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[bookmark: _Toc222146943]1. Introduction 
Global retail has been transformed by digitalisation and the expansion of e-commerce platforms in the global retail sector on a significant scale. Retail on the internet is currently making more than 20 percent of retail transactions worldwide, surpassing an all-time scale as consumer buying grows more and more directed to the internet (Red Stag fulfillment, 2025). The market is still growing as the global e-commerce is set to reach approximately 9.6 trillion by the year 2027 (Red Stag fulfillment, 2024). Platform-based ecosystems have enabled this growth as businesses combine logistics, data analytics and subscriptions to shape consumer behaviour and secure demand.
[image: ]
Figure 1 Global Sale
(Source: Red Stag fulfillment, 2024)
In this context, Amazon became a digital leader when it was started as an online bookstore in 1994 and eventually became the biggest online retail in the world with an estimated 638 billion income in 2024 and about 40 percent of the U.S. e-commerce market share (Jassy, 2025). Comparatively, Walmart is a follower organisation: the largest retailer by total revenue in the world, with a gross revenue surpassing 680 billion a year, which subsequently implemented digital retail by means of integration of omnichannels (Debter, 2019).
The essay examines two macro-environmental drivers of competition technologies change (AI, automation of logistics and digital platforms) and changing consumer behaviour (convenience and online shopping culture). 
[bookmark: _Toc222146944]1.1 Theoretical Foundations
[bookmark: _Toc222146945]Pioneer vs Follower Competitive Advantage                              
The firms in competitive markets can either be pioneering or follower firms. The first-mover advantage can be described as competitive advantages of the first entrant into a market, which allows having a strong brand recognition, customer loyalty and acquiring a market share early on (CFI, 2024). Pioneers are also able to influence industry standards and command resources and create switching costs that deter customers to migrate to rivals. Nonetheless, learning effects can be useful to the followers, as they may learn through errors made by the pioneer, preventing the cost of high innovation and using high quality resources.
Digital market research by Feng and Hu (2024), revealed that the success of early entrants is largely linked to the presence of network effects and technological leadership: otherwise, the benefits decrease over time. Thus, the competitive advantage lies not only in the time of entry but in the adaptive ability.
[bookmark: _Toc222146946]Macro-environment & Strategic Marketing 
Technology and consumer behaviour are two external environmental forces that have significant impacts on strategic marketing. Strategic analysis assesses the external environment to determine opportunities and threats that would determine organisational positioning (Adenuga et al., 2025). Technological disruption and shifting consumer expectations can swiftly change the competitive framework in the retail sector, removing the advantages of established actors and allowing new ones to appear. As a result, organisations need to keep changing strategy with the changing environmental conditions instead of the traditional strengths. The macro-environment thus serves as a dynamic process that ensures either sustainability in pioneering leadership or confrontation by adaptive competitors.
[bookmark: _Toc222146947]Strategic Frameworks 
Two strategic frameworks are used to measure organisational responses. The Generic Strategies by Porter describe how the companies gain a competitive advantage by cost leadership, differentiation or focus, which directly affects the performance of the competitive industries (Ali and Anwar, 2021). The Ansoff Matrix, on the contrary, determines the direction of growth through market and product growth opportunities and risk involved (Adenuga et al., 2025). 
[bookmark: _Toc222146948]1.2 Industry & Company Context 
[bookmark: _Toc222146949]E-commerce Industry Overview 
The retail industry has been moving more and more to the digital realm, which has changed the competition and the market structure. As of 2024, e-commerce has contributed 16.1 percent to total retail sales in the United States, with an annual growth showing persistent increases (Haleem, 2025). The e-commerce market is projected to grow by $4.8 trillion between 2024 and 2029 globally and shows long term structural change and not a transient demand (Technavio, 2024). 
