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Amazon is a multinational online retailer founded by Jeff Bezos in 1994 (Fredi Obergelsbacher, 2022). When Amazon first launched in 1995, it was planned to be an online bookstore, however, it rapidly grew into something much bigger, becoming one of the largest e-commerce platforms worldwide (Hopkins, 2023). As well as Amazon’s retail operations, they have become a prominent provider of cloud computing services through Amazon Web Services (AWS), this is where they provide critical digital infrastructure to several organisations worldwide (McCarthy, 2019). Because of its global reach, various operations, and extensive exposure to political, economic, and technological shifts in global marketplaces, Amazon presents a valuable case study for assessing the business environment (Fernandez, 2018). Businesses do not work alone, but rather amid a complex and ever-changing environment which influences organisational performance and decision-making (Johnson, 2020). As organisations begin to expand and operate internationally, they need to analyse and understand these environmental influences as they become increasingly important for maintaining competitiveness and long-term success (Baker, 2017). In today’s current economy, multinational companies such as Amazon must operate in uncertain environments, where things such as technology and consumers behaviour change on a day-to-day basis, which will impact decision-making for the company (Johnson, 2020). In order for companies to maintain a sustainable competitive edge, they must not only adapt to environmental changes but also be able to predict future trends (Worthington and Britton, 2018). Amazon’s ability to adjust to outside factors such as technological changes and economic fluctuations shows how crucial environmental analysis is to develop a long-term strategy (CIPD, 2025). 
This essay analyses the external business environment that influences Amazon’s international operations using the PESTLE framework and evaluates how these factors shape decision-making in global markets, as well as provide recommendations on how Amazon could deal with these potential global business changes. 
Keith Davis (1996, p. 23) refers to the business environment as the ‘aggregate of all conditions, events and influences that surround and affect businesses.’ There are two types of environments that businesses work within, and they need to recognise them. The first environment is internal, which is made up of controlled elements, such as the people, the culture and the financial position. All of these factors influence an organisations strengths and weaknesses (Mohamed, 2025). However, the external environment is made up of all the factors outside of a business’s control, such as competition and the economy. Both of these pose a mixture of opportunities and challenges 9BBC, 2019). The internal environment acts as a stepping stone, or a foundation for operations, whereas the external environment offers the context (Atuahen et al, 2023). By utilising the PESTLE framework, we are able to assess the external factors which can provide a structured approach to evaluate and analyse the macro environmental elements that impact an organisation (Carvajal, Salcedo-Perez and Uribe, 2022). The  PESTLE model looks at six different factors, and how they influence a business (Oxford College of Marketing, 2016).
Political factors look at government policies, taxation and trade regulations that affects business operations (CIPD, 2025). These political factors affect Amazon by shaping their operational costs, marketing access and legal obligations through government actions (Farage, 2025). Economic factors look at things that impact the money flowing into the business, such as inflation, economic growth and interest rates (Abdylmenaf Bexheti et al., 2026). These factors affect Amazon as they impact the amount of goods sold, as the less money in the overall economy typically means consumers have less purchasing power (Kelk, 2022). Social factors look at the current trends, behaviour and influence on consumers (Professional Academy, 2024). For Amazon, this means that consumers expect more from who they’re buying off, such as faster delivery or free next day delivery (Hassan, 2024). Technological factors look at innovation and advances, such as artificial intelligence and automation (Lagonsin, 2026). Environmental factors refer to sustainability, climate change, and environmental regulations (Peterdy, 2022). Finally, legal factors look at legislations such as employment laws, competition laws, and consumer protection laws that businesses must comply with (Worthington and Britton, 2023). 
