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Macro marketing environment represents external factors that play a significant role in shaping strategies, operations and the long-term competitiveness of an organisation. Learning about these forces helps companies to recognise opportunities and address the risks that may occur. Uber is a leader in the ride-hailing sector that exists in a dynamic environment due to the establishment of regulatory frameworks, technological progress, and consumer demands. Whereas Bolt is in the competition line behind Uber with its market-centric approach. The market leadership, profitability and sustainability can be achieved by being able to navigate these external factors. The two important elements of the macro-environment analysed are the regulatory and political environment, which determine the compliance requirements and the limits of operation, and the technological environment that maintains innovation, efficiency and service differentiation. Through discussing these aspects, the study reveals the differences between pioneer and follower companies, stating that such proactive strategies, adaptation actions, and innovation will help to stay competitive and reach the maximum growth potential in the changing ride-hailing market.


[bookmark: _Toc211565609]1. Task 1: Macro Environmental Analysis

As stated by Sun and Ertz (2021), the macro marketing environment refers to the external factors that influence the strategies of marketing, operations, and competitiveness of an organisation. These forces fall under the categories of Political, Economic, Social, Technological, Environmental, and Legal forces, as included in the PESTEL framework. Uber and Bolt, as the pioneer and follower in the ride-hailing market, exist in an environment where macro-environment changes directly affect access, strategy, and growth in the market. This is analysed in terms of two key macro-environmental forces and reveals ways in which the shift in these environments offer both opportunities and threats to these pioneers and follower companies.
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a. Critical examination of the factor
Starting with, Cheah and Koay (2024) stated that government policies play one of the biggest roles in the business of the ride-hailing companies in terms of licensing, labour regulations, price regulations, and even safety regulations. Cities like London or Paris use rigid licensing standards, which demand passengers and drivers to be vetted, insured, and subject to safety standards (Oviedo et al., 2021). Compulsory modifications present chances to those companies that take the initiative, including securing EV (Electronic Vehicle) subsidies or joining the recently opened markets. According to a recent report, the ride-hailing market all over the world reached USD 110 billion in 2024 (Mordor Intelligence, 2025). This is the nearest evidence of the growth opportunity facilitated by supportive regulatory policies. On the other hand, issues such as fines, labour conflicts, and limitations concerning dynamic prices are the threats posed by regulations. Uber was fined and had to suspend its license in London because of safety issues, which revealed financial and operational risks of non-observance (Reuters, 2025). As a follower, Bolt works around these regulatory issues and invests in meeting licensing, insurance, and labour regulations. Statistics confirm that in the Indian ride-hailing market, regulatory compliance takes up to 12% of operation costs, which testifies to the role of regulation in profitability (Market and Data, 2025).

Besides, governmental policy also affects the strategic choice of market entry and expansion, particularly in the cities where the legal frameworks are evolving. Clear regulations enable companies to invest in the long-term in their fleets, training of drivers and integration of technologies, decreasing uncertainty and operational risks. An example of this is positive EV incentives in some European countries. This helps persuade ride-hailing companies to switch to electric-powered vehicles and reduce their environmental footprint and achieve cost benefits in fuel and maintenance (Ribeiro and Silveira, 2024). On the other hand, any unexpected shift in labour regulations, including the re-definition of drivers as employees, can have a significant cost impact on first movers, which will impact profitability and growth strategies. In case of follower companies, such as Bolt, these kinds of change can be observed before market entry, enabling them to adjust business models, including providing hybrid positions or collaborating with licensed taxi companies in order to ameliorate the regulatory risks (Naumov and Keith, 2023). Consequently, the regulatory challenges are not only a barrier to operations but also to the strategic innovation and positioning in the market of the ride-hailing services.

b. Impact on Pioneer vs. Followers
As a first-mover, Uber enjoys a list of advantages in its dealings with the regulatory authorities and lobbying them to create friendly policies (Uber, 2025). To overcome the difficulties with the complicated laws, the company has created a global community compliance team and driver-oriented CSR (Corporate Social Responsibility) to reduce penalties. Nevertheless, it is a risky leadership stance to which Uber is exposed, as was the case in 2024 when the company temporarily halted its operations in London, losing revenues in the process and spending more resources on compliance (Reuters, 2025). The PR campaigns and driver welfare initiatives aimed at enhancing marketing strategies, which altogether support the brand image of the brand being concerned about safety and compliance with regulations.

On the other hand, Bolt uses the experiences of Uber to come in with adaptive market-entry strategies, and they enter the regulated cities only once the legal frameworks have been demystified (Bolt, 2025). It introduced local driver registration schemes and fare changes depending on local regulations in the city, reducing the fines and operational penalties. By monitoring the regulatory difficulties that the pioneer is facing, Bolt minimises the compliance expenses and reputational risks (Alsaew, 2024). The current case of Uber, with suspension of its license in London has been a real-time example of pioneer exposure, whereas the case of Bolt, with its regulatory-compliant expansion in Eastern Europe, has been an example of follower adaptability. In general, there are both opportunities and threats in the regulatory/political environment. The pioneer company has a greater risk but has the potential to influence the market, whereas the follower company has adaptive strategies and fewer compliance risks.



