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1.0 . Introduction.
In the current global volatile business environment, it is becoming more challenging for companies to retain a competitive advantage. With the aid of frameworks; PESTEL, SWOT, and Porter’s five forces, this report will endeavour to do a marketing analysis, paying attention to marketing drivers within Uber’s Macro and Micro environments like strengths, weaknesses, opportunities, threats, and competitors. It will analyse key factors like legislation, technology, and politics that influence its strategy.

Since 2021 when UK exited the European Union and March 2020 when World Health Organisation declared Covid-19 a pandemic, economic conditions have rapidly deteriorated resulting into devastating effects for companies and world economies. A lot has changed and will have to change particularly in the way all stakeholders relate with each other hence the purpose of this paper.

With the aid of Ansoff matrix, the paper concludes with possible remedies for challenges identified within the macro and micro environments within which Uber and its competitors operate. 

2.0 . Company Background.

Uber is a global technological transportation company, founded in March 2009 by Travis Kalanick and Garrett Camp in San Francisco USA (Uber.com, 2021). It is Kingdom’s (Edison, 2021) and world’s largest Taxi company, with operations across 71 countries and 10,000 cities. Uber employs approximately 23,000 people, 5 million self-employed drivers (Mansoor, 2021), does approximately 18 million journeys a day, valued at £63 billion (Standard.co.uk, 2021), and has just recently celebrated its United Kingdom billionth trip (MSN.com, 2021). Its services also include food, groceries, and package delivery, freight and ferry transport (Smith, 2021). Despite covid-19 pandemic economic disruption in 2020, the company managed to generate $11 billion in revenue. Its rapid growth is attributed to its ability to adapt to market changes, mergers and acquisitions, advanced technological innovations, and high levels of customer satisfaction and convenience. 
Despite its high growth rate and being the most successful start-up in the last decade, Uber’s journey has been characterised with aggressive strategies, ignoring legislation, bans, legal disputes and internal scandals like discrimination and sexual harassment.
3.0. Uber’s External Environment.
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3.0. Pestel analysis (Gillespie, 2007)
· PESTEL is an acronym for Political, Economic, Social, Technological, Environmental and Legal factors (Yuksel, 2012) 
· It is an analytical tool used to assess company’s Macro(external) factors that may help or hinder its progress.
3.1. Political factors;
· Uber’s political factors largely originate from policy of authorities (government). 
· Such factors may include taxation, labour laws, and environmental policies. 
· UK’s exit from the European Union which has changed the way companies interact with each other regarding employment laws, travel restrictions, and taxation is best example.
· Uber is currently facing bans in countries like German (reuters.com, 2015) and France (Davies, 2016), self-employed drivers (Cholakova, 2019) being declared employees (which will cost Uber a fortune) (Reuters, 2021) and 2017 London transport’s revoking of Uber’s licence (tfl.gov.uk, 2017).
· Uber is operating in unfavourable, volatile, and complex regulatory environments being subject to varying and regularly changing regulations.

3.2 Economic factors
· In every country Uber operates, its business model is influenced by economic factors like exchange rates, unemployment, and tax rates. 
· The easy access to manpower due to unemployment in countries Uber operates in like USA, and India has played a key role in Uber’s success. The Covid-19 effects like loss of jobs in other sectors and collapsing of local competitors has made Uber’s expansion easier.
· Generally global economic factors are in Uber’s favour.

3.3 Social factors
· As people’s way of life becomes easier, communication particularly social media bringing world closer, and social trends particularly by millennials (Uber’s main target market), social factors are favouring Uber’s progress.
· Uber’s customers are after shorter waiting times, easy pricing, and payment methods, safety, and availability.  All above are now part of Uber’s strategic plan, and have played a key role in its highly competitive advantage.

3.4 Legal factors
· At Uber’s launch onto the world scene as a technological disruptive taxi service (unique disposition), there was little in form of legislation to govern its operations. Its aggressive strategy, protests and emotional political debates that followed, resulted into a world-wide continuous wave of new and amended legislation. 
· Laws related to safety, employment, renumeration, and environmental protection have been enacted and failure to has resulted in bans (Spain, German, and Italy), or suspension or fined (USA). 
· It’s a major hinderance in Uber’s operations globally.
3.5 Environmental factors;
· Governments, and pressure groups are campaigning for corporate world to help save the environment. Uber has transformed its strategy to include the use of environmentally friendly cars, and helping communities to recycle. Uber has pledged 100% zero-emission for platform come 2040 (Dudovskiy, 2021). 
· All this comes at a cost and not favouring Uber’s growth.

