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[bookmark: _Toc647133253]The Case of Netflix (Pioneer) and Disney+ (Follower)

[bookmark: _Toc119756505]1. Introduction
In the rapidly evolving digital entertainment industry, organisations enter as either pioneers, shaping new market spaces and consumer behaviour, or followers, leveraging established market structures to compete strategically. This report examines these contrasting positions through two leading streaming firms: Netflix as the pioneer and Disney+ as the follower. Analysing these firms provides insight into how macro-environmental forces influence marketing strategy, competitive advantage, and long-term growth.
Netflix transformed media consumption when it launched subscription-based streaming in 2007, moving away from traditional broadcast schedules and DVD rentals. Early investment in cloud infrastructure, data analytics, and algorithmic personalisation enabled Netflix to establish a first-mover advantage, shaping global audience expectations (Lieberman and Montgomery, 1988; Wirtz, Tuzovic and Ehret, 2023). Conversely, Disney+, entering in 2019, adopted validated streaming infrastructure while leveraging its intellectual property and brand heritage, using franchises like Marvel, Pixar, and Star Wars to attract audiences and strengthen loyalty (Barney, 1991).
The strategic environment of streaming platforms can be analysed through a PESTLE lens, which highlights how political, economic, socio-cultural, technological, legal, and environmental factors create both opportunities and threats (Kotler et al., 2020; Johnson, Scholes and Whittington, 2020). On-demand, multi-device consumption, technological innovation, and globalisation compel platforms to integrate cultural insight and technological capability in marketing strategy.
Kotler’s work suggests that long-term competitive success in digital streaming depends less on market entry timing and more on the alignment of marketing strategy, technological capability, and socio-cultural insight with evolving macro-environmental conditions (Ghemawat, 2017; Kotler et al., 2020).

[bookmark: _Toc145217757]2. Task 1 – Macro-Marketing Environmental Analysis
[bookmark: _Toc877739464]2.1 Industry Context
The global streaming industry provides a compelling context for examining organisational responses to macro-environmental change, and the PESTLE framework offers a structured lens to assess these influences (Kotler et al., 2020; Johnson, Scholes and Whittington, 2020). Firms typically enter as pioneers, establishing new technological and consumption models, or followers, leveraging existing market structures and strategic resources. Netflix and Disney+ exemplify these contrasting approaches, illustrating how macro forces shape competitive advantages.
The sector is characterised by platform-based competition, high fixed content costs, and intense global rivalry. Subscription-based revenue models require continuous acquisition and retention of users alongside substantial investment in original content and technological infrastructure (Wirtz, Tuzovic and Ehret, 2023). Saturating developed markets has intensified competition, shifting focus toward brand differentiation, exclusive content, and audience engagement, thereby raising marketing costs and emphasising strategic positioning.
Technological innovation, reflected in T of PESTLE, underpins global content distribution and personalised user experiences through AI-driven recommendation systems (Teece, 2018). Socio-cultural trends (S) further influence consumption patterns, with audiences now expecting on-demand, multi-device, and culturally diverse content. Political and legal factors (P/L), including international content regulation and data protection, alongside environmental scrutiny of energy-intensive data centres (E), which also constrain strategic choices.
By applying a PESTLE-informed lens (Figure 1), Netflix as a pioneer leverages technological and cultural leadership to shape audience behaviour, while Disney+ as a follower capitalises on established regulatory frameworks, IP, and brand equity. This foundation highlights how macro-environmental forces create both opportunities and threats, providing the analytical basis for evaluating the firms’ strategic responses in subsequent sections.
[bookmark: _Toc315202734]Figure 1: PESTLE Analysis – Netflix vs Disney+
	Factor
	Netflix (Pioneer)
	  Disney+ (Follower)

	Political
	Early global expansion exposed Netflix to international trade tensions and content regulation.
	Later entry allowed adaptation to established regulatory frameworks.

