U.S. Refurbished and Used Mobile Phones Market Size, Share, 2032]
[bookmark: _Toc217290379]Figure 4:U.S. Refurbished and Used Mobile Phones Market Size Forecast (2018–2032, USD Billion)
(Source: Zion Market Research)
The chart shows strong growth in the U.S. refurbished and used mobile phones market, rising from USD 8.67 billion in 2023 to USD 26.67 billion by 2032, with a 13% CAGR. This trend is evidence of increased sensitivity of the consumer prices, increased sensitivity towards sustainability and increased demand of cheap smart phone substitutes.
There is a noticeable opportunity in the premium-mid-range segment (around USD 400-700), an underexploited market segment in comparison to the flagship and the budget ends. Apple and Samsung continue to dominate the High-End, but at the low-end value brands increase competition, which leaves differentiated entrants with the potential to provide design-focused products with alternatives (Statista, 2024). Empirical measures of the smartphone market in the U.S. have shown that an increase in the variety of the product does not reduce consumer welfare or lessen the competition, indicating that the market is structurally open to new market competitors (Fan et al., 2020).
In addition, American customers are showing a growing desire to seek other Android brands, and especially ones that offer unique design features, integration with the current ecosystem, and strong brand stories. As empirical studies into smartphone preferences show, the impact of peer influence, the sense of uniqueness, and reference-group effects is quite strong on brand choice with young and urban audiences (Kim et al., 2020; Liu, 2022). Those attributes go hand in hand with the target audience and ethos of the brand of Nothing.

[bookmark: _Toc217290348]2.3 Strategic Fit Between Nothing and the US Market
Nothing has high strategic compatibility with the U.S. consumer preferences with its value proposition. The aesthetics of the product, its integration into the ecosystem, and its brand narrative are highly appreciated by the American consumers, especially in the areas of technology where functional differentiation is becoming more of a narrow slice (Luceri et al., 2022). The language of Nothing is transparent in design and the minimalism of its brand reflects this need of symbolic and experience value directly.
There is also high potential of distribution and partnership in the U.S market. Although carrier control is an obstacle, selective partnerships with mobile virtual network operators (MVNOs) and online stores can facilitate gradual market penetration, which, in conjunction with the direct-to-consumer can be used at Nothing. This is an intermediate strategy that reduces the threat of dependency and retains brand control.
Competitively, in terms of differentiated positioning, Nothing position is differentiated as compared to Apple, Samsung, and Google Pixel as it is summed up in Figure 1.
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[bookmark: _Toc217290380]Figure 5:Competitive Positioning of Nothing Mobile in the US Smartphone Market (Price–Quality Matrix)
(Source: Student adapted from Statista, 2024)
	Brand
	Core Strength
	Strategic Focus
	Differentiation Basis

	Apple
	Ecosystem lock-in
	Premium
	Brand loyalty, iOS integration

	Samsung
	Scale and breadth
	Premium & mass
	Technology leadership

	Google Pixel
	Software & AI
	Upper-mid
	Camera and AI features

	Nothing
	Design & community
	Premium-mid
	Transparent design, co-creation


[bookmark: _Toc217290389]Table 1:Competitive Positioning in the US Smartphone Market
(Source: Student)
[bookmark: _Toc217290349]3. Comprehensive Strategic Analysis
[bookmark: _Toc217290350]3.1 Macro-Environmental Analysis (PESTLE)
	Factor
	Key Issues
	Strategic Implications

	Political (P)
	• Trade policies and tariffs, particularly US–China trade tensions, affect component sourcing and final device pricing. 
• Data regulation frameworks such as the California Consumer Privacy Act (CCPA) influence software architecture and data governance. 
• Smartphones are increasingly used for political campaigning and digital outreach, intensifying scrutiny on platforms and devices.
	Firms must diversify supply chains, adopt compliance-by-design approaches for data handling, and ensure neutrality and security in political communication tools (UNCTAD, 2025; FCC, 2024).

	Economic (E)
	• Strong GDP levels and consumer purchasing power support demand for premium smartphones, though inflation increases price sensitivity in budget segments. 
• Heavy carrier investment in 5G infrastructure stimulates replacement demand. 
• Clear market segmentation exists across premium (USD 800+), mid-range (USD 400–799), and budget (below USD 400) tiers.
	Brands must align pricing strategies to segment-specific demand and leverage 5G-driven upgrade cycles to sustain revenue growth (Statista, 2024; Research and Markets, 2024).

