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1. Introduction
This report is a critical analysis of strategic marketing management in the global smartphone industry with Apple Inc, as the pioneering organisation and Samsung Electronics as the follower. The high competition, swift cycles of innovation, and a strong consumer expectation are the features of the industry, where companies are competing not only with the features of their products, but also with the integration of the ecosystem and the brand positioning, and the technological leadership. The emerging technologies in the market (artificial intelligence, 5G, and smart ecosystems) and the growth of emerging markets continue to fuel the expansion of the market.
Here, strategic choices can be studied through the macro marketing environment where the external environment impacts the competitive edge and positioning through technological innovations and legal interventions. The PESTEL framework allows organisations to foresee opportunities and threats so that they can not be proactive but reactive. In this report, two major tasks are arranged. Task 1 analyses how both organisations have been affected by the choice of macro-environmental factors through the PESTEL analysis. Task 2 builds upon such insights and compares the strategic responses of Apple and Samsung in terms of the relevant frameworks, including the Growth Matrix by Ansoff and the Generic Strategies by Porter.
[bookmark: _Toc225512489][bookmark: _Toc225512550]2. Task 1: Critical Analysis of the Macro Marketing Environment
[bookmark: _Toc225512490][bookmark: _Toc225512551]2.1 Macro Marketing Environment
The macro marketing environment is examined in PEST framework which considers the political, economic, social, technological, legal and environmental forces in the strategic environment. Technological and Legal factors have been chosen in the smartphone industry because they directly influence the process of innovation, ecosystem regulation, and regulatory adherence. Competitive differentiation is promoted by rapid technological change, whereas platform dominance is transformed by heightened legal oversight. The above factors are strategically relevant because they dictate the ability of companies such as Apple Inc. and Samsung Electronics to be competitive.
[bookmark: _Toc225512491][bookmark: _Toc225512552]2.2 Analysis of Macro Factor 1: Technological Environment
[bookmark: _Toc225512492][bookmark: _Toc225512553]2.2.1 Impact on the Pioneer Organisation 
In the case of Apple, the opportunity of technological growth is immense and is seen in its vertical integrated ecosystem and strategy of proprietary innovation. Jayant et al. (2024) note that product differentiation is enhanced by the development of its own silicon chips (e.g. A-series and M-series) and AI-powered features like on-device machine learning. 
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Figure 1: Apple services revenue
(Source: Voronoiapp, 2025)
As seen in Figure 1, Voronoiapp (2025) confirms that Apple generated over 26.3 billion in services revenue in Q5 due to the lock-in of the ecosystem and integration of devices. This is the way in which technological control would increase retention of customers in the long term and diversification of revenues. Additionally, the feature of AI-powered capabilities introduced by Apple in iOS (e.g., on-device processing of AI) remains in line with consumer demands that grow regarding data security. 
In comparison to the competitors such as Samsung that are overly dependent on cloud-based AI, Sharon (2020) found that the strategy that Apple has designed generates an edge of privacy. Nonetheless, technological leadership is a threat to this in its turn with high cost of R&D and slower open innovation uptake potentially constraining flexibility. As an example, although Apple is concerned with controlled innovation cycles, it may find it difficult to keep up with the pace of AI implementation based on companies such as Dmitrienko et al. (2023) illustrate that Huawei Technologies that actively invest in AI hardware. 
[bookmark: _Toc225512493][bookmark: _Toc225512554]2.2.2 Impact on the Follower Organisation 
Samsung has an opportunity and a competitive pressure in the same technological environment. Compared to Apple, Kornelakis and Petrakaki (2024) found that Samsung has a more open and adaptive model of innovation and strives to collaborate with many platforms, including Android, incorporating a variety of technologies in a short period of time. 
[image: ]
Figure 2: Samsung revenue
(Source: Samsung, 2022)
As seen in Figure 2, Samsung indicated that its cell phone segment recorded about 333.6 billion dollars revenue in 2025 with display and semiconductor technologies innovation (Samsung, 2022). Samsung can provide its competitors such as Apple and other firms developing OLED displays and memory chips due to its leadership in these products. Nevertheless, Kornelakis and Petrakaki (2024) argue that the technological transparency also poses a threat, because Samsung does not have such a closely synchronized ecosystem as Apple does. 
Reliance on third-party software platforms (e.g. Android) decreases differentiation and exposes itself to ecosystem change led by companies. Shin and Cho (2020) note that Samsung is more flexible, with less ecosystem control, as compared. It can quickly be innovative (e.g., it adopted foldables before Apple), but it has difficulty matching the customer lock-in rate. This puts Samsung in a powerful yet weaker market with the benefit of scale and speed instead of exclusivity. However, Lenox (2023) argue that Apple deploys technology to create closed-system competitive advantage, Innovation agility, and market responsiveness, as opposed to Samsung. 
