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Introduction  

The market pioneer or follower choice influences every aspect of business strategy 

development and the establishment of competitive advantage and long-term growth 

potential. New products services and business models that pioneers introduce to 

marketplaces normally create demand while defining future standards. Placing new 

technologies before the market requires significant capital investment while the consumer 

needs education about the products and services and the market maintains 

unpredictability. Organisations that enter markets as followers after pioneers reduce their 

risks because market establishment and new technology development work have already 

been accomplished. (Hietala, 2019) These companies which follow market pioneers 

benefit from early development yet need strategies that help distinguish themselves from 

competitors. The research assesses the protective aspects as well as the potential 

dangers behind pioneering behaviour compared to follower behaviour by examining 

Autonomy (Software), Vertical Aerospace, and Blippar as pioneering firms and Primark 

(E-commerce), National Grid (Decarbonisation), and Stagecoach (Electric Buses) as 

follower companies (Kramar, 2014). The research investigates how these businesses 

have applied market entry approaches to defend their competitive space through 

developments in their market domains. The research will examine the Product Life Cycle 

(PLC) model specifically in its growth and maturity phases to study how pioneering and 

follower companies employ strategic changes for enduring business success. This 

analysis presents evidence which shows how companies use their timing abilities and 

market adaptability for innovation to develop long-term success positions. 
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The Advantages of Being a Pioneer Company  

Pioneering a company brings substantial benefits that include dominating the market 

combined with industry-standard creation and branding strength development. 

Companies that establish themselves first in the market enjoy a key advantage through 

first-mover advantage which enables them to acquire a major market segment with loyal 

customers while competitors try to catch up. Autonomy became one of the earliest 

companies to create software for autonomous vehicles. The early adoption of self-driving 

technology allowed Autonomy to claim leadership in the autonomous vehicle industry so 

it established its position as the main choice for self-driving solutions. When pioneering a 

new market sector a company can determine how customers will perceive products along 

with establishing the standard market direction (Anderson and Zeithaml, 2023). The 

electric vertical takeoff and landing (eVTOL) aircraft sector benefits from Vertical 

Aerospace as its distinguished pioneer company. Vertical Aerospace defined new quality 

levels in eVTOL aircraft development which other companies must fulfil when entering 

the air mobility business. The development and experimental testing phase at Vertical 

Aerospace enables the company to shape all aspects of the industry while creating 

technical and regulatory requirements which subsequent competitors will need to fulfil. 

Launching first enables pioneers to establish strong brand devotion right from the 

market's beginning. Customers tend to develop lifelong brand loyalty toward the company 

that launches the innovative product once humans find value in its unmet requirements 

(Holtbrügge and Baron, 2021). Blippar established itself as an AR technology pioneer 

through its innovative user experiences delivered to brand advertisers along with 

consumers in the market. Blippar gained recognition as a premier AR platform through its 

first-mover advantage which led to securing devoted customers who stayed with the 

platform as other competitors launched in augmented reality. Pioneers benefit from an 

exclusive ability to capture valuable intellectual rights and patent ownership at the early 

stages of their markets. What results from patents of critical technologies provides 

founders with major competitive advantages (Troger, 2021). Various core components of 

Autonomy's self-driving technology exist as patented properties which provide the 

company with a distinct advantage over other firms trying to duplicate its technology. 

Through established patents, pioneers receive legal defences that enable them to keep 
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their market leadership standing while protecting their products from competitor imitation 

attempts. The major benefits that come with being a trailblazer do not eliminate the 

substantial dangers associated with pioneering. Enterprises encounter major obstacles 

when they need to spend large amounts to develop new products alongside their market 

entry. Vertical Aerospace needed major funding for research and testing to develop its 

eVTOL aircraft products. Organisations at their initial development stage experience 

difficulty with cash management although these monetary constraints pose an ongoing 

challenge for most companies in early phases. As pioneers work to invest heavily in new 

technology designs they operate under market unpredictability because stakeholders 

may not adopt their innovations. Innovations that fail to receive acceptance from 

consumers create both financial expenses and harm the reputation of businesses. At the 

beginning of Blippar's development, the AR market experienced limited mass adoption 

thus requiring the company to maintain active innovation to preserve market interest 

(Armstrong & Taylor, 2023). Pioneers constantly require innovative developments as a 

fundamental business obstacle. The main companies in a market must keep enhancing 

their product quality to stay ahead of their rivals who enter the sector. The challenge of 

maintaining leadership positions becomes critical for Autonomy and Blippar because new 

competitors continuously attempt entry into the autonomous driving and AR sectors. 

