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1.1 Organisational overview 
Amazon is one of the largest and most influential technology  and e-commerce companies in the world. It was founded in 1994 by Jeff Bezos in Seatlle, United States and it began as an online bookstore. It revolutioned the way customers purchased books through internet (Amazon News, 2026). Moving forward, the company evolved into a global e-commerce and it diversified its operations across multiple industries, including cloud computing, artificial intelligence, logistics, digital entertainment and consumer electronics (Whittington, R., Angwin, D., Regner, P., Johnson, G.,Scholes, K., 2024).
From a strategic perspective, Amazon exemplifies the concept of long term positioning discussed by Richard Evered(1983), where organisation develops sustained competitive advantage through continuous adaptation and forward-looking investments. Unlike traditional retailers, Amazon has prioritised scale, technology and customer experience over short term profitability, enabling it to dominate multiple industries simultaneously(Grant,2022). Its ownership structure as a publicly traded multinational corporation provides access to significant financial resources, supporting innovation and global expansion(Withington et al., 2020). 
Amazon's development aligns with the principle of strategic management outlined by William F. Glueck(1980), which  faces the importance of aligning organisational capabilities with environmental opportunities. Amazon's early investment in digital infrastructure and logistics positioned it to exploit the rapid growth of e-commerce creating a first mover advantage that competitors have struggled to replicate (Porter, 2008).
Amazon operates in a highly dynamic and competitive global technology and retail industry, which is characterised by rapid innovation, digital disruption and changing consumer behaviour(Grant, 2024). The company's mission, “to be earth's most customer-centric company” underscores its commitment to providing convenience, competitive prices and fast delivery services(Amazon,2026). 
Amazon it's owned by stakeholders who exert influence through voting rights and investment decisions. The current CEO is Andy Jassy, who succeeded Jeff Bezos in 2021. It employs over one million people globally and had become one of the most valuable companies by market capitalization (Grant, 2022).
Its business model is built on continuous innovation, advanced data analysis and  substantial investment in technological infrastructure, ensuring sustained growth and operational efficiency (David Curry,2026).
1.2 Products and services 
In February 2022, in an article wrote by Jason Goldberg for Forbes, stated that Amazon is the 3rd largest digital advertising platform after Google and Facebook. eMarketer estimates that Amazon holds 77% of the total retail media network market. 
On 3rd February 2026, Amazon “beat analysts’ revenue expectations by 1.2%”, according to Financial Content website.
Amazon's products and services are multiple, reflecting his strategy to capture multiple markets. The main business remains e-commerce, selling online millions of products from books and electronics the clothing, household goods and groceries (Amazon,2026). 
The platform also enable third party sellers to reach global audiences, generating commissions revenue and expanding product variety. In addition to e-commerce, Amazon is a leading provider of cloud computing services through Amazon Web Services. It offers scalable cloud storage, computing power, artificial intelligence tools and database management services, serving businesses, governments and startups worldwide (Grant, 2022). This division is a major revenue generator and underpins Amazon's technological leadership. It is also produces consumer electronics, Including the Amazon Echo and kindle devices, which integrate with his digital ecosystem to provide voice-activated services, smart home automation and digital reading solutions(Amazon, 2026). It's subscription based digital entertainment services, including Amazon Prime Video and Amazon Music, offer streaming content and exclusive benefits, contributing to periodic revenue streams.
The company's value position lies in convenience, white product selection, competitive pricing, rapid delivery and innovation driven services. Revenue is derived from direct product sales, subscriptions, advertising, cloud computing and commissions from third party sellers, which collectively created diversified a  resilient financial model(Porter, 2008; Barney, 1991). This diversification also introduces complexity, requiring effective coordination across multiple business units (Mintzberg, Ahlstrand and Lampel, 2009). 
1.3 Markets and geographic scope 
Amazon operates internationally, serving customers across North America, Europe, Asia and other regions. Key markets include The United states, do United Kingdom, Germany, Japan and Canada which together account for a significant position of the company's revenue (Amazon,2024). 
Customer segments include  individual customers, businesses utilising cloud services, digital content subscribers and independent sellers utilising Amazon's marketplace. The company's international presence allows it to benefit from economies of scale while accessing diverse markets and revenue streams ( Grant, 2022). 