[bookmark: _Toc225512494][bookmark: _Toc225512555]2.3 Analysis of Macro Factor 2: Legal Environment
[bookmark: _Toc225512495][bookmark: _Toc225512556]2.3.1 Impact on the Pioneer Organisation
In the case of Apple, tightening of the legal environment is a threat and a limited opportunity. The closed ecosystem of Apple, especially the App Store policies, has come under intense antitrust investigation. Ingemarsson and Bichet (2024) highlight that the introduction of the Digital Markets Act (DMA) within the EU compelled Apple to open up to third-party apps stores and other payment systems, a direct threat to its command and control of the distribution of iOS. 
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Figure 3: European Commission fined Apple
(Source: European Commission, 2025)
Also, in 2024, the European Commission fined Apple 1.8 billion due to the distribution of music streaming in an anti-competitive manner (European Commission, 2025). Apple Inc. was fined to limit music streaming application encouraging users to use alternatives, which are not in the App Store, as this blocks competition and consumer choice as seen in Figure 3. This is an indication that its traditionally powerful ecosystem control is wearing away under the pressure of the laws.
Nevertheless, Apple is also enjoying the advantages of policies on data privacy like GDPR that are consistent with its positioning as a company focused on user privacy. Cheyre et al. (2025) illustrate that the implementation of features such as App Tracking Transparency (ATT) has increased the credibility of consumers and undermined competitors who have integrity in derived advertising, such as Meta Platforms. In such a way, though the antitrust laws decrease the exclusivity of the Apple platforms on the platform, the regulations based on privacy support the premium differentiation of the Apple company and the basis of competitive advantage rooted in trust. 
[bookmark: _Toc225512496][bookmark: _Toc225512557]2.3.2 Impact on the Follower Organisation
In the case of Samsung, there is a relatively lower direct exposure and opportunity in the legal environment. In comparison with Apple, Kotapati et al. (2020) argue that Samsung lacks a highly controlled system of distributing apps, which makes it less susceptible to antitrust interventions concerning platform monopolisation. This makes Samsung more regulator amiable and flexible in the markets where stringent laws on competition are enforced. However, the global regulatory fragmentation acts as an indirect threat to Samsung. Indicatively, Lim and Oh (2025) illustrate that the Personal Information Protection Act (PIPA) in South Korea has increased the demands on data management, which impacts the device manufacturers such as Samsung.
Simultaneously, Samsung is enjoying the legal issues faced by Google. With Google LLC under attack by antitrust courts in Android dominance suits, Samsung becomes freer to customise user interface and services, which makes it less dependent. Similarly, Choo (2025) found that Samsung is more adaptable in the legal sense along with poorer strategic leverage. Conversely, Apple is a less regulated product line due to its close-knit ecosystem but can use privacy laws to differentiate its products. Being in a more open ecosystem, Durosaro (2023) highlights that Samsung is not that threatened by legal actions, but it cannot transform regulation into a powerful competitive advantage. 
[bookmark: _Toc225512497][bookmark: _Toc225512558]3. Task 2: Strategic Responses of Pioneering and Follower Organisations
[bookmark: _Toc225512498][bookmark: _Toc225512559]3.1 Pioneering Organisation’s Strategic Responses
The strategic reactions of the Apple Inc. to the macro-environment forces, especially, legal restrictions and changing consumer demands illustrate a planned growth strategy based on the Growth Matrix created by Ansoff. Instead of being confined to the traditional iPhone dominance, Apple has been diversified and has extended its ecosystem to maintain a competitive advantage.
Market Penetration: Apple is still increasing its market strength in the already established markets based on the customer retention strategy built on the ecosystem. The combination of hardware, software and services promotes the repetitive buy and lasting loyalty. An example of this is the installed-base which in the case of Apple reached more than 2.2 billion active devices around the world in 2024, which means that it is a penetrated market (Apple Newsroom, 2024). Similarly, Kotapati et al. (2020) found that as a reaction to regulatory pressures against the dominance of the App Store, Apple has added value to its ecosystem (e.g., bundled services such as Apple One) strengthening switching costs. The approach made by Apple builds a stickier customer base compared to Samsung Electronics that depends more on the rate of sales of its hardware, making it less susceptible to price-based competitive pressures.
Product Development: The response which is the most important in the case of Apple is constant product innovation in the current customers. The attempt to redefine consumer technology categories through the introduction of products like Vision Pro mixed-reality headset in 2024 is one of the ways through which Apple is trying to use its ecosystem (Blackman and Harley, 2024). This is in line with product development strategy formulated by Ansoff in which innovation maintains differentiation. Besides, Köhler et al. (2024) illustrate that Apple has grown to sophisticated chipsets and health-related functionality (e.g. Apple Watch health tracking), which reinforces its value proposition. This capability to expand product lines in the current markets is supported by Statista (2024) that indicates that Apple had more than 20 percent of the worldwide market share of wearable devices. On the contrary, Bungaran (2024) argues that Samsung develops fast (e.g. foldables) whereas Apple develops slower, but more integrated products, which guarantee premium positioning and long-term adoption, as opposed to experiments.
