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Introduction
The report focuses on the marketing environment analysis of pioneer and follower organisations. A robust marketing environment analysis provides an organisation with opportunities to understand market trends, characteristics, and competitors, and to get acquainted with its own capabilities, thereby developing robust strategic marketing planning (Yaneva, 2020). The report aims to analyse the marketing environment of Tesla, the pioneer of electric vehicles and Volkswagen, a follower organisation in the automobile industry. It includes a critical macro environment analysis to develop marketing strategies to respond to external factors for Tesla and Volkswagen.
Overview of Pioneer and Follower Organisations 
The pioneer organisation in the EV industry is Tesla. It is an American multinational automobile company that builds electric vehicles and batteries with innovative technologies for a better future (Tesla, 2025a). In Q2 2025, Tesla generated a total YoY revenue of $22.5 billion (Tesla, 2025b). The selected follower organisation is Volkswagen, which is a legacy German automotive giant but now focuses on electrification due to changing market conditions. The largest automaker in Europe aims to shape the autonomous future of mobility and zero emission (Volkswagen, 2025a). Volkswagen Group generated around 158.4 billion EUR sales revenue in H1 2025, with the operating revenue of 6.7 billion EUR (Volkswagen, 2025b). Therefore, these two organisations can be excellent case studies to evaluate the opportunities and threats posed by macro environment factors and develop marketing strategies to respond to external factors to maintain their competitiveness.
Macro Environment Analysis
Macro Marketing Environment Analysis
The PESTLE framework is used to analyse the macro marketing environment, as an integral component of strategic marketing management of both Tesla and Volkswagen. 
· Political: Government regulations to shift towards net zero enable opportunities for EV organisations, including Tesla and Volkswagen. In the U.S, the Environmental Protection Agency announced its final national pollution standards for all vehicles to achieve a clean energy and sustainable future (EPA, 2024).  However, Trump’s auto tariffs have turmoiled the automobile companies, including Tesla, whose quarterly earnings plunged by 20% in automobile revenue (Kolodny and Levy, 2025). Similarly, the U.S tariff led to a decline in Volkswagen's revenue of 80.8 billion euros, missing analyst expectations (Meredith, 2025). Therefore, government regulations and tariffs can impose both opportunities and threats for automobile organisations. 
· Economic: Higher inflation and exchange rates can increase operational costs and reduce consumers' spending power for EV organisations. Eckert (2025) reported that the disappearance of $7500 tax subsidy can decrease EV sales by 5% in the U.S, which worries EV makers like Tesla and Volkswagen. Moreover, the annual inflation rate in Germany increased to 2.4% in September 2025, for the 2nd consecutive month, as outlined in Figure 1 (Trading Economics, 2025).  Volatile economic conditions, exchange rates and rising inflation can increase production costs for automobile organisations, while reducing customers’ purchasing power. 
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Figure 1: Inflation Rate in Germany 
(Source: Trading Economics, 2025)
· Social: Changing consumer attitudes and growing environmental consciousness are strategic opportunities for automobile organisations to reshape their business models. The Pew Research Centre surveyed that the EV market in the U.S is growing, as one-third of Americans are seriously considering purchasing an EV (Kennedy, Kikuchi and Tyson, 2025) (Figure 2). Similarly, 80% of Germans are likely to purchase an EV but are concerned about high costs (28%), inadequate charging infrastructure (16%) and limited range (17%) (Wehrmann, 2025). Hence, the current market trends towards sustainability, environmental consciousness and technology advancement can benefit both pioneer and follower organisations. 
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Figure 2: Interests Of Americans towards EV Purchasing
(Source: Kennedy, Kikuchi and Tyson, 2025) 
· Technological: The global automobile industry is transitioning towards sustainable and clean innovations, led by Tesla. Moreover, the rapid innovation growth, fueled by R&D spending, the startup ecosystem and the growth of high-tech sectors, has aided Germany to rank 11th in the Global Innovation Index (GII) 2025 (WIPO, 2025). Similarly, the USA continues to drive its innovation capabilities and R&D spending to rank 3rd in the GII (WIPO, 2025). Undoubtedly, Tesla is the global leader of innovation, characterised by autonomous and self-driving vehicles and gigafactories, while Volkswagen has been following Tesla to embed digital technologies such as IoT and AI to enhance customer experience. 
· Legal: Global automobile organisations such as Tesla and Volkswagen must comply with industry safety and environmental regulations to maintain competitiveness in the industry. For example, Germany targets to reach net zero emissions by 2045 under its climate law (Clean Energy Wire, 2025). Therefore, it can be an opportunity for Volkswagen to comply with the emission regulations to recover its brand image after the greenwashing scandal. Moreover, automobile organisations should also adhere to EU GDPR and Data Protection laws to ethically manage customers’ data and avoid any legal penalties. 
