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1. Introduction
The internet retail environment is shaped by powerful macro drivers, particularly economic and technological forces, whose impact varies by a firm’s market position. For first movers like Amazon, these forces present both opportunities and challenges. Through innovations in AI, automation, and cloud computing (AWS), Amazon enhances efficiency, customer experience, and long-term competitiveness (Verma et al., 2024; Jain et al., 2023).
In contrast, followers such as OnBuy operate with agility under greater constraints, leveraging third-party integrations, niche market focus, and transparent pricing to compete without Amazon’s scale (Mohammed et al., 2022).
This research explores how economic and technological forces create opportunities and threats for Amazon and OnBuy, analysing how each uses its strategic position to respond. The comparison offers insights into how macro-environmental dynamics shape e-commerce strategy in fast-changing markets.

2. Technological Environment: Opportunities & Threats
The macro technology environment includes digital infrastructure, cloud computing, AI/machine learning, automation, cybersecurity, platform architecture, and system integration. In e-commerce, these technologies are core drivers of competitive distinction, operational efficiency, and customer experience.
2.1 Opportunities for Pioneer & Follower
For Amazon, technological innovation has long been a core competitive advantage. With Amazon Web Services (AWS), the company powers its internal infrastructure while generating a high-margin business segment, achieving scale economies few rivals can match (Zhong, 2025). Continuous investment in AI and predictive analytics supports dynamic pricing, personalization, inventory optimization, and demand forecasting, yielding higher conversion rates and reduced waste (Ellitan, 2023). Advanced robotics, warehouse automation, and drone delivery (Prime Air) further cut logistical costs and service time. Amazon’s “working backwards” culture aligns technological investment with customer outcomes, avoiding unproductive development (Rogers & Wannell, 2020).
As a follower, OnBuy benefits from agility and lower technology inertia. It has integrated AI across product management, fraud detection, listing optimization, and marketing (Retail Technology Innovation Hub, 2025). Its 2024 partnership with Google Cloud enables global scalability while offloading infrastructure management (PR Newswire, 2024). OnBuy’s cloud-native architecture allows faster feature rollouts and expansion with minimal capital. AI transformation reportedly helped the firm shift from £1 million monthly losses to nearly £20 million in gross profit in 12 months (IntelligentCIO, 2025).
2.2 Threats & Challenges
Technological power also brings risk. Amazon faces legacy system complexity, integration issues, and technical debt. Regulatory scrutiny over algorithmic fairness, data privacy, and market dominance persists. Studies show Amazon’s recommendation systems can overpromote private-label or sponsored items, raising fairness concerns (Dash et al., 2021). The amplification of biased or inaccurate content through algorithms has also been documented (Hussein & Eldardiry, 2020). Amazon must continuously safeguard its systems from ethical, legal, and reputational threats.
OnBuy’s lean model commission-based and inventory-free avoids capital lock-ins and enhances flexibility in downturns. Its low-cost structure supports competitive pricing and seller incentives under margin pressure. The firm’s expansion to 14 nations by December 2024 targets markets with growing e-commerce penetration (Retail Week, 2024). Cashback initiatives and vendor rate adjustments sustain platform activity under consumer pressure.
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The graph Figure 1: "Global E-Commerce R&D and Technology Investment (2018–2025)" indicates a consistent increase in research and technology expenditure throughout the e-commerce industry. Amazon's R&D expenditure increases from 12.3% in 2018 to 14.1% in 2025, as a testament to its high innovative drive, while OnBuy's technology expenditure increases dramatically from 4.0% to 9.5%, indicating dramatic digital expansion and competitiveness. The worldwide average e-commerce also rises from 6.8% to 9.5%, reflecting the sector's increasing dependence on technology. In general, the trend suggests that ongoing R&D expenditure is crucial in ensuring effectiveness, innovation, and competitive edge in the global e-commerce arena. Source: OECD (2024); Wang (2025); Statista (2025)
Table 1: Technological Environment – Opportunities and Threats
	Technological Factor
	Amazon (Pioneer)
	OnBuy (Follower)

	AI and Automation
	Proprietary algorithms and robotics at scale
	Off-the-shelf AI for product classification and fraud detection

	Cloud Infrastructure
	AWS – global cloud leadership
	Partnership with Google Cloud for international scalability

	Platform Ecosystem
	Integrated marketplace, streaming, and logistics
	API-based marketplace, neutral to sellers

	Technological Risk
	Regulation, legacy integration, ethical AI scrutiny
	Dependence on providers, smaller data pool


