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[bookmark: _Toc240833423]1. Introduction and Company Description
[bookmark: _Toc240833424]1.1 Company overview
Amazon.com, Inc. (Amazon) is a Seattle based retail and technology company that reports under three segments: North America, International and Amazon Web Services (AWS) (Amazon.com, Inc., 2026a). As of full-year 2025, the company had sales of $716.9 billion that comprised of 161.9 billion sales in the International segment that includes the United Kingdom (UK) (Amazon.com, Inc., 2026a). Rapid growth in 2026: net sales in the second quarter grew 20 percent to 200.6 billion, but trailing-twelve-month free cash flow was downwards to 7.6 billion due to a rise in capital spending, mainly on artificial intelligence, of 66.1 billion (Amazon.com, Inc., 2026b). Capital is thus fought over, and any growth of retail outlets is to be accompanied with a proven pay back.
The UK grocery offer by Amazon takes the form of a portfolio and not a single format, comprising of fresh and household products on Amazon.co.uk, retail physical locations in the Whole Foods Market business, and on-demand delivery collaborations with Morrisons, Co-op, Iceland and Gopuff (Amazon UK, 2025). Amazon expanded its same-day delivery of perishable goods to more than 2,300 city and towns across the United States (US) and claims to have over 150 billion of grocery gross sales in 2025 (Amazon, 2025).
[bookmark: _Toc240833425]1.2 Problem statement and rationale
This is a proposal along Path B: evaluation of an existing company to find a growth potential and a feasible remedy. Amazon announced the closure of all its 19 Amazon Fresh stores in the UK in September 2025, converting five to Whole Foods Market (Grocery Dive, 2025), and its Fresh and Go stores in the US in January 2026 (FoodNavigator-USA, 2026). Fourth-quarter 2025 figures featured impairments of $610 million on the account as the mostly physical store impairments (Amazon.com, Inc., 2026a). The strategy of Amazon groceries has then shifted to stores to speed. In June 2026 it introduced fresh groceries to Same-Day Delivery across London and parts of it, which Prime members can get free with orders over £20 (Amazon UK, 2026).
Opportunity is in sight. Groceries, along with other essential goods, are approximately one out of three goods purchased on Amazon.co.uk and are increasing nearly two times quicker than the rest of the categories (Amazon UK, 2026), whereas online could rise to nearly 25 percent of UK food expenditure by 2030 (RetailWire, 2025). The issue is sustainability. UK grocery is also concentrated, promotion based and low-margin with Tesco commanding 28.7% of sales (McKevitt, 2026) and its perishable delivery requires extensive density and temperature regulation logistics. The question of the study is whether the same-day perishable delivery can be a profitable scalable UK growth engine or a costly extension of the Prime promise.
[bookmark: _Toc240833426]1.3 Scope
This paper is concerned with the Amazon UK grocery and everyday-essentials offer, such as same-day perishable, Amazon Now, Wholes Foods Market and partnered delivery. It does not include AWS, third-party sellers in the marketplace and non-food categories, unless they impact Prime economics. The developments in US are just taken as a comparator, and the planning horizon is based between 2026 and 2029.
[bookmark: _Toc240833427]2. Aim, Objectives and Research Questions
Aim: to evaluate Amazon UK's shift from grocery stores to same-day perishable delivery and recommend a financially realistic, phased growth strategy over a three-year horizon.
Objectives:
1. Critically review literature on e-grocery fulfilment, business model innovation and platform ecosystems.
1. Map Amazon UK's current grocery business model using the Business Model Canvas.
1. Assess the external environment and competition through PESTLE, Porter's Five Forces and competitor analysis, and internal capability through SWOT.
1. Evaluate growth options using the Ansoff Matrix.
1. Test financial feasibility using Amazon's latest cash flow statements and scenario-based unit economics.
1. Recommend an implementation pathway and reflect critically on risks and limitations.
Research questions: RQ1: What is Amazon UK's current grocery position and business model? RQ2: Which market forces most affect viability? RQ3: Which Ansoff option offers the best risk-adjusted return? RQ4: What order density, basket value and delivery cost make same-day grocery profitable?
Contribution to expected: the end Business Development Proposal will provide Amazon UK decision-makers with an evidence-based opinion of where, how rapid, and under what circumstances to scale grocery, and demonstrate how an ecosystem theory and last-mile logistics research can be applied to an operating and contentious retail pivot.
[bookmark: _Toc240833428]3. Methodology
[bookmark: _Toc240833429]3.1 Conceptual framework