	Economic
	High investment in originals and infrastructure increases fixed costs; tiered pricing and ad-supported models diversify revenue.
	Leverages existing IP to reduce costs; bundled subscription strategies increase perceived value.

	Socio-Cultural
	Shapes on-demand viewing culture; binge-watching and personalised consumption.
	Shapes on-demand viewing culture; binge-watching and personalised consumption.

	Technological
	First-mover in subscription streaming (2007); advanced AI recommendation systems and cloud infrastructure.
	Adopts proven streaming infrastructure; focuses on platform optimisation over disruption.

	Legal
	High exposure to copyright, data protection (GDPR), and international compliance.
	Reduced legal uncertainty; strong IP ownership mitigates third-party dependency.

	Environmental
	Scrutiny over data centre energy and sustainability; ESG practices emerging.
	ESG-aligned corporate strategy; similar operational sustainability pressures.


Source: Author’s own analysis (2026)

[bookmark: _Toc715077877]Section 2.2 Technological Forces
Technological forces represent one of the most significant drivers of change within the digital media landscape. These forces encompass advancements in computing power, digital infrastructure, and communication technologies that reshape the ways in which products and services are produced, distributed, and consumed (Kotler et al., 2020). In the streaming sector, innovations in broadband connectivity, cloud storage, artificial intelligence, and multi-device compatibility have enabled platforms to deliver digital content globally while simultaneously personalising the user experience (Wirtz, Tuzovic and Ehret, 2023).
For Netflix, technological change represented a critical opportunity to disrupt traditional media distribution models. As an early pioneer of subscription-based streaming, the organisation invested heavily in cloud computing infrastructure, global content delivery networks, and algorithmic recommendation systems. These capabilities enabled Netflix to analyse viewing behaviour at scale and generate personalised recommendations tailored to individual preferences. From a marketing perspective, this technological capability supports highly targeted promotional strategies, predictive content commissioning, and refined audience segmentation.
The strategic value of these technological investments extends beyond operational efficiency. By embedding personalisation into the user experience, Netflix effectively increased switching costs, making it more difficult for users to migrate to competing platforms. This illustrates how technological innovation can contribute directly to competitive advantage by enhancing customer engagement and strengthening platform loyalty (Ghemawat, 2017).
However, technological leadership also entails substantial risk. Early infrastructure investment requires significant capital expenditure and experimentation, exposing pioneering firms to financial uncertainty. In contrast, Disney+ entered the market after streaming technology had become widely established. Rather than attempting to pioneer new infrastructure, Disney+ adopted proven technological frameworks while concentrating resources on content development and brand leverage.
This follower strategy significantly reduced technological risk while enabling rapid market entry. By relying on established streaming architecture, Disney+ avoided many of the early development costs faced by Netflix. Nevertheless, this approach also limited opportunities to accumulate extensive behavioural data or establish technological leadership within the industry.
Critically, the technological dimension of the streaming market demonstrates that first-mover advantages are often temporary. Although Netflix initially benefited from technological leadership, digital infrastructure eventually becomes standardised across the industry. As technological capabilities diffuse among competitors, the basis of competition shifts toward content ecosystems, brand positioning, and audience engagement strategies (Teece, 2018). Consequently, sustainable competitive advantage requires firms to integrate technological capabilities with broader strategic assets.
[bookmark: _Toc1478394719]2.3 Socio-Cultural Forces
Socio-cultural forces, including cultural norms, lifestyles, and consumption behaviours, influence engagement with streaming content (Kotler et al., 2020). Audiences increasingly expect flexible, multi-device, and on-demand viewing, while globalisation drives demand for diverse, culturally relevant programming.
Netflix shapes socio-cultural patterns through binge-release strategies and globalised, localised content, reinforcing flexible viewing behaviours and cultural diversity. Marketing emphasises convenience, personalisation, and content variety (Wirtz, Tuzovic and Ehret, 2023).
Disney+ leverages established franchises (Marvel, Pixar, Star Wars) to strengthen loyalty and emotional engagement. Marketing emphasises brand trust, intergenerational appeal, and franchise loyalty.
Critical insight: Competitive advantage depends on alignment with both technological and cultural trends. Pioneers like Netflix can shape new cultural norms, while followers like Disney+ exploit existing narratives and franchise equity (Barney, 1991).
[bookmark: _Toc126659993]2.4 Linking Evaluation
Overall, technological and socio-cultural forces have fundamentally reshaped the structure of the global streaming industry, generating both opportunities and strategic challenges for organisations operating within this market. As illustrated in Figure 1, these macro-environmental factors interact to influence both industry competition and consumer expectations.
Technological innovation initially favoured pioneers such as Netflix by enabling them to establish global infrastructure and accumulate extensive behavioural data. However, as digital technologies become increasingly accessible across the industry, differentiation shifts toward content ecosystems, brand positioning, and audience engagement strategies.
At the same time, socio-cultural changes have expanded opportunities for digital entertainment platforms while intensifying competition for viewer attention. Netflix responded by shaping new viewing behaviours centred on personalised streaming and global content diversity. Disney+, conversely, leveraged existing cultural franchises and brand heritage to strengthen emotional engagement and audience loyalty.
These findings suggest that macro-environmental forces alone do not determine competitive outcomes. Instead, competitive advantage depends on how organisations interpret environmental change and translate it into strategic capabilities (Johnson, Scholes and Whittington, 2020). While pioneers may benefit from early technological leadership, followers can successfully compete by leveraging distinctive resources such as intellectual property, brand equity, and strategic partnerships.
Consequently, sustainable success in the streaming industry depends less on market entry timing and more on the ability of organisations to align strategic capabilities with evolving environmental conditions. This insight provides the foundation for Task 2, which evaluates how Netflix and Disney+ convert macro-environmental pressures into strategic growth through the application of Porter’s Generic Strategies and Ansoff’s Growth Matrix.