Source: Rogers & Wannell (2020); Retail Technology Innovation Hub (2025); PR Newswire (2024)
3. Economic Environment: Opportunities and Threats
The macroeconomic environment includes growth rates, inflation, income levels, interest rates, exchange rates, supply chain pressures, and business cycles. In e-commerce, these trends directly shape demand, cost margins, and access to capital.
3.1 Opportunities
Amazon benefits from scale, diversification, and global reach. Its vast transaction volume gives it bargaining power over suppliers and logistics partners, reducing inflationary effects. The company’s diversified business model—retail, AWS, advertising, subscriptions, and streaming creates multiple revenue streams, lowering reliance on any single segment (Jing & Li, 2023). Network effects further strengthen its ecosystem: as more customers and complementary products join, overall value increases (Aversa et al., 2020). The “one-stop shop” effect attracts repeat consumers and builds loyalty, enhancing stability during downturns.
OnBuy follows an asset-light, technology-driven model, avoiding inventory ownership and using commissions to remain agile and cost-effective. Its rising investment in technology from 4.0% in 2018 to 9.5% in 2025 shows strong digitalisation commitment (OECD, 2024; Wang, 2025). AI-powered product classification, predictive analytics, and cloud systems improve scalability, pricing, and seller engagement. Expansion to 14 nations by 2024 reflects a technology-led market entry strategy (Retail Tech Innovation Hub, 2025; Google Cloud, 2025). Overall, growing R&D spending underlines OnBuy’s evolution toward a global innovation-based e-commerce model.
3.2 Threats & Risks
Macroeconomic pressures still affect Amazon. Rising labour, energy, and logistics costs erode margins, while mature markets show slower growth. Currency volatility impacts cross-border operations. Amazon’s scale also invites regulatory scrutiny; antitrust concerns highlight how traditional price-based measures fail to capture its market dominance (Yale Law Journal, 2018). Ongoing FTC investigations could result in fines or structural constraints.
OnBuy is more exposed to demand fluctuations declines in consumer confidence directly reduce transactions. Dependence on third-party logistics means inflation and supply disruptions quickly raise costs. As a newer firm, access to financing may become costly or limited, while exchange rate shifts and tariffs in new markets could narrow profitability.

[bookmark: _Hlk211363908][bookmark: _Hlk211374493][image: ]Figure 2: GDP Growth and E-Commerce Sales Correlation (2020–2025)
The graph "Figure 2: GDP Growth and E-Commerce Sales Correlation (2020–2025)" demonstrates how worldwide economic trends correlate with e-commerce expansion, reflecting the strength of digital markets. While the global GDP dipped by –3.4% in 2020 because of the pandemic, e-commerce sales increased by more than 22%, reflecting the counter-cyclical nature of the industry. Amazon's revenue increased steeply by 38% in 2020 but slowly returned to about 9% by 2025 as markets stabilized. Conversely, OnBuy's GMV grew 80% in 2020 and, even with slowing, continued to rise to 47% in 2025, fueled by global expansion and technology uptake. In general, the statistic shows that e-commerce perennially grows faster than global GDP, with Amazon stabilizing as a mature market leader and OnBuy maintaining high growth due to digital innovation and diversification of markets. (Source: OECD, 2024; Statista, 2025; Wang, 2025).
Table 2: Economic Environment – Opportunities and Threats
	Economic Factor
	Amazon (Pioneer)
	OnBuy (Follower)

	Scale Economies
	Global cost leverage; logistics efficiency
	Regional scale; depends on partners

	Capital Access
	Strong liquidity and investment capacity
	Limited financing options

	Inflationary Pressure
	Mitigated via automation and integration
	Affects logistics and supplier fees

	Market Growth
	Saturated in developed markets
	Room to grow in niche and emerging markets