	Social (S)
	• Smartphones are embedded in digital lifestyles, driving frequent upgrades and high dependency. 
• Consumers increasingly expect AI-enabled features such as camera optimisation, voice assistants, and personalisation. 
• Online purchasing and support channels are preferred, particularly among younger consumers.
	Social trends favour design-led, AI-enabled, and digitally native brands that emphasise user experience and online engagement (Aubhi et al., 2025; Luceri et al., 2022).

	Technological (T)
	• AI integration is a key innovation driver, supporting adaptive battery usage, computational photography, and personalisation. 
• Rapid 5G adoption accelerates demand for compatible devices and new applications. 
• Innovation in form factors (e.g., foldables) and IoT growth expands functional expectations beyond phones.
	Continuous R&D investment is required to remain competitive in AI, connectivity, and ecosystem integration (Lee, Ahn and Myeong, 2025; Mahboub et al., 2023).

	Legal (L)
	• Antitrust and monopoly laws restrict anti-competitive practices in platform ecosystems. 
• Consumer protection laws regulate mobile contracts and device financing transparency. 
• Data privacy regulations require strict compliance in data storage and processing.
	Legal compliance increases operational costs but also protects innovators through strong IP enforcement (FCC, 2024; Kabeyi, 2018).

	Environmental (E)
	• Rising concern over e-waste places pressure on manufacturers to improve recycling and device longevity. 
• Scarcity of rare earth minerals increases supply-chain risk and costs. 
• Extreme weather events can damage network infrastructure, disrupting services.
	Sustainability initiatives and circular economy practices can enhance brand reputation and regulatory alignment (Agarwal and Agarwal, 2025; Toniolo et al., 2025).


[bookmark: _Toc217290390]Table 2: PESTLE Analysis of the US Smartphone Market
(Source: Student)

[bookmark: _Toc217290351]3.1.1. Political Factors
The United States political environment is continuously characterised by intensified trade and technological enmity against China, whose direct implication is impact on global smartphone supply chains. Export bans and localisation subsidies increase the risks that the companies which countries are dependent on Asian manufacturing centres may face (USTR, 2025; Zhang, 2024). According to UNCTAD (2025), geopolitical fragmentation increased costs of trade in technology and accelerated diversification process within the supply-chain. These forces are both risks and opportunities to the Nothing mobile. the presence of tariffs will increase the unit costs, but its foundation on asset light sourcing and flexible architecture will allow it to diversify faster than its vertically integrated competitors.

[bookmark: _Toc217290352]3.1.2. Economic Factors
[image: ]
[bookmark: _Toc217290381]Figure 6:Gross Domestic Product, 1st Quarter 2025
(Source: Student)
The United States remains the most valuable tablet market in the world, backed by steady consumer spending regardless of existing inflationary pressures (Research and Markets, 2024). Nevertheless, increasing price sensitivity, particularly in the mid-range sector, has meant that there has been little pricing leeway other than for flagship models. This context is favourable for firms that could substantiate value propositions by means of design excellence, perceived quality and experiential differentiation. In the case of Nothing, the key to success in the premium mid-range is careful price calibration that balances affordability and an aspirational brand posture.

[bookmark: _Toc217290353]3.1.3. Social Factors
Current social trends help to support the market offer of the Nothing brand. In the United States, especially with Generation X consumers, there is a strong sensitivity to design aesthetics, brands that are genuine, and community engagement (Aubhi et al., 2025).
Empirical research has shown that the influence of peers and symbolic value have significant impact of smartphone satisfaction and customer loyalty (Kim et al., 2020).
Moreover, a growing awareness of sustainability is changing purchasing choices; ethical sourcing and repairability have become important issues (Zwicker et al., 2023). The transparent approach to design of Nothing, and its sustainability commitments, is a close match to these changing consumer values.
[image: Factors Affecting Mobile Phone Change and Choice Behavior | Download  Scientific Diagram]
[bookmark: _Toc217290382]Figure 7: Factors Affecting Mobile Phone Change and Choice Behavior
(Source: Zwicker et al., 2023)

[bookmark: _Toc217290354]3.1.4. Technological Factors
Technologically, the market of the United States can be seen as having very fast adoption of 5G infrastructure that has already been empirically associated with higher user interaction and frequency of digital transactions (Lee et al., 2025). At the same time, the competitive process is shifting to the integration of AI-driven features, algorithmic optimisation and holistic ecosystem and intensifying strategic competition between major smartphone park producers, including Apple, Samsung, Google, etc. In that regard, to maintain a competitive edge, Nothing Mobile will have to ensure full compliance with standards of the domestic network and continuously update its operating system in the latter environment dominated with ecosystems.
[image: Smartphone Sensors for Health and Wellness Mobile Apps: An Explainer -  MindSea]
[bookmark: _Toc217290383]Figure 8:Technological Factors

[bookmark: _Toc217290355]3.1.5. Legal Factors
The US legal system places severe compliance requirements. Smart phones must meet the requirements of the Federal communications Commission (FCC) certification in terms of spectrum use and safety, which adds to costs of compliance and increases time-to-market. Improved data privacy and cybersecurity require companies to adopt effective systems of governance (FCC, 2024). Even though a strong intellectual property is beneficial to the innovators, it at the same time increases litigation risk to the new entrants.