· Environmental: Climate change is a major concern for the automobile industry. According to McKnight and Farhrni (2024), the automobile industry is accountable for 10% of the global greenhouse gas emissions, with the annual production of 80 million vehicles. It navigates automobile organisations such as Volkswagen to shift from traditional diesel vehicles and invest in electric vehicles. On the other hand, it can increase competitive threats for Tesla, which leads to further product innovation to gain a competitive edge. 
Selection of Two Macro Factors
Based on the analysis of the macro environment, two selected external factors are political and technological factors that can impose opportunities and threats for both pioneering (Tesla) and follower (Volkswagen) organisations. 
Critical Examination of These Factors for Tesla and Volkswagen
Political Factor
Political or legal regulations in the global automobile industry have been changing, which create both opportunities and threats for Tesla and Volkswagen. The recent automobile regulation accelerates the growth of electric vehicles by implementing stricter emissions regulations and a clean energy economy. For example, the Federal Government has adopted a net-zero emissions vehicles by 2030 to build a sustainable future by funding EV charging stations and pushing EV purchasing (Department of Transportation, 2025). It brings a significant opportunity to Tesla to increase its EV demands and sales in the U.S and EU markets. On the other hand, the Trump government has removed the EV tax credits, which eliminates the financial advantage of Tesla, forcing the brand to compete on features and prices against its full-scale followers. Isidore (2025) reported that the abrupt mitigation of energy tax credits can threaten America's energy independence and increase financial troubles for Tesla, costing it an estimated $1.2 billion annually. Hence, it is expected that the EV tax credit, which indirectly benefits EV makers by increasing demand, would now threaten Tesla's sales and reduce consumer demand. 
On the other hand, the German government has launched a comprehensive incentive package to push EV adoption and reach the climate goals under the “Responsibility for Germany” program through tax relief measures, expanding EV infrastructure, special depreciation for EVs and others (European Commission, 2025). The government initiatives would certainly support Volkswagen to accelerate EV demands and revamp its sales in Germany (Saptakee, 2024). In contrast, the global trade tensions and geopolitical issues can threaten the supply chain of Volkswagen. The legacy automaker has been financially suffering due to Trump's tariff policies. Due to the U.S tariffs, Volkswagen lost about $1.5 billion over the first half of 2025 with a 16% drop in sales in North America (Zahn, 2025). Further challenges await the organisation due to trade restrictions and geopolitical tensions, which are a key threat to the company. 
Technological Factor
Technology is the most disruptive source of competitive advantage for both pioneer and follower organisations. It can also impose challenges for organisations due to its highly disruptive nature and complexities. The technological advancement in the U.S automobile industry is driven by advanced electrification, self-driving cars, connected vehicles, 3D printing, AI and many more. It is evident that Tesla is the global leader of sustainable innovation through autonomous vehicles, AI, robotics, 3D printing and others (Tesla, 2025c). Hence, the rapid technological advancement is a significant opportunity for Tesla to occupy its market positions, control over battery technology and implement new innovations through the gigafactory while decreasing production costs. For instance, Tesla has launched its upgraded full self-driving vehicle with an automated driving system to navigate driving situations with minimal driver assistance (Kharpal and Iordache, 2025). On the contrary, technology has imposed threats to Tesla's vehicles and brand reputation. Technological limitations and FSD obsolescence result in safety issues and affect Tesla's reputation. According to Shepardson and Sriram (2024), Tesla's FSD software failed, leading to four reported crashes, which opened inequity in its vehicles by the U.S auto safety regulator. Therefore, technological issues can threaten Tesla’s operations and create backlash and legal issues. 
Similar to Tesla, Volkswagen focuses on technological innovation in its electric vehicles. The German automobile industry is transformed by key technologies, including modern software vehicles, automation, autopilot technologies, advanced driving systems and others (Safonau, 2024). Hence, it is a notable opportunity for Volkswagen to drive electrification and product innovations. The organisation is awarded the Automotive Innovations award 2024 as the most innovative EV brand, which highlights Volkswagen’s innovations in major areas like Autonomous Driving and ADAS, electric drive, customer experience, supply chain and others (Volkswagen, 2024). Therefore, Volkswagen can follow the pioneer in EV innovation, and create differentiation through superior customer experience, autonomous solutions and lower production costs to maximise sales and achieve competitive advantages. 
In addition to technological opportunities, data security and technological obsolescence are crucial threats to Volkswagen. With the advancements of autonomous driving and personalised customer experiences, threats related to cybersecurity and data breaches are also increasing (Muhammad et al., 2023). Volkswagen can face cybersecurity threats such as ransomware attacks, remote hacking and data breaches, which can steal customers' personal data and compromise safety, resulting in financial losses and reputational damages. Recently, a data breach at Volkswagen leaked data from 800,000 electric vehicles, which questioned the data safety of customers and the vulnerability of autonomous cars (Europarl, 2025). Therefore, it is a huge threat to Volkswagen, which would not only affect customers' personal data but also damage the brand's reputation and trust. 
