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ABSTRACT 

 

Classic international business theories such as industry-based view and resource-based view 

have contributed to explaining companies’ decisions during decades. Still, Peng noticed some 

aspects that impacted those companies which previous theories have missed. Bringing to light 

the institutional-based view, the author complemented the two previous approaches, creating 

the strategy tripod and adding more context to the international business analysis environment. 

The main goal of this dissertation is to analyze the entering process of Amazon into the 

Brazilian market, using the strategy tripod, focusing on the institutional-based view, seeking to 

understand how institutions impacted the company's decisions during the process. Using 

extensive data research and interviews, the author aims to study the influence of local 

institutions, such as regulators, competitors, and customer habits. After extensively analyzing 

those three factors, the main findings were (1) tax and legal regulations are so complex that 

need to be considered into the companies’ strategy; (2) competition is fierce in the Brazilian 

market and companies use high levels of investment and innovation to set them apart; (3) 

Amazon seems to be understanding the local costumers after a few years of adaptations to their 

way of doing business. Finally, the study aimed to add knowledge to the international business 

literature regarding emerging markets, especially Brazil, and to confirm the importance of the 

institutional-based view, complementing the strategy tripod when analyzing a company. 

 

Keywords: strategy tripod, institutional-based view, international business, Brazilian market, 

Amazon. 



 

 

RESUMO 

 

As teorias clássicas de gestão internacional, como a visão baseada na indústria e a visão baseada 

em recursos, contribuíram durante décadas para explicar as decisões e o desempenho das 

empresas, entretanto, Peng sentiu que haviam aspectos que impactavam essas empresas que as 

teorias anteriores não cobriam. Trazendo à tona a visão baseada em instituições, o autor 

complementou as duas visões anteriores, criando o tripé estratégico, que acrescenta mais 

contexto ao ambiente de análise de negócios internacionais. O objetivo principal deste estudo 

é analisar o processo de entrada na Amazon no mercado brasileiro, usando o tripé estratégico, 

focando na visão institucional, procurando entender como as instituições impactaram nas 

decisões da companhia durante o processo. Utilizando extensa pesquisa de dados e entrevistas, 

o autor busca estudar as possíveis influências de instituições locais, sendo elas reguladoras, 

competidores e hábitos de consumo. Depois de analisar exaustivamente esses três fatores, as 

principais conclusões foram (1) as regulamentações fiscais e legais são tão complexas que 

precisam ser consideradas na estratégia das empresas; (2) a concorrência é acirrada no mercado 

brasileiro e as empresas contam com altos níveis de investimento e inovação que as 

diferenciam; (3) a Amazon parece estar entendendo os clientes locais após alguns anos de 

adaptações em sua forma de fazer negócios. Por fim, o estudo teve como objetivo agregar 

conhecimento à literatura de negócios internacionais sobre mercados emergentes, 

especialmente o Brasil, e confirmar a importância da visão baseada em instituições, 

complementando assim o tripé estratégico durante a análise de uma empresa. 

 

Palavras-chave: tripé estratégico, visão institucional, gestão internacional, mercado brasileiro, 

Amazon. 
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1 INTRODUCTION 

 

During at least five decades, strategic management research has been done based on two 

main theories: industry-based and resource-based views. While the industry-based view, 

developed by Porter (1980), argues that conditions within an industry, to a large extent, 

determine firm strategy and performance, the resource-based view, exemplified by Barney 

(1991), suggests that it is firm-specific differences that drive strategy and performance. 

Although, in both views, institutions are assumed to have a “background” role in a firm's 

strategy and performance. Those views were mainly based in developed markets such as the 

USA and England around the 1970s and 1990s. Because of that, they would not consider the 

influence of formal and informal institutions into the business environment, once those 

institutions play a less relevant role in more developed and stable markets. As research on 

international business kept evolving, Peng (2008) brought up the third view, called the 

institution-based view, which highlights the influence of institutions on a firm’s strategic 

decisions and performance and how those institutions interact and play an essential role in a 

firm’s strategic decisions. This role was neglected for decades by other authors. This way, it is 

necessary to add Peng’s third view when analyzing international markets, especially emerging 

one’s, considering that they are less developed than more developed markets, where institutions 

can have a more significant impact on company’s decisions, adding context to decisions that 

companies might be influenced to take. 