Source: Strauss (2024); Wang (2025); CloudCommercePro (2020
4. Strategic Responses: Technological Dimensions
4.1 Amazon’s Technological Response
Amazon's approach is to internalize and dominate key infrastructural technologies. AWS is the foundation of Amazon's internal operations and a standalone business, both allowing internal cost savings and external revenues. It increases Amazon's economies of scale and data benefit (Zhong, 2025). Amazon extensively employs AI: recommendation engines, personalized search, dynamic pricing, inventory optimization, and supply chain forecasting all rely on advanced analytics. For instance, Amazon applies reinforcement learning to experimentation platforms to maximize customer experiences and minimize opportunity cost in A/B testing (Wan et al., 2023). Its warehouse automation and robotics decrease labour cost, improve speed, and minimize error rates.
In addition to incremental innovation, Amazon makes exploratory bets. These include cashier-free checkout (Amazon Go), voice interfaces (Alexa), autonomous delivery networks, and smart home integration. The company maintains stability while experimenting, keeping core operations strong and testing frontier technologies. Its rich data system and transaction feedback loops enhance the impact of innovation. By integrating customer comments, cross-service usage, and integrated operations, Amazon can accelerate innovations compared to many other players (Analysis of Amazon's Business Model, Zhong, 2025).
Amazon further invests in provenance, security, and resilience to guard against downtime, cyberattacks, and regulatory threats.
4.2 OnBuy’s Technological Response
OnBuy has also made a strategic move to embed cutting-edge technologies in its operations and market standing. Through the use of AI-powered cataloguing, effective fraud detection tools, and elastic cloud-based infrastructure, OnBuy bolsters the major elements of the 4Ps—Product, Price, Place, and Promotion—while undertaking technology risk mitigation through redundancy and performance SLAs (PR Newswire, 2024; CXM Today, 2025).
On the aspect of Product, OnBuy uses AI-first cataloguing and fraud detection technologies to automate product listings, decrease errors, and enhance overall user experience (OnBuy API Documentation, 2025). On the aspect of Price, the cloud-first infrastructure provides scalable operations, efficient traffic and transaction handling, and cost optimization (PR Newswire, 2024). For Place, its API-based, modular design enables localized rollout flexibility and third-party service integration to support market growth (OnBuy API Documentation, 2025). In Promotion, OnBuy's "neutral marketplace" architecture promotes trust, transparency, seller collaboration, and reinforces its credibility (GS1 UK, 2020).
In order to control technological risks, OnBuy uses redundancy measures, multi-region hosting, and hard performance SLAs, which make it possible to provide high platform availability and reliability (Microsoft Azure, 2025; Nobl9, 2025). In general, OnBuy's use of new technologies presents the 4Ps framework with increased operational effectiveness, credibility, and the company as a competitive force in e-commerce (PR Newswire, 2024; GS1 UK, 2020).
5. Strategic Responses: Economic Dimensions
5.1 Amazon’s Economic Strategy
[bookmark: _Hlk211374519]Amazon's business model is characterized by its vast scale, cross-subsidy strategies, diversification, and dynamic market dominance. The company's extensive scale enables it to achieve economies of scale, negotiate favorable supplier agreements, and endure price wars. Its hybrid business model, combining first-party retailing with third-party marketplace selling, provides flexibility to prioritize whichever mode is most advantageous for margins or competition. Additionally, Amazon's diversified revenue streams, including Amazon Web Services (AWS), Prime subscriptions, and advertising, act as cushions against fluctuations in retail sales (Jing & Li, 2023). These elements collectively enhance Amazon's ability to control and optimize its marketing channels, ensuring a broad and efficient reach to consumers.
Amazon employs sophisticated pricing strategies to maintain its competitive edge. The company utilizes machine learning algorithms to dynamically set prices, adjusting them based on various factors such as demand, competition, and inventory levels. This approach allows Amazon to implement loss-leading strategies, attracting consumers into its ecosystem by offering initial low prices on certain products. However, as noted by Van Loo and Aggarwal (2023), these low prices may not always reflect the overall cost to consumers, as behavioral strategies can lead to higher expenditures over time. This dynamic pricing model enables Amazon to adapt swiftly to market changes, optimizing its marketing channels to align with consumer behaviors and preferences.
Amazon's control over its platform architecture allows it to play dual roles as both operator and competitor. Research indicates that Amazon often enters categories dominated by top-performing third-party sellers, capturing demand and subsidizing infrastructure or logistics to support its own offerings (Mangalindan et al., 2018). This strategy creates tensions with sellers but ensures Amazon maintains control over its marketing channels and the overall customer experience. By exerting influence over its platform's design and operations, Amazon can effectively manage the flow of products and services, reinforcing its market dominance and the efficiency of its marketing channels.






