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[bookmark: _30j0zll]1. Introduction 
In the context of business environment analysis, there are two types of business environment, micro and macro, that influence the strategies, growth and expansion of a business. The macro business environment can be defined as the complete, broad economy and the external forces in the market that affect the business (CFI Education, 2025). Many macro-environmental factors affect businesses in the market. The external marketing environment is critically examined through the PESTLE framework, which typically encompasses all the major external factors that influence an organisation's decision-making and future strategies. By understanding the various external market factors, businesses can anticipate, adapt, mitigate risks, and also exploit opportunities (Alawwad, 2024). This environment requires companies to adopt two strategic positions: pioneers and followers. The first action takers, who generally embrace innovation, take risks, and create early competitive advantages, are referred to as pioneers (Christopher, 2021). In contrast, late entrants in the market, who reduce risks by implementing proven and practised strategies, are termed followers. 
This business environment report will primarily focus on two external or macro environmental factors: technological and socio-cultural factors, as these factors significantly influence the business and shape its competitiveness across industries. This report will critically analyse the various shifts and changes in these external factors that affect the opportunities and threats faced by pioneers (Tesco) and followers (Sainsbury’s) in the business. It will further evaluate the responses that these pioneers and followers strategically give to maintain competitiveness in the market. 


[bookmark: _1fob9te]Task 1: Macro Marketing Environment Analysis 
[bookmark: _3znysh7]1.1 Overview of the Macro Marketing Environment 
The macro marketing environment is responsible for shaping industries and influencing competitiveness among organisations, as it represents the broad external factors that affect them. The macro environment operates at a wider level, as it is not controlled by individual firms, unlike the micro environment, which relates to customers, competitors, and suppliers (Svilane, 2023). The analyses of these forces are critical for the strategic management of the market. This is because it enables businesses to implement change, identify potential opportunities, and mitigate the risks of emerging threats and competitors. When organisations fail to recognise shifts in the external environment, they tend to lose their competitiveness. In contrast, those that strategically align their goals and mission with current market trends tend to experience better positioning and long-term security. 
The most widely used framework for understanding the external business environment is the PESTLE framework, which encompasses political, economic, social, technological, legal, and environmental factors (CIPD, 2025). 
[bookmark: _2et92p0]1.2 External Factor 1: Technological Factors 
Due to one of the most disruptive forces, technological innovations shape modern industries, which significantly influence the operations, interactions, and competitiveness of organisations (Abuzaid, 2024). The increasing advancements in data analytics, artificial intelligence, e-commerce automation, and augmented reality are responsible for shaping customer preferences, which ultimately compel companies to incorporate emerging digital solutions into their marketing strategies. 
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[bookmark: _26in1rg]Figure 1: External Factor 1: Technological Factor
[bookmark: _35nkun2](Source: Pereira, 2024)
Opportunities for Pioneers: 
The actions taken by pioneering companies gain them an opportunity to create a robust competitive edge in the market. As pioneers, they are typically the early adopters responsible for differentiating brands, attracting digitally advanced customers, and setting industry standards. For example, Tesco's AI-enhanced Clubcard drives loyalty through analytics, positioning the retailer as an innovator in customer relationship management (Shelper, 2024). 
Threats for Pioneers:
The cost of innovation, however, is unsafe. Enormous research and development (R&D) can yield no immediate payoff, especially when consumers waste time adopting the technology. Besides, technological solutions may become obsolete in a short period of time (Rosenkranz et al., 2024). To illustrate, some wearable technology products failed to capture merchant attention, and chatbots powered by artificial intelligence were criticised for providing poor user experiences. Therefore, pioneers will encounter a loss of resources and a damaged reputation if the innovation does not perform as anticipated.
Opportunities for Followers:
Believers enjoy watching the successes and failures of pioneers so that they can adopt successful technologies at a lower cost. For instance, Sainsbury has developed its online grocery division, investing in Tesco's e-commerce operations since it learned not to make the same mistakes and still meet consumer demands perfectly (Valentine, 2021). This strategy helps its followers distribute their resources more effectively and minimise risk.
Threats for Followers:
Through these benefits, followers often struggle to meet the innovation challenge, as they feel they are playing catch-up. Potential customers might already be attached to innovative companies that influenced the creation of customer expectations. Followers will have a long-term disadvantage as pioneers build strengths, and the followers are unable to keep pace.
[bookmark: _tyjcwt]1.3 External Factor 2: Socio-Cultural Factors
The socio-cultural constituents have also assumed a special significance in the development of the marketing strategies because in a contemporary society, consumers have realised that nothing alone will serve in relation to the marketing of products and services that they want. They have high expectations of organisations. Growing demands regarding morals, diversity, inclusiveness, and sustainability are forcing business organisations to embrace practices that would favour wider interests. Customers are assessing the products not only by prices and quality, but also by their position on such ecological issues as climate change, fair trade, representation, and even the attitude to communities (Kubiczek et al., 2024). The ever-changing social values not only pose a threat to organisations, but they also offer a chance in the form of being either the leaders or the followers.