[bookmark: _Toc217290356]3.1.6. Environmental Factors
The environmental factor may be viewed as gaining even greater prominence, considering that smartphone manufacturing and recycling are the major sources of e-wastes and carbon footprints. The regulatory systems and demands of consumers have shifted to support companies that are lifecycle responsible, use recycled products, and are transparent in their emissions (Agarwal et al., 2025; Khalufi et al., 2025). In the given context, Nothing mobile will be given a chance to use sustainability initiatives as a reputation- and competition-based scope in the United States market.

[bookmark: _Toc217290357]3.1.7. Critical Evaluation of PESTLE
The main advantage of PESTLE is its systematic ability to emphasise on macro-environmental risks and contextual forces which are mostly out of the control of the firm, making it a valuable tool for international market evaluation (Rastogi et al, 2022). Within this framework, PESTLE explains the dynamics of geopolitical, regulatory, and sustainability aspects that are especially relevant to smartphone manufacturers.  
Nonetheless, PESTLE has some remarkable limitations. It provides a static picture which fails to accurately reflect the dynamics of competitor competition and disruption with technology and strategic behaviours (Mostafa, 2025). Moreover, it does not have any industry-specific depth, hence laying pressure on complementary tools like Porter's Five Forces and strategic group analysis to get a feeling of intensity and positioning in a competitive space. Consequently, while PESTLE is useful in identifying macro level conditions, its usefulness is enhanced by using it in conjunction with meso and micro level analyses to inform the formation of sound strategies.

[bookmark: _Toc217290358]3.2. Industry & Competitive Analysis
[bookmark: _Toc217290359]3.2.1 Porter’s Five Forces
The Smartphone market in the United States is deemed to be very competitive, which is a side effect of maturity in the market, slow unit growth and strong brand entrenchment. Apple, Samsung, and Google Pixel have dominations in terms of shipments and ecosystem lock-in (Research and Markets, 2024). The fierce competition is also enhanced by the fact that the technological convergence is going to be fast around 5G, AI-based capabilities, and integration of ecosystems, and thus, products are released too often, and the intensity of marketing is increased (Lee et al., 2025). In the case of Nothing, this competition restricts the possibility of price flexibility and requires an offer of company differentiation that is not cantered around the base hardware features.
There is a moderate or low threat of potential entrant. Barriers to entry are high capital requirements, heavy intellectual property protection, and distribution channels in the control of the carriers (FCC, 2024). However, a possible approach is supported by empirical studies showing that it is still feasible to have product proliferation in the smartphone market of the U.S. when new entrants have offerings that are differentiated and not direct substitutes to the existing competition (Kim et al., 2020). The design-based positioning of Nothing is a somewhat softening factor in the entry barriers of taking a niche market instead of displacing the mass-market.
[image: Porter's Five Forces EXPLAINED with EXAMPLES | B2U]
[bookmark: _Toc217290384]Figure 9: Porter’s Five Forces
(Source: Student)
The threat of substitutes is rather low. While less modifiable secondary devices such as tablets, wearables, and refurbished smartphones provide some level of substitution, there are few functional alternatives for smartphones, and they remain a necessity good with scarce substitutes in the U.S. digital economy (Research and Markets, 2024). Nevertheless, longer replacement cycles of devices and the rising refurbished phone market put more pressure at an indirect level, strengthening the need for experiential differentiation.
Buyer power is high in the United States market. Consumers are provided with much information about products, strong brand substitutes, and price transparency, especially via the Internet. Research on smartphone preferences show that buyers are quite responsive to peer influence, perceived brand value and reference points, which intensifies the competition on non-price attributes (Kim et al., 2020; Aubhi et al., 2025). Carrier subsidies moderate the power of buyers to some degree, but unlocked device sales are growing and this bolsters consumer choice.
The power of suppliers is moderate. Some of its critical, typically world-supplied, factors, like chipsets, displays, and camera modules, put manufacturers under risks related to the supply chain interruptions and their geopolitical strains (UNCTAD, 2025; Zhang, 2024). However, it is the large-scale suppliers who enter competition with a range of original equipment manufacturers and therefore eliminates the possibility of too much bargaining control. With Nothing mobile, the comparatively low size of the company in comparison to the incumbent organizations increases its sensitivity to fluctuations in costs and makes the formation of strategic supplier unions urgent.

