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Critical Analysis of the Macro Marketing Environment and Strategic Responses of Pioneering and Follower Firms
[bookmark: _Toc214247310]Introduction
The macro-marketing environment is crucial in the determination of organisational competitiveness, especially in industries with high technological change rates and a harsh regulatory environment. The global electric vehicle (EV) industry is a classic example of such volatility with rapidly increasing rates of innovation, falling battery prices and robust momentum of policy-changing market structures. BloombergNEF (2024) reports that the global EV sales were also at new record levels as battery pack prices continued to decrease, which put additional pressure on both established and new manufacturers. These forces increase the prominence of environmental scanning in marketing management since companies need to foresee external changes that directly affect product creation, market positioning and growth paths in the long run (Kotler and Keller, 2016).
The report critically evaluates two key macro-environmental forces, technological forces and environmental/regulatory forces, because of the disproportionate influence they have on the competitiveness of the EV sector and its strategic development. The innovation in battery chemistry, software and charging infrastructure has completely changed the competitive advantage, and to enhance the market viability, environmental regulation and emission requirements, and government incentives are becoming a determinant (International Energy Agency, 2024). In order to assess these dynamics, Tesla is considered a pioneering organisation and Volkswagen Group a follower. Innovation-led scaling and vertical integration have also strengthened Tesla as an early-mover based on first-mover advantage theory (Lieberman and Montgomery, 1988). Wolfe, on the other hand, is a legacy company that is currently experiencing a complicated strategic shift caused by regulatory and technological forces.
The report will cover two sections: Task 1 will examine how the chosen macro actors generate opportunities and threats, whereas Task 2 will assess how Tesla and Volkswagen react strategically using models like the Growth Matrix by Ansoff and the Generic Strategies by Porter.
[bookmark: _Toc214247311]2. Critical Analysis Of The Macro Marketing Environment
[bookmark: _Toc214247312]2.1 Overview of the Macro Marketing Environment
The macro marketing environment consists of external, uncontrollable factors such as political, economic, social, technological, environmental and legal (PESTEL) that influence strategic choices and competition at the industry level (Kotler and Keller, 2016). With a high rate of change, e.g. electric vehicles (EVs), these forces have disproportional influence as they dictate regulatory constraints, influence the trajectory of innovation and the consumer expectations. The recent industry statistics demonstrate the magnitude and rate of such a change: EV sales in the world have been increasing at a steady pace in China, Europe and the United States, which is indicative of a rapid diffusion of clean technologies and increasing competition in the market (BloombergNEF, 2024). Figure 1: Global EV Sales 2018-2024 shows a clear acceleration, although the annual sales growth has been caused by a declining battery price, governmental incentives and stricter emissions regulations.
In this environment, strategic marketing considerations will be dominated by technological and environmental/regulatory forces. The development of technologies in the field of battery performance, software and charging infrastructure integration intensifies the pressure of innovation and cost-competitiveness among manufacturers. Simultaneously, the industry structures undergo a direct transformation by environmental and legal pressures, especially the EU emissions regulations, country legislation on EV and international commitments to decarbonisation, which favour companies that can swiftly electrify (International Energy Agency, 2024). Collectively, these external forces lead to a topography in which competitive advantage hinges more and more on the skill of firms to read, foresee and adjust to macro-level changes, and environmental scanning is a key element of strategic marketing management.
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[bookmark: _Toc214247400]Note: This figure shows the high rate of adoption of EVs in major parts of the world, China, Europe, North America, and the Rest of the World, which underscores the growing technology and regulatory force that is increasing competitive intensity in the EV world.
Figure 1: Global Electric Vehicle Sales by Region, 2018–2024; Source: BloombergNEF and Jato Dynamics (2024). Global EV Outlook
[bookmark: _Toc214247313]2.2 Selection and Justification of Two Macro Actors
The technological and environmental/ legal actors are the centre of the analysis because of their influential and transformative effect on the global EV industry. Cost structures, performance capabilities and competitive differentiation are a direct result of technological forces, such as the ability of battery innovation, autonomous driving, manufacturing automation and charging infrastructure (BloombergNEF, 2024). Meanwhile, the pressure to adhere to environmental and legal standards such as emissions regulations, bans on ICEs and sustainability mandates is extremely high, and companies are going electrified more quickly (International Energy Agency, 2024). The combination of all these actors causes significant strategic pressure in terms of market viability, priority of investment and long term competitive advantage.
[bookmark: _Toc214247314]2.3 Critical Analysis of Each Actor
[bookmark: _Toc214247315]2.3.1 Technological Actor Analysis
The technological forces that are influencing the cost structure, potential and long-term market positioning are the strongest cause of competitive asymmetry in the global EV industry. Figure 2: Battery Pack and Cell Prices (BloombergNEF, 2024) demonstrate that the cost of lithium-ion batteries is steadily decreasing since 2013, which is also supported by Figure 3: Global Lithium-Ion Cell Price Decline (Benchmark Mineral Intelligence, 2024). The decline in battery costs lowers the cost of production by a big margin, allowing economies of scale and hastening the uptake of EVs in the mass market. In the case of innovative companies like Tesla, these declines and enhance true first-mover benefits by reducing marginal costs and strengthening economies of scale attained through vertically integrated battery manufacturing and self-protecting cell technology (Lieberman and Montgomery, 1988).
