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[bookmark: _Toc233187044]Executive Summary
Amazon.com, Inc. is the largest internet retailer globally and is considered one of the most valuable firms in the world with net sales of $716.9 billion made in 2025, which is 12% higher than the previous year, and net income of $77.7 billion (Amazon, 2026a). The cloud computing division of Amazon, Amazon Web Services (AWS), generated sales of $128.7 billion in 2025, which grew by 20% compared to the previous year, along with an operating income of $45.6 billion. The target of Amazon to become 'Earth's most customer-centric firm' makes the company invest in delivery speed, pricing, and selection, which can be observed through its Prime membership program in 2025 (Amazon, 2026b).
However, apart from the operational success it enjoys, Amazon is facing an increasingly important and serious strategic problem in relation to customer support, that is, a growing trust gap emanating from the internal contradictions of its marketplace business model. In September 2025, Amazon agreed to settle a Federal Trade Commission (FTC) lawsuit against it for $2.5 billion – that includes a $1 billion fine and $1.5 billion compensation to about 35 million customers – for employing "deceptive dark patterns" to sign up consumers for Prime services and making cancellations difficult (Fortune, 2025; Time, 2026). At the same time, the credibility of the review system of Amazon – the basis on which customers make purchases on the platform – has been undermined through fake reviews, and Amazon has blocked over 275 million suspicious fake reviews in 2024 alone (Amazon, 2025a). A consumer class of about 288 million people was certified by a U.S. District Court in August 2025, claiming that the policies of Amazon's (DCF Modeling, 2025).
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[bookmark: _Toc233187045]1. Introduction
Amazon.com, Inc. was established in 1994 by Jeff Bezos as an online retailer of books and has since grown to become a multinational technology company. The main reportable segments of Amazon include North America (Retail, advertising, and subscription services), International (Global Retail and Advertising), and AWS (Cloud and AI services). North America revenues for 2025 stood at $426.3 billion, International at $161.9 billion, and AWS at $128.7 billion (Amazon, 2026). Advertising revenues, the fast-growing, high-margin fourth revenue stream, were worth $17.7 billion in Q3 2025, up 22% year on year (Amazon, 2025).
Amazon has an operational philosophy based on the Day One philosophy of its CEO, Andy Jassy. In his 2024 shareholder letter – in which the word "customer" comes up 88 times – he explains this philosophy thusly: 'Whatever we're contemplating building has to be focused on solving a real customer problem or meaningfully improving a customer experience' (Mittameedi et al., 2025). This philosophy is practiced through Amazon's Leadership Principles, specifically through Customer Obsession, where the needs of the customer are the starting point of all decision-making processes.
Amazon Prime, introduced in 2005 and giving free two-day delivery on one million products, has become one of the most successful subscription offers in business history; now including free delivery of more than 300 million products, streaming videos and music, prescription delivery, and groceries (Amazon, 2026). Annual membership costs $139 or $14.99 monthly in the United States. Amazon Prime is integral to Amazon's flywheel because Prime members have higher lifetime values compared to non-Prime members and shop much more often.
In contrast, the time period from 2023 to 2025 has brought forth inconsistencies between the proclaimed customer obsession and customer experience design at Amazon. These inconsistencies are seen through the FTC’s $2.5 billion dark pattern settlements on Prime, the antitrust cases being faced by Amazon, the rise in the fake review dilemma due to the use of generative AI, and the class-action lawsuit that represents 288 million customers.


[bookmark: _Toc233187046]2. Strategic Analysis
[bookmark: _Toc233187047]2.1 External Analysis: PESTEL Framework
Political
Amazon is operating in a time of unprecedented regulation and political scrutiny. In the United States, the Federal Trade Commission (FTC) sued Amazon in 2023 for monopolising the online marketplace by engaging in anti-competitive behaviour, with the bench trial set for June 2025 (Federal Trade Commission 2025). On the other hand, the FTC's record-breaking $2.5 billion Prime settlement that occurred on the second day of the jury trial on 25 September 2025 involved the largest-ever civil penalty for a violation of FTC rules, binding Amazon's behaviour for ten years and appointing an independent compliance monitor (Alston & Bird, 2025). The certification of a class in the De Coster antitrust case involving roughly 288 million consumers in the United States by a U.S. district court in August 2025 is an enormous potential liability.
