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The Road to Enterprise AI: How first movers like Amazon 
are forcing innovation at scale

High maturity levels of technologies in the areas of cloud computing, big data, artificial 

intelligence and IoT fuel digitization - and accelerate it to an unprecedented pace.

In the first chapter of our Enterprise AI series, we are going to have a look at the traits of a 

company that breathes and lives Enterprise AI: Amazon. How are they able to embrace 

innovation and implement new technologies like machine learning and applied artificial 

intelligence that fast?

Spoiler Alert: It is not all about technology!

The world today: Overwhelming complexity

The sheer complexity of today’s world makes it uncontrollable and unpredictable. That’s 

why the post-industrial age forces us to rethink our leading organizational models: 

organizations must now comply with long tails, transient needs and economies of scope.

Management literature defines four key characteristics of our current time with the term 

VUCA. It stands for complexity, volatility, ambiguity and uncertainty. The answer on how 

companies cope with it comes in the same acronym: It needs vision, understanding, clarity 

and agility.

Companies today must give up planning and embrace adaptability, scalable 

experimentation and learning. Organizations that are not able to do so, will most likely 

disappear and will hardly play a role in our digitized future.

Figure 1: VUCA Model
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What to do when there are no blueprints to success?

Every company has to find and to define its own way in digital transformation. But there 

are certain attributes of digital natives that make them winners. So let’s have a closer look 

at those traits. Take Amazon for example. Within 26 years, the company has disrupted 

many industries and has outpaced many competitors.

What makes this company so different and successful? 
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While there surely are countless success factors (such as the ‘delicious’ two-pizza rule that 

limits meetings to a certain amount of people or the famous press release method for 

product management), we’re going to highlight five key aspects that touch purpose, 

culture, leadership, organization and technology. We think that the following traits are the 

key elements of continuous, as well as sustainable success and innovation.

How first movers are forcing innovation at scale

In the following section, we will have a closer look at five points of Amazon’s success:

Together, they build a comprehensive picture.

Purpose Adopt a Day One Mentality

Culture Think Clear, Take Risks

Leadership Drive Innovation from the Top

Technology Let Data Flow

Innovation Build Flywheels

Figure 2: Amazon’s five points of success
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Purpose: Adopt a Day One Mentality

Jeff Bezos has always been a strong proponent of the “Day One” business outlook. In fact, 

he has preached the idea so often that it has become one of the company’s internal 

mantras. The Day One mentality means that even though Amazon is 26 years old, the 

company treats every day like it’s the first day. Day One is a bold idea. It’s a way to stay 

relevant and to not linger on past successes.

The outside world can push you into Day Two if you won’t or 
can’t embrace powerful trends quickly. If you fight them, you’re 
probably fighting the future. Embrace them, and you have a 
tailwind.

—Jeff Bezos

Bezos suggests that strong trends are not that hard to spot in today’s world. Many big 

companies get caught up with what has worked for them in the past instead of embracing 

what the present and future call for. That’s what Day One is all about: attacking every day 

by searching for ways to become and stay relevant to your customers.

Takeaway #1: 

Treat every day as if it is the first one of your company.


Don’t take anything for granted and push constantly for innovation.
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Culture: Think Clear, Take Risks

At Amazon, going along to get along is not a virtue. Heated debates often break out over 

what to measure. Creative tension, rather than laid-back harmoniousness, is believed to 

spur the best thinking.

Additionally, in many other companies, 

people with ideas have to convince a 

lot of other stakeholders. A single “no” 

can halt or delay entire projects. At 

Amazon, no single manager has the 

right to kill an idea. The importance of 

collaboration, as well as creative and 

critical thinking is paramount. 

This requires a very different 

organization model than the traditional 

management pyramid. Layers of 

approval are replaced by small, 

autonomous teams that are built and 

empowered to make decisions quickly.

Last but not least, Amazon found a way 

to deliver new ideas in the most effective 

way possible: Bezos introduced ‘The 

Narrative’.

Before making decisions in meetings, senior teams start with a period of silent reading of 

a memo that Bezos has commissioned. ‘The Narrative’ is an up to six-page briefing that is 

a well formulated and structured. It must have a specific topic, clear sentences and verbs - 

bullet points or even slides are forbidden.

Takeaway #2: 

New ideas must be original, scalable and the potential to produce a significant ROI.


Experiment with new ways of thinking. Encourage constructive debates. Find ways to 

’innovate innovation.’

There’s an incredible 
amount of challenging 
[each other]. You want to 
have absolute certainty 
about what you are 
saying. If you can stand a 
barrage of questions, then 
you have [probably] 
picked the right metric. 
But you’d better have 
your stuff together.

—Amazon Market Researcher
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Leadership: Drive Innovation from the Top

Digitization builds a bridge between organization and technology. Where in the past the 

CEO was rarely involved in IT decisions or IT strategy, he is now the driving force behind 

digitization and innovation today. Still, a lot of CEOs get distracted by the ‘delivery engine’ 

rather than the ‘innovation engine’.

