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[bookmark: _Toc69765404]Executive Summary
The author of this report is currently enrolled onto an MBA course at the University of Trinity Saint David’s, whereby they will investigate into an international company’s current strategy and future strategic potential opportunities. 
The author will also provide analysis of how a company can further enhance customer care strategy. 
This will be achieved by undertaking research using academic literature such as books and online resources on the internet. 
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[bookmark: _Toc69765405]Introduction	
The choice of organisation that has been selected for the purpose of this report will be based on Amazon (e-commerce website). Voigt et el (2016) state Amazon “was the first company in its industry to truly harness the power of the internet” which has led Amazon to become a global international business and as of to date it is regarded as the world’s online biggest and most valuable company in the world. There is much debate as to whether Amazon can be regarded as a tech company, however it certainly is a huge company with international operation much of the developed countries and certainly in the top 20 economies of the world.
Amazon was founded by entrepreneur Jeff Bezos in 1994. Its main headquarters is in Seattle, USA. Amazon employs around 650,000 employees around the world. Although Amazon first started out as an online book store, it evolved it business to allow people with access to the internet to buy and sell a wide range of goods online on a centralised online platform. It has over 100 million paid subscribers to its prime services worldwide. 
Amazons is largely an e-commerce website company where by it sells goods and services over the internet via its website. Amazons operations are regarded by industry analysts as the best in the world in terms of its logistics and warehouse delivery. Its main rivals are Walmart, Alibaba, eBay and Netflix.
Amazon market dominance is attributed to its business strategy.  As Singh et el (2003) state “the growth and success of Amazon is largely built on its syndication strategy through expanding its extensive network and e-partnerships”.  
Watkins (2007) states that “strategy is about how resources should be allocated to accomplish the mission in the context of the value network; about why people in the organization should feel motivated to perform at a high level. Together, the mission, network, strategy, and vision define the strategic direction for a business. They provide the what, who, how, and why necessary to powerfully align action in complex organizations” (Watkins 2007).  
In addition Chandler (1962) defines strategy as “the determination of the basic long-term objectives of an enterprise and the adoption of courses of action and allocation of resources necessary to achieve these goals” (Chandler, 1962).
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A PESTEL model enables analysis of macro-environmental of a company. There are six factors for this model which would affect Amazon: 
Political
· Political and Government Policy - Political landscape in a country would dictate if it is safe to conduct business and what legislation and regulations Amazon would have to comply with and consider of political landscape that would give scope to expansion and growth. For example US presidential candidate Elizabeth Warren is advocating for more regulation of large tech companies such as Amazon (Herndon, A 2019)
· Political sentiments - sentiments amongst local population may influence buying habits and ethos towards certain brands and companies

Economic
· Economic stability- Amazon thrives in stable progressive markets primarily the USA and Western Europe as they are large e-commerce trading regions.
· Developing & Emerging countries – markets that are developing with a growing e-commerce sector Amazon could take opportunity of entering but would have to take into account of currency fluctuations of the market too to see if it is worth entering a particular market. 

Social
· Wealth Gap – As owners of large business such as Jeff Bezos accumulate huge amount of wealth this will lead to wealth disparity in society between rich and poor leading to a polarised gap in inequality as highlighted in “take home pay of the average amazon worker being $22,000 compared to the CEO take home pay of nearly 1 billion dollars” (Stolzoff, 2018). This could breed political sentiments and give way to social issues that may become anti-big business in certain markets.
· Materialism/ Consumerism - Developed countries tend to have a greater standard of living with more disposal income, which leads to increase in consumerism and would mean more revenue for Amazon but could also lead to issues of mental health issues on wider society. 

Technological
· IT efficiency & innovations – amazons online platforms has to find new ways to attract online traffic away from their competitors towards Amazon, this requires new innovative and creative methods
· IT Security threats - with government support Amazon could utilise and enhance cyber security and online fraud efforts in co-ordination with government enforcement agencies which pose a threat to online data theft.
· Drone delivery – amazons innovative method of delivering goods visa drone delivery is under intense scrutiny as it needs to comply with very strict aviation regulations 

Environmental 
· Environment sustainability – amazon uses a huge amount of resources for its postage and packaging from wrapping paper to vehicle transport which all has an impact on the environment. As the consumer becomes more and more the environmentally conscientious due to climate change, customers may only want to shop with a brand that is environmentally friendly where its carbon footprint is very low and products ethics are in line with sustainably initiatives thereby following a more greener solution.
Legal