Companies leading an industry must sustain an environment of innovation alongside 

emerging trend monitoring since failure to do so will eliminate their competitive 

advantage. 

The Advantages of Being a Follower Company 

Company followers minimise operational risks through validated demand and advanced 

technology yet need to create differentiations while choosing their timing and generating 

value for market success. Followers reduce their risks by skipping the pioneering stage 

while utilising proven market models which pioneers developed at their expense. The 

absence of strategic innovation during competitive stagnation causes firms to encounter 

market stagnation. Being a follower enables organisations to achieve cost-effectiveness 

as their main benefit. Market pioneers allocate significant resources to develop new 

products and educate customers about them while building the market structure despite 
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making numerous mistaken investments. The modified model enables followers to 

bypass early entry difficulties when they join the market. The company Primark (E-

commerce) exploited the digital retail system from ASOS and Zalando by keeping its core 

approach of low prices and high volumes. Primark adopted a strategic plan to maintain 

its offline-to-online transition through price competitiveness and scalability which 

corresponded with Porter’s Cost Leadership strategy. 

Pioneering in new markets lowers the risk for businesses since founders verify the market 

demand. National Grid (Decarbonisation) made its entry into renewable energy 

operations following Ovo Energy's moves thus escaping the first technological hurdles 

and policy roadblocks (Zhang and Song, 2018). A simple imitation of pioneer methods 

provides insufficient results for successful competition. The company must use cost 

efficiency improvements together with AI-based energy management systems to achieve 

superior results than current decarbonisation models. Resource-Based View (RBV) 

indicates that organisations should create capabilities which go beyond direct replication 

to establish their competitive advantage (Torrington, Hall, Atkinson & Taylor, 2020). 

Participating in existing technological networks brings advantages to both followers and 

their customer base. The entry of Stagecoach (Electric Buses) into the market occurred 

after BYD and allowed the company to save costs on developing infrastructure. 

Enterprises following a pioneering initiative avoid developing consumer adoption 

programmes because an established supply chain benefits them in place of pioneers who 

require regulatory approvals for market entry. However, market timing is crucial. Early 

market entry by followers exposes them to unproven technology whereas late entry 

causes them to compete against established competitors. Stagecoach implemented its 

expansion of electric buses when these vehicles became safe to operate and cost-

effective in order to escape initial business risks (Carpenter and Nakamoto, 2018). The 

implementation of fully tested technologies permits followers to acquire them at reduced 

prices. The late deployment of 5G technology by BT (Fibre and 5G) after Verizon and T-

Mobile decreased their risks during the implementation phase. follower status leads to a 

market position as commodity providers. BT introduced 5G technology by connecting it 

to broadband as well as enterprise solutions through service bundling to increase its 
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market attractiveness. Such behaviour follows dynamic capabilities theory because 

companies need to create new solutions beyond basic adoption. 

Differentiation stands as a necessary factor for achieving success among followers. The 

Blue Ocean Strategy developed by Kim and Mauborgne teaches organisations to develop 

novel market worth beyond crowded red oceans. Primark maintained low prices in its e-

commerce model and simplified its digital interface which helped the retailer attract 

customers even though it entered the market late (Dawson and Wasson, 2024). A follower 

organisation needs to prepare for possible initiatives from pioneer companies. The 

defence of market share by market leaders usually depends on pricing battles together 

with exclusive arrangements and perpetual product improvements. The resistance BT 

encountered from Verizon led the company to establish partnerships as well as spend 

effort with regulatory bodies for expansion purposes. Followers need to use penetration 

strategies together with strategic partnerships and market niche focus as defensive 

instruments against pioneer market strength (Barney, 2020). All followers need to 

establish their environment as a durable competitive edge. Through the development of 

their battery systems and vehicle efficiency and branding, Tesla rose from following GM's 

failed EV initiatives to become an EV industry leader. When followers innovate 

strategically they can turn into market-leading organisations. 

 

 

PLC Strategies in the Growth and Maturity Stages 

Companies need the Product Life Cycle (PLC) framework to guide their operations 

through each phase from introduction to decline. The growth and maturity stages become 

vital for companies which need to build their market footprint before preserving it. 

Pioneers and Followers use these stages for their strategic means through different 

approaches to gain competitive advantages. We analyse the strategies of three 

pioneering companies (Blippar, Autonomy, Vertical Aerospace) and three following 

entities (Stagecoach, Primark, National Grid). 