Response of Organisations to External Factors 
Marketing Strategies of Tesla
As per the analysis, Tesla should strategically respond to the selected external factors (political and technological) to maintain competitiveness. Tesla should follow the differentiation strategy to maintain its agility against the regulatory changes and environmental policies. The EV pioneer bypasses tariff threats by localising its gigafactories across the US and scaling innovation. According to Farida and Setiawan (2022), innovation is fundamental to creating differentiation and gain competitive advantages in the dynamic business environment. Hence, Tesla can enhance innovation in its EVs and focus on the mass market by highlighting localised supply chains and technological innovations. 
Based on the new marketing strategy, Tesla should target upper-to-middle income class individuals, families aged between 25-to-65 years, focusing on quality, sustainability, safety and innovation. It should target first-time EV buyers, seeking performance or ICE-to-EV switchers across the urban areas of the U.S. Tesla should use a differentiated targeting strategy to categorise its bifurcated product line for both premium and mass-market products. The firm can further incentivise customers to encourage EV buying and avoid threats resulting from the mitigation of the energy tax credit. Thus, the new positioning statement of Tesla should be based on quality, innovation, sustainability and performance at cost-efficient prices to respond to the opportunities and avoid threats derived from political and technological factors. 
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Figure 3: New Positioning Map of Tesla
(Source: Self-created)
Marketing Mix Strategy
· Product: As per Kotler’s three product levels, Tesla’s core products will be core EVs, addressing mass-market concerns about quality, performance and safety. Actual product will be based on its brand image, premium design and innovation. The augmented product will be characterised by superior test driving, after-sales service, warranty and product support. 
· Price: Tesla should leverage a transparent value-based pricing strategy to distinguish its products from competitors. Value-based pricing emphasises products' values and enhances customers' perceptions towards higher quality (Arowolo, Ademola and Bakare, 2025). 
· Place: Tesla should expand its distribution and implement a multi-channel distribution strategy, encompassing different channels including website, mobile application, third-party dealers, e-commerce platforms and others. 
· Promotions: It should integrate different marketing channels, including targeted paid advertisements, social media marketing, influencer collaboration and word-of-mouth to promote its new product range to seize regulatory and technological opportunities. For example, BMW has transformed its digital marketing, engaging with youths through social media and personalised content (Torossian, 2025). 
Marketing Strategies of Volkswagen
On the other hand, Volkswagen should expand its EV product range to explore the opportunities resulting from the government's initiatives to incentivise EV purchase and environmental policies. Moreover, the company should employ a cost leadership strategy to foster EV transition at budget-friendly prices. Volkswagen should shift its manufacturing hubs to the U.S and localise battery components to avoid tariffs and comply with protectionist policies. For example, Nissan has been shifting some of the domestic production to the U.S to reduce production costs and eliminate Trump's tariffs (Reuters, 2025). Similarly, Volkswagen should strengthen local production through vertical integration and promote innovation in products and customer experience. 
In order to respond to the changes, Volkswagen should focus on becoming a diversified EV leader, focusing on quality, localised distribution and innovation. As per the segmentation criteria, Volkswagen should target young individuals, families across Europe and the U.S, who value sustainability, safety, quality and innovation. The brand should use a differentiated targeting strategy to attract both young individuals and families through technological innovation, personalised features, perceived quality and safety over Tesla. Thus, the positioning strategy will be based on safety, reliability, innovation, sustainability and affordable pricing. 
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Figure 4: New Positioning Strategy of Volkswagen
(Source: Self-developed)
Marketing Mix Strategy
· Product: Volkswagen should introduce new EV models based on superior quality, performance, safety and innovation. Its core product will be stylish and family-centric EV models, while the actual product will be its charging infrastructure, mobile test drive experience, safety and reliability. Moreover, augmented product quality will include localised materials, immersive customer experience, customer support and extended product warranty. 
· Price: Volkswagen can implement a penetration pricing strategy to attract mass customers with a lower price for its EV than Tesla. According to Erbil (2022), penetration pricing is effective for new products that attract customers through lower pricing and influence their decision-making. Thus, it would provide a competitive advantage to drive customers’ attention and retention. 
· Place: Volkswagen should maximise its distribution network by partnering with EV dealers and offering test drives to customers to experience the immersion and quality of its EVs. Moreover, the brand should distribute the product through retail outlets, e-commerce marketplaces and a direct website to enhance customer experiences. 
· Promotion: In order to communicate with customers, Volkswagen should adopt an experiential marketing strategy, highlighting immersive experiences, 360-degree safety features and others. The brand should incorporate social media, direct marketing, celebrity endorsements, PR campaigns and others to develop its marketing and promotional strategies. 
Conclusion
The report has presented the marketing environmental analysis of the pioneer (Tesla) and follower (Volkswagen) organisations. As per the macro environment analysis, political and technological factors can impose significant opportunities and threats on both organisations. Tesla should adopt a differentiation strategy, and Volkswagen should implement a cost leadership strategy to respond to the opportunities and threats to maintain their competitiveness. 
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