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[bookmark: _Toc1986252765][bookmark: _Toc2063832597]Executive Summary 


Amazon's journey is one of incredible success; it is hard to imagine that such a global powerhouse began operations from a garage in Seattle. Founded in 1994 by Jeff Bezos, who took on personal financial risk, to become the world's richest man with a global empire. The report investigated the global giant Amazon® and the strategic management that underpins its diverse business model. The paper drew on key theorists like Porter and Mintzberg, as well as strategic management tools including SWOT analysis, PESTLE, Bowman's clock, and stakeholder analysis. Considering both the internal and external environments, as well as how Amazon responds to competition within the VUCA world.

 The use of strategic tools allowed for a better understanding of both internal and external factors, as well as how they might affect stakeholders. The report's findings revealed considerable overlap in competing strategies, particularly those described in Porter's five forces and Bowman's clock. Furthermore, the report found that no single management tool is more effective than others because they all have advantages and limitations.
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This paper will explore the global business giant Amazon®. The report will critically analyse both internal and external environments that demonstrate aspects of sustainability and resilience. Drawing on relevant academic literature, models, theories and utilising a stakeholder analysis, this report will explore the business management strategy of Amazon® on a global scale.

Purpose of the report
· Identify Amazon’s management and competitive strategies
· Evaluate Amazon’s management and competitive strategies using strategic management tools; SWOT, PESTLE, Bowman's clock
· Evaluate the advantages and limitations of applying strategic tools
· Identify Amazons stakeholders



[bookmark: _Toc1348385975][bookmark: _Toc1249010765]Company overview 

Amazon®, founded by Jeff Bezos in 1994, has grown from an online bookseller, into the world’s largest on-line retailer with a combined number of full and part-time employees reaching 1,608,000 by 2021 (Amazon.com, Inc, 2022; Coppolo, 2022). Amazon® had become a public limited company by 1997, however, in 2001, the dot-com bubble burst, and Amazon® lost 90% of its market share (Cukier, Hodson & Ryan, 2009; Lees, 2021; Davis, 2018). These external challenges of volatility, uncertainty, complexity and ambiguity (VUCA) created opportunities for Amazon® and they began to diversify from e-commerce, with the implementation of a platform strategy (Alberg, 2021; Bagnoli et al., 2022). Nkomo & Mwenie (2021) note the VUCA world requires effective change management and an organisational culture that fosters trust and promotes innovation. Companies who possess ambidexterity between strong strategic direction and partnerships, enables agile adaptation and speed of change for their business (Pandit, 2020; Wolanin, 2022).

Amazon Prime®, launched in 2005, offers convenience and affects the way people shop, by streamlining on-line ordering and offering two-day shipping services. Underpinned by a global distribution network of partnerships, this created tremendous pressure on margins and prices within competing markets. The addition of Amazon Alexa® grew their e-commerce sector further, thus enhancing consumerism (Dennis, 2017; D’Agostina, 2018; Novoseltseva, 2020). In his 2018 annual letter to shareholders, Bezos (2019) proclaimed the success of Amazon Prime® to its third-party affiliates, which yielded over 50% growth year-on-year (McAfee, 2021). In addition to e-commerce, Amazon.com® are one of the top five information technology companies, offering artificial intelligence (AI), cloud computing and digital streaming (Fortune Media IP Limited, 2022).

Furgang (2018, pp. 5-7) noted, by 2018, Bezos became the richest person ever. Amazon® net worth stands at $1167.09 billion and current market capitalisation stands at $1.729 trillion, set to reach $3 trillion by 2024 (Ghosh, 2021; Macrotrends LLC, 2022). Bezos announced his resignation as CEO at the beginning of 2021, naming Andy Jassy as his successor, generating interest from various authors regarding how he will factor sustainability focus into his leadership (Goodison, 2019; Bradt, 2021; Brookman, 2021; Grimmer, Mortimer & Grimmer, 2021; Petruska, 2022).



[bookmark: _Toc216994311]Vision statement

“Our vision is to be earth’s most customer- centric company; to build a place where people can come to find and discover anything they might want to buy online” 
(Gregory, 2019).

Baboolal-Frank (2021) suggests that Amazon®’s vision statement places high priority on customer satisfaction and consumerism in innovative ways. However, the success of a vision and mission statement is only as strong as an organisation’s culture (Davis & Cates, 2018; Dekker, 2018; Lubis & Hanum, 2020, pp. 88-91). 

