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1. Organisational Overview
Amazon, which was founded in 1994 as an online bookstore by Jeff Bezos, has since become one of the most dominant technology companies in the world. Amazon has diversified from an e-commerce platform to include other industries, including cloud computing under the name Amazon Web Services – AWS, artificial intelligence, and digital streaming services. This has been a move from a business model to a diversified corporate strategy, which has helped the company leverage value in different industries (Johnson, 2020).
Amazon’s mission, which is “to be Earth’s most customer-centric company,” provides the foundation for the strategic orientation of the company. Yet, the positioning of the company is not without trade-offs, as the customer-centric orientation of the company, which drives the company to be innovative, also raises the complexity and costs of operations, as the need to deliver products quickly to the customers raises the costs of operations, including the costs on the environment.
From a business-level perspective, Amazon adopts an integrated cost leadership and differentiation strategy (Basile, 2025). It gains cost leadership based on economies of scale, logistics, and efficiency, while differentiation is based on convenience, speed, and customer experience. However, Basile (2025) argues that organisations that use a hybrid strategy are likely to be “stuck in the middle,” unless they have strong organisational capabilities. Amazon can avoid this risk due to its technology, data analysis, and logistics, which enable it to provide both cost and value.
At the corporate level, Amazon's diversification into AWS, digital services, and artificial intelligence can be viewed as a related diversification strategy, where different business units share resources and competencies. In this regard, Amazon is less dependent on its traditionally low-margin retail business while still benefiting from synergies between its different businesses (Blomberg, 2026). Diversification, however, also leads to greater organisational complexities.
2. Industry and Competitive Environment
Amazon operates in a fast-cycle market, which involves rapid technological advancements and high competition (Hitt, Ireland, and Hoskisson, 2020). The major competitors of Amazon are:
· Walmart 
· Alibaba Group 
· Microsoft 
· Google 
These companies enjoy high commonality in the market and resource similarity, thus increasing competition between them. For example, Amazon’s AWS competes with Microsoft’s Azure and Google Cloud, while Amazon’s e-commerce competes with Walmart and Alibaba.
However, competition between firms is dynamic, and firms keep taking various strategic actions and reactions. The advantage of one firm diminishes rapidly. For example, Amazon’s AWS was considered a first-mover advantage, but now competitors have developed similar capabilities, thus diminishing the advantage.
Critical Insight:
The diversification of Amazon actually increases its power but also exposes it to competition, hence increasing its complexity rather than its risk. This actually supports the argument that diversification can strengthen and weaken competitive advantage (Sakhartov and Helfat, 2026).
2.1 External Environment Analysis (PESTEL with International Strategy)
The external environment, therefore, emerges as a vital factor in determining the strategic path of Amazon, especially when viewed from the perspective of international business theory. Being a platform-based MNE, Amazon has to constantly grapple with the forces of the macro-environment, while also capitalising on the locational advantages provided by its trans-border nature. The use of the PESTEL framework, combined with international strategy theory, helps in assessing the impact of these forces on Amazon’s bid for a large market, economies of scale, and competitive advantage in a globalised world.
Political and Legal Factors: Regulation and Antitrust
Presently, Amazon is confronted with an unforgiving and often confrontational regulatory landscape. The US, UK, and EU regimes have adopted an increasingly aggressive posture towards "Big Tech."
Gatekeeper Status: Amazon has been classified as a "gatekeeper" under the EU's DMA. This categorisation obligates Amazon to comply with stringent transparency and interoperability requirements for the Marketplace and Advertising businesses with effect from early 2024 (European Commission, 2025).
Expansion of Scrutiny: The regulatory landscape has expanded to include infrastructure. The European Commission launched investigations into cloud services in late 2025. This indicates that AWS is no longer insulated against antitrust scrutiny (Quinn Emanuel, 2026).
Liability of Foreignness (LOF): These regulatory hurdles are likely to amplify the LOF—the inherent disadvantage of foreign firms vis-à-vis domestic firms. Liou (2025) argues that LOF is exemplified by "unfamiliarity costs," "relational hazards," and "discriminatory hazards."