In Europe, the Digital Markets Act (DMA) classifies Amazon as a 'gatekeeper' such that the EU Commission can fine it 10% of its total worldwide turnover in case of violations linked to the promotion of Amazon's products on the marketplace (Alston & Bird, 2025).
Economic
The macroeconomic climate in the world in 2024–2025 saw moderate inflation, a resilient yet conservative U.S. consumer, and considerable currency fluctuations in the international market (Amazon, 2026). The fact that in 2025 Amazon achieved 12% revenue growth to $716.9 billion is proof of the resilience of its diversified business model. On the other hand, free cash flow dropped to $11.2 billion for the trailing twelve months to December 2025 because of the increased investment of $50.7 billion for the year from the previous one into purchases of property and equipment, mainly for the development of the AI infrastructure (Amazon, 2026). Thus, the capital investment required for this ambitious project shows how committed Amazon is to the belief that AI will be the main arena of competition for the next ten years (Klover.ai, 2025).
Amazon's largest retail competitor, Walmart, had $681 billion of revenue in fiscal year 2025 with 20.8% eCommerce growth. The fact that Walmart now delivers orders within three hours via stores to 93% of the U.S. population for food, general merchandise, and prescriptions is the most serious structural threat to Amazon's speed of delivery competitive advantage in a decade (Walmart, 2025).
Social
The expectations of consumers in terms of digital commerce have been radically transformed – mostly by Amazon. Same-day and next-day delivery, easy returns, smooth one-click checkout, and personalized recommendations are no longer competitive advantages but have become minimum expectations. American Customer Satisfaction Index (ACSI) awarded 83 points out of 100 to Amazon in 2025 – a very decent result by industry standards, but one that cannot be spared from structural problems of trust (Statista, 2025). Increasing awareness of dark patterns, algorithmic manipulation, and fake reviews has made the era when trust was something taken for granted gone.
The emergence of fake reviews generated using AI technology increases social risks significantly. As mentioned in International Business Times (2025), AI now allows for the production of fake reviews on an industrial scale, which undermines the review system, the main way of establishing trust for purchase decision making among over 350 million products listed on Amazon. According to a study by Vial (2021), about 42% of Amazon reviews are fraudulent. According to the enforcement actions taken by Amazon, this problem was not significantly resolved until 2025.
Technological
Amazon's technology strategy for 2025 relied heavily on generative AI. In February 2025, Amazon announced Alexa+, which is the next-generation AI personal assistant based on large language models, available for free use by Prime members (Amazon, 2025). Alexa+ had amassed over one million users by Q3 2025 and was scheduled for international deployment in France, the UK, Spain, and Germany in 2026 (Amazon, 2026). Amazon's AI shopping assistant, Rufus, catered to 250 million customers in Q3 2025, with customers being 60% more likely to make a purchase, generating an estimated additional $10 billion per year in retail sales (AInvest, 2025).
Amazon's AI and cloud computing engine, AWS, doubled its investment in the AWS Generative AI Innovation Centre in 2025 and was also utilizing agentic AI internally for inventory placement in the fulfilment network, demand forecasting, and automation of sales and marketing (AWS, 2025). Amazon's Nova AI family of models and the SageMaker platform power Amazon's internal operation and the AI services offered to more than 1.3 million third-party sellers who used generative AI in making product listings in 2025 (Papastamoulou and Antonopoulos, 2025). 
Environmental
While Amazon's environmental efforts have been impressive, there are questions about whether they go far enough. For instance, in 2024, Amazon decreased package weight per shipment by 6.6% across the globe and spent more than $1.2 billion on renewable energy investments with the aim of having 100% renewable energy usage in all operations by 2025 (Suvarna, 2026). Nonetheless, in 2024, the amount of carbon emissions recorded by Amazon was 74.6 million metric tons of CO2e – a number which environmental bodies claim is an underestimate due to Scope 3 emissions by millions of sellers through the company's supply chain (Mittameedi and Dogra 2026). Amazon's AI data centre growth plans are at the core of the conflict between technology and the environment.