The organisation geographic robust technological infrastructure position establish it as a dominant leader in e-commerce and cloud computing. Its extensive logistic networks, warehouses, distribution centres under delivery system allowed them to provide rapid order and delivery and enhanced customer satisfaction (Mintzberg, Ahlstrand and Lampel, 2008). As well, its ability to operate efficiently across multiple sectors simultaneously underscores its international market dominance .
1.4 Recent strategic development 
In the past three years, Amazon has undertaken several significant strategic initiatives. This includes continuing investment in Amazon Web Services, expansion of artificial intelligence capabilities and improvements in logistics infrastructure to enhance the delivery speed and efficiency(Statista,2024). In addition, Amazon has focused on sustainability, committing to reducing carbon emission and investing in renewable energy projects(World Economic Forum, 2024). 
These developments illustrate both deliberate and emergent strategies, as identified by Henry Mintzberg(1985). While some initiative are planned, others emerge from experimentation and adaptation, reflecting amazons dynamic strategic approach. Tragic developments also present challenges, including increased operational complexity and highlight the regulatory scrutiny. According to Rumelt (2011), it is important to balance innovation with risk management for continuous success.
2. External environment and stakeholders analysis
2.1 PESTLE analysis 
Amazon operates with a complex central rapidly evolving micro environment, where external factors significantly influences strategic decisions. The PESTLE framework provides a structured way to evaluate these influences (Yuksel,2012).
Political factors 
Political factors play a crucial role in shaping Amazon’s operations, particularly due to increasing government scrutiny of large technology firms. Issues such as antitrust regulation, taxation policies and trade agreements directly affect Amazon's global expansion(BBC News, 2020). Government in the United states, a European Union and other regions have raised concerns about Amazon's market dominance, potentially leading to strict regulation(Daniel Pereira, 2023). 
From a strategic perspective, this political pressure represents both a threat and an opportunity. While increased regulation may limit growth, it can also create barriers to entry for smaller competitors, and enforcing commercials market position( Stanford University, 2022). This reflects the broader strategic environment in which fears must continuously adapt to political constraints( Oxford Academic, 2022).
 Economic factors
 Economic conditions significantly influence Amazon's performance, particularly in its core retail business. Factors such as inflation, exchange rates and global economic growth affects customer  purchasing  power and demand(Vegh,K., German, R. &Malatyinszki, S., 2025).
 Amazons diversified business model, particularly its investments in Amazon Web Services, provides resilience against economic fluctuations.  Cloud computing services often experience stable demand, even during economic uncertainty,  as businesses rely on digital infrastructure(Statista, 2025).  This diversification aligns with the strategic principle or risk reduction through multiple revenue streams(Ansoff, 1987). 
 Social factors
 Social trends have strongly supported Amazon's growth, particularly the increasing preference for online shopping, convenience on fast delivery( World Economic Forum, 2024).  Changing in  consumer behaviour, accelerated by the COVID-19 pandemic, have reinforced the importance of digital platforms(Gu et al., 2021). 
 However, social expectations are also evolving, particularly regarding ethical practises call mom employee welfare unsustainability. Criticism of Amazon's working conditions  and  environmental impact highlights the need for greater corporate sustainability(Sull, D., 2009). According to stakeholder theory( Freeman 1984),  organisations must balance the interest of multiple stakeholders, not just stakeholders to maintain long term success. 
 Technological factors
 Technology is the most significant driver of Amazon's competitive advantage. The company leverages artificial intelligence, machine learning, cloud computing and automation to enhance efficiency and customer experience (Forbes, 2018). 
 Promise strategic viewpoint, Amazon's technological capabilities reflect the concept of dynamic capabilities, enabling the organisation to adapt and innovate in response to changing environments(Doz, Y.L. &Kosonen, M., 2010).  Rapid technological change also introduced risks, as competitors can adopt similar innovation or disrupt existing business models.
 Legal factors
 Legal factors includes compliance with data protection laws, labour regulations and  competition law, which significantly impact Amazon's operations (CIPD,2023).  For example, regulation such as GDPR in Europe requires strict management of customer data, increasing operational complexity.
