










Module Name: Marketing Management
Module Code: LCMB7024
Module Leader Name: Laila Maazouz
Dian Mayasari
Title: Marketing Environment Analysis: Apple Inc. as Pioneer and Samsung Electronics as Follower in the Smartphone Industry
Words : 2786

Table of Contents
Introduction	3
Task 1: Critical Analysis of the Macro-Marketing Environment	3
Technological Advancements as a Macro Actor	4
Environmental Sustainability Pressures as a Macro Actor	5
Task 2: Comparison and Evaluation of Strategic Responses	6
Application of Porter’s Generic Strategies	6
Application of Ansoff’s Growth Matrix	8
References	11



[bookmark: _Toc222331884]Introduction
The value of the smartphone industry shows a dynamic and highly competitive segment in consumer electronics estimated to be more than 500 billion worldwide in 2025 with an increase that is projected to exist with the advancement of AI and with new markets (Counterpoint Research, 2026; Grand View Research, 2025). Apple Inc. innovated the market as a pioneer and its iPhone became a leading product with a high-quality ecosystem of user experience and integration. As a follower, with the open platform, Samsung provided a wide array of devices with different functions, at different prices to gain a large market share. This report evaluates the macro-marketing environment in these companies, which encompasses the development of technology, and concerns of environmental sustainability. It analyzes their strategic reactions using the Porters Generic Strategies and Ansof Growth Matrix, basing it on the available data in the industry to analyse opportunities, threats as well as their competitive positioning. This analysis highlights the need to act upon adaptive strategies because of the fast-evolving market.
[bookmark: _Toc222331885]Task 1: Critical Analysis of the Macro-Marketing Environment
Macro-marketing environment can be very instrumental in the development of strategic decisions in the smart phone industry as aspects such as technological progress and environmental sustainability pressure offer both opportunities and threats. In the case of market leaders such as Apple, these forces are driving innovation in the ecosystem but they are also uncovering vulnerabilities in the supply chain and competitors such as Samsung are leveraging scale to be more responsive. This discussion examines the way in which the competitive positioning is impacted by technological trends (e.g., AI integration and foldable devices) and sustainability issues (e.g., e-waste regulations). Recent statistics as indicated in figure 1 below indicate that Apple has a market share of 20 percent, and Samsung has been trailing it at 19 percent, as the global industry grew at 2 percent in 2025 (Counterpoint Research, 2026). These forces indicate that there should be agile strategies to be able to keep the market at an advantage in an environment that is evolving at a fast rate.
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Fig 1: Global Smartphone Sell-in Shipment Share
Source: (Counterpoint, 2026)
[bookmark: _Toc222331886]Technological Advancements as a Macro Actor
Innovation in the smartphone industry is propelled by technologies, which offer opportunities to Apple to consolidate its pioneer position by the help of built-in AI and high-end capabilities. The iPhone 17, featuring improved on-phone artificial intelligence, was an instant hit in the new markets such as India and helped Apple grow its shipments by 10% per year in 2025 (Counterpoint Research, 2026). Nevertheless, supply chain risks, like the increase of tariffs may force prices up and sluggish rollouts (CNET, 2026). The role of this actor reinforces the competitive advantage of Apple through differentiation but it will decrease the competitive advantage in case a faster-paced imitation takes effect.
As a follower, Samsung leverages technological market breakthroughs on open android platforms to drive mid-range AI and foldables innovations, recording at least 5% annual growth despite pressure (IDC, 2026). Partnerships such as Qualcomm create an opportunity to AI chips and provide a wider range of market penetration, but threats exist in the form of lags in the R&D in geopolitical tensions (Technetbook, 2026). Most importantly, this makes Samsung a flexible competitor, but excessive dependency on hardware might restrict loyalty on the side of software innovations against pioneers.