In this dissertation, the author will attempt to answer the following research question: 

what are the impacts of institutions on a company's decisions? More specifically, the author 

will study the case of a company entering the Brazilian market and how the firm’s interaction 

with local institutions affects its entering strategy. Using the case study of Amazon’s entering 

strategy into the Brazilian market, the author will attempt to understand the impact of 

institutions on the company's decisions based on the strategy tripod theory, focusing on the 

institution-based view. It is essential to highlight why this location and enterprise. First of all, 

Amazon is one of the biggest retail companies globally, a global phenomenon that ships to over 

100 countries and have shown to be successful in most, if not all of those localities. Second, 

Brazil is one of the biggest countries in the world, with over 200 million people (World Bank, 

2020) and yet, online sales account for only 3,2% of all retail sales in 2019 (JP Morgan, 2019). 

This study aims to acknowledge the importance of institutions in the local market and how the 

institution-based view can explain the impact of institutions on the strategic decisions of a firm, 

especially in a worldwide multinational retail giant such as Amazon. During this study, the 
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author will attempt to contribute with international business research regarding the impact of 

institutions on a firm’s strategy and decisions, especially in established multinationals when 

entering new emerging markets, such as Brazil. 

This study will be organized so that the readers can understand the history and 

development of international business strategy research and the three different strategic views 

that form the strategy tripod (industry-based, resource-based, and institutional-based). Also, a 

background of the local retail market and which institutions and firms influence such a market, 

along with how those institutions affect the proposed market. Finally, using the case study of 

Amazon, the author will explore its entering strategy and how institutions have been playing a 

role during this process. The research will be based on secondary market data and in-depth 

qualitative interviews with company employees. 

This study will add to the little literature regarding international business in emerging 

markets, especially in Brazil, bringing to light not only the importance of having the 

institutional-based view as a complement of the two other theories, completing the strategy 

tripod, but also highlighting some specifics about the local market and the studied company. 

The author seeks to understand how institutions can impact companies’ decisions in a specific 

market, using the case study of Amazon to exemplify those impacts and add awareness to future 

companies and managers that might go through the same process in the future. Some of the 

main findings of this study were (1) tax and legal regulations are so complex that they need to 

be considered into the companies’ strategy; (2) competitions are fierce in the Brazilian market 

and companies have high levels of investment and innovation to set them apart; (3) Amazon 

seems to be understanding the local costumers after a few years of adaptations to their way of 

doing business. 
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2 LITERATURE REVIEW 

 

In this section of the dissertation, the author will present the ideas and theories used to 

analyze the business case and the company’s actions in the forward sections. Also, this section 

will be divided into two parts. First, concepts of international business research used as a 

baseline for this discussion will be presented, especially but not exclusively around the idea of 

the institutional-based strategic view. To come this far, the concepts of industry-based and 

resource-based views will also be brought up to explain the origin of the main view explored 

in this study. 

Also, part of this dissertation will be a section devoted to introducing the Brazilian 

market, which will be studied in depth further on, and it’s formal and informal institutions that 

might play an essential role in the case study that will be explored. Along with that. It will 

present a small summary of the local e-commerce retail market with the objective of opening 

space for the case study. 

 

2.1 INSTITUTIONAL-BASED VIEW AND THE STRATEGY TRIPOD 

 

Questions like “what drives strategy in international business?” or “what determines 

success in international companies?” are highly expected when the subject of the study is 

international business strategy. Traditionally, two main perspectives would be explored to 

discuss the issue more deeply to answer those questions.  

