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To our shareholders: 

  

 Amazon.com passed many milestones in 1997: by year-end, we had served more 

than 1.5 million customers, yielding 838% revenue growth to $147.8 million, and 

extended our market leadership despite aggressive competitive entry. 

  

 But this is Day 1 for the Internet and, if we execute well, for Amazon.com. Today, 

online commerce saves customers money and precious time. Tomorrow, through 

personalization, online commerce will accelerate the very process of discovery. 

Amazon.com uses the Internet to create real value for its customers and, by doing so, 

hopes to create an enduring franchise, even in established and large markets. 

  

 We have a window of opportunity as larger players marshal the resources to pursue 

the online opportunity and as customers, new to purchasing online, are receptive to 

forming new relationships. The competitive landscape has continued to evolve at a fast 

pace. Many large players have moved online with credible offerings and have devoted 

substantial energy and resources to building awareness, traffic, and sales. Our goal is to 

move quickly to solidify and extend our current position while we begin to pursue the 

online commerce opportunities in other areas. We see substantial opportunity in the large 

markets we are targeting. This strategy is not without risk: it requires serious investment 

and crisp execution against established franchise leaders. 

  

  It's All About the Long Term 

  

 We believe that a fundamental measure of our success will be the shareholder value 

we create over the long term. This value will be a direct result of our ability to extend and 

solidify our current market leadership position. The stronger our market leadership, the  

more powerful our economic model. Market leadership can translate directly to higher 

revenue, higher profitability, greater capital velocity, and correspondingly stronger 

returns on invested capital. 

  

 Our decisions have consistently reflected this focus. We first measure ourselves in 

terms of the metrics most indicative of our market leadership: customer and revenue 

growth, the degree to which our customers continue to purchase from us on a repeat 

basis, and the strength of our brand. We have invested and will continue to invest 

aggressively to expand and leverage our customer base, brand, and infrastructure as we 

move to establish an enduring franchise. 
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“We will continue to 

measure our programs and 

the effectiveness of our 

investments analytically... 

We will continue to learn 

from both our successes 

and our failures.”
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than timid investment 

decisions... Some of these 

investments will pay off, 

others will not, and we will 

have learned another 

valuable lesson in either 

case.”
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Writing Narratives



Work Backwards from the Customer

1. Write a Press Release

2. Write the FAQ

3. Define the User Manual

4. Write the User Manual
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“Complexity arises

when the dependencies

among the elements

become important.”

Complex Adaptive Systems,
John H. Miller & Scott E. Page

The Risk of Complexity



Monolithic Application Services Microservices

The Story of Amazon.com



“A complex system that works is invariably found to 

have evolved from a simple system that worked. 

A complex system designed from scratch never works 

and cannot be patched up to make it work. You have 

to start over with a working simple system.”

Gall’s Law

The Power of Simplicity



2 Pizza Teams



Amazon Web Services



“The most radical and 

transformative

of inventions are those

that empower others

to unleash their 

creativity

- to pursue their 

dreams”

Jeff Bezos



“Once customers started building their 

applications and systems using our 

APIs, changing those APIs becomes 

impossible, as we would be impacting 

our customer’s business operations if 

we would do so.

We knew that designing APIs was a very 

important task as we’d only have one 

chance to get it right.”

– Werner Vogels

CTO, Amazon.com

APIs are Forever



Back to the Future



“Jeff, what does Day 2 look like?”

That’s a question I just got at our most recent all-hands meeting. I’ve been reminding people that it’s Day 1 for a

couple of decades. I work in an Amazon building named Day 1, and when I moved buildings, I took the name

with me. I spend time thinking about this topic.

“Day 2 is stasis. Followed by irrelevance. Followed by excruciating, painful decline. Followed by death. And

that is why it is always Day 1.”

To be sure, this kind of decline would happen in extreme slow motion. An established company might harvest

Day 2 for decades, but the final result would still come.

I’m interested in the question, how do you fend off Day 2? What are the techniques and tactics? How do you

keep the vitality of Day 1, even inside a large organization?

Such a question can’t have a simple answer. There will be many elements, multiple paths, and many traps. I don’t

know the whole answer, but I may know bits of it. Here’s a starter pack of essentials for Day 1 defense: customer

obsession, a skeptical view of proxies, the eager adoption of external trends, and high-velocity decision making.

True Customer Obsession

There are many ways to center a business. You can be competitor focused, you can be product focused, you can

be technology focused, you can be business model focused, and there are more. But in my view, obsessive

customer focus is by far the most protective of Day 1 vitality.