To circumvent these hurdles, Amazon has turned to alternative entry modes. The firm is shifting towards strategic partnership-based entry modes to reduce its regulatory footprint. Amazon is also investing more in AI-based compliance tools to cope with the complex architecture of legal regimes.
Economic Factors: Market Growth and Cost Pressures
Global economic forces are a significant driver of Amazon’s geographic diversification.
Market Expansion: Given the potential of the global e-commerce industry at $7.5 trillion by 2026, Amazon seeks to expand into emerging economies with a growing middle class and a corresponding need for retail and cloud infrastructure (PESTEL-Analysis.com, 2025).
Scale and Learning: Being a global company allows Amazon to spread its high fixed costs over an enormous transactional volume. This provides Amazon with a 'learning advantage' where innovations can be rolled out quickly around the world (Rugman & Verbeke, 2004).
Volatility: While Amazon benefits from being a global company, the company faces considerable headwinds, including exchange rates, inflation, and logistics costs.
Social Factors: The Global-Local Tension
Amazon follows a transnational strategy, trying to address the problem of standardisation and local cultural differences (Bartlett & Ghoshal, 1989).
Convergence and Divergence: Although digital connectivity has created a standard for quick and efficient service, local differences persist in terms of payment and cultural values. Studies indicate that 76% of consumers prefer shopping through local experiences (Lokalise, 2025).
Adaptive Strategy: Speed might not be a critical factor in developing markets, and value might take precedence over quick delivery. Amazon's success lies in its ability to "institutionalise" flexibility, ensuring a quick and efficient global platform and, at the same time, providing its subsidiaries with enough freedom to respond to local consumer psychographics (Andersen, 2025).
Technological Factors: Innovation and R&D
Technology is Amazon's biggest strength and riskiest weakness. Amazon's business environment is described as a "fast cycle" environment.
AI Infrastructure: AWS is expected to invest more than $100 billion in AI infrastructure by 2025 to remain competitive over others like Microsoft and Alibaba (PESTEL-Analysis.com, 2025).
The OLI Framework: Internationalisation helps Amazon leverage "location-specific advantages" like global talent pools and varied R&D centres (Dunning, 1998). However, due to rapid technological advancement, Amazon needs to constantly invest heavily in its business to avoid becoming obsolete.
Environmental Factors: Sustainability as Strategy
However, environmental issues have evolved from being peripheral to central strategic considerations, especially in response to regulatory drivers such as the EU Green Deal.
Reputational Risk: Amazon has faced reputational risks related to its packaging and its huge carbon footprint. To mitigate this, Amazon has become the largest corporate buyer of renewable energy in Europe, with over 230 projects (Amazon, 2026).
Differentiation: Amazon differentiates itself from its peers by exceeding minimum regulatory compliance, thereby using sustainability as a competitive differentiator. This approach also helps to mitigate reputational risk and caters to the growing demographic of "green" consumers and enterprise buyers, who increasingly expect ESG (Environmental, Social, and Governance) criteria to influence their procurement decisions.
Amazon’s international strategy has evolved from one of expansion to one of adaptation, especially through its engagement with the DMA, exploiting economies of scale, and leading investments in AI and green energy, turning what could be threats into sustainable competitive advantages.
2.2 Critical Success Factors and Strategic Challenges
For Amazon to sustain its competitive advantage in global e-commerce, it utilises various Critical Success Factors (CSFs). To begin with, Amazon exploits economies of scale to achieve its cost leadership strategy, thus creating entry barriers for its competitors. In terms of strategy, Amazon adopts a transnational approach, effectively integrating global operating efficiency and market responsiveness (Andersen, 2025). Moreover, Amazon's innovative capacity and market entry mode flexibility, including organic growth and strategic alliances, are crucial for its success in dynamic global markets.
However, Amazon's CSFs face various Strategic Challenges. For instance, Amazon's global coordination is associated with high administrative costs, while its liability of foreignness, including cultural and institutional gaps, creates global expansion threats. In addition, Amazon's intense rivalry with other global players like Alibaba and Walmart, coupled with increasing antitrust laws, hinders its acquisition-based growth strategy.
2.3 Internal Environment Analysis
Amazon's competitive advantage is based on its combination of resources and capabilities.