They analyze business model innovation relying on the Business Model Canvas (Osterwalder and Pigneur, 2010) and the argument by Teece (2018) that business models need to be maintained by dynamic capabilities. Jacobides, Cennamo and Gawer (2018) describe the way ecosystems generate value using complementarities and this provides insight into the relationship between how Prime, the marketplace, Whole Foods and the grocery partners strengthen each other. Research in the field of logistics reveals that online grocery uses require redesigned fulfilment networks (Wollenburg et al., 2018), that last-mile delivery involves challenging cost and service choices (Boysen, Fedtke and Schwerdfeger, 2021), and that micro-fulfilment can alleviate urban-delivery pressures (Karaoulanis, 2024). There is also consumer evidence according to which most shoppers who shunned shops during lockdown actually returned later instead of going fully online (Bruegge and Olbrich, 2023), which means that this adoption method requires convenience to be gained. Chavhan and Dutta (2025) associate the new quick-commerce chains with the functions of a circular-economy, which applies to waste and packaging-risk. These strands support the tools of analysis to be adopted and contextualize propositions to be evaluated subsequently.
[bookmark: _Toc240833430]3.2 Research design
The research philosophy is pragmatist and abductive and is mixed with a lean towards qualitative, in accordance with the research onion of Saunders, Lewis and Thornhill (2023). It is a single embedded case study of Amazon UK grocery business (Yin, 2018) which is compared to the US. A business problem that involves interpretation of strategy and numerical testing of feasibility is best-handled by pragmatism. The justification comes a single case at a time since the pivot of Amazon UK groceries is both recent and well-documented and, as such, can be studied using depth, as opposed to breadth. The US comparator has a grown-up reference point, indicating what scale appears to be, whereas the UK situation indicates what is different. Amazon UK grocer proposition, an integral part of the overall Prime ecosystem, is the unit of analysis.
[bookmark: _Toc240833431]3.3 Data collection
The secondary data will be utilized. The sources of data about the company were annual report (Form 10-K), quarterly earnings statements, investor presentation and press releases in the UK, annual reports by competitors. Kantar Worldpanel, the Office for National Statistics retail data and industry reports will be used as sources of market data. Analysis will be supported with peer-reviewed articles published mainly since 2020, which will be found via Scopus; Web of Science; Google Scholar, as well as trustworthy trade publications like The Grocer and Grocery Dive. Sources will be filtered based on each following: authority, currency, objectivity and relevance and a source log will indicate dates of retrieval. Reported information will be presented in original currencies and sterling conversions will be clearly indicated. Document analysis will be conducted on the documents in a systematic manner (Bowen, 2009).
[bookmark: _Toc240833432]3.4 Data analysis
Thematic coding of qualitative documents will be done according to the above framework. Instead of being provided in the form of lists, PESTLE, SWOT, competitor analysis, Porters Five Forces (Porter, 2008) and the Ansoff Matrix (Ansoff, 1957) will be evidenced instead. The quantitative analysis will investigate the trends of Amazon segment, operating cash flow and capital expenditure, the comparison of operating margin, and cash conversion across segment and time, and construct a transparent unit-economics model of the same-day grocery ordering platform by Amazon using published charges, neighboring benchmarks, and making clear assumptions. Sensitivity analysis will change the density of order, the value of the basket, the cost of delivery and Prime penetration in order to determine the break-even conditions. The use of company, market and academic sources to triangulate will lend to validity and documented assumptions aid reliability. Each model will provide an answer to a certain question: PESTLE and Five Forces judge attractiveness, competitor analysis and SWOT judge relative ability and the Ansoff Matrix ranks options, the scoring criteria are fixed beforehand so that the subjectivity is minimized.
[bookmark: _Toc240833433]3.5 Ethics, AI use and limitations
The study does not have any human subjects, data gathering, or data collection in terms of primary data and personal data; the likelihood of ethical risks is minimal. No data will be collected until this outline is accompanied with the PG2 ethics form. All the materials will be stored in the university OneDrive account, according to the Research Data Management Policy, and be shared with the supervisor and programme manager. Universal AI tools can be used to help with the process of drafting and structure, yet all sources will be checked on the original and AI application mentioned. The weaknesses are that Amazon has not disclosed revenue and margins of the UK grocery and that the London launch was quite new, also company-reports are to be used, which will be approached with scepticism.
[bookmark: _Toc240833434]4. Market Research and Validation
[bookmark: _Toc240833435]4.1 Market context
Kantar reports that report home grocery sales of -13.8 billion in 4 weeks to 28 December 2025 with the grocery inflation at 4.3 and 33.3 respectively of the spend on promotion (McKevitt, 2026). As indicated in Table 1, the share is concentrated among the developed groceries, whereas Ocado, the online expert, is trivial (2.1) despite the 15% increase in sales (McKevitt, 2026).
Table 1: Selected UK grocery market share, 12 weeks to 28 December 2025
	Retailer
	Share (%)
	Signal