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[bookmark: _Toc214247401]Note: The figure indicates that lithium-ion battery pack and cell prices have been steadily decreasing in the last decade, which confirms the reduction in costs of EV production due to technological progress and the competition of innovation between manufacturers.
Figure 2: Lithium-Ion Battery Pack and Cell Price Trends, 2013–2024; Source: BloombergNEF (2024). Battery Price Survey
The investment in gigafactories, the 4680-cell architecture, as well as in-house battery innovation, Tesla proves the way the technological leadership helps the cost leadership and differentiation approaches back. The software-based features of the company, including Full Self-Driving (FSD), over-the-air updates and sophisticated infotainment systems, further strengthen the competitive company due to the ability to build on-going value post-vehicle ownership (Tesla, 2024). Furthermore, the Tesla network of Superchargers serves as a lock-in technology, establishing the dependency of the ecosystem and lowering the perceived switching costs for customers. This strengthens network effects and Tesla's strategic moat further.
However, Volkswagen has serious limitations as a follower. Despite significant investments in its MEB vehicle platform and collaboration with battery manufacturers like CATL and Northvolt, the group is dependent on external battery manufacturers, which limits the rate of innovations, makes it susceptible to supply chain shocks and boosts production expenses compared to vertically integrated competitors (Volkswagen AG, 2024). Along with this, the software development delays that Volkswagen continues to experience, especially via its Cariad division, underline the lack of capability to keep up with Tesla in terms of technological turnover.
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[bookmark: _Toc214247402]Note: This value represents the declining nature of world prices on lithium-ion cells, which validates the discussion of the way technological advances increase the scale efficiencies and strategic asymmetry between the first and the second mover companies.
Figure 3: Global Weighted Average Lithium-Ion Cell Price Decline, 2014–2024; Source: Benchmark Mineral Intelligence (2024).
The technological uncertainty also works against the follower firms since the pioneers gain learning advantages, perfect production efficiency, and utilise the experience curve faster than the late entrants. Thus, technological forces push the strategic gap between Tesla and Volkswagen, strengthening the momentum of innovation in the pioneer and revealing the structural and ability-based constraints of the latter.
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[bookmark: _Toc214247403]Note: The figure compares the deliveries of Tesla and Volkswagen in the course of several quarters and illustrates the difference in performance of a leading company and a transitioning company concerning the reaction to the regulatory and technological changes.
Figure 4: Tesla Deliveries vs Volkswagen BEV Sales, Q1 2020–Q3 2021; Source: InsideEVs (2021).
[bookmark: _Toc214247316]2.3.2 Environmental and Regulatory Actor Analysis
EV manufacturers are highly pressurised by environmental and regulatory forces that affect technology decisions, investment strategy and market exposure. Figure 1: Global EV Sales 2018-2024: The regulatory momentum, especially in China, the EU, and the United States, has increased EV adoption and has provided competitive pressure across the automotive industry (BloombergNEF, 2024). One of the most disruptive regulatory policies in the past that is making the legacy manufacturers shift to a rapid electrification process, despite their technological preparedness, is the move by the European Union to prohibit the sale of new internal combustion engine (ICE) vehicles by 2035 (European Commission, 2023). The New Energy Vehicle (NEV) credit scheme in China is based on the production quotas produced by electric vehicles, where companies with more electric production credits are rewarded (International Energy Agency, 2024). Meanwhile, the U.S. Inflation Reduction Act (IRA) provides large tax credits on EVs that are assembled domestically and utilise local battery supply chains to redefine competitive advantage in terms of geographical production choices.
The favourable effect of these regulatory changes is an unequal advantage to Tesla. Being a zero-tailpipe (fully electric) manufacturer, Tesla is structurally endowed with environmental requirements, allowing it to reap regulatory benefits with little compliance cost. Moreover, Tesla collects substantial amounts of money, more than USD 1.7 billion in 2022, by selling regulatory carbon credits to older car manufacturers who cannot achieve their emission quotas (Tesla, 2024). These economic benefits are a self-reinforcing asset as they support more innovation and expansion.
Volkswagen, on the contrary, has structural disadvantages. The company has huge sunk costs due to ICE manufacturing plants, long-term supplier agreements and hierarchical production systems that add complexity and cost to transitions. Already having requirements on EU fleet emissions and global carbon neutrality obligations contributes to the increase in operational costs and the reduction of strategic flexibility (Volkswagen AG, 2024). The regulatory response of Volkswagen, as a follower, is mostly more compliance than innovation-driven, which are both indicators of gaps in capabilities and the legacy infrastructure.
All in all, the competitive advantage between the pioneer and follower firms is increased by environmental and regulatory pressures, which exacerbate the structural advantage of Tesla and limit the strategic space of Volkswagen in a progressively narrowing regulatory environment.
[bookmark: _Toc214247360]Table 1: Comparative Impact of Technological and Environmental/Regulatory Actors on Tesla and Volkswagen
	Macro Actor
	Tesla (Pioneer)
	Volkswagen (Follower)