Growth Stage: Pioneers 
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Through their position as market leaders Blippar and Autonomy along with Vertical 

Aerospace use their initial entry benefit to control their markets and define industry 

standards during their growth phase. Blippar successfully exploited the growth phase of 

augmented reality (AR) by making substantial technological investments and securing 

commercial partnerships with Porsche and BMW. The company used this initiative to 

expand its market territory while establishing itself as a leader in technological innovation 

(Hietala, 2019). The autonomous vehicle software market received a permanent 

presence from Autonomy through its groundbreaking technological innovations which 

shaped future industry developments. Vertical Aerospace established industry standards 

as the pioneer of eVTOL regulations which defines the basis of future market structure 

for this sector. 

Growth Stage: Followers 

Markets that pioneer companies define serve as entry points for Stagecoach, Primark, 

National Grid and other followers. Such businesses leverage existing market standards 

and operational technologies to decrease both expenses and risk during their operations. 

Stagecoach implemented electric buses through existing technological methods which 

enabled both optimised fleet administration and decreased operational expenses 

according to Carpenter and Nakamoto (2018). Through online retail market experience, 

Primark leveraged established e-commerce practices to create its online business 

strategy (Mullins, 2011). The strategic approach let Primark respond swiftly to market 

needs while bypassing the expenses required for market creation. National Grid pursued 

decarbonization efforts only after renewable power solutions were extensively validated 

by other companies to meet required reliability and regulatory framework requirements. 

Maturity Stage: Pioneers 

The maturity phase causes market dynamics to transform by reducing growth rates which 

forces pioneers to introduce continuous innovation to survive against rising market 

competition. Blippar maintained investment in AR by developing additional applications 

to make its technology attractive to its high-paying customer base (Barney, 2020). To 

keep ahead of quick competitors who implemented similar technologies Autonomy 

needed continuous improvement of its software solutions. The production scale-up 
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challenge for Vertical Aerospace required it to preserve top-quality production standards 

to remain at the forefront of aerospace. 

Maturity Stage: Followers 

Stagecoach together with Primark and National Grid choose to differentiate their mature 

market offerings to gain market share from established pioneer companies. Stagecoach 

upgraded its business offerings through enhanced operational performance along with a 

growth in electric bus deployment to deliver dependable sustainable transportation 

services (Barney, 2020). As a leading company in fast fashion Primark deployed its 

market size alongside price strategies to operate in the established market while 

modifying both its logistics chain and its marketing programmes to stay relevant with 

customer taste changes. National Grid used advanced power grid innovations together 

with strategic alliances to maintain a leadership position in the energy industry while 

answering the increasing need for renewable resources. 

Comparative Analysis 

Strategic goals differ between organisations that launch new concepts and those that 

enter markets after established leaders. The process of market transformation requires 

pioneers to dedicate large amounts of their resources toward innovation and product 

development as they face elevated risk levels. Followers need fewer financial resources 

and lower market entry risks because they benefit from established market requirements 

created by pioneers (Torrington, Hall, Atkinson & Taylor, 2020). The strategic position of 

followers proves beneficial because it enables them to minimise the costs of customer 

education while improving existing strategies and achieving faster profits with reduced 

market development requirements. The pioneer group establishes market standards and 

innovation yet the follower group focuses on operational excellence for strategic market 

entry. Competitive advantages need market insights about consumer behaviour and an 

understanding of market dynamics to operate successfully. The market entry strategies 

of Blippar and Stagecoach depend on both their original business positions and their 

ability to modify their strategies as the market evolves. Knowledge of these business 

dynamics will help organisations both protect their market position and boost their 

presence for enduring success within competitive industries. 
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Conclusion  

To achieve success in business ventures companies need to determine whether they will 

function as trailblazing innovators or industry followers. The initial market position 

supported the growth of pioneers Autonomy along with Vertical Aerospace and Blippar to 

become industry leaders who set market benchmarks and cultivate devoted customer 

relationships. Establishing leadership through pioneering requires significant financial 

commitment and cultural uncertainties with continuous requirements to develop new 

products or services (Mullins, 2011). The established markets of Primark E-commerce 

and National Grid decarbonisation and Stagecoach electric buses enable follower 

organisations to minimise risks from market unpredictability and technology progress. A 

following strategy allows organisations to enhance already developed technologies along 

with improving user interactions while benefiting from stable market environments 

(Dawson and Wasson, 2024). A follower company should establish its uniqueness to 

maintain its position in an intensifying market environment. The Product Life Cycle (PLC) 

model demonstrates to pioneers and followers how they need to modify their strategies 

while markets expand and stabilise. Competitive advantage depends on innovation and 

differentiation and consumer demand adaptation for all companies irrespective of their 

Pioneer or Follower status. Successful long-term operation in dynamic competitive 

industries requires both pioneers and followers to adapt their markets and optimize their 

operations for delivering superior customer experiences. 
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