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[bookmark: _GoBack]                           Ebay strategic direction and customer care

1. Executive summary 

A rapid growth has been predicated to account for 20.4% of global retail sales by 2022 (Hung, 2022). Researchers suggested to lead the market would only be possible if the organisation have a good strategic direction for companies or organisations seeking a leading global position. Bringing a customer DNA to business starts with leadership of the whole business, is not just left with department, manager, or worker (Mckinsey & Company, 
2020).
[bookmark: _Int_npRGXBaV]This report aims to conduct a thorough strategic analysis of Ebay by undertaking external and internal analyses, as well as critically evaluating the strategic options for more personalised customer care. Doing so, this report will use several strategic theories to analysis and to upraise eBay’s external environment and internal environment. Examples of these are Porter five forces, Pestel, SWOT and VRIO. 

The report findings include eBay's strategic power to achieve strong customer base relation and to achieve a good customer care strategies to achieve competitive advantage. The report also finds that eBay’s strategies to support its position within the market by implying the future vision hand to hand with the current technology for business continuality. 

The report concludes and highlights three recommendations for a better customer care that would be important for eBay's to support and have a competitive advantage. These supply solutions for eBay to use its strategy of customer care and invite new clients to do to business and to advance the technology investment to have a business continuality.
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2. Introduction 
Ebay largest e-trade and known as the leading online marketplace. Ebay is a platform for customers and business to close business deals locally, nationally, and internationally. Ebay has gone public September 1998 (curry, 2022). In 2021 eBay has proven itself as E-commence giant finishing highest revenue despite the crisis the world was going through which was the onset pandemic. Ebay has created new Opportunities to become so (Chaffey, 2021)
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smart insights, Source (Chaffey, 2021).





Ebay started as an auction site, nonetheless 20 years since Ebay has become much more. Along the way Ebay has been bring billions annually. Ebay was founded in 1995 by Pierre Omidyar (Ebay,2022). Omidyar produced technology which allows consumers customize sites to trade which came had to hand with many customers Locally, Nationals and Internationals. (Ebay,2022)
Over 20 years Ebay has been able to evolve digital age. Ebay has also been able to connect sellers and buyers around 190 markets and introduce the concept of auctioning and online payment (Tompson, 2021).
This paper will analyse the main strategic points for eBay’s at the customer care in for an expansion despite the pandemic the world has faced. eBay has won huge popularity because of the quality service for its customers and quick service for its customers.
Porter five forces strategy analysis eBay’s strategic externally where VRIO will analysis its capabilities internally. SWOT will be used also to find and understand the key issues affecting eBay as a business. It has utilised other types of models such as pestle to supplies unique competitive advantage through. 
This report will supply examples of eBay’s strategies of customer care and will include a recommendation suggesting eBay as a company on how to have an innovative advantage over the competitors. 

















I.  What is strategy:
The goal of Strategy is to gain a sustainable edge of competitors. Strategy is a way the organisation differentiate itself over the competitors by looking at their strength and weakness and many more factors. Strategy gets used to strength its potential (Mckeown, 2012). 
There are three most influential strategy definitions mentioned by lfred Chandler, Michael Porter, and Henry Mintzberg. Each has a distinguish definition to strategy, Heny Mitzberg said “strategy is a pattern in a stream of decisions” ( Mitzberg, 2007), where porter has said “competitive strategy is about being different, it means by deliberately choosing a separate set of activities to deliver a unique mix of value” Jerz, 2013). Chandler describes strategy as “determination of long goals and aims of an enterprise and the adoption of courses of action and the allocation of resources necessary for carrying out these goals (Raaijenbrink, 2022). 
From the perspective of the future development of the enterprise the strategy is expressed as a (Plan) ，and from the perspective of the past development process of the enterprise the strategy is expressed as a (Pattern). If you look at the industrial level strategy is a kind of (Position) at the enterprise level, strategy is expressed as a （perspective). Moreover, strategy is also expressed as a kind of (Ploy adopted by enterprises in competition. This is a more comprehensive view of corporate strategy the famous 5P model (Mintzberg, et 1998).