Opportunities for Pioneers
Tesco has been on the frontline in implementing social responsibility into the corporate strategy through its various programmes like “Little Helps Plan” that aim at reducing food waste, promoting healthy meals, and giving back to the community (Tesco PLC, 2021). These practices are representative of the CSR Pyramid by Carroll, where Tesco meets the economic, legal, ethical and philanthropic duties eventually (Homer et al., 2024). The Stakeholder Theory approach has helped Tesco to focus on the value creation for the customers, employees, suppliers and the community at large.
Brand authenticity and emotional attachment to the products are reinforced by Tesco being a committed and responsible company, by doing such things as sourcing responsibly and promoting local producers (Caër, 2025). Its most recent campaigns, one for promoting diversity in marketing and the other promoting food redistribution charities, including FareShare, only improve its social image. 
Threats for Pioneers
Being a pioneer, however, has reputational risk. Any gap between what the corporation and the people promise one another may lead to allegations of greenwashing and be further enhanced through the scrutiny of social media. Lacking transparency may break down consumer trust and the brand equity of Tesco (Silkoset and Nygaard, 2025). Therefore, constant monitoring and transparent sustainability reporting are crucial to ensuring credibility.
Opportunities for Followers
Sainsbury, as a follower of Tesco, enjoys the advantage of inspecting the socio-cultural practices of Tesco and implementing practices that work. Its “Plan for Better” initiative is similar to the sustainability objectives of Tesco that aim at minimising waste, carbon neutrality, and sustainability in sourcing (J Sainsbury plc, 2025). This is a proactive implementation which reduces the risk but helps Sainsbury to attract value-conscious but ethically aware consumers.
Threats for Followers
However, when the initiatives of the followers are not authentic, they face the risk of being reactive or insincere. According to the Institutional Theory, this imitation can limit the differentiation (Balzano et al., 2025). Thus, to maintain the consumer trust, Sainsbury should make sure that its activities are not only effective and meaningful but also conveyed properly.

[bookmark: _3dy6vkm]Task 2: Strategic Responses of Pioneers and Followers 
[bookmark: _1t3h5sf]2.1 Strategic Response to Technological Factors 
The advancements in technology have rapidly transformed the retail industry, pressuring organisations to consistently innovate and adapt to new trends to sustain their competitive edge in the market. Pioneers like Tesco utilise technologies to become a driver of customer engagement and a strategic differentiator. Tesco, through the use of its Clubcard loyalty programme, has made rapid investments in innovation and analytics (Hartfield, 2024). Through the use of artificial intelligence and data analytics, Tesco can predict customer preferences, deliver personalised offers, and optimise its inventory management. 
Tesco focuses on differentiating technology-supported customer experiences. Its hi-tech online grocery system and mobile applications offer easy navigation, quick checkout, and home delivery to meet changing customer demands (Agustian et al., 2024). These technologies enable Tesco to provide an easy, integrated shopping experience in-store, which is difficult for competitors to imitate in a short period of time. This aligns with the Generic Strategies proposed by Porter. Tesco's strategy adopted by Tesco is the possession of exquisite technological ability, which creates a value that is difficult to duplicate in the short run by a follower (Acar, 2024).
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To mitigate the risks associated with new technology development, Tesco employs a risk management strategy that involves piloting and continuous improvement of its development (Han and Um, 2024). Acceptance efforts, such as automated checkouts and store trials that involve no cashiers, are first implemented on a small scale before being fully introduced into an organisation, and may be altered depending on the reaction of consumers. This is a cyclical technique, making innovations very effective and customer-centred. This is based on Rogers’ Diffusion of innovation theory, where Tesco is positioned as an innovator and early adopter and as such, it enjoys first-mover advantages, but it also involves even more investment and risk (Khamcha Magar, 2025).
On the other hand, more conservative and cost-effective followers, such as Sainsbury, follow this approach. Following established technology, Sainsbury will find it easy to copy innovations by field leaders like Tesco without incurring the expensive R&D costs associated with first-mover innovations. For example, Sainsbury also enhances its reward card (Nectar) by adding certain offers labelled after AI recommendations. Although Tesco does the same, it is still less vulnerable to risks in this manner (Parker, 2025).
Sainsbury also employs benchmarking and adherence in the sense that innovation strategies are reviewed, and factors are included that depict self-evident consumer value (Carassus and Da Ros, 2024). The retailer also possesses strategic advantages, such as coordinating with courier services like Deliveroo, to expand its e-commerce presence without incurring the initial cost of new amenities. Such activities enable Sainsbury to compete effectively and utilise the available technologies. Through the perspective of Diffusion of Innovations, Sainsbury is in the early majority group, avoiding any chance of false innovations that would lead to unnecessary spending of money by acting first. This enables it to adopt a strategy of cost leadership and selective differentiation.
[bookmark: _4d34og8]2.2 Strategic Response to Socio-Cultural Factors
Retailers in the UK have been under increasing pressure to compete through socio-cultural influences that require them to source ethically and be an inclusive and environmentally friendly company (Bertola and Colombi, 2024). Both Tesco and Sainsbury’s have realised the importance of integrating the values of transparency and responsibility into their strategic and marketing processes, enabling them to remain relevant and trusted in a society that highly upholds these values. Their strategies, however, vary in intensity and speed. Tesco is the pioneer, and Sainsbury is the adaptive follower with less risky strategies.