Why? There are many advantages to a customer-centric approach, but here’s the big one: customers are always

beautifully, wonderfully dissatisfied, even when they report being happy and business is great. Even when they

don’t yet know it, customers want something better, and your desire to delight customers will drive you to invent

on their behalf. No customer ever asked Amazon to create the Prime membership program, but it sure turns out

they wanted it, and I could give you many such examples.

Staying in Day 1 requires you to experiment patiently, accept failures, plant seeds, protect saplings, and double

down when you see customer delight. A customer-obsessed culture best creates the conditions where all of that

can happen.

Resist Proxies

As companies get larger and more complex, there’s a tendency to manage to proxies. This comes in many shapes

and sizes, and it’s dangerous, subtle, and very Day 2.

A common example is process as proxy. Good process serves you so you can serve customers. But if you’re not

watchful, the process can become the thing. This can happen very easily in large organizations. The process

becomes the proxy for the result you want. You stop looking at outcomes and just make sure you’re doing the

process right. Gulp. It’s not that rare to hear a junior leader defend a bad outcome with something like, “Well, we

followed the process.” A more experienced leader will use it as an opportunity to investigate and improve the

process. The process is not the thing. It’s always worth asking, do we own the process or does the process own

us? In a Day 2 company, you might find it’s the second.

Another example: market research and customer surveys can become proxies for customers – something that’s

especially dangerous when you’re inventing and designing products. “Fifty-five percent of beta testers report

being satisfied with this feature. That is up from 47% in the first survey.” That’s hard to interpret and could

unintentionally mislead.
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It’s still Day 1
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There are many ways to center a business. You can be competitor focused, you can be product focused, you can

be technology focused, you can be business model focused, and there are more. But in my view, obsessive

customer focus is by far the most protective of Day 1 vitality.

Why? There are many advantages to a customer-centric approach, but here’s the big one: customers are always
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Resist Proxies

As companies get larger and more complex, there’s a tendency to manage to proxies. This comes in many shapes
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watchful, the process can become the thing. This can happen very easily in large organizations. The process
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unintentionally mislead.

“Jeff, what does Day 2 look 

like?”

“Day 2 is stasis.

Followed by irrelevance. 

Followed by excruciating, 

painful decline. Followed by 

death. And that is why 

it is always Day 1.”



“Launch is the starting line, not the finish line…

It always takes a lot of listening and iterating

and figuring out what customers want

before you have something that's truly successful”
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research and customer surveys 

can become proxies for 

customers 
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dangerous when you’re 

inventing and designing 

products.”



“55% of beta testers report 

being satisfied with this feature. 

That is up from 47% in the first 

survey.”

“That’s hard to interpret and 

could unintentionally mislead.”
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Resist Proxies
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and sizes, and it’s dangerous, subtle, and very Day 2.

A common example is process as proxy. Good process serves you so you can serve customers. But if you’re not

watchful, the process can become the thing. This can happen very easily in large organizations. The process

becomes the proxy for the result you want. You stop looking at outcomes and just make sure you’re doing the
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Another example: market research and customer surveys can become proxies for customers – something that’s

especially dangerous when you’re inventing and designing products. “Fifty-five percent of beta testers report

being satisfied with this feature. That is up from 47% in the first survey.” That’s hard to interpret and could

unintentionally mislead.

Embrace

External Trends
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“Day 2 is stasis. Followed by irrelevance. Followed by excruciating, painful decline. Followed by death. And

that is why it is always Day 1.”

To be sure, this kind of decline would happen in extreme slow motion. An established company might harvest

Day 2 for decades, but the final result would still come.

I’m interested in the question, how do you fend off Day 2? What are the techniques and tactics? How do you

keep the vitality of Day 1, even inside a large organization?

Such a question can’t have a simple answer. There will be many elements, multiple paths, and many traps. I don’t

know the whole answer, but I may know bits of it. Here’s a starter pack of essentials for Day 1 defense: customer

obsession, a skeptical view of proxies, the eager adoption of external trends, and high-velocity decision making.

True Customer Obsession

There are many ways to center a business. You can be competitor focused, you can be product focused, you can

be technology focused, you can be business model focused, and there are more. But in my view, obsessive

customer focus is by far the most protective of Day 1 vitality.

Why? There are many advantages to a customer-centric approach, but here’s the big one: customers are always

beautifully, wonderfully dissatisfied, even when they report being happy and business is great. Even when they

don’t yet know it, customers want something better, and your desire to delight customers will drive you to invent

on their behalf. No customer ever asked Amazon to create the Prime membership program, but it sure turns out

they wanted it, and I could give you many such examples.

Staying in Day 1 requires you to experiment patiently, accept failures, plant seeds, protect saplings, and double

down when you see customer delight. A customer-obsessed culture best creates the conditions where all of that

can happen.