[bookmark: _Toc2116601549]3. Task 2 – Strategic Responses to Macro-Environmental Pressures
Building on the macro-environmental analysis presented in Task 1, both Netflix and Disney+ have implemented strategic marketing responses designed to sustain growth within an increasingly competitive streaming marketplace.
The technological and socio-cultural forces previously identified created both opportunities and threats for firms operating in this sector. As the pioneering organisation, Netflix initially benefited from first-mover advantages through technological leadership, data accumulation, and global platform development. Conversely, Disney+, entering the market later as a follower, adopted an alternative strategic pathway by leveraging extensive intellectual property (IP), established brand equity, and cross-platform entertainment ecosystems.
In strategic marketing management, organisational responses to environmental pressures can be understood through established analytical frameworks. Two of the most widely applied models are Porter’s Generic Strategies and Ansoff’s Growth Matrix. Porter’s model explains how firms achieve competitive advantage through cost leadership, differentiation, or focus strategies (Porter, 1985). In contrast, Ansoff’s matrix examines how organisations pursue growth through market penetration, market development, product development, and diversification (Ansoff, 1957).
Applying these frameworks allows for a systematic comparison of how Netflix and Disney+ respond strategically to macro-environmental forces, particularly technological disruption and evolving socio-cultural consumption patterns.
The comparison illustrates a key strategic insight: while pioneers may shape industry structures through technological innovation, followers can still compete effectively by leveraging distinctive organisational resources and brand capabilities (Barney, 1991). Consequently, the sustainability of competitive advantage in digital streaming depends not only on market entry timing but also on how organisations align strategic capabilities with external environmental change (Kotler et al., 2020).