[bookmark: _Toc217290360]3.2.2 Strategic Group Mapping
Strategic group analysis defines a distinct segmentation of the United States smart phones market as flagship premium, premium-mid tier, and budget. Apple and Samsung maintain their position as the bests in the flagship category due to ecosystem lock in and technology leadership, while Google Pixel retains an upper mid position due to its focus on software sophistication and integration of Artificial Intelligence. Nothing is placed in the premium - mid tier, competing on the design, brand story and the value of the experience, not on the raw processing power alone. This positioning reduces direct competition with the leaders and the flagship brands while at the same time exposing Nothing to competition from the value-oriented Android brands.

[bookmark: _Toc217290361]3.2.3 Critical Evaluation of Porter’s Five Forces
Porters five forces is an effective model of systematically analysing the industry structural pressures and an understanding of the forces limiting profitability in the US smartphone industry, that is, interfirm rivalry, buyer power, and entry barriers (Kabeyi, 2018; Baird et al., 2024). When used together with strategic-group mapping, the model gives a more understandable picture on relative positioning and competitive distance in emerging entrants like Nothing and the existing heavy players.
The framework, however, has significant weaknesses in the fast-changing technology markets. It also assumes comparatively static competitors within the industry and overstates the section of nature like competition within ecosystems, speedy innovation cycles, and competitive benefits based on a platform (Rosario et al., 2024). Moreover, Five Forces is unable to adequately describe elements of demand-side dynamic, such as community-based brand relations and differentiation by sustainability, which matter more in smartphone buying today (Zwicker et al., 2023). Based on this, the model is still useful in the assessment of the competitive pressures though it should be combined with dynamic-capability and ecosystem-based analyses to make sound strategic decision making.

[bookmark: _Toc217290362]3.3 Internal Strategic Capability Analysis
Nothing is internally strategic capabilities, so the Resource-Based View (RBV) can be used to assess the sustainable competitive advantage of the organisation resources and capabilities that are valuable, rare, and inimitable plus embedded in the organisation structure. Internal differentiation is of paramount importance in a dynamic and highly concentrated smartphone market where the challenger brands aim at eliminating structural disadvantages (Fan et al., 2020).
The most important strategic resources of the company are related to brand identity, capability of industrial design, and marketing through the community. Its transparent design language and minimalist aesthetics create a large amount of symbolic value, which is particularly attractive to younger generations of consumers who are more aware of design and value uniqueness and brand meaning in addition to functionality (Aubhi et al., 2025; Kim et al., 2020). This design capability is further reinforced by Nothing OS which integrates hardware and software into a cohesive user experience (Nothing, 2024a). Moreover, the mobile digital native community marketing model which is based on co-creation, beta testing, and online engagement reduces customer acquisition costs and boosts emotional bonding with the brand (Nothing, 2023a).
VRIO Assessment of Nothing’s Core Capabilities
[image: ]
[bookmark: _Toc217290391]Table 3: VRIO Assessment of Nothing’s Core Capabilities
(Source: Student)
However, despite these above strengths, Nothing mobile faces the issue of strategic weaknesses that hinder scalability. It has a comparatively low scale of operations that impedes its bargaining power against suppliers and restricts the achievement of economies of scale in comparison to competitors (Research and Markets, 2024). In addition, limited scope of distribution by the company, especially in the markets dominated by carriers (e.g. the United States) reduces visibility in the market and slows down the adoption of the product (FCC, 2024). Such weaknesses highlight the need to focus on strategic, selective strategic partnerships and incremental expansion strategies to supplement unique internal capabilities of Nothing.
[bookmark: _Toc217290363]4. Strategy Development and Formulation
[bookmark: _Toc217290364]4.1 Strategic Objectives of US Expansion
	Objective Area
	Specific (S)
	Measurable (M)
	Achievable (A)
	Relevant (R)
	Time-Bound (T)

	Market Entry & Penetration
	Enter the US premium–mid smartphone segment through DTC and selective MVNO partnerships
	Achieve 1% market share in the US premium–mid segment
	Feasible via phased rollout and niche targeting
	Supports international growth and brand expansion
	Within 36 months of market entry

	Brand Awareness
	Establish Nothing as a recognised design-led smartphone brand among US consumers
	Reach 25% unaided brand awareness among Gen Z and millennials in key metro areas
	Supported by influencer and community marketing
	Essential for competing in a brand-driven market
	Within 24 months

