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[bookmark: _Toc214315556]1. Introduction
The strategic marketing management allows organisations to match their resources, capabilities, and value propositions to the facts of their external environment. This report is aimed at critically examining the influence of macro-environmental forces on strategic marketing decision-making in the fashion retailing industry, and specifically in the two types of organisations distinguished namely: the pioneer and the follower. The first innovator to have been chosen to analyse is ASOS, an online fashion retailer founded as a digital brand and reinventing online-only retail with personalised and data-driven shopping experiences. New Look, the long-standing retailer that is steadily embracing innovations that digital leaders have turned to are its followers.
[bookmark: _GoBack]The structure of this report is divided into two tasks. Task 1 provides the critical analysis of two macro-environmental actors and identifies their implications of pioneer and followers. Task 2 analyses the strategic reaction of pioneers and followers on the basis of the established models such as the Growth Matrix and the Generic Strategies suggested by Ansoff and Porter. The report ends with the acknowledgement that environmental scanning and adaptation in the contemporary retail environment is strategic.
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Figure: Asos Vs New Look (Johnson et al., 2020).  

[bookmark: _Toc214315557]2. Task 1: Macro Marketing Environment Critical Analysis 
[bookmark: _Toc214315558]2.1 Overview of the Macro Marketing Environment.
The macro marketing environment constitutes a set of overall external forces that cannot be managed by organisations and have to be continuously analysed by the organisations to be competitive (Kotler and Keller, 2020). The forces impact consumer expectations, competitive forces and viability of the strategic decisions. In the case of fashion retail, macro forces influence the supply chain process to even the customer experience and the promotion methods.
PESTEL framework: One of the most common these external forces frameworks is PESTEL due to its division of the environment into political, economic, social, technological, environmental and legal (Masrianto et al., 2022). By use of this structure, organisations are able to detect long term changes in market appeal and sustainability of an industry. In the case of fast-moving industries like online fashion, PESTEL analysis is especially useful because it can point out such trends like digitalisation or sustainability demands that radically transform the consumer behaviour and business strategy (Johnson et al., 2020).
In the case of organisations such as ASOS and New Look, the macro environment factors are simultaneously threats, such as economic instability and environmental regulation, and opportunities, such as the technological penetration of artificial intelligence or the need to wear eco-friendly clothes. (Grant, 2019).
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Figure: Macro Environment (Olson et al., 2021).


[bookmark: _Toc214315559]2.2 Selection of Two External Macro Marketing Actors
This report targets on Technology and Social/Environmental Sustainability Trends the two important macro-environmental actors. The reason why these forces have been chosen is that they are already a powerful, well-documented force that impacts the overall fashion industry on the planet, and they directly influence the way in which retailers generate value (Mintel, 2023).
The level of technological sophistication will be very relevant since online fashion retail is informed by digital services of AI-personalisation, automation, mobile commerce optimisation, and data analytics. Competition also gets harder through technology making operations more efficient, delivering faster, and creating a better experience to the customers (Deloitte, 2022). The expectations of the market would be usually customised by pioneer organisations that experiment with technology in an endeavour to shape the market as opposed to the follower organisations which would simple follow with a proven technology that has been established at a later stage.
Social and environmental sustainability are also a powerful factor because of the increased awareness of their consumers towards ethical supply sourcing, waste management, inclusivity and carbon footprint (PwC, 2024). Fashion brands are also under pressure by regulatory bodies and the activist groups which demand that the companies reveal more about their practises regarding sustainability. The expectations of sustainability affect pioneers and followers differently: perfect pioneers tend to introduce innovations in eco-material or transparency programmes and the followers choose to adjust their current portfolios to the evolving expectations.
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Figure: Social and environmental sustainability (Panda & Mishra, 2022).

[bookmark: _Toc214315560]2.3 Critical Discussion of each Actor.
[bookmark: _Toc214315561]Actor 1: Technological Advancement.
The move in technology brings about different opportunities and threats to both the pioneers and the followers. In the case of such companies as ASOS, the key source of competitive advantage is technological innovation, through which it becomes possible to become the first to deploy AI-based personalisation tools, data-driven assortment planning, and high-performance logistics solutions (Accenture, 2021). 
Digital innovations: In the case of follower organisations such as New Look, fast technological change is an issue since it is expensive and intricate to upgrade old systems. The digital innovations taken by the followers have the potential to generate strategic lag delays in responding to market shifts until proven to be of benefit to industry leaders, which can inherently result in strategic delays (McKinsey, 2023). 
Ensures opportunity: Strategically, technological change ensures opportunity space to both of the organisations. To the first-movers, the technology allows diversification into new markets, the feedback and testing of virtual try-on devices and providing choices in fulfilment like "instant delivery." As a follower, technology offers them the chance to enhance operational efficiency and can offer more stable channel experiences in the form of click and collect, as well as cross channel returns.
The threat however is different. Innovators incur massive start-up costs, security issues and cybercrime and struggle to keep their systems constantly on the cutting-edge. The followers will be at risk of losing market share and falling behind the customer expectation of their competitors who are more digitally advanced. The latter strategic implications determine the long-term competition and determine how quick every single organisation invests in digital innovation (Laudon and Traver, 2022).