Resources and Capabilities
Tangible Resources: Amazon's global logistics infrastructure and AWS data centres offer a physical basis for rapid delivery.
Intangible Resources: Amazon's trusted brand, proprietary technology, and vast amounts of consumer data are difficult to replicate and critical for personalising consumer experiences.
Capabilities: Amazon's strength in transferring knowledge across borders, data-based decision-making, and supply chain management enables it to leverage its resources effectively across different markets (Barney, 1991).
Core Competencies
Amazon's core competencies lie in its customer-centric business model, which enjoys significant "network effects," and its digital infrastructure through AWS, which provides a standard platform for global operations (Schmeisser et al., 2026). Its value chain is highly integrated, connecting its logistics to its personalised marketing and after-sales service.
2.4 VRIO and International Strategy
An evaluation of Amazon’s resources through the VRIO framework highlights its sustained competitive advantages:
	Resource/Capability
	Valuable
	Rare
	Inimitable
	Organized
	International Relevance

	Global Logistics
	✔
	✔
	✔
	✔
	Enables worldwide scale

	AWS Infrastructure
	✔
	✔
	✔
	✔
	Facilitates global integration

	Data Analytics
	✔
	Moderate
	✔
	✔
	Drives global learning

	Brand Reputation
	✔
	✔
	Moderate
	✔
	Lowers market entry barriers

	Innovation Capacity
	✔
	Moderate
	✔
	✔
	Fuels local adaptation



Critical Insight: Amazon’s greatest strength lies in the transferability of its core competencies. Unlike domestic-centric firms, Amazon has the advantage of exporting its logistics and analytical frameworks to other jurisdictions, thereby reaping economies of learning.


2.5 Internal Strengths and Competitive Advantage
Amazon's competitive advantage is sustained through an integrated global network and locational advantages in terms of speed and cost of delivery. By utilising its core competencies on a global scale, Amazon is able to achieve synergies to enhance its market position.
Critical Evaluation: Amazon's internal environment is strong, but it is faced with "the perils of scale." Bureaucracy in large organisations, a possible overreliance on technology, and increased regulatory pressures in the EU and US mean Amazon needs to achieve greater strategic flexibility.
The organization needs to continue to fine-tune its global standardized power in relation to the more localized demands of international consumers.
3. CSR and Sustainability Objectives
Corporate Social Responsibility (CSR) and sustainability have emerged as major factors for the strategic positioning of Amazon, especially with the increasing demands and pressures faced by organizations in the global environment. The CSR strategy for Amazon is primarily communicated through its Climate Pledge, investments in renewable energy, and its commitment to becoming net-zero carbon by 2040.
From a strategic perspective, the sustainability goals for Amazon are highly consistent with its business strategy and competitive approach. For example, investments in electric vehicles, energy-efficient data centers, and optimizing logistics and supply chains are not only sustainable but also improve operational efficiency and cost reduction, thus maintaining its cost leadership strategy. This is a clear example of creating shared value through its CSR strategy.
In addition, the large scale of Amazon allows the company to take advantage of location-specific strengths in its sustainability drive, such as using renewable energy sources in areas where they are most cost-effective. This is consistent with its global strategy, as sustainability is incorporated into its global operations while maintaining efficiency.
A critical analysis, however, shows that Amazon’s CSR strategies have some inconsistencies with its operations. The company has, over the years, been criticized over its carbon footprint, packaging, and labor conditions in its fulfillment centers. There are implications that the integration of CSR is not as thorough as the company suggests.
Furthermore, Amazon’s rapid expansion and focus on speedy delivery might also undermine its sustainability goals, especially in terms of its carbon footprint from logistics activities.
Despite these limitations, Amazon’s CSR strategy plays a vital role in its long-term competitive advantage, especially in terms of brand image, regulatory compliance, and innovation.
In conclusion, while CSR has become more aligned with Amazon’s strategic goals, its success ultimately relies on its ability to fully integrate sustainability into its value chain.
4. Comprehensive and Holistic View of the Organisation
The Balanced Scorecard, developed by Robert Kaplan and David Norton (1992), offers a complete approach to measuring organisational performance by incorporating both financial and non-financial measures. This approach is particularly relevant to Amazon, considering its complex international activities and focus on long-term strategic competitiveness. Its mission statement, “the world’s most customer-centric company,” is evident throughout all four perspectives.