Market Development: Apple has penetrated the emerging markets well like India which has continued to give new markets due to its smartphone penetration and the growth of middle classes. Business Standard (2023) reported that in 2023, Apple registered more than 50% annual increment in revenues in India. Localized manufacturing and retailing helps to support this expansion and decrease reliance on Western markets, which are already overcrowded. In its geographic diversification strategy, Hai (2023) found that Apple focuses on the high-end market in the emerging economies compared to Samsung that is already well represented in the price sensitive markets, thereby sustaining brand exclusive and widening its target market.
Diversification: Apple also has exited into financial services (Apple Pay, Apple Card) and digital content (Apple TV +) and is also a related diversification strategy. CNBC (2026)  reported that by 2024, with its successful growth past hardware, services revenue exceeded 16% due to iPhone demand. This differentiation decreases dependency on the iPhone sales and the risk occasioned by the alteration in regulations on the core products. One of the ecosystem-based case diversification that Apple performs more actively than Samsung, which spreads its activities across the electronics production, increases user experience and strengthens brand loyalty (Hai, 2023).
The strategic response of Apple as expounded in the framework of Ansoff points to the balanced form of growth with high levels of focus on products development and diversification. In contrast to Samsung which has been expanding sharply with a heavy emphasis on volume in addition to fast innovation, Bryła and Abdusattarov (2025) argue that Apple has been focusing on the more limited expansion of its ecosystem and high differentiation. However, Apple has a brilliant strategy of turning the macro-environmental challenges into opportunities hence it continues to be the leader in the smartphone industry around the world.
[bookmark: _Toc225512499][bookmark: _Toc225512560]3.2 Follower Organisation’s Strategic Responses
The macro-environmental pressures of Samsung Electronics, especially the legal regulation, and changing technological expectations are met in a strategy that is a hybrid of the Porters Generic Strategies. In contrast to Apple Inc. which focuses on managing its ecosystem to ensure control, Samsung pursues a flexible cost leadership and differentiation combination as the means of remaining competitive in various markets worldwide. 
Cost Leadership Strategy: Samsung enjoys the benefits of its large scale manufacturing and vertical integration in semiconductors and displays to enjoy cost efficiencies and price its products competitively in various product levels. This is especially in the domination of its smartphone division in mid-range and low-end markets. 
[image: ]
Figure 4: Samsung's share of smartphone shipments worldwide
(Source: Statista, 2025)
Statista (2025) notes that Samsung had a 19% market share in the worldwide smartphone, which is leading over most other rivals in terms of volume sales as seen in Figure 4. It is also a plan that enables Samsung to be resistant to disruptions in the regulatory environment, unlike Apple, which heavily relies on high-margin service revenues. Rather, it subsidises legal strains with growth and efficiency in operations. However, Apple has suffered at premium prices whereas Hai (2023) argues that Samsung has tapped into a wider range of demand because its prices are accessible to a wider range of markets. 
Differentiation Strategy: At the same time, Samsung also aims at differentiation due to fast technological development and product diversification. It is ahead of its time in the use of foldable smartphones (Galaxy Z series) and this shows an indication of responsiveness to changing consumer demands. Moreover, Samsung combines innovative display and camera features, which attract the technological-oriented consumers with high technical solutions. Haizar et al. (2020) compare that Samsung has a faster and more experimental innovation cycle than Apple, thus it is able to adjust to market trends faster. 
Focused Differentiation (Selective Segmentation): Samsung has also implemented a focused differentiation approach in such areas as high-end Android users and business customers. Samsung aims at high-end clients who want to switch Apple ecosystem with its Galaxy S and Note products, now being included in Ultra models. Also, the Samsung Knox security system can be used to improve its competitiveness in business environments, as the growing regulatory focus on data security (Cherednichenko et al., 2024). Such strategic orientation allows Samsung to develop credibility in the areas that Apple has always dominated. Comparatively, Apple has a more consistent premium approach, whilst Samsung segmentation covers more of the market but with less exclusivity.
The strategic flexibility and responsiveness of Samsung is manifested in its hybridization of the strategies offered by Porter. Bryła and Abdusattarov (2025) argue that whereas Apple applies differentiation strategy by ecosystem exclusiveness, Samsung applies cost leadership coupled with innovation strategy to secure both mass and premium market. This gives flexibility in responding to macro-environmental changes, especially the changes in regulations. Nonetheless, the lack of a highly regulated ecosystem prevents Samsung to produce a customer lock-in that is sustained. 
[bookmark: _Toc225512500][bookmark: _Toc225512561]4. Conclusion 
This analysis indicates that macro environmental factors, especially technological developments and regulatory laws are essential in determining the intensity of competition in the smartphone market. Apple Inc. is still using technological innovation and privacy-centered positioning to maintain an ecosystem-based premium competitive advantage, despite growing regulatory limitations. Conversely, Samsung Electronics is more flexible and adaptive making use of cost leadership and quick innovation as a method of competing in different market segments. Based on Task 2, we can see that the strategy of Apple focuses on the controlled growth via ecosystem expansion and diversification whereas Samsung uses a hybrid approach to the strategy of scale efficiency and differentiation. This comparative analysis reveals that, although Apple has better customer lock-in and long-term defensibility, Samsung has a superior agility and a wider market coverage. 
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