[bookmark: _Toc214315562]Actor 2: Trends in social and Environmental Sustainability.
Pioneers and followers are also developed differently due to the sustainability pressures. The visibility of leaders in the business, such as ASOS, has led to increased scrutiny on their sustainability against rising external attention, including taking the initiative in demonstrating environmental sustainability through their sourcing, reporting, and demonstrating circularity fashion. According to social trends, consumers are increasingly moving towards the use of ethical fashion, and younger age groups are demanding that brands exercise environmental responsibility (Euromonitor, 2022). 
Sustainability pressure: In the case of followers such as New Look, sustainability pressure can tend to necessitate reactive approaches. The market expectations are normally met with gradual improvements by the followers instead of trying a radical innovation. Even though this reduces risk in the short run, it might make followers less able to follow suit in terms of sustainability leadership exhibited by pioneers, which would limit their capability in attracting ethically conscious consumers (H&M Foundation, 2021).
Threats of sustainability actor are also serious. Leaders face the risk of reputation loss in the case of greenwashing claims, whereas followers, in their turn, face the threat of being seen as too slow or even fake. Compliance strains on both groups include regulatory actions (e.g. mandatory carbon reporting). On the strategic front, sustainability trends necessitate a constant flow of innovations and collaboration with the suppliers by pioneers, and unrestricted adherence to cost and modernisation of the operations procedures by followers.
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Figure: Impacts (Purwati & Latifah, 2022).
[bookmark: _Toc214315563]3. Task 2: Follower and Pioneering Organisational Strategic Responses.
[bookmark: _Toc214315564]3.1 Strategic Responses of Pioneering Organisations.
ASOS is proactive, innovation-driven, and resorts to technology, data and digital infrastructure to influence the expectations of consumers. Being an innovator, it tries new technologies early, like the use of AI personalisation and virtual try-on capabilities, establishing a new tone in the sphere of online fashion music shops (Grant, 2019). 
[bookmark: _Toc214315565]Application of the Growth Matrix of Ansoff by ASOS.
-Strategy of Market Penetration: Personalised marketing, optimisation of the mobile application and targeted promotions help ASOS to increase the penetration in the market. Predictive analytics will enable ASOS to customise on-product recommendations, raising the conversion rates and frequency of a repeat purchase (Kotler and Keller, 2020). 
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Figure: Growth Matrix of Ansoff (Shankar et al., 2022).
Product Development Strategy: This category involves the formulation of a strategy designed to enhance the existing product or develop a new one to compete with existing products (Kim, 2003). ASOS also has a faster response to the emergence of new lines in its own-label trend forecasting which is data led. Its capability to process customer data in real time enables swift design to launch processes, which guide the brand to remain up to date on trends of style. 