4.1 Financial Perspective
Amazon’s financial objectives are centered on revenue growth, cost efficiency, and long-term value creation, which are consistent with the company’s cost leadership and internationalisation strategy.
KPIs and Targets:
· Revenue Growth Rate (target: Sustained global expansion) 
· Operating Margin (target: Gradual improvement despite cost pressures) 
· AWS Contribution (target: Increasing proportion of total profits) 
· Fulfilment Cost Per Order (target: Continual reduction)
Initiatives:
· Entering new emerging markets abroad
· Making investments in automation and AI-based logistics
· Diversifying into high-margin digital services
Critical Insight:
Although this strategy would ensure dominance for a longer time, it would put pressure on short-term profitability because of high investment costs and increasing operational costs abroad.
4.2 Customer Perspective
The customer perspective is an integral part of Amazon's overall strategy, and the focus is to ensure that customers derive high value through convenience, low prices, and fast delivery. This is directly related to its overall strategy of cost leadership and differentiation strategy, helping the firm sustain its customer base.
KPIs and Targets:
· Customer Satisfaction Scores (Target: Continuous Improvement)  
· Delivery Speed (Target: Increase Same-Day/Next-Day Delivery)  
· Customer Retention Rate (Target: High Repeat Purchase Rate)  
· Amazon Prime Membership (Target: Sustained Global Growth)  
Initiatives:
· Expansion of Prime Services to International Markets  
· Development of Last-Mile Delivery Infrastructure  
· Use of Data Analytics to Personalise Customer Experiences  
Critical Insight:
The focus on improving customer experiences is a positive step for the firm, but the emphasis on fast delivery may have a negative impact on the environment.
4.3 Internal Business Processes Perspective
Amazon's internal processes have been structured to achieve maximum efficiency, scalability, and innovativeness, all of which are critical for maintaining competitive advantage in global markets.
KPIs and Targets:
· Order fulfilment cycle time (target: Continuous improvement)  
· Inventory turnover (target: Efficiency improvement)  
· Supply chain cost efficiency (target: Cost minimisation)  
· Number of new product/service launches (target: Continuous innovation)  
Initiatives:
· Implementation of robotics and AI in fulfilment centres  
· Integration of global logistics and supply chain systems  
· Expansion of AWS infrastructure  
Critical Insight:
Though Amazon's processes have been highly efficient, achieving economies of scale and location, global complexities may affect its flexibility.

4.4 Learning and Growth Perspective
The learning and growth perspective is the foundation behind the success of Amazon over the long term, as the company focuses on innovation, employee development, and technological advancements. This is especially important in fast-cycle markets, as the company must adapt and change frequently.
KPIs and Targets:
· R&D expenditure (Continuous increase) 
· Employee productivity and retention (Improvement) 
· Innovations and patents (Continuous growth) 
· Technology adoption (Rapid adoption) 
Initiatives:
· Investment in AI, cloud computing, and automation technologies 
· Training and development programs for employees 
· Promoting an innovation culture and experimenting 
CrPolitical Insight:
Innovation is an important factor in the long-term success of the company, and workforce and scale issues could affect the success of the innovation capabilities.
CrPolitical Evaluation
The Balanced Scorecard clearly illustrates how Amazon effectively utilises its financial and non-financial measures to achieve its strategy. There is a high level of alignment between all four measures:
· Financial performance is driven by global expansion and economies of scale
· Customer focus reinforces its value proposition and market positioning
· Internal processes enable efficiency and global integration
· Learning and growth underpin its commitment to innovation and flexibility
However, there are tensions in its strategy. Its focus on cost efficiency and speed may be at odds with its sustainability agenda, and its global expansion creates issues of organisational complexity.
The Balanced Scorecard clearly illustrates how Amazon's strategy is fully integrated, enabling it to leverage its competitive advantage while dealing with the challenges of operating in an ever-changing global environment.
5. Strategic Choices and Implementation 
Strategic decisions affect how an organisation seeks to position itself for competitive advantage. In the case of Amazon, business-level and corporate-level strategies are crucial for maintaining its position in highly competitive global markets.
