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Introduction
This report examines how the macro-marketing environment influences strategic marketing management in the e-commerce business based on Amazon as the pioneer business and eBay as the follower company. Macro-environment refers to external forces such as political, economic, social, technological, environmental, and legal which influence the performance of the business and competitive strategy (Barney, 1991). Among them, the technological and social factors have had the greatest impact on the development of e-commerce. The concept of the forces of technology and a social aspect like sustainability, ethical consumption, and inclusivity have changed the expectations of consumers by revolutionizing operations with artificial intelligence, automation, and cloud computing. Comparing Amazon and eBay, this analysis shows how both companies react to these dynamics in the environment in a strategic manner in order to remain competitive and realize long-term growth.
[bookmark: _Toc212035880]Task 1: Macro-Marketing Environment Analysis
Macro environment refers to external factors that affect business strategy, performance and sustainability. In the case of e-commerce, technological and social are some of the most important, and they are the forces that lead to innovation, as well as consumer expectations and long-term competitiveness (Kotler et al., 2023). Although operational efficiency and potential innovation are predetermined by technological factors, consumer preferences, ethical expectations, brand perception are determined by social factors
[bookmark: _Toc212035881]Technological Factors
The e-commerce development and competitiveness are based on technological innovation. Within the last five years, e-commerce platforms have significantly changed their operating processes as a result of fast developments in AI, ML, cloud computing, blockchain, and mobile technology. Those businesses that successfully implement these technologies are able to improve the experiences of the customers, streamline the logistics, and design the marketing strategies that are based on data. PESTEL framework emphasizes technology as a dynamic external factor that both transforms the business models and discontinues them. 
Table 1. Key Technological Drivers Influencing E-commerce (2020–2025)
	Driver
	Strategic Implication

	Artificial intelligence (AI) and machine learning for personalization
	Enhances customer targeting, increases conversion rates

	Robotics and automation in fulfillment
	Reduces delivery times, operational costs, and errors

	Cloud infrastructure and data analytics
	Enables global scalability, predictive insights, and data-driven decision-making

	Blockchain adoption
	Enhances transparency, transaction security, and supply chain traceability

	Mobile-first and omnichannel commerce
	Improves customer reach, engagement, and loyalty

	Internet of Things (IoT) integration
	Supports smart logistics, inventory management, and enhanced tracking

	Augmented and virtual reality (AR/VR)
	Enriches shopping experiences, product visualization, and virtual try-ons


Sources: McKinsey & Company (2024); Deloitte (2025)
[bookmark: _Toc212035882]Innovation Measured by R&D Expenditure
R&D spending provides a quantifiable measure of technological intensity and innovation capacity. According to Macrotrends (2024) and company filings, Amazon’s R&D expenditure increased from USD 42.7 billion in 2019 to USD 88.5 billion in 2024, reflecting a sustained commitment to technological leadership. In contrast, eBay’s R&D spending remained modest at USD 1.1–1.3 billion annually, demonstrating a follower strategy with limited innovation investment.
Table 2. Comparative R&D Expenditure of Amazon and eBay (2019–2024)
	Year
	Amazon (USD bn)
	eBay (USD bn)

