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[bookmark: _Toc529654731]Introduction 
The smartphone market is one of the innovative segments in the information communication and technology industry (Song, n.d.). Smartphone has become a standard configuration among various types of mobile devices. New product proliferation and advancement in technology has significantly contributed to dynamism in the industry although few companies control the market share from a global perspective (Song, n.d.). This analysis investigates a market analysis on the viability of the European smartphone market with the application of Play to Win Framework. The analysis also utilizes factual data, frameworks theory relevant to the case and the European market. 
The Play to Win Framework on strategy requires integration and coordination of a set of choices including a winning aspiration, the playing field, how to win, the required core capabilities and the management systems (Lafley & Martin, 2015). Therefore, the analysis of the European smartphone market using the Play to Win Framework will revolve around the choices in the present article. 
[bookmark: _Toc529654732]The Winning Aspiration 
The winning aspiration provides the purpose of the business as well as the guiding aspiration and mission in strategic terms. Inspiration should be powerful and meaningful enough to motivate every employee in the organization by having a deeper understanding of what a business exists to do (Lafley & Martin, 2015). Therefore, the winning aspiration of the company in the European smartphone market is;
“Meaningfully improve the smartphone user experience to consumers by developing and delivering most innovative smartphone brands in the European smartphone market, and achieve leadership in value creation, sales, and profit.” 
A winning aspiration statement should keep the message simple but have a deeper meaning to enable employees to connect on their daily activities with the aspiration of the organization (Lafley & Martin, 2015). However, in most businesses, the aspiration statement has a deeper meaning that influence behaviors, decision making, and strategy formulation at the executive levels but fail to be articulated by employees. Therefore, the winning aspiration should communicate its relevance with employees to make them more committed to the company and their purpose in the organization.  
[bookmark: _Toc529654733]The Playing Field - European Market
The ‘where to play’ concept in the Play to Win Framework represents the choices that define the market that an organization intends to compete (Martin, 2014). It involves choices on regions, products, consumers, channels as well as stages of production that have a strategic fit (Lafley & Martin, 2015). The choices should be mutually reinforcing and align with the consumer needs. 
[bookmark: _Toc529654734]Market
The company will venture in the European market that comprises of 28 countries under the European Union ("Countries: European Union", 2018). The European single market has approximately 21 million small and medium-sized businesses and 500 million consumers ("The European Single Market - Growth - European Commission", 2018). The European single market facilitates the free movement of goods and services across borders, protection of the environment and common safety standards for consumers. The European market commission is also committed to adopting a single digital market that is likely to provide significant benefits to both the consumers and businesses in the region (Tesser, 2002). Besides, many countries (19/28) have adopted a single currency, euro ("The European Single Market - Growth - European Commission", 2018). The adoption of a single currency is significant to the business in eradicating the uncertainty and losses brought about by currency fluctuation. Therefore, entering the European market would of significant importance to the company is benefiting from a broader consumer base, use of a single currency, free movement of goods and services across borders among the member countries, and the possibility of an adoption of digital single market ("The European Single Market - Growth - European Commission", 2018). 
[bookmark: _Toc529654735]Consumers 
The choice of the consumers plays an integral part in the play to win framework (Lafley & Martin, 2015). More so, determination of the consumer needs is of significant importance.  The use of Smartphones has been significantly embraced by the millennial generation, and thus, the corporation will focus on this generation. These are people between 18 and 35 years or people born between the early 1980s up to the year 2000 (IPSOS, 2018). Smartphones ownership is of central importance among the millennials digital lives compared to other digital appliances such as laptops and PC ownership (Global Web Index, 2018). 68% of the millennials consider Smartphones as the most important device to own compared to 16% who prefer laptop while 14% prefer the desktop personal computer. In the 28 countries of the European Union, the total number of millennials accounted for 24% of the total adult population from research conducted in the year 2014 (Stokes, 2015). Therefore, the millennials will be an appropriate target due to the high importance attached to Smartphones in their lives, and thus, the business has high potential to have a high demand for the Smartphones ("Europe's Ericsson Mobility Report", 2015). 