Legal
The legal environment is the most relevant external risk dimension for Amazon. Apart from the FTC's $2.5 billion Prime settlement and the upcoming antitrust trial against Amazon, there is the 288 million customer class suit regarding inflated prices on the Amazon Marketplace, possible violation of EU Digital Markets Act regulations, GDPR compliance requirements for the company's personalization and advertisement practices, and FTC's investigation of Amazon's AI collaborations, including the formal investigation of the Amazon-Anthropic partnership opened by the FTC in January 2024 with an early 2025 FTC staff report indicating potential market lock-in concerns (Klover.ai, 2025). In the Q3 2025 quarter, Amazon announced that it had incurred a $2.5 billion settlement cost and a $1.8 billion severance cost related to planned job cuts, bringing down the expected $7.3 billion North American operating income to $4.8 billion (Amazon Q3, 2025).
[bookmark: _Toc233187048]2.2 External Analysis: Porter's Five Forces
Porter's Five Forces (Porter, 1980) provides a structured assessment of Amazon's competitive positioning within its primary e-commerce and marketplace environment.
Threat of New Entrants: Low to Moderate
Entrance barriers to the international e-commerce business for an Amazon-sized business are astronomically high – the investments necessary to duplicate the infrastructure of Prime, AWS, and Alexa would be unfeasible for most rivals. Yet in some niches – grocery delivery, second-hand products, social commerce – specialized competitors like TikTok Shop, Temu, and Shein have shown themselves capable of gaining consumer attention quickly, especially amongst younger people. Antitrust efforts of the FTC will paradoxically reduce long-run barriers to entry by reducing Amazon's ability to compete through certain means.
Bargaining Power of Suppliers: Moderate
Suppliers of Amazon work in a very complicated and asymmetric fashion. In its first-party retail division, Amazon's large size grants it considerable bargaining power with regard to product suppliers. Yet in its third-party marketplace, which made up 62% of all unit sales in 2025 (Hassan et al., 2025), Amazon depends on independent sellers. Amongst other charges, the FTC antitrust case includes allegations that Amazon's policies coerced third-party sellers not to offer lower prices in competing marketplaces, thereby reducing sellers' bargaining power while increasing risks: third-party sellers unhappy with Amazon's services and engaged in fraud harm the customers and Amazon's reputation.
Bargaining Power of Buyers: Moderate but Rising
Although there are many switching costs involved in Prime, such as purchase history, personal recommendation system, integration with Alexa ecosystem, streaming subscriptions, and convenient deliveries, the FTC settlement sheds light on the negative aspect of this strategy: Amazon admitted to using these switching costs to its advantage by making cancellation of subscriptions deliberately difficult through the settlement. According to Beyari (2025), the settlement proves that 'manipulative design is now illegal, not just unethical', and that it comes with a ten-year conduct order. The buying power is strengthened by same-day delivery options at Walmart and the rise of alternative platforms such as TikTok Shop, whose U.S. gross merchandise value in 2024 was estimated at $20 billion (industry estimates).
Threat of Substitutes: High
Substitution threats faced by Amazon manifest themselves in various ways. For instance, in the retail segment, brick-and-mortar outlets, especially for products that require immediate assessment, such as fresh groceries, have maintained their market share despite the introduction of a three-hour delivery service by Walmart, which now covers 93 percent of American homes (Walmart, 2025). As far as cloud computing is concerned, Google Cloud and Microsoft Azure can be considered as potential substitutes for AWS, with both generating revenues at a similar pace. In the AI assistant segment, OpenAI's ChatGPT voice mode and Apple's Siri provide strong competition to Alexa+ (Klaus and Maklan 2023). The biggest threat of substitution comes from customer service because of the untrustworthiness of Amazon interfaces due to fake reviews and dark patterns.
Competitive Rivalry: High
Amazon encounters intense competition throughout all its businesses. In terms of e-commerce, the fact that Walmart has posted a 20.8% growth globally for FY2025 in e-commerce and 28% growth in the U.S. market through an omnichannel store network makes it Amazon's toughest competitor (Walmart, 2025). In cloud computing, Amazon faces tough competitors, especially Microsoft Azure and Google Cloud, although Amazon Web Services' (AWS) 20% growth in 2025 was excellent performance. In advertising, which is fast becoming Amazon's most profitable business, Amazon competes against Google, Meta, and TikTok for ad revenues.

