[image: About University of Wales Trinity Saint David | UWTSD & Ducere]

Master of Business Administration
Marketing Management (LCMB7024)



Assessment component 1:
Marketing Environment
Analysis






Lecturer: Dr Laila Maazouz

Student’s Name: Md Faysal Mia
Student’s ID: 2434754

Word Count: 2674
Date of Submission: 18th November 2025 

Table of Contents
1. Introduction	3
2. Task 1: Critical Analysis of the Macro Marketing Environment	3
2.1 Overview of the Macro Environment	3
2.2 Selection of Two External Macro Marketing Actors	5
2.3 Critical Analysis of Each Actor	5
2.3.1 Technological Factor	5
2.3.2 Environmental Factor	6
3. Task 2: Strategic Responses of Pioneering and Follower Organisations	7
3.1 Pioneering Organisations’ Strategic Responses	8
3.2 Follower Organisations’ Strategic Response	10
4. Conclusion	13
5. Reference	14



[bookmark: _Toc214223136]1. Introduction
The retail fashion industry in the United Kingdom is at a crossroads between digitalisation and environmental responsibility, where macro-environmental forces control innovation and responsiveness. This report is a critical review of the role of technological and environmental forces in determining the competitive behaviour among pioneering and follower organisations in the same industry (Chen, 2023). The first movers like ASOS and Burberry use the application of technological sophistication and integration of sustainability to develop differentiation, but the followers like Boohoo and Primark use the tested strategies, switching to low costs and mass-market access. The discussion is guided by the First-Mover/Follower Theory, and the discussion views pioneers as taking advantage of uncertainty to create an innovation advantage, as the followers wait until they can foresee market results. The two macro factors, which are the technological and environmental, are analysed reflecting the twofold transformation that influences UK fashion competitiveness (Akhtar et al., 2022). The General Strategies of Porter are used to analyse the way these forces are converted into different strategic reactions. The report argues that technological and environmental changes widen the competitive distance between innovators and imitators. Innovators stand out with innovative practices and ethical concerns, whereas imitators remain competitive and adjust to the market conditions and introduce cost-cutting strategies (Elche, Martínez-Pérez and García-Villaverde, 2021). Long-term success, therefore, does not only rely on the pace of innovation but on the strategic positioning to meet the changing digital and sustainability needs that are increasingly becoming a major parameter in the way consumers perceive and corporations gain legitimacy.

[bookmark: _Toc214223137]2. Task 1: Critical Analysis of the Macro Marketing Environment
[bookmark: _Toc214223138]2.1 Overview of the Macro Environment 
The macro marketing environment is made up of external forces such as political, economic, social, technological, environmental and legal forces that influence strategic marketing decisions. PESTEL analysis enables organisations to determine the impact of these externalities on the nature of demand and competitiveness priorities. The technological and environmental changes are reshaping customer expectations and business models in the United Kingdom retail fashion industry. Relying on the First-Mover and Follower Theory by Lieberman and Montgomery, pioneers are ready to adopt new opportunities when the situation is unstable, and they are ready to experiment with new opportunities. Whereas followers wait till the market patterns are more stable to commit (Bailey, Basu and Sharma, 2022). Such a difference in the speed of response and innovation threat is the basis of the strategic difference between the first and second movers, and as such, defines competitiveness over the long term in the market.

A visual representation of how pioneers derive an innovation advantage by entering early, while followers reduce uncertainty through adaptive imitation. This framework underpins the strategic comparison developed in Sections 2 and 3.
[image: First Mover Strategy PowerPoint Presentation Slides - PPT Template]
Figure 1: First-Mover and Follower Theory Framework
Source: (Bläse et al., 2024)

[bookmark: _Toc214223139]2.2 Selection of Two External Macro Marketing Actors
The most transformative external forces in the UK fashion industry are technological and environmental forces. Bläse et al. (2024) note that more than 70 % of consumers in the UK shop online today, and artificial intelligence technologies develop suggestions that are individually tailored. Similarly, McKinsey’s report on the State of Fashion 2025 points out that sustainability is the key in the strategic priorities since the sector is facing tightening of regulations in the context of ESG. The technological factor describes the adoption of automation, digital design, and virtual retail experiences, and the environmental factor is seen in sustainability requirements and consumer demands for ethical production. These two dimensions transform the competitiveness of the brand by connecting the notion of innovation and responsibility (Bläse et al., 2024). Pioneers leverage the idea of digital transformation and sustainability to enhance differentiation, and followers tend to emphasise cost-effectiveness and quick adaptation. Adding up to all these forces, the creation of competitive advantage has been redefined in such a way that it is only the beginning of a paradigm shift where mass production gives way to technologically empowered, environmentally responsible fashion ecosystems.