 Legal challenges can also arise from antitrust investigations, which may limit Amazon's ability to expand or require structural changes. This legal pressure highlights the importance of strategic compliance and risk management (Porter ,2008).
 Environmental factors
 Environmental sustainability has become a critical issue for Amazon. The company faces pressure to reduce his carbon footprint, improve packaging on the dot renewable energy sources (World Economic Forum, 2024).  While this initiatives may increase costs in the short term, they enhance long term brand reputation and stakeholders trust(International Institute of Management& Entrepreneurship Research, 2024).
 Environmental  challenges represent risks and opportunities. Companies that successfully integrate sustainability into their strategy can achieve diferetiation and long term competitive advantage (Grant, 2022). 
 Summary of opportunities and threats
 Opportunities:
· Growth in e-commerce and digital services
·  expansion of cloud computing
 technological innovation
 Threats:
·  Regulatory pressure and antitrust laws new line
·  Economic uncertainty
·  Social and environmental expectations
2.2  Industry and competitive environment (Porter’s Five Forces)
 The competitive environment in which Amazon operates can be analysed using the framework developed by Michael E Porter in 1980, which identifies five key forces influencing  industry profitability.
 Competitive rivalry
 Competition in e-commerce and cloud computing industry is extremely intense. Amazon faces competition from global players such as Walmart, Alibaba and  Microsoft Azure (Grant,2022).  High  rivalry leads to price competition,  continuous innovation and pressure on profit margins(The Strategy Institute, 2024). 
 Threat of new entrance
 But years to enter in Amazon's core markets are relatively high due to Significant capital requirements, advanced technology infrastructure and strong brand  recognition but competitors and digital platforms can still enter specific segments, increasing competition (Porter, 2008). 
 Power of suppliers
 Supplier power is moderate. While Amazon relies on suppliers for products, its size and scale allow it to negotiate favourable terms  but in areas such as cloud infrastructure and technology, specialised suppliers may have greater influence (Grant, 2022).
 Power of buyers
 Buyer power is high, as customers have access to multiple online platforms and can easily compare prices. This  forces Amazon to maintain competitive pricing and high service quality (Porter, 2008).
 Threat of substitutes
 The threat of substitutes is also high as customers can switch to physical stores come up alternative online platforms or direct  purchasing from manufacturers.  This increased the need for differentiation and customer loyalty.(Grant, R. M., 2022).
 Impact on strategy
 This competitive forces push Amazon to innovate continuously, reduce costs and enhance customer experience. This alliance with Porter’s (1985) argument that companies must develop strategies to achieve competitive advantage despite industry pressure.
 2.3  Stakeholders analysis
Amazon’s success depends on effectively managing relationships with key stakeholders (Freeman, 1984).
Key  stakeholders:
• customers 
•employees
•investors 
•suppliers 
•governments and regulators 
•third-party sellers
(Forbes, 2023)

Stakeholders power and interest 
Using Mendelow’s matrix the stakeholders can be classified into categories:
•high power, high interest: governments, investors 
•high power, low interest: regulators
•low power, high interest: customers, employees, third-party sellers 

Stakeholders expectations and conflicts
The tensions between profit maximisation and employee welfare; growth and regulatory compliance; cost efficiency and sustainability highlights the complexity of strategic decision-making in large organisations (Johnson et al., 2020).
For long-term success it is important that Amazon balance stakeholders interest. If it failure to do this, especially regarding labour practices and environmental impact, could damage its reputation and competitive position ( Sull, 2009). 

  3.1 Resources and capability analysis
 Amazon’s  sustained success is largely driven by its ability to develop and 
leverage an  unique combination of resources and capabilities, which form the foundation of its competitive advantage (Jay Barney, 1991). 
 Tangible resources
 Amazon possess substantial tangible resources, including its financial strength, global logistics network and technological infrastructure. As a publicly traded multinational, has access to significant capital, enabling continuous investment in innovation., acquisition and expansion (Taylor&Francis, 2024; Grant, 2022). The financial capability supports long-term strategic initiatives rather than short-term profit maximisation (Despain, G. H., 2026). 