First, the industry-based view, presented by Porter (1980), argues that conditions within 

an industry, to a large extent, determine firm strategy and performance. Porter argues that the 

aspects of the industry itself would be the main factor in determining a company’s actions 

regarding its strategy and results. Although, the industry-based view has not focused on the role 

of institutions when it comes to the firm's strategy. As Peng (2008) argues, “formal government 

policies and informal media and consumer sentiments regarding the “do’s and don’ts” play a 

significant role in shaping competition.” Peng meant that the industry-based view did not pay 

adequate attention to context; for example, when companies pursue a strategy, as cost 

leadership, ignoring the host country trade laws and regulations, it could be characterized as 

dumping, according to the regulation of some territories.  

In Porter’s book “Competitive Strategy” (1980), the author highlights two central 

questions based on his work. The first one is “the attractiveness of industries for long term 

profitability and the factors that determine it” meaning that not all industries offer equal 
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opportunity for sustainable profitability. Still, the inherent profitability of a particular industry 

is one key factor in determining the firm’s profitability. Second, “is the determinant of relative 

competitive position within an industry” about most industries where some firms are much 

more profitable than others. For Porter (1980), an industry is defined as “the group of firms 

producing products that are close substitutes for each other”. His framework structures an 

industry by combining five forces: suppliers, buyers, substitutes, potential entrants, and industry 

rivals. Industry attractiveness is defined as “the profitability of all the firms competing in a 

certain industry” and will be the product of the influence of all the five forces. Given how 

attractive an industry might be, Porter proposes that firms act on three different strategies to be 

competitive: cost leadership, differentiation, and focus. As their name says, cost leadership 

strategy seeks to attend to most customers of a market with low prices; while differentiation 

aims to target customers with attributes different from price (e.g. higher quality or service); 

also, firms can choose to focus on a specific segment or niche, being able to approach or not 

cost leadership and differentiation. 

Secondly, the resource-based view, exemplified by Barney (1991), suggests that firm-

specific differences drive strategy and performance. In other words, the company’s capabilities 

will have the most influence on their strategy and results success. “Valuable, rare and hard-to-

imitate resources and capabilities in one context may become nonvaluable, plentiful, and easy 

to imitate in other contexts”, explains Peng (2008). Barney (2001) himself has acknowledged 

in his article that his initial view might have some flaws, saying that “the value of a firm’s 

resources must be understood in the specific market context within which a firm is operating 

… [T]oo many authors have simply assumed away this question, and, thus, have failed to help 

develop a more complete theory of firm advantages”. 

In Barney’s article (1991), the author suggests that “sustained competitive advantage 

derives from the resources and capabilities a firm control that are valuable, rare, imperfectly 

imitable, and not substitutable”. Still, those resources can be both tangible and intangible, 

“including a firm’s management skills, its organizational processes and routines, and the 

information and knowledge it controls” (Barney, 1991). In the 2001 revision of Barney’s paper, 

the author brings to light how the resource-based view (RBV) “has helped to specify the nature 

of resources required to overcome the liability of foreignness and provided a bridge to 

investigate the resources that provide the foundation for product and international 

diversification”. Yet, in the second article, the author “emphasizes the importance of 

institutional factors in developing versus emerging market contexts, concerning the resources 
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involved in internationalization”. But how have those divergent views influenced the 

emergence of a more complete and complementary view? 

In summary, Peng (2008) has brought to light how past theoretical research on 

international business strategy neglected the importance of institutions saying that “a market-

based institutional framework has been taken for granted, and formal institutions (such as laws 

and regulations) and informal institutions (such as cultures and norms) have been assumed 

aways as “background”. This way, Peng (2008) also presents institutions with two more formal 

definitions, one from the economist Douglass North (1990) as “the humanly devised constraints 

that structure human interactions” and one by the sociologist W. Richard Scott (1995), saying 

that institutions are “regulative, normative, and cognitive structures and activities that provide 

stability and meaning to social behavior”. 

In the article “The Institution-Based View as a Third Leg for a Strategy Tripod” (Peng, 

2008), the author will present his idea