[bookmark: _Toc214223140]2.3 Critical Analysis of Each Actor
[bookmark: _Toc214223141]2.3.1 Technological Factor
The value creation in fashion design, manufacturing, and retail processes has been reconfigured due to technological advancement. Artificial intelligence technology can be used to predict trends, optimise inventory in real time, and design hyper-personalised marketing. In the case of the first movers like ASOS and Burberry, the timely utilisation of AI analytics, AR-based fitting applications and integrating with the omnichannel enhances differentiation by creating distinctive customer experiences (DeVoy et al., 2021). These early adopters spend a lot of money on the digital ecosystems, which enable quicker innovation cycles and data-driven agility. Nonetheless, this technological firepower comes with significant expenses and complexity of operation, which exposes companies to innovation exhaustion and online redundancy.
Boohoo and Primark are followers who only utilise proven tools when scalability and acceptance by the consumer are confirmed. This is a risk-averse position that limits the scope of innovation. Their digital plans are based on the optimisation of platforms and influencer-based marketing as opposed to developing proprietary technologies (Schumacher and Forster, 2022). The theory of First-Mover and Follower enables us to explain this divergence: first movers transform uncertainty into market leadership, whereas followers can use existing innovations in order to enjoy cost efficiency.
Personalisation, speed-to-market, and better consumer insight provide opportunities, but dangers are the short technology lifecycle, cybersecurity challenges, and dependence on R&D are high. The example of the UK fashion industry shows that digital change not only enables differentiation but also accelerates the process of imitation (Kamp and Ruiz, 2023). Technology increases the power of the pioneer market, but on the other hand, it challenges followers to be dynamic by adjusting to hybrid approaches. Half of which is based on low-cost efficiency, and the other half on selective adoption of innovations.

[bookmark: _Toc214223142]2.3.2 Environmental Factor
The UK fashion scene has been redefining environmental imperatives, with sustainability and transparency becoming the new requirements to be considered legitimate. Regulatory tools, including the Modern Slavery Act 2015 and the compulsory ESG disclosures, lead companies to tie the responsibility of the environment to the marketing strategy. Such leaders as Burberry have been proactive with sustainability, in terms of circular design, carbon-neutral operation, and trace sourcing. According to Rienda, Ruiz-Fernández and Carey (2021) these programs are not just compliance statements, but differentiation drivers that will convert ethical actions into brand value. By being environmentally responsible, pioneers promise authenticity to the conscious consumer by creating long-term loyalty even when the costs of doing business increase.
Primark and Boohoo, among other followers, on the other hand, pursue environmental practices at a reactive level, which is usually in reaction to criticism on the issues of labour and waste generated by their businesses. Their approaches focus on sustainability on scale, affordable eco-lines or recycling initiatives that maintain cost-competitive advantage and meet low compliance requirements (Pantano, Pedeliento and Christodoulides, 2022). Even though these responses keep profits alive, there are chances of being seen as greenwashing, which would destroy the consumers’ trust and the confidence of investors.
First & Mover Theory The First mover incurs greater initial investments in sustainability but builds moral and reputational capital; the follower replicates risk-averse practices that guarantee their short-term survival but have a hard time gaining credibility. The strategic implication is that environmental pressures are now both a constraint on the brand repositioning and an opportunity in that regard (Elche, Martínez-Pérez and García-Villaverde, 2021). Notably, the forces of technology and environmentalism meet; the digital transparency tools and systems of supply-chain traceability show that innovation and sustainability are no longer distinct agendas. Companies combining both dimensions in a holistic way rebrand the competitive advantage in terms of sustainable digital change by establishing new standards of ethical profitability in the industry.


