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[bookmark: _Toc213173533]1. Introduction
The report will focus on investigating the strategic marketing management to two UK-based fashion or retail organisations such as the pioneering retailer Marks & Spencer (M&S) and the following online fashion retailer ASOS. The purpose of the report is to understand how the organisations share a broader industry respond differently in a better manner to shift in their macro marketing environment, along with any differences in strategic response from a well-established pioneer compared to a relatively younger follower company. The process of understanding the macro environment is important for decision-making in strategic marketing as the changes in some external factors have the ability to serve for impacting a number of aspects of the marketing procedures, including subsequent behaviour of consumer, structures based on cost, competitive positions and opportunities to increase and expansion (Yaneva, 2020).
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Figure 1: Logo of Pioneer Company (Marks and Spencer)
(Source: M&S, 2025)
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Figure 2: Logo of Follower Company (ASOS)
(Source: ASOS Plc, 2025)
The first task is focused on a critical assessment of the macro marketing environment, using the models, like PESTEL framework considering the two factors such as change in technology and economic conditions for the purpose of examining how it affect both pioneer and follower firms. In the second task, it will discuss the strategic choices and decisions established by M&S (pioneer) and ASOS (follower) using strategic models including the models such as Ansoff's Growth Matrix and Porter's Generic Strategies.  These helps in demonstrating how the firm responds to the external drivers that are previously identified. Finally, the report conclude with a summary of findings, and the importance of environmental landscape and its strategic role in marketing.
[bookmark: _Toc213173534]2. Task 1: Critical Analysis of the Macro Marketing Environment
[bookmark: _Toc213173535]2.1 Overview of the Macro Marketing Environment
The macro marketing environment focuses on providing the sizable external context in which all firms helps in operating by the PESTEL framework. These forces outlines the methods of establishing the opportunities of market and threats in market with influential consequences for the decisions based on strategic marketing with respect to promotion, market entry, development of product, pricing, and distribution (Asawawibul et al., 2025). The two external actors are: (1) economic conditions, and (2) technological change. Economic factors impact the spending of customer, pricing, and profitability, at the same time advancement in technology focuses on reshaping the e-commerce operations, and engagement with customer (Sharma, Srivastva and Fatima, 2023). 
[bookmark: _Toc211437172][bookmark: _Toc213173536]2.2 Selection of Two External Macro Marketing Actors
The conditions of economic aspects are important such as M&S reported evidence of strong revenue  growth of food and other accessories of 12.3% in the face of pressures associated with cost-of-living in the grocery market of UK (The Guardian, 2025). Inflation, growth in wage, and consumer flexible spending are all considered as the conditions that impact the performance of retailers in a direct manner. Change in technology is another major actor including the company M&S, which has committed towards digital transformation, and have focused on reducing the carbon emission which is linked to their technology of supply-chain (M&S, 2025).
[bookmark: _Toc213173537]2.2.1 Economic Conditions
First, the conditions based on economic aspects exist as a consideration. For example, in 2024, the output of retail sector in UK was £111.6 billion, which accounted for the rate of 4.5 % of the total output with the landscape of UK (Ward, 2025). Furthermore, the inflation of consumer remained high in the period of August 2025, CPI was considered as 3.8% (Tmhcc.com, 2025).
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Figure 3: Economic Output of Retail Sector
(Source: Ward, 2025) 
Retailers also noted weak demand involves the monthly measure from the CBI decreased to 29 in September 2025, which was indicated in decreased sales for twelve consecutive months (Reuters Staff, 2025). These factors are considered as for pioneer organisations that is legacy retailers who have provided a broad range of products, along with the follower organisations who are specialists in operations of e-commerce. These involves the pressure to factors of consumer spending down flexible spending, increases in sensitivity of price, and establishes additional pressure on margins, which combines the economic conditions are a considerably potent external factor.
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Figure 4: Change in Consumer Spending in UK Retail Market
(Source: Statista and Barclaycard, 2025)
[bookmark: _Toc213173538]2.2.2 Technological Change
The second external actor is technological change, which involves an interest due to the fast pace of digital transformation within retail. These have stated that advances in AI, robotics, platforms of e-commerce and capabilities related to omnichannel are changing practices in operations, supply chains and engagement with customer (Deloitte, 2025). The relevance of this factor is the difference as it establishes between pioneer executives with legacy networks of store and established systems, and follower digital natives with quick online models. For example, rapid adoption of online sales at the rate of 27.6% of all UK retail sales in August 2025, which focuses on demonstrating the increasing importance of digital channels (Tmhcc.com, 2025).
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Figure 5: Market Forecast of Retail Digital Transformation
(Source: Researchandmarkets, 2025)
Change in technological aspects is important as an external actor shaping strategy of channel, cost base, experience of customer and competitive disruption. The report of industry explore that the global market in retail digital transformation is valued at USD 345bn in the year 2025 and growing at 21% CAGR (Researchandmarkets, 2025). Furthermore, rate of 99% of UK retail decision-makers has efforted on reporting some level of expertise in AI applied in their business (Retail Technology Innovation Hub, 2025). 
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Figure 6: Challnges in the UK Retail Businesses’ Digital Transformation
(Source: Statista and Retail Week, 2025)
[bookmark: _Toc213173539]2.3 Critical Analysis of Each Actor
The combination of heritage of physical stores and their online channels of M&S focuses on necessitating significant investments for carrying out the necessary upgrades with their systems from a technical perspective. In contrast, ASOS with its model based on digital business, which has potentially segmented the agility, and might result in experiencing faster advantage based on “speed to market” through the development of new product (ASOS Plc, 2025). Recent data focuses on demonstrating that the own-brand sales of ASOS in UK have resulted in growing the 9% Year on Year for H1 FY25 (ASOS Plc, 2025).
	External Actor
	Organisation
	Impact: Opportunities & Threats
	Key Strategic Implications