Diversification Strategy
ASOS does not only focus on clothes but also has branches of the business such as beauty, active wear and lifestyle. This diversification of the portfolio assists the business to explore neighbour markets in accordance to its young demographics. The diversification projects also eliminate reliance on the core lines of fashion and increase cross-selling opportunities (Kotler et al., 2022). Being a pioneer, ASOS is more eager to venture into new categories sooner than the followers.
[bookmark: _Toc214315566]ASOS Uses Generic Strategies of Porter.
Differentiation Strategy
ASOS employs digital innovation, personalisation and unique customer experiences as a way of differentiation. Other highly technical features, visual search, AI chatbots and the AI deliver Instant Delivery, are used to improve the quality of the services and the perceived value (Accenture, 2021). 
Strategic Differentiation Strategy
Influencer marketing and Gen-Z-aligned content are used to appeal to younger and more socially active consumers who use social media a lot (ASOS). Its branding is focused on individualism, inclusiveness and digital innovation, which are in line with new cultural values (Smith and Taylor, 2019). 
ASOS has been strategizing to handle technological pressures.
ASOS puts a lot of effort in data analytics, automation systems and machine-learning systems to improve customer journey personalisation. Technology endorses supply chain visibility, enhances accuracy of stock as well as agile decision-making (Deloitte, 2022). The tools assist ASOS to predict consumer behaviour and customise the browsing experience in a more relevant manner than the followers. 
ASOS in response to Sustainability Pressures: Strategy.
ASOS implements a proactive sustainability strategy that includes disclosure of clear supply chain reports and expansion of the recycled material. Such measures mitigate reputational risk and bring the brand to be more in line with the increasing environmental demands (PwC, 2024). 
[bookmark: _Toc214315567]3.2. Strategic Responses of Follower Organisations (New Look).
Strategy Orientation of New Look as a follower.
New Look takes a risk-averse strategic change. Rather than be innovative, it tracks the results of pioneers and introduces solutions that have already been proved to work and fit its positioning strategy of being cost-efficient (Johnson et al., 2020). It is a follower logic that helps New Look to prevent expensive failures and keep the prices accessible to mainstream consumers. 
[bookmark: _Toc214315568]Ansoff Growth matrix applied by New Look.
Strategy of Market Penetration.
New look uses competitive prices, loyalty reward programme, and high volume promotions to reach customers more. This product would be an interest to low-income buyers who want low-priced fashion. Dual benefits supporting penetration in market include mere omnichannel capabilities like click-and-collect. Such activities have assisted New Look to stay in a price sensitive segment.
Product Development Strategy:  The product development of New Look involves imitation of trends instead of being trendsets. The brand pays close attention to social networks, rivals, and vanguard media to recognise the trends of fashionable designs to duplicate them (Euromonitor, 2022). This minimises the chances of making unsellable product and also prevents high costs. The strategy is in line with the New Look operational model of low-cost fashion and fast-moving.
The strategy of market development by New Look is based on enhancing the online-offline integration rather than market expansion. Better store stocks, simplified in-store delivery and better online site functionality help in wider customer coverage. These are user-friendly functions of New Look, which entice the consumer, who is already older or not as digitally sure. It is therefore feasible and cheap to develop the market (Linden, 2001).
Diversification Strategy- New Look has a moderate level of diversification as it is engaged in selling accessories, footwear and beauty products. The categories are complementary to its apparel lines and stimulate basket-building behaviours. The strategy does not focus on risky diversification into new markets ( Kotler et al., 2022). This is a controlled approach, which allows diversification to fit in the available brand name.
[bookmark: _Toc214315569]New Look has implemented the Porters Generic Strategies.
Cost-Leadership Strategy
Low costs of production and competitive prices are two factors that allow New Look to maintain simplicity in terms of product designs and the distance between the customer and sources. The cost-leadership approach positions it highly among the low-end customers (Thompson and Martin, 2021). The effective store operation and smooth logistics contribute to a further decrease in overheads. This is a strategy that helps the brand to survive in periods of economical downturns.
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Figure: Porters Generic Strategies (Shen & Mao, 2025).
Cost-Focus Strategy
New Look is directed at a particular market segment with a low-price fast fashion. One can find this audience attaching great importance to affordability in comparison with advanced digital functions and limited collections. Consequently, New Look does not invest in costly technologies and concentrates on the necessary digital improvements (Johnson et al., 2020). It is a strategy that will enable the company to be competitive without straining.




New Look Strategy Response to Technological Pressures.
New Look selectively embraces technology with the aim of embracing those tools that favour performance. It enhances systems like simplistic personalisation engines, mobile-reliant checkout and enhanced inventory monitoring, only after they have demonstrated that they are commercially feasible (Laudon and Traver, 2022). 

[bookmark: _Toc214315570]Comparison of Pioneer and Follower Responses.
ASOS and New Look pursue different goals as one organisation, ASOS, is more strategically oriented, and the other, New Look, is more cost conscious. Digital technologies are embraced by pioneers and followed by those who ensure the viability is observed first before committing any financial resources (McKinsey, 2023). Sustainability leadership is also another variant of change where the pioneers change the industry and the followers are reacting to the changes made. These two divergent strategies bring to fore the impacts of organisational identity on long term market positioning and strategic orientation.



[bookmark: _Toc214315571]4. Conclusion 
This report has brought to light that the macro-environmental forces affecting the fashion retail sector are technological change and sustainability pressures. Due to PESTEL analysis, it is understandable that these forces offer unique opportunities to pioneers and followers and challenges. First movers like ASOS respond with a focus on innovation, digital capacity and proactive sustainability projects, gaining first-mover benefits, as well as being highly risky in terms of investment. Follower: New Look follows the strategies of its tested strategies with improved operations that become efficient and cost-competitive; have differentiation and customer perception limitations. Indeed, utilise of strategic models shows that first movers incline to differentiation and growth, with innovation in mind, and second movers develop cost-oriented and incremental strategies. The discussion supports the role of constant environmental scanning whereby, external environment is the direct influence of strategic direction, competitive positioning and organisational performance. After all, market innovators and follower in the dynamic retail business environment need adaptive marketing strategies.
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