Amazon®’s organisational culture can be seen within the 1997 and 2016 letters to shareholders (Bezos, 1998; Bezos, 2017). During 1997, Amazon® focused on long-term stability, obsessing over customers, infrastructure and its employees. By 2016, the focus had shifted to Amazon®’s ideology of culture. However, customers remained their priority, concluding as customers become acclimated to the quality of service as expectations are met and exceeded, they become dissatisfied (Anderson & Anderson, 2019; Berg & Knights, 2021, p. 15; Brevini & Swiatek, 2020, p. 62; McCrone, 2022, pp. 275-281; Solanki, 2019, pp. 21-40).



[bookmark: _Toc601394712]Mission Statement 

“Amazon strives to be Earth’s Most Customer-Centric Company, Earth’s Best Employer, and Earth’s Safest Place to Work” 
(Bezos, 2020).

Amazon®’s mission statement within their 2019 annual report, (Bezos, 2020) emphasises commitment to serving consumers through online and physical stores, focusing on selection, pricing, convenience, and customer obsession. Kapooria & Karnik (2019) noted customer obsession is the way forward to achieving long-term success. Supporting these views, Felin & Zenger (2020, pp. 223-232), indicate business longevity requires a continuous customer experience evaluation process. Barbosa (2020) identifies both the internal and external environment are factored within values, vision, and mission statements.




[bookmark: _Toc690628273][bookmark: _Toc80755400]Organisational Strategy 

Before modernity of strategic management, theorists such as Frederick Taylor studied the concept of creating specialist roles, separating thinking from doing; termed: “The one best way” (Mintzberg, 1994, pp. 107-114). Within contemporary sustainable management, strategy can be defined as an organisation's configuration of resources and competencies to achieve its goal of meeting stakeholder expectations (Scholes, Johnson & Whittington, 2022, p. 9). Drucker (1974, p. 104), defines strategy as a purposeful action, whereas Moore (1959) views strategy as a design for action, arguing the best strategic choices are those that strengthen the organisation’s business model, rather than simply complementing it (Moore, 2006, p. 62). 

[bookmark: _Toc797400334]Planned strategy

Planned or intended strategies rely on a structured procedure for establishing the organisational objectives, developing a cohesive and intended plan to meet those goals, frequently supported by tools; SWOT, PESTLE and Porter’s ‘five forces’ (Helmold, 2019, pp. 111-122).

[bookmark: _Toc588361266]Emergent strategy 

As an organisation responds to external environmental changes, emergent strategies occur. These are frequently successful as intentions collide to accommodate a changing reality (Mintzberg & Waters, 1985, pp. 257-272; James, 2018, pp. 1-10).

Mintzberg (1989, p. 39) and Grove (1997, pp. 4-5) argue that knowing when to implement a strategy is more important than strategic planning, due to the environment’s on-going unpredictability; however, view the fixation on change as unhealthy (Mintzberg, 1989, p. 39). 
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Competitive advantage describes circumstances in which companies have an edge over rivals by providing its customers with greater value, quality, or service (Porter, 1980; 1998). Porter argues that companies must make two fundamental choices when seeking a competitive edge, choosing between price or differentiation (Day & Reibstein, 1997; Porter, 1998).

Mintzberg (1987, pp. 66-76) suggests that competitive strategy is simply defined as determining the demands of customers, whilst devising ways to meet their needs more effectively than rivals. Toura (2022) states, achieving optimal performance is underpinned by the fundamental focus a company holds to greater satisfy their customers' demands, whereas Porter (1996) views competitive strategy as being distinctive, selecting a set of actions to deliver a fusion of values.

[bookmark: _Toc311706032]Porters Five Forces

According to Porter, the basis of strategy formation is coping with rivalry, noting that competitiveness is influenced from both underlying economics and direct rivals, as captured within his "five forces" framework (Goett, 1999). Porter’s Five Forces assists organisations to study their market competitiveness and attractiveness to achieve long-term sustainable success. The five competitive forces which porter outlines which could influence strategy are: supplier power, buyer power, threat of substitution, and threat of new entry (Porter, 1980; Figure i, Joy, 2022).


[image: ]
Fig i, Image of Porter’s five forces created using Canva, by Canva Inc. (Joy, 2022).

Supplier power measures the simplicity for suppliers to raise prices, reduce quality, or limit product options. Competitors providing more desirable or less expensive products, can elevate the risk of substitution. Similarly, buyer power influences price and quality of products sold. Strong buyers might negotiate on volume, switching prices, or to alternative products more alluring that their own, thus creating substitution. In addition, the threat of a new entry can also pose concern regarding competition, however, utilising Porter's framework this can equip an organisation to arrive at good strategy and assess their long-term goals (Baye & Prince, 2017, p.7).