What is strategic management:
Strategic management can be defined as planning, monitoring, analysing, and assessing of all necessaries an organisation needs (Tucci,2022). According to some experts, strategic management can be beneficial to organisations and its leadership. It is the process the makes the company plans its future and to know the company’s current position. 
Johnson and Scholes define strategy as "the direction and scope of an organisation over the long-term: which achieves advantage for the organisation through its configuration of resources within a challenging environment, to meet the needs of markets and to fulfil stakeholder expectations" (Johnson, Scholes and Whittington, 2008). 






I. Ebay goals and strategy:
Ebay's goals and Strategy is to supply a smooth and enjoyable experience for internet users for their day-to-day activities on the internet. This is going to be done through a strategic plan. Ebay’s strategy is to attract and improving the value-added services offered to clients, support and improve on their website and to attracts new clients.
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eBay strategy, source: (eBay Enterprise, 2015)




It has been quite challenging trying to pick one strategy that is suitable for one specific company. However, after researching, I have come to the realisation that one strategy is not sufficient to help a company to decide which route is best for it. Consequently, I have decided to investigate this report and put the company into four different strategy tests (Johnson, Whittington, Scholes, Anguin, & Regnér, 2014).










Michael Porter five forces model:
[bookmark: _Int_8HKvpgtc]Michael Porter created a tool to identify different business’s competition. He created porter five forces for the organisation to find their competitive position in the market (Wright, 2021). Five forces analysis helps organisations to look deeper and further at the factors that is having an impact on the profitability in a specific industry. It also helps with making decisions depending on the obstacles the organisation is facing to. If the business is considering starting a new business, service or maximise the production and to gain a competitive strategy.

[bookmark: _Int_SLWuxkKE]Porter’s five forces will be the ideal strategy to use on eBay, as Ebay fits right into how porter five forces investigates different organisations. Therefore, the importance of creating and looking into the company's strategy will help by gaining sizable rewards. It is all down to the leaders of the firm to find and prioritize what is important and then design a journey and embed a customer-centric mindset throughout the organization. (Mckinsey & Company. 2020).



Porter’s (2008) five forces analysis
[image: ]
Source: (Bruin, 2016)                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                              









Rivalry among existing competitors
Ebay faces Strong rivalry in the ecommerce industry because of low entry barriers on the web as well as in-store the market is full of competitors (Bruin, 2016).
Brands find is the key to attracting customers where Buyer’s decision is affected by what the competitors are offering or selling (Bruin, 2016). 
Rivery on the ecommerce and payment system (Trefis Team, 2014). 
Bargaining power of buyers
Ebay must have a very calculated priced item which allows to attract customers and avoid and price war. (Trefis Team, 2014). 
Customer has lots of leverage to negotiate since they want not just a low price but also a variety of services and goods (Trefis Team, 2014).
Online business has increased with unique product selling which caused to increase the way and places the customers could shop from (Trefis Team, 2014). 
Bargaining powers of suppliers
eBay suppliers have the upper hand when it comes to providing goods, any dispute with eBay suppliers may seek out alternative selling channels; but eBay has introduced product monitoring and quality control where other web-based business did not introduce this which resulted in lower number of product listings on its marketplace (Zwan, 2012). eBay connects with many suppliers to reduce and hold a bargaining power of suppliers (Bruin, 2016).
Threat of new entrants
The obstacles to entering for online marketplace are extremely low because beginners can access the market with ease; nevertheless, it is not always straightforward for these businesses to keep their brands and rank in the top on online searches; as a result, entry is constrained by the significant investment needed for intense competition. (Trefis Team, 2014). 

Threat of substitute products or services
Problem with eBay is that it does not specialist on products and services which could be a threat of substitute. Regardless how big of a brand Ebay is google shows the most trafficking website. (Zwan, 2012; Alternatives to eBay, 2014).





Swot:
As mentioned, previously I will be analysing eBay by using a strategic planning and strategic management technique used to help a person or organization find Strengths, Weaknesses, Opportunities, and Threats related to business competition or project planning. SWOT analysis helps with making a business decision or creating a business strategy. The swot analysis is the one of the methods that any organisation looking to find out what elements effect internal position performance. It helps to analysis and understand where the business is performing strongly and where it needs improvement.