[bookmark: _Toc233187049]2.3 Internal Analysis: Resource-Based View (RBV)
Barney's (1991) VRIN framework identifies Amazon's most strategically significant resources as those that are Valuable, Rare, Inimitable, and Non-substitutable.
Fulfilment Network: The logistics network of Amazon that consists of thousands of Fulfilment Centres, sort centres, delivery stations, and an expanding fleet of proprietary last-mile deliveries is the costliest and most difficult to imitate resource ever built by any business firm. In 2025, this network made 13 billion shipments same day or next day across the world, which marked an increase of 44% from 2024 and saved an average of $550 per year in delivery fees for the U.S. prime members, as well as 64 trips to stores (Amazon, 2026).
AWS and AI Infrastructure: Revenue of $128.7 billion and operating income of $45.6 billion in 2025 support the AI investment initiative and provide the necessary technology for all the innovations from Amazon (Amazon, 2026). The combination of proprietary AI processors like Graviton and Trainium, along with the family of AI models Nova AI, SageMaker, Amazon Bedrock, and Generative AI Innovation Center, creates a virtuous cycle of innovation that becomes increasingly difficult to imitate by even well-funded competitors. (Amazon, 2025).
Prime Ecosystem: Not only is Prime an effective delivery subscription, but it is an ecosystem of products and services, including retail, entertainment (Prime Video), music (Amazon Music), gaming (Prime Gaming), pharmacies (Amazon Pharmacy), and finally AI assistance (Alexa+). Such bundling creates sticky effects and allows for gathering various types of data from purchasing, consumption, and daily activities used for personalisation. Nevertheless, as seen in the FTC agreement, such stickiness also created a motivation to build customer journeys in a way that would prioritize retention over customers' benefits.
Data and Personalisation Capabilities: Customer data Amazon has accumulated through years of operation, including purchase history, browsing behavior, shipping preferences, and now interactions with Alexa and Echo devices, can be regarded as a strategic asset of enormous value. The 60% increase in purchases made by Rufus AI shopping assistant shows how such data can be effectively monetized in combination with generative AI. (Sahut and Laroche 2025).
[bookmark: _Toc233187050]2.4 Internal Analysis: Value Chain Analysis
Porter's Value Chain (Porter, 1985) analysis identifies where Amazon creates and destroys customer value across its primary activities.
Inbound Logistics: Inbound logistics and inventory placement algorithms of Amazon, which are becoming more and more driven by agentive AI, represent a point of competitive advantage for the firm. The ability of Amazon to predict demand, which stems from its ability to use AI to place inventory in centers located near demand hotspots, results in same-day and next-day delivery capabilities (AWS, 2025).
Operations: Operations of Amazon are best in class in terms of their speed and scale. Yet, being dependent on a third-party marketplace for 62% of unit sales implies risks related to operational quality: Amazon cannot completely control the problems of counterfeit products and sellers not complying with the platform’s regulations.
Marketing and Sales: Marketing and Advertising capabilities on Amazon are among the best in the world of commerce. This is evident from the $17.7bn Q3 2025 advertising revenues, indicating the business effectiveness of behavioural targeting (Wurm et al., 2025). However, it is this marketing & sales functionality that also made use of such manipulative enrolment processes internally known as the 'Iliad Flow,' resulting in FTC settlement over dark patterns used in the process of enrolment to Prime service (Wurm et al., 2025).
Customer Service: Customer Service capabilities include such functionalities as Amazon Connect (which processes 10M daily interactions), automated self-service returns, A-to-z Guarantee, and increasingly AI-driven chat and voice services (Sahut and Laroche, 2025). These are real capabilities. However, the inability to deal with the systemic issues in review integrity, which resulted in blocking 275M suspected fake reviews in 2024 alone (Amazon, 2025), and continues raising concerns about AI-generated review fraud, is indicative of a fundamental failure in the trust system that underlies every customer service operation. If the review system that informs a customer's purchasing decisions is fundamentally flawed, then no excellence in customer service after the purchase can make up for it.