[bookmark: _Toc214223143]3. Task 2: Strategic Responses of Pioneering and Follower Organisations 
To give the strategic analysis that follows some background explanation, the figure provided is that of Porter’s Generic Strategies, which explains how organisations position themselves depending on their sources of competitive advantage and market scope. The model is applied in the fashion industry to identify innovative organisations like ASOS and Burberry, organisations that adopt a Differentiation strategy, and follower organisations, like Boohoo and Primark, which adopt the Cost Leadership strategy, in the United Kingdom. (Stacchezzini et al., 2023) The graphical illustration makes understandable the structural basis of competitive behaviour, showing how differentiation and cost efficiency coexist as separate but mutually supportive strategies towards market sustainability and strategy balance.
[image: ]
Figure 2: Porter’s Generic Strategies Applied to the UK Fashion Industry 
Source: Self-Made
[bookmark: _Toc214223144]3.1 Pioneering Organisations’ Strategic Responses
The Generic Strategies by Porter can be used to understand how innovators can retain their competitiveness by positioning themselves. The pioneers remain ahead in this model through differentiation, which is established on uniqueness, high branding, and value innovation (Pantano, Pedeliento and Christodoulides, 2022). The approaches to differentiation adopted by ASOS and Burberry within the UK fashion industry are based on the integration of digital innovations and powerful branding oriented on sustainability.
ASOS uses a technology-based differentiation model, which incorporates artificial-intelligence-based personalisation, augmented-reality (AR) try-on experiences, and digital sustainability reporting. This data-driven model adds to consumer closeness and the efficiency of trend forecasting. Such undertakings are indicative of the resource-based perspective by Barney. The proprietary algorithms and ethical use of data are also unique assets, which form the core strategic resources (Vaskelainen et al., 2022). Similarly, by integrating its long tradition of luxury with innovation, Burberry uses blockchain-based traceability and immersive omnichannel experiences. Digital storytelling and open craftsmanship allow Burberry to redefine sustainability as symbolic capital and support its sustainable brand image.

	Pioneering Differentiation Tactics
	ASOS
	Burberry

	Digital innovation
	AI personalisation, AR fitting, data-driven logistics (Vaskelainen et al., 2022)
	Blockchain transparency, AR runway experiences

	Sustainability focus
	Digital sustainability reports, ethical suppliers
	Carbon-neutral sourcing, eco-materials (Vaskelainen et al., 2022)

	Strategic outcome
	Consumer trust, faster market insight
	Luxury differentiation, global brand prestige


Source: Self-Made

The interdependence of First-Mover and Follower Theory (Lieberman and Montgomery, 1988) with the differentiation logic developed by Porter is quite clear; pioneers turn uncertainty into strategic obstacles to delay imitation. They develop new requirements of consumers, both in terms of sustainability transparency and interactivity in digital form, therefore forcing followers to embrace reactive adaptation strategies. However, differentiation implies two outcomes (Pantano, Pedeliento and Christodoulides, 2022). On the one hand, the first-mover sees the innovation prestige and brand loyalty, and on the other, it bears high levels of R&D and marketing costs and becomes easy to copy in a short time and the green-fatigue situation, when no one can avoid being bombarded by messages of eco-friendliness.
Bläse et al. (2024) provide data that sustainable fashion pioneers outperform their counterparts in the of brand value by 23%, but they face the threat of declining profit margins due to unstoppable pressures in innovation. Accordingly, this makes the differentiation strategy of pioneers advantageous in terms of strategy but economically unstable, which requires constant reinvestment in order to maintain novelty and competitive advantage.
In the end, ASOS and Burberry show that the success of differentiation depends not only on the ingenuity of creativity but also on the ability to retain dynamism that makes them renew their advantage faster than their followers can copy it.

[bookmark: _Toc214223145]3.2 Follower Organisations’ Strategic Response
In the framework of follower firms, the Cost Leadership Strategy by Porter is a way to be viable in a competitive environment that is more and more destabilised by the digital revolution and the necessity to protect the environment. These companies take advantage of trials in pioneer markets, combining tested technologies and practices and reducing risks to which they will be exposed. According to DeVoy et al. (2021), this process is referred to as adaptive imitation. This means transforming the nascent innovations into practical and cost-effective strategies.
Boohoo and Primark can be discussed as good examples of a follower company that managed to remain profitable by focusing on low prices and responsiveness in operations. Instead of reducing the costs of inputs, Boohoo is replicating the digital interaction pioneered by ASOS through influencer marketing, automated manufacturing, and nimble supply-chain governance. The example of its fast fashion cycle that is supported by low-price eco-lines can be thought of as selective imitation, i.e. taking on sustainability discourses without bearing the overall cost of innovation (Pantano, Pedeliento and Christodoulides, 2022). Similarly, the Primark Cares programme of Primark is a strategic operationalisation of the cost leadership through volume efficiencies, and investment in ethical sourcing and retains its primacy in the offline market.