Some competitive advantages which Amazon® hold can be seen within their Amazon® Prime services, vastly outperforming their competitors such as HBO™ and Netflix™, and driven by subscription and digital streaming (Koetsier, 2022). Furthermore, the acquisition of the Whole Foods Market in 2017 established Amazon® as a firm competitor towards the traditional supermarket sector (Nadar, 2018).


[bookmark: _Toc1678028903]Bowman 

Bowman's Strategy Clock was devised in 1996 in response to Michael Porter's Generic Strategies framework; that defined three basic ways for an organisation to gain a competitive advantage (Nunes et al., 2021, pp 335-350). Porter's concept was effective in some situations; however, it was also overly generic (Lauer, 2019, p 57-66; Ali & Anwar, 2021, pp. 42-51). Cliff Bowman developed his model to expand upon Porter's theory and provide something more specific.

(Figure ii, Helmold & Samara, 2019) Bowman's strategic clock is a model that explores the choices for strategic positioning, or how a product should be positioned to achieve the most competitive market position. Bowman's clock attempts to graphically depict a product or brand’s positioning, based on two dimensions: price and perceived value (Villagrasa, Sánchez & Donaldson, 2021, pp. 9571-9584)

For example, a company that competes on pricing should determine whether it has price leadership and whether it can capitalise on cost advantages to maintain that advantage. A company that competes on perceived value, on the other hand, should concentrate on understanding its target audience's needs, wants, and pain points (Dănălache, 2018).


[image: ]
Fig ii, Image of Bowman’s strategic clock (Helmold & Samara, 2019, p. 28).


Amazon®’s position would be between hybrid and differentiation, as there are some elements of low price relative to the competition; but also, some product differentiation. This aids to persuade customers that there is added value through a combination of reasonable price and acceptable product differentiation. This could be an effective positioning strategy, particularly if the added value involved is offered consistently.
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The image below offers an overview of Amazon®’s products and services (Figure iii, Yasar, 2022). 

[image: ]
Fig iii, Image of Amazon’s Business Web (Yasar, 2022).

Amazon® operate a diversified business model, underpinned by innovation and optimisation, which enables the creation of new products and services. A strategic tool used within Amazon®’s sustainable management practice is the flywheel (Figure iv, Collins, 2019), created by Jeff Bezos, which focuses on a continuous cycle of three key components: low cost, pricing lower than competitors, and fast shipment (Collins, 2019; Smolinski, 2022).

[image: ]
Fig iv, Image of Amazon®’s third-party flywheel tool (Collins, 2019).
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[bookmark: _Toc970910594][bookmark: _Toc1386185771]SWOT

[image: ]
Fig v SWOT diagram created using Canva, by Canva Inc. (Joy, 2022).

(Figure v, Joy, 2022) Amazon® is recognised as one of the most valuable brands in the world, underpinned by a diversified strategy driving innovation, thus enabling them to infiltrate multiple business streams such as AI and cloud computing (Sadq, Sabir & Saeed, 2018). The company is focused on customer centricity providing fast and convenient shopping for low priced items (Jayadeva et al., 2022; Jamali, 2022, pp. 170-176). 

Amazon®’s operations are heavily dependent upon on-line resources, which could encounter risks regarding privacy and cyber security. The lack of brick-and-mortar stores could present a weakness, especially surrounding the procurement of Whole Foods, whose main competitors are traditional supermarkets; however, these challenges led to innovative opportunities such as Amazon® Go, a check out free store (Kumar & Shaikh, 2022). A large area of Amazon®’s weakness lays within reputational damage, brought by controversies surrounding tax avoidance, treatment and pay of workers, lawsuits and sustainability focus (Hern, 2022; Neate, 2021); however, Amazon® are ranked number two within the world’s most admired companies (Amazon, 2022).
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[image: ]
Fig vi, PESTLE diagram created using Canva, by Canva Inc. (Joy, 2022).

(Figure vi, Joy, 2022) Amazon® relies heavily on political stability, cybersecurity support and understanding consumer behaviours (Goel et al., 2020; Warrier et al., 2021; Wylde et al., 2022). Li & Wang (2020) identified the primary issue that hindered Amazon®’s attempts to enter the Asian markets, this was a lack of cultural business knowledge within emerging countries.

Adopting sustainable behaviours and technologies can assist capitalist organisations in overcoming challenges, by embracing the three p’s; people, planet and poverty, as outlined within the sustainable development goals (SDG’s) (Khoshnava et al., 2019; Nada, 2022; United Nations, 2022).

