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Culture of
innovation

Making innovation
easy for everyone
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Jeff Bezos
CEO, Amazon.com

“Invention comes in many
forms and at different levels. 
The most radical and 
transforming inventions are 
often those that empower
others to release their creativity
– to pursue their dreams.”



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



OUR MISSION

To be the most client-
driven, company in the 

World



OUR COMMITMENT

To make our clients’ lives
easier



WHERE DOES INNOVATION
START? 

We start with the client, 
and move backwards

from there.



Before After
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… AWS

Amazon.com…

A New Vision…



Vision of a 
culture of 
innovation

» Customer obsession
“Start every process with the customer and work backwards”

»Long-term thinking
“Be stubborn on the vision but flexible on the details”

»Be willing to fail, if you want to be inventive - “If you want 
to be inventive, you have to be willing to fail”
“We are willing to go down on a bunch of dark alleys and 
occasionally we find something that really works”

»Willing to be misunderstood for a long time – “You have 
to be willing to be misunderstood for a long time”
“We are very comfortable being misunderstood”



Amazon’s Growth Circle

Value

Selection

Convenience



LONG-TERM THINKING

Obstinate for vision, but 
flexible with the details





WILLINGNESS TO BE 
MISUNDERSTOOD

... and for a long time.





WILLINGNES TO FAIL
If we don’t fail is because 
we’re not trying enough 

new things



los
Institucional

¡SÍ!

Para inventar tienes que experimentar, y si sabes de antemano que va a funcionar, no es un 

experimento.

To our shareholders (2015).This year, Amazon became the fastest company in reaching $ 100 billion in annual sales. Also this 

year, Amazon Web Services is reaching $ 10 billion in annual sales.

One area where I think we are especially distinctive is failure. I believe we are the best place in the 

world to fail (we have lots of experience!). And failure and invention are inseparable twins. In order 

to invent, you have to experiment, and if you know it’s going to work beforehand, it’s not an 

experiment. Most of the largest organizations adopt the idea of invention, but they are not willing to 

suffer the series of failed experiments necessary to get there. Exaggerated yields often come from 

betting against conventional wisdom, and conventional wisdom is generally correct. Given a ten 

percent  probability of a reward of 100 times, you must bet every time. But even so, you will be 

mistaken nine out of ten times. We all know that if you risk swinging every chance, you’re going to 

miss a lot, but you will also hit some home runs. However, the difference between baseball and 

business is that baseball has a limited distribution of results. When you hit, it doesn’t matter how 

well you hit the ball, you may get four runs at most. In business, once in a while, when you get to 

the home plate, you may score 1,000 runs. This long-tail return distribution is the reason why it is 

important to be audacious. Big winners pay for so many experiments.



And you learn from failure...



And success calls for a celebration…Amazon Echo…Alexa
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»Mechanisms 
Working Backwards
Press releases
FAQs & Visualizations

» Architecture
Microservices Architectures
Coupled model applications
Self-service platforms

» Culture
Our people: Builders, innovators, entrepreneurs,
Our beliefs:  Amazon’s Leadership Principles 

» Organizations
Experimentation 
“Two-pizza Teams”

How do we get 
organized for 
innovation? 
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P U B L I C  S E C T O R  
S U M M I T

ALWAYS WORK
BACKWARDS

STARTING WITH THE 
CLIENT

© 2019, Amazon Web Services, Inc. or its affiliates. Todos los derechos reservados.



“Working Backwards” Questions

Who is the customer?

¿What is the problem or the oportunity for the customer? 

Is the customer’s most important benefit clear?

How did you know what the customer needs or wants? 

What does the customer’s experience look like?
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Amazon.com Services (Theoretically) 



Amazon.com Services (In reality) 



Divide and Rule: 
‘Coupled Model Systems‘

The lower the coupling, 
the greater the scaling, 
the least dependency,

the fastest innovation becomes.
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Each one of us is a 
leader in our 

mission.
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To invent you have to experiment, and if you know in advance that it’s going to work, it’s not 

an experiment

To our shareowners (2015)This year, Amazon became the fastest company ever to reach $100 billion annual sales. Also 

this year, Amazon Web Services is reaching $10 billion in annual sales.

One area where I think we are especially distinctive is failure. I believe we are the best place in 

the world to fail (we have plenty of practice!), and failure and invention are inseparable twins. 

To invent you have to experiment, and if you know in advance that it’s going to work, it’s not 

an experiment. Most large organizations embrace the idea of invention, but are not willing to 

suffer the string of failed experiments necessary to get there. Outsized returns often come from 

betting against conventional wisdom, and conventional wisdom is usually right. Given a ten 

percent chance of a 100 times payoff, you should take that bet every time. But you’re still 

going to be wrong nine times out of ten. We all know that if you swing for the fences, you’re 

going to strike out a lot, but you’re also going to hit some home runs. The difference between 

baseball and business, however, is that baseball has a truncated outcome distribution. When you 

swing, no matter how well you connect with the ball, the most runs you can get is four. In 

business, every once in a while, when you step up to the plate, you can score 1,000 runs. This 

long-tailed distribution of returns is why it’s important to be bold. Big winners pay for so many

experiments.



“We have the good fortune of having an inventive team and a 
patient, pioneer, customer obsession culture,– great 
innovations, immense and small ones, occur every day in the 
name of customers, and at all levels throughout the company.
This invention’s decentralized distribution in all of the 
company, not only in the company’s senior leaders, is the only 
way to obtain a solid and high-performance innovation. What 
we are doing is challenging and fun – we are working in the 
future. ”

Jeff Bezos
Yearly letter to shareholders (2014)



Decomposition in primitive stages
Focus

Self-led teams
Ownership and autonomy
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» Mechanisms 
Working Backwards
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» Architecture
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Coupled model applications
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» Culture
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» Organizations
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How do we get 
organized for 
innovation? 



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



Thank you!
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