5.1 Business-Level Strategic Choices
At the business level, organisations usually have to make a choice among cost leadership, differentiation, focus, and an integrated approach. Amazon primarily follows an integrated cost leadership and differentiation strategy.
The cost leadership strategy of Amazon is based on:
· Economies of scale through its global presence
· Efficient logistics and supply chain systems
· Optimising its processes
On the other hand, the differentiation strategy is also followed by Amazon through:
· Fast and timely delivery
· Personalised experience through data analytics
· Innovative services through AWS and digital platforms
Evaluation of Strategic Choice:
This is a highly effective strategy, especially for fast-cycle markets, as Amazon is able to adapt and change its response to competitive demands while still maintaining a high level of customer value.
Recommendation:
I would recommend that Amazon continue to use its integrated cost leadership/differentiation strategy, as this is consistent with its core competencies and is also relevant to its global and customer-focused approach.
[bookmark: _GoBack]Although Basile (2025) suggests that organizations have to make a choice between cost leadership and differentiation, this is something that Amazon is doing, and its integrated strategy is a challenge to this approach. Johnson et al. (2020) also indicate that this is a difficult strategy to maintain, and this may have significant implications for Amazon.
Critical Insight:
However, sustaining this strategy requires continuous investment and innovation; failure to balance cost efficiency with service quality could result in being “stuck in the middle.”
5.2 Corporate-Level Strategic Choices
At the corporate level, Amazon's diversification and international strategy are crucial for its long-term growth.
Diversification Strategy
· Amazon has diversified its operations into various industries, including:
· Cloud computing (AWS)  
· Digital streaming  
· Smart devices and AI  
This can be classified as a related diversification strategy, where different businesses have some common resources and capabilities, like technology and data analysis.
Evaluation
Diversification has increased Amazon's market power and minimized its dependence on the online retail market. AWS generates high-margin revenues, thus providing a counterbalance for its low-margin retail operations.
International Strategy
Amazon's global operations can be classified as a combination of global and transnational strategies.
Key benefits:
· Market size  
· Economies of scale  
· Location advantages  
Recommendation
Amazon should continue to develop its transnational strategy because it allows the company to:
· Standardize operations where possible  
· Be responsive to host markets where possible  
Critical Insight
Despite its high benefits, transnational strategy is considered complicated and hard to manage, especially in terms of coordination at a global level (Andersen, 2025).
5.3 Strategic Change and Implementation
Amazon has shown excellent ability in managing strategic changes, having transformed from an online bookstore to a technology giant. This is an example of excellent strategic leadership and dynamic capabilities.
Examples of successful changes include:
· Transition to cloud computing
· Expansion into international markets
· Introduction of state-of-the-art technology, e.g., AI and automation
These changes have helped Amazon improve its competitive advantage and stay relevant in the ever-changing business world.
Evaluation of Change Management
Amazon's change management strategy includes the following attributes:
· Innovativeness
· Willingness to invest heavily in emerging opportunities
· Strategic thinking
· This is an example of fast-cycle markets, where businesses have to stay agile to remain competitive.
However, Amazon also faces some challenges, such as:
· Increased complexity due to international expansion
· Resistance and criticism over labor practices
· Difficulty in managing multiple markets
Impact on Strategic Implementation
Effective change management has helped Amazon successfully implement its strategies through:
· Alignment of resources and capabilities with strategic goals
· Leveraging technology to improve efficiency
· Maintaining a strong focus on customers
Critical Insight:
Although Amazon has been successful, its size and complexity might pose implementation problems, especially in terms of achieving global integration and local responsiveness.
Overall Evaluation
The strategic decisions made at the business and corporate levels are highly consistent and mutually supportive. The business strategy is consistent with the expansion strategy, and the diversification strategy is consistent with the financial performance.
However, to sustain its success, Amazon would need to manage complexity, innovate, and respond to external influences.
6. Strategic Evaluation and Recommendation
Strategic evaluation is important in ascertaining whether the organisation’s strategy is effective in attaining sustainable competitive advantage. Regarding Amazon, various tools like SWOT analysis and Ansoff Matrix are important in understanding the strategic position of the organisation and the future strategy of the organisation.