	Revenue Growth
	Generate sustainable revenues from the US market
	Achieve USD 300–400 million in cumulative US revenue
	Realistic given mid-range pricing and growing demand
	Directly contributes to financial performance
	Within 3 financial years

	Ecosystem Adoption
	Increase cross-selling of Nothing ecosystem products
	At least 40% of smartphone buyers purchase one additional device
	Enabled by integrated ecosystem strategy
	Enhances customer lifetime value
	Within 12 months of initial purchase

	Customer Loyalty & Retention
	Build strong customer advocacy and repeat purchase behaviour
	Achieve NPS ≥ 50 and 30% repeat purchase intention
	Achievable through design differentiation and UX focus
	Supports long-term competitiveness
	Within 36 months

	Operational Readiness
	Ensure efficient US market execution and compliance
	Achieve FCC certification and on-time launch milestones
	Supported by early regulatory engagement
	Critical for legal market entry
	Prior to market launch


[bookmark: _Toc217290392]Table 4:SMART Strategic Objectives for Nothing Mobile’s US Expansion
(Source: Student)
Nothing Mobile strategic objectives of expanding into the United States are also organized with the help of the SMART framework because it is necessary to make the goals clear, measurable, and strategic. The market entry strategies aim to attain a 1 per cent market share in the premium middle-end smartphone market using direct-to-consumer and selective MVNO market share in 36 months which is a realistic but measured market penetration in a highly competitive market (Statista, 2024; Knapp et al., 2025). The brand awareness objectives will see the introduction to 25 percent unaided recognition of Gen Z and millennials in two years with community-driven and influencer-led marketing, which has already been successful with new technology brands (Etim et al., 2024; Aubhi et al., 2025). Financial goals aim at the achievement of the cumulative revenues in USD 300-400 million within three years in line with growth ambitions and the dynamics of price growth in the US market (Research and Markets, 2024). Other goals focus on ecosystem adoption, customer loyalty, and operational preparedness, such as FCC compliance, making the company competitive in the long term, aligning its operations with regulations, and generating sustainable values (FCC, 2024; Baird et al., 2024).

[bookmark: _Toc217290365]4.2 Market Entry Strategy
The recommended market entry strategy for Nothing mobile into the United States is a hybrid entry mode, combining direct-to-consumer (DTC) online channels with selective carrier partnerships, particularly with mobile virtual network operators (MVNOs). 
[image: ]
[bookmark: _Toc217290385]Figure 10: Hybrid entry mode
(Source: Student)
The proposed entry method aims to balance strategic control, cost efficiency and market access in the intensely competitive, carrier-dominated smartphone business. Direct-to-consumer (DTC) distribution should be the basic mode of market entry. Academic evidence has shown that DTC strategies allow firms to keep ownership of customer data, strengthen brand-customer relationships and better margin control, especially for digitally native brands (Knapp et al., 2025). For Nothing mobile, an online-first distribution strategy is in line with its current global model and allows the brand to communicate the values of its design philosophy, sustainability credentials and ecosystem narrative without dilution from intermediaries. Mobile commerce more clearly shows that personalization and interface design have significant effects on engagement and conversion rates, thereby enhancing the viability of DTC smartphone sales in advanced markets (Siyal et al. 2024).
Having no more than direct-to-consumer (DTC) in place would limit scalability in the US, as carrier ecosystems still have a significant impact on the discovery and financing of devices. In this regard, it is recommended to follow the denser approach of involving partnerships with mobile virtual network operators (MVNOs), including Google Fi or Mint Mobile. In comparison to Tier-1 carriers, those of the MVNOs feature general drop in transaction cost, fewer exclusivity barriers and increased propensity to admit the various differentiated Android devices. 
[image: The Application of Transaction Cost Theory in Supply Chain Management]
[bookmark: _Toc217290386]Figure 11:Transaction Cost Theory (TCT)
(Source: Student)
In the view of the Transaction Cost Theory (TCT), this is a hybrid model that solves the market-entry uncertainty and coordination costs, which are associated with full-scale reliance on carriers, and avoids the high asset specificity and bargaining asymmetry (Zhu, 2024; Jain, 2025).
Using the OLI paradigm, Nothing mobile strategy is also explained. Ownership advantages are gained through its proprietary design capability, brand identity and community-based marketing model. Location advantages in the United States include high purchasing power, advanced digital infrastructure and open to product variety in premium - mid tier. Internalisation advantages in direct-to-consumer control over branding, pricing, and customer experience and partial externalisation through mobile virtual network operators accelerate market reach without having to fully internalise it (Yu et al., 2022). Comparable strategies have been successfully carried out by challenger brands in the likes of Xiaomi in India, where phased entry using an online strategy and selective partnerships were used to enable a quick scale while maintaining cost efficiency (Lin et al., 2025).

