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[bookmark: _Toc218612501]Executive Summary
This report will critically assess the performance and efficacy of Amazon marketing activity in the environment of the digital retail globally, basing on the results of the Assignment 1, which named the artificial intelligence and data analytics as the key implementers of the marketing change. Amazon is the largest international online market, where marketing is a strategic system uniting the generation of demand, customer experience, and platform coordination. This report is aimed at evaluating the effectiveness of marketing activities of Amazon to this AI-driven environment and suggesting future marketing developments that would help the company mitigate the emerging strategic issues. The discussion concludes that the marketing approach of Amazon is very effective over a short-time period. It has strengths such as a high level of personalisation based on data, predictive analytics, and a tight collaboration between marketing, logistics, and platform services with large scale benefits in media reach, distribution capacity and customer insight. A macro and micro environment of fast AI penetration, shifting consumer demand based on convenience and relevance, and stiff competitive copying support these strengths. The combination of segmentation, targeting, positioning and marketing mix at Amazon lead to good performance results like efficiency in conversion and retention.
Nevertheless, the analysis also reveals the structural weaknesses that jeopardize future marketing performance. High usage of algorithmic optimisation leads to the risks of trust, perceived price equity, and decreasing differentiation as other competitors replicate such potential. Moreover, it focuses on short term performance indicators and results in reduced visibility of long-term results like brand trust and relationship quality. It suggests that the report recommends balancing the optimisation with the trust-calibrated targeting, enhancing the transparency in pricing and marketing mix, extending the measurement frameworks beyond short term metrics, and improving the governance of AI-driven marketing decisions. The recommendations presented are viable in terms of the current resource base of Amazon, and they contribute to a sustainable progressive marketing evolution in terms of organisational goals and environmental transformation.
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[bookmark: _Toc218612502]1. Introduction
Amazon is a dominant force in global digital retail, with net sales increasing to approximately $638.0 billion in 2024, up 11 % from the prior year, reflecting the company’s expansive reach and strategic influence in e-commerce (Statista, 2025). 
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Source: (Statista, 2025)
Its platform serves more than 310 million customers worldwide and supports around 1.9 million active third-party sellers, who now account for over 60 % of all units sold across marketplaces, underscoring the scale and complexity of its retail ecosystem (Amazon Annual Report, 2024). 
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Source: (Ma, 2025)
In this environment, artificial intelligence (AI) and data analytics have emerged as the key drivers of marketing change at Amazon, powering personalisation engines, predictive targeting, dynamic pricing, and content optimisation that shape customer journeys and influence conversion outcomes significantly (Kaponis et al., 2025). AI-enhanced personalisation alone is estimated to contribute nearly 35 % of Amazon’s sales and fosters higher repeat purchase behaviour (Levine, 2024). Given this scale and technological integration, marketing at Amazon transcends traditional promotion to become a strategic source of competitive advantage, where effectiveness hinges on leveraging data intelligently while maintaining customer trust. This report aims to critically evaluate Amazon’s marketing activities in this context, assess their effectiveness, and propose feasible future developments aligned with organisational objectives.



[bookmark: _Toc218612503]2. Task 1: Critical Evaluation of Amazon’s Marketing Activity 
[bookmark: _Toc218612504]2.1 The Concept and Importance of Marketing at Amazon
[bookmark: _Toc218612505]2.1.1 Role of Marketing in Value Creation and Competitive Advantage
Amazon marketing is more of a strategic value-creation mechanism than a conventional promotion process by incorporating the aspects of demand creation, customer experience, and ecosystem coordination (Cameron and Green, 2015). Due to the worldwide size of Amazon, and the net sales of about USD 638 billion in 2024, even minor increases in the effectiveness of marketing have a significant financial implication (Statista, 2025). Individualised customer experiences, suggestions based on data, and algorithmic pricing are used to influence customer experiences and increase perceived value and convenience (Beyari and Hashem, 2025). These capabilities enhance customer retention and lifetime value in a digital retail space where there is high level of competition and low switching costs and are a foundational source of competitive advantage (Buchanan and Badham, 2008). 