Intangible resources 
Intangible resources play a crucial role in Amazon’s competitive advantage  (UNSW, 2024). These intangible assets are particularly valuable because they are difficult for competitors to replicate (Barney, 1991). Amazon’s intangible resources are:
•brand reputation. Amazon is recognised for reliability, convenience and customer focus (Grant, 2021).
•customer data and analysis. The company collects vast amounts of data,  enabling personalised recommendations and targeted marketing( McKinsey &Comapany, 2025).
•organisational culture. Amazon’s culture emphasises innovation, experimentation and long-term thinking (About Amazon, 2019).
Capabilities 
Capabilities refer to what an organisation can do effectively with its resources (Grant, 2022). Amazon’s key capabilities demonstrate its ability to integrate resources into effective strategies. Amazon’s key capabilities include supply chain management, technological innovation and customer-centric operations. Its technological capabilities align with the concept of dynamic capabilities, enabling the organisation to adapt rapidly to changing environments (Doz and Kosonen,2010).
 Game theory perspective
 amazons capabilities can also be analysed using game theory, developed by John von Neumann and Oskar Morgenstern (1944). The company’s pricing strategies, competitive responses and marketplace dynamic reflects strategic interactions where decisions are influenced by competitors’  actions.
 Amazon often adjust prices dynamically in response to competitors, demonstrating an understanding of independent decision making. This highlights that amazons capability are not only operational but also strategically adaptive.

 3.2   VRIO  framework
 The VRIO  framework provide the structured methods to evaluate whether Amazon's resources  and capabilities contribute to sustained competitive advantage (Barney,1991).
Value
 Amazons resources are highly valuable as they enabled the company to exploit opportunities and mitigate threats. Amazon Web Services provides scalable cloud solutions that meat growing global demand for digital infrastructure  (Statista, 2024). Similarly, its logistic network enhance efficiency and customer satisfaction. 
Rarity 
 Many of Amazon's resources are rare. It's combination of global logistic infrastructure, advanced AI capabilities and dominant cloud services is not easily found in competing organisations (Grant, 2022). This rarity  strengthens its competitive position.

 Inimitability
 Amazon's resources are difficult to imitate due to height capital investments requirements call mom complex integration of technology and operations and strong organisational culture. Competitors may replicate individual elements common by replicating the entire system is significantly more challenging (Barney, 1991). 

 Organisation
 Amazon is effectively organised to exploit its resources.  Is structure, leadership and culture support innovation and efficiency, ensuring that resources are fully utilised (Johnson et al., 2020).
The VRIO analysis confirms that Amazon possesses sustained competitive advantages, particularly through AWS and logistics capabilities. This aligns with the strategic perspective of William F. Glueck (1980), who emphasised the importance of aligning strengths with external opportunities.
3.3   Strengths and weaknesses
Strengths 
 Amazon's key strengths include:
· technological leadership. Advanced AI, automation and cloud computing (Eisenhardt and Sull, 2001).
· Strong brand reputation-high customer trust and loyalty (Grant, 2019)
· Global scale- economies of scale and international reach (Porter, 2008)
· Innovation capability-continuous development of new products and services 
 This trend support ghost leadership and differentiation strategies, enabling Amazon to maintain its competitive advantage (Porter ,1985 ).
 Weaknesses
 Despite its  strengths, Amazon faces several internal weaknesses:
·  low profit margins in retail- High operational  costs reduce profitability (Grant, 2019).
·  Workforce challenges- Criticism regarding working conditions and employee satisfaction (Sull, 2009)
·  Operational complexity-  Managing diverse global  operations increases risk.
 This weaknesses highlights the trade off associated with Amazon's growth strategy.  Amazon’s  internal capabilities provide a strong foundation for sustained competitive advantage. However its reliance on complex system and large-scale operations introduces vulnerabilities. According to Henry Mintzberg (1994) organisations must continuously adapt their strategies to avoid influences and maintain alignment video while Amazon's technological capabilities are a major strength they also create dependency risks. Any disruption in systems or data infrastructure could significantly impact operations.
 Amazon’s strengths directly contribute to its market leadership and growth.  Its technological capabilities enable innovation while his logistic network supports operational efficiency. If Amazon will address its internal weaknesses it will achieve  sustained long term performance.