	Tesco
	28.7
	Share up 0.2 points

	Sainsbury's
	16.3
	Sales growth above 5% monthly since June 2025

	Asda
	11.4
	Large traditional grocer

	Lidl
	7.8
	Record festive share

	Ocado
	2.1
	Fastest-growing grocer


Source: adapted from McKevitt (2026).
Since Kantar quantifies spending (not earnings), share numbers will be supplemented by publicized financial performance of retailers. Two implications follow. To start with, a new player has to grow by switching and, therefore the differentiators with Amazon are convenience, one-basket store and Prime, not price leadership. Second, an online expert has been expanding rapidly on a small footing, posing demand but scale economics challenging.
[bookmark: _Toc240833436]4.2 Evidence of demand and Amazon's position
The evidence provided by Amazon is encouraging and is self-reported, thus it will be rated based on the type of source and cross-rated where feasible. Perishables in the US constituted nine out of ten highest selling goods in the regions of same-day grocery (Amazon, 2025). In the UK, the groceries category at Amazon increased by almost 20 per cent in 2024 against the prior year (RetailWire, 2025), and the introduction of June 2026 eliminates the previously separate category, the grocery basket (The Grocer, 2026). Prime customers earn an average annual saving of more than 200 pounds on delivery (Amazon UK, 2026) that Amazon has provided to customers, offering an element of loyalty most grocers do not offer. Efforts to partner with Morrisons, Co-op, Iceland and Gopuff (Amazon UK, 2025) reciprocate selection and coverage without having all the stores or depots, an asset-light complement, whose economics should be tested. On the other hand, the market UK grocery share, revenues, and margins of Amazon are unknown, and the launch in London alone does not provide much information about performance.
[bookmark: _Toc240833437]4.3 Preliminary environmental and strategic scan
There is an analysis shape that is pointed out by an early scan. Competition: There is an increase in political and legislative oversight of competition governed by the Digital Markets, Competition and Consumers Act 2024 (UK Parliament, 2024). Price sensitive shoppers are difficult to lose to due to economic factors that include 4.3% inflation, and heavy promotion (McKevitt, 2026). Time-poor households, socially, like single-basket convenience. Cost control is centred on automation and route optimisation in terms of technology (Boysen, Fedtke and Schwerdfeger, 2021). Licence will be developed in terms of environment, insulated packaging, emissions and food waste (Chavhan and Dutta, 2025).
Early Five Forces reading indicates a high competitive intensity Tesco, Sainsbury, Asda, and discounters, low buyer power due to low switching costs, and moderate barriers to entry: Amazon has funds and clientele but has not yet developed the dense cold-chain network in the UK. In the case of Ansoff, market penetration involves more use of the groceries by current members of the London Prime, market development involves new UK cities and product development involves quicker services and own-label ranges. Diversification is least appealing currently.
On the financial side the International segment operating income will be $1.0 billion in the 4th quarter of 2025 on a sale of $50.7 billion, approximately a 2% predetermination (Amazon.com, Inc., 2026a). The low-margin grocery should therefore not further dilute returns at a negative free cash flow.
[bookmark: _Toc240833438]4.4 Validation approach
The triangulated validation method will be used. The Kantar and Office for National Statistics trends will be used to test demand by making use of Amazon disclosures and scholarly findings about channel choice. The response among competitors will be benchmarked using Tesco, Sainsbury reporting, Ocado and Asda reporting and consumer sentiment using aggregated, anonymised themes of public reviews. Regulatory background will be based on the Digital Markets, Competition and Consumers Act 2024 (UK Parliament, 2024), which enhances competition regulation of dominant digital companies. The validity or partly or unprovenness of each proposition will be indicated, the reasons in support of the claim and any opposing evidence will be summarised, in such a way that will ensure that inferences are clear and can be contested by the supervisor.
[bookmark: _Toc240833439]5. Risks
Table 2 summarises project and strategic risks. Likelihood (L) and impact (I) are rated medium (Med) or high (Hi) because low-rated items are monitored rather than tabled. Mitigations are practical and assigned to specific project stages.
Table 2: Risk register
	Risk
	L
	I
	Mitigation

	Amazon does not disclose UK grocery financials
	Hi
	Med
	Use transparent assumptions, competitor benchmarks and sensitivity ranges; state limits.

	2026 developments change rapidly
	Med
	Hi
	Maintain a dated source log and complete a final update check.

	Company claims and trade press bias
	Med
	Med
	Triangulate; prioritise filings and peer-reviewed research.

	Scope creep and word-count overrun
	Med
	Med
	Set section word budgets; review fortnightly with supervisor.

	Weak order density in dispersed postcodes
	Hi
	Hi
	Test phased, postcode-led rollout scenarios.

	Competitor pricing response and rising delivery costs
	Med
	Hi
	Model price, wage and fuel shocks; recommend contingency triggers.



The register will be reviewed at every supervision meeting and updated in the final Reflection, where residual risks to Amazon's strategy will also be discussed.
[bookmark: _Toc240833440]6. Timeline
Figure 1 presents the 17-week plan, beginning on 7 September 2026, with final submission on 4 January 2027. Supervision meetings (S) occur fortnightly. Weeks 16 and 17 fall over the festive period and are deliberately kept as contingency.
Figure 1: Gantt chart (weeks commencing from 7 September 2026)
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