
Dear Shareholders:

2024 was a strong year for Amazon.

Our total revenue grew 11% year-over-year (“YoY”) from $575B to $638B. By segment, North America
revenue increased 10% YoY from $353B to $387B, International revenue grew 9% YoY from $131B to $143B,
and AWS revenue increased 19% YoY, from $91B to $108B. For perspective, just 10 years ago, AWS
revenue was $4.6B; and in that same year, Amazon’s total revenue was $89B.

Amazon’s operating income in 2024 improved 86% YoY, from $36.9B (an operating margin of 6.4%) to
$68.6B (an operating margin of 10.8%). Free Cash Flow, adjusted for equipment finance leases improved
from $35.5B in 2023 to $36.2B.

Apart from the financial results, we made our customers’ lives meaningfully better and easier. In our Stores
business, we substantially expanded selection, continued lowering prices (independent research firm,
Profitero, found Amazon the lowest-priced online U.S. Retailer for the eighth year in a row), and for the
second year in a row, we shipped at record speed to our Prime members. AWS launched a slew of new
infrastructure and AI services that make it even easier to build remarkable customer experiences, including
our latest custom AI silicon (Trainium2), a new set of frontier foundation models in Amazon Nova, and
significant expansion of available models and features in our leading Generative AI (“GenAI”) services
Amazon SageMaker and Amazon Bedrock. Prime Video continued to offer compelling original shows,
including new seasons for Fallout, Reacher, The Boys, and The Lord of the Rings: Rings of Power, movies like
Road House, The Idea of You, and Red One, live sports like Thursday Night Football and UEFA Champions
League in Europe (with the NBA and NASCAR coming in 2025), and new selection, highlighted by Apple
TV+ joining Prime Video Channels. We launched a series of new Kindle devices that included a new color
version, a larger Scribe option, and our fastest Paperwhites ever (the collection of which drove the highest
Kindle unit sales for a single quarter in over a decade). And, we continued to add more selection, price
transparency, and same day shipping for Amazon Pharmacy.

These accomplishments are a subset of what the team launched in 2024, but represent a lot of invention,
hard work, and thoughtful execution across Amazon. I’m thankful for my teammates and their delivery this
past year (some of which you can see in our 2024 results, others of which won’t be visible for the next
few years).

A Why Culture
Every year in my annual letter, I try to share insight into what makes Amazon tick. At the highest level,
we’re aiming to be Earth’s most customer-centric company, making customers’ lives better and easier every
day. This is not easy to do in general, let alone year after year. In fact, it’s actually quite hard, especially with
the rapid rate of change in technology, customer habits, and new products from large and small companies
alike. If we want to have a chance at succeeding in our mission, we have to constantly question everything
around us.

We’ve had this long-held philosophy at Amazon about two-way and one-way door decisions. A two-way
door decision is one where if you get the decision wrong, you can walk back through that door, revert to where
you were, and there are few (if any) ramifications. You can make these decisions quickly and locally. A one-
way door decision is one where it’s quite difficult (if not impossible) to walk back through that door if
you get the decision wrong, so these decisions are made more methodically. But, both of these constructs
assume the door is unlocked. A lot of invention is about trying to open doors that have historically seemed
bolted shut. And, over the past 30 years, we’ve found one of the most important keys to unlock these doors
has been a simple question: “Why?”



“Why does this customer experience have to be this way?”“Why can’t it be better?”“What are the constraints—
why must we accept them?” “Why can’t we invent around that?” “Why will it take so long to get to
customers?” Why?

My Dad has told me that I was the kind of kid who kept asking why, perhaps to an annoying extent. He’s
also reminded me how shortly after I joined Amazon in 1997, he tried to persuade me to work somewhere
more traditional (and on the east coast closer to family)—only to realize that I’d already found the perfect fit.

