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1. Introduction 
Strategic marketing management is recognised as the long-term business aspect that helps the management to make strong alignment with its business goals and improve focus on sustainable competitive advantage and developed market analysis through implementing core phases like effective planning, implementation and evaluation. In this aspect, continually analysing external forces helps to determine competitive positioning for further development. The main focus of this report is to conduct a critical analysis and compare the macro-environmental influence on the two key players in the global e-commerce industry, eBay and Amazon as the pioneer and follower respectively. By examining opportunities and threats posed by the external forces it will evaluate how the strategic response of the companies helps to remain competitive.
In the digitised era, the global e-commerce market has undergone a massive growth, in which the highly demanding e-commerce retail account for the largest share. This is due to digitalisation, emergence of mobile commerce, and evolving consumer behaviour. In 2025, the global retail e-commerce sales exceed $3.6 trillion (Statista, 2025). In the online marketplace, eBay's conceptual role in auction and customer-centric business model has gained widespread recognition. However, ecommerce giants like Amazon have also exceled in the e-commerce industry by fundamentally changing ways in which customers shop by shifting away from traditional keyword-stuffed search toward conversational commerce. Despite high competition, continuous innovation helps a firm to compete through differentiation that sustains its competitive advantage. In this aspect, Amazon’s value of property and equipment needs to be considered that acquired under finance leases was $675 million and $642 million, respectively (Amazon.com, Inc, 2024).
This assignment is divided into two core sections where task 1 will critically evaluate the macro-environmental factors through the PESTLE framework. This is essential to analyse how a number of external forces create opportunity and threats for two organisations. Furthermore, task 2 will critically analyse the strategic responses of eBay and Amazon through suitable frameworks, Porters Generic Strategies and the Ansoff Matrix to summarise the key findings.
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[bookmark: _Toc225009856]2.1 Macro Marketing Environment
According to Eichhorn et al., (2024) the macro marketing environment describes the overall external conditions that affect the performance of organisations, yet cannot be directed or controlled by the firms. Thus, in order to evaluate the opportunistic and threat condition and make strategic decisions by predicting market changes PESTLE is a widely applied method, which incorporates Political, Economic, Social, Technological, Legal, and Environmental forces. However, to analyse the macro environment of the selected firms in the context of the global e-commerce industry, Technological (T) and Legal/Regulatory (L) factors are chosen due to their direct influence on platform-based business models. As the e-commerce industry is digitally intensive and strictly regulated in driving consumer experiences through advanced technologies, the chosen factors are justified to provide a direct impact on competitive advantage, cross-border trade, cost structures and long-term sustainability (He et al., 2025). Being the first to provide customer-to-customer auction services, eBay also laid the foundation of expanding into business-to-consumer model. In 2024, it generated net income of $1.9 billion, with an active customer base of 132 million (Curry, 2026a). On the contrary, Amazon turned out to be one of the 4th tech companies to reach market cap of $1 trillion (Curry, 2026b).
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2.2.1 Impact on eBay
Technological factors provide both opportunities and threats to eBay as one of the initial brands that entered the online marketplaces. Regarding the opportunity aspect, the rapid advancement in technology like the emergence of artificial intelligence (AI), machine learning, and mobile commerce allows eBay to improve the user experience through developed research algorithms as well as personalised recommendations also. However, by complying with this aspect, the company has largely invested in AI-powered listing tools and image recognition technologies through the agreement with COMC that enriched its buyer’s experience more than previous (eBay Inc, 2024). 
On the other hand, rapid rising of mobile technology threatens the brand by opening the global market to more players in which the competitive challenges cheating a technological gap to eBay. For instance, the development of Amazon’s cloud computing (AWS), robotic warehouse concept and logistical infrastructure limiting the control of eBay over fulfilment and delivery speed which has been recognised as a critical competitive factor to this industry (Mitchell, 2024). In contrast, the data shows that high reliance of eBay on marketplace-only business model without owning transportation infrastructure, recorded revenue of about $10.1 billion (eBay Inc, 2024). However, as described by Calaza et al., (2023), although eBay is strong in both niche and second-hand markets, the relatively slowed down technological adoption in logistics and end-to-end customer experience has made it less competitive in regards to speed and convenience. Under such circumstances, it has been essential to reposition itself for further specialisation. 