Jeff Bezos has figured out how to spend the most of his time on innovation. He delegates 

the implementation of ideas to his team. This way, he can spend most of his time examining 

how the world will look three, five and 10 years out. He sees his job as identifying and 

refining the Innovation Roadmap that will take the company from where it is today to 

where it will be in the future.

Takeaway #3: 

New leadership means to actively drive innovation. Provide an organizational 

framework in which knowledge and energy, drive and purpose are bundled and 

flow together.
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Technology: Let Data Flow

As early as 2002, Jeff Bezos supposedly issued an API Mandate, which became legendary 

in the API and microservices space.  It formed the basis for the modern API design 

paradigm within the corporate view. The mandate is as follows: 

With this mandate Bezos gave the company the ultimate means to scale: Through APIs, 

data gets decoupled from core systems and is made available to everyone, at any time.

This concept is not only a major potential revenue driver for external users, it’s also a silo 

buster and enables innovation.

All teams will henceforth expose 

their data and functionality through 

service interfaces.

It doesn’t matter what technology 

they use. HTTP, Corba, Pubsub, 

custom protocols — doesn’t matter.

Teams must communicate with each 

other through these interfaces.

All service interfaces, without 

exception, must be designed from 

the ground up to be externalizable. 

That is to say, the team must plan 

and design to be able to expose the 

interface to developers in the 

outside world. No exceptions.

There will be no other form of 

interprocess communication 

allowed: no direct linking, no direct 

reads of another team’s data store, 

no shared-memory model, no 

back-doors whatsoever. The only 

communication allowed is via 

service interface calls over the 

network.

Anyone who doesn’t do this will be 

fired.

Thank you; have a nice day!

1 4

2 5

3

6

7

Takeaway #4: 

Today’s IT architecture has to be layered, which liberates data and supports new 

technologies. Modern enterprise tech stacks have to be built on APIs and 

microservices that enable rapid assembly and reconfiguration without overhauling 

the entire underlying system.
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Werner Vogels, Amazon’s CTO and Vice President once stated: “We’ve built stuff nobody 

has built before with development process and methodologies that didn’t exist.”

One major driver of innovation and adoption at scale has been therefore the Flywheel 

Effect. Amazon mastered it, be it with data or other new technologies like machine 

learning and artificial intelligence.

Innovation: Build Flywheels

The Flywheel Effect is the idea that once you have core technology in place, they have an 

energy of their own that drives other positive changes and innovations. Just like every 

team has access to data through the API-first paradigm, AI is not limited to one particular 

department at Amazon.

It’s everywhere: Machine learning technology that has been developed by the product 

recommendation team is now shared throughout the company and fuels other products, 

such as Alexa or Amazon Go.

Better Analytics

Better Products

More Data

More Users

Figure 3: Data Flywheel

Takeaway #5: 

Build robust flywheels of innovation. With enabling teams to use data, machine 

learning and applied artificial intelligence at scale, you boost the work of other 

teams and accelerate AI advancements of your whole organization.
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Conclusion

Forerunners that embrace Enterprise AI today work very differently compared to legacy 

companies: they embed technology and data science into their organizations and 

processes from the day they are founded. All the organization’s systems function 

together easily. Legacy companies, on the other hand, didn’t start out with digital-first in 

mind. Since many years, they are built on human-centric processes and ERPs to drive 

business outcomes.

Companies that are seeking to emulate the rapid success of first movers tend to copy 

obvious success drivers, like re-building the tech stack or assemble a data science team to 

introduce AI. But what is most important, is that they apply systems thinking to the 

digitization process. The road to apply Artificial intelligence and to Enterprise AI is much 

more than developing machine learning models and algorithms. It goes hand in hand with 

every other digitization aspect of the company and has to be led top-down by the CEO. 

Up next in our series about the Road to Enterprise AI:  

 How Amazon built a platfor

 How Amazon’s platform gave rise to their machine learning capabilities toda

 How a company like Amazon can operate at such scale
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About Xapix

Schedule a demo

Xapix enables Hidden Champions and SMEs on their path towards digitalization by 

providing the leading and most affordable low code Enterprise AI platform.

Interested in learning more about how to 

make Enterprise AI happen? Talk to one of 

our experts and schedule a demo. 

Until today, the use of applied artificial intelligence has been the preserve of a few 

corporations with large research and IT budgets. Xapix is paving the way towards an 

AI-driven enterprise through comprehensively supporting data integration, data 

orchestration and democratizing the use of Artificial Intelligence.

Book a demo

hello@xapix.io

www.xapix.io

Hidden champions and SMEs get empowered to further drive digital transformation both 

in the core organization and by linking with external partners along the value chain.

By unifying and standardizing disparate data streams, rapidly deploying AI, and 

connecting the entire digital enterprise landscape, disruptive business models are 

successfully and securely implemented. Xapix’ customers include Deutsche Bahn, Bosch, 

Daimler, HIH Group, Baloise, Goodyear and BMW.

https://www.xapix.io/contact/contact
mailto:hello@xapix.io
https://www.xapix.io/
https://twitter.com/xapix_io
https://www.linkedin.com/company/xapix-io/