	2019
	42.7
	1.12

	2020
	56.0
	1.21

	2021
	61.0
	1.27

	2022
	73.2
	1.23

	2023
	85.6
	1.20

	2024
	88.5
	1.10



Amazon is a technological leader backed by massive investment in research and development (R&D) in automated services, artificial intelligence (AI) and logistics (McKinsey, 2024). The total amount includes Amazon Web Services (AWS) which recorded revenues of USD 90.8 billion in 2024, 16% of overall company revenues (Amazon, 2024). eBay’s minimal R&D investment is primarily attributable to its narrower business model, which relies more on marketplace than technology.
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Sources: McKinsey & Company (2024); (Amazon, 2024)
Figure 1. R&D Expenditure Trends (2019–2024)
[bookmark: _Toc212035883]Opportunities and Threats
[bookmark: _Toc212035884]Opportunities for pioneer company (Amazon): 
Massive R&D Investment: Amazon invests a lot (USD 88.5 billion in 2024), which guarantees the unceasing technological progress and the lead in innovation.
Wireless Infrastructure: owns proprietary systems such as AWS, personalization based on AI and automation in its logistics - building sustainable competitive advantage (RBV perspective). 
Dynamic Capabilities: Fastly modifies and restructures technology with new opportunities (Teece, 2018). 
Integration & Scalability: The cloud computing and the world-wide digital infrastructure provides the opportunity to expand at reduced marginal costs.
[bookmark: _Toc212035885]Threats for pioneer company (Amazon): 
Expensive Continuous Reinvestment: Technology leadership is costly to maintain and it demands huge capital outlays. 
Cybersecurity Exposure: Big data networks become more susceptible to cybercrime (more than USD 200 billion a year cost around the world, WEF, 2024).
Automation Backlash: The loss of jobs and the resistance of employees (e.g., warehouse labor issues) can cause a negative reputation. 
[bookmark: _Toc212035886]Opportunities for follower company(eBay)
Platform Efficiency: Excellent at optimization of marketplace and application of AI to search and fraud detection. 
Cloud Collaboration: The collaboration with Google Cloud increases the scalability and processing of data (eBay, 2024). 
Low Operating Costs: Technology model relies on platform mediation, which lowers the infrastructure and logistics expenses. 
[bookmark: _Toc212035887]Threats for follower company(eBay)
Poor R&D Investment: It will not be enough to support disruptive innovation, with only an estimated USD 1.1 billion in 2024. 
Absence of Integration: Third-party logistics depends on, and the customer does not control the experience. 
Reactive Innovation: Trails after the market leaders instead of having a new technology. 
Low Differentiation: An integrated ecosystem that is less powerful than Amazon.
[bookmark: _Toc212035888]Social Factors
The behavior of consumers, their view of the brand and the focus of priority in businesses which are e-business are highly affected by the social dynamics. Consumer expectations are changing. They want their brands to be convenient, ethical, inclusive and data-private. They are also supporting brands that are sustainable and socially responsible. Social media platforms influence marketing ecosystems by increasing importance of powerful influencers, peer reviews and user-generated content to drive purchases (Deloitte, 2025).
Table 3. Major Social Trends Shaping E-commerce Behavior (2020–2025)
	Trend
	Business Implication

	Rise of sustainability-focused consumption
	Demand for eco-friendly brands

	Influence of social media commerce (TikTok, Instagram)
	Shift to influencer-led marketing

