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[bookmark: _Toc225460229]Introduction 
In strategic marketing management, macro marketing environmental factors are regarded as fundamental elements, because they determine the conditions under which organisations can recognise customers’ needs, position the brands, allocate resources and obtain competitive advantages. It comprises external forces that are beyond the control of organisations, but can impact market attractiveness, demand patterns and strategic flexibility. In reality, the macro environment is not just the background of an organisation, but it can disrupt the entire industry or give opportunities to the industry players. Thus, it is important for organisations to develop a strategic marketing plan that can constantly scan, interpret and react to any changes in the industry in macro environmental level, rather than depending on static market assumptions.   
[bookmark: _Toc225460230]Critical Analysis of the Macro Marketing Environment in Strategic Marketing Management
The macro marketing environment is critical to understand because not all organisations are being affected by these factors equally. For one organisation, the external environmental aspects can strengthen the performance, while for others, they can weaken the performance. Whether these factors can strengthen or weaken an organisation’s performance is subject to the entry timing, brand position, resource base, capabilities and strategic posture (Gini and Agala, 2023). This is particularly visible when a pioneer organisation that has entered a market in early stages is being compared with follower organisations, which have entered at later phases and built on the performance in the market developed by the pioneer organisation. Pioneers can obtain benefits from first mover advantage in terms of brand recognition, better control of channels and development of a loyal customer base, but they face high uncertainties and are required to bear development costs and take risks for innovation, while follower organisations can simply learn from the mistakes made by pioneer organisations. They can exploit the market and improve the targeting based on pioneers’ strategies (Suntsova, 2024). However, follower organisations face difficulties in differentiating and to overcome the established perceptions of customers regarding pioneer brands. This makes macro environmental analysis integral for strategic marketing, as it reveals not only what is changing in the market, but also who is likely to gain or lose due to the changes. In order to demonstrate the impact of macro marketing actors on strategic marketing, two important actors are selected, which are customers and competitors. They are central to strategic marketing outcomes and any changes in their behaviours or activities can create opportunities or threats for both pioneer and follower organisations operating within the same industry.       
[bookmark: _Toc225460231]Customers
Customers are regarded as the most influential external actors for strategic marketing, because their preferences evolve constantly and they play a vital part in value co-creation. On the basis of service-dominant logic marketing theory, customers are the active participants in the value creation process, rather than passive recipients (Xu et al., 2024). This shift has profound implications on pioneering and follower organisations. In pioneering organisations, changes in customers’ behaviour can create opportunities for fulfilling their desires. They can identify the latent needs and emerging trends and accordingly shape market expectations and establish a leadership position in the market. For example, one of the pioneers of electric vehicles (EVs), Tesla, has capitalised on growing environmental awareness among customers and has created a narrative around sustainability and innovation in the automobile segment. According to the evidence of Noppers et al. (2015), early adopters of innovative cars evaluate the symbolic attributes, rather than the instrumental attributes. This indicates that pioneers can leverage this shift in customers’ behaviour to create strong brand associations and emotional engagement.                             
Nevertheless, this advantage is not stable for long term. Min et al. (2006) argue that pioneers frequently misinterpret the requirements of customers due to dependence on incomplete or uncertain signals from the market. This is a critical limitation faced by pioneers in new and emerging markets, where the preferences of customers are fluid, and the long-term demand cannot be predicted properly. This critique is supported by Tellis and Golder (1996), who stated that pioneers can fail irrespective of early entry, because of premature market development and marginalised value propositions. Thus, while changes in customers’ behaviour can create opportunities, they can also expose pioneers to the uncertainty of demand. In contrast, follower organisations obtain benefits from low uncertainty, as the market was already established by pioneers, which gives them better customer insight. They learn from the performance of pioneers and accordingly refine their offerings to better align with the customers’ preferences. For example, popular EV brands like BYD and NIO have capitalised on clear customers’ expectations about preferred price, range and infrastructure. Later entrants in the EV market have accomplished rapid growth by targeting underserved segments and offering competitive pricing (Li, 2024). It is evidenced from the performance of pioneers like Tesla and followers like BYD, where in 2024, the total revenue of BYD was $464.99 billion, which was more than Tesla’s $95.32 billion. BYD also earned a higher gross profit of $99.28 billion in comparison with Tesla’s $16.89 billion (Kavout, 2024). This suggests that evolving customers’ preferences frequently provide advantages to followers over rigid pioneers. However, critiques argues that pioneers can successfully establish strong brand equity, while followers face significant barriers to acquiring new customers. According to Phong et al., (2020), brand associations and customer loyalty can create cognitive lock-in, which makes it difficult for new entrants to displace the established players. For example, in the EV market, Tesla has strong brand dominance that illustrates that customers’ perceptions can entrench a pioneer advantage irrespective of the availability of alternative brands. 
[bookmark: _Toc225460232]Competitors
Competitors are another external actor in strategic marketing decisions, which influence industry structure, pricing strategies, innovation rates and expectations of customers. Competition is regarded as the fundamental determinant of industry attractiveness, but competitors’ behaviour is dynamic and interdependent in nature. Pioneer organisations face no competitor in the market, which allows them to increase their presence, to build brand reputation and to secure early adopters. This creates significant advantages like technological leadership and a better distribution network. However, these advantages are temporary and can erode quickly due to imitation and technological diffusion. To maintain constant advantages, pioneer organisations require to innovate constantly (Covin et al., 2000). For example, in the automobile segment, while Tesla has enjoyed pioneering advantages, the entry of followers like Geely and SAIC Motors in this industry has intensified competition and therefore resulted in price wars, indicating that the activities of competitors can reduce early advantages and creates pressure for pioneers to maintain profit margin (The Business Times, 2026).
With respect to follower organisations, pioneers act as valuable sources for market validation. If pioneer become successful in the market, it acts as signal for followers to understand the demand is viable, which reduces market uncertainty. This knowledge assist followers to develop their strategic position by identifying and targeting the niche market segments (Villanueva and Ramirez-Solis, 2013). For example, in automobile industry, follower like Xpeng Motors has differentiated itself by developing advanced driver assistance technologies, which becomes a basis for competitive advantage for the brand (Xpeng, 2025). Nevertheless, intense competition can also generate threat for followers. If the pioneer organisations develop strong brand equity, technological capabilities and achieve economies of scale, the followers are forced to involve in price based competition, which reduces profit margin. For example, the following table demonstrates the net profit margin of pioneers and follower organisations in EV segment for five years.  
	Net profit margin (%)
	2021
	2022
	2023
	2024
	2025