[bookmark: _Toc218612506]2.1.2 Marketing Resources and Capabilities 
The scale and integration of the strategic resources form the basis of the marketing performance at Amazon. The significant volume of e-commerce, Prime, advertising, and digital services data, available under the first party, allows understanding the customer at a very granular level. This is further enforced by the sophisticated AI and analytics infrastructure, which is mostly facilitated by AWS, which enables fast experimentation, attribution modelling, and campaign optimisation. Amazon takes its marketing seriously as in 2024 it will spend USD 20 billion on global advertising and continues to invest in the specialized talent in data science, machine learning, and marketing analytics (Johnson, 2025). 
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[bookmark: _Toc218612508]2.2.1 Macro Marketing Environment Influencing Amazon’s Marketing Strategy
	Macro environmental factor
	Strategic analysis and implications for Amazon’s marketing strategy

	Technological change: AI, predictive analytics, and automation
	Rapid technological advancement continues to shape Amazon’s marketing strategy, with artificial intelligence now a structural condition of competition rather than a discretionary capability (Cartas and Katsamakas, 2022). The global AI market is projected to reach USD 244 billion by 2025, while the machine learning market alone is expected to reach USD 113 billion, indicating the maturity of AI-driven technologies across industries (Vaishery, 2025). Generative AI, increasingly used for content creation and personalisation, is forecast to account for USD 63 billion globally by 2025, reinforcing its role in marketing communication and customer interaction (Statista, 2025).
For Amazon, predictive analytics and automation enable real-time optimisation of recommendations, pricing, and attribution, improving conversion efficiency and basket size. However, widespread AI adoption particularly in the United States, which attracts the largest share of global corporate AI investment (USD 91.9 billion) limits technology-led differentiation (Statista, 2025). As competitors deploy similar tools, Amazon’s marketing strategy increasingly prioritises data integration quality, experimentation capability, and governance over reliance on AI technologies alone for competitive advantage.

	Legal, regulatory, and ethical pressures (data privacy and trust)
	Strengthening regulation has put data-driven marketing under a lot of pressure. Totalling GDPR penalties were greater than €4 billion by 2024 indicating increased scrutiny of consent and data-use specifications (European Data Protection Board, 2024). Simultaneously, more than 70% of consumers express their anxieties about the utilisation of personal data by firms especially in AI-based personalisation (Deloitte, 2025). The pressures have a direct impact on the marketing strategy of Amazon, as they restrict the magnitude of data exploitation and make compliance more complicated. Because of this, marketing efficacy is progressively reliant on clear-cut value exchange, as well as moral data custody. The inability to deal with the trust issues will lead to the breakdown of long-term relationships with customers, despite the positive short-term performance indicators.

	Economic and socio-cultural influences on value perception
	The continued uncertainty in the economy has redefined the consumer value perception. Though in certain areas the inflation decreased, the real purchasing power continued to be under pressure in the period of 2023-2024 (IMF, 2024). Studies have shown that customers are now considering the price, convenience, and reliability in online retailing rather than brand loyalty, which is dominant in offline retailing (Deloitte, 2025). The dynamic pricing and convenience-led marketing messages of Amazon are strategically important in this environment. Nevertheless, price volatility or invisible algorithms can harm perceptions of fairness when it is too high or when it is too low.



[bookmark: _Toc218612509]2.2.2 Micro Marketing Environment
Changing Consumer Behaviour and Expectations
Ongoing digitalisation has fundamentally reshaped consumer behaviour in online retail. In 2025, global e-commerce sales are estimated to exceed USD 3.6 trillion, supported by approximately six billion internet users worldwide, representing around 74% of the global population (Tila, 2025).
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Source: (Tila, 2025)
At the same time, mobile devices account for nearly 80% of global retail website visits, reinforcing consumer expectations for mobile-first, fast, and seamless shopping experiences (Gelder, 2025). As convenience, speed, and ease of use become baseline expectations rather than differentiators, Amazon faces sustained pressure to prioritise frictionless customer journeys, intuitive interfaces, and consistent cross-device performance. 
Competitive Intensity and Imitation in Digital Retail
Amazon is in a highly competitive market environment where the large world platforms control the online buying behaviour (Hassan et al., 2025). Although Amazon may be considered the biggest online marketplace in the world based on its revenues and gross merchandise value, it is in fierce competition with other international giants like Taobao of Alibaba, JD.com, and emerging platforms like Pinduoduo and Temu (Statista, 2025). In digital retail, in particular competitive imitation is apparent, as tactics of prices, speed of fulfilment and individual into interface are copied rapidity. This convergence pulls differentiation in and constrains the ability of marketing benefits to be sustained; Amazon must innovate and refine its marketing performance to ensure that it remains at a relative advantage.