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The strategic analysis demonstrates a unique instance of the customer care issue: Amazon is not doing poorly in terms of operational customer care; in fact, its delivery times, returns process, and after-sales services are exemplary. The basic issue is one of a structural lack of trust in the very integrity of the customer experience itself, namely, the review process by which customers make their decision, the enrolment and unenrolment process of its most important subscription offering, and pricing transparency in the marketplace. This section analyses three possible strategies to solve this.
[bookmark: _Toc233187052]3.1 Option 1: Ethical Design and Radical Transparency Reform
The FTC's Prime settlement of $2.5 billion is not just a legal settlement; it is a strategy for imposing a conduct order on Amazon. It mandates that Amazon should make the process of cancelling Prime as easy as signing up for the same and bans any deceptive enrolment process (Alston & Bird, 2025). However, it was evident from internal documents of Amazon made public in the discovery process that employees themselves called the process of enrolling in Prime 'a bit of a shady world' (Hassan et al., 2025). This can be considered as one of the biggest gaps ever in the history of Amazon between its brand identity and business practices.
It means that Amazon will go way beyond the minimum required by the FTC in terms of designing its processes. It is not about designing the cancellation process to meet FTC regulations; rather, it is about designing all processes in which subscriptions or purchases are made in accordance with 'fair pattern': upfront clear disclosure of all terms before collecting billing information; one-click unsubscribe feature from the same interface where users subscribed; and a clear 'subscription dashboard'. 
Most importantly, this change needs to be made in all of Amazon's subscription products, including Kindle Unlimited, Audible, and Amazon Music Unlimited. As pointed out by Johnson et al., (2020), in strategy, the choices that a company makes not to do something are just as important as the choices it makes to do something. Amazon needs to choose whether it is going to treat its clients as business partners or as objects of conversion optimization.
[bookmark: _Toc233187053]3.2 Option 2: AI-Powered Personalised Customer Care at Scale
Amazon has more artificial intelligence and personalisation capabilities than almost any organisation in the world. Amazon's ability to leverage Alexa+'s installed base of 600 million devices, Rufus's ability to deliver 60% additional lift through assisted purchases, and AWS Generative AI Innovation Centre create a platform for customer care personalisation that is impossible to match by any other player at this scale (Amazon, 2025). The strategic opportunity here is to refocus such capabilities not on conversion optimisation and click-to-purchase ratio improvement but rather on actual customer value generation: anticipation, prevention, and resolution of customer problems.
In particular, this option would include: using Alexa+ as a proactive customer care agent: sending notifications regarding the delivery issues before the customer notices them, warning the customer about the counterfeits of the purchased product, and presenting the customer with warranty and return information as soon as it becomes relevant; presenting the verified genuine review scores next to aggregated star rating to enable customers to differentiate between authentic and artificially generated reviews; creating a personalised 'My Amazon' dashboard using artificial intelligence where the customer can get the consolidated view of all subscription and recent charge activity, and deliveries.
Amazon’s shareholder letter (2026) pledges the company to 'over 1,000 bets on GenAI to reinvent customer experiences.' The strategy recommendation is that customer care, broadly conceived as the whole process from consideration to purchase and after purchase, should be the main field where these bets should take place. 
[bookmark: _Toc233187054]3.3 Option 3: A Marketplace Trust Architecture
The marketplace business model of Amazon, which enables third-party sellers to generate 62% of the sales units sold through Amazon, is simultaneously the company's biggest competitive advantage and also its customer care weakness. The fake reviews, counterfeit goods, and seller problems are not marginal issues but rather something that affects the majority of Amazon's sales. The online platform banned 275 million fake reviews in 2024 and sued 115 fake review brokers in two years (Amazon, 2025). However, this is only a reactive enforcement policy to combat an ever-growing problem since nowadays generative AI algorithms are able to create fake reviews at zero marginal cost, and the FTC's October 2024 ban on fake reviews is an attempt to cope with the problem (Gyamerah et al., 2025).
This solution would entail a fundamental rearchitecting of the architecture of the trust layer of the marketplace. The key idea here would be the introduction of a 'Verified Purchase Journey' program, where the review would be cryptographically verified by the fact that the user bought and used the product using the logistical and payment information of Amazon. Amazon has an existing 'Verified Purchase' system for certain reviews; however, it has been found by the FTC and others that this system alone was not enough to prevent sophisticated tampering. This could be taken forward using the use of AI signal verification, biometric verification, and anomaly detection using machine learning – building on the existing investments that Amazon has made in blocking reviews algorithmically.