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Figure 2 E-commerce Retail Market Size
(Source: Technavio, 2024)
The intensity of competition has been increased due to the dominance of platform-based companies that control market shares; Amazon alone commands an estimated market share of 37.6 percent of online retail spending in the United States and Walmart holds 6.4 percent, making both companies the market leaders (Sellers Commerce, 2024). With the growth of digital retail, the speed of logistics, data power and customer convenience or the size of a physical store becomes more a success factor.
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Figure 3 Market Share
(Source: Sellers Commerce, 2024)

[bookmark: _Toc222146950]Amazon — Pioneer 
Amazon is the online pioneer, an online bookstore that was founded in 1994 and then evolved into a worldwide marketplace platform. The company earned an estimated 638 billion in revenue in 2024 (Michael, 2025) and has an extensive logistics network with more than 110 cargo planes and tens of thousands of delivery trucks (Dresner and Zou, 2020). It depends on third-party sellers, who provide about 60 percent of marketplace transactions, to strengthen network effects and platform dominance. 
[bookmark: _Toc222146951]Walmart — Follower 
Walmart is a conventional retail company, which has over 11,000 stores across the globe and has maintained a historic dependence on physical size of retail outlets. The company however ventured into digital commerce later and invested heavily in online activities that are currently contributing to about 121 billion e-commerce worldwide sales (Bhalla, 2026). Its policy revolves around omnichannel retailing where store pick up is available across thousands of locations and combines physical and online shopping, meaning that Walmart can use physical infrastructure to compete with online-only platforms (Jindal, 2021).
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[bookmark: _Toc222146953]2.1 Macro Factor 1 — Technological Change 
[bookmark: _Toc222146954]Industry Impact 
The technological innovation has transformed the retail industry and it is no longer competition based on stores but competition based on infrastructure. Mobile commerce has taken over purchasing behaviour that is now the largest share of online transactions in the world, which supports platform-centric retail models. Another significant competitive differentiator that has been created by technology in logistics is the rapidly growing last-mile delivery markets, which are expected to reach about $398 billion by 2034 (Dimension Market Research, 2025). The use of artificial intelligence, predictive analytics and automated fulfilment centres by retailers is growing to enhance speed and accuracy. As a result, it does not depend on store networks but on digital capabilities, fulfilment efficiency and data processing capacity, as the new competitive advantage.
[bookmark: _Toc222146955]Impact on Amazon 
Amazon is a great beneficiary of technological change since it has established its business model with the assistance of digital infrastructure. The company has over 750,000 robots in fulfilment centres, and robotics serve approximately 75 per cent of all shipments around the world (Greenawalt, 2025). Automation enhances efficiency in operations and minimizes reliance on labour besides improving the speed of delivery. The inventory location and shipping routes are also optimised by AI-powered logistics systems, enhancing its scale advantage.
Nevertheless, technology poses threats as well. Automation infrastructure must be maintained with heavy capital investment and the increased proliferation of robotics has also increased labour and regulatory scrutiny around displacement of workforce (Reuters , 2025). Moreover, differentiation will fade over time as competitors may also adopt the technologies.
[bookmark: _Toc222146956]Impact on Walmart 
In the case of Walmart, technology is used as more of an adoption strategy than an invention strategy. Walmart leverages its stores as fulfilment centres that are distributed and can be used to provide click-and-collect services and deliver items locally quickly. This omnichannel approach uses its physical infrastructure that does not necessitate the tremendous warehouse investment investment that Amazon demands.
Since Walmart has not entered digital retail early, it enjoyed learning effects, as it embraced already proven technology instead of investing in experimentation. The follower strategy thus minimized the risk and capital intensity but still enhanced competitiveness.
Amazon also lost its differentiation advantage due to technology. After logistics automation became generally available, the competition turned to the quality of execution and not to innovation. 