Internal Organisational Capabilities and Constraints
At the internal level, Amazon has a large scale data infrastructure, powerful analytics and strong integration between marketing, technology and operations. These resources make it possible to be quick in experimentation and optimisation of marketing activities in scale. Nonetheless, coordination and governance are also brought about by organisational complexity. To operate with a cohesive system and teams to handle a vast market with numerous sellers and touchpoints there has to be a high level of alignment in managing consistent customer experience. In the absence of governance, the higher capabilities of creating fragmented customer journeys instead of value creation can be realized. Therefore, the marketing effectiveness of Amazon is preconditioned not only by the technological capability but also by the organization of marketing activities and coordination, integration, and control (Hassan et al., 2025).
[bookmark: _Toc218612510]2.3 Target Markets and Strategic Focus
[bookmark: _Toc218612511]2.3.1 Market Segmentation Approach in AI-Driven Marketing
The segmentation at Amazon is gradually taking on an AI-driven nature of transitioning towards the micro-segments of behavioural, contextual, and value-based (e.g., intent signals, recency-frequency-monetary, category affinities and delivery urgency). This is consistent with the fact that current-day marketing analytics allow companies to work with large-scale, unstructured and real time data and dynamically segment it, rather than use fixed variables (Wedel and Kannan, 2016). Practically, the segmentation of Amazon can be described as always-on: the customers can switch between segments when their intent differs, and the firm can personalise recommendations, offers, and content at the moment of decision an approach that complies with strategic AI models that prioritise analytical intelligence to predict and optimise marketing tasks (Huang and Rust, 2021). 
[bookmark: _Toc218612512]2.3.2 Target Market Selection and Strategic Rationale
The targeting algorithm used by Amazon focuses on those segments of the population that are the greatest contributors to lifetime value and ecosystem lock-in specifically, those convenience seekers who are Prime-oriented, those eschewing categories most often, and those with a presence on the third-party marketplace. The choice of targets is logical due to the growing importance of the control of the customer interface and data feedback loop on which digital retail advantage depends when retail power is lost to digitisation, and the value is moved to platforms that own the relationship and are able to personalize at scale (Reinartz et al., 2019). The targeting of Amazon, therefore, is a mix of acquisition (grabbing new cohorts through search and advertising) and retention and expansion (expanding the breadth of basket through recommendation and bundling) (Gerlach et al., 2015).
[bookmark: _Toc218612513]2.3.3 Positioning Strategy and Value Proposition
The essence of positioning at Amazon focuses on convenience, choice, speed, and value, which is augmented with the sense of personal relevance (AI-driven discovery) and reliability (delivery performance). This aligns with larger retailing studies that technology-based interactions and analytics-based judgment support is becoming a decisive factor in competitive retail strategy (Grewal et al., 2017). But with competitors following suit, there can no longer be any positioning based on technology, so Amazon will have to maintain a customer promise with regard to consistency in the quality of experience and a sense of fairness (where dynamic pricing is observable).
[bookmark: _Toc218612514]2.3.4 Critical Evaluation of Segmentation, Targeting, and Positioning Effectiveness
The STP of Amazon based on AI is very useful in the short-term performance due to the ability to match the offers and content with the inferred intent, which minimizes the search costs and maximizes the conversion probability precisely, which is the benefit that analytics-driven marketing seeks to provide (Wedel and Kannan, 2016). The strategic weakness is that hyper-personalisation may provoke consumers vulnerability and privacy issues, and this will result in a personalisation-privacy paradox where relevance benefits are substituted by perceived intrusiveness and low trust (Aguirre et al., 2015). Consequently, the positioning will become less focused on an explicit brand promise and more on algorithmic optimisation where the customer gets efficiency but less emotional differentiation, easier to imitate, and less loyal.
