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[bookmark: _Toc212159307]1 Introduction
According to Chernev, A., (2025), the strategic marketing management has a fundamentally concern which is aligning the objectives and resources of an organisation with the opportunities and threats posed by the external environment. An important part of this process is the macro-environment analysis that involves the uncontrollable forces of broad scope, which affect all players in an industry. In the context of organisations, these external changes are critically dependent on whether they are a market pioneer or a follower (Poszytek, P., 2025). This study will critically review how the shifts in two critical macro-environmental forces as Political/Legal environment and Technological environment provide unique opportunities and threats to pioneering and follower organisations operating in the renewable energy sector in the UK and specifically wind power.  
The UK renewable energy sector provides a compelling case study because it once was a niche concern, but nowadays it has become central pillar of the national energy strategy (Panny, J., et al., 2024). Early movers/pioneers in this sector, including Ørsted (the Danish energy company, which invested heavily in offshore wind in the UK early on) and ScottishPower (a subsidiary of Iberdrola, which was among of the first companies to venture into the UK wind and solar sector) took a big risk to build the first infrastructure and market (Majchrzak-Kucęba, P.D.E.I. and Wawrzyńczak, P.D.E.D., n.a). The follower, such as RWE (the German utility that has actively diversified its portfolio in renewables in the UK over the last few years) and more recent entrants such as SSE Thermal (which is more and more making a shift to renewables) have the advantage of the route having been cleared by their forebears but are competing in a more established and competitive environment.
[bookmark: _Toc212159308]2. Marketing Environmental Analysis for Pioneers and Followers
[bookmark: _Toc212159309]2.1 The Political and Legal Environment
Political and legal environment is perhaps the most powerful force in UK energy industry which directly influences market viability by regulation, subsidies and national targets.


[bookmark: _Toc212159310]2.1.1 Opportunities and Threats for Pioneers
For pioneers like Ørsted and ScottishPower, favourable political climate presented the primary opportunity for market creation (Kalvenes, M.F. and Toftegaard, J.H.J., 2023). This was ensured by early implementation of the mechanisms by the UK government such as the Renewables Obligation (RO) and, subsequently, Contracts for Difference (CfDs) as they ensured a consistent price to the generated electricity, which removed the risk of investing massive capital expenditure required in offshore wind farms (Department for Business, Energy & Industrial Strategy, 2019). This enabled innovators to raise funds, set up channels of supply, and economies of scale. The commitment to achieve Net Zero carbon emissions by 2050, which is legally binding, reinforced a long-term growth path, which is an excellent indicator to produce further investments.
However, such reliance on the state support is also a significant threat. A political instability may cause abrupt changes in policies that will compromise innovative investments. A harsh case can be seen in the dramatic and sudden removal of subsidies on solar power and onshore wind in 2015 by the UK government. This policy reduction, which was condemned by the National Audit Office (2017), hurt investor confidence and set back those who had been first movers and had based the business model on these incentives. To a pioneer, however, a shift in government or policy can turn a first-mover advantage into a marooned asset, underlining the extreme insecurity of first-mover status (Berger, R., 2015).
[bookmark: _Toc212159311]2.1.2 Opportunities and Threats for Followers:
RWE and SSE are followers whose entrance into the market where the political and regulatory framework is more clearly defined. They benefit of the regulatory battles fought and won by the pioneers. An example is the CfD auction system, which now is a well-known system and the followers can bid strategically without the uncertainty that the first wave of developers were exposed to. In addition, the followers are able to utilize political pressures to lower the costs (Cui, Z. and Zhang, K., 2025). With the government starting to concentrate more on cost-effectiveness than the building of pure capacity, the bids of the followers have a chance to use the newer and more efficient technologies, and the older projects of the pioneers may often be surpassed during the auction waves. 
The primary threat for followers is intense competition within a politically-defined market. Competition is also intense during the CfD auctions and results in a reduction of the strike prices to a level that makes them unprofitable (Aldersey-Williams et al., 2019). Whereas pioneers had a chance to attract better initial tariffs, followers will have a place in an overcrowded, price-sensitive sector. 
[bookmark: _Toc212159312]2.2 The Technological Environment
The renewable energy industry is also characterized by rapid technological change which is radically affecting efficiency, feasibility, and the cost structure.
[bookmark: _Toc212159313]2.2.1 Opportunities and Threats for Pioneers:
Pioneers like Ørsted had the opportunity to define the technological standards for the industry (Ørsted, 2024). The fact that they invested early and in large scale offshore wind turbines and installation patterns set a precedence and made their entry into the market very hard. Moreover, their enormous archives of active data of wind farms over years of operation give them an unquestionable advantage in still being able to optimise performance and anticipate maintenance, which cause better efficiency and lower operational costs in the long run. 