[bookmark: _Toc217290366]4.3 Competitive Strategy
In the United States, the competitive strategy of Nothing must be based on the differentiation focus of Porter, whereby the company focuses on the higher end of the smartphone market, where the company is measured not against the flagship competitors in terms of sheer scale and technological advantage. Symbolic, aesthetic, and experience features are already influencing consumer decision-making in a market where hardware characteristics have become mostly homogenized, differentiation of challenger brands is of utmost importance (Zhang et al., 2022).
Competitive Strategy of Nothing Mobile (Based on Porter’s Generic Strategies)
	Porter Strategy Type
	Competitive Scope
	Competitive Advantage
	Application to Nothing Mobile
	Justification 

	Cost Leadership
	Broad Target
	Lower Cost
	Not adopted
	Cost leadership requires large-scale manufacturing, supply-chain dominance, and price competition, which favours incumbents such as Samsung and Chinese OEMs rather than challenger brands like Nothing (Kabeyi, 2018; Baird, Nuhu and Jiao, 2024).

	Differentiation
	Broad Target
	Uniqueness
	Partially relevant but not primary
	Broad differentiation is difficult in the US smartphone market due to intense rivalry and strong ecosystem lock-in by Apple and Samsung (Fan and Yang, 2020; Rosário and Raimundo, 2024).

	Cost Focus
	Narrow Target
	Lower Cost
	Not suitable
	Competing on low price in a narrow segment risks commoditisation and margin erosion, particularly in a mature and technology-intensive market (Statista, 2024).

	Differentiation Focus
	Narrow Target
	Uniqueness
	Primary strategy adopted by Nothing Mobile
	Nothing targets a specific premium–mid segment with design-led innovation, community-driven branding, and symbolic value rather than price competition, aligning with Porter’s differentiation focus strategy (Kabeyi, 2018; Ward and Osiyevskyy, 2025).


[bookmark: _Toc217290393]Table 5:Competitive Strategy of Nothing Mobile (Based on Porter’s Generic Strategies)
(Source: Student)
The key location of differentiation is design-led innovation. According to academic studies, design-oriented companies may attain temporal competitive edge by developing emotional intimacy and aesthetic uniqueness that is hard to replicate (Ward et al., 2025). The clear hardware, the logo without logos, and the unified interface of its devices put future devices in the category of lifestyle products as opposed to functional technologies. This strategy is consistent with empirical data according to which younger consumers relate the uniqueness of the design with greater satisfaction, better brand affinity, and increased readiness to test the novice brands of technology (Aubhi et al., 2025).
One more pillar is the community-based marketing. Rather than targeting mass advertising, Nothing Mobile is focusing on online communities, co-creation, and working with influencers to create authenticity and trust. Empirical data demonstrate that influencer appearance and perceived relatability in society are important determinants of making a purchase of newly introduced brands of smart phones (Etim et al., 2024). Synergistic partnership with influencers in the fields of technology and design will enable Nothing to widen its accessibility and at the same time ensure cost effectiveness and brand value
Pricing strategies should support the differentiated positioning through a value-based approach that is anchored in the premium mid-tier segment of the market below flagship devices, but above commoditized Android alternatives. Consumer price acceptance is improved if the differentiation is presented in a transparent and socially verified manner (Owenda et al., 2024). Linking price and the quality of the design, the connectedness to the ecosystem and sustainability credentials enables Nothing to walk the line of being aspirational yet reducing the risks of destructive price competition.

[bookmark: _Toc217290367]4.4 Risk Analysis and Mitigation
Risk Matrix for Nothing Mobile’s US Market Expansion
	Risk Category
	Risk Description
	Likelihood
	Impact
	Risk Level
	Mitigation Strategy
	Supporting References

	Market Risk
	Low brand awareness compared to Apple, Samsung, and Google may slow customer adoption
	Medium
	High
	High
	Phased market entry targeting tech-savvy urban regions; influencer and community-led marketing; early-adopter incentives
	Etim et al. (2024); Aubhi et al. (2025)

	Competitive Risk
	Intense rivalry and high buyer power may pressure pricing and margins
	High
	High
	High
	Focused differentiation strategy based on design, brand storytelling, and user experience rather than price competition
	Baird et al. (2024); Ward and Osiyevskyy (2025)

	Distribution Risk
	Over-reliance on limited MVNO or online channels may restrict market reach
	Medium
	Medium
	Medium
	Hybrid distribution model combining DTC with non-exclusive MVNO partnerships to diversify access
	Knapp et al. (2025); Jain (2025)