3.6 Technological factors;
· The global rapid technological advancement, and internet has taken over the way society interacts, and accesses information(nap.edu, 1999). 
· Uber realised the need and benefit of using technology to ease people’s way of life and accessing them (use social media for marketing). 
· The explosive rise of Uber is attributed to technology, online sharing of experiences by its customers (social media), and the seamless ‘end-to-end custom journey (touchpoints: website, application and gadgets/phones).
· Technology has enabled Uber to ease onboarding, booking, payments, monitoring and managing of accounts and feedback.
· Technological factors are key components in Uber’s growth and competitiveness.
Uber’s external environment is volatile with a balanced outlook both in favour and unfavourable. It vital that Uber continues to regularly scan its environment and looking for calmer grounds to operate (diversification and market penetration).  
4.0 Porter’s Five Forces Model.
· Porter’s five forces analysis model (Porter, 1991) is an analytical tool used to gauge level of industry attractiveness.
· It emphasis threat of new entrants, supplier and buyer bargaining power, rivalry and threat of substitutes. 
· Though model has its weakness like ignoring key factors that may determine Uber’s success like legislation, political and economic factors, it unearths weaknesses and strengths that may hinder or boost its success.
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(Bing.com, 2021)
a). Threat of new entrants.
· Due to generally low entry barriers to taxi industry, the threat of new entrants is quite high (Dudovskiy, 2021). 
· The easiness of duplication of its business model, minimal investments and easy access to distribution channels since it is internet based, are all responsible for Uber’s serious competitors like India’s Bolt, USA’s Lyft and China’s DiDi.
· On the other hand, however, the business model requires substantial number of drivers, and cars, and technical expertise to be meaningful which may require a lot of planning, heavy capital investment and time. 
· Uber has particularly managed to keep new entrants at bay using low pricing strategy, service availability and high-quality service. 
b). Bargaining power of buyers.
Uber’s customer bargaining power is quite high due to;
·  high competition coupled with high price sensitivity which automatically reduces customer base in case of price increase (switching).
· Very minimal or zero costs incurred by customers to switch.
· Availability of alternative means of transport like trains, cycling, and buses.

c). Suppliers’ bargaining power.
· Uber’s 5 million drivers recruited together with their own cars are the most important assets. Their bargaining power has been limited but with increasing competition from Lfty, Bolt, and traditional cab companies, a shortage of drivers (abcNEWS, 2021), and being allowed to join unions, tables are turning.
· The industry bargaining power of suppliers particularly the drivers is beginning to rise.
d). Industry rivalry. 
· The rivalry within the Taxi industry has always been high. It is partly due to the explosive rise of Uber, abruptly taking a large chunk of the market from traditional taxis. 
· Uber has a challenge of competitors who have duplicated its business model like Bolt and Lfty, and traditional taxis who have authorities backing. 
· Uber’s effective marketing strategy, high quality service and high customer satisfaction are helping protect its competitive advantage.
e). Threat of substitutes.
· The threat of substitutes (alternative options) is quite high. Campaigns against destruction of the environment are encouraging people to use alternative means like cycling, trains, and buses. 
· But the poor transport network in many parts of the world and Uber’s conforming to environmentally friendly means is paying off (Porter, 1979).
The threats within Uber’s industry like rivalry and new entrants are generally high but manageable which makes it attractive. The remedies Uber is employing like low pricing and adapting quickly seem to be working positively.