	Economic Conditions
	Pioneer: Marks & Spencer (M&S)
	Opportunities: M&S reported food sales growth of 9.1 % and like-for-like volume up 6.7 % in FY 25, improving resilience amid cost-of-living pressures (M&S, 2025).
Threats: Inflation remains at 4.1 % (CPIH) in UK to Sept 2025; sustained consumer budget constraints could reduce discretionary spend (Ons.gov.uk, 2025)
	With stronger food results, M&S must reinforce its value proposition and cost control across its clothing and home business; monitoring consumer confidence must inform channel and product mix decisions.

	
	Follower: ASOS plc (ASOS)
	Opportunities: Lower cost structure (online-only) allows agile pricing and global expansion in tighter economy.
Threats: ASOS guided FY25 revenue decline of -9 % to -2 %, indicating heightened sensitivity to economic squeeze in discretionary fashion (Dunn, 2025). 
	ASOS must prioritise cost-leadership, optimise supply-chain efficiency, and target growth in non-UK markets to offset weak domestic demand; must also reassess brand positioning to avoid value erosion.

	Technological Change
	Pioneer: M&S
	Opportunities: Digital transformation enables omni-channel integration and improved customer experience; e-commerce growth in UK expected to reach 30.7 % of total retail by 2025 (Perkins, 2025).
Threats: Legacy store estate and dated systems increase capital burden and slow agility relative to digital natives.
	M&S must invest in scalable online and mobile platforms, accelerate logistics and supply-chain automation, and reallocate resources from under-performing physical formats to digital-first models.

	
	Follower: ASOS
	Opportunities: UK e-commerce market value projected at USD 265 billion in 2025 with strong mobile component (55 %) involves ideal for ASOS’s online-native model (Mordor Intelligence, 2023). 
Threats: Market growth rate slowing to 3.6 % in 2025 signals maturity; intense digital competition and higher customer acquisition costs (Perkins, 2025).
	ASOS should exploit its agile digital capabilities, emphasise global and mobile growth segments, differentiate through speed and innovation, but also control digital marketing costs and invest in customer retention.