[bookmark: _Toc211565611]1.2 Technological Environment

a. Critical examination of the factor
The core component of competitive positioning in the ride-hailing sector is technological advancement, such as app platforms, GPS positioning, AI-driven pricing, EV integration, and cybersecurity. According to Tom Dieck and Han (2022), technology presents a chance of functional effectiveness, differentiation, and enhanced customer experiences. More than three-quarters of ride-hailing users use mobile applications, and thus, digital platforms are vital (Mordor Intelligence, 2025). The use of EVs also contributes to the sustainability agenda and appeals to green consumers. Contrarily, the threats associated with technological change include high R&D costs, threats of rapid obsolescence, and cybersecurity threats. Firms that do not keep modern systems or protect consumer information stand a chance of being affected by negative publicity and fines (Li et al., 2022). The initially expensive prices of AI (Artificial Intelligence) adoption and EV fleet management pose a challenge to followers, such as Bolt, which might not have the resources to implement innovations on a large scale. It is statistically revealed that ride-hailing companies spend 15-20% of their annual revenue on the technological sphere, which is why innovation is resource-consuming (Market and Data, 2025).

b. Impact on Pioneer vs. Followers
Uber, being a pioneer, introduces AI-driven surge pricing, self-driving vehicle experiments, and EV fleets to increase efficiency and dominate the market. These technologies have enhanced demand forecasting, driver distribution, and customer experience for the more than 120 million active riders worldwide (Uber, 2025). Nevertheless, Uber takes great risks owing to the costs of technology and cybersecurity risks, as well as the cost of continuous research and development. On the other hand, Bolt follows a follower strategy, where the tested technologies are used in stages to minimise costs (Bolt, 2025). Upgrades of the app, matching of drivers and integration of digital payments enable Bolt to repeat successful innovations without having to invest in actual R&D (Bolt, 2025). The strategy will match technology to the regional market demand without subjecting the company to extraneous financial losses (Bolt, 2025). It has been stated by Yu et al. (2025) that such a technological landscape poses both innovation opportunities and the threat of financial and cybersecurity threats to the strategic positioning of innovators and adherents of the ride-hailing. Uber and Bolt are largely affected by regulatory and technological forces. First-movers receive significant exposure and could potentially have rewards, whereas the latter follow adaptive approaches and reduce risk as much as possible. Good monitoring of macro-environmental changes is also critical in ensuring competitiveness, efficiency, and profitability.
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First movers and new entrants in the ride-hailing business take various strategic responses to macro-environmental changes. Uber, being a pioneer, deals with innovation, technological progress, and active interaction with regulatory bodies, and Bolt, as a follower, uses adaptive strategies based on the experience of the pioneer. The responses to the regulatory and technological forces are significant enough to stay competitive within a market that is expected to increase by 10.5% CAGR (Compound Annual Growth Rate) in years 2024-2029 (Mordor Intelligence, 2025). Here, CAGR is the measurement of average annual growth of investments over a specific time. This part takes a critical assessment of the strategy of Uber and Bolt to these macro-environmental factors and the respective marketing strategies they have to maintain the growth and market share.
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Uber is also an active lobbying organisation that tries to shape the regulatory environment in various marketplaces, which has been a competitive advantage. It maintains the CSR driver program, whereby the compliance of the labour laws will be ensured and the community relations will be enhanced (Uber, 2025). Uber has global compliance teams to manage the licensing, safety, and legal standards to reduce disruptions in operations. However, it was not able to renew its license in London in 2024, which is evidence of the fact that first movers are rather vulnerable to state regulation. They are supplemented by the Public Relations (PR) campaigns that would assist the driver welfare, safety, and corporate responsibility, which would help draw to the brand recognition and regulatory credibility of Uber (Luo et al., 2024). By 2025, Uber will be working on sustainability efforts in the USA and Canada where it has already achieved a target of 100% renewable energy match, with zero emission targets of 100% rides in London. The fact that the Green Future program of Uber has the targets of reaching the resources of 800 million dollars, as shown in figure 1 (Uber, 2025b).
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Figure 1: zero emission commitment of Uber with EVs
(Source: Uber, 2025b)
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Figure 2: Project zero vehicle strategy of Bolt
(Source: Bolt, 2025b)
As a follower, Bolt uses adaptive market-entry, launching in regulated cities once they have seen the pioneer results. It forms local contracts with local government and driver unions to meet licensing and safety standards (Bolt, 2025). The entry into Eastern Europe by Bolt is a good example of entry by regulations, which minimises chances of fines and loss of operation, besides maximising market penetration. The CSR and involvement of the community are the keystones to the planning of Bolt, which help build trust in the brand and acceptance within the new markets. As shown in figure 2, Bolt has a motto of achieving net zero by 2040, and 50% specifically in Europe (Bolt, 2025b). Regulatory strategies have a financial effect on the industry. According to industry statistics, compliance costs can be up to 12% of the operational expenses of ride-hailing companies in India (Market and Data, 2025). This highlights the significance of strategic planning and direct interaction with the regulators in reducing risks and seizing opportunities. On the whole, the pioneers are more exposed to regulations, whereas the followers use the experience of a pioneer to minimise the operational and legal risks.
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To remain technologically ahead, Uber spends much on dynamic pricing using AI, self-driving car tests, app development, and EV integration (Uber, 2025). To improve the reliability of their services and safeguard the data of their users, it applies real-time GPS, predictive analytics, and cybersecurity frameworks. The focus of marketing needs to be on safety, convenience, and technological innovation, as these are likely to support the market differentiation (Cheah et al., 2025). Figure 3 shows the “GenAI-powered invoice automation system” of Uber. It shows that Uber has leveraged advanced GenAI models to achieve precision, along with an accuracy rate of 90% (Uber, 2025c).
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Figure 3: The invoice process workflow at Uber
(Source: Uber, 2025c)