	Regulatory & Legal Risk
	Delays or non-compliance with FCC certification and data privacy laws
	Low
	High
	Medium
	Early regulatory engagement; compliance-by-design in product development; robust data governance systems
	FCC (2024); Kabeyi (2018)

	Supply Chain & Geopolitical Risk
	Exposure to US–China trade tensions and component supply disruptions
	Medium
	High
	High
	Supplier diversification; multi-country sourcing; inventory buffering
	UNCTAD (2025); USTR (2025)

	Financial Risk
	Higher-than-expected marketing and entry costs affecting short-term profitability
	Medium
	Medium
	Medium
	Strict budget controls; performance-based marketing spend; use of DTC channels to reduce intermediary costs
	Research and Markets (2024)

	Sustainability & Reputational Risk
	Rising scrutiny over e-waste, sourcing ethics, and environmental impact
	Low
	Medium
	Medium
	Circular economy initiatives, repairability, recycled materials, and transparent sustainability reporting
	Zwicker et al. (2023); Toniolo et al. (2025)



The mitigation measures will improve organisational resilience as they reduce the risks of dependency, strengthen regulatory compliance, and build brand legitimacy. Nothing could deliver its services competitively in the complex and highly regulated American smartphone market through a proactive diversified risk-management strategy that will keep the company in long-term strategic positioning (UNCTAD, 2025; Toniolo et al., 2025).
The vertical expansion to the United States of Nothing Mobile involves a number of strategic risks for which action is required. One of the main concerns is the strong competitive competition and high buyer power that is characteristic of the mature market for smartphones in the US, where the main actors are Apple and Samsung. These incumbents place a lot of pressure on price and margins (Baird, Nuhu and Jiao, 2024; Statista, 2024). The identified risk is tackled by a concentrated differentiation strategy with a focus on design-led innovation, community engagement and brand storytelling, decreasing the dependence on direct price competition (Ward et al., 2025).
Regulatory and compliance risks are also quite challenging particularly verticals to circulars on certification imposed by the Federal Communications Commission (FCC) and data privacy (Zwicker et al., 2023). Oppositive interaction with regulatory bodies and the implementation of compliance-by-design solutions can reduce the delays in the procedures and decrease the exposure to the law (FCC, 2024). In addition, vulnerabilities of supply-chain and tensions between geopolitics caused by U.S. trade relations with China could lead to the unavailability of components and the cost of production crossing the line. These uncertainties are to be mitigated by diversification of suppliers and use of agile sourcing strategies (UNCTAD, 2025). 
[bookmark: _Toc217290368]5. Performance Evaluation Framework
[bookmark: _Toc217290369]5.1 Selection of Framework
[bookmark: _Toc217290370]5.1.1. Balanced Scorecard (BSC)
To assess the effectiveness of Nothing’s expansion into the United States, the Balanced Scorecard (BSC) is selected as the primary performance evaluation framework. 
Balanced Scorecard (BSC) is also well known to bridge the strategy to a clear set of non-financial and financial performance measures, thus by doing so organisations can track their short-term outcomes whilst at the same time creating long term capability (Afshar et al., 2025). Since the company was strategically focused on brand building, ecosystem adoption, and innovation, the traditional financial indicators would be insufficient at the initial market penetration phases. BSC is especially applicable to technologically advanced and digitally native companies since it incorporates customer, internal process, and learning dimensions, which are extremely important in rapidly changing markets (Ayyasy et al., 2025). 
Balanced Scorecard for Nothing’s US Market Expansion
	Perspective
	Strategic Objective
	Key Performance Indicators (KPIs)

	Financial
	Achieve sustainable revenue growth
	Revenue growth rate; contribution margin per device; customer acquisition cost

	Customer
	Build brand awareness and loyalty
	Brand awareness index; Net Promoter Score (NPS); repeat purchase rate

	Internal Process
	Ensure efficient market execution
	Time-to-market; supply chain reliability; carrier onboarding efficiency

	Learning & Growth
	Strengthen long-term capabilities
	Innovation pipeline strength; community engagement metrics; employee capability development