 4.  Strategy and competitive position
  4.1 Current strategic approach
 Amazon's  nice overarching strategy combines cost leadership, differentiation and technological innovation, positioning it as a versatile and highly competitive global organisation (Porter,1985 ; Grant, 2022). The company employs a hybrid strategy, offering low prices, fast delivery and a broad product range while simultaneously differentiating through advantages such as Amazon prime, Alexa, and AWS (Johnson, Scholes  and Whittington, 2020).
 From a theoretical perspective, Amazon strategy exemplifies the resource-based view(RBV),   where valuable, rare, inimitable and organizationally supported resources underpin competitive advantage (Barney, 1991).  Its technological infrastructure, logistics network and brand equity allows the company to outperform competitors consistently. In  addition, the hybrid approach aligns with the five Ps of strategy proposed by Henry Mintzberg (1987). 
· Plan:  Aggressive market expansion and investment in new technologies
· Ploy:  Strategic pricing and promotions do deter competitors
· Pattern:  Continuous innovation in logistics and cloud services 
· Position:  Market leader in e-commerce and cloud computing
·  Perspective:  Customer centric a long term oriented
  4.2 Competitive  position
 Amazon is a global leader in e-commerce and cloud computing, commanding significant market share in multiple regions. in online retail, it competes with Walmart, Alibaba and regional platforms while in cloud computing, AWS rivals Microsoft and Google Cloud (Grant, 2022; Statista; 2024). 
 Amazon has a competitive advantage which rises from three  interrelated dimensions: scale and network effects, technological differentiation and brand loyalty.  This strategic position reflects the concepts of deliberate and emergent strategy described by Mintzberg and Waters (1985) .  deliberate strategy is evident in AWS expansion and logistic investments where emergent strategy appears in adaptive responses to market trends such as rapid adoption of AI in retail operations.
4.3 Strategic alignment or drift
 Amazon demonstrates, strong strategic alignment between its resources environment. and objectives. its technological capabilities and logistics infrastructure support its hybrid strategy, ensuring operational efficiency and market responsiveness (Barney, 1991; Doz and Kosonen,2010).  Discuss the power centric approach is coherent with  societal expectations for convenience, speed an ethical responsibility (Sull, 2009).
 Potential science of strategic drift exist in areas such as workforce management. criticism of labour conditions and regulatory scrutiny suggests a misalignment between internal practises and  societal expectations (BBC Bitesize,2024).  If the strategic drift is  unaddressed could weaken Amazon's brand reputation and reduce long term sustainability.
4.4 Risks  and limitations
 Several risk on inherent in Amazon's current strategic approach.  The operational, risk regulatory, risk competitive risk  and reputational risk.  Complex global operation increase the likelihood of system failures, logistical bottlenecks or cyber attacks. The antitrust investigations and data privacy laws in the  EU ,US and Asia could impose fines, operational constraints or structural changes. intense reality in both e-commerce and cloud computing forces continual innovation and price competition. The  labour issues, environmental concerns and market criticism can erode brand value if not effectively managed (The Yale Law Journal, 2017). 
 Despite these risks, Amazon's robust resource space dynamic capabilities and organisational alignment mitigate potential threats (Teece, Pisano and Shuen, 1997). Amazon’s  strategic positioning Is robust and coherent leveraging its unique resources and capabilities to outperform competitors . Operational complexity, regulatory scrutiny and social expectations require ongoing management to prevent strategic drift.
5.  Future strategic direction
5.1 Vision, Mission and Values
 Amazon's vision is to be“ Earth‘s  most customer centric company, where customers can find and discover anything they might want to buy online“. It’s mission focuses on providing “, Low prices, vast selection and convenience”  While leveraging technology to enhance customer experience. Core values include customers obsessions, innovation, operational excellence and long term thinking.
 From a strategic perspective Amazon's vision mission and values align strongly with its  current capabilities and market position (Chaffey, D., Ellis-Chadwick, F. , 2019). Its focus on customer centricity is reflected in initiatives such as Amazon prime, personalised recommendations and fast delivery, which enhance reality unsatisfaction. innovation is embedded in its operation through , AWS AI development and robotics, supporting long term competitive advantage (Brinjolfsson, E., McAfee, A., 2014). 