5.0 SWOT ANALYSIS.
SWOT (CIPD, 2020) is an acronym for Strengths, Weaknesses, Opportunities and Threats used as an analytical business tool for ascertaining the Strengths, and Opportunities a company has at its disposal to exploit. It is also used to analyse the possible weaknesses, and threats the company has to manoeuvre in order to remain relevant.  
Strengths; 
Uber has significant strengths particularly first mover advantage which has helped it gain global brand awareness (customer trust) in over 70 countries, and 10,000 cities like London, and New York, (UBER, 2021), which makes Uber customer’s first choice.
Uber’s vast economies of scale, world-wide market leadership, cutting-edge level of customer convenience are aiding a large and loyal customers base which other competitors will struggle to overtake hence higher competitive advantage.
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(Edison, 2021)
With approximately 5 million drivers who bring along their own cars, working flexible hours, and being an online service requiring no physical presence (offices) helps the company operate with very minimal costs. It supports Uber’s low pricing strategy, and compensating drivers which has helped Uber enjoy more popularity with its key stakeholders.
Uber’s prioritising of social media (Facebook, YouTube and Instagram) for promotions and marketing, enables it effortlessly reach millions of potential customers particularly millennials having spent far less compared to its competitors who use traditional methods like Television and radios.
Weaknesses.
The aggressive strategy Uber used like ignoring legislation and sabotaging competitors like Lyft at its inception and serious offences committed (Lazzaro, 2016) by staff and drivers like sexual harassment and rape, greatly tainted Uber’s brand, (IndependentUK, 2016). 
Everywhere Uber operates, it is engaged in endless legal challenges (USA), bans (France and German) and fines which are hindering its smooth running and costing a fortune. 
Opportunities.
The effects of covid-19 like lockdowns and financial loss have led the to collapse many smaller competitors leaving a massive vacuum (market) for Uber to occupy. Redundancies (Verity, 2020) have also led to a rise in unemployment in many major cities of the world which has helped Uber to beef up their driver numbers a key component of their success story.
Technological advancement, rise of (smart) mobile phone users and extension of the internet (4 and 5G) to isolated places globally, is another opportunity to support Uber’s expansion.
Many authorities like London (Bull, 2020) are experiencing financial difficulties which are hindering their efforts to improve their transport networks. Uber has an opportunity to expand and offer services to masses poorly served by their authorities due to financial constraints. 
Threats.
Increasing competition from a number of global competitors like India’s Ola, and Lyft calls for Uber’s hard work in order to retain its competitive advantage.
The endless legal challenges, new, and amended legislation, and judgements which include bans, suspensions, and fines (bbc.co.uk, 2021) Uber is facing globally are expensive. Uber regularly changes nature of business and operations in order to comply with new or amended legislation best example being London and Holland’s court rulings of drivers being Uber’s employees (Reuters, 2021).
Delay of authorities issuing drivers with licences and carrying out regular inspections to which Uber has no control is hindering Uber’s operations. It has created drivers’ and car shortages which is leading to surges in prices and longer wating times, two key components in Uber’s success its competitors are likely to exploit.
Despite endless challenges to Uber’s business, it equally has massive potential to expand to new markets particular with the expansion of 4 and 5G networks to large areas without good internet network and poor transport networks.
6.0 Segmentation, Positioning and Targeting.
· Segmentation, positioning and targeting are key components in Uber’s marketing strategy.
· Segmentation refers to dividing target communities (markets) into clusters with shared characteristics for example age (millennials Uber’s key targets), gender, income (middle class).
· Targeting on the other hand follows up a specific cluster (niche) identified for example middle class (income) or low earners with quality service, premium charges (VIP) or low charges (Uber X) as a result of segmentation with specific goods and service.  
· Positioning is all about Uber creating an image in customers minds as being affordable, safe, accessible, and a high-quality service (branding). 
· Segmentation, targeting and positioning have played a key role is Uber identifying key markets, providing of relevant services and with corresponding marketing mix which continue to play a major part in highly competitive advantage and popularity. 
	