2.2.2 Impact on Amazon
Amazon, on the other hand, is recognised to be in significant opportunity and competitive advantage, in which the strategic integration of the company helped it to become a follower and a leader in the market. The rapid advancement towards innovation and rise of AI embracing the growth of Amazon where the huge investment in AI, robotics, and cloud computing have greatly contributed to streamlined operations and customer experience through enhanced transparency and security. As an example, Amazon has reported net sales of more than $575 billion in 2023, which fuelled by personalisation, automated warehouses, and its Prime ecosystem (Amazon.com, Inc, 2024). Comparing with eBay, Amazon’s prime membership influences its subscription-based model. This exceeded 200 million globally, whereas eBay still depends on its 132 million active buyers worldwide. Its in-house logistics system, fulfillment centres, and last mile delivery system altogether offers faster delivery to that of competitors. Furthermore, the vertical integrated system and technological resources highlight the greater adaptability of Amazon in enhancing speed and reliability in delivery. In contrast, the seller dependent logistic infrastructure of eBay is not only limiting its delivery standard but also reducing the chance of high profit (Michielsen et al., 2025). 
Despite all these, technological advancement is also associated with the cyber-security threats, in which Amazon is subject to various cybersecurity laws and regulations. In this aspect, Amazon Security Lake is a centralized data lake which is designed specifically for handling all security-related data to foster consumer trust between Amazon and its users (Makos, 2025). Thus, technological achievements reinforce the competitive disparity between Amazon and eBay, and showcase the advantage of strategic flexibility.
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2.3.1 Impact on eBay
There are threats and opportunities that eBay faces due to legal factors from its external environment whereas, the rapid evaluation of global regulations within the e-commerce industry decreases margins and platform scalability. In this aspect, the EU Digital Services Act (DSA) along with the tougher enforcement against counterfeit products needs to be considered which causes costs of compliance, operation complexity, which eBay reported that the factor influenced the brand to spend more on administration (eBay Inc, 2024). This is a threat to eBay because adherence will decrease margins and platform scalability. Nevertheless, regulation also provides opportunities for eBay with its marketplace-only business model, where third-party seller approaches reduce the antitrust issues. This is in contrast with vertically integrated rivals like Amazon that has faced harsher regulatory penalties in 2025, settlements might total up to $2.5 billion (Federal Trade Commission, 2025). Moreover, the regulation of fair competition also restrains the emergence of competitive sectors which indirectly favour eBay (eBay Inc, 2025). However, as defined by Guarna (2026), the decentralised strategic move of the company is ensuring that eBay is positioned as a transparent, consumer protection and compliant marketplace compared to competitors in every region despite compliance expenses impact profits.
2.3.2 Impact on Amazon
The legal and regulatory aspects present a major threat to Amazon in spite of its leading position in the e-commerce industry. This factor has a critical effect as the vertically integrated structure of Amazon, such as logistics, warehousing, and own-labelled products. It is the target of greater scrutiny, as compared to eBay in which its marketplace-only structure limits direct liability. In this regard, Amazon faced severe scrutiny by the authorities all over the world (US Antitrust Lawsuit (FTC), EU Digital Markets Act (DMA)), especially in the areas of antitrust, data usage, and it’s functioning as both a platform and a seller (European Commission, 2019). However, the annual report of the company highlights diverse compliance obligations cases which prove that the legal factor is responsible for increased legal expenses and operational limitations. In comparison, eBay’s dependent inventory setting and technology-assisted online negotiation not only limiting its regulatory burden, but also reducing eBay’s legal expenditure and operational risk (Zhao and Chen, 2024). In addition, the adherence to international data protection regulations like GDPR or digital taxation policies provides pressure to its international business. 
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The integration of Ansoff Matrix model in assessing the strategic business practice of an organisation is also recognised as a 2x2 framework that examines the risks connected to new or current products and markets. This model is used to evaluate the strategic responses of eBay. 
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(Source: Clarissia, 2020)
As one of the traditional pioneer companies, eBay provided focus towards the adaptive and responsive strategy to counter technological disruption and growing regulatory demands in the international e-commerce sector. Regarding the Ansoff Matrix perspective, this aspect highlights the focus of the brand towards market penetration and products development approach. Instead of competing directly with massive integrated players, eBay has repositioned itself strategically as a specialised marketplace through the integration of its agentic commerce aspect to target the niche markets (eBay Inc, 2025). In order to reduce returns and increase sales, matching inventory with precise descriptions helps to ensure the consumers in different inventory including the collectibles market, refurbished markets, and recommerce which fosters value-driven leaving approach among the consumers and sellers also (eBay Inc, 2025). In addition to this, the company has also improved its original marketplace through the inclusion of AI-based Magica Listing tools for developing seller efficiency and listing quality. For instance, image recognition, and authentication in the high value of the items on a global scale to attract high-value consumer worldwide (eBay Inc, 2024). However, the market penetration of the brand is observed as the form of seller incentives, advertising solutions and improvement of user experience to enhance the number of transactions in the existing markets.