6.1 SWOT Analysis
A SWOT analysis helps identify Amazon's strengths and weaknesses, as well as its opportunities and threats.
Strengths and Weaknesses (Internal Factors)
Amazon's strengths are:
· Brand and customer loyalty worldwide
· Superior logistics and supply chain operations
· Market leadership in cloud computing through AWS
· Data-driven innovation and decision-making
On the other hand, its weaknesses are:
· Low profit margins in its core retail business
· High operational and logistics costs
· Organisational complexity
· Reputation issues related to its labor policies
Critical Insight:
Amazon's strengths have enabled the company to maintain its market position, but its cost structure and scale could affect its profitability.
Opportunities and Threats (External)
Amazon has an environment which has many opportunities, including:
· Opportunities in emerging international markets
· Opportunities in the cloud computing services industry
· Opportunities in the e-commerce industry due to increasing demand in the global market
On the other hand, Amazon has many threats, including:
· Threat of competition from other companies, including Walmart Group and Alibaba Group
· Threat of regulatory action, including antitrust action
· [image: ]Sustainability and environmental expectations 
Critical Insight:
The external environment offers strong growth potential, but increasing regulatory and competitive pressures may constrain Amazon’s strategic flexibility.
6.2 Ansoff Matrix Analysis
The Ansoff Matrix would be useful in assessing Amazon's growth strategies based on four parameters.
Market Penetration
Amazon continues to increase its market share in existing markets through pricing strategies, membership of Amazon Prime, and enhanced delivery systems.
Market Development
The company is entering new markets in different geographic locations, especially in emerging economies, to expand its customer base.
Product Development
Amazon is launching new products, such as products based on AI technology and enhancements to AWS, for its innovation-based growth strategy.
Diversification
[image: ]Amazon’s entry into new industries (e.g., cloud computing, digital streaming) represents diversification, reducing reliance on retail operations.

Critical Insight:
Amazon actively operates across all four Ansoff strategies, which supports growth but also increases strategic complexity and risk.

6.3 Strategic Recommendations
On the basis of the evaluation, some strategic recommendations are being made to further improve Amazon’s competitive advantage.

1. Strengthening Sustainability Integration
Amazon must integrate sustainability into its strategy, especially with regard to logistics and supply chain management.
Reasoning
Sustainability is becoming an important factor for gaining competitive advantage. Also, sustainability is in line with the expectations of stakeholders. Amazon has made sustainability promises with regard to transportation. These include fleet efficiency improvement, fuel usage, and electric and alternative fuel vehicles globally (Amazon Sustainability, 2026).
Example
Amazon has achieved the milestone of delivering 100 million packages across Europe using electric cargo bikes, electric mopeds, and push carts. Moreover, Amazon is planning to introduce 25 more hubs across the region in 2026. Amazon is also on track to more than double its electric heavy trucks in Europe by the end of 2026, with a commitment of spending €1 billion on decarbonization (Electrive, 2026).
2. Enhance Regional (Transnational) Strategy
On the basis of the evaluation, some strategic recommendations could be made to further strengthen the competitive advantage of Amazon.
Amazon could further develop its transnational strategy, balancing global efficiency and local responsiveness (Andersen, 2025).
Justification: As discussed in the module, transnational strategies help the company attain economies of scale as well as local adaptation, which is important in the international market because of its diversity.
Example: Localisation services in the international market are not only restricted to translation but also include cultural adaptation, which extends to local tax compliance, local regulation, and localised fulfilment operations (Repricer, 2026). Local adaptation is important, especially in the case of emerging markets.
3. Focus on High-Margin Business Segments
From the evaluation, some strategic recommendations can be made to boost Amazon’s competitive advantage.
Amazon should maintain its focus on high-margin segments, including AWS and digital services.
Justification: Corporate strategy theory suggests that diversification into related high-margin segments is likely to boost corporate profitability and mitigate risk. High-margin segments, including AWS and digital services, now generate nearly 60% of Amazon's revenue and are growing faster than the low-margin retail segment (247 Wall St., 2026a). AWS generated $35.6 billion in revenue in Q4, growing 24% year-over-year, and generated a 35% operating margin while reaching an annualised revenue run rate of $142 billion (Global Data Center Hub, 2026). AWS is likely to boost Amazon's profitability as the company continues to expand and utilise its proprietary Trainium3 chips, generating high-margin cloud and artificial intelligence revenue from its dominant platform (AInvest, 2026).