That’s because Amazon is a Why company. We ask why, and why not, constantly. It helps us deconstruct
problems, get to root causes, understand blockers, and unlock doors that might have previously seemed
impenetrable. Amazon has an unusually high quotient of this WhyQ (let’s call it “YQ”), and it frames the way
we think about everything that we do.

Starting in 1995, we asked why can’t we offer customers every in-print book?

Then, we asked, why limit ourselves to in-print—why can’t we also offer every out-of-print book?

Why not offer every book, ever written, in any language—all available within 60 seconds on a device that’s
light and fits in the palm of your hand (Kindle)?

When we offer reviews, why must they all come from professional “experts?” Customers are great resources
and will be brutally honest. Why not include customer reviews even if they sometimes dissuade a purchase?

Why not offer more than Books? What about Music, Video, Electronics, Tools, Kitchen, Apparel, Home
Furnishings?

Why not practically everything?

Why should we be the only sellers of these items? Millions of third-party merchants and small sellers offer
similar or unique items. Why not let customers choose the selection, price, and delivery speed they prefer from
among these millions of sellers?

After struggling for a couple years to create awareness for sellers’ selection, we asked ourselves why not
show their selection on the same product detail pages as our first-party selection (where all the traffic was)?

Why not allow our sellers to also store items in our fulfillment network, enable those items to have fast, Prime
delivery, and fulfill those items for sellers (a program called Fulfillment by Amazon)?

Why not experiment with relevant advertisements in our store to expose customers to new sellers and items
(versus only what our algorithms might surface based on past purchases)?

Why does every company need their own capital-intensive datacenters and infrastructure? Why should every
development team keep reinventing services like compute, storage, database, and analytics? Why should
builders spend 80% of their time on the undifferentiated heavy lifting vs. their unique customer experience?
Why not build a set of services (AWS) to solve that for internal and external builders?

Why do I have to buy a physical video to watch a movie? Why do I need cable or linear TV to watch
amazing TV shows (Prime Video)?

Why can’t I get my Prime shipping benefits on other websites than just Amazon (Buy with Prime)?

I can go on. But, you get the idea. Every one of these Whys have led to significant invention, and every one
of them have made customers’ lives better and easier. Some of these seem obvious now. But at the time,
these were provocative questions that required curiosity, risk-taking, experimentation, and persistence to
make these into success stories.

Enabling a Why Culture
If you believe having high YQ is critical to inventing for customers, how do you enable it? In my opinion,
it’s not solved with one mechanism. It needs to be built deeply into your culture and leadership team, and has
to be fiercely protected over time if you’re lucky enough to be successful. Here are a few of the strategies
we employ.



Create leadership principles that set the tone. We have 16 Leadership Principles that guide our behavior.
They’re all integral underpinnings to our YQ, but I’ll touch on three in particular:

Are Right a Lot
“Leaders are right a lot. They have strong judgment and good instincts. They seek diverse perspectives and
work to disconfirm their beliefs.”

When we first instituted this leadership principle, some people incorrectly assumed it meant that the best
leaders were the ones whose ideas were chosen (i.e. they were right, a lot). It led to some people overly digging
in and fighting for their ideas. There’s nothing wrong with pushing for what you believe. But, in my
experience, the best leaders want to hear others’ views. They don’t wilt or bristle when challenged; they’re
intrigued. Effective leaders change their minds when presented with new compelling information (which
makes it ironic how people dismiss politicians as “flip-floppers” when they change their position). Ultimately,
leaders are responsible for getting to the best answer for customers, regardless of whose original idea is
chosen.

Learn and be Curious
“Leaders are never done learning and always seek to improve themselves. They are curious about new
possibilities and act to explore them.”

In the nearly 28 years I’ve been at Amazon, the biggest difference in the relative growth of companies and
individuals has been their aptitude to learn. At a certain point, some leaders seem to lose their thirst to learn.
It’s hard to know the reason in each case, but it’s as if some people find it too exhausting, too time-
consuming, or too threatening to not have all the answers. Regardless, the day we stop learning at Amazon
is the day we risk undermining what we’re capable of building in the future. People with high YQ are always
curious how they can get better, become wiser, and incorporate their new knowledge into better customer
experiences.