[bookmark: _Toc529654736]Products 
Product strategy is of significant importance in marketing activity. The smartphone segment has major players such as Samsung, Apple, and Huawei who lead in the European market share. Samsung has 32.21% European market share on smartphone while Apple has 28.74%, and Huawei has 15.5% among others ("Mobile Vendor Market Share Europe", 2018). Therefore, to gain a significant share, product strategy is of significant importance to attract customers through product differentiation. 
Product differentiation is one of the commonly used marketing strategies used in making products unique and to stand out from other products provided by competitors in the market.  Differentiation in Smartphones is commonly effective through software differentiation rather than smartphone hardware (Kalyani, 2018). Hardware differentiation such as having features like Wi-Fi, two cameras, GPRS support among other features is easily imitable in the sector. Other companies in the sector can easily add these features in the Smartphones (Kalyani, 2018). Therefore, the company will differentiate Smartphones through the development of unique software in the market to create a competitive advantage of the Smartphones in the European market (Kalyani, 2018). 
[bookmark: _Toc529654737]Distribution Channels 
A distribution strategy significantly impacts the sales of an organization. The objective of an efficient distribution strategy is making the products or services conveniently accessible to the consumers (Lafley & Martin, 2015).  The company would utilize departmental stores, retail outlets and digital distribution channels. The millennial are usually concentrated in major cities, and thus, the business will establish stores and retail outlets that are accessible to customers. Online purchases will also provide consumers with a seamless shopping experience by selecting a smartphone online, placing an order and making payments before being delivered at their convenience. The millennials usually spend much of their time surfing the internet, and thus, the digital distribution channel will significantly impact on the products demand in the European market (IPSOS, 2018). 
[bookmark: _Toc529654738]The Stage That the Company Will Focus On the Supply Chain of Smartphones
The stage of a product’s supply chain significantly determines the profitability of an organization. The differences in stages are attributable to the inventory control, economies of scale, regulations, and the intensity of competition in a certain stage of the supply chain (Cecere, Corrocher & Battaglia, 2015). The company will focus on the production stage of the smartphone supply chain.  The strategy on the stage of the supply chain is based on having more resources allocated in the development of smartphone software to remain competitive in the European market (Kalyani, 2018). The practice of lean manufacturing would significantly cut the operational costs through inventory control by producing products according to the demand in the market. 
[bookmark: _Toc529654739]How to Win 
The choice on how to win and where to play in the play to win framework should be aimed at reinforcing each other (Cecere, Corrocher & Battaglia, 2015). There are two commonly used approaches of winning including cost leadership and differentiation (Martin, 2014). Cost leadership approach of winning in the European market can create a competitive advantage at various points throughout the smartphone supply chain including sourcing, distribution, production, and design (Lafley & Martin, 2015). However, since the company intends to focus on production, the appropriate winning way will be through differentiation. Besides, differentiation strategy on how to win is appropriate in adopting the company’s Smartphones with the development of technology and innovations. The smartphone industry is highly volatile since new technologies emerge from time to time ("Smartphone Market in Europe", 2015). Therefore, adoption of differentiation strategy would competitively position the company’s brand in the industry and facilitate the acquisition of a significant market share in the sector. 
Researchers have established that differentiators can create a strong premium on quality, brand and a specific kind of service among other factors (Kalyani, 2018). Therefore, through software differentiation, the company will create a strong premium for the Smartphones due to the perceived value of the company’s Smartphones among the consumers regarding quality and brand. Besides, the differentiation strategy would make the company’s Smartphones stand out against the competitors’ products in the market. 
[bookmark: _Toc529654740]Required Capabilities That Must be in Place 
A range of competencies and activities defines the capabilities that an organization requires to execute a strategy (Lafley & Martin, 2015). Entering a new market and introducing new products in a market is faced with various challenges that more often cause organizations to fail in their strategies.  However, appropriate alignment of an organization’s capabilities with the intended strategy ensures its sustainability and endurance to the challenges experienced in new markets or new products (Lafley & Martin, 2015). 
