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 Introduction
  
The global video streaming industry has grown into a USD 554 billion market projected to exceed USD 1.9 trillion by 2030 (Grand View Research, 2023), shaped by the interplay between pioneering organisations and strategic followers. This report compares Netflix pioneer of subscription-based video-on-demand streaming against Disney+, a follower that entered the market in November 2019 backed by one of the world’s most powerful entertainment brands.
Two macro-environmental factors are examined under the PESTLE framework: Technological and Political/Legal forces, selected for their measurable influence on streaming’s competitive dynamics. Task 1 analyses how these forces generate opportunities and threats for each organisation. Task 2 evaluates strategic responses through Porter’s Generic Strategies and Ansoff’s Growth Matrix.
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2. Task 1: Macro-Environmental Analysis 
Before examining each factor in depth, Table 1 maps the key macro-environmental forces Technological and Political/Legal against both organisations, illustrating where each faces meaningful opportunity and where exposure to threat is most pronounced. 
 
Table 1: PESTLE Macro-Environmental Analysis - Netflix vs Disney+ (Author's Own, 2024) 
	Factor 
	Type 
	Netflix (Pioneer) 
	Disney+ (Follower) 

	Technological 
	Opportunity 
	AI-driven personalisation engine; proprietary CDN infrastructure enabling global scale 
	Adopted similar AI systems; leveraged Disney's existing tech ecosystem and Hotstar 
integration 

	Factor 
	Type 
	Netflix (Pioneer) 
	Disney+ (Follower) 

	Technological 
	Threat 
	Password-sharing crackdowns required heavy tech investment in household verification systems 
	Same threat; Disney+ mirrored Netflix's paid-sharing model from 2024 onwards 

	Political/Legal 
	Opportunity 
	EU local content mandates forced original investment - strengthened brand differentiation 
	Benefited from Netflix's regulatory groundwork; leveraged existing content compliance frameworks 

	Political/Legal 
	Threat 
	GDPR compliance costs; geo-
blocking restricts revenue in key markets 
	Greater regulatory scrutiny due to global reach of Disney IP; antitrust concerns in bundle offerings 
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Netflix opportunity: Netflix is has the strongest competitive moat of any streaming player, thanks to continued investment in proprietary tech since long before streaming was a thing. The recommendation algorithm of the organization based on machine learning and behavior analytics processes more than 500 billion user events per day, in order to create personalized content recommendations (Gomez-Uribe and Hunt, 2015). This system, which saves Netflix an estimated USD 1 billion each year in lower subscriber churn (Gomez-Uribe & Hunt, 2015), is a technological moat that follower firms have found difficult to replicate at comparable level of depth. 
Additionally, the company building its Open Connect content delivery network (CDN) has enabled the organisation to lower bandwidth costs and increase streaming quality globally. With its CDN servers embedded right inside the networks of internet service providers, it continues to achieve the best possible streaming experience, especially in bandwidth-challenged markets. The investment in infrastructure that has accumulated over the course of more than a decade represents a significant firstmover advantage that is hard, and expensive, for followers to duplicate. 
Opportunity for Disney+: After entering the market more than a decade after Netflix, 
Disney+ had an entirely different technological problem to solve not how to create something from scratch, but how to create smart with what already existed. The organisation implemented sane cloud-based streaming architectures (working with the major cloud providers rather than spending capital on wholesale proprietary infrastructure) and focused its energy on content aggregation and platform convergence. This consolidation logic is represented by Hotstar’s inclusion amongst Asia-Pacific offerings and the gradual unification of ESPN+ and Hulu under a common technological platform instead of independently developed (Lotz, 2022) services beneath one umbrella. 
Threat to both organizations: Password-sharing turned out to be a more corrosive issue than either organisation expected. By 2023, Netflix’s own estimates had reported over 100 million households not paying for that service worldwide (Netflix, 2023) a level of revenue loss that could no longer be ignored. The solution was more than a simple shift in policy household verification systems had to be designed, tested and rolled out gradually, all while incurring expense and the persistent threat of subscribers leaving. Disney+ came to much the same conclusion in 2024, taking a similar approach and by doing so confirming that no platform within the space was immune. What this episode shows, maybe clearest of all, is that being an innovator affords no immunity from technological threats that apply across industries only the weight of having been first to face them. 
 