	Technological (Battery, Software, Manufacturing)
	Vertically integrated battery production; proprietary 4680 cells; advanced software (FSD); rapid innovation cycles; strong learning-curve effects
	Depends on external battery suppliers; slower software development (Cariad delays); higher legacy manufacturing complexity; limited learning-curve benefits

	Charging Infrastructure
	Extensive Supercharger network creates ecosystem lock-in and network effects
	Relies on third-party charging networks; weaker ecosystem integration

	Technological Cost Pressure
	Declining battery costs amplify scale advantages and margin flexibility
	Higher production costs; limited cost competitiveness due to supplier dependence

	Environmental Regulations
	Zero-tailpipe emissions; benefits from regulatory credits; minimal compliance burden
	Significant compliance costs due to ICE legacy; strained by EU 2035 ban; restructuring required

	US/China/EU Policy Alignment
	Strong alignment with NEV credits, IRA subsidies and EU carbon targets
	Policy-driven transition, often reactive; regulatory pressure increases strategic constraints


Note: This table highlights the manner in which technological and environmental/regulatory macro forces cause asymmetric strategic pressure on Tesla and Volkswagen, strengthening the first-mover advantages of Tesla and the capability gaps of Volkswagen.
Source: Compiled by the author based on data from BloombergNEF (2024), International Energy Agency (2024), Tesla Impact Report (2024) and Volkswagen AG Sustainability & Strategy Reports (2024).
[bookmark: _Toc214247317]3. Strategic Responses Of Pioneering & Follower Firms
[bookmark: _Toc214247318]3.1 Strategic Responses of Pioneering Organisations: Tesla
[bookmark: _Toc214247319]3.1.1 Ansoff Matrix: Strategic Growth Pathways
The strategic responses of Tesla demonstrate the dynamic utilisation of the Growth Matrix Ansoff to maintain a pioneer role in the EV industry. Price adjustments, especially through price decreases in 2023-2024, have been employed by Tesla through market penetration to boost sales volumes and safeguard the market share amid stiffer competition (Tesla, 2024). Regarding product development, Tesla released its Cybertruck, made autonomous driving progress and continued building its planned Robotaxi platform, depicting unceasing innovation with the goal to broaden its technology horizon. Market development can be observed in the aggressive growth of the company in China and Europe, where localisation of production in Gigafactory Shanghai and Berlin lowers logistics expenses and makes the two regions more competitive (International Energy Agency, 2024).  Lastly, Tesla’s diversification in energy storage and solar solutions expands its value chain beyond vehicles and allows it to keep up with the global electrification trend, as well as consolidate on brands across multiple sectors (Tesla, 2024).
[bookmark: _Toc214247320]3.1.2 Porter’s Generic Strategy: Differentiation and Cost Leadership
Tesla simultaneously uses differentiation and cost leadership, which is supported by its technological strengths and scale economies. The differentiation is rooted in the superiority of Tesla software, over-the-air updates, superior infotainment and proprietary Autopilot/FSD technology, which produces a continuous value after a vehicle is purchased (Karamitsios, 2013). The vertically integrated manufacturing, large-scale production, gigafactory, and the 4680-battery architecture make cost leadership possible and lower the cost per kilowatt-hour and enhance Tesla's ability to create competitive prices (BloombergNEF, 2024). This dual strategy offers flexibility because Tesla will be able to compete on the level of innovation and economy.
[bookmark: _Toc214247321]3.1.3 First-Mover Advantage: Network Effects and the Experience Curve
The mechanisms of the first-mover advantage help Tesla in its pioneering position. The presence of gigafactories and in-house battery technology give it an accelerated experience curve downward unit-cost reduction, faster than in the case of the second-mover firms (Lieberman and Montgomery, 1988). Supercharger network creates network effects by increasing convenience and providing customer lock-in to augment ecosystem dependence. All these strategic options increase the competitive advantage of Tesla over the long term.