The major technological threat for pioneers is the risk of technological obsolescence and sunk costs (Frimpong, V., 2025). A breaker that puts billions in 6MW platform of turbines may find itself at a massive disadvantage when competitors such as RWE come into the game with 14MW or more turbines that generate energy more effectively and cheaper. The rate of innovation is so high that the infrastructure of a pioneer can become outdated quite soon, losing its competitive advantage.
[bookmark: _Toc212159314]2.2.2 Opportunities and Threats for Followers:
For followers, the primary technological opportunity is the ability to leapfrog the pioneer's earlier, less efficient technologies. Organizations such as SSE have the chance to implement the newest innovations immediately they are created, without incurring the research and development expenses and hiccups experienced by the innovators. They are able to establish the projects with a better capacity factor and less maintenance requirements initially thus very competitive during auctions Moreover, the progress in complementary technologies including AI-based predictive maintenance and grid-scale battery storage can be applied to the advantage of the followers that can be installed in the new projects and make them compatible to produce even more valuable and reliable energy assets (Sposato, M., 2025). 
The technological threat for followers lies in the enduring advantages of scale and data held by pioneers (Mittal and Swami, 2004). Whereas one follower may achieve the construction of one, state-of-the-art wind farm, a pioneer such as Ørsted has a fleet of them. The aggregate information and experience in the line of operations of a wide portfolio is something that cannot be easily imitated. 
[bookmark: _Toc212159315][bookmark: _GoBack]3. Strategic response to Macro-environmental factors
[bookmark: _Toc212159316]3.1 Introduction 
Building on the analysis that the political/legal and technological environments present asymmetric opportunities and threats for pioneers and followers, this is a critical assessment of how these organisations are implementing different marketing and corporate strategies to stay competitive is done. With the highly competitive market of renewable energy in the UK, the strategic responses are not only reactive but also proactive moves to create the market environment itself. This analysis will evaluate these strategies, substantiated with real-world data and statements from key players like Ørsted, ScottishPower, RWE, and SSE.
[bookmark: _Toc212159317]3.2 Strategic Responses of Pioneers: From Defence to Reinvention
These early-movers such as Ørsted  and ScottishPower need to protect their early advantages as well as counter the risks of political instability and technological obsolescence. Their plans have not only changed to be pure projects development but also complex market shaping and diversification.
[bookmark: _Toc212159318]3.2.1 Strategic Responses of Followers: Aggressive Pursuit and Niche Domination
3.2.1.1 Responding to the Political/Legal Environment:
The major political risk affecting pioneers is the loss or cut down of subsidies. This has been a two-pronged strategic response, in terms of seeking cost leadership and actively lobbying for stable, long-term policy.
Cost Leadership as a Defence Mechanism: In order to shield themselves against political pressure on consumer energy bills, pioneers have been able to reduce at an unprecedented rate (Guillerm, M., n.a). One example is that Orsted has applied its size and experience to predetermine the levelised cost of energy of its offshore wind projects by a huge margin. Price in the Contracts for Difference (CfD) auctions in the UK dropped to a record low of PS37.35/MWh (2012 prices) in the 2022 round of allocations (Department for Business, Energy & Industrial Strategy, 2022). This did not occur by chance but was a fundamental strategic result. The success of offshore wind industry in the UK has been established based on a collaborative model between industry and government as stated by Duncan Clark, the Head of Orsted, UK and Ireland, as a factor that has led to the cost reduction of about two-thirds over the past decade (Orsted, 2023). 
Strategic Lobbying and Market Shaping: Pioneers engage in high-level advocacy to lock in favourable conditions. The ScottishPower, as a case in point, has always issued reports and press releases that are in line with corporate objectives and UK government goals. It pressures governmental policies to empower its proven advantages, including grid modernization and greater ambition to the capacity of offshore wind, which it wants to reach 50GW by 2030 (HM Government, 2022). This approach entails positioning their corporate strengths as the answer to the problems on the national level, thus, integrating their corporate model into the structure of the UK energy security and climate policy.
3.2.1.2 Responding to the Technological Environment:
The threat of technological leapfrogging is met with aggressive investment in R&D and a strategic pivot to integrated energy solutions.
Investing in the Next Generation: To avoid the trap of sunk costs in legacy technology, pioneers are leading the charge on innovation. Ørsted  is also investing into next generation technologies, including the largest in the world, the 14MW GE Haliade-X, which the company is implementing on its Hornsea 3 project. Moreover, it is aggressively developing Power-to-X (PtX) technologies, including the production of green hydrogen, making it one of the leaders of the new energy transition. As of 2023, Orsted declared a final investment decision in the demo facility called "Project Seaweed" which is intended to create green hydrogen with the help of offshore wind (Orsted, 2023). This is a strategic alternative to leverage their strong product, offshore wind, as a base to conquer a related, new market.