Have Backbone; Disagree and Commit
“Leaders are obligated to respectfully challenge decisions when they disagree, even when doing so is
uncomfortable or exhausting. Leaders have conviction and are tenacious. They do not compromise for the
sake of social cohesion. Once a decision is determined, they commit wholly.”

We don’t just empower people to challenge one another, we obligate them to do so if they disagree.
Questioning, asking the hard questions, forcing the discussion (versus silently thinking a mistake is being
made) is necessary to getting to better answers for customers. “I told you so” has no currency at Amazon. It’s
also important to focus on the second part of this leadership principle: disagree and commit. While
constructive debate is useful; at some point, teams need to make a decision and take action. From that point
on, everybody—even those who advocated for a different solution than the one chosen—must commit to
making that decision a success. That means the team goes all in—no pocket-vetoing nor hedging between
other options. That’s the only way we can preserve speed and confidence that if an issue is heavily debated, the
team will ultimately pull together.

Create norms that support the Why. Similar to how our Leadership Principles guide our behavior, we’ve built
norms over the years that guide how we work. Here are a few examples:

Narratives. We stopped presenting information to each other inside the company via powerpoint in 2004.
Given how high level powerpoints are, we found that powerpoint was easy for the presenter to prepare, but
harder for the audience to understand the substantive issues. Instead, we moved to writing narratives with a
maximum of six pages in the body. Narratives are harder for the presenter (it’s hard to write a thoughtful six-
page document that highlights the key issues in enough detail to be crisp and clear), but much easier for the
audience to engage with and ask the right Why questions.

Working backwards documents. When we build services or features, before we start coding, we write Press
Release and Frequently Asked Questions (“FAQ”) documents. The Press Release is intended to ensure that
what we’re proposing building is remarkable to customers (so we don’t get to launch and ask “wait, why
did we think customers would find this interesting?”). And, the FAQ is designed to force ourselves to ask the



hard questions about which customers will use this capability, what they’ll like most, what they’ll be most
disappointed with, why are we drawing the launch line where we are, why is it better than current alternatives,
how should we think about pricing, what pricing dimensions we recommend, and why have we made the
architectural decisions we have. The Press Release and FAQ are how we work backwards from customers, and
how we push ourselves to ask questions customers would if they were in these meetings.

Be together whenever possible. There are many paths that can lead to breakthrough innovation. Occasionally,
a lone genius comes up with a brilliant idea, and everyone else simply executes it. While that can work, it’s
not how we typically operate. Amazon invention is deeply collaborative. It starts with a seed of an idea, then
a group of smart, mission-driven people refine, challenge, and build on it together. And, we’ve found that
this process is far more effective in person than remote. Of course, you can invent with everybody remote (and
some cultures seem to prefer that). However, in my experience, it doesn’t compare to being in the same
room. The energy, the pace, the spontaneous brainstorming, the willingness for people to jump in, the way
ideas evolve in real time, and the post-meeting iteration is much better when in the same room—and yields
better outcomes for our customers and teams. With what’s happening in AI right now, and the likelihood
that every customer experience we’ve ever known will be reinvented, there has never been a more important
time, in my opinion, to optimize to invent well.

Tolerating messy meetings. It’s hard to “schedule” innovation. You can’t book 60 minutes to invent Amazon
Prime, or AWS, or Alexa+, or Fulfillment by Amazon, or Regionalization in our Fulfillment Network, or
Project Kuiper. These inventions are borne out of somebody asking why we can’t change what’s possible for
customers, and then they take on a life of their own, often meandering down multiple dead ends before
getting to a final destination. This might bother some regimented folks. But, when we’re inventing, we accept
the process being beautifully imperfect.