[bookmark: _Toc218612515]2.3.5 Effectiveness of Targeting and Positioning in Addressing Identified Challenges
Against the Assignment 1 challenges (trust risk, attribution optimisation, dynamic pricing fairness, and voice commerce shifts), current STP partially mitigates issues but also amplifies them. Relevancy can be enhanced with AI targeting, but without clear value exchange it may increase the privacy problem (Aguirre et al., 2015). Value positioning can be facilitated by dynamic pricing whereas inconsistent prices can result in a loss of the perception of fairness and consequently the lack of trust is a direct threat to long-term efficacy. Voice commerce eliminates traditional visibility of search shelf as well, i.e. the targeting of Amazon will have to shift to conversational intent rather than key word intent while avoiding the loss of credibility. Strategically, the implication is also evident: Amazon STP should transform into trust-calibrated personalisation, maintaining performance without compromising legitimacy and defendable positioning (Huang and Rust, 2021). 
[bookmark: _Toc218612516]2.4 Marketing Mix Strategy
[bookmark: _Toc218612517]2.4.1 Product and Service Personalisation
At Amazon, the product core is not necessarily limited to tangible items but an exceptionally personalised internet shopping process. Personalisation is also built throughout the search results, recommendations and layouts of the home page, simplifying the process of making decisions and maximizing relevancy to individual users. The research on marketing analytics proves that the organisations that can convert behavioural data into real-time personalisation have a performance benefit in the shape of better conversion and engagement (Agag et al., 2024). Nevertheless, empirical trials also indicate that relevance increases the perceived value, but the overuse of personalisation can create discomfort and decrease trust in case the consumers feel that the usage of data is invasive (An and Ngo, 2025). 
[bookmark: _Toc218612518]2.4.2 Dynamic Pricing and Customer Perceived Value
Dynamic pricing promotes the value-based positioning of Amazon by addressing market changes at a high rate, in response to demand, competition, and inventory levels. But price does not always serve as an economic indicator, but as a measure of fairness. According to pricing research, even with objective competition, perceived unfairness can diminish the level of satisfaction as well as the intention to purchase in the future (Konuk, 2017). Here, in case of Amazon, algorithmic pricing helps to increase efficiency but poses a threat in terms of undermining value perceptions provided there are price changes that seem opaque or irregular. Dynamic pricing success is therefore pegged on the ability to uphold perceived legitimacy as well as economic optimisation.
[bookmark: _Toc218612519]2.4.3 Distribution and Platform-Based Delivery
Distribution is one of the most unique marketing resources of Amazon. In 2024, the company fulfilled over nine billion orders with same-day or next-day delivery which supports its brand promise of speed and convenience (Amazon, 2025). 
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Source: (Amazon, 2025)
In retail marketing research, fulfilment reliability and service performance are the key contributors to customer value in technology-enabled retailing (Pires et al., 2025). Besides, the third-party sellers make up more than 60% of all sales, thus the customer experience of the entire marketplace is directly influenced by the control of logistics and platform governance by Amazon (Amazon Annual Report, 2024). Distribution thus serves as an activity and an aspect of the marketing mix.
[bookmark: _Toc218612520]2.4.4 Promotional Strategy and Data-Driven Content
Promotional strategy at Amazon is progressively basing on the data-driven content and retail media format that associates the advertising exposure to purchase behaviour. In 2024, advertising services have earned some USD 56.2 billion of revenue, which means that promotion is becoming increasingly important as a strategy in the Amazon ecosystem (Faria, 2024). 
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Source: (Faria, 2024)
Nonetheless, studies indicate that not all forms of targeting are highly effective but in cases where the preferences of the consumers are evolving, generic messages can be better than personalised advertisements (Lambrecht and Tucker, 2013). It means that the effectiveness of promotion at Amazon is based not only on the target precision but also on the accuracy of the specificity of the message to the stage of choice of the customer.
[bookmark: _Toc218612521]2.4.5 People, Processes, and Customer Journey Management
The integrated people and process capabilities which are capable of handling end-to-end customer journey support the effectiveness of the Amazon marketing mix. According to customer experience research, loyalty and satisfaction are formed at numerous touchpoints and not single interactions (Lemon and Verhoef, 2016). The cross-functional coordination of Amazon, the culture of experimentation, and automation of processes make it possible to deliver the value proposition of the company in a consistent way: search, purchase, fulfilment, after-sales service. Meticulous functions like Prime delivery and returns management are thus marketing strategies which strengthen reliability and convenience (Amazon, 2025).