The effect of technological forces on Apple and Samsung is different as the former is advantaged by the high margin ecosystem and the latter scale by accessibility. Apple is the most successful in terms of growth, at 10% over Samsung at 5% in 2025 due to AI-related developments, though Samsung has a foldable innovation that poses a threat (TechInsights, 2025). Nevertheless, they both have the threat of obsolescence that may weaken market share. In their quest to retain their competitive advantage, long-lasting innovation is the key to ensure both the companies survive such technological hurdles and ensures their ability to position themselves in the long-run.
[bookmark: _Toc222331887]Environmental Sustainability Pressures as a Macro Actor
Apple faces environmental sustainability pressure, which is mainly escalated by e-waste policies requiring innovation in circular operations that offer a branding opportunity by utilizing recycled materials. According to Apple 2025 report, its emissions decreased by 60 percent compared to 2015, and used recycled lithium and aluminium, which conforms to the EU regulations and strengthens its luxury brand image (Apple, 2025). Threats, however, including raising costs of compliance can push margins. Although these attempts reinforce the position of Apple on the market, it still needs further investments to control risks and be a leader of sustainability.
Samsung is not an exception, as its environmental sustainability has been pressured, and the resource circularity offers them opportunities, including the use of recycled cobalt in Galaxy S25. In its 2025 report, it has committed to net-zero Scope 1-2 emissions by 2050, 93.4% of renewable energy adoption, a move that has increased its position in the market on environmental friendliness (Samsung Electronics, 2025). Nonetheless, risk posed by variations in the supply chain such as bans of rare earths might drive up costs (ZDNET, 2022). On the one hand, these attempts contribute the flexibility of Samsung to its operations; at the same time, it demonstrates inefficiency in its international operations and the need to make changes regularly to avoid risks.
The environmental forces are not identical in their effects on Apple and Samsung: Apple has a stronger emphasis on the premium that reinforces eco-branding, reducing emissions by 60 percent, whereas Samsung has a larger scope of recycling but with higher expenses of operation (Deloitte, 2021). Nonetheless, lack of complete circularity as low rates of reuse undermine the sustainability efforts of both companies. To transform these threats into long term benefits, both companies should be more sustainable through policy advocacy and sustained innovations that will ensure they are not caught up by any competition.
To sum up, the macro-marketing environment largely defines smartphone industry competition, and both technological and environmental forces have varied effects on Apple and Samsung. Apple uses the technological progress especially the use of AI to propel high growth but it experiences vulnerabilities in its supply chain. In its turn, Samsung utilises these technologies to scale hardware, particularly foldable devices, but it lags in speedy R&D. Environmental pressures strengthen the eco-branding of Apple with a reduced number of emissions, whereas Samsung advances the greater accessibility through the policies of recycling. As much as these two companies have these strengths, they both incur compliance costs. Apple and Samsung need to be aggressive in adapting or evolving challenges into sustainable opportunities so that they can overcome volatility by surviving and succeeding in a competitive environment.
[bookmark: _Toc222331888]Task 2: Comparison and Evaluation of Strategic Responses
Apple Inc. and Samsung Electronics strategic reaction to macro-environmental changes, including technological innovations and environmental sustainability challenges are crucial in ensuring growth in the smart phone industry. Expanding on the analysis conducted in the Task 1, in which the above forces were revealed as both opportunities to innovate and threats in the form of the need to comply with regulations and disruptions in the supply chains, the section assesses how each organisation adjusts in order to take a competitive advantage. As the leader, Apple focuses on ecosystem integration and premium positioning whereas Samsung, the follower, focuses on scale and versatility. Established on the industry indications, such as a 2% growth of global shipments per year over the years, with Apple controlling 20% and Samsung with 19% market share of the total market (Counterpoint Research, 2026), the analysis utilizes the Porters Generic Strategies and the Ansoff Growth Matrix. 
[bookmark: _Toc222331889]Application of Porter’s Generic Strategies
The Generic Strategies model by Porter offers a systematic view of how the firms can attain their competitive advantage by cost leadership, differentiation or focus either in broad or narrow markets (Porter, 1985). This model explains the divergent strategic standpoints of Apple and Samsung in technology disruption, sustainability forces and fluctuating geopolitical instabilities within the smartphone industry. When considering the alignment of each firm competitive positioning with the forces found in macro-environment, the Porters framework provides information on sustainability and constraints of the strategies. To a large extent, Apple uses broad differentiation and Samsung uses a combination of differentiation and aspects of cost leadership in order to compete in price ranges. These conflicting strategic decisions influence profitability, market share rate, and long term strength. The model by Porter is therefore successful in providing a comparative analysis of the responsiveness of the two companies to dynamics in the industry and how they have maintained competitive advantage.