Operate like a startup (in our case, the world’s largest startup). We strive to operate like the world’s largest
startup. What does that mean?

First, whatever we’re contemplating building has to be focused on solving a real customer problem or
meaningfully improving a customer experience. Companies can get off track prioritizing technology because
they’re excited about the technology. Great startups are on a mission to change what’s possible for customers.

Second, we have a disproportionate need for builders. These are inventors. They’re people constantly
dissecting customer experiences, even ones that seem pretty good today, and asking why they can’t be better.
They’re divinely discontent (maybe annoyingly so for team members proud of what they’ve previously
built), and never feel like the job is done.

Third, we want owners. One of the strengths of Amazon over the first 30 years is that we’ve hired really
smart, motivated, inventive, ambitious people who have been great owners. And, that means that our
teammates are constantly asking themselves, “What would I do if this was my own money?” “What would I
do if I started this company and I was the majority owner?” “Hey, I know I’ve only been asked to own a
part of this project, but I’m not sure if the other parts are being driven well—should I stick my nose into this
and make sure or just trust somebody’s got it?” Owners feel accountable. They care deeply about the
quality and effectiveness of what they own, and view the company’s mission as their mission (we want
missionaries, not mercenaries). That’s part of what our effort to increase the ratio of individual contributors
versus managers is about. We want flatter organizations where our owners doing the work feel like they
own the two-way door decisions (which are the vast majority), can move rapidly, and are fully accountable
for solving the Whys of their customer experiences.

Fourth, speed disproportionately matters for every business, in every industry, at all times. It’s a false binary
to argue that you can move fast or deliver high standards. If you want to be fast, you can be fast, and still
be high quality. We’ve done it for many years (though we can still be faster). Speed is a leadership decision.
The leadership team has to believe it’s a priority, reinforce it constantly, organize and remove structural
barriers, and build in modular ways that enable pace. But, speed does not happen unless the entire company
and culture embrace it. We have this persistent feeling, throughout the company and in every business in
which we operate, that there are closing windows all around us. We operate in fiercely competitive market
segments, with highly talented, well-funded, ambitious companies at every turn. Customers are always looking



for something better. We spend a lot of time identifying how to unlock these experiences for them as
quickly as possible, and know if we don’t, somebody else will.

Another way to gain speed is to eliminate bureaucracy. There is a difference between process and bureaucracy.
When you’re running something at scale, you need mechanisms to deliver the right experience and constant
improvement for customers. However, as companies grow and add more managers, unneeded processes get
layered on that add little value. Last fall, I asked teammates across the company to send me bureaucracy
examples that they were experiencing. I’ve received almost 1,000 of these emails, and read every single one.
Builders hate bureaucracy. It slows them down, frustrates them, and keeps them from doing what they came
here to do. As leaders, we don’t always see the red tape buried deep in our organizations, but we can sure
as heck eliminate it when we do. We’ve already made over 375 changes based on this feedback. We need to
move fast, and we are committed to rooting out bureaucracy that ties up time and dispirits our teammates.

Fifth, you have to be scrappy. As businesses succeed and get larger, they sometimes forget how things got
started. We built Amazon Simple Storage Service (S3) with 13 people; Amazon Elastic Compute Cloud
(EC2) with 11 people. Managers can confuse themselves that the way to grow and get ahead is to accumulate
large teams. Historically, we’ve had periods where we’ve allowed this thinking to hold sway. But, it’s not the
way we fundamentally think about building teams and products, and have adjusted to reflect that again. Our
best leaders get the most done with the least number of resources required to do the job. They pride
themselves on being lean.

Sixth, you have to be willing to take risks. This sounds easier than it is. You need clever enough people to
identify worthwhile bets. And if you have these inventive, ambitious builders with high standards, they’re not
used to failure. They suspect external (and maybe internal) ridicule awaits them if they try something very
different that doesn’t work out. So, people often play it safe. But, you can’t achieve something extraordinary
for customers by playing “not to lose.” If your Whys take you down an invention path that delivers an
experience that doesn’t look like what’s been done before, let customer obsession be your compass. You rarely,
if ever, change the world by doing the same thing as everybody else.