[bookmark: _Toc214247322]3.1.4 Critical Evaluation of Tesla’s Strategic Position
The pioneer advantage is not unassailable even at Tesla in spite of its strong strategic posture. Competition against Chinese manufacturers is increasing, and the scaling of traditional automakers is accelerating, as well as the growing regulatory oversight, which is a significant threat (IEA, 2024). Being dependent on high-volume production, Tesla is vulnerable to capacity limitations and variability of the supply chain, whereas regular price reductions may compromise margins and brand value. In addition, Tesla is exposed to a threat of competitive convergence as autonomous technologies grow in the industry, potentially reducing its differentiating advantage.
[bookmark: _Toc214247323]3.2 Strategic Responses of Follower Organisations: Volkswagen
[bookmark: _Toc214247324]3.2.1 Ansoff Matrix: Volkswagen’s Electrification Trajectory
The Volkswagen strategic reactions to the EV transition can be viewed as the adaptation of the Growth Matrix of Ansoff based on the ID. series platform. By market penetration, Volkswagen has launched the ID.3, ID.4 and ID.5 brands at competitive prices and with a mass-production strategy, hoping to reclaim market share once EV adoption picks up pace (Volkswagen AG, 2024). Its market development plan focuses on China, with which the firm has joint ventures with SAIC and FAW to localise EV manufacturing and match with the New Energy Vehicle (NEV) credit system of China (International Energy Agency, 2024). The move towards diversification by Volkswagen, especially through their software subsidiary Cariad and their intended battery gigafactories, is indicative of internalisation efforts to ensure they were not over-reliant on their suppliers (Lewin et al., 2025). Nevertheless, these diversification initiatives have not been effective due to the slow pace of execution and development.
[bookmark: _Toc214247325]3.2.2 Porter’s Generic Strategy: Broad Differentiation with Execution Gaps
Volkswagen uses a broad differentiation strategy, trying to compete by quality engineering, brand name and product diversification. Nevertheless, the execution problems sabotage this positioning. The developing software of Volkswagen through Cariad has been halted many times, which resulted in models delays and costly recalls (Volkswagen AG, 2024). These setbacks hurt its differentiation argument and refer to its software-based strategy in comparison to Tesla (Karamitsios, 2013). Furthermore, Volkswagen cannot compete on cost at the required level to make EVs profitable as it has to rely on external sources of batteries and increased costs of manufacturing.
[bookmark: _Toc214247326]3.2.3 Follower Strategy Theory: Structural Advantages and Constraints
Volkswagen is a late-follower in terms of follower-strategy. Although it has a record of scale economies, global distribution channels and high manufacturing experience, structural inertia due to long-term dependency on ICE technologies acts as a counterbalance (Tellis and Golder, 1996). High intervention costs of ICE stations and contracts with suppliers raise transitory costs that limit strategic flexibility and promote the adoption of EVs (Lewin et al., 2025). Whereas Tesla grows using vertical integration, Volkswagen has to refit old factories, which increases the cost of capital and causes operational disturbance.
[bookmark: _Toc214247327]3.2.4 Critical Evaluation of Volkswagen’s Strategic Position
The strategic responses of Volkswagen are mostly reactive and not proactive, based on innovation. Despite this great stride, the ID. series has experienced inconsistencies in execution, especially in software integration, causing a strategic execution gap that has weakened its competitiveness. The strengths of Volkswagen in terms of manufacturing and scale are high, but not enough to counterbalance their technological disadvantage. With increasing regulatory pressures and the growth of technical complexity, Volkswagen is at risk of stagnation in its competitive performance until it develops capabilities faster and minimises structural inertia.
[bookmark: _Toc214247361]Table 2: Application of Ansoff’s Growth Matrix: Tesla vs Volkswagen
	Ansoff Category
	Tesla (Pioneer)
	Volkswagen (Follower)