[bookmark: _Toc217290394]Table 6: Balanced Scorecard for Nothing’s US Market Expansion
(Source: student)
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[bookmark: _Toc217290387]Figure 12:Balanced Scorecard (BSC)
(Source: student)
Financially, the increase in revenue and the contribution margin per device are major indicators of commercial viability at the early stages, and the customer acquisition cost is an indicator of the effectiveness of the digital and influencer-oriented marketing concept at Nothing (Reyes‑Menendez et al., 2020).  
This customer orientation is still central when entering the market. Brand awareness measurements and Net Promoter Score (NPS) are widely utilized to evaluate brand perception and brand advocacy in digital markets, specifically the mobile-based, app-based, and ecosystem-dominated ones (Mahboub et al., 2023). Moreover, repeat purchase rates are used as proxies of ecosystem adoption and customer long-term loyalty.  
In the internal process framework, the efficiency of time-to-market and carrier onboarding is the paramount parameter in the U.S. smartphone market because it may eliminate competition in terms of relevance. In addition, supply chain reliability also depicts the strength of operations under geopolitical and logistical uncertainty.  
Lastly, there is the learning and growth perspective that focuses on innovation pipeline development, the level of community involvement, and community employee potential. The strategy recognises that long-term differentiation should rely on continuous innovation and organisational learning (Yawson et al., 2023).

[bookmark: _Toc217290371]5.1.2. Triple Bottom Line (TBL)
In addition, and to improve the sustainability management framework, a series of predetermined indicators based on the Triple Bottom Line option (TBL) view superimposed on the environment's responsibilities, and social participation could be introduced into the customer and internal process areas instead of being considered a separate framework. This integrated approach maintains strategic coherence and eliminates the generation of unnecessary complications in measurement systems.
[image: ]
[bookmark: _Toc217290388]Figure 13:Triple Bottom Line (TBL)
(Source: student)

[bookmark: _Toc217290372]5.3 Evaluation of Framework Effectiveness
The Balanced Scorecard enables powerful strategic alignment in integrating market entry goals of Nothing and quantifiable measures in the domains of financial, customer, operational and capability metrics. Such holistic integration plays a key role in improving the quality of decision making and in the process of adaptive strategy execution (Mtau et al., 2024).
Nevertheless, there are some limitations to the framework. Indicators like brand awareness and net promoter score are seen as lagging metrics, which measure the result instead of the source or driving force of performance. Moreover, the ability to obtain dependable data, especially concerning customer perception and engagement with the community, can prove resource intensive during the early stages of expansion. Despite these limitations, the Balanced Scorecard remains a powerful and flexible tool, when complemented with periodic strategic assessments and qualitative information.

[bookmark: _Toc217290373]5.4. Recommendations
· Market entry ought to be done in phases, focusing first on the technologically savvy urban areas to develop early first mover effect and build brand loyalty.  
· The design-led differentiation and brand narratives should be more advanced to avoid head-to-head price rivalry with powerful industry players (Ward et al., 2025).  
· The direct-to-consumer channels are to be prioritized, with selective and non-exclusive MVNO arrangements as supplements to balance between the control of the market and the outreach (Knapp et al., 2025).  
· Community work and content creator marketing should be increased to create more brand awareness among the Generation Z and millennial groups (Etim et al., 2024).  
· To reduce regulatory delays and legal risks, it is essential to secure early registration in the FCC and high levels of compliance with data privacy (FCC, 2024).  
· To reduce the vulnerability to geopolitical and supply-chain shocks, diversification of supplier base and sites of production of goods and services is suggested (UNCTAD, 2025).  
· Implementing the principles of sustainability and a circle economy as core value propositions helps to improve the reputational stance and competitiveness in the long-term perspective (Zwicker et al., 2023).

[bookmark: _Toc217290374]6. Conclusion
In this report, strategic management was assessed by evaluating strategic feasibility of Nothing in developing into the market of the smartphone in the United States. The analysis shows that despite the maturity of market and the levels of competition; there are still opportunities that exist of differentiated challenger brands beyond competition in specification basis. The macro-environmental analysis revealed some of the main constraints such as uncertain geopolitical environment, regulatory burden and pressures on sustainability, as well as favourable forces such as strong consumer expenditure, the adoption of new technology, and the willingness to embrace product variety.
The sectorial and within-firm analyses have shown that the design-oriented innovation, the community-based marketing and digitally native operating model used in Nothing are important strategic resources, but they are small and ineffective in terms of the scale and the distribution reach. These results from the empirical basis of a hybrid market-entry approach based on a combination of direct-to-consumer efforts with selective MVNO partnerships, which can be supported by the OLI theoretical lens and the literature of the Transaction Cost Economics. The differentiation strategy which is focused on the high to mid-price range helps in fostering the development of brand equity and helps in reducing direct rivalry with the current market players. The offered Balanced Scorecard model balances both financial and non-financial targets, thus contributing to successful execution. The expansion therefore seems to be strategically viable if it is carried out by means of stringent risk governance and on an enduring spirit of innovation.
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