Pioneers’ Strategies – Tesco
Being a leading retailer, Tesco does not neglect the incorporation of Corporate Social Responsibility (CSR) into its business strategy by means of such activities as the “Little Helps Plan” that prioritises three aspects, including people, communities, and the planet. This strategy corresponds to the Carroll CSR Pyramid (1991), where Tesco is pursuing its economic objective of making profits, acting legally in accordance with the laws and regulations, keeping its sustainability commitments, and having philanthropic objectives by helping the community.
Tesco plans also correspond to the Triple Bottom Line (TBL) framework of Elkington by balancing on People (based on FareShare partnerships with local farmers and food banks), Planet (reduction of plastic consumption and Net-zero operations), and Profit (to increase brand equity based on ethical branding). Such initiatives support the brand purpose of Tesco, as well as attract morally conscious customers (Jonker, 2025).
For Tesco, the main brand positioning is based on storytelling and open communication. The retailer also issues an annual sustainability report, which shows how it has achieved certain objectives, hence creating a sense of trust in the consumers and reducing any reputational risks. This proactive transparency protects Tesco against possible criticism of greenwashing, which is often a risk faced by the pioneers, like Tesco, that have failed to align their actions to their words (Menzies, 2024). According to the social purpose integrated into the business identity of Tesco, the company has established a good emotional relationship with its customers and has won long-term loyalty.
Followers’ Strategies – Sainsbury’s
Being a follower, Sainsbury implements socio-cultural strategies based on the inspirations of Tesco but with less financial and reputational risks. Similar targets of waste minimisation, carbon emissions, and responsibility in sourcing are reflected in its “Plan for Better” programme, which the company initiated after finding that competitors had positively accepted sustainability measures.
Sainsbury uses institutional learning as the organisation is allowed to observe effective CSR practices of Tesco and implement them only after demonstrating credibility and acceptance of those practices (Mendonça, 2025). The retailer also communicates with sustainability organisations and non-governmental organisations (NGOs) in order to achieve credibility levels and offer affordability to price-sensitive shoppers.
Nevertheless, because of the Institutional Theory, imitating leaders can restrict differentiation. Sainsbury needs to reinforce the realness in the continuity of the company communication and real demonstrative improvement so as not to be seen as reactive and opportunistic. To do this, Sainsbury's invests in transparent reporting and an employee engagement programme to align its social strategies with those of its consumers.
Comparative Insight
Overall, Tesco can be regarded as proactive and values-driven with a high degree of innovation response and brand equity due to its CSR leadership strategy, whereas Sainsbury can be deemed as an adaptive strategy with less risk with more stability and efficiency. These two methods show that socio-cultural responsiveness is the factor that makes a pioneer’s competitiveness by establishing leadership, and makes followers resilient through moderate accommodation (Gupta, 2024).


[bookmark: _2s8eyo1]3. Lessons Learned and Future Implications
The case of Tesco and Sainsbury illustrates that it is highly important to constantly evaluate the macro marketing environment to be aware of any potential opportunities to capitalise on them and to be ready to counter any threats posed by the environment. Socio-cultural and technological influences force companies to be responsive and adaptable to the changing consumer expectations. One major learning is the compromise between innovation and stability. Being the first, Tesco has been experiencing strong growth by investing actively in AI, sustainability, and CSR to influence the market trends and ensure competitive leadership, at the cost of increased expenses and reputation. The follower strategy, on the other hand, implemented by Sainsbury focuses on stability by means of learning, benchmarking, and experimenting with proven innovations with lower risk. The future of marketing will continue to rely more on improvements in technology in AI, automation, and the ethics of data, where companies should combine innovation and responsibility (Şenyapar, 2024). Finding a balance between aggressive adoption of technology and socially responsible practice towards adaptability to changing stakeholder expectations will make the attainment of long-term competitiveness possible.



[bookmark: _17dp8vu]4. Conclusion 
Conclusively, the technological and socio-cultural factor analysis indicates that external macro marketing actors are significant to opportunities and also pose threats to organisations. Consumer loyalty, the image and positioning of brands, as well as socio-cultural shifts, such as Tesco’s ethical approach, are influenced by differentiation opportunities and enhanced customer experiences offered by technological advancements, e.g., Tesco Clubcard powered by AI.
The growth of innovative, proactive pioneers such as Tesco is more strategic (involving more investment and risk), so they have to be leaders in the market. Competitors such as Sainsbury's are strategic followers, grounded in previous trends that are cost-related and efficient in minimising risks and staying competitive. The two methods are both practical: innovators change the market, and the second category maintains stability by taking into consideration the experiences of those who have innovated.
The evaluation of marketing activities demonstrated how the marketing department has contributed to organisations' strategic competitiveness. It has also anticipated and reviewed future developments in marketing by leveraging AI, automation, and data ethics technology.
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