For the successful execution of the European market entry strategy, the company will require some capabilities including a deeper understanding of the target consumer, innovativeness, and brand building capabilities. In isolation, each of these capabilities is strong (Lafley & Martin, 2015). However, each capability is insufficient in generating a strong competitive advantage in the long run. Therefore, having all the capabilities reinforce each other and working together would generate an enduring advantage. Besides, competitors find it hard to match a combination of capabilities that an organization possesses. 
Consumer understanding is a key capability in facilitating differentiation (Kalyani, 2018). Besides, differentiation cannot be successful if innovation capabilities lack in an organization. Therefore, through a deeper understanding of the millennials, the innovativeness capability is required to differentiate the Smartphones according to the consumers’ needs and expectation and consequently build the company’s brand (Kalyani, 2018). Therefore, these three capabilities reinforce and work together towards the strategy on how to win, which is through differentiation of the Smartphones software. 
The activity system of integrating the company’s capabilities is feasible, distinctive and defensible (Martin, 2014). The feasibility of a capability such as having a deep understanding of the millennials is through investing in research and development that will also foster innovations and consequently building a brand to the target customers through meeting their Smartphones’ expectations. 
[bookmark: _Toc529654741]Management Systems Requirement to the New Market 
The play to win framework requires management systems to be in place for successful execution of a strategy (Martin, 2014). The management systems are aimed at supporting, fostering and assessing the strategy. The management systems should also be designed to support the capabilities and choices for successful strategy execution. The management systems required for the company’s entry strategy into the European smartphone market include effective communication, training employees and knowledge management, and assessment tool of achieving the winning aspirations (Jelenic, 2011). 
[bookmark: _Toc529654742]Effective Communication 
For the successful execution of the company’s strategy in venturing into the European smartphone market, effective communication will be of great importance (Everse, 2011). Change initiatives are considered to face some resistance if not effectively communicated. The winning aspiration, how to play, how to win, and capabilities requirement should be communicated to the entire workforce of the company (Lafley & Martin, 2015). Besides, two-way communication approach within the organization at levels will be appropriate in the new venture to encourage participation of the employees through sharing views and ideas.
[bookmark: _Toc529654743]Training Employees 
Training the employees will also contribute to the success of a new venture in the European market. Lack of experience in the smartphone business will necessitate effective training to achieve maximum contribution and commitment among the company’s employees (Jelenic, 2011). The management system through training would significantly enhance the achievement of the winning aspirations.  
[bookmark: _Toc529654744]Progress Assessment 
Assessing the progress of a strategy is of significant importance in facilitating the development of new decisions on strategy execution. The assessment of the progress will be done using reviews and dashboards by using OGSM (objectives, goals, strategy, and measures) to ensure a common ground on strategy (Lafley & Martin, 2015). 
[bookmark: _Toc529654745]Recommendation and Conclusion
The pros of European smartphone market entry exceeds the cons and thus, the need to venture into the market. 
[bookmark: _Toc529654746]Summary of Pros of Market Entry 
· Growing demand for smartphone in market 
· Single market benefits of the European market such as single currency, free movement of goods and services across borders among other benefits ("The European Single Market - Growth - European Commission", 2018). 
· Growing population in the EU 
· Efficient distribution systems
· Lack of many players in the smartphone industry 
· High level of Smartphones attachment to the millennials’ lives 
· Standard regulations that hinder bad practices in the EU market 
[bookmark: _Toc529654747]Summary on Cons of Market Entry 
· Increasing aging population against the millennials 
· High investment in differentiation strategy through smartphone software 
· The single market benefits are not yet fully implemented in the entire EU region 
· High investment in training, research, and development 
The company should progress with the expansion strategy on venturing into the European smartphone market due to the high benefits and advantages of the market. The increasing demand for Smartphones and continuous technological advancements fosters the strategy execution on of investing in the European smartphone market and achieving the winning aspirations. 
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