And finally, you have to care most about delivering compelling results for customers. It’s not how charismatic
you are. It’s not whether you’re really good at managing up or sideways. What matters is what we actually
get done for customers. That’s what we want to reward.

Next generation Whys
While the team and I feel quite optimistic about the progress and potential of our existing businesses, we
have plenty of new Whys we’re asking. Below are a few of them and some quick thoughts.

Why is AI so important? Will it really have as much impact as some claim and when?
Generative AI is going to reinvent virtually every customer experience we know, and enable altogether new
ones about which we’ve only fantasized. The early AI workloads being deployed focus on productivity and
cost avoidance (e.g. customer service, business process orchestration, workflow, translation, etc.). This is
saving companies a lot of money. Increasingly, you’ll see AI change the norms in coding, search, shopping,
personal assistants, primary care, cancer and drug research, biology, robotics, space, financial services,
neighborhood networks—everything. Some of these areas are already seeing rapid progress; others are still
in their infancy. But, if your customer experiences aren’t planning to leverage these intelligent models, their
ability to query giant corpuses of data and quickly find your needle in the haystack, their ability to keep
getting smarter with more feedback and data, and their future agentic capabilities, you will not be competitive.
How soon? It won’t all happen in a year or two, but, it won’t take ten either. It’s moving faster than almost
anything technology has ever seen.



OK, I buy AI is big; but why invest this much this quickly?
Fundamentally, if your mission is to make customers’ lives better and easier every day, and you believe every
customer experience will be reinvented by AI, you’re going to invest deeply and broadly in AI. That’s why
there are more than 1,000 GenAI applications being built across Amazon, aiming to meaningfully change
customer experiences in shopping, coding, personal assistants, streaming video and music, advertising,
healthcare, reading, and home devices, to name a few. It’s also why AWS is quickly developing the key
primitives (or building blocks) for AI development, such as custom silicon AI chips in Amazon Trainium to
provide better price-performance on training and inference, highly flexible model-building and inference
services in Amazon SageMaker and Amazon Bedrock, our own frontier models in Amazon Nova to provide
lower cost and latency for customers’ applications, and agent creation and management capabilities.

There is also substantial capital investment required. In AWS, the faster demand grows, the more datacenters,
chips, and hardware we need to procure (and AI chips are much more expensive than CPU chips). We
spend this capital upfront, even though these assets are useful for many years (in the case of datacenters, for
at least 15-20 years). We only start monetizing this capital investment many months after we spend the
capital, and over many years—which leads to attractive long-term FCF and ROIC (as people have seen in
AWS over the last several years). But in periods, like now, of unusually high demand (our AI revenue is
growing at triple digit YoY percentages and represents a multi-billion-dollar annual revenue run rate), you’re
deploying a lot of capital. We continue to believe AI is a once-in-a-lifetime reinvention of everything we
know, the demand is unlike anything we’ve seen before, and our customers, shareholders, and business will
be well-served by our investing aggressively now.

Why do chips and AI have to be this expensive for customers?
AI does not have to be as expensive as it is today, and it won’t be in the future. Chips are the biggest culprit.
Most AI to date has been built on one chip provider. It’s pricey. Trainium should help, as our new Trainium2
chips offer 30-40% better price-performance than the current GPU-powered compute instances generally
available today. While model training still accounts for a large amount of the total AI spend, inference
(which are the predictions or outputs of the models) will represent the overwhelming majority of future AI
cost because customers train their models periodically, but produce inferences constantly in large-scale AI
applications. Inference will become another building block service, along with compute, storage, database,
and others. We feel strong urgency to make inference less expensive for customers. More price-performant
chips will help. But, inference will also get meaningfully more efficient in the next couple of years with
improvements in model distillation, prompt caching, computing infrastructure, and model architectures.
Reducing the cost per unit in AI will unleash AI being used as expansively as customers desire, and also lead
to more overall AI spending. It’s like what happened with AWS. Revolutionizing the cost of compute and
storage happily led to lower cost per unit, and more invention, better customer experiences, and more absolute
infrastructure spend.

