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[bookmark: _Toc225177867]1. Introduction 
To understand the influence of external environmental factors on the competitive positioning of an organisation, strategic marketing management plays a crucial role (Adenuga et al. 2025). However, when it comes to highly dynamic industries like the smartphone industry, it becomes quintessential for an organisation to become aware of a continuously changing external environment to maintain competitiveness and sustainability for the long term. 
The smartphone industry has been chosen as a reliable industry because it is one of the most competitive and fast-growing industries in the world, with some of the brands known to dominate globally, like Apple and Samsung, which compete through innovation, pricing strategies, branding, and technological development. Given the revolutionary products like the iPhone, which created a new standard for smartphones, with the first iPhone released in 2007, Apple has been considered the pioneering organisation (apple.com, 2026). Contrarily, Samsung has been noted to enter the smartphone segment later with its first Android-powered smartphone launched in 2009 by expanding its portfolio and adopting innovative strategies, resulting in it being considered as the follower organisation (sammobile.com, 2024). 
Therefore, this overall report will focus on analysing the macro marketing environment and will evaluate how leading smartphone companies like Apple Inc. and Samsung Electronics respond strategically to external changes. The main purpose of the report will be to critically analyse the two important macro-environmental factors that influence both Apple and Samsung. However, the factors will be analysed using the PESTEL framework, which will help in understanding the way these factors create opportunities and threats for both organisations. The report will also focus on evaluating the strategic responses of Apple and Samsung towards these environmental changes through the application of relevant strategic models like Porter’s Generic Strategies and Ansoff Growth Matrix. The report, however, will be concluded by highlighting the importance of environmental analysis in strategic marketing management. 
[bookmark: _jo7414th63jj][bookmark: _Toc225177868]2. Task 1: Critical Analysis of the Macro Marketing Environment
[bookmark: _fyhovcf3p0xp][bookmark: _Toc225177869]2.1 Macro Marketing Environment
The macro-marketing environment, in general, indicates the external forces that significantly influence the performance of the organisation while maintaining managerial control (Einhorn et al. 2023). In relation to this, the use of the PESTEL Framework that emphasises the six aspects of the market, including political, economic, social, technological, legal, and environmental factors, and as per Josphin (2024), acts as a structured tool which contributes to analysing these forces and allows for identifying the threats and opportunities present within the industry. Therefore, when it comes to the smartphone industry, it is characterised by rapid innovation and global competition, and PESTEL analysis is considered essential for strategic decision-making. 
Taking this into account, the PESTEL analysis for these two smartphone brands will emphasise the technological and economic factors as the most influential drivers of competitive dynamics. Technological factors, as per Makvandi (2024), continuously focus on emphasising user experience, innovation cycle, and redefinition of product features, and contribute to developing a differentiation strategy. Economic factors, on the other hand, directly affect the pricing strategies, consumer purchasing power, and market demand within this price-sensitive and globally diverse market.
The chosen factors are strategically significant because the smartphone industry relies heavily on innovation-led competition, resulting in fluctuations in global economic conditions that significantly affect the performance of the organisation. Based on this, data reports have suggested that global smartphone shipments are closely associated with both technological upgrade and economic recovery trends, thereby highlighting their critical role in shaping the performance of the organisation.
[bookmark: _4d7zjinnaiv][bookmark: _Toc225177870]2.2 Analysis of Macro Factor 1: Technological Factors 
[bookmark: _pbgjofnwirvz][bookmark: _Toc225177871]2.2.1 Impact on the Pioneer Organisation: Apple Inc
Technological advancements present both opportunities and threats for Apple Inc. because the company follows a vertically integrated ecosystem that benefits the company through proprietary chips and iOS, which, as per Durco et al. (2025), is capable of enhancing performance and user experience. This further allows for the creation of a strong opportunity for differentiation and customer loyalty. For instance, reports claimed that Apple's custom silicon (A-series chips) has consistently outperformed competitors in benchmark tests (cnbc.com, 2023).
However, due to a deliberate approach to innovation, a potential threat also arises for Apple. The firm often introduces innovative features like foldable technology later than competitors, which Samsung has already commercialised (businessworld.in, 2026). 
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Figure 1: Shipment Market Share In FY2023
(Source: genuineimpact, 2026)
Despite this, Apple's strategy of refining existing technologies ensures higher reliability and user satisfaction. In relation to this, industry data indicates that Apple captured approximately 20% of global smartphone shipments with more than 80% of industry profits in 2024 (counterpointresearch.com, 2024). The above-mentioned chart has also supported this by stating that Apple incurred 234.6 million shipments in 2023, while Samsung received slightly lower with 226.6 million (annualreports.com, 2024). This entails that the technological strategy followed by Apple strengthens sustainable competitive advantage through ecosystem lock-in, even if it sacrifices first-mover advantage.
