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TLDR 

Small Shopify merchants often mistakenly see each other as competitors, 
but the real competition comes from giant sales channels like Amazon, 
eBay, and Walmart. This white paper argues that collaboration among 
Shopify merchants can be a winning strategy, as it provides mutual 
benefits without significant downsides. By collaborating on joint 
marketing campaigns, sharing resources, and cross-promoting products, 
Shopify merchants can enhance their visibility, reduce costs, improve 
customer experience, and foster a stronger community. 

 

Introduction 



In the competitive world of e-commerce, small Shopify merchants often 
perceive each other as rivals. However, a deeper analysis reveals that the 
real competition isn't among themselves but rather against giant sales 
channels like Amazon, eBay, and Walmart. This white paper explores how 
Shopify merchants rarely lose sales to each other, identifies the true 
competitive landscape, and advocates for collaboration among merchants 
as a strategy with no significant downsides. 

The Myth of Internal Competition 

Many Shopify merchants operate under the assumption that their 
competitors are other Shopify stores offering similar products. This belief 
is understandable but largely misguided. The reality is that the vast 
majority of sales losses are to behemoth sales channels that dominate the 
market. These channels offer vast product selections, aggressive pricing, 
and unparalleled brand recognition, making it difficult for small 
merchants to compete directly. 

• Market Dominance: Major sales channels control a significant 
share of the online retail market, drawing customers away from 
smaller platforms. According to eMarketer, Amazon alone captured 
38.7% of the U.S. e-commerce market in 2020. 

 
 

• Consumer Behavior: Customers often turn to these large 
platforms for convenience, variety, and perceived reliability, rather 



than shopping from niche stores. A survey by Digital Commerce 360 
found that 63% of consumers start their product searches on 
Amazon. 

•  

 
 

• Data Insights: Studies and market analysis consistently show that 
small e-commerce businesses lose more sales to these large 
channels than to other similar-sized competitors. For example, a 
study by Jumpshot revealed that Amazon accounted for 54% of all 
product searches in 2018. 

The True Competitors: Monster Sales 
Channels 

Large sales platforms such as Amazon, eBay, and Walmart have 
transformed the retail landscape. They have set high standards for 
delivery times, customer service, and pricing strategies that small 
merchants find hard to match. As a result, these platforms have become 
the primary competitors for small Shopify merchants. 

• Pricing Pressure: Competing with the low prices offered by giants. 
According to a report by Feedvisor, 85% of consumers check 
Amazon for price comparisons before making a purchase. 



• Customer Reach: Limited marketing budgets and reach compared 
to the expansive advertising networks of major platforms. Data from 
Statista shows that Amazon spent $10.9 billion on marketing in 
2020. 

• Operational Efficiency: Matching the logistical and operational 
efficiencies of these giants. A report by McKinsey highlights 
Amazon's industry-leading logistics, with over 150 million Prime 
members benefiting from fast and free shipping. 
 

 

Collaboration: A Win-Win Strategy 

Given the competitive pressures from major sales channels, Shopify 
merchants have much to gain from collaborating rather than competing 
with each other. Collaboration can take many forms, such as joint 
marketing efforts, shared resources, and cross-promotions. 

• Increased Visibility: Joint marketing campaigns can reach a 
broader audience than individual efforts. A study by CoSchedule 
found that collaborative marketing can increase engagement by up 
to 50%. 

• Resource Sharing: Pooling resources can reduce costs and 
increase operational efficiencies. According to the Harvard Business 
Review, resource sharing can lead to cost savings of up to 25%. 



• Enhanced Customer Experience: Cross-promotions can offer 
customers a more diverse product selection, enhancing their 
shopping experience. A case study by Shopify revealed that 
merchants engaging in cross-promotions saw a 20% increase in 
sales. 

• Strengthened Community: Building a supportive community of 
merchants can lead to shared knowledge and best practices, 
fostering growth for all. A report by the National Retail Federation 
emphasizes the importance of community support in driving small 
business success. 
 

 

Case Studies and Examples 

Examples of successful collaborations among Shopify merchants: 

• Joint Marketing Campaigns: Several Shopify merchants have 
successfully collaborated on joint marketing campaigns, leveraging 
each other's customer bases to increase reach and sales. For 
instance, a collaboration between fashion brands on Shopify 
resulted in a combined social media campaign that boosted their 
follower count by 30%. 

• Cross-Promotions: By promoting complementary products from 
fellow merchants, individual stores can offer a more comprehensive 
shopping experience, leading to higher customer satisfaction and 



loyalty. A study by Nielsen found that cross-promotions can increase 
basket size by 10%. 

• Resource Pooling: Merchants sharing warehousing, logistics, or 
even technology resources have reported significant cost savings 
and improved service levels. A report by Deloitte indicates that 
shared logistics can reduce shipping costs by up to 15%. 
 

 

Implementing Collaboration 

For collaboration to be effective, it must be approached strategically. 
Merchants should consider the following steps: 

• Identify Potential Partners: Look for merchants with 
complementary products or services. 

• Define Clear Objectives: Establish what each party hopes to gain 
from the collaboration. 

• Develop Joint Strategies: Create detailed plans for joint 
marketing, resource sharing, or cross-promotions. 

• Monitor and Adjust: Regularly review the collaboration's 
performance and make necessary adjustments to ensure mutual 
benefits. 



 
 

Conclusion 

The notion that Shopify merchants are in direct competition with each 
other is largely a myth. The real competition lies with the giant sales 
channels that dominate the market. By collaborating, Shopify merchants 
can not only survive but thrive, turning perceived competitors into allies. 
The benefits of such collaborations are clear, and the potential for growth 
and success is significant. Embracing a collaborative mindset will enable 
Shopify merchants to better navigate the competitive landscape and 
achieve greater success collectively. 

Call to Action 

Shopify merchants are encouraged to reach out to fellow merchants, 
explore potential collaborations, and experiment with joint efforts to 
enhance their market presence. By working together, they can create a 
more robust, supportive, and successful e-commerce community. 
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