[bookmark: _Toc218612522]2.4.6 Marketing Mix Review and Performance
The marketing mix of Amazon, in general, exhibits a high level of the internal alignment of the company on the premises of its efficiency, relevance, and convenience. Value positioning is supported by distribution performance and marketplace scale, discovery and conversion are supported by personalisation and data-driven promotion. However, there are still tensions between short and long-term optimisation and long-term trust. Personalisation and dynamic pricing improve the performance metrics but would undermine perceived fairness and transparency without appropriate control. Continued effectiveness is then based on the alignment of coherence of algorithmic decision-making, brand meaning, and customer trust.
[bookmark: _Toc218612523]2.5 Selection of Media and Communication Channels
The marketing communication of the company Amazon mainly is based on digitally integrated channels that enable direct contact with consumers and tracking the performance accurately. Personalisation is integrated throughout the websites, mobile app, and email where AI-inspired recommendation systems personalize content and offers based on behavioural information. The search is an essential conduit as a significant portion of online shoppers have started to search products on Amazon and not on a search engine, establishing it as the marketplace and as a media owner. Voice commerce by Alexa also includes the introduction of voice further into the communication environment, which allows searching and buying without using hands. CRM systems facilitate lifecycle communication by providing customized messages that are tied to browsing, purchase history and subscription status.
These channels are effective, as the retail media business of Amazon is rapidly expanding. In 2024 alone, advertising services created some USD 56.2 billion of revenue, indicating the business potential of on-platform advertising and data-driven targeting of both Amazon and third-party sellers (Faria, 2024). The use of these media would be suitable due to the size of Amazon and its ability to use first-party data, which allows attributing in a closed loop and optimising in real-time. Nonetheless, scholarly studies indicate that excessive targeting may decrease the interaction when the consumers feel that the messages are intrusive and not useful to them (Lambrecht and Tucker, 2013). Also, polls indicate that over 70% of consumers are still skeptical about the use of personal data especially in AI-based marketing scenarios (Deloitte, 2025).
[bookmark: _Toc218612524]2.6 Measuring Marketing Effectiveness and Control
Amazon evaluates the performance of marketing by the performance-based system closely connected with the digital infrastructure. The marketing goals are geared towards enhancing efficiency in the conversion, enlarging the basket size, retention, and customer lifetime value (Ali and Shabn, 2024). Key metrics used in the continual measurement of campaign performance include, click through rate (CTR), average order value (AOV), customer acquisition cost (CAC), and repeat purchase behaviour. Such indicators permit fast tactical changes and channel budgetary redistribution (Raja et al., 2024).
The control mechanisms of Amazon are based on advanced analytics and automated experimentation. Creative content, target parameter, and pricing signal variations are tested on predictive models and allow fast learning and short-term optimisation. It has been found out that companies that employ analytics-based decision-making processes tend to be more efficient and responsive than competitors (Wedel and Kannan, 2016). Nevertheless, this method of measurement is limited. Measures, including CTR and CAC, focus on short-term behavioural reactions and might not have a long-term result like trust, perceived fairness, and brand equity.
Empirical research points out that overdependence of short-term performance indicators may hurt the customer relationship in case of oversight of the experiential and ethical aspects (Aguirre et al., 2015). The measurement system in the case of Amazon is effective in controlling operations but is less likely to measure the intangible marketing results. The long-term performance of this nature should thus be complemented with wider indicators and measures that imply customer trust and long-term interaction.
[bookmark: _Toc218612525]3. Task 2: Conclusions: Shortcomings in Amazon’s Current Marketing Strategy
The marketing activity of Amazon has several strengths. This is due to its heavy reliance on first-party data, sophisticated analytics, and AI-assisted personalisation that lets the company target it very efficiently and allows it to achieve high short-term performance goals, including conversion, basket size, and retention. The connection of marketing to the logistics and platform service only enhances the value proposition of convenience, speed, and reliability, and the power of digital media and the ability to retail advertising can measure campaigns precisely and optimise them quickly. Collectively, all these make marketing one of the key contributors to the competitive advantage of Amazon.