4. Improve Operational Efficiency and Cost Control
From the evaluation, some strategic recommendations can be made to improve Amazon’s competitive advantage.
Firstly, Amazon should invest more in automation technologies and AI to reduce operational costs. Amazon should invest in carbon-neutral last-mile delivery in its top 10 global markets in five years. This will reduce regulatory risk while increasing differentiation among environmentally conscious consumers.
Justification: This will support Amazon’s cost leadership strategy. Amazon will reduce rising logistics and labor costs. According to McKinsey & Company, companies that use AI at scale will increase cash flow by up to 20% while reducing operational costs by up to 30% (Forefront Technology, 2026). Amazon has moved beyond peak tariff risk and is now structurally lowering costs with the integration of generative AI into logistics infrastructure. These are improvements to the efficiency of automation technologies in the fulfillment network. Under CEO Andy Jassy, Amazon has transitioned to an operational excellence model, increasing the ratio of individual contributors to managers by 15% in late 2025 to eradicate corporate bloat (FinancialContent, 2026).
5. Address Organisational Complexity
Amazon should consider streamlining its organisational structure in order to enhance better coordination in its global operations.
Justification: As organisations expand, organisational complexities may act as barriers to organisational efficiency and effectiveness in implementing organisational strategies. Amazon’s organisational structure has been instrumental in facilitating organisational growth globally, where regional divisions help generate intelligence on the specific needs of each region, and the global structure ensures that all divisions align with the core philosophy, mission, and vision statements (Edraw AI, 2026). Nevertheless, managing organisational complexities remains a strategic challenge. Amazon has strategically positioned recent massive workforce retrenchment as a pivot towards implementing artificial intelligence in operations, where executives believe that AI will help generate products faster and leaner decision-making (AICerts, 2026a). Amazon’s restructuring process implies more than just workforce reduction; rather, it implies a strategic shift towards a leaner, faster, and more AI-driven operational strategy (ContentGrip, 2026).
Overall Evaluation
Amazon has a strategy currently, and this strategy has been successful, incorporating cost leadership, differentiation, diversification, and internationalization strategies. However, its long-term sustainability hinges on its ability to cope with complexity, respond to outside pressures, and continuously innovate. Its reliance on scale may indicate a strategic rigidity, which might prevent Amazon from adapting rapidly to a regulated and culturally unique environment.
Amazon, through its sustainability strategy, transnational strategy, and operational efficiency, can sustain and improve its competitive advantage in a changing global environment. Amazon has committed $200 billion in capital expenditure for 2026 to build AI infrastructure before its customers even demand it, front-loading its spend to retain cloud leadership (247 Wall St., 2026b).
7. Reflective Account of the Research, Analysis and Preparation Process 
1. Description
In developing the previous section of this assessment, I undertook an in-depth strategic analysis of Amazon as a multinational entity. This was a complex process, requiring research into Amazon’s organisational background, industry environment, internal abilities, and strategic positioning using relevant strategic management theories.
I first undertook research into relevant theories and concepts, such as corporate strategy, competitive rivalry, and international strategy, through academic research, lecture materials, and reliable online resources. I then undertook a strategic analysis of Amazon, considering its diversification into cloud computing, digital streaming, and e-commerce.
In order to structure the analysis process, I divided the project into various sections, which included the organisational overview, PESTEL analysis, internal resource and capability analysis (using the VRIO model), SWOT analysis, Balanced Scorecard analysis, and strategic recommendations. Each model was applied to a different aspect of the analysis of the strategy of Amazon.
In the process of writing the report, the various sections of the report were written individually and then integrated into a single report. Moreover, the analysis was conducted with the aid of theoretical concepts of the module, which included transnational strategy, economies of scale, fast-cycle markets, and the liability of foreignness.
2. Feelings
In terms of how I felt during the task, I would say that when I first started, I felt a bit overwhelmed by the scope and depth of the assignment. This was especially true when I was presented with the task of applying a variety of different strategic frameworks to one organization.