[bookmark: _Toc1085207102]3.1 Porter’s Generic Strategies
Porter’s Generic Strategies provide a lens to examine how firms achieve competitive advantage through differentiation, cost leadership, or focus (Porter, 1985). In the streaming industry, high fixed content costs and global competition make cost leadership challenging. Both Netflix and Disney+ therefore primarily pursue differentiation strategies (Figure 2), albeit through different mechanisms aligned with their market positions.
Figure 2: Porter’s Generic Strategies
	Company
	Strategy Applied
	Evidence & Implementation

	Netflix
	Differentiation
	Original content, AI-driven personalisation, global localisation (Teece, 2018)

	Disney+
	Differentiation/Niche focus
	Franchise IP leverage, family-friendly content, brand loyalty campaigns (Barney, 1991)


Adapted from Porter (1985); Ansoff (1957); Teece (2018)
Netflix differentiates by integrating technological sophistication with globalised content strategies and personalisation. Its proprietary algorithms recommend content tailored to individual viewing behaviour, while investing in localised originals ensures cultural relevance across diverse international markets. These approaches create a high-value ecosystem that strengthens subscriber retention and platform loyalty, transforming technological capability into sustainable competitive advantage (Ghemawat, 2017).
Disney+, as a follower, differentiates through leveraging its globally recognised intellectual property and targeting family audiences. Rather than pioneering technology, Disney+ relies on brand trust, franchise loyalty, and curated content portfolios to drive differentiation. This strategy reduces technological risk while delivering culturally resonant experiences, allowing rapid market adoption without the first-mover burden (Barney, 1991; Wirtz, Tuzovic and Ehret, 2023).
Critically, both firms demonstrate that differentiation strategies in streaming focus on value creation through brand, content, and technological ecosystems rather than attempting cost leadership. Each applies distinct strategic levers to align capabilities with macro-environmental opportunities and challenges identified in Task 1, illustrating how strategic choice is contingent upon organisational position and resource endowment (Kotler et al., 2020).
[bookmark: _Toc1195606026]3.2 Ansoff’s Growth Matrix
Ansoff’s Growth Matrix (Figure 3) provides a framework to evaluate how firms pursue growth through market penetration, market development, product development, and diversification (Ansoff, 1957). In the streaming industry, Netflix and Disney+ employ distinct strategies reflecting their pioneer and follower positions, leveraging resources to align with external macro-environmental opportunities and threats identified in Task 1.
Figure 3: Ansoff’s Growth Matrix
	Strategy Type
	Netflix
	Disney+

	Market Penetration
	Expanding subscribers in existing markets via personalised promotions and algorithmic recommendations
	Leveraging existing franchises to capture families in mature markets

	Market Development
	Global expansion (Asia, Europe, Latin America)
	Regional launches using Disney+ brand familiarity

	Product Development
	Localised originals, interactive content
	New franchise spin-offs, exclusive streaming movies

	Diversification
	Gaming initiatives, merchandise tie-ins
	Theme park tie-ins, cross-platform media


Source: Author’s own analysis (2026)