According to the Gross Merchandise Volume aspect of eBay, the company has approached technological pressures selectively, as opposed to aggressively, which is strongly aligned with the market development strategy. In contrast to its competitors who invest a lot in logistics infrastructure, eBay has ensured its cost efficiency through its geo-specific movement in streamlining cross-border trade as well as reducing the legal issues. It helps the brand to generate $934 million of operating cash flow and $803 million of free cash flow during the third quarter of 2025 (eBay Inc, 2026).  Furthermore, in order to address regulatory risks, eBay has enhanced its trust and compliance systems such as checking sellers, detecting counterfeits, and buyer protection policies. To foster the credibility of the platform, integration of circularity (Circular Fashion Fund) also develops its market as well as adheres to international regulations, especially in Europe and the US.
However, the defensive adaptation of eBay is strongly highlighting its differentiation approach of Ansoff matrix model where certified refurbished ecosystem and end-to-end logistic are not only attracting its active users but also managing effective shipping service to serve high-end categories. However, although these strategic responses limit its competitive nature in the e-commerce industry, eBay’s assurance towards sustainable presence influences its profitability in the changing e-commerce environment.
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Amazon, as a follower organisation, has exhibited high flexibility and investment in policy adherence. As per the ideas of Rikap (2022), this has enabled it to manage costs more effectively than the competitors as well as maintain its leading position in the global e-commerce industry through consistent innovation and scale. However, to evaluate its proactive, data-driven, and integrated ecosystem in dealing with external forces, the study will use Porter’s Generic Strategies. 
[image: ]
[bookmark: _Toc224980345]Figure 2: Porter’s Generic Strategies
(Source: Inspired by the ideas of Wardhana, 2024)
Regarding the cost leadership aspect, the organisation has gathered significant growth through the integration of its strategic initiatives towards advanced computing and networking technologies which not only improve operational efficiency but also influence its economies of scale and supply chain optimisation. In this aspect, the company's warehouse robotic aspect within its fulfilment network needs to be considered to substantially cut labour costs and picking times while enabling quicker, more affordable customer delivery (Dhaliwal, 2020). Through these aspects, the brand bolsters compliance systems, data protection protocols, and adheres to laws like GDPR to reduce legal issues. In order to differentiate the business aspect within a highly competitive industry, continuous improvement of information technology infrastructure is another core strategy of Amazon’s operations management which fosters its adaptation of evolving consumer demands which supports its customer-centric ecosystem (Odediran, 2020). 
Furthermore, Amazon used to maintain its hegemony in the online retail sector. Nim et al., (2024) stated that Amazon has preferred entering new markets and market niches consistently, apart from ongoing innovations to fortify its ecosystems, unwavering focus on customer service along with emphasising cultural values. Some of the examples include Amazon Prime, AI-driven personalised recommendations, and fast delivery services need to be considered in which Prime membership stands at well over 200 million around the world, which supports the customer loyalty and recurring revenues (Odediran, 2020). However, regarding the aggressive expansion of the brand focused to reduce the further transparency, Amazon Web Services (AWS) stands out as a key driver of profitability and long-term investment in innovation (Amazon.com, Inc, 2022). Nevertheless, its vertically integrated model remains a subject of investigation, especially in the areas of competition and data utilization, whereas in addressing antitrust concerns the brand pledged to the European Commission in 2022 to cease making retail decisions based on private seller data (Crane, 2022).
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From the above discussions, it has been concluded that the macro-environmental forces, especially technological, legal forces, are the determining factor of competitive forces in the global e-commerce industry. Although eBay can take advantage of its first-mover status by specialising in the niche and specialising in its platform, it is constrained by slower technological adoption and rising regulatory expenses. Conversely, Amazon has successfully turned its follower status to leadership in the market through cost leadership and differentiation that is propelled by high-level technology, logistics and customer-driven innovation. Further study has emphasised that the ability to maintain a competitive edge is dependent on continuous environmental scanning and strategic flexibility. 
In addition, competitive advantage will be determined by the effective balance between innovation and the ethical and regulatory responsibility of firms in the circular economy worldwide. Whereas eBay follows a defensive and focused strategy, Amazon has an aggressive and integrated approach which makes it capable to respond to the external challenges as well as influence the industry standards through the technological superiority in the market. However, the study has concluded that e-commerce success in the long term is based on the ability to align strategic reactions to the changing external environments, especially in technology and regulation whereas responsiveness, transparency and credibility are the key to long-term success.
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