An opportunity for Amazon®’s advancement can be seen within their agility towards VUCA challenges, identified within their corporate social responsibility (CSR) (Amazon, 2021). Pagitsas (2022) states Amazon®’s interest in environmental initiatives, sustainability campaigns, low-carbon choices and waste management practices may enhance growth prospects. However, this is questioned by (Dudovskiy, 2022) who suggests Amazon®’s delay in creating a CSR may indicate lack of attention and duty to sustainability concerns.



[bookmark: _Toc686012693]Advantages and disadvantages of strategic tools 

Examining the external forces at play can provide an organisation with an overview of opportunities and threats, particularly important within the VUCA world where black swan events and their impacts cannot be predicted (Rašković, Vuchkovski, & Svetličič, 2019, pp. 342-347). The growth and sustainability of an organisation is largely determined by the macro environmental forces, which cannot be analysed in isolation because they are highly coevolutionary (Nosratabadi et al., 2019; Kluza, Ziolo 7 Spoz, 2021).

Porter (1991, p. 108) argues whilst tools such as SWOT promote the growth of strategic thinking by recognising strengths and weaknesses, best practice combines strategic tools within strategic planning (Perera, 2017, p. 24). Limitations of a SWOT; prioritisation, solutioning, exploring alternative options or determining which direction is best to take. Furthermore, a SWOT can produce too much information, and be ambiguous which could cloud decision-making. Leiber, Stensaker & Harvey (2018, p. 351-365) Note, a SWOT analysis cannot replace in-depth research and analysis.

Some other tools used within sustainable management are; lean process - intended to enhance processes and drive efficiency; value stream mapping - used mainly within the product design stage; and five why’s - used within root cause analysis and quality assurance (Vidyasagar, 2016; Weinstein, 2018, pp. 21-42; Ahmed, 2019, pp. 427-434). Porter & Kramer (2019, pp. 323-346) indicate sustainable business management is about striking the right balance of competitiveness and profitability whilst embracing the complexity within the VUCA environment.



[bookmark: _Toc371977495][bookmark: _Toc868393518]Stakeholder Analysis of Amazon® 

Stakeholder management is the practice of fostering positive interactions with those who have the greatest influence on the organisation (Mind Tools, 2022). Stakeholder management can be traced back to the mid 1980’s when organisations began to focus on ethics, morals and values; the practice has grown in popularity over the years (Phillips, Freeman & Wicks, 2003; Freeman, 2010; Pedrini & Ferri, 2018).

Mendelow’s matrix, is a management tool which provides a high-level overview of stakeholder groups, based on their power and interest (Mackay et al., 2020, p. 133; Figure vii, Joy, 2022)

[image: ]
Fig vii, Amazon’s Stakeholder Matrix, created using Canva, by Canva Inc. (Joy, 2022).

Amazon® has several external stakeholders, which range from third-party sellers, competitors, local community, government, distributors, business partners to customers. The influence and power which customers have, make them one of most important members within the stakeholder group. Without customers, Amazon® would not have a business; these stakeholders are interested in fair pricing, convenience, service, speed and security. In addition, Amazon® needs to manage its competitors closely and internal stakeholders, such as shareholders, investors and employees. It is vital to the success or failure of any organisation that these groups are managed closely, as they could not function sufficiently without funding, manufacturing, selling and delivery of products. Purkayastha & Tangirala (2019) suggest Amazon® perform well for some of its internal stakeholders such as customers and shareholders; however, raise doubts surrounding the value Amazon® places upon its employees.

Like SWOT and PESTLE analyses, stakeholder analysis is not a single tool that identifies the objectives within the sustainable strategic management of an organisation. The positive and negative viewpoints stakeholders can hold could play a key factor within the success of achieving goals. Handy (2011, p. 123) argues an organisation can only be as strong as its culture, and considerations should be applied towards people, their levels of power, tasks and roles. Furthermore, to support sustainable management, regular audits should be performed to satisfy governance, to determine performance gaps (Stead & Stead, 2013, p. 211).



[bookmark: _Toc1557449232][bookmark: _Toc1205355235]Conclusion 

Competition is pervasive, whether it's between organisations competing for market share, governments dealing with globalisation, or social organisations responding to societal requirements. Every organisation requires a plan in order to provide higher value to customers while managing stakeholder expectations. 

The report undertook an analysis of Amazon’s sustainable strategic management from both an internal and external environment viewpoint. Proven strategic management tools were drawn upon, such as; SWOT, PESTLE, Bowman’s Clock and key theorists such as Porter’s competitive strategy and Mintzberg. The findings complemented each other, with certain characteristics particularly within competitive strategy overlapping, such as; low cost and differentiation. The findings indicate that no single management tool is superior to the rest, and to gain a general overview utilising an array of tools is best practice. Of course, this said, strategic direction largely depends on the organisations culture and its environment.
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