According to Jacobides et al. (2020), dynamic capabilities, being able to sense and act on new threats, recognize and exploit opportunities, and adapt and reconfigure competencies, are the foundation of sustained competitive advantage. Marketplace trust architecture is an example of dynamic capabilities development: it senses the threat of AI-powered fraud, acts on the opportunity to stand out through trust in a progressively more sceptical market environment, and reconfigures existing competencies from customer exploitation to protection.
[bookmark: _Toc233187055]3.4 Wider Strategic Implications
The three options described above carry significant implications for Amazon's broader organisational dimensions.
Culture: The Amazon Leadership Principle of Customer Obsession says 'Leaders start with the customer and work backwards'. The evidence from the FTC settlement is that Amazon employees referred to Prime enrolment as 'a bit of a shady world', and also that senior executives had authority over the deceptive cancellation flows (Chen and Prentice 2025). According to Heimburg et al., (2025), a change in corporate culture requires visible action on the part of the leaders and also reinforcement through measures. The performance management system of Amazon has to include ethical design measures like customer consent rates, voluntary renewal rates, and satisfaction with complaint handling.
Leadership: The difference between what is valued and how it is actually practiced through the Prime enrolment policy reflects a need for the integration of accountability within customer care processes. The FTC settlement held individuals accountable in terms of executive authority of the deceptive flows through naming them Neil Lindsay and Jamil Ghani in the order that binds them personally for three years (Open Class Actions, 2026). Individual executive accountability for customer abuse should become a practice rather than an external intervention.
CSR and Ethics: The environmental initiatives of Amazon, like 100% renewable energy use, package reduction, and net zero emissions, are quite impressive. However, according to Carroll and Brown (2022), ethics is an essential part of CSR and not an additional one. A firm investing in a $100 billion in AI infrastructure but accepting $2.5 billion for enrolling 35 million customers in subscription services without informed consent suffers from unethical priorities. Incorporation of customer rights to data, informed consent structure, and review process into the set of commitments of CSR would be true strategic alignment.

[bookmark: _Toc233187056]4. Conclusions
Amazon.com, Inc. is in an unparalleled commercial position for the start of 2026. Net sales of $716.9 billion, net income of $77.7 billion, AWS revenue up 20%, and a delivery network that delivered 13 billion same-day or next-day deliveries in 2025 are an impressive platform to continue to grow (Amazon, 2026). Its investment in AI (Alexa+, Rufus, Nova, and the AWS Generative AI Innovation Center) puts it in a stronger position than most to tap the power of generative AI.
However, when combined, the PESTEL, Porter's 5 Forces, RBV, and Value Chain analyses all indicate that Amazon's challenge with customer care in 2026 is fundamentally a trust problem, and not a service delivery problem, with three dimensions to it. The Prime dark patterns settlement, for one, reveals that the business's most potent consumer-facing attribute, the subscription system, was developed, at the very least partially, to exploit instead of cater to consumers. Secondly, the fake reviews/PR crisis has been exacerbated by generative AI, which is destroying the primary way customers make a purchase decision. Third, the ongoing antitrust proceedings and class action involving 288 million customers are part of a larger sentiment that Amazon's dominance is on the back of policies and practices that are detrimental to customers.
The in-depth analysis supports the notion that Amazon has world-class resources, such as its fulfilment network, AWS, and AI infrastructure, Prime ecosystem, and data assets, which can provide a better customer experience. The strategic failure has not been a lack of capability but a lack of prioritisation – they can achieve the same manipulative enrolment flows as they can achieve true personalisation and proactive customer care, and they can achieve the same marketplace infrastructure as they can achieve true marketplace infrastructure.

[bookmark: _Toc233187057]5. Recommendations
The following recommendations are made to Amazon's senior management, grounded in the strategic analysis and reflecting the urgency of the trust deficit identified.