[bookmark: _Toc13750]2.2 Political and Legal Environment 
Opportunity for Netflix: What might initially appear to be a regulatory constraint turned, for Netflix, into something of a strategic windfall. The EU’s revised Audiovisual Media Services Directive (AVMSD, 2018) required streaming platforms to maintain at least 30% European content in their catalogues (European Commission, 2018), yet Netflix had already been moving in that direction. Productions such as Dark (Germany), Money Heist (Spain), and Lupin (France) satisfied the quota whilst also becoming internationally celebrated series, pulling in audiences far outside their home markets. The directive, in other words, formalised what Netflix was already doing and in doing so, gave the organisation a legitimate basis to deepen local investment and widen its differentiated brand presence across Europe and beyond. 
Opportunity for Disney+: Disney+ entered regulated markets with the benefit of Netflix's regulatory experience. The political and legal frameworks that Netflix had navigated - content quotas, data localisation requirements, and platform licensing regimes - were familiar to regulators by the time Disney+ launched internationally. Disney+ could therefore design its compliance frameworks proactively, incorporating local content partnerships and geo-specific catalogues from the outset (Evens and Donders, 2018). The Star brand, launched in 2021 as a sub-brand within the Disney+ platform across European and Asia-Pacific markets, serves as a direct vehicle for meeting local content mandates whilst extending the overall value proposition of the platform. 
Threat for both organizations: Data privacy regulation comes as a much sharper threat especially for a platform where the entire value proposition lies in knowing its users to an almost intimate degree. The personalisation engine that makes Netflix tick relies on ever-more-detailed, granular data about user activity exactly the kind of processing that GDPR, which came into force across the EU in May 2018, imposes strict consent and storage obligations upon. In case of evasion, the financial implications are severe: fines can reach up to 4% of a company's global annual turnover (European Commission, 2016). Disney+ has a parallel set of obligations, exacerbated by the extent of its data ecosystem across Disney, Hulu, ESPN+, and Hotstar. Neither organisation operates in a vacuum divorced from geo-blocking rules, licensing disputes or the antitrust glare now cast on Disney+’s bundled pricing limitations that, taken together, materially constrain each platform’s room for manoeuvre as it pursues aggressive growth. 
[bookmark: _Toc13751]Task 2: Strategic Responses 
Using the macro-environmental analysis presented in Task 1, this section assesses the strategic decisions made by Netflix and Disney+ in response to the identified opportunities and threats. The second part - the step comprises two well-known strategic marketing frameworks: Porters Generic Strategies and Ansoff`s growth matrix. 
 
[bookmark: _Toc13752]3.1 Porter's Generic Strategies 
Porter (1980) identifies three generic strategies through which organisations may achieve sustainable competitive advantage: Cost Leadership, Differentiation, and Focus. The streaming industry's economics - characterised by high fixed costs of content production and near-zero marginal distribution costs - make pure cost leadership difficult to sustain at scale. Accordingly, both Netflix and Disney+ have pursued differentiation-led strategies, though with notably different bases of differentiation. 
 
Table 2:  Porter's Generic Strategies - Netflix vs Disney+ (Author's Own, adapted from Porter, 1980) 
	Dimension 
	Netflix 
	Disney+ 

	Primary 
Strategy 
	Cost 	Leadership 	+ 	Differentiation 
(Hybrid) 
	Differentiation Focus 

	Competitive 
Basis 
	Scale efficiencies; ad-supported tier 
(2022) to broaden access 
	Unmatched IP portfolio: Marvel, Star 
Wars, Pixar, National Geographic 

	Pricing 
	Tiered pricing: Basic with Ads ($6.99), 
Standard ($15.49), Premium ($22.99) - 
US 2024 
	Basic with Ads ($7.99), Premium ($13.99); bundle with Hulu/ESPN+ 
($14.99) - US 2024 

	Content 
Investment 
	$17 billion content spend (2023); global originals strategy 
	$9 billion content spend (2023); focus on franchise extensions 

	Limitation 
	Rising 	content 	costs 	erode 	cost-
leadership gains; churn risk 
	Heavy IP reliance risks audience fatigue; slower original content pipeline 