[bookmark: _wgx1al5zkqon][bookmark: _Toc225177872]2.2.2 Impact on the Follower Organisation: Samsung Electronics
Now comes Samsung Electronics, where technological factors create a number of opportunities for rapid innovation. Significantly, Samsung has pioneered foldable smartphones and advanced display technologies, thereby enabling it to capture early adopters and differentiate its product portfolio. However, this approach is not without risks. In the opinion of Akhtar, (2024), high research and development (R&D) costs and uncertain consumer adoption have the potential to limit returns on innovation. Based on this, Samsung's R&D expenditure exceeded $20 billion annually, thereby reflecting its heavy investment in technological leadership (statista.com, 2025). Comparing it with Apple, Samsung has been noted to demonstrate greater adaptability to technological change but is experiencing challenges in maintaining long-term differentiation due to the absence of a tightly integrated ecosystem. However, to retain its market position, it is essential for Samsung to achieve short-term competitive gains through innovation speed, but it remains vulnerable to imitation and weaker brand loyalty compared to Apple.
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[bookmark: _26ys224hq9s6][bookmark: _Toc225177874]2.3.1 Impact on the Pioneer Organisation
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Figure 2: Apple Quarterly Net Sales
(Source: apple, 2024)
Economic conditions also play a potential role in significantly influencing the performance of Apple, particularly due to its premium pricing strategy. Based on this, reports claimed that during periods of inflation and reduced consumer spending, demand for high-end smartphones may decline, which is clear due to the impact of slowing global economic growth and discretionary spending on electronics (Liang et al. 2024). Despite this threat, Apple demonstrates resilience due to strong brand equity and customer loyalty. Reports claim that its ecosystem of services, including iCloud and Apple Music, generates recurring revenue streams that mitigate reliance on hardware sales (apple.com, 2024). Moreover, the affluent customer base of Apple is less sensitive to price fluctuations, resulting in Apple's revenue remaining stable at over $380 billion in 2024 with a 6% upsurge (mckinsey.com, 2024). This entails that due to price-inelastic demand and diversified revenue streams, Apple maintains a strong competitive position, even though growth may slow in emerging markets.
[bookmark: _xljqvcmnyz4i][bookmark: _Toc225177875]2.3.2 Impact on the Follower Organisation
Economic factors create both opportunities and threats for Samsung as well, but unlike Apple, Samsung operates across multiple price segments, from budget to premium devices. This diversification, in the opinion of Prathap et al. (2025), enables Samsung to capture demand in price-sensitive markets, particularly in emerging economies like India and Southeast Asia. However, during the period of economic downturns, consumers have the tendency to shift towards more affordable smartphones, and the mid-range and budget segments of Samsung benefit the company. Based on this, reports claimed that Samsung held the largest global market share of approximately 22% due to its broad product portfolio (samsung.com, 2024). 
Similarly, it is also noted that reliance on lower-priced devices results in reducing profit margins and, in turn, exposes Samsung to intense competition from Chinese manufacturers such as Xiaomi and Oppo (digitimes.com, 2026). Based on this, it can be stated that the adaptability approaches of Samsung contribute to enhancing market share stability but limit profitability and weaken its premium brand positioning relative to Apple.
[bookmark: _ujvrqdkrkpby][bookmark: _Toc225177876]3. Task 2: Strategic Responses of Pioneering and Follower Organisations
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Figure 3: Porter’s Generic Strategies
(Source: Subrahmanyam, 2019)
The strategic response of Apple towards external environmental challenges, mainly economic uncertainty and technological disruptions, could be well explained through the lenses of Porter’s Generic Strategies. In the case of Apple, a differentiation strategy has been adopted whereby it creates a comparative advantage through ecosystem integration, innovation and strong brand positioning rather than competing based on prices (Zou, 2023). This differentiation strategy is evident in the market position and financial performance of Apple. In 2023, the company generated a revenue of more than $383 billion, with estimates surpassing $390 billion in 2025 (statista.com, 2026). The contribution of the iPhone to overall revenue is nearly 50–52% (businessofapps.com, 2026). Apple, having a smaller market share of nearly 17% to 19% globally, holds an excessive share of industry profits, highlighting the effectiveness of its premium positioning (counterpointresearch.com, 2026). 
One of the key differentiation strategies of Apple is its integrated ecosystem, which comprises software, hardware and services that further strengthen customer loyalty and improve the costs of switching to alternatives (Chang, 2025). Sources demonstrate that Apple holds a customer retention rate of more than 90%, along with a growing service segment generating more than $85 billion per year (yahoo.com, 2026). This implies that the competitive advantage of Apple extends beyond product features to long-term customer relationships and frequent revenue sources. Furthermore, as per finance.yahoo.com, (2026), Apple’s response to the rapid shift in technology is driven by persistent investment in innovation. Apple annually spends more than $30 billion on research and development, prioritising areas like custom silicon, AI and augmented reality (businessquant.com, 2026). For instance, the development of M-series processors by Apple has contributed to enhanced performance efficiency while minimising reliance on external suppliers (Mikh and Korchak, 2025). This vertical control amplifies Apple’s ability to respond effectively to technological disruptions and maintain product differentiation in the highly saturated marketplace. 