· Product quality control standard compliance- Amazon needs to ensure it complies with  quality standards in the markets it operates, for example in the EU Zone strict product quality controls are in place
· Trade regulations – amazon needs to comply with ever changing trade regulations especially in Europe and USA where e-commerce legislations are under constant review for example misleading advertisements


Conclusion
The above PESTEL analysis has indicated that there are many macro-environmental factors that affect Amazon. 
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Porters 5 forces model enables analysis of the competitive environment of a business and the industry in which it operates in. There are five factors to consider for this model in regards to Amazon, which are as followed: 
1. Competitive Rivalry

The threat of competitive rivalry is very high. There is severe intense competition between online e-commerce businesses. This is highly due to the fact that a transactional sale is only one click away from the end user or customer for the business. For this reason, the threat of severe competition is very high. Amazons rivals are constantly engaging in the fight to gain a greater market share based on numerous factors, however Amazons main key policy is to compete on customer service and on price. Amazons mains competitors are Alibaba, Walmart eBay and Netflix. 
2. New Entrants

The threat of new entrants to the market is very low however a new start-up with significant financial backing and technological resources at its disposal could possibly pose a threat to Amazon, but it would be very difficult to replace and emulate the same business model as Amazon. To replicate the same business model of Amazon would require technological innovation in regards to the logistics and distribution of Amazon for it to be very successful. New entrants to the market that try to grab market share from Amazon is very low as Amazon is very dominant in most of the markets it operates in.  
3. Bargaining power of supplier

The bargaining power of suppliers towards amazon is very low, this is due to the fact that due to the sheer size and dominance of Amazon, it is able to dictate price to its suppliers due to the size of market share it holds. Furthermore, Amazon has quality controls in place to ensure that the products placed on its online platform comply to certain rules which suppliers have to comply with. Amazon suppliers have very little bargaining power and influence over pricing fluctuations. Amazon has a very strong partnership with third party suppliers and re-sellers as it allows its supplier to utilise the amazon platform to reach a greater market share. 

4. Bargaining Power of customers

The bargaining power of the customer is very very high. This is due to the fact that Amazon’s very own policy is set and stressed around the customer journey and customer satisfaction. If the customer does not like the price of an item on the Amazon store it is only one click away from purchasing an item from one of Amazon’s other competitors such as eBay. Amazon’s customers try to entice greater market share to their business by competing on prices with Amazon. 

5. Threat of substitutes

The threat of substituting Amazon is very high. This is due Amazon’s competitors are always trying to gain great market share from Amazon on the same products that Amazon sells. However due to the unique customer service Amazon delivers this maybe something that will be difficult to emulate, however it only takes one bad customer experience to drive a customer away from Amazon and towards its competitors. In addition, with the lack of physical Amazon retails units, Amazon’s competitors that have retail units are able compete on the retail high street rather than in the online domain which poses a threat where customers still prefer to visit physical retail units rather than shop online. 

Conclusion
The above Porters 5 forces analysis has indicated that Amazon is in a very strong, stable and strategic position to compete and its future is solidified in the current market share dominance it has in the services and goods it provides to customers. Amazons website attracts a lot of customers and online traffic due to its ease of use and interface to ensure online customer has a good shopping experience with them. 
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A SWOT analysis of Amazon enables identification and analysis of internal and external issues such as strengths, weaknesses, opportunities and threats affecting the organisation. As 50Minutes (2015) states “a swot analysis is used as a decision-making tool and to facilitate the development of strategic plans”.  

Strengths

· Amazon branding and marketing- Amazon has a very strong global branding position of which it holds very strong customer trust in the markets it operates in.
· Product targeting- with a huge variety of product lines it is able to cater and target all customer segments in the markets it operates in.  
· Innovation- Amazon is one of the world leaders in consumer tech innovation which has been taken up by its 100 million plus subscribing customer base. It has launched new products that has changed the industry for which its competitors are playing catch-up with Amazon. 
· Cost efficiency- amazons business structure is entirely based online, it is able to maintain low overheads by having large fulfilment warehouses instead of traditional brick and mortar retail units which rive costly in the long run to maintain
· Third party resellers partnership- Amazons online platform attracts a very high volume of online which amazon decided to share with other smaller re-seller business’s at a premium, this in turn diversifies the product range which also allows Amazon to expand its presence amongst other business and markets. 
· Business acquisitions - Amazon has diversified its business services portfolio to increase its capabilities of the services it offers for example the entry into the grocery food sector, entertainment industry and robotics which has returned and generated profits for them. Amazons has also evolved its divisions to become more dynamic, for example Amazon Prime which is a leader in the logistical one-day deliveries. 
· World leading logistics and distribution infrastructure – Amazon is renowned as a world leader in having the most efficient and reliable logistics systems in the world where it is able to deliver goods within a given time frame for example two-hour deliveries. This in turn leads to satisfactory customer services and customer loyalty to keep on returning to shop with Amazon. 