 
Netflix - Hybrid Cost Leadership and Differentiation: Scale has always been central to Netflix’s commercial model. With a subscriber base exceeding 260 million (Netflix, 2024), the organisation spreads content expenditure across a base wide enough to make per-user costs manageable a dynamic that underpins its pricing flexibility. The 2022 introduction of an ad-supported tier at a lower price point was not simply a concession to cost-sensitive consumers; it opened an entirely new revenue channel whilst keeping the door open to subscribers who might otherwise have cancelled. At the same time, USD 17 billion in content spend during 2023 funded a slate of global originals spanning drama, documentary, film, and latterly live sports a breadth that sustains differentiation even as the ad tier pulls toward volume. Bowman (2008) would recognise this as a ‘dual advantage’ play, though its critics rightly observe that holding cost and quality in balance grows harder as content markets inflate. 
Disney+ Differentiation Focus: Disney+’s strategic position is built on something no rival can simply order up: a content library curated over decades. Marvel, Star Wars, Pixar and National Geographic are not only popular franchises, but cultural properties so entrenched they play to multi-generational audiences as close to a form of monopolising competitive advantage on unique assets (Porter, 1980) as we detect. Where Netflix needs to greenlight new productions each cycle to keep subscribers interested, Disney+ can extend existing universes with sequels and prequels, spinoffs and tie-in series all at a much lower incremental cost. Still, the risk is there: overreliance on familiar intellectual property leads to diminishing returns when audiences tire of what they have seen before, and decline in eyeballs for Marvel content from 2022 (Variety, 2023) indicates that depth of franchise alone can never be a substitute for continual creative renewal. 
A critical assessment shows that Netflix’s hybrid strategy while providing it with a wider reach is increasingly hard to maintain as content inflation carries on. The differentiation strategy of Disney+ is more defensible in the long run, so long as the organisation solves its comparatively sluggish pipeline of original intellectual property generation going beyond franchise extensions. 
 
[bookmark: _Toc13753]3.2 Ansoff's Growth Matrix 
Ansoff’s Growth Matrix (1957) offers a useful lens for understanding how each organisation has chosen to grow and at what level of risk. The four quadrants, defined by product and market novelty, map onto Netflix and Disney+ in ways that reflect not only their strategies but the structural differences that separate a pure-play streamer from a diversified entertainment conglomerate. What emerges is less a direct rivalry than two organisations operating from fundamentally different positions within the same framework, each shaped by the macro-environmental pressures examined in Task 1. 
 
Table 3: Ansoff's Growth Matrix - Netflix vs Disney+ (Author's Own, adapted from Ansoff, 1957) 
	Ansoff Quadrant 
	Netflix 
	Disney+ 

	Market 
Penetration 
(Existing 
Product 	/ 
Existing Market) 
	Password-sharing paid tier (2023); adsupported plan to retain price-sensitive subscribers 
	Aggressive pricing through Hulu/ESPN+ bundle to deepen 
penetration in US households 

	Product 
Development 
(New Product / Existing Market) 
	Gaming 	expansion 	(Netflix 	Games, 
2021); live sports and events (2024 NFL 
Christmas games) 
	ESPN+ integration; theatrical-tostreaming pipeline acceleration for franchise films 

	Market 
Development 
(Existing 
Product / New 
Market) 
	Penetration of South/Southeast Asia; local-language originals for emerging markets 
	International rollout with Star brand 
(Europe, Latin America, Asia-Pacific, 
2021) 

	Diversification 
(New Product / 
New Market) 
	Live events and interactive content; potential foray into short-form/mobile content 
	Theme parks cross-promotion; Disney+ integration with physical experiences and merchandise 