	Strengths 
	Weakness 

	· World’s largest internet marketplace- Creating sense of community for buyers and sellers by creating chatrooms to gain their trust where 75% of what they put in their website comes from customers suggestion. 
· Ebay's business model offers wide variety of categories for customers to trade in or buying. 
· Economies of scale 
· Operation location
· Payment system
· Brand reputation
	
· Ebay charging more expensive fees than the competitor. 
· Growth plan

	Opportunities 
	Threats 

	· world has access to an internet which helped More access to the internet around the world to use their sites 
· Payable doing well since it has been introduced to eBay 
	· Online Secuity 
· Increasing competition
· Exchange rate  




Strengths
· Largest internet platform: eBay sells more hundred fifty million products, and which attracted millions of users worldwide in so many countries. eBay is the largest E-commence business, which gives it a significant advantage over its competitors (ebay,2022). Ebay needs to stay ontop of its marketplace as amazon is close to beaten it and to take the first position
· Business model: As a marketplace, eBay works as a middleman between sellers and buyers. Since eBay is keeping up with the competition as an auction site (ebay,2022). 
· Localization: Each country has its own marketplace with using own currency and language (ebay.2022). And ebay invested a lot onto their website which will accommodate so many countries to fulfil global counties marketplace 
· Brand reputation: eBay number one advantage it has is the brand name, and the loyal customers to the company because of the brand. It has been valued at $23.55 billion market cap in 2022 (Companiesmarketcap.2022). Since 1995 ebay number one strength in the business is the brand name. 

Weaknesses
· High fees: eBay's charging fees has risen significantly over the years. Ebay receives fees on many fees where it effects sellers to make low profit and sometimes zero profits (Dawson,2019). 
· No further growth strategy: Ebay has no intention on growth plans as we did not any upcoming projects that Ebay is planning to launch or any partnership with major key players online. As a result, there is high uncertainty over eBay’s future and business direction.

Opportunities
· Internet shoppers. Ebay has the upper hand since is no longer just using PayPal. Payment systems are introduced and will be used by many retailers and clients as it its amazingly simple to use. This will attract other shoppers that was concerned that PayPal charges lot of fees (Kaveh. 2021)
· Become a retailer. eBay is a well-known and well-established online marketplace with a large user base. It could take advantage of its position by becoming a retailer. eBay's IT and CRM systems are already in place, meaning it would have no trouble taking advantage of the market share. 
· Increase services. Ebay should continue adding services which will help the company through acquisition.
· Ebay stores. To overcome the competition and to sustain current growth, eBay might as well consider opening stores worldwide such as Argos (Rigby,2019). 
Threats
· Online security. Online thefts becoming increasingly common during the common age. Consumers worst nightmare is if the company leaks out their personal information. (Cooper, 2022). 
· Local low cost online retailers. Local low cost online retailers could compete eBay on faster and cheaper shipping. 
· competition. Ebay's number one competitive company is amazon, Ebay was Amazon’s online presence has significantly increased and now Ebay marketplace is just behind amazon (pool,2022).
· Exchange rates. eBay works with over 20 countries, and the widespread problem all the countries faces are to do with the exchange rate. Converting the money from one currency to another. This problem may be affected by the exchange rates, especially when the dollar is appreciating against other currencies (Morton, 2021). 




















Pestel:
A PESTLE analysis looks at external factors which are Political, Economic, Sociological, Technological, Legal and Environmental). Pestel can be used and helps leaders of an organisation to shape the companies' path and helps with decision making (peterdy.2022). 
Pestel as a strategy will make it easier for the leadership to make decision about any aspect of the company to improve or begin a new strain.
[image: ]
(Bruin, 2016).



Political Factors:

Political stability can affect the growth and financial performance. Political factors may influence the economy on Ebay when it comes to new tax, duty due, trade tariffs, VAT and many more. 
Political factors of a country added a huge different on a business ProFormance and success in any business organization and can also bring out challenges which could be a risk factor which can cause the business to go through losses and downsides. Political factor can compromise over the profits (Buye.2021). 
Political factors that effects Ebay can change depending on the government's politics. 
In 2015 Ebay has been accused on avoiding and encouraging taxpayers to avoid paying tax causing the loss of millions of pounds annually (Bowers.2015). 
Another case to show how political factor could be a subject to the effects of governments pertinent to the business Ebay has faced was in 2015 about a confederate flag which offended customers which made US as country to get involved and stop the use the confederate flag (Soper.2015). 