Although these are the strengths, underlying strategic weaknesses are also apparent in the analysis. Overdependence on algorithmic personalisation and dynamic pricing at Amazon causes the efficiency and trust tensions. Although it is effective in the short run, hyper-personalised communication may create the impression of intrusion and undermine consumer trust in the long run. On the same note, dynamic pricing also increases responsiveness but can reduce perceived fairness in case variations in prices are not transparent or predictable. Differentiation is also minimized by competitors imitating each other in the online shopping market further with data-driven marketing practices being Amazonized by competitors. 
The consequences of these deficiencies are severe regarding marketing efficiency in the long term. In case of the destruction of trust and transparency, as well as the sense of fairness, the capacity of Amazon to maintain customer loyalty and protect the positioning will decrease, despite the efficiency in its operations. Thus, although Amazon marketing strategy is very effective in the creation of short-term performance, the sustainability of its long-term performance relies on the need to alleviate the strategic imbalance of algorithmic optimisation and relationship establishment as the value creation.
[bookmark: _Toc218612526]4. Task 3: Recommendations for Future Marketing Development
Strategic Rationale for Improving Amazon’s Marketing Strategy
The above discussion revealed that the marketing approach of Amazon provides an effective short-term performance based on data-driven personalisation, active pricing, and communication embedded in the platform. It did, however, also expose structural weaknesses, specifically with regard to customer trust, perceived fairness, and diminishing differentiation as a result of imitation by the competitive pressures. It is not that the strategic motivation behind the improvement is the reduction of reliance of Amazon on AI and analytics, but rather a reallocation of optimisation and legitimacy and value creation in the long term. The marketing development as it is in the future ought to make sure that the algorithmic decision-making process strengthens brand meaning and customer trust instead of its weakening, thus fostering the maintenance of the competitive advantage instead of the short-term efficiency benefits.
Recommendations to Improve Targeting, Positioning, and Value Creation
Amazon needs to re-align its targeting approach by not focusing on extreme one-on-one personalisation but adopt a hybrid targeting approach involving cohort-based segmentation and selective personalisation. This method is not that outdated and makes perceptions of surveillance and intrusiveness that can be found in Task 2 less significant. A coherent positioning that is anchored on reliability, efficiency, and value can be supported by bringing customers together based on shared needs (e.g. customers who are convenience-oriented Prime users, seek value among others). This change enhances brand clarity and minimizes the possibilities of split messages without losing performance. The recommendation is viable because it is based on the available customer data and analytics tools, the only thing needed is a modification in the logic of targeting instead of investing in it.
Recommendations to Enhance Marketing Mix Coherence and Customer Trust
To mitigate internal stress at the marketing mix, Amazon ought to promote transparency and consistency in dynamic pricing in the company. Although algorithmic pricing is more responsive, more explicit signalling, e.g. showing that an offer is time-limited or demand-based, would better match the customer experience with value communication and address the fairness issues. Also, the intensity of personalisation must be different by the stage of the customer journey with exploration and reassurance being more important at the initial stages of the funnel and optimisation being more relevant later. These enhancements enhance the consistency of experience of product, pricing and promotion, building trust and ensuring efficiency. The implementation is practical, as it includes rules modification and framing of communication in the existing systems.
Recommendations for Improved Measurement, Governance, and Control
Amazon ought to increase its marketing performance model to incorporate the long-term and trust indicators in conjunction with the conventional efficiencies. Though CTR, CAC and AOV are useful as far as operational insights are concerned, they are inadequate in reflecting results like perceived fairness, trust in using data, and brand credibility. Measures like the pricing related complaints, opt-out rates, sentiment analysis would give an even-handed picture of the marketing performance. Moreover, more cross-functional governance in terms of combining marketing, data science, legal, and ethics functions needs to manage the decisions of algorithmic marketing.
Feasibility, Resource, and Risk Considerations
These suggestions can be implemented in the current resource pool of Amazon, since they do not focus on structural change, but on strategic recalibration. The financial effect is minimal since the changes are aimed at governance, measurement, and rules of decision-making but not a new infrastructure. The main risk is that efficiency in short-term optimisation can be lowered, but it will be compensated by the trust, differentiation, and long-term customer loyalty benefits. By integrating transparency, coherence, and trust into its marketing plan, Amazon will be able to maintain performance and increase the resilience against the imitation of the competition and the regulatory pressure.
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