 Critics highlights that internal practises, particularly workforce treatment and environment impact can conflict with stated values, indicating potential misalignment between organisational ethos and operational realities. for a sustainable strategy execution Amazon needs to address these discrepancies (Wang, Y., 2025).
5.2 Strategic risks
 Several internal  and external risks could impact Amazon's future performance. 
 Internal risks:
·  Workforce dissatisfaction  and retention challenges
·  dependence on complex logistics systems and technological infrastructure (Christopher, M., 2016)
· over extension into diverse markets potentially   diluting focus
External factors:
·  Regulatory scrutiny, including antitrust investigations and taxation
·  increasing global competition in e-commerce and cloud computing
·  macroeconomic pressure such as inflation,  recession or supply chain disruptions
·  social and environmental expectations, including sustainability compliance
 If Amazon failed to manage this risk good result in strategic drift, operational  inefficiencies, reputational damage or reduced profitability. proactive risk management can strengthen stakeholder trust and support continued growth (Schwartz,M., 2021). 
5.3  Strategic options for the future
 based on the external and internal analysis, 3 strategic options are proposed for Amazon's future;
1.  Strength and sustainability and corporate social responsibility
 Increasing social and environmental pressure demands stronger corporate social responsibility initiatives (World Economic Forum ,2024).  Amazon carry enforce its brand reputation and reduce regulatory risk if investing in renewable energy ,sustainable packaging and employee welfare. This approach strengthens long term sustainability while mitigating reputational and regulatory risks.
2.  Expand technological innovation and AWS growth
 AWS is Amazon's most profitable segment, representing a growing market opportunity. expanding cloud services, EA capabilities and enterprise solutions can drive revenue diversification and higher margins profit. technological leadership reinforces sustained competitive advantage and positions Amazon for future digital markets.
3.  Strategic international market expansion
 While Amazon is already global, opportunities remaining emerging markets where e-commerce penetration is increasing. expanding in countries such as India  on Brazil can unlock new customer segments and revenue streams. expanding global footprint reinforces market leadership but requires careful management of local regulation and competition.
6. Conclusion 
 The strategic an analysis demonstrates that Amazon operates as a globally integrated, technologically driven and customer centric organisation. The  external environment analysis using PESTLE  highlited opportunities arising from digital adoption, global e-commerce growth and technological innovation alongside threats including regulatory scrutiny, competitive intensity and  macroeconomic volatility (Yuksel,2012; BBC News, 2020; World Economic Forum, 2024). The Porter’s Five Forces analysis confirmed high competitive rivalry, moderate buyer power and significant threats from substitutes, emphasising the importance of strategic differentiation and operational efficiency (Porter, 1980; Porter, 2008). 
 Internally, Amazon's resources and capabilities, financial strength, global logistics,  technological  infrastructure and the strong brand, provide the foundation for sustained competitive advantages, as confirmed through VRIO analysis (Barney, 1991; Grant, 2022).  It's hybrid  strategy combines cost leadership, differentiation and innovation aligning resources with market opportunities, true risks of operational complexity, workforce issues and strategic drift require continuous management (Mintzberg,1994; Sull, 2009). 
 Strategic evaluation reveals that Amazon's current approach is generally coherent and well aligned with its environment and capabilities, however, to ensure long term sustainability, the company must address internal weaknesses, regulatory risks and societal expectations. the proposed future strategic options offer actionable paths to reinforce competitive advantage while mitigating risks. each option was evaluated using suitability, acceptability and feasibility criteria, confirming their practical relevance and alignment with Amazon's capabilities.
 in conclusion, Amazon strategic strength combined with  it's agility and resource base, position is well for continued global leadership., sustained success depends on proactive risk management continuous innovation and maintaining alignment between strategic intent organisational culture and stakeholder expectations. integrating technology, social responsibility and international market expansion will enable Amazon to navigate evolving challenges, maintaining competitive advantage and ensure long term profitability and resilience in a highly dynamic business environment (Porter,1996; Evered, 1983; Mintzberg, 1994). 
 Amazon exemplifies A strategically coherent organisation, capable of leveraging his resources, capabilities. and market position to achieve sustainable growth while adapting to the rapidly change global landscape.
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