PESTEL is particularly useful for analysing multinational organisations because it enables companies to identify macro-environmental hazards across several markets (TheKnowledgeAcademy, 2026). Despite all the positives that come with PESTEL, it is limited because it represents a fixed image that emphasises external elements while overlooking internal strengths, making it vulnerable to personal interpretation (Johnson, 2020). Although PESTEL offers a wide perspective on macro-environmental factors, it cannot evaluate competitive pressures specific to industries, whereas Porter's Five Forces delivers a more in-depth analysis of Amazon’s market stance by examining rivalry among competitors and suppliers influence, making it more useful for evaluating strategic choices (Worthington and Britton, 2018). 
Another commonly used framework for analysing the business environment is Porter’s Five Forces. This model evaluates the competition within an industry by examining five key forces (Harvard Business School, n.d.). This model looks at new threats, the bargaining power of suppliers and buyers, and the intensity of competitive rivalry (Blackmore, 2024). By analysing these threats, organisations can look at their competitiveness and profitability of their industry, as well as develop strategies to strengthen their market position (Gratton, 2025).
In order to analyse the major external elements influencing Amazon's global business environment, these approaches will be applied. External factors have a direct link to changes in everyday operations for a business, such as pricing, market entry and risk management to maintain competitive (Messineo, 2024). Therefore, organisations need to monitor and analyse these factors daily in order to identify potential threats and opportunities (Jacek Woźniak, 2022). This will allow organisations to make strategic decisions and adapt to market conditions, whilst also remaining competitive (Worthington and Britton, 2023). Without analysing these influences, organisations will struggle to respond effectively to fluctuations in economy, changes with technology or regulatory changes that affect operations (IronPreneur, 2025). 
The aim of this section is to use the PESTLE framework to analyse the major external factors affecting Amazon’s international operations. By examining all six factors – political, economic, social, technological, legal and environmental it is possible to see the main threats and opportunists that influence Amazon’s decision making. Political factors refer to government actions and policies that affect businesses operations, taxation, and trade restrictions (Worthington and Britton, 2018). Within recent years, major tech firms like Amazon have encountered increased political scrutiny, specifically in relation to market dominance, taxation, and competition (CIPD, 2025). Governments in the UK, EU and US have enforced striker regulations such as digital services tases and antitrust probes deigned to limit the influences of large companies (Commission, 2025). For Amazon, these political factors greatly affect its worldwide operations and strategic choices (Worthington and Britton, 2018). 
For example, when the digital tax regulations were implemented in several countries increased Amazon’s overall tax, which has reduced their profitability and potentially increasing their prices (OECD, 2025). Overall, Amazon is faced with significant challenge due to the political factors, as the increase in regulations and government intervention can limit flexibility and increase costs (Worthington and Britton, 2018). However, this may push Amazon to be more transparent and enhance their long-term sustainability in national markets (Johnson, 2020).
As stated above, economic factors look at the financial conditions that affect a business operation, including inflation and consumer purchasing power (Worthington and Britton, 2018). The current economic conditions have been classed as ‘weaker’ than previous years in places such as America, Europe and the United Kingdom (IMF, 2024). The prices of raw materials, transportation and labour have increased due to inflation, which has directly affected Amazon’s operations as it costs them more to make and deliver their products, which in tern has affected their profit margins (Bank of England, 2025). Because of this, Amazon may be forced to increase their prices or absorb a large portion of the cost, which will reduce their competitiveness (Statista, 2024). The current cost of living crisis has driven consumers to prioritise everyday needs over non-essential goods, which pushes them to platforms such as Amazon for lower-prices everyday items (Deloitte, 2025). 
Overall, economic factors show both challenges and opportunities for Amazon, since their online presence may allow them to withstand economic downturns and inflation, however, the decline in consumer spending may still create issues and restrict growth (Morrison, 2020). 
Social factors refer to changes in consumers behaviour, lifestyles and social trends that affect how businesses operate and meet consumer's needs (Morrison, 2020). Online shopping has always been an important thing, but rapidly accelerated during the 2020 lockdown (Lufkin, 2020). This happens as consumers prioritise convince and accessibility when they purchase goods (Statista, 2025). Additionally, the modern consumer expects a fast and reliable delivery service with a strong digital experience when shopping online (Deloitte, 2025). 