	Demand for transparency and ethical sourcing
	CSR and brand accountability

	Focus on inclusivity and diversity
	Expanded representation in marketing


Sources: PwC (2024); Deloitte (2025)
According to Deloitte Consumer Insights (2025), 71% of global online shoppers consider environmental impact when purchasing, compared with 42% in 2019.
[image: ]Figure 2. Consumer Priorities in Online Shopping (2019–2025)
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[bookmark: _Toc212035890]Opportunities for pioneer company (Amazon)
Sustainability Leadership: Environmental responsibility is demonstrated in the program called Climate Pledge Friendly with 500,000+ eco-certified products (Amazon Sustainability Report, 2024). 
Brand Trust via Purpose: High CSR, inclusivity, and ethical sourcing are in line with the increasing consumer expectations. 
Powerful Social Media Presence: Takes advantage of the influence marketing and the content-based engagement. 
[bookmark: _Toc212035891]Threats for pioneer company (Amazon)
Labor Controversies: Worker protests and moral questioning (e.g. 2023 U.S strikes, Forbes, 2023) hurt brand image. 
Privacy Issues: Surveillance and abuse are the concerns that emerge as a result of heavy data collection by consumers. 
Perceived Over-Dominance: Ethical brand perception could be destroyed with the allegations of monopolistic behavior. 
High Expectation Pressure: The consumers seek transparency on environmental and social aspects. 
[bookmark: _Toc212035892]Opportunities for follower company (eBay)
Sustainability by Design: Encourages the use of the circle economy by resale and reuse to minimize waste to the environment.
 Ethical Consumer Appeal: Declares itself as a community-driven platform, which is inclusive. Transparency: P2P reputation system builds confidence and responsibility in the users. 
Affordability & Access: Ensures price conscious consumers the sustainability of consumption. 
[bookmark: _Toc212035893]Threats for follower company (eBay)
Weak CSR Visibility: Corporate social responsibility (CSR) is the commitment of a company to social, ethical and environmental practices. The CSR activities of eBay is not that much visible compare to Amazon that limits to build strong brand image.
 Possibility of Greenwashing: Has to authenticate the eco-claims, or run the risk of being discredited. 
Reduced Appeal to Younger Customers: Less strong activities on influencer platforms or social shopping apps (e.g., Tik Tok, Instagram). 
[bookmark: _Toc212035894]Task 2: Strategic Responses of Amazon and eBay
Amazon and eBay have adjusted to the changing technology and society in the e-commerce space. But they differ considerably in their strategic orientation, innovation capability and market structure.
[bookmark: _Toc212035895]Amazon’s Strategic Response
Amazon is a Pioneer company well known for constant reinvention, reliability, vertical integration and ecosystems development. Their strategic responses closely reflect the fundamentals of marketing. 
[bookmark: _Toc212035896]Technological Response
According to the RBV perspective, Amazon’s key to competitive advantage lies in its unique bundle of intangible assets. These AI algorithms, proprietary data, automation systems and cloud infrastructure are valuable, rare, inimitable and non-substitutable (Barney, 1991)
AI-driven Personalization (Product & Promotion)
Amazon’s recommendation engine influences about 35% of what customers end up buying. This helps make their experience much better as they’re shown what they will like. Also, this personalization which is AI-driven has helped its promotion drive the much-needed loyalty (HBR, 2023).
Automation and Robotics (Pricing): 
Kiva Robots have a 750,000-unit installation in different mutually-performing fulfilment centers where they have improved throughput by 40% and unit costs by 30% (Bloomberg, 2023). Kiva Robots help maintain low-cost pricing strategy without sacrificing quality.
AWS Ecosystem and Platform Synergy (Product & Place): 
Amazon Web Services (AWS) 2024 generated USD 90.8 billion. As a tech product and an enabler of global distribution efficiency (Amazon, 2024). AWS is a perfect example of a product that leverages place.
Sustainability Innovation (Promotion & Brand Image): 
AI optimization of logistics cut carbon footprint per package by 25% from 2019-2024 (Amazon Sustainability Report, 2024). This enabled further green branding and promotional opportunities for Amazon.
From the standpoint of Dynamic Capabilities (Teece, 2018), these initiatives exemplify the firm’s capacity to sense emerging technological trends. 
[bookmark: _Toc212035897]Social Response
Amazon’s response to social pressures reflects an understanding that long-term brand equity depends on ethical legitimacy as well as efficiency.
Climate Pledge (Promotion): 
Amazon (2024) Further focuses on sustainability as it committed itself to adopting net-zero carbon by 2040 and 100 per cent renewable energy by 2025.
Labor and Inclusion (Brand Positioning): 
A minimum wage of USD 15 and diversity targets enhances the company’s reputation and internal brand (Forbes, 2023).
Community Engagement (Place & Promotion): 
Amazon Launchpad and Amazon Smile are initiatives that enable small businessmen and community development.
Critical Reflection
While Amazon’s strategy is proactive and resource-rich, its scale also brings complexity. Critics argue that extensive data collection and market dominance risk regulatory intervention under antitrust and data-protection laws (WEF, 2024). 
[bookmark: _Toc212035898]eBay’s Strategic Response
In contrast, eBay follows a fast-second or follower strategy. Its strategies align with marketing principles that emphasize customer value, transparent pricing, and sustainability-driven promotion.
[bookmark: _Toc212035899]Technological Response
AI-powered Cassini Search Engine (Product & Promotion): 
 It is an AI system using Natural Language Processing (NLP) to promote relevance at search and fraud detection (eBay, 2024).
Cloud Partnership with Google (Place & Efficiency): 
Google Cloud supports the efficiency and placement of cloud partnerships through an improved scalability & a reduced operational cost pattern that brings agility but limits proprietary control.
Platform Transformation (Product & Pricing): 
Move towards “Buy It Now”, rather than an auction format, led to 18% more conversions (eBay, 2024), enhancing the product and stabilizing prices.
[bookmark: _Toc212035900]Social Response
Circular Economy Advocacy (Product & Promotion): 
According to PwC 2024, eBay’s Recommerce was classified as an official Greenhouse Gas (GHG) emissions initiative that helped save 1.6 million tons of CO₂ in 2024.
Trust and Transparency (Promotion): 
Secure a buyer review or a buyer protection program that boosts consumer trust and brand loyalty.
Drawing on mindful consumption theory (Sheth et al., 2020), eBay’s strategy aligns with a consumer segment that values thrift, reuse, and environmental responsibility.
Critical Reflection
Technology is applied by Amazon for continuous product improvement, total risk and cost reduction, global and local dissemination, and sustainable branding assistance. Unlike them, Bay, through its initiatives based on trust and circular economy, promotes ethically, prices fairly and empowers consumers. As a strategic response, it translates into marketing practices.
[bookmark: _Toc212035901]Comparative Evaluation
Table 3. comparative Evaluation 
	Dimension
	Amazon (Pioneer)
	eBay (Follower)