	Tesla
	10.49
	15.45
	15.47
	7.23
	4.07

	SAIC Motor
	4.35
	3.07
	2.69
	0.93
	1.41

	Geely
	4.28
	3.14
	2.75
	6.99
	5.81

	BYD
	1.84
	4.18
	5.2
	5.35
	4.7


(Morningstar, 2025a; 2025b; 2025c; 2025d)
As from the above table, it can be observed that the profit margin of Tesla has reduced from 10.49% in 2021 to 4.07% in 2025. In follower organisations, specifically SAIC motors, the profit margin has reduced from 4.35% in 2021 to 1.41% in 2025, while Geely has demonstrated fluctuations in profit margin. Dyduch et al., (2021) argues that organisations require to develop dynamic capabilities to react properly to competition. Sustainable competitive advantage is not subject to the initial market position, but is dependent on the capability to constantly innovate and adapt.  
[bookmark: _Toc225460233]Task 2
[bookmark: _Toc225460234]Strategic Responses of Pioneering and Follower Organisations 
Strategic marketing requires organisations not only to evaluate the macro environmental factors, but also to react effectively to external actors like customers and competitors. On the basis of the critical analysis, these actors can generate opportunities and threats. However, the key argument is that how pioneers and followers can strategically react to such changes in order to sustain competitive advantages. 
[bookmark: _Toc225460235]Strategic Responses to Changing Customers’ Dynamics 
[bookmark: _Toc225460236]Pioneer Organisation: Market Shaping and Customer Education 
In order to react to customers’ behaviour, pioneer organisations intend to use market shaping strategies to influence the preferences of customers. According to Zhang and Watson (2020), pioneers uses the outside in strategies that focuses on recognising latent needs and redefining the expectations of customers. Such strategies help to differentiate the brand, where firms create unique value propositions that create competitive advantages. For example, Tesla has strategically responded to increasing environmental awareness among customers by positioning its EV products as premium and high performance, rather than just depicting it as sustainable alternatives. This can also be considered as blue ocean strategy, where Tesla avoided direct competition with the traditional fuel based automobile companies by redefining the value dimensions. 
However, there are certain limitations of this strategy. Through using market shaping strategy, pioneers can influence customers’ perceptions, but effectiveness of this strategy is dependent on significant investment in customers’ education and development of infrastructure (Flaig et al., 2021). Hooley et al., (2024) argues that such strategies can fail if the organisations overestimate the readiness of customers or misinterpret the demand signals, indicating that pioneering strategies are highly dependent on market sensing capabilities. With respect to Tesla, its early success in the EV market was supported by favourable socio cultural trends and government incentives towards sustainability, which suggest that it is important for pioneers to align the strategy according to external actors. Furthermore, pioneers also require to constantly adapt their strategies according to changes in customers’ expectations. The research of Morgan (2020) highlights that customers’ purchasing journey is complicated, where various factors impact on their decisions like digital touch points and real time feedback among others. Therefore, pioneers require to integrate customer relationship management (CRM), data analytics and omnichannel marketing to sustain brand relevance. Failure to adapt can result in loss of competitive advantage, where pioneers can be overtaken by more agile competitors.  
[bookmark: _Toc225460237]Follower Organisations: Market Adaptation and Customer Centric Refinement  
Follower organisations usually adopt the market adaptive strategies to react to the external factor, customers by focusing on refining the existing offerings so that they can better align with the observed customers’ preferences. Follower organisations obtain benefits from reduced market uncertainty and can implement more targeted segmentations, positioning and pricing strategies (Kalicanin, 2008). For example, with respect to customers’ demand towards sustainability and their purchasing ability, BYD has strategically responded by offering affordable EVs in contrast to Tesla’s premium EVs (Carbon Click, 2025). In the similar context, NIO has differentiated its products through providing innovative services like battery swapping, which demonstrates that the organisation follows a service dominant logic approach (NIO, 2021). These strategies reflect the use of market orientation strategy, which focuses on responsiveness to customers’ needs in order to obtain competitive advantage. Industry evidence suggest that EV followers have gained market share by focusing on affordability, localisation and user experience. 