This directly benefits Amazon and their business model, as it is built around continence and efficacy for consumers, which they get through their Amazon Prime service (Statista, 2025). Amazon Prime is where users pay a fee of £4.99 a month, and get free delivery, exclusive offers, and access to ‘Amazon Prime Day’ (Amazon, n.d.). The increase in demand for same day, or next day delivery has encouraged Amazon to invest in logistics and distribution networks to meet consumers expectation (Deloitte, 2025). 
Additionally, shifts in consumers preferences for online platforms have strengthened Amazon’s market position, as well as increasing customer loyalty and sales volume (Angus, 2024). Overall, social reasons provide Amazon a huge opportunity because change in consumer behaviour continues to favour convenience-based services and digital retail (Morrison, 2020). 
Technological part of PESTLE refers to changes with digital innovation and information, which can impact how a business operates (Laudon and Laudon, 2021). Recent changes in artificial intelligence and automation has boosted efficiency as well as transformed the e-commerce sector (McKinsey & Company, 2023). Additionally, the growth in cloud computing has allowed businesses to manage and store massive volumes of data (Gartner, 2024).
Amazon’s business strategy relies heavly on technical innovation, specifically in automation for their warehouse operations, as well as AI recommendations on the app (Laudon and Laudon, 2021). To continue to boost productivity and satisfy customer demand for a fast delivery service, Amazon has made large investments in logistics technology (Amazon, n.d, McKinsey &Company, 2023). With given the circumstances, technological aspects offer Amazon a significant potential since ongoing innovation enables the business to improve productivity, sustain competitiveness and increase its worldwide market presence (Laudon and Laudon, 2021). 
Legal aspects are the rules and regulation set by the government that companies must comply with, and relating too data protection, employment, and competition (Bainbridge, 2015). Government has recently changed the laws to make them stricter for data privacy laws, like the General Data protection regulations (GDPR) (ICO, 2023). 
These regulations have a significant impact on Amazon’s operations, specifically how they handle holding consumer data and ensuring that privacy laws are followed (Bainbridge, 2015). Additionally, Amazon must deal with legal challenges referring to labour laws and working conditions, which could damage Amazon’s reputation and increase the operating costs (CCLA, 2023). Overall, technological factors are the most influential for Amazon, as without the continuous development in AI and automation, they risk losing competitive advantage and reputational damage (Bainbridge, 2015).
Environmental factors refer environmental and sustainability challenges, such as to carbon emissions, resource utilisation, and environmental restrictions (Hill, Jones, and Schilling, 2020). Recently, there has been increasing pressure on large corporations to lessen their environmental impact, especially regarding climate change and carbon emissions (United Nations, 2021). 
Environmental factors refer to sustainability, climate change and carbon emissions which within recent years have become very important to consumers and remaining competitive (Hill, Jones and Schilling, 2020). Recently, there has been a lot of pressure on companies to ensure they lessen their environmental impact (United Nation, 2021). Additionally, consumers are calling for more environmentally friendly supply chains and less packaging (Stucki, Allgood and World Economic Forum, 2024). Consumers tend to stop shopping with a company if they do not use sustainable packaging, in fact, 50% of consumers are willing to pay extra for sustainable packaging, and 64% are more likely to only buy from sustainable brands (Smurfit Westrock, 2021). 
Due to their extensive logistical network and international delivery operations, Amazon is significantly impacted by these challenges (Hill, Jones, and Schilling, 2020). In addition to investing in electric delivery vehicles, Amazon has launched programs like ‘The Climate Pledge’ to reach net-zero carbon emissions (Amazon, 2023). However, excess packaging and transportation continues to raise environmental issues and draw more attention (Stucki, Allgood and World Economic Forum, 2024). 