	Market Penetration
	Price adjustments in 2023–2024 to increase volume; high-speed gigafactory scaling
	ID.3/ID.4 range to gain EV share; incentives and competitive pricing

	Product Development
	Cybertruck, FSD, Robotaxi ecosystem, 4680 batteries
	ID. series upgrades; new EV models; software development (delayed)

	Market Development
	Expansion into China and Europe with localised production
	China joint ventures (SAIC/FAW); regional EV expansion driven by policy

	Diversification
	Energy storage, solar, grid services
	Battery gigafactories, Cariad software division, charging partnerships


Note: This table contrasts the active, innovation-based growth strategy of Tesla with the follower-based adaptation of the Matrix of Ansoff and indicates structural and capability-based differences.
Source: Developed by the author using information from Tesla (2024), International Energy Agency (2024), Lewin et al. (2025), and Volkswagen AG Strategy Updates (2024).
[bookmark: _Toc214247362]Table 3: Comparative Competitive Strategies of Tesla and Volkswagen Using Porter’s Framework
	Porter Strategy Element
	Tesla
	Volkswagen

	Differentiation
	Advanced software, OTA updates, FSD, strong brand identity
	Engineering quality + brand heritage; weak software execution

	Cost Leadership
	Vertical integration, gigafactories, declining cell costs
	Higher cost base due to legacy ICE systems and supplier reliance

	Focus
	Premium-tech segments and mass-market EV adoption
	Broad market focus but diluted by transition issues


Note: The table explains the contrast between the hybrid cost-leadership-differentiation strategy of Tesla and the broad differentiation strategy of Volkswagen, in which execution delimitations erode the competitiveness of the company.
Source: Adapted by the author from Kotler and Keller (2016), BloombergNEF (2024), Volkswagen AG Reports (2024) and Tesla Impact Report (2024).
[bookmark: _Toc214247328]4. Conclusion
The analysis shows that the macro-marketing forces cannot have homogeneous pressure on the industry of EVs; it enhances the structural benefits of pioneer companies and opens vulnerability to the follower companies. The most influential external forces, known as technological and environmental/regulatory, present an asymmetric competition very specific to Tesla and Volkswagen's strategic possibilities. The business model of Tesla is intrinsically aligned to technological innovation and stricter regulatory measures, which allows converting the macro-environmental pressures into increased growth. Its vertical integration, software capabilities, as well as ecosystem-based infrastructure enable it to better leverage the falling battery prices and worldwide policy trends to its advantage compared to that of its competitors.
Wolves of Volkswagen, on the other hand, have a limited number of strategic responses due to the presence of legacy systems, sunk costs, and slower capability development. Such regulatory requirements as the EU 2035 ICE ban and the Chinese NEV credit system accelerate the pressure to switch, but the fact that Volkswagen relies on external sources of batteries, software delays and restructuring demands makes it harder to execute, which reduces its agility. Wolf Volkswagen, as a follower, can take a compliance-based and not innovation-based course, further increasing the strategic distance between the company and industry leaders.
On the whole, the results point to the pivotal role of environmental scanning as the tool of managing technologically dynamic industries. Companies that are able to discern external signals early on, respond in a strategic and investment in future-oriented capability are in a better position to remain competitive amidst macro-environmental changes that are occurring at a very rapid pace.
[bookmark: _Toc214247329]
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Figure 1: Volume-weighted average lithium-ion battery pack and cell price split, 2013-2024
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