Why have personal assistants not yet taken off? How can Alexa help?
A great personal assistant can answer virtually any question and get things done on your behalf. There have
been no digital solutions that can do both yet. That is, until Alexa+ arrived. Alexa+ is not only comparably
intelligent to the leading chatbots, but can take a plethora of real actions for you. She can play music, play
video, move media from one of your devices to another, set alarms and timers, control your smart home,
order across hundreds of millions of ecommerce items, make reservations for restaurants or Ubers, order
concert tickets, alert you when your favorite artist announces a tour, find a plumber to fix your sink, and
memorize whatever you’ve done on Amazon. This is pretty game-changing for consumers, and just the start of
what Alexa+ will do. We have over 600 million Alexa devices out there today, and expect Alexa+ to play
an even more vital role in the lives of these hundreds of millions of customers in the future.

Why can’t we get items to customers even faster? Does it matter?
Every year, people ask whether we’ve reached the law of diminishing returns on speed of delivery. Our data
shows this not to be the case. When we promise faster delivery times, customers complete purchases at a
meaningfully higher rate and shop with us more frequently. Amazon Prime started with unlimited, free, two-
day delivery for a million products; it’s now grown to over 300 million items, with tens of millions available



in one day (or better). An increasing number of deliveries happen same day. This speed improvement is
primarily due to our regionalization redesign of our fulfillment network, our new placement algorithms, and
the introduction of our innovative same-day fulfillment centers. Although we’ve set speed records for two
consecutive years, we’re still honing these innovations, and have others planned. And, don’t forget Prime Air,
our drones that will get items to customers inside an hour. We are not done improving speed.

Why can’t people in small towns enjoy the same fast delivery speeds as people in cities?
As some other companies are abandoning small-town customers due to cost to serve, we’re going the other
way—we’re investing to serve our rural customers even better. We’ve already expanded Same-Day and
Overnight Delivery to dozens of smaller cities and towns across the U.S., with more coming. This expansion
will provide even faster Amazon delivery speeds for many millions of customers, particularly in less
densely populated areas, enabling us to deliver over a billion packages each year to customers living in
13,000 zip codes spanning 1.2 million square miles.

Related, why can’t we help the hundreds of millions of people without broadband connectivity?
There are about 400-500 million households around the world, most in small, rural towns that don’t have
access to broadband connectivity. They can’t leverage the Internet to learn, shop, do business, access
entertainment, and communicate the same way people take for granted in bigger cities. This digital divide is
what Project Kuiper, our low Earth orbit satellite network, aims to solve. We’re just launching our first
production satellites, and will ultimately have over 3,200 in orbit over the next few years. While capital-
intensive to launch, we believe Kuiper will be a meaningful operating income and ROIC business for us.

Why does healthcare have to be so stressful?
Healthcare, especially in the U.S., is quite frustrating. It’s hard to get fast appointments with primary care
physicians, often harder with specialists. There’s a lot of waiting around. Physicians spend only a few minutes
with patients. Then, patients have to drive somewhere (often not close) to get their medications. And, when
they get to the pharmacy, they’re often surprised by the pricing, what’s covered by their insurance, and what
you can easily access that’s not behind a locked shelf. Customers deserve better. It’s why you see such
positive customer sentiment and growth for Amazon Pharmacy and Amazon One Medical, and we continue
to iterate quickly on selection and transparency for Amazon Pharmacy, and physical clinic capacity for
One Medical.