Figure 3: Amazon Distribution Strategy
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Figure 3, entitled "Amazon Distribution Strategy", shows how Amazon combines B2C and B2B models in its system. It indicates the interlinkages of Amazon's major components Prime, AWS, Advertising, first-party and third-party platforms, and seller services and demonstrates how each earns various kinds of revenue (subscription-based, commission-based, service-based, cloud-based, and attention-based). The diagram outlines Amazon's dual intent: catering consumers directly as well as enabling third-party sellers and enterprises by leveraging its massive platform infrastructure.
5.2 OnBuy’s Economic Strategy
OnBuy’s economic model emphasizes lean scalability, seller alignment, and platform development. As a pure marketplace, it avoids inventory ownership and capital lock-ins, generating income from commissions, seller services, and premium listings. Its seller-first fee structures and cashback rewards attract quality sellers and encourage repeat purchasing, boosting both short-term sales and long-term loyalty (PCR, 2020; ChannelX, 2025; Kotler & Keller, 2023).
Internationally, OnBuy plans expansion to 14 markets by 2024, localizing logistics, currency, and interfaces (Retail Week, 2024). Its cloud partnership lowers expansion costs while marketing, SEO, and algorithmic promotions enhance visibility. However, competing on price requires tight margin control, and reliance on investor funding poses financial risk if growth outpaces capital capacity.

[bookmark: _Hlk211363864][bookmark: _Hlk211374541]Table 3: Comparative Strategic Response Matrix
	Strategic Dimension
	Amazon (Pioneer)
	OnBuy (Follower)

	Technological Focus
	Proprietary AI, robotics, AWS integration
	AI-driven marketplace, Google Cloud scalability

	Economic Model
	Hybrid (retail + marketplace) with cross-subsidy
	Pure marketplace, low-capital scalability

	Market Position
	Global diversification and vertical integration
	UK-based with expanding EU footprint

	Differentiation
	Convenience, ecosystem integration
	Fairness, transparency, and seller trust


Source: Wang (2025); IntelligentCIO (2025); GS1 UK (2023)



6. Comparative Discussion
6.1 Pioneer Advantages and Risks
Amazon's advantages scale, data, embedding in an ecosystem, technology control have its competitors with high entry barriers. Its diversified income stream and continual reinvestment shielding it from troughs. Its capability to subsidize failure experiments and absorb margin pressure provides it with strategic flexibility. But all these are double-edged swords: organizational inflexibility, integration complexity, and regulatory hazard. The issue is how to remain entrepreneurial nimble within a big, mature firm.
6.2 Follower Niche & Leapfrogging Potential
OnBuy, as a try-hard, cannot try to copy Amazon's entire arsenal. It must target selective niches where it can be radically different catalogue management, algorithmic neutrality, seller equity, and lean growth. Its agility allows for quicker adaptation and experimentation. It can gain from Amazon's mistakes by avoiding overexpansion or investment in costly infrastructure replication. Leapfrogging policy adopting next-generation technologies that jump over old paradigms is essential to OnBuy. But the follower must manage dependencies, cash constraints, and reputation risk carefully.
6.3 Platform Strategy & Two-Sided Markets
Within platform economics, two-sided market theories (Parker, Van Alstyne, Choudary) are applicable. Amazon both owns the platform and competes, extracting rents through control of recommendation algorithms, fulfilment, and data flows. OnBuy has to balance control with openness to preserve seller trust and network expansion. Being presented as a neutral, non-competing marketplace is a conscious strategic decision within this continuum (PCR, 2020).

6.4 Regulatory & Ethical Considerations
Where technology is predominant, regulatory attention is inevitable. Amazon is increasingly in the dock for antitrust, algorithmic discrimination, and abuse of competition (Yale Law Journal, 2018). Smaller OnBuy has to chart its growth trajectory with regulation, data privacy, and right use of AI in mind. Ethical openness and platform equity can be competitive advantage for OnBuy as regulation gathers pace.
7. Conclusion
In the fast-evolving e-commerce landscape, aligning technological vision with economic viability is essential. Amazon exemplifies how scale and technological leadership create diversified revenue streams and customer loyalty, though such dominance invites complexity and regulatory scrutiny requiring ongoing innovation and ethical responsibility.
Conversely, OnBuy leverages agility and focused technological investment to build niche advantages. Its success depends on balancing ambition with resource constraints and uncertainty, ensuring innovations remain both viable and responsible.
Moreover, the impact of online customer reviews highlights the need for tailored marketing approaches: mainstream firms benefit from volume, while niche firms gain credibility through specialist reviews. Ultimately, strategic success in e-commerce relies on sustaining innovation that is economically grounded and ethically sound.
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Amazon Distribution Strategy

Amazon'’s business model follows both a B2C and B2-B distribution strategy. Indeed, on the one hand, its e-commerce
platform is consumer-facing, providing millions of products to billions of users around the world. While its e-commerce
platform is also used by other businesses, called third-party stores to sell their own products on top of Amazon.
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