The main competitive advantage of Apple lies in the broad differentiation strategy that is based on the concepts of innovation, integration of ecosystems and high-end brand positioning. The firm uses AI solutions, including on-device processing in iPhone 17 models, to improve privacy and performance and differentiate its products against the Android ones (Counterpoint Research, 2026). Its environmental pledges, such as moving to 100% cobalt recycled in batteries by 2025 and also reducing emissions by more than 60 percent since 2015, support an eco-premium image, which is consistent with emerging regulatory forces such as the EU e-waste requirements (Apple, 2025a). This stance will enable excellent financial results, as demonstrated by 10 percent annual growth of shipments in 2025 (IDC, 2026). Nonetheless, the high prices limit entry into price elastic markets and increase the exposure to antitrust review of ecosystem lock-in. Therefore, differentiation increases loyalty and margins, but also creates structural weaknesses.
Samsung, conversely, has a hybrid model of pursuing a broad differentiation and selective cost leadership, as a strategy of maximising scale and accessibility. The company is differentiated by innovation in its hardware, with a focus on foldable products and AI partnership with Qualcomm and has maintained 5% growth in shipment despite economic headwinds (Counterpoint Research, 2026). At the same time, it has diversified pricing format that allows it to enter into and operate in both the premium segment and mid-range sectors. The sustainability efforts, such as a 93.4 percent renewable energy conversion in its Device eXperience division and increased use of recycled materials in its Galaxy S25, target regulatory and consumer demands in addition to contributing to 2030 net-zero goals (Samsung Electronics, 2025a). However, strategic hybridity may diffuse high-end perception, which is indicated by the 19 percent market share of Samsung and slower pace of high-end upward momentum (Mashable, 2026). Thus, the strategy of Samsung boosts flexibility but jeopardizes the differentiation of brand positioning.
Comparative analysis suggests that the focused differentiation within the realm of Apple creates a higher rate of ecosystem-based profitability, but the hybrid model created by Samsung boosts the diversification of risk. The ecosystem of Apple represents an indirect 20 percent of the revenue growth in terms of services, which cushions the volatility of hardware and customer lock-in (Panmore Institute, 2025a). On the other hand, the wide range of products sold by Samsung eliminates dependence on one category at the expense of imitation by other low-cost competitors like Xiaomi (Digital Camera World, 2026). Outside forces also have their influence, since geopolitical tensions and possible tariffs undermine the cost-efficiency of Samsung supply-chains (CNET, 2026). In addition, insufficient sustainability incorporation, including reduced use of renewable sources within Samsung Division of Devices Solutions can undermine the long-term positioning in regulatory settings in comparison with Apple that adopts corporate-wide sustainability (Deloitte, 2021). On this basis, premium stability suits differentiation whereas adaptive resilience is supported by hybridity.
To maintain competitiveness in a volatile smart phone environment around the world, strategic refinement is necessary. To increase the reach in emerging markets without compromising company brand equity, Apple can tentatively add specific cost factors to entry-level products in 2025, as the world records low growth (Coherent Market Insights, 2025). Meanwhile, Samsung would be able to pursue more flagship differentiation to overcome the ecosystem supremacy of the Apple and reinforce the perception of superiority. The companies collectively have a consolidated market share of about 39% around the world, which is an indicator of the success of their strategic position in the market (CNET, 2026). Nevertheless, increased competition with Chinese manufacturers like Huawei accentuates the necessity of a sustained adjustment (ZDNET, 2022). Finally, the framework by Porter shows that sustainable advantage is achieved through matching the macro-environmental responsiveness to internal strategic competency.