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[bookmark: _Toc222146958]Industry Impact 
Similar to the retail demand, convenience, speed and flexibility have shifted. Customers are insisting on the speedy delivery and seamless purchasing across the platforms. This convenience economy has added competitive advantages to the service quality and accessibility instead of price and location. To stay competitive, retailers are now required to offer a variety of fulfilment choices home delivery, pickup and rapid shipping (Wilbard et al., 2019). As a result, firms that match the distribution models to lifestyle preferences will have better customer loyalty as compared to those that depend on traditional retail models only.
[bookmark: _Toc222146959]Impact on Amazon 
Amazon has exploited shifting behaviour with Prime subscription platforms that promote habitual buying and loyalty by delivering quickly and providing bundling. The speed of delivery made possible through its automation network will support customer expectations and repeat usage.
But there is operational pressure as well in the form of consumer expectations. High-speed delivery is more expensive in logistics and lowers the margins and necessitates constant investment in infrastructure. The company thus has to trade-off between customer satisfaction and profitability.
Furthermore, the customers are progressively price comparing across platforms, diminishing the long-term benefits of loyalty (Palumbo, 2025). Although behavioural change works to the advantage of Amazon, it has to continually invest to satisfy the increasing demands, i.e. its competitive advantage is not based on its ability to maintain a competitive presence but on its ability to maintain costly service levels.
[bookmark: _Toc222146960]Impact on Walmart 
Walmart was the stronger beneficiary of the shift in consumer behaviour. Affordability and convenience are other factors that price-sensitive customers still appreciate and low price positioning by Walmart attracts this group. Its online pick up service enables its customers to save delivery cost and yet to enjoy the benefits of online shopping and the benefits of physical store accessibility.
Walmart already had a national coverage of stores, which meant that adapting to omnichannel retail was naturally in line with the preferences of the consumers. It did not develop demand, but instead diverted existing customers to the digital channels. This minimized the customer acquisition expenses in comparison to digital-only model of Amazon.
The hybrid retail approach thus offered a flexibility: customers were able to make purchases either online, pick them up locally or even make them in the store. With the diversification of expectations, the strength stopped moving to the pure online speed and started shifting to multi-channel accessibility.
[bookmark: _Toc222146961]2.3 Comparative Insight 
Technological change was initially a strength of Amazon by building entry barriers by scale in automation and logistics innovation. Nonetheless, with the spread of technology in the industry, Walmart undertook the same with its physical infrastructure to realize similar levels of service at a reduced cost. The further shift in consumer behaviour inclined the scales in favor of omnichannel retail, where flexibility and price sensitivity were as important as the speed of delivery. The macro environment therefore diminished the structural dominance of the pioneer and gave the follower the opportunity to compete. This change in the competitive balance between innovation leadership and adaptive capability was used as a pointer to the fact that sustainable advantage is not a question of when to enter into a market even in advanced digital markets but rather it is a question of strategic fit in the environment.


[bookmark: _Toc222146962]3. Task 2: Comparison of Strategic Responses
[bookmark: _Toc222146963]3.1 Amazon: Differentiation & Ecosystem Lock-in 
Amazon is primarily competing through differentiation, which is founded on convenience, speed as well as integration into the ecosystem. The Prime membership programme establishes a switching cost through the integration of retail, media and digital services, into one subscription. In 2024, Prime delivery, by itself, delivered more than 9 billion items same-day or next-day, which supports the habitual purchasing behaviour (Amazon, 2025). Other services like Alexa integration and subscription packages further increase platform dependency.
This approach makes Amazon a high-quality convenience retailer instead of a low-cost retailer. The coverage of fast delivery has increased greatly, where over 7 billion units are being delivered on the same or next-day throughout the world (About Amazon, 2020). The distinction advantage is thus based on logistics capacity and digital ecosystem instead of the price of the product.
Nonetheless, sustainability is becoming its own challenge. The cost of operation increases due to high investments in fulfilment infrastructural requirements and delivery investments, whereas competitors have matched the same pace of delivery. In the event of convenience becoming the industry standard, the differentiation deteriorates into operational parity. The approach continues to be successful in retention but not in the long term of separation in terms of competitive advantages, because the strength lies in sustained expenditures and not on the structural provisions.