Economic factor:
Economic factor plays another huge factor on eBay's business framework, economic stability in certain countries could be an opportunity to eBay as a business(story.2020). Growth of developing countries will play a role into eBay's success as a company and other economic factors would such as rising disposable income and economic stability in developed countries. 
Ebay has suffered so many up and downs during many times during it lifetime as organisation. The most recent one was during the coronavirus time as the company was predicated to fall profits, but it was completely done the opposite; Online business archived so much profit during lockdown as majority of offline stores were forced to close (Butler.2020).
Social factor:
Social factors include ways of living and expectations of life from population size too age and many more factors. Looking at it will he to contribute to the decision making. (Story.2020).
Customer culture and beliefs also play an especially key role on the socials I.e., if the country is dominated by a Muslim, eBay should consider selling items that will generate profit that works side to side with their religion beliefs (Story.2020). 
Technologies factor:
 Ebay as a company the whole business relies on technology from the buyers to suppliers. The aspect of Technologies factor is a straightforward factor to understand as a company (Yüksel. 2012). It effects the technological up rising, innovation competition and money transfer and its security. The role of technology in a business is increasing. Ebay has invested heavily in technology side to make users feel secure and find the journey smooth to use. 
Enviromental factor:
From my research I have gathered that this factor, it is one of the factors that eBay needs to improve on and create an online green marketplace. eBay’s corporate social responsibility (CSR) strategy Enhances the image of the brand and meets the needs of such trends in remote or macro environments (Smither.1988). An ecological external factor that eases the improvement of CSR strategies is the increasing availability of renewable energy.




Legal factor:
Legal issues online are a major consideration. It is not only your bottom line that is affected by a legal oversight, but also the feeling of your brand. The more public a mistake becomes, the more likely your brand will be damaged, which may result in alienating a valuable target audience (Dunn.2019).



















VRIO analysis of eBay’s 

	Resource/ Capability
	Valuable?
	Rare?
	Inimitable?
	Supported by organisation?
	Competitive implications

	Established brand
	Yes
	Yes
	No
	Yes
	Temporary competitive advantage

	Business system
	Yes
	Yes
	Yes
	Yes
	Sustained competitive advantage

	Geographical Scope
	Yes
	No
	No
	Yes
	Competitive parity

	Payment system
	Yes
	Yes
	No
	Yes
	Temporary competitive advantage

	High charges
	No
	No
	No
	Yes
	Competitive disadvantage




Source: (Johnson, Whittington, Scholes, Anguin, & Regnér, 2014) 







Established brand

Ebay largest e-trade and known as the leading online marketplace. Ebay is a platform for customers and business to close business deals locally, nationally, and internationally. (Curry, 2022). Even though eBay is a huge company, but it has so many threats that might affect the company brand. As mentioned above in the report there are so many competition firms such as amazon the increasing competition from Amazon. However, for ebay to support its position and brand name ebay maintain (Jurevicius, 2013). Therefore, the brand name could only be a temporary competitive advantage; as it only takes for Ebay to reach a breach for the reputation to go down. 
Business system
Ebay has developed a rare business system which counts as a competitive advantage (Johnson, Whittington, Scholes, Anguin, & Regnér, 2014). Ebay has combined so many features in one to make it difficult to duplicate. Ebay added technology with payment system to make it easier for consumers to use the marketplace and have a smooth journey (eBay Enterprise, 2015). 

Geographical scope
eBay is a global company with headquarters in California, but no other company has managed to do and be presence the way Ebay is presence locally and nationally. Ebay provides different languages and currency depending on the country the marketplace place is operatizing at; but it has taken the strategic direction of furthering its regional and local positions and expanding internationally through acquisitions and building strong alliances with local companies (MarketLine, 2014). In this way, eBay has gained an advantage in local markets by integrating its services with local ability and language skills. The company has two hundred marketplaces in different countries around the world, each tailored to offer the local products of its location. (eBay Enterprise, 2015).
Payment system
Ebay has the upper hand since is no longer just using PayPal. Payment systems are introduced and will be accepted and used by many retailer and online shoppers as it its amazingly simple to use. This will attract other shoppers that was concerned that PayPal charges lot of fees (Kaveh. 2021) Online thefts becoming increasingly common during the common age. Ebay uses PayPal were PayPal stores online shoppers’ personal information, such as bank account details (cooper, 2022).