[bookmark: _Toc222331890]Application of Ansoff’s Growth Matrix
The Growth Matrix developed by Ansoff offers a systematic way of evaluating corporate expansion outlining the market penetration, market development, product development and diversification with the varying risk levels in the current and new markets or products (Ansoff, 1957). Within the smartphone sector, the matrix explains how Apple and Samsung strive to grow and react to technological acceleration, sustainability imperatives as well as geopolitical uncertainty. Apple focuses more on the product development in the well-established premium markets whereas Samsung focuses on integrating product development with intensive penetration and geographic expansion. These divergent growth career paths influence their resilience, profitability and risk exposure. Through the model by Ansoff, one is able to critically measure whether their expansion strategy is in line with the transformation taking place in the industry in the long term. The matrix therefore offers a powerful perspective through which their strategic growth path can be compared.
The main type of growth channel adopted by Apple is product development, which is typified by constant innovations in its existing market segmentation in order to trigger upgrades and maintain loyalty. The annual iPhone model releases with enhanced AI, such as edge computing in the iPhone 17, can be viewed as a reaction to technological transformation and the means through which Apple can sustain 10 percent shipment growth in 2025 (Counterpoint Research, 2026). This is complemented with sustainability incorporation like increasing the recycled products and the technology towards carbon neutrality in 2030, which makes the product refresh cycle and brand equity even stronger (Apple, 2025b). This is a comparatively low-risk approach based on high investment in research and development, which was at 18.75 billion in 2020 and is increasing every year. This dependency on incremental innovation, however, runs the danger of extreme saturation in the market of developed economies over which growth has been slowed down (Statcounter Global Stats, 2026). Hence, the product-based growth strategy at Apple maintains its high-end status yet can limit its ability to break through.
Samsung is also keen on product development but combines intensive market penetration to increase share in price segments. Repeated Galaxy AI improvements and refinements in foldable devices show the adaptiveness to the technological macro forces, and competitive pricing at the middle range segments facilitated 5 percent growth in the shipments in 2025 (IDC, 2026). Sustainability policies, such as the utilization of recycled cobalt in the Galaxy S25 gadgets and wider net-zero ambitions, boost the advantages that could be appreciated by eco-friendly customers (Samsung Electronics, 2025b). Nonetheless, any penetration approach relying on promotions and price discounts may undermine the margins and commoditise the brand compared to the premium image of Apple (Panmore Institute, 2024). Although this will enhance volume and accessibility, it will also jeopardize high-end differentiation in the long run. As a result, the integrated development-penetration approach by Samsung improves the scale but not brand exclusivity.
Market development also distinguishes the firms, whereby the companies spread geographically in order to seize growth in the saturated markets. To reduce the risk of supply chains and other environmental laws and regulations, Apple has highly localised in India and southeast Asia, where it has diversified its production centres to include Vietnam (Sirona Technologies, 2025). However, slower growth in China where Huawei still reigns highlights the issue of adaptation (Greenpeace, 2025). Samsung technology, on the other hand, uses customized low-cost gadgets to grow in Africa and Asia, backed by sustainability initiatives like a 93.4% shift of renewable energy in its Device eXperience department (Sustainable technology, 2021). However, the increased exposure to tariff increases and geopolitical instabilities is brought about by increased geographic coverage (Technetbook, 2026). Based on this, market development of Samsung provides greater diversification, yet, complexity in operations.
Diversification is the riskiest growth model and the two companies are pursuing it with an aim of limiting smartphone reliance as they overcome technological convergence. Apple has also branched into digital offerings like the Apple TV+, in which the services have generated about 20% of revenue and mitigated volatility of hardware (Brand Minds, 2021). Samsung avoids dependence on Smartphone cycles by diversifying into semiconductors and consumer electronics (Panmore Institute, 2024). Nevertheless, Apple can be constrained by their ecosystem diversification in terms of breadth, and Samsung can be hindered by their massive variety of products in terms of strategy and strategic dilution of sustainability performance (Deloitte, 2021). Altogether, the Ansoff matrix shows that a long-term success is determined by the ability to balance ambition to grow with the ability to be strategic and adaptable.
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