 
Market Penetration: The most consequential penetration move of recent years was Netflix’s decision to monetise its password-sharing problem. Rather than tolerating account sharing as a soft acquisition channel, the organisation moved from 2023 to require payment from users outside the primary household a shift that converted a vast pool of non-paying viewers into revenue-generating subscribers. The results were striking: 13.1 million net additions in Q3 2023 alone, the single largest quarterly intake in Netflix’s history (Netflix, 2023). Disney+, working from a different market position, pursued penetration less through enforcement and more through value aggregation bundling Disney+, Hulu, and ESPN+ at a combined price point calibrated to make the package difficult to refuse for US households. 
Product Development: Netflix Games, launched in 2021 and included at no additional cost within the standard subscription, represents an early and stilldeveloping attempt to reposition Netflix as something broader than a television platform. The initiative is modest in scale for now, yet its intent is clear: to occupy more of the subscriber’s leisure time and, in doing so, raise the perceived value of membership. The broadcast of two NFL Christmas Day games in December 2024 extends this logic into live sports a domain that had, until recently, remained firmly outside Netflix’s remit. Disney+ takes a different path. Rather than venturing into new categories, it deepens what it already does: pushing films from theatrical release to streaming faster, and weaving ESPN+ live sports into the same platform experience that delivers Marvel and Star Wars to its subscribers. 
Market Development: The two organisations have approached geographic expansion in ways that reflect their broader strategic identities. Netflix committed early to local-language production as the vehicle for market entry, commissioning titles such as Squid Game (South Korea) and Sacred Games (India) not as cultural gestures, but as deliberate attempts to acquire subscribers in price-sensitive, high-growth regions of South Asia, Southeast Asia, and Latin America. Disney+ took a structurally different route. The 2021 launch of the Star brand within the Disney+ platform allowed the organisation to serve audiences in Europe and Asia-Pacific with a wider, more adultoriented catalogue a necessary move in markets where the family-focused Disney identity carries inherently limited commercial reach (Lotz, 2022). 
Diversification: Diversification the riskiest of Ansoff’s quadrants involves moving simultaneously into unfamiliar products and unfamiliar markets. For Netflix, this territory remains largely experimental: live events, the interactive storytelling format piloted with Bandersnatch (2018), and the possibility of short-form mobile content all point toward a platform still testing where its boundaries might extend. Disney+’s diversification logic operates on an entirely different plane. The streaming platform sits within an ecosystem that includes theme parks, retail merchandise, and live experiences and Disney has been deliberate about using each to reinforce the others. Streaming engagement flows into physical visits; park experiences deepen attachment to characters and franchises; both feed merchandise sales. No pure-play competitor can replicate this circuit (Evens and Donders, 2018). 
What the Ansoff framework ultimately reveals is a structural asymmetry that goes beyond strategy. Netflix’s growth options are largely contained within the streaming domain, meaning that each step towards diversification requires building into genuinely new territory. Disney+, by contrast, does not need to venture far its conglomerate infrastructure already provides the business units through which adjacent diversification can occur with considerably less risk. This structural difference, it may be argued, makes Disney+’s long-term growth prospects materially more resilient than those of its pioneer rival. 
 
[bookmark: _Toc13754]4. Conclusion 
Across both tasks, a consistent picture emerges. Netflix’s pioneering status has delivered genuine technological advantages proprietary infrastructure, a mature recommendation engine, CDN depth yet these have not insulated the organisation from the same regulatory and technological pressures bearing down on every major platform. Disney+ entered the market later and lighter, inheriting a more navigable compliance environment and redirecting investment toward ecosystem integration rather than infrastructure reinvention. Regulatory mandates, rather than constraining either organisation, have in practice reinforced Netflix’s content differentiation and given Disney+ a structured path into new markets though both carry the ongoing compliance burden of operating at global scale. 
In this way, Porter’s framework casts Netflix as a hybrid player whose ambitious pursuit of both cost and differentiation is increasingly hard to keep in tension under inflationary content conditions, while Disney+ emerges as a focused differentiator whose IP fortress if hoed with creative discipline boasts more enduring competitive standing. Ansoff’s lens buttresses this reading: Netflix must earn its way into new and growing territory, whereas Disney+ can rely on existing conglomerate infrastructure to diversify with far less exposure. That Disney+ had hit 150mm+ subscribers in under four years post-launch (Disney, 2024)-was telling it tells us entering second is no disqualifier if the follower has sufficient brand equity and strategic patience. In the end, the long-run order in streaming will be less about who created the market than it is about who proves best able to adjust and adapt as its technological and regulatory conditions continue to change. 
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