These are some of the Why questions we’re asking ourselves right now, and I’m excited about the future
inventions to come. We’re not going to be bored any time soon.

When I first started working, I thought it was unfathomable that my Dad worked at the same place for
45 years. How could that be? That’s so long. I used to tell my friends that would never be me. Now, with almost
28 years and counting at Amazon, I have to answer those same friends with their own Why question.

After all these years, why are you still at Amazon?

I’m obviously a Superfan, but there are several compelling parts to working at Amazon. First, I’m not sure
that any company prioritizes customers as relentlessly as we do. Lots of companies say they will; few follow
through. Second, it’s challenging to find a company where you can make a bigger impact on the world
than you can at Amazon. Third, we make significant long-term investments and bets in both inventions and
people. This allows our teams to iterate on ideas, and make the right long-term decisions for customers
and the company. And, I’ve never encountered a more intelligent, creative, ambitious, hungry, hard-working,
and missionary group of teammates than we have at Amazon. In my opinion, this is a remarkable set of
qualities to have at a company. And, for builders who want to change the world, and who have fire in their
belly, there’s no better place to be than Amazon.



We operate like the world’s largest startup in large part because of our culture of Why. We don’t always get
everything right, and we learn and iterate like crazy. But, we’re constantly choosing to prioritize customers,
delivery, invention, ownership, speed, scrappiness, curiosity, and building a company that outlasts us all. It
remains Day One.

Sincerely,

Andy Jassy
President and Chief Executive Officer
Amazon.com, Inc.

P.S. As we have always done, our original 1997 Shareholder Letter follows. What’s written there is as true
today as it was in 1997.



1997 LETTER TO SHAREHOLDERS
(Reprinted from the 1997 Annual Report)

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.

Because of our emphasis on the long term, we may make decisions and weigh tradeoffs differently than
some companies. Accordingly, we want to share with you our fundamental management and decision-making
approach so that you, our shareholders, may confirm that it is consistent with your investment philosophy:

• We will continue to focus relentlessly on our customers.

• We will continue to make investment decisions in light of long-term market leadership considerations
rather than short-term profitability considerations or short-term Wall Street reactions.

• We will continue to measure our programs and the effectiveness of our investments analytically, to
jettison those that do not provide acceptable returns, and to step up our investment in those that work
best. We will continue to learn from both our successes and our failures.



• We will make bold rather than timid investment decisions where we see a sufficient probability of
gaining market leadership advantages. Some of these investments will pay off, others will not, and we
will have learned another valuable lesson in either case.

• When forced to choose between optimizing the appearance of our GAAP accounting and maximizing
the present value of future cash flows, we’ll take the cash flows.

• We will share our strategic thought processes with you when we make bold choices (to the extent
competitive pressures allow), so that you may evaluate for yourselves whether we are making rational
long-term leadership investments.

• We will work hard to spend wisely and maintain our lean culture. We understand the importance of
continually reinforcing a cost-conscious culture, particularly in a business incurring net losses.

• We will balance our focus on growth with emphasis on long-term profitability and capital management.
At this stage, we choose to prioritize growth because we believe that scale is central to achieving the
potential of our business model.

• We will continue to focus on hiring and retaining versatile and talented employees, and continue to
weight their compensation to stock options rather than cash. We know our success will be largely
affected by our ability to attract and retain a motivated employee base, each of whom must think like,
and therefore must actually be, an owner.

We aren’t so bold as to claim that the above is the “right” investment philosophy, but it’s ours, and we
would be remiss if we weren’t clear in the approach we have taken and will continue to take.

With this foundation, we would like to turn to a review of our business focus, our progress in 1997, and our
outlook for the future.