Weakness

· Business model theft – Amazon business rivals could potentially copy Amazon business model in the sense of having a fulfilment warehouse, improving its infrastructure in having the same model as Amazon to improve its efficiency. 
· Investment loss and market entry failure – Amazon faced a huge loss and failure in penetrating the Chinese market due to its Chinese Alibaba’s huge dominance which left the company exposed to loss and PR failure. 
· Product launch failure- device development such as tablet for example the Kindle Fire and phones such as the Fire Phone has not been taken up successfully by customers due to phones and tablet device loyalty lying with other company brands such as Apple, Samsung etc.
· Public relations disaster – Ethical issues such as tax compliance and amazon workplace conditions has been widely reported and reaction has been hugely negative where the general public has protested raising the issue big corporations’ ethical responsibilities towards wider society. 

Opportunities 
· New market entry- amazon with its large resources and dynamic structure is able to enter developing markets such as India where consumer e-commerce growth is projected to grow year on year
· Business acquisitions - Amazon could maximise its market share by potentially buying smaller growing smaller e-commerce businesses to diversify its product portfolio. 

Threats
· Ethical Public Relations - Amazon worker conditions, tax compliance issues and controversial products lines have caused critical and political reaction towards the company
· Local market legislation and regulation compliance- as Amazon enters new markets it has to comply with the regulation in which it conducts business in. 
· IT Security – with the ever-increasing occurrences of cyber-attacks from hackers, amazon could be vulnerable to IT breaches and data theft 


Conclusion
The above SWOT analysis has highlighted issues that affect amazon, however amazon’s future seems very stable as it has a big infrastructure and investments that ensure its future growth. Amazon has reported year on year revenue growth, this is highly due to the growing e-commerce sector growing as people switch from online shopping and away from the retail high street world. 
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Change kaleidoscope model below highlights three factors of analysis; Time, Capacity and Readiness in regards to how Amazon face the challenge of change management to enhance its customer experience further
· Time – Due to Amazon’s sheer global size it would be a very challenging to implements immediate change in comparison to a small sized online business such as musicmagpie. This is due to the layers of management involved in decision making which would take longer to implement in comparison to a small business start-ups. Smaller businesses have the advantage of fewer levels of management thereby saving time for change to take place as there are fewer people involved, however Amazon does have the advantage with its huge buying power to obtain resources which smaller companies would find difficult to source due to time and costs involved. 

· Capacity – Amazon has access to a wealth of resources required to implement change in comparison to smaller companies who would find it difficult to source the right resources due to limited capacity. Furthermore, Amazon has greater access to human capital to allow it to effectively implement change such as the best talent available in the world. 

· Readiness – Amazon is a very large tech company which prides itself on innovation, for this reason it can be argued that Amazon would always be open and ready for change to meet the demands of the market. Similarly, small companies are more adaptable and ready for change due to the few layers of decision making involved in smaller operations. 


[bookmark: _Toc69765411]Ansoff Matrix 

Dudovskiy, J (2020) defines the “Ansoff Matrix as a marketing planning model that helps the e-commerce and cloud computing company to determine its product and market strategy. Ansoff Matrix illustrates four different strategy options available for businesses.  These are market penetration, product development, market development and diversification”
Amazon utilises all four growth strategies of the Ansoff Matrix in a very integrated fashion as detailed below:
· Market Penetration -  Amazon is able to penetrate the markets very aggressively via its global online platform, which heavily takes into consideration of the user/ customer experience and offers a personalised service via the use of technology advances in artificial intelligence, however this could go further in new innovative ways. In addition Smithson, J (2017) states “the objective of this intensive strategy is to generate more revenues from the markets where the company currently operates. Amazon.com grows with increasing consumerism.”