[bookmark: _Toc233187058]Recommendation 1: Implement Ethical Design as a Core Customer Care Principle (Immediate — 0 to 6 months)
Amazon must go significantly beyond the minimum requirements of the FTC conduct order and establish ethical interface design as a first-order strategic principle, not merely a compliance obligation:
1. Simplifying the subscription enrolment and cancellation processes in all of Prime, Kindle Unlimited, Audible, and Amazon Music Unlimited services, such that the number of steps required for cancellation matches the number of steps for enrolment, and all can be done on one page. It needs to happen before the first independent monitor evaluation by the FTC.
1. The introduction of a 'My Subscriptions' transparency tool available on all accounts in Amazon, offering one-stop access to information about all active subscriptions, upcoming payment dates, payment amounts, and one-click subscription cancellation ability. It would provide the clearest solution for the operational side of the problem.
1. The establishment of the Ethical Design Review Board, with members being independent consumer advocates, behavioural economists, and user experience researchers who would evaluate all new and current customer-facing flows for possible dark patterns prior to launch and implement them in the product development process of Amazon.
1. The publishing of an annual Customer Consent and Trust Report – separate from the Trustworthy Shopping Experience Report – with independent audit metrics for subscription consent rate, voluntary subscription renewal rate, complaints volume, and customer satisfaction with their resolution.
[bookmark: _Toc233187059]Recommendation 2: Build a Next-Generation Marketplace Trust Architecture (Short to Medium Term — 6 to 24 months)
Amazon should invest in a structural redesign of the marketplace review and seller verification systems to make genuine trust the default, not the exception:
1. Implement a two-level review display approach: “Verified Purchase Experience” reviews - cryptographically verified via purchase, delivery, and post-purchase interaction information - separate from and prioritized over unverified reviews. This is a direct solution to the fake reviews problem without eliminating the overall review ecosystem.
1. Extend mandatory Brand Registry verification for all sellers generating annual marketplace revenues over $100,000 (covering the vast majority of marketplace revenues) via identity, product safety, and origin verification. Show verified seller badges clearly at the time of purchase.
1. Add visible price history information to all product pages, listing the 90-day and 180-day range of prices and differentiating the list price from the actual sale price. This is a direct solution to the pending antitrust and class action lawsuits regarding deceptive pricing.
1. Initiate joint enforcement actions with the FTC, EU regulators, and other industry players (as was done by Amazon and Google against BigBoostUp.com in October 2024) against AI-generated fake review platforms and invest in dedicated AI-vs-AI detection systems based on generative AI reviews.
[bookmark: _Toc233187060]Recommendation 3: Redirect AI Investment Towards Proactive, Protective Customer Care (Medium Term — 12 to 36 months)
Amazon's Alexa+, Rufus, and AWS AI capabilities should be strategically reoriented — alongside their current commercial optimisation functions — towards proactive customer protection:
1. Use Alexa+ to proactively engage customers via customer care: notifying Prime users of possible problems in delivery before contacting customer service; highlighting available return periods and warranties when needed; and giving personalized subscription value descriptions ("you watched Prime Video 12 times this month; your subscription will renew in 7 days for $14.99") to help users see what their subscriptions are worth.
1. Synchronize the Rufus AI shopping assistant with review signals and seller verification badges to provide both relevant and trusted product recommendations, not just those with a high likelihood of converting.
1. Creates an AI 'Customer Advocate' feature inside Amazon Connect that uses predictive analytics to flag at-risk customers based on delivery delays, unaddressed complaints, or billing issues, as described in Jassy's 2024 shareholder letter.
[bookmark: _Toc233187061]Recommendation 4: Embed Customer Trust in Leadership Accountability (Ongoing)
Structural and technological changes will not endure without cultural and governance reinforcement:
1. Establish a Customer Trust Index (CTI), incorporating validated review authenticity metrics, subscription permission rates, and post-sale trust metrics based on consumer surveys, as an official Board KPI to be included in the Annual Report along with financial performance.
1. Enforce a "Customer Impact Assessment" of all product modifications impacting the subscription enrolment process, cancellation process, pricing information, and review information display, ensuring an institutional audit comparable to current legal and financial audits prior to important decisions.
1. Conduct an Ethical AI Audit every two years by an independent party of all recommendation and personalization systems deployed to customers, analysing whether the use of AI is ethical and benefits consumers versus being solely for conversions and retention purposes.
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