However, as I progressed through the research phase, I felt much more confident and comfortable with how I was approaching the assignment. This was especially true when I came to understand more about the nature and scope of Amazon, and how I could use theory to interpret this.
In terms of how I felt during the writing phase, I would say that I felt much more in control and comfortable with how I was approaching the assignment, especially when it came to structuring the report and presenting my ideas in a logical and coherent manner.
However, there were times when I felt a bit uncertain, especially when interpreting frameworks such as VRIO and Balanced Scorecard, and ensuring that I provided a critical insight, rather than simply describing a framework.
3. Evaluation
There were various aspects of this process that went well. One of the main aspects was my ability to organize this process of assessment within a structured format based on various strategic frameworks. It was possible for me to effectively analyze Amazon based on various aspects, including its external environment (PESTEL analysis), internal environment (resources and capabilities, VRIO analysis), and strategic decisions (SWOT analysis and Ansoff Matrix analysis).
Another effective aspect of this process was my ability to effectively integrate theory with practice. For example, it was possible for me to effectively relate the concept of fast cycle markets with Amazon's requirement for constant innovation and adaptation.
However, there were various aspects of this process where I was not entirely effective. One of the main aspects was my requirement for more time to effectively integrate various aspects of information, considering various sources. For example, it was more difficult than expected to effectively apply various aspects of VRIO analysis and Balanced Scorecard analysis, considering my requirement for this analysis to be more critical than merely descriptive.
It was also more difficult than expected to effectively integrate various aspects of this analysis, considering my requirement for consistency throughout this process.

4. Analysis
This experience underscored various aspects of academic study and strategic analysis. One was the significance of utilizing structured frameworks for information organization. These frameworks, like PESTEL, SWOT, and VRIO, offered a systematic approach to analyzing Amazon's strategic position, thus making the overall exercise more manageable.
Secondly, I realized the importance of critical thinking in academic writing. Rather than merely presenting information about Amazon's operations, I had to critically evaluate its strategic implications. For example, while analyzing Amazon's diversification strategy, I considered its advantages and disadvantages. These advantages included risk minimization and increased revenues, while disadvantages included organizational complexities and regulatory pressures. In this respect, my analysis was more in line with critical evaluation than descriptive reporting.
Thirdly, this exercise helped me realize how external and internal factors interact to affect strategy. For example, Amazon's global expansion is affected by political, economic, and regulatory factors like PESTEL analysis, while its success is dependent on its internal capabilities like logistics and data analysis. In this respect, this exercise helped me develop a more holistic approach.
Another significant realization was the need to ensure alignment between different parts of the analysis. For instance, internal strengths identified in the VRIO analysis, like AWS and logistics, directly supported the strategic recommendations and Balanced Scorecard perspectives. This further validated the notion of an interconnected approach to strategic analysis, rather than a fragmented one.
5. Conclusion
Ultimately, Amazon’s strategy is still highly effective, though increasingly precarious, given the rising pressures of regulation, environment, and complexity that threaten its capacity to sustain its competitive advantage over time.  Overall, the process of researching, analysing, and preparing this assessment has significantly enhanced my understanding of strategic management concepts and application within a real-world context. It provided me with experience in utilising a range of analytical tools to effectively evaluate a complex multinational entity, as well as a more critical approach to academic writing.
I also became aware of the need for planning, organisation, and revision to ensure a high-quality academic submission is produced. While the task was at times challenging, especially in relation to synthesis and criticality, it was a highly beneficial experience for my analytical and research capabilities.
6. Action Plan
In future assignments, I plan to incorporate a number of improvements based on what I learned from this experience:
More effective planning: I plan to spend more time initially outlining how each framework will be used and how they fit together.
More efficient research strategy: I plan to improve how I use keywords and research materials earlier on to save time filtering through unnecessary information.
More critical analysis: I plan to focus more on critical analysis and less on description, ensuring that each framework has its pros and cons.
More effective linking among different parts of the analysis.
More drafting and review: I plan to start drafting and reviewing earlier to give myself enough time to improve and perfect my assignment.
These improvements will not only make me a more efficient research process, but they will also improve the quality of my academic work in future assignments.
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