· Product Development – amazon is constantly developing new innovative products and services to market needs. This is evident where Amazon first started out as an online book seller then gradually diversified its products lines to wider ranges making the world’s largest online business. In addition Smithson, J (2017) states “Amazon.com Inc. applies product development as a supporting intensive strategy for business growth. Developing and offering new products to gain higher revenues is the goal of this intensive growth strategy. Amazon grows partly by developing new products over time.”


· Market Development – Amazon is able to markets itself into new and emerging markets, this is evident where it has gone on to enter and expand into emerging economies where internet usage is growing thereby following online demand. As Smithson, J (2017) states “Amazon’s generic strategy builds competitive advantage that allows the company to implement this intensive strategy of market development. A strategic objective related to this intensive growth strategy is for Amazon.com to establish new online retail websites that correspond to new countries added to the company’s global market reach.”

· Diversification – Amazon is able to diversify in what products and services it has to offer all the time by innovation and developing new products such as the Kindle and services such as Amazon prime, however these are only achieved via acquisitions of smaller companies, as Smithson, J (2017) states “Amazon grew through its acquisition of Audible, which is a producer of audiobooks and related products. In this regard, the company partly uses acquisition to implement this intensive growth strategy.”

[bookmark: _Toc69765412]Conclusion

Having analysed Amazon’s current standing and issues, the following section will analyse and explore future opportunities, threats in regards to its strategic future for Amazon that will help in 
There are a whole range of opportunities available to Amazon to ensure its future growth via technological innovation and investing into new markets. 
As Darwin, C (2016) stated “It is not the strongest species that survive, nor the most intelligent, but the ones most responsive to change”. If Amazon is to ensure its future it has to be adaptable to change, this is further solidified in its key policy of looking and planning towards the long term. Amazons annual company report (known as Form 10-K) as filed to the Government of the United States of America’s Securities and Exchange Commission in 2018 details many of Amazons future plans in regards to its investments in new markets. 
As Palmer (2017) states “Amazon's success is built on two things in particular. One is its willingness to think about the long term - in an era when chief executives complain about the pressure to deliver results on a quarterly basis, Jeff Bezos, Amazon's founder and chief executive, thinks in terms of years and decades. It's expressly been part of its business model to take the cash that it earns and to invest it in order to take advantage of what it calls network effect, the idea is that more users you attract to its e-commerce site the more attractive it is to other retailers and therefore the more users come on to the site.”
Amazon, one of the largest e-commerce sites in the world is entering new emerging markets that are developing and have a high growth rate for online shopping and e-commerce such as India, Turkey and South America. Where leading economies growth has slowed or stagnated such as in the west due to the financial crisis of 2008, Amazon’s strategy seems to be to pursue revenue streams in developing and emerging economies where e-commerce growth rates are booming in countries such as India and China. This requires market entry and market penetration. 
One of the challenges as part of its expansion drive is market penetration to boost revenue, for example, Amazon entered India and China but it struggled to penetrate the Chinese market due to pre-existing companies dominating the market. For example, in China, Alibaba dominates the Chinese market, for this reason Amazon struggled to compete with a domestic Chinese company that had a strong loyal customer base towards pre-existing domestic Chinese companies. 
Furthermore, with political climate between USA and China resulting in a trade war, the Chinese customer base may feel more strongly about supporting a domestic Chinese company over a foreign external company where financial contribution stays within the country. Furthermore, Chinese state policy is restrictive to foreign investment unless it complies with all stringent rules and regulation to the Chinese law.  
With the penetration of the Chinese market resulting in semi-failure by many industry experts, Amazon turned its focus towards another booming e-commerce market in the world which was India. Taking into account of India’s demographics spending habits, Amazon stocked up on items that catered towards Indian cultural spending power and habits. 
The launch of Amazon in India was well publicized in the media. Amazon’s marketing campaign proved very popular and successful in India as evident by the prime membership uptake, with that in mind amazon invested heavily in the prime division of products and entertainments area such as online drama serials and movies. Amazon also invested heavily in an Indian headquarters office which is by far the biggest headquarters offices it has in the world outside of the western hemisphere. 
Amazons own projections taking into account of India’s market and changing demographics, growing middle class with increasing purchasing power seem to indicate that Amazon’s customer base in India will grow year on year making the entry into India very profitable for the foreseeable future. 
Amazon’s strategy seems to be aiming for the world biggest GDP economies where growth inferences into consumer buying power and that is where amazon can come in provide a fast and efficient service to consumers. Investment Bank, Morgan Stanley (2017) has projected that “India’s e-commerce growth will grow from 12 billion dollars in 2016 to 200 billion dollars to 2026”. 
India’s political stability has also brought into question of its openness to foreign investment of the likes of Amazon. For example, the current Indian government administration of Modi has become more protectionist where there has been a backlash from local domestic business’s against foreign business which has changed the retail landscape on India. Amazon’s main priority in Indian market has generally been to compete on price and entertainment services via it Prime platform, for this reason smaller local businesses have lobbied intensely against bigger western foreign companies as it harms their own market share and employment prospects. For this reason, India has introduced very strict and complex e-commerce regulations which has also led to analysts to comment on the rise of protectionism in India which harms Amazons strategic ambitions. For this reason Amazon would need to take into consideration for government policies and political landscape of a market. 
With new strategic market entry opportunities also bring along threats and obstacles which Amazon would also have to manage in the long term. 