	Follower Cost Leadership Tactics
	Boohoo
	Primark

	Market positioning
	Online affordability, influencer engagement (Pantano, Pedeliento and Christodoulides, 2022)
	In-store value-based affordability

	Sustainability adaptation
	Low-cost eco-collections, recycled packaging
	“Primark Cares” circular product lines

	Strategic outcome
	Market scalability, fast response
	High volume, consistent customer retention(Pantano, Pedeliento and Christodoulides, 2022)


Source: Self-Made

In the context of Porter's cost leadership is typified by process efficiency and strict cost-containment, contrary to product differentiation. Companies that follow such orientation succeed by reducing production lead times, achievement of lower supplier prices and use of digital technologies, which are mainly intended to achieve efficiency but not to create experiential value (Pantano, Pedeliento and Christodoulides, 2022). They are strategic because they can act promptly to consumer trends created by pioneers. However, this form of action is rather reactive, and it does not contain a visionary and prospective aspect.
While cost leadership can be affordable and scalable, it also limits the strategy's flexibility. The reputational risks of pursuing cost-minimisation strategies aggressively can be seen, e.g. in the Boohoo 2020 labour scandal. In addition, adherence to environmental regulations increased costs and thus undermined traditional competitive advantages. As per Bläse et al. (2024), 64 % of consumers in the UK do not trust sustainability claims by low-cost retailers, which portrays a widening gap in perception between the market attractiveness of prices and their authenticity.
The first-mover-and-follower theory argues that follower firms enjoy the benefit of lower innovation risk, whilst being by nature perpetually reliant on the pace of innovation of leaders. Mimic efficiency promotes short-run expansion at the cost of long-term brand differentiation (Kamp and Ruiz, 2023). The emergent competitive equilibrium supports Porter’s claims according to which profitability in the industry is determined by the presence of divergent strategic orientation: pioneers facilitate innovation-driven differentiation, and the followers spread these innovations to a wider market through cost-affordability.
More importantly, the two strategic orientations are the foundations of the UK fashion ecosystem. First mover companies set aspirational standards that transform the expectations of the consumer, and follower firms democratise the market by introducing efficiency gains and competing on price (Kamp and Ruiz, 2023). Under this interdependent model, the generic strategies developed by Porter are presented as a two-fold balance: pioneers are superior in terms of value uniqueness, and the followers excel in terms of value efficiency. Therefore, sustainable competitiveness is not about a one-way strategy but about the active conflict between innovation and imitation that continuously leads to the development of the industry.




[bookmark: _Toc214223146]4. Conclusion
The technological and environmental changes are two disruptive elements that undermine the strategy’s competitiveness in the United Kingdom fashion industry. The current paper is based on the First-Mover and Follower Theory that illustrates that early entrants can convert uncertainty into differentiation powered by innovation, and late entrants can institutionalise those innovations using cost-led scalability (Chen, 2023). The interplay of the two logics creates a cyclic equilibrium of innovation-imitation that helps to keep the industry dynamic. This divergence is also explained by Porter’s generic strategies: pioneers use differentiation as the means of strengthening brand value, whereas followers use cost leadership as the means of maintaining accessibility to the market. These strategic orientations are not exclusive to each other but are symbiotic; this guarantees the structural heterogeneity throughout the market. Finally, sustainable competitiveness depends upon the ability to match strategic direction with changing technological and environmental demands and not the first-mover advantage (Rienda, Ruiz-Fernández and Carey, 2021). Innovation leaders are required to maintain authentic innovation, and followers ought to introduce ethical efficiency to protect long-term sustainability and positively contribute to the overall development of the sector in a digitised, sustainability-aware space.
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