[bookmark: _Toc213173540]3. Task 2: Strategic Responses of Pioneering and Follower Organisations
[bookmark: _Toc213173541]3.1 Pioneering Organisations’ Strategic Responses
Being a pioneer for a long time, the brand of M&S particularly interacts with challenges as well as opportunities in the external landscape by improving its main value proposition, such as quality and trust. This thus helps in giving a new life to its physical and virtual stores and making sustainability such as "Plan A" a key attribute of its brand (Retail Gazette, 2024). It does this by adopting changes in aspects of technology along with economic conditions through upgrading its operations and also boosting omnichannel capabilities.
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Figure 7: Reshaping for Growth Program 
(Source: M&S, 2025)
Strategic responses involve the implementation of framework such as Ansoff’s Growth Matrix through the sustainability initiative based on “Plan A” and Porter’s Generic Strategies involves differentiation for the first mover organisation M&S. As an example, M&S has revealed that mid-year pre-tax profits which grew by 17% with the sales of food increasing by the rate of 8.1% (The Guardian, 2024).
[bookmark: _Toc213173542]3.1.1 Ansoff’s Growth Matrix – M&S
	Growth strategy
	Description at M&S
	Example activity

	Market Penetration
	Strengthening presence in existing UK food and clothing markets
	M&S: “Reshaping for Growth” programme delivering increased share in food and clothing (M&S, 2025).

	Product Development
	Introducing new products or improving existing ones for the current market
	Launching functional-food ranges (gut health, brain health) in its food division (FoodNavigator.com, 2025).

	Market Development
	Entering new geographic markets or new customer segments for existing products
	Expansion of food store count from 316 to 420, targeting a broader UK footprint (M&S, 2025).

	Diversification
	New products for new markets which is more risky but potentially high reward
	Bringing third-party brands into its apparel and home business to attract younger demographics (Retail Gazette, 2024).


Although the application of the four Ansoff strategies at M&S is not always apparent, the company does use all of them. It keeps core aspects such as market penetration strong, creates new products through product development, expands to new geographical markets focusing on market development and tries out nearby businesses by understanding and highlighting diversification, thus aiming to find a balance between risk as well as its innovative heritage as well as brand strength.
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Figure 8: M&S Strategic Figures
(Source: M&S, 2025)
[bookmark: _Toc213173543]3.1.2 Porter’s Generic Strategies – M&S
	Strategy
	M&S Strategic Approach
	Illustrative Evidence

	Cost Leadership
	Streamlining operations and reducing reliance on heavy promotions to offer better value
	M&S reduced % of food sales on promotion in 2017 which increased to 3.9% in recent years (M&S, 2025).

	Differentiation
	Emphasising product quality, premium ranges, branded collaborations and sustainability credentials
	M&S focuses on “quality worth paying for”, investing in style and third-party brands (M&S, 2025).

	Focus
	Targeted segments such as food premium convenience, younger apparel, within the overall market
	M&S’s food business is targeting convenience and functional health products (Retail Gazette, 2024).


It can thus be stated that M&S adopts a mixed or hybrid strategy of cost leadership and differentiation to its advantage, where it raises value by slashing the cost of marketing and at the same time stressing the quality of the product and the uniqueness of the product, placing itself even more firmly in this context, as a pioneer retailer.
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Figure 9: M&S Food Sales
(Source: M&S, 2025)
[bookmark: _Toc213173544]3.2 Follower Organisations’ Strategic Responses
ASOS, as a following firm, responds to the dynamics of the market with aspects such as agility, as well as a digital-first operating model and a niche market strategy, instead of with legacy infrastructure. It therefore quickly surges online growth in response to external changes, tailors its products toward younger consumers, and pushes aggressively to adapt its cost and inventory structure. This approach allows ASOS to effectively compete even in the midst of being a late entrant in the market.
A strategic response includes the use of online growth, development of product and leadership or focus of cost for ASOS as a second mover. Despite strategic models of ASOS suggesting a hybrid of focus and cost or differentiation through a bespoke approach targeting a customer trend based on younger aspects and agiler fulfilment. There is some negative news involved a revenue declined in the year of 2023 to £3.54 billion, down at the rate of 9.9% (Curry, 2022).
[bookmark: _Toc213173545]3.2.1 Ansoff’s Growth Matrix – ASOS
	Growth strategy
	Description at ASOS
	Example activity