High charges
Ebay's fees are completely confusing, eBay's fees can be overly complex, and it could be hard finding out information online because everyone's fees going to be different depending on what they going to sell. Ebay has different fees for distinct categories of items. regardless of price confusing, Ebay has the lowest rates compare to its competitors which makes this a competitive advantage but a temporary competitive advantage. Ebay needs to do fix the issue about the fees complexity for it to have a competitive advantage (eBay Inc, 2015; Heap, 2014). 











Recommendations

Optimal acquisition process


mobile devices have contributed to the growth of eCommerce. One of the strategies Ebay was using to get into global market is acquisition which exploiting time factor (Singh, 2012). The use of the net is becoming smooth and easy to use. However; Ebay needs to invest more on educational and build new talents to keep up with the fast pace the ecommerce industry is going at (Chasan, 2014).
Learning from the mistakes and improving on any failure Ebay has done is part of the learning created the skype was not a total failure to the business according to the CEO of Ebay. 

Ebay is having not always been the case in eBay acquisitions as some according to eBay’s CEO, ‘Skype was an extraordinarily successful way to connect people, but not through commerce … one that did not have cooperation with eBay’ (Donahoe, 2011). 
 Cameron & Green (2014) have suggested five recommendations to avoid acquisition downfall and to support the business growth
· Maintaining a communication  
· appropriate structure, 
· Focusing and dealing with the environmental aspects, 
· Looking after the customers which has bought companies 
· Transparency in the acquisition process



Adjusted pricing strategies

the authors of Kotler and Armstrong (2014) argue that sustainable business success can be achieved by providing customers with substantial value for their money by combining a combination of high-quality services and competitive pricing based on attractive pricing strategies as well as the need to adjust prices in response to market trends and customer needs. (Kotler & Armstrong, 2014). Sellers have repeatedly criticized eBay's rising fees for selling, calling them onerous and inhibiting them from doing business on eBay. With the latest increase in charges for services like Gallery Plus and Buy It Now, as well as sub lists, prices on eBay are higher than those on Amazon and eBid (Straus, 2014).
Consequently, it is suggested that eBay adjust its service fees considering effective pricing strategies like as bonus and reduction to payoff proactive customers, price segmentation considering pricing different services according to their specific natures and geographies, price dynamicity consistent with customers and market status, and global pricing tailored for different global marketplaces (Kotler & Armstrong, 2014). 

The goal is to provide customers with competitive and appealing prices to grow the business by supporting existing clients and luring new ones (Kotler & Armstrong, 2014).
Technology 

Ebay needs to enhance its technology and increase its innovation to have competitive advantages. eBay needs to invest and develop a ‘business model innovation’ based on technology as in the case of eBay (Johnson, Whittington, Scholes, Anguin, & Regnér, 2014, pp. 296-300).

Ebay's main source of income is the website, Ebay needs to secure and protect the website by investing highly on the security and to adopt plan B in case a problem does arise. As it happened previously in 2014 where Ebay website crashed several times and caused a high financially lost to the company and loss of reputation (Straus, 2014). 

Ebay needs to design server departments that deals with technology that their task is to support the website and to develop on the website if this idea is ignored, such hurdles may jeopardise eBay’s business sustainability and discourage customers from using the e-marketplace (Johnson, Whittington, Scholes, Anguin, & Regnér, 2014, p. 301).

















[bookmark: _Toc712848931]Conclusion:
I am going to conclude the report by complimenting Ebay; the company has been doing great when it comes to engaging and supporting the platform throughout having excellent strategies and updating the ideas and services to better and better (Deloitte, 2014). However, there was a lot of criticism about the ebay, one of the criticisms is high charges fees. Ebay needs to reduce it charging fees to compete with the competitors such as amazon. Another criticism ebay has been criticised about is its security level. Security level needs to be number one priority for the company to success and to maintain its reputation. This report has evaluated Ebay though out four different strategies which are Porter five forces, SWOT, VRIO and pestle. Each strategy captured the company from a different angle. As I have mentioned about Strategy; it’s the way the organisation differentiate itself over the competitors by looking at their strength and weakness and many more factors. Strategy gets used to strength its potential (Mckeown, 2012). 
The company must take advantage of the changes at the corporate, organizational, and business levels. Three main recommendations have been added for eBay to support a competitive advantage. These recommendations aim to maximise acquisition benefits, adjust prices to keep and attract customers and invest in technology to sustain business. Improving technology is so important in the current time even though Is difficult to keep up with innovation. 
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