7.0 Marketing mix. 7Ps
Product: 
· Uber is a technology platform which uses leading technology, a massive network, product expertise and operational excellence to offer a service(s) that moves people and goods from point A to B (UBER, 2021). 
· The user-friendly application connects customer with driver, enables convenience (booking), aids efficiency (routes), payments, controls service quality (feedback/ratings) and safety (driver and car identities).
Place: 
· Uber brand is located in more than 71 countries and almost 1000 cities (Uber.com, 2021) with a high level of geographic concentration in metropolitan areas like London, Delhi, Mexico and New York and it is still expanding.
· Uber’s business model is powered by Internet, Online and supported by drivers and their cars.
· Uber’s business being networking and technological, it doesn’t rely on physical offices hence the minimal presence (offices) and employees in many of places they operate in. 
Price:
Uber’s pricing strategy can basically be described in terms of affordability (low), flexibility and variety, which are key factors in its rapid expansion. 
· It mainly uses penetration pricing (very low prices) particularly when entering a new market.
· Pricing strategy also includes, base rate, estimated journey time, distance, demand and supply (dynamic pricing). In many cases the higher the demand for taxi services the higher the price will be.
· Uber also offers a variety of options which include, economy (UberX, no frills), Uber XL, VIP, and Premium (Luxury).
Promotion:
· Uber has mainly used social media Facebook, Twitter, Instagram and YouTube and generally word of mouth  (@uberuki, 2021), for its marketing and promotions. 
· Purpose it to target its customer base the millennials (25–45-year-olds) with experiences and messages that appeal to them. 
· It allows Uber to engage with customers, getting immediate feedback and offering responses making customers feel heard.
· Uber is involved in community engagements and campaigns regarding safety for vulnerable groups, slavery and saving the environment (corporate social responsibility).
· It generally follows an economical differentiated marketing pattern which gradually allows it build a loyal customer base. 
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(@uberuki, 2021)
Physical evidence 
Uber’s touchpoints like website, social media platforms, customers, cars and drivers are its main physical evidence for its service. They play a key role in its end-to-end customer journey which has revolutionised the taxi industry.
Processes.
· The global historical complications of travelling and hiring a taxi is the basis for Uber’s existence and rapid expansion. 
· Uber simplified process of securing a taxi by clicking a button on a phone, ensuring service availability, easy payment method, routes, and safety (car and driver identity), and high service quality (online feedback). 
· Uber’s ability to swiftly adapt to change and prevailing circumstances like demand, payment methods, climate change (use of electric cars), covid19 challenges (sanitising cars), card payments, use of navigation system to track car and easier routes have aided its success.
People.
· Because of its internet-based business model, Uber employs approximately 28,000 permanent office staff and its 5 million drivers are largely considered contractors and work on a flexible basis.
·  Uber’s ability to recruit, attract and retain highest quality customers, drivers and manpower who provide high quality service is key to its success. 
· Uber’s people are vital touch points within its seamless customer journey.
· Uber takes maximum care when recruiting customers, staff, and drivers and its feedback policy ensures regular checks on quality of all who in return are rewarded with cheaper insurance, free Gymnasium membership, bonuses, university fees, free rides and bonuses.
Uber’s marketing mix has generally been successful because of its swift ability to adapt to everchanging customer needs. The different elements of their marketing mix like ‘social media’ and ‘safety campaign’ for young girls also effectively complement each other.
9.0 Recommendations.
Ansoff Matrix (Hussein, et al., 2013)
Research from report above (PESTEL, SWOT, Porters five forces and Uber’s marketing mix) indicates need for Uber to protecting their progress and expanding the market for their services hence the Ansoff Matrix Growth Model.
The Ansoff matrix (ansoffmatrix.com, 2018) is a business growth, planning, and marketing tool used by companies to determine the most effective development path to take putting into consideration the risk levels, opportunities, strengths, threats and weaknesses surrounding it.
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(Charlesworthbgs.com, 2021)
Market Penetration.
The method of market penetration involves selling of existing products or services to existing markets. Uber has potential of widening their services in areas where they already exit like London through sales promotion, sponsoring community events(awareness), free or heavily discounted rides for example to NHS staff to win sympathy hence new customers. 
Product Development.
Product development strategy is about Uber developing a new service for the existing market which has already worked well in case of Uber X, Lux and XL. Uber can introduce specially needed group service for school runs, Uber ambulances (cut ambulance waiting times), and Uber helicopters in cities like London to beat traffic jam. Middle class(rich) parents, patients and commuters would happily use these services to avoid inconveniences, save life and time. 
Market Development.
Uber’s market development strategy should involve searching for new customers in areas where its services are not being provided. The involvement of Uber into internet services or partnership with internet company like BT and Virgin to extend internet services to areas with very poor or no network will open up virgin vast areas (new market) for Uber to exploit. Vast areas in developing countries have no access to internet hence potential markets for Uber. 
Diversification.
Diversification involves entering into completely different business ventures not related to what Uber is currently doing. Best example is Uber Eats, and Freights, which Uber ventured into and are faring quite well. Venturing into new businesses can easily be done through acquisitions, mergers or joint ventures. 
With its vast experience, resources, distribution channels and expertise, Uber can venture into other businesses like entertainment, organising celebrity shows for musicians, comedians and poets who can easily be enjoyed and paid for by its millions of fan base the millennials who are the majority of its customers. Uber has already got the social media (Instagram.com/uber, 2021) channels and communicating with its fan base. All it has to do is change the topic from transport to entertainment. 
10. Conclusion
For the last decade, Uber has set a benchmark for start-ups and taxi industry in particular in terms of identifying a gap in the market (unsatisfied need) and moving to occupy it.  Since inception, Uber is revolving along with changing customer needs and prevailing circumstances a factor that has enabled it to sustain its highly competitive advantage.
Its high rate of customer satisfaction and widening customer base despite the competition and negative forces against it, its testimony to the effectiveness of its strategic plans like use of social media for its marketing and promotion. 
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Figure 2: Chart shows estimated online UK market share of spend on rideshare services by week, from
December 30, 2019 - August 15, 2021, comparing Uber, Bolt, Ola, and Gett, according to Edison Trends.
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