Resist Proxies

As companies get larger and more complex, there’s a tendency to manage to proxies. This comes in many shapes

and sizes, and it’s dangerous, subtle, and very Day 2.

A common example is process as proxy. Good process serves you so you can serve customers. But if you’re not

watchful, the process can become the thing. This can happen very easily in large organizations. The process

becomes the proxy for the result you want. You stop looking at outcomes and just make sure you’re doing the

process right. Gulp. It’s not that rare to hear a junior leader defend a bad outcome with something like, “Well, we

followed the process.” A more experienced leader will use it as an opportunity to investigate and improve the

process. The process is not the thing. It’s always worth asking, do we own the process or does the process own

us? In a Day 2 company, you might find it’s the second.

Another example: market research and customer surveys can become proxies for customers – something that’s

especially dangerous when you’re inventing and designing products. “Fifty-five percent of beta testers report

being satisfied with this feature. That is up from 47% in the first survey.” That’s hard to interpret and could

unintentionally mislead.
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That’s a question I just got at our most recent all-hands meeting. I’ve been reminding people that it’s Day 1 for a

couple of decades. I work in an Amazon building named Day 1, and when I moved buildings, I took the name

with me. I spend time thinking about this topic.

“Day 2 is stasis. Followed by irrelevance. Followed by excruciating, painful decline. Followed by death. And

that is why it is always Day 1.”

To be sure, this kind of decline would happen in extreme slow motion. An established company might harvest

Day 2 for decades, but the final result would still come.

I’m interested in the question, how do you fend off Day 2? What are the techniques and tactics? How do you

keep the vitality of Day 1, even inside a large organization?

Such a question can’t have a simple answer. There will be many elements, multiple paths, and many traps. I don’t

know the whole answer, but I may know bits of it. Here’s a starter pack of essentials for Day 1 defense: customer

obsession, a skeptical view of proxies, the eager adoption of external trends, and high-velocity decision making.

True Customer Obsession

There are many ways to center a business. You can be competitor focused, you can be product focused, you can

be technology focused, you can be business model focused, and there are more. But in my view, obsessive

customer focus is by far the most protective of Day 1 vitality.

Why? There are many advantages to a customer-centric approach, but here’s the big one: customers are always

beautifully, wonderfully dissatisfied, even when they report being happy and business is great. Even when they

don’t yet know it, customers want something better, and your desire to delight customers will drive you to invent

on their behalf. No customer ever asked Amazon to create the Prime membership program, but it sure turns out

they wanted it, and I could give you many such examples.

Staying in Day 1 requires you to experiment patiently, accept failures, plant seeds, protect saplings, and double

down when you see customer delight. A customer-obsessed culture best creates the conditions where all of that

can happen.

Resist Proxies

As companies get larger and more complex, there’s a tendency to manage to proxies. This comes in many shapes

and sizes, and it’s dangerous, subtle, and very Day 2.

A common example is process as proxy. Good process serves you so you can serve customers. But if you’re not

watchful, the process can become the thing. This can happen very easily in large organizations. The process

becomes the proxy for the result you want. You stop looking at outcomes and just make sure you’re doing the

process right. Gulp. It’s not that rare to hear a junior leader defend a bad outcome with something like, “Well, we

followed the process.” A more experienced leader will use it as an opportunity to investigate and improve the

process. The process is not the thing. It’s always worth asking, do we own the process or does the process own

us? In a Day 2 company, you might find it’s the second.

Another example: market research and customer surveys can become proxies for customers – something that’s

especially dangerous when you’re inventing and designing products. “Fifty-five percent of beta testers report

being satisfied with this feature. That is up from 47% in the first survey.” That’s hard to interpret and could

unintentionally mislead.
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“Jeff, what does Day 2 look like?”

That’s a question I just got at our most recent all-hands meeting. I’ve been reminding people that it’s Day 1 for a

couple of decades. I work in an Amazon building named Day 1, and when I moved buildings, I took the name

with me. I spend time thinking about this topic.

“Day 2 is stasis. Followed by irrelevance. Followed by excruciating, painful decline. Followed by death. And

that is why it is always Day 1.”

To be sure, this kind of decline would happen in extreme slow motion. An established company might harvest

Day 2 for decades, but the final result would still come.

I’m interested in the question, how do you fend off Day 2? What are the techniques and tactics? How do you

keep the vitality of Day 1, even inside a large organization?

Such a question can’t have a simple answer. There will be many elements, multiple paths, and many traps. I don’t

know the whole answer, but I may know bits of it. Here’s a starter pack of essentials for Day 1 defense: customer

obsession, a skeptical view of proxies, the eager adoption of external trends, and high-velocity decision making.