Overall, environmental considerations present both a difficulty and an opportunity for Amazon, as sustainability demands raise costs while also improving brand reputation if appropriately managed (United Nations, 2021). This PESTLE analysis shows that Amazon operates within a complex and unpredictable environment, where several factors influence how they make decisions (Johnson, 2020). For example, the rapid changes with artificial intelligence and automation have improved operational efficiency for Amazon but have also raised legal and ethical concerns around data protection laws (Laudon and Laudon, 2021). This shows how changes within one external factor can create a dominoes effect with them all, creating either challenges or opportunities (Worthington and Britton, 2018). Additionally, this analysis shows that both the technical and legal factors are having the biggest influence on Amazons decision making now, as they impact Amazon’s core operations as well as long-term growth (Morrison, 2020). The current rapid rate of change for technology requires a continuous investment from Amazon to ensure it maintains its competitiveness (CIPD, 2025).
Economic and social factors also play a crucial role in shaping consumers, especially during periods of financial struggles such as the current cost of living crisis (IMF, 2024). While a lack of disposable income can reduce consumer spending, it may also increase demand for lower cost and online retail options, which directly benefits Amazon’s business model (Deloitte, 2025). This shows how external challenges may present opportunities where organisations could adapt effectively (Morrison, 2020).
Using the PESTLE framework, this essay has critically examined the external business environment affecting Amazon's international operations, emphasizing how macro-environmental factors influence strategic decision-making (Worthington and Britton, 2018). The results show that Amazon works in an extremely complicated and quickly changing environment where opportunities and difficulties are created by the interaction of political, economic, social, technological, legal, and environmental elements (Johnson, 2020). Due to growing regulatory scrutiny, tax laws, and antitrust investigations in major countries including the US, UK, and EU, political and legal concerns were found to be substantial obstacles (CIPD, 2025). These elements raise the cost of compliance and restrict Amazon's operational flexibility, necessitating constant strategy adjustments to be compliant (Bainbridge, 2015). On the other hand, social and technological variables offer significant prospects, as Amazon gains from the ongoing expansion of e-commerce, digital innovation, and shifting customer demands for speedy delivery and ease (Morrison, 2020). Economic factors, such as inflation and declining consumer purchasing power, offer both opportunities and risks because they may lower overall expenditure while also raising demand for accessible and affordable online retail solutions (IMF, 2024). As stakeholders demand more corporate accountability for sustainability, carbon emissions, and ethical supply chains, environmental concerns are also gaining traction (United Nations, 2021). Overall, the analysis indicates that although Amazon is well-positioned to benefit from social and technological developments, it continues to struggle to manage environmental and regulatory demands (Worthington and Britton, 2018).
By consistently investing in innovation, logistics, and digital infrastructure, Amazon has shown a remarkable capacity to adjust to these external forces, strengthening its competitive edge (McKinsey & Company, 2023). However, there are still issues and criticism with its response, especially when it comes to environmental sustainability and regulatory compliance (CIPD, 2025). This demonstrates that despite Amazon's great degree of adaptability, its ability to effectively manage every facet of the external world is still limited (Morrison, 2020).
Amazon should keep putting a high priority on technology innovation, especially in artificial intelligence, automation, and data analytics, to boost productivity and improve customer experience in order to stay competitive in a more complicated global context (Laudon and Laudon, 2021). To lower legal risks and safeguard its reputation, Amazon should also improve its compliance policies by collaborating more closely with regulators and increasing openness in areas like taxation, labour practices, and data protection (Competition and Markets Authority, 2023).
Additionally, in order to meet stakeholder expectations and boost long-term brand value, Amazon should increase the scope of its sustainability initiatives by making greater investments in eco-friendly packaging, cutting carbon emissions, and enhancing supply chain transparency (United Nations, 2021). Lastly, in order to ensure long-term resilience and a sustained competitive advantage in international markets, Amazon should take a more initiative-taking and adaptable strategy approach that enables it to predict future environmental changes rather than just respond to them (Worthington and Britton, 2018).
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