Obsess Over Customers

From the beginning, our focus has been on offering our customers compelling value. We realized that the
Web was, and still is, the World Wide Wait. Therefore, we set out to offer customers something they simply
could not get any other way, and began serving them with books. We brought them much more selection than
was possible in a physical store (our store would now occupy 6 football fields), and presented it in a useful, easy-
to-search, and easy-to-browse format in a store open 365 days a year, 24 hours a day. We maintained a dogged
focus on improving the shopping experience, and in 1997 substantially enhanced our store. We now offer
customers gift certificates, 1-ClickSM shopping, and vastly more reviews, content, browsing options, and
recommendation features. We dramatically lowered prices, further increasing customer value. Word of mouth
remains the most powerful customer acquisition tool we have, and we are grateful for the trust our customers
have placed in us. Repeat purchases and word of mouth have combined to make Amazon.com the market leader
in online bookselling.

By many measures, Amazon.com came a long way in 1997:

• Sales grew from $15.7 million in 1996 to $147.8 million – an 838% increase.

• Cumulative customer accounts grew from 180,000 to 1,510,000 – a 738% increase.

• The percentage of orders from repeat customers grew from over 46% in the fourth quarter of 1996 to
over 58% in the same period in 1997.

• In terms of audience reach, per Media Metrix, our Web site went from a rank of 90th to within the
top 20.

• We established long-term relationships with many important strategic partners, including America
Online, Yahoo!, Excite, Netscape, GeoCities, AltaVista, @Home, and Prodigy.



Infrastructure

During 1997, we worked hard to expand our business infrastructure to support these greatly increased
traffic, sales, and service levels:

• Amazon.com’s employee base grew from 158 to 614, and we significantly strengthened our
management team.

• Distribution center capacity grew from 50,000 to 285,000 square feet, including a 70% expansion of our
Seattle facilities and the launch of our second distribution center in Delaware in November.

• Inventories rose to over 200,000 titles at year-end, enabling us to improve availability for our customers.

• Our cash and investment balances at year-end were $125 million, thanks to our initial public offering in
May 1997 and our $75 million loan, affording us substantial strategic flexibility.

Our Employees

The past year’s success is the product of a talented, smart, hard-working group, and I take great pride in
being a part of this team. Setting the bar high in our approach to hiring has been, and will continue to be, the
single most important element of Amazon.com’s success.

It’s not easy to work here (when I interview people I tell them, “You can work long, hard, or smart, but at
Amazon.com you can’t choose two out of three”), but we are working to build something important, something
that matters to our customers, something that we can all tell our grandchildren about. Such things aren’t meant to
be easy. We are incredibly fortunate to have this group of dedicated employees whose sacrifices and passion
build Amazon.com.

Goals for 1998

We are still in the early stages of learning how to bring new value to our customers through Internet
commerce and merchandising. Our goal remains to continue to solidify and extend our brand and customer base.
This requires sustained investment in systems and infrastructure to support outstanding customer convenience,
selection, and service while we grow. We are planning to add music to our product offering, and over time we
believe that other products may be prudent investments. We also believe there are significant opportunities to
better serve our customers overseas, such as reducing delivery times and better tailoring the customer experience.
To be certain, a big part of the challenge for us will lie not in finding new ways to expand our business, but in
prioritizing our investments.

We now know vastly more about online commerce than when Amazon.com was founded, but we still have
so much to learn. Though we are optimistic, we must remain vigilant and maintain a sense of urgency. The
challenges and hurdles we will face to make our long-term vision for Amazon.com a reality are several:
aggressive, capable, well-funded competition; considerable growth challenges and execution risk; the risks of
product and geographic expansion; and the need for large continuing investments to meet an expanding market
opportunity. However, as we’ve long said, online bookselling, and online commerce in general, should prove to
be a very large market, and it’s likely that a number of companies will see significant benefit. We feel good about
what we’ve done, and even more excited about what we want to do.

1997 was indeed an incredible year. We at Amazon.com are grateful to our customers for their business and
trust, to each other for our hard work, and to our shareholders for their support and encouragement.

Jeffrey P. Bezos
Founder and Chief Executive Officer
Amazon.com, Inc.