	Technological Integration
	Fully integrated ecosystem (AI, AWS, robotics, IoT)
	Platform-level innovation (AI search, cloud partnership)

	Innovation Intensity
	R&D USD 88.5 bn (2024)
	R&D USD 1.1 bn (2024)

	CSR and Sustainability
	Climate Pledge 2040; renewable logistics; inclusive workforce
	Circular economy, SME empowerment, recommerce

	Market Strategy
	Diversified global portfolio (retail, cloud, media)
	Marketplace-focused, niche sustainability community

	Dynamic Capability
	High – proactive, continual reinvention
	Moderate – reactive, adaptive flexibility


Sources: Amazon (2024); eBay (2024); McKinsey (2024).
[bookmark: _Toc212035902]Revenue Comparison (2020–2024)
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Sources: Amazon Annual Report (2024); eBay Annual Report (2024)
The comparative data show how Amazon has continued to grow while eBay has continued to remain stagnant. The Ansoff matrix strategy adopted by Amazon includes the development of markets for new regional markets, development of products like Prime Video, Alexa, and AWS, and diversification into the healthcare and grocery delivery space. eBay is largely confined to market penetration and focuses on maximizing the use of its current services. 
Amazon takes broad differentiation and cost leadership position through scale while eBay adopts focus differentiation aimed at ethical and value consumers. eBay may be lower on fixed costs than other firms and can pivot to follow niche opportunities more quickly. However, it lacks the systemic control needed to shape industries. On the contrary, the challenge that Amazon will face is avoiding regulatory and reputational fatigue in its innovative plans.
[bookmark: _Toc212035903]Conclusion and Strategic Implications
The global e-commerce competitiveness is being redefined by technological and social macro-environmental forces. Operational efficiency and personalization are based on AI, automation, and cloud infrastructure, legitimacy and customer trust are controlled by sustainability, inclusivity, and digital ethics. Differences in strategic orientations can be used to understand the performance results as seen in the comparative analysis between Amazon and eBay. Amazon shows that innovative companies are successful as long as they combine both technological leadership and social responsibility. Its ability to continuously redesign its assets, as seen in investments of over USD 88 billion in R&D, is the source of adaptive resilience. However, to secure the legitimacy of the stakeholders, Amazon will have to improve data ethics, labor transparency, as well as enhance renewable logistics so that innovation and sustainability can align. As a follower, eBay occupies a strategically valuable but narrow niche. To have a stake in the future, eBay ought to: 
· Increase research and development spending to a minimum of 3 percent of yearly revenues to improve proprietary technology. 
· Build multi-purpose fulfilment alliances or micro-logistics centers to enhance customer experience. 
· Use social-commerce apps such as Tik Tok Shop and Instagram Checkout to target Gen Zs. 
Policymakers ought to promote responsible innovation ecosystems at an industry level, in support of digital infrastructure, ethical AI governance, and carbon-neutral logistics.
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