Netflix pursues aggressive product and market development strategies, using technological capability to support global expansion while adapting content to local cultural contexts. Personalisation algorithms, predictive analytics, and diverse programming enable the firm to target specific audience segments, maximise engagement, and deepen loyalty (Teece, 2018; Wirtz, Tuzovic and Ehret, 2023). This proactive approach converts first-mover technological advantages into sustained growth.
Disney+, by contrast, focuses on market penetration and product development. By leveraging pre-existing franchise IP, Disney+ minimises technological and content creation risks while exploiting brand familiarity to attract family audiences. The platform relies on strategic franchise expansion and cross-platform synergies to maintain subscriber engagement and market share, demonstrating how followers convert cultural and brand capital into competitive advantage (Barney, 1991; Johnson, Scholes and Whittington, 2020).
Critically, Ansoff’s matrix illustrates that while both firms seek growth, their approaches reflect strategic alignment with organisational capabilities. Pioneers like Netflix emphasise innovation-driven expansion, whereas followers like Disney+ capitalise on established resources. These differences highlight how macro-environmental pressures shape growth strategies and underscore the importance of aligning resources with market opportunities (Kotler et al., 2020).
[bookmark: _Toc2120287455]3.3 Critical Evaluation
Strategic success in the streaming industry is contingent upon the alignment of organisational capabilities with external macro-environmental pressures. Netflix, as a pioneer, maximises its first-mover technological advantage by investing heavily in AI-driven recommendation systems, cloud infrastructure, and localised content production. These capabilities enable the firm to create highly personalised value propositions, shaping cultural consumption patterns, and reinforcing global subscriber loyalty (Teece, 2018; Wirtz, Tuzovic and Ehret, 2023). By integrating technology, content, and marketing, Netflix transforms environmental opportunities into sustainable competitive advantage, demonstrating the importance of dynamic capabilities in responding to both technological and socio-cultural forces (Ghemawat, 2017).
Disney+, as a follower, compensates for its later market entry by leveraging strong brand equity and extensive intellectual property. Its strategic focus on family-friendly content, franchise spin-offs, and cross-platform media ensures rapid market penetration while maintaining high audience engagement. By exploiting established cultural narratives, Disney+ reduces technological risk and accelerates adoption in mature markets, demonstrating how followers can achieve competitive advantage through strategic resource leverage rather than pioneering innovation (Barney, 1991; Johnson, Scholes and Whittington, 2020).
Both firms exemplify differentiation-focused strategies rather than cost leadership, reflecting the high fixed content costs and the centrality of brand and content ecosystems. Netflix differentiates through technological sophistication and global content diversity, while Disney+ differentiates by capitalising on iconic franchises and intergenerational appeal. The integration of Porter’s Generic Strategies with Ansoff’s Growth Matrix demonstrates that sustained growth depends on both exploiting organisational strengths and responding strategically to macro-environmental forces (Kotler et al., 2020).
Critically, this comparison underscores that sustainable competitive advantage in digital streaming is less a function of market entry timing and more about the effective mobilisation of technological, cultural, and brand resources to exploit environmental opportunities and mitigate threats. Pioneers shape the ecosystem and audience expectations, while followers optimise resource deployment to achieve rapid, resilient growth.
[bookmark: _Toc303040218]3.4 Linking Evaluation
Both Netflix and Disney+ demonstrate that strategic marketing responses to macro-environmental forces are essential for sustaining growth in the digital streaming industry. Netflix exemplifies how pioneers convert technological and socio-cultural opportunities into competitive advantage by investing in AI-driven personalisation, cloud infrastructure, and localised original content. These investments enhance dynamic capabilities, allowing the firm to shape consumer behaviour, reinforce subscriber loyalty, and differentiate itself through a globalised and culturally relevant content ecosystem (Teece, 2018; Wirtz, Tuzovic and Ehret, 2023).
Conversely, Disney+ illustrates how follower organisations can achieve rapid market success by leveraging established brand equity, iconic intellectual property, and family-focused content strategies. By exploiting existing cultural narratives and franchise loyalty, Disney+ mitigates technological risk, accelerates adoption in mature markets, and maintains high audience engagement. The strategic integration of Porter’s differentiation strategy with Ansoff’s Growth Matrix demonstrates that followers can sustain growth by optimally aligning organisational resources with environmental opportunities rather than relying solely on pioneering innovation (Barney, 1991; Johnson, Scholes and Whittington, 2020).
Critically, the analysis highlights that competitive sustainability in streaming platforms is not determined exclusively by market entry timing. Instead, it depends on an organisation’s ability to interpret macro-environmental pressures and translate them into coherent strategic actions. Netflix’s ecosystem-shaping approach contrasts with Disney+’s resource-leveraging strategy, yet both achieve differentiation and competitive resilience. Strategic frameworks illustrate how technological capabilities, cultural insight, and brand equity collectively enable firms to convert external threats and opportunities into tangible competitive advantage, ensuring long-term growth and market relevance (Kotler et al., 2020; Ghemawat, 2017).
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