However, as per Schill and Nixon, (2024), there are certain limitations attached to Apple’s strategy as it mainly emphasises premium pricing, which lowers its accessibility in price-selective markets like Southeast Asia and India. Moreover, Park, (2022), states that there are various competitors providing similar technological features at relatively lower prices, which reduces the differentiation advantage of Apple. This implies that the competitive position of Apple highly depends on ecosystem lock-in and brand equity over technological dominance. 
Apple, in response to the economic and geopolitical challenges at the global level, has adopted a market development strategy. For example, the expansion of Apple’s manufacturing operations in India has resulted in a significant increase in iPhone production in recent years (Zhao, 2024). This lowers risk related to the supply chain due to overdependence on China and strengthens expansion into maturing markets. Apple also pursues a controlled innovation strategy by launching a few models at the initial stage with incremental, however high-quality improvements. 
[bookmark: _Toc225177878]3.2 Samsung Strategic Responses
The strategic response of Samsung to external environmental challenges differs greatly compared to Apple, which can be explained by integrating Porter’s Generic Strategies. In the context of Samsung, a hybrid strategy, along with cost leadership and differentiation strategy, is adapted which allows them to compete across diverse market segments and respond flexibly to economic and technological changes (Acar, 2024).
The effectiveness of Samsung is mirrored in its market position at the global level. Samsung holds a significant share in the smartphone market with nearly 20% to 22%, thus making it one of the largest manufacturers of smartphones globally (counterpointresearch.com, 2026). Samsung, as per Dachawar et al. (2025), also emphasises providing a wide range of devices across different price segments, which range from entry-level smartphones to premium flagship models
The key strength of Samsung’s strategy lies in its capability of product diversification. Samsung attracts customers from diverse income groups by targeting various price segments (startuptalky.com, 2023). This is highly useful in times of economic uncertainty when demand shifts towards more affordable alternatives. The strong presence of Samsung in the mid-range market allows it to maintain consistent sales volume despite reduced demand at the global level. 
The cost leadership approach of Samsung is supported by its vertical integration capabilities. Samsung internally emphasises manufacturing key components like memory chips, semiconductors, and display panels. Remarkably, Samsung also supplies OLED displays to rivals like Apple, indicating its strong market position within the international supply chain (Wang and Liu, 2022). This integration minimises the cost of production and improves operational efficiency. 
Samsung emphasises rapid innovation and technological adoption for differentiation. Samsung is one of the first companies that introduced smartphone features like high refresh rate displays, foldable screens and advanced camera systems. Samsung is also a dominant leader in the foldable smartphone segment, with its  Galaxy Z series appealing to emerging markets (Song, 2023). 
However, there are a few limitations associated with the rapid innovation strategy of Samsung. According to Ching et al. (2024), the regular launch of products could result in product breakdown and weaker brand clarity as consumers might find it difficult to differentiate between models. In addition to this, there are various innovations by Samsung that are quickly being replicated by rivals, thus putting pressure on the company to maintain its differentiation in the long term. Apart from this, as per Gerpott and Berends, (2022), Samsung emphasises adapting market penetration strategy to strengthen its position in those markets where it is already operating via an extensive distribution network and a competitive pricing strategy. Samsung's presence at the global level enables it to adjust pricing strategies focusing on the local economic conditions, which makes it more adaptable than Apple in the emerging markets like Africa, Southeast Asia, and India. 
Overall, the analysis highlights that Apple focuses on a differentiation strategy, utilises premium branding, integration of ecosystem, and controlled innovation to acquire higher profitability margins and strong customer loyalty despite high pricing and a narrower market reach. Compared to this, Samsung's hybrid strategy, comprising cost leadership and differentiation, utilises product diversification, rapid innovation, and wider price coverage to capture a larger share of the market in which it operates and adapt to diverse economic conditions, but at the cost of vulnerable brand clarity and readily replaceable innovation. 
[bookmark: _lvoozx9misia][bookmark: _Toc225177879]4. Conclusion 
The current report examines the macro marketing environment of the smartphone industry critically by examining Apple as a pioneering organisation and Samsung as a follower organisation. The findings reveal that economic and technological factors play a powerful role in shaping the competitive position, which creates opportunities as well as threats to the firms operating in the highly volatile marketplace. Furthermore, the analysis highlights that competitive advantage is achieved through technological innovation.  Apple utilises innovation to maintain a differentiation strategy, strengthening its premium position by integrating ecosystems and continuous R&D. Comparatively, Samsung chooses a more flexible approach by adapting technology in a rapid manner and distributing it at multiple price points, thus enhancing market research and responsiveness. 
[bookmark: _2g8y5hu6ov7u]Moreover, economic factors make the strategic positioning of both firms different from each other. The premium pricing model of Apple makes it vulnerable to demand fluctuations in times of economic downturns, whereas the diversified portfolio of  Samsung allows higher stability across different income segments. This indicates the significance of strategic alignment between macroeconomic conditions and pricing structures. The implementation of Porter’s Generic Strategies highlights that the differentiation approach of Apple strengthens high margins and brand loyalty, whereas the hybrid strategy of Samsung strengthens scalability and market penetration.
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