However, there are various limitations of using market adaptation and orientation strategies. For example, competing primarily on price can result in commodification and low profitability. This can be evident in the EV market, where intense competition has triggers price wars, specifically in China. From the analysis, declining or fluctuating profit margins can be observed among the EV producers, which suggest that follower strategies can become unsustainable without innovation (Mason and harris, 2005). Thus, while adaptation can reduce risk, it can also limit long terms strategic control. This requires using hybrid strategies by combining imitation with selective innovation that can maintain balance between efficiency and differentiation. 
[bookmark: _Toc225460238]Strategic Responses to Competitive Dynamics 
[bookmark: _Toc225460239]Pioneering Organisations: Continuous Innovation and Brand Reinforcement
In response to external factor like competition, pioneers organisations shift from market creation to defensive and adaptive marketing strategies. Lieberman (2016) argues that sustaining first mover advantage requires constant innovation, accumulation of resources and customer lock in. The response of Tesla to increasing competition illustrates this approach, where it has invested heavily on integration of software, development of autonomous driving technologies and brand ecosystem. This supports the dynamic capabilities theory, which emphasises that organisations should integrate, build and reconfigure competencies for reacting to any changes in external environmental actors (Cavusgil and Deligonul, 2024). Furthermore, pioneers often leverage brand equity strategies to maintain customer loyalty. According to Kordestani and Heydari (2022), strong brand association can create entry barriers and reduce the impact of competitive threats. For example, tesla has maintained its brand identity as innovation leader, which continue to differentiate the brand despite the entry of other players in the industry.
However, there are various limitations of this strategy. Constant innovation requires constant investment and also expose the organisation towards technological risk. Balzano and Giachetti (2026) argues that in fast moving markets, competitors can quickly imitate innovations, which reduce their effectiveness. Furthermore, over dependence on brand equity can lead to complacency, which makes pioneer organisations vulnerable against any disruptive followers offering superior values. 
[bookmark: _Toc225460240]Follower Organisations: Competitive Positioning and Strategic Differentiation
Follower organisations can react to external force like competitor by strategic positioning and differentiating the brands from pioneers. Rather than directly challenging the pioneer, they frequently target the niche customer segments or adapt cost leadership strategies for differentiation. For example, in order to differentiate itself from Tesla, Xpeng Motors has focused on advanced driver assistance technologies. On the other hand, Geely and SAIC motors tried to differentiate themselves through leveraging economies of scale and local market knowledge to compete with pioneer organisation (SAIC, 2025). These strategies reflect the concept of strategic groups, where organisations operating in same industry adopt different competitive approaches to avoid directly rivalry. This strategy help multiple organisations to coexist in the EV industry irrespective of intense competition. 
There are various limitations also in this strategy. When the market reach to maturity stage, it becomes hard to differentiate and competitive advantages may erode. Thus, follower organisations require to evolve themselves beyond different positioning and need to innovate and develop new capabilities. Farida and Setiawan (2022) emphasises that long term competitiveness of organisations is subject to the capability to adapt in the competitive environment, rather than using static marketing strategies. 
[bookmark: _Toc225460241]Conclusion
The macro environment is a critical determinant of strategic marketing outcome, but its value lies in the way organisations interpret and react to the external actors. On the basis of the critical analysis, it can be stated that pioneers and followers depend on different and complimentary approaches for maintaining competitive advantages. While pioneers focuses on using market shaping, innovation and brand leadership strategies that provide early advantages, followers uses market responsiveness, cost efficiency and selective differentiation strategies, which reduces risk. Pioneers intend to shape the markets through innovation and branding and followers focuses on adaptation and efficiency. However, both the approaches requires trade-offs and are subject to environmental uncertainties. The evaluation demonstrates that market entry timing does not determine sustainable competitiveness, rather the effectiveness of the organisations to react to the external actors determine competitiveness. Organisations require to develop dynamic capabilities, leverage customers; insights and constantly adjust their strategies to stay competitive.                                                              
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