[bookmark: _Toc222146964]3.2 Walmart: Cost Leadership & Hybrid Accessibility 
Walmart adheres to the cost-leadership approach with accessibility. The retailer focuses on price competitiveness to attract customers and uses the physical store network to provide clients with online convenience. Its international e-commerce revenue was above 100 billion dollars every year and still expanding by over 20-27 percent year on year (Walmart, 2024).
Walmart does not compete based on premium service as Amazon does, but value and availability. With stores as fulfilment centres, it is possible to deliver fast locally, reaching 93% of households in the U.S. in hours (Nassauer, 2025). This hybrid system also decreases the cost of logistics relative to constructing warehouses.
The potential of this strategy is in scaling because as digital retail evolves, most customers are interested in price and adaptability over the highest possible speed. The pricing strength of Walmart attracts consumers who are sensitive to inflation and omnichannel convenience ensures customers do not move to digital-only stores (Zilber, 2025).
[bookmark: _Toc222146965]3.3 Ansoff Growth Strategies Comparison 
[bookmark: _Toc222146966]Amazon — Penetration, Development & Diversification 
Amazon pursues several growth avenues at a time. Market penetration is achieved by Prime which promotes more frequent purchases; members have frequent repeat orders as they are offered incentives on delivery (Amazon, 2025a). Product development involves smart products and digital assistants as part of retail buying. The concept of diversification is also observed in cloud computing and service where AWS sales increased by 17 percent annually (Amazon, 2025b).
This plan provides an eco-system based on the retail demand sustaining the growth of the services and the reverse. Diversification however also exposes one to risk. Several business divisions demand long term investment and complexity of management. Fulfilment costs may exert pressure on retail profitability, so growth must come at the cost of high and low margin services.
In that way, the growth strategy of Amazon is large but capital-intensive: it will be rewarded heavily by winning scale dominance, but the cost structure and the complexity of its operations become a significant risk factor.
[bookmark: _Toc222146967]Walmart — Market Development & Omnichannel Expansion 
The expansion of Walmart is aimed at reconfiguring its current customer base towards digital platforms. E-commerce has reached 18 percent of the total revenue and it keeps increasing by extending online marketplaces, Growth comes from market development rather than diversification move physical shoppers into online purchasing (Red Stag fulfillment, 2025b).
The key is in the omnichannel integration. Store-fulfilled pickup is digitally adopted and keeps the physical traffic. The spending of the customers utilizing online and in-store channels is substantially higher than that of the shoppers who use the stores only (Willeford, 2024). The third-party marketplace of Amazon is also run by the company.
This is a relatively less risky strategy since it builds on the existing capabilities as opposed to establishing new industries. Expansion will be based on efficiency in operations and not on breakthrough innovations.
[bookmark: _Toc222146968]3.3 Integrated Strategic Evaluation 
The macro-environment analysis revealed that technology benefits were being lost over time and flexibility over the consumer behaviour choice. The differentiation and diversification of Amazon was in line with the first stage of technological disruption but turned costly when the competitors were on par with the services. Walmart, in contrast, matched the strategy with the change in the environment by integrating price leadership and omnichannel access. Porter and Ansoff models combined demonstrate that a sustainable advantage relies on flexibility more than innovation leadership. 
[bookmark: _Toc222146969]4. Conclusion 
This discussion demonstrates that Walmart is already ahead of Amazon in the established e-commerce. Automation, logistics and digital platforms have standardized the first-mover advantage that Amazon has. Walmart omnichannel model, comprising physical shops, online fulfilment, and price leadership, is better-suited in terms of evolving consumer needs of affordability and convenience. The findings discredit classical first-mover theory: strategic flexibility and action are elements of long-term gain. Retail will be more accommodative to hybrid forms such as flexible models and not exclusively digital or physical forms in the future.
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