Conclusion
Amazons future is ensured by the investments is undertakes to solidify its market dominance, this is further supported by Amazons first letter to its shareholders that CEO Jeff Bezos sent in which he stated that “because of our emphasis on the long-term, we may make decisions and weigh trade-offs differently than some companies... We will continue to make investment decisions in light of long-term market leadership considerations rather than short-term profitability” (Bariso, J (2017)). Every market entry is an investment opportunity that also creates jobs and impacts the local economy. 
Overall Amazon has had a profound effect on the global economy and in the markets and countries it operates in. It has changed western lifestyle, to the way people shop, how they pass their leisure time via entertainment medium (online streaming of Prime service) to the way how people receive their goods. 
Amazon has developed new technical innovations in the warehouse and logistics sector, it is regarded as a source of employment and but then also a created a ripple effect of inequality due to its impact on the environment it operates in. 
Amazon will continue to have an impact on people’s lives as it grows bigger and expands into new markets and solidifies its market positions and dominance in the consumer market. 
[bookmark: _Toc69765413]Recommendations
Amazons success is largely down to ability to adapt and strategize into new markets and supplement it with customer care, however the customer care aspect could be further enhanced for future resilience of the company. 
This can be achieved through further customer engagement via the use of technology at Amazon.  It could be argued that Amazon is probably the most customer service obsessed company in the world which engages far more with its customers which is reflected in its year on year growth. Further innovative use of technology could enhance this engagement further. With the rise of artificial intelligence and machine learning technology amazon could lead the way in enhancing the customer experience on whilst shopping on their website, for example having personalised chatbots that can answer customer queries in real time online. 
As Jeff Bezos stated in a CNN interview (CNN, 2013) that “Amazon knows that customers like low prices, big product and fast delivery”, and this is what Amazons business model revolved around- being customer focused. 
One way of further advancing its customer engagement and service is to advance and Hyper- personalisation. Hyper- personalisation as defined by Annas, C (2020) is “is a form of traditional personalization. Utilizing real-time data and artificial intelligence (AI), hyper-personalization displays to your customers specially curated content, products, and services with a high level of granularity, at scale, and often in an automated fashion.” 
In summary it is to offer a more bespoke and personalised experience for online shoppers to the Amazon platform. The benefits of Hyper-personalisation for Amazon is that through the use of artificial intelligence and technology online users are targeted products which will suit their needs based off past purchase or browsing history behaviour. This further lessons the need for the customer to be overwhelmed when browsing and searching for products which in turn saves time and cost leading to a simpler and efficient customer experience. Amazon can further enhance the use of predictive analytic to convert browsing users to sales. Miaki, S (2019) states “Over 35% of Amazon’s conversions are powered by their recommendation engine because they create unique, hyper-personalized experiences for each consumer”, which could be further enhances with more aggressive Hyper- personalisation strategy. 
Hyper- personalisation fits into Amazon overall strategy very well as Baldwin, G (2020) states “Amazon’s brand is built on customer satisfaction. It wants to be known as the most customer-friendly company on the entire planet. This means Amazon wants to position itself as the most convenient company with the lowest prices and the best customer service out there.”
With the utilisation of technology for advancing Hyper- personalisation amazon will also in turn benefit, as Smithson, J. (2017) states “Amazon uses cost leadership as its generic strategy for competitive advantage. Minimization of operational costs is the objective in this generic competitive strategy.” Furthermore the use of technology further advances Amazons innovative wide reach to an ever growing engaged customer base.
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