True Customer Obsession

There are many ways to center a business. You can be competitor focused, you can be product focused, you can

be technology focused, you can be business model focused, and there are more. But in my view, obsessive

customer focus is by far the most protective of Day 1 vitality.

Why? There are many advantages to a customer-centric approach, but here’s the big one: customers are always

beautifully, wonderfully dissatisfied, even when they report being happy and business is great. Even when they

don’t yet know it, customers want something better, and your desire to delight customers will drive you to invent

on their behalf. No customer ever asked Amazon to create the Prime membership program, but it sure turns out

they wanted it, and I could give you many such examples.

Staying in Day 1 requires you to experiment patiently, accept failures, plant seeds, protect saplings, and double

down when you see customer delight. A customer-obsessed culture best creates the conditions where all of that

can happen.

Resist Proxies

As companies get larger and more complex, there’s a tendency to manage to proxies. This comes in many shapes

and sizes, and it’s dangerous, subtle, and very Day 2.

A common example is process as proxy. Good process serves you so you can serve customers. But if you’re not

watchful, the process can become the thing. This can happen very easily in large organizations. The process

becomes the proxy for the result you want. You stop looking at outcomes and just make sure you’re doing the

process right. Gulp. It’s not that rare to hear a junior leader defend a bad outcome with something like, “Well, we

followed the process.” A more experienced leader will use it as an opportunity to investigate and improve the

process. The process is not the thing. It’s always worth asking, do we own the process or does the process own

us? In a Day 2 company, you might find it’s the second.

Another example: market research and customer surveys can become proxies for customers – something that’s

especially dangerous when you’re inventing and designing products. “Fifty-five percent of beta testers report

being satisfied with this feature. That is up from 47% in the first survey.” That’s hard to interpret and could

unintentionally mislead.
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“Jeff, what does Day 2 look like?”

That’s a question I just got at our most recent all-hands meeting. I’ve been reminding people that it’s Day 1 for a

couple of decades. I work in an Amazon building named Day 1, and when I moved buildings, I took the name

with me. I spend time thinking about this topic.

“Day 2 is stasis. Followed by irrelevance. Followed by excruciating, painful decline. Followed by death. And

that is why it is always Day 1.”

To be sure, this kind of decline would happen in extreme slow motion. An established company might harvest

Day 2 for decades, but the final result would still come.

I’m interested in the question, how do you fend off Day 2? What are the techniques and tactics? How do you

keep the vitality of Day 1, even inside a large organization?

Such a question can’t have a simple answer. There will be many elements, multiple paths, and many traps. I don’t

know the whole answer, but I may know bits of it. Here’s a starter pack of essentials for Day 1 defense: customer

obsession, a skeptical view of proxies, the eager adoption of external trends, and high-velocity decision making.

True Customer Obsession

There are many ways to center a business. You can be competitor focused, you can be product focused, you can

be technology focused, you can be business model focused, and there are more. But in my view, obsessive

customer focus is by far the most protective of Day 1 vitality.

Why? There are many advantages to a customer-centric approach, but here’s the big one: customers are always

beautifully, wonderfully dissatisfied, even when they report being happy and business is great. Even when they

don’t yet know it, customers want something better, and your desire to delight customers will drive you to invent

on their behalf. No customer ever asked Amazon to create the Prime membership program, but it sure turns out

they wanted it, and I could give you many such examples.

Staying in Day 1 requires you to experiment patiently, accept failures, plant seeds, protect saplings, and double

down when you see customer delight. A customer-obsessed culture best creates the conditions where all of that

can happen.

Resist Proxies

As companies get larger and more complex, there’s a tendency to manage to proxies. This comes in many shapes

and sizes, and it’s dangerous, subtle, and very Day 2.

A common example is process as proxy. Good process serves you so you can serve customers. But if you’re not

watchful, the process can become the thing. This can happen very easily in large organizations. The process

becomes the proxy for the result you want. You stop looking at outcomes and just make sure you’re doing the

process right. Gulp. It’s not that rare to hear a junior leader defend a bad outcome with something like, “Well, we

followed the process.” A more experienced leader will use it as an opportunity to investigate and improve the

process. The process is not the thing. It’s always worth asking, do we own the process or does the process own

us? In a Day 2 company, you might find it’s the second.

Another example: market research and customer surveys can become proxies for customers – something that’s

especially dangerous when you’re inventing and designing products. “Fifty-five percent of beta testers report

being satisfied with this feature. That is up from 47% in the first survey.” That’s hard to interpret and could

unintentionally mislead.
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Experiment Continuously (Embrace Failure)

+
Measure Relentlessly

+
Learn

Wrapping up



“If you want to increase innovation,

you have to lower the cost of failure”

– Joi Ito

Director, MIT Media Lab
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