Bolt implements a follower strategy, which involves the use of proven technologies step-by-step to control costs and operating risks. The company lays emphasis on driver matching enhancements, application interface development, integration of digital payment, and the improvements in operational efficiency, without necessarily bearing the entire R&D costs of groundbreaking technologies (Bolt, 2025). The implementation of technologies follows the needs of the regional market, makes the services of high quality, satisfies its users, and is affordable (Bolt, 2025). The reliability, cost-efficiency, and driver safety are the message of the marketing campaigns that attract price-conscious and technology-sensitive consumers. Bolt has offered 10% to 20% commission to its drivers, which assures them more earnings per ride (Jose, 2023).

Modern time taxi dispatch software is designed with the feature of automated dispatching, which means that the software will automatically assign rides to a driver who is available in near location. This has, therefore, reduced wait times and optimizing routes (Jose, 2023). Live cases are the AI-based surge pricing by Uber to maximise the employment of drivers, or the driver matching and app improvements by Bolt to affect efficiency and the customer experience. The difference in strategies details the way pioneers calculate risks by being innovators, lobbyists, and deploying large-scale technology, whereas followers like Bolt follow the adaptive model, gradual integration of technology, and a regulatory-informed market access approach, minimising risks and continuing to grow. From the perspective of Om Dieck and Han (2022), both companies focus their marketing practices on the benefits of safety, comfort, sustainability, and brand confidence. These are estimated to remain competitive in a relatively new segment within the ride-hailing market.

[bookmark: _Toc211565615]Conclusion

The effect of the technological and regulatory forces on the ride-hailing businesses is enormous and affects businesses strategies, activities, and positions in the operating market. The other opportunities of the changes in the regulations involve enabling policies and other forms which include the benefits of licensing and the market and threats in its operations which are in form of fines and labour conflicts and restrictions. The pioneer company, such as Uber, is more exposed to such problems but could use their experiences and resources and be proactive to stay ahead of the market. The follower company being Bolt, is analysed to exploit the strategic penetrations when the pioneer results have been realised, reduce risks and inject the opportunities that are already in place. Also, the technological level increases the visibility of the firms and improves their performance regarding efficiency and customer experience, not forgetting that enormous investments and risk care may be committed to the innovation. Having an effective macro-environment of monitoring, responsive strategy, the pioneer, as well as the follower, would be in a position to balance the risks and opportunities and in the process, establish further in the incredibly dynamic and competitive ride-hailing industry. Such courses as strategic vision and insatiable innovativeness will always be required by the necessity to be ahead of things and make things. The two companies, Uber and Bolt, are found to be focused on safety, reliability, and innovation in marketing to be competitive.
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Project Zero — Bolt’s zero-
emission vehicle strategy

Bolt’s long-term environmental commitment is to
become a carbon net-zero company by 2040 .
With ride-hailing representing the majority of
emissions generated on our platform, increasing

the number of zero-emission vehicles is our
priority.

The 3 pillars of Project Zero:

© Reduce charging barriers

© Improve access to zero-emission vehicles and
awareness

© Growrider demand for zero-emission vehicles
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Helping drivers and
couriers go electric

Drivers and couriers are leading the way toward a greener
future, and Uber is committed to supporting them. Our Green
Future program is providing access to resources valued at
$800 million in an aim to help hundreds of thousands of
drivers transition to battery EVs by 2025 in Canada, Europe,
and the US

Learn more