Vertical Integration and Service Diversification: Recognising that pure electricity generation may become a commoditised market, leaders are capitalising on their size and clientele to provide integrated services. This has been witnessed in ScottishPower (an Iberdrola subsidiary), which has a model called the integrated energy model. Not only does it produce renewable energy, but it also owns and operates networks and retail electricity and smart EV tariffs to millions of households. It is also not susceptible to changes in wholesale power prices due to this strategy which is supported by a PS6 billion UK investment plan in 2020-2025 (ScottishPower, 2023). This ability to control the whole value chain and position itself as an end-to-end green energy partner makes it build sticky customer relations which pure-play followers cannot easily emulate.
[bookmark: _Toc212159319]3.2.2 Strategic Responses of Followers: Aggressive Pursuit and Niche Domination
The followers such as RWE and SSE do not have the first mover data and infrastructure of the pioneers but use the agility and work areas of the pioneers to compete on cost and technological frontline initially.
3.2.2.1 Responding to the Political/Legal Environment:
Followers face intense competition in government auctions. They plan to aggressively scale and enter into strategic alliances in order to win and execute on these contracts.
Aggressive Bidding and Portfolio Scale: Followers enter the market with the explicit goal of rapid market share acquisition. RWE, the largest green energy company in the world but a relative newcomer to the UK offshore market has been on a spending spurt. It is targeting to increase its global renewables capacity of 8.6GW in 2022 to the goal of more than 20GW by 2030 with the UK being one of the major markets (RWE, 2023). RWE has proven to be a winning and aggressive and bidder in the recent rounds of CfD, with projects such as the 1.4GW Five Estuaries wind farm being secured by the company. They plan to use their huge global balance sheet to out-price and out-scale their competitors as they take lower initial margins to see market dominance in the long-term.
Strategic Partnerships and M&A: To overcome barriers to entry and meet local content rules, followers actively pursue partnerships (Abid, S., 2025). SSE Thermal is an industry leader in certain respects, but a follower in the offshore wind industry. It is working on projects such as 3.2GW Dogger Bank Wind Farm as a joint venture with Equinor and Vargronn (50:50). This will provide the sharing of experience, sharing of financial risk, and a blend of SSE market experience in the UK and Equinor offshore technology experience. This is a typical follower strategy to get the size necessary to compete with existing pioneers by leaping to being the biggest player.
3.2.2.2 Responding to the Technological Environment:
The core technological opportunity for followers is leapfrogging. They are planning to use the best-in-class technology as soon as possible and pursue technological niches.
Leapfrogging with Proven Best-in-Class Tech: Followers avoid the R&D costs of early-stage technology by procuring the most efficient, commercially proven assets. When RWE develops a new offshore wind farm, it will be in a position to directly choose the largest and most efficient turbines that exist within the market, including the 15-16MW turbine models offered by Siemens Gamesa or Vestas, which were not accessible when the first people developed their initial projects. This enables them to reach a higher capacity factor, as well as, a lower Levelised Cost of Energy (LCOE) immediately. RWE's Sofia Offshore Wind Farm, for example, will use 14MW turbines, making it one of the most powerful upon completion.
Focusing on Adjacent Technological Niches: Some followers choose not to compete head-on with pioneers in established domains but instead dominate emerging sub-sectors. While not a pure follower, SSE is strategically focusing on the critical enabling technology of grid-scale battery storage and network flexibility. It is developing one of the UK's largest battery storage portfolios, with projects like the 150MW / 300MWh battery at its former Ferrybridge coal site. This addresses a key system need (grid stability) created by the pioneers' intermittent renewable generation. Tom Glover, RWE’s UK Country Chair, highlighted this integrated view: “A successful energy transition requires a balanced energy mix... we are investing in flexible generation, storage, and hydrogen to complement our renewables growth” (RWE, 2023). This represents a sophisticated marketing strategy: positioning themselves not just as energy generators, but as essential providers of system reliability.


[bookmark: _Toc212159320]4. Conclusion
The case of strategic marketing management in the UK renewable energy sector is a master piece in strategic responses of pioneering and follower organisations. Such innovators as Ørsted and ScottishPower have to transform their role into market defender and ecosystem designer (Action 2030: Powering a sustainable future, 2025). They apply cost leadership to gain political legitimacy and differentiate into integrated services to be resilient to technological and market changes. On the other hand, it is aggressive market penetration and technological leapfrogging, which are used by such followers as RWE and SSE. They apply their financial strength and strategic alliances to outbids their rivals in auctions and apply the best technology to cut into the efficiency benefits of pioneers. Market niching is also being used by the most successful followers and is concentrating on critical ancillary services such as grid stability and storage which are the new competitive frontiers. Competitiveness of the two groups is, hence, not a static process but a dynamic action and reaction process that is influenced by the macro-environment. The final beneficiary is the decarbonisation agenda in the UK, because this competition which is highly competitive and entails a lot of strategic undertones has continued to reduce costs and speed up innovativeness (Hashem, F., 2024).
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