	Market Penetration
	Increasing share in existing online fashion markets among young consumers
	ASOS is ramping up its own-label and marketplace offerings targeted at UK/EU youth (Fashion Network, 2025).

	Product Development
	Developing new product lines or features within its existing online market
	Launching new “responsibly made” own-brands and expanding beauty/active assortments.

	Market Development
	Entering new geographic markets or customer segments with existing products
	ASOS is moving into additional international regions (over 200 markets) and male fashion segments (ASOS Plc, 2025).

	Diversification
	Introducing new product-market combinations (higher risk)
	Expanding into third-party marketplace and brand partnerships beyond its core online retail model.


ASOS applies the entire range of the Ansoff matrix, where it builds on its foundations, such as penetration, and also develops new products in its categories, thus entering new markets, and takes on initiatives which pose more risks. This allows a follower firm to stay nimble and close to evolving customer behaviour.
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Figure 10: ASOS Strategic Goals 
(Source: ASOS Plc, 2025)
[bookmark: _Toc213173546]3.2.2 Porter’s Generic Strategies – ASOS
	Strategy
	ASOS Strategic Approach
	Illustrative Evidence

	Cost Leadership
	Operating an agile, purely online model with lean inventory and rapid turnaround to offer competitive pricing
	ASOS combines cost leadership with differentiation.

	Differentiation
	Curating fast-fashion high-trend items, providing a strong own-brand identity and digital experience
	Parker and Alexander (2022) emphasise ASOS’s focus on unique service and brand image for youth.

	Focus
	Targeting younger, fashion-conscious consumers online rather than the mass market
	The company directed its offering at 20-something global shoppers in multiple markets (ASOS Plc, 2025).


ASOS possesses, as can be checked, a hybrid strategy in which it targets a niche market consisting of young consumers while simultaneously combining the elements of cost-leadership, which is done through an online model and scale, as well as differentiation through fast trends and digital experience. By utilising this method, the follower remains competitive in a market that has already become overcrowded. 
[bookmark: _Toc213173547]4. Conclusion
In conclusion, the wider context is impacted by effective drivers such as economic conditions and change in technology where both the company has responded. The incumbent M&S has strong brand allegiance and some diversification, whereas required to absorb and engage investment towards change. The newcomer ASOS has digital agility and trend-sourcing is exposed towards the conditions of economic aspects and has an identified gap for investment in branded stock. The assessments of strategic options indicate that continuous observation of the business environment, the use of strategic models like PESTEL, Ansoff and Porter, which is mainly the process of executing adaptive responses of marketing in a proactive manner, and has the ability to support the continued competitiveness. 
The quality of observation allows firms for the purpose of evaluating the opportunities such as increased online base of customer or sustainability and early threats like inflation, and disruption, along with the adaptive marketing responses, which results in allowing them for taking advantage or deflect. In the end, whether as a been a leader or someone following on from being a leader, on strategic marketing management is being able to align their sites internal resources with external conditions while behaving in a proactive manner, as opposed to a reactive one. Ultimately, success in strategic management of marketing focuses on aligning internal capabilities with external realities along with acting in proactive is not considered as reactive. This helps in improving that the sustainable and effective success demands innovation in a continuous manner, agility centred by customer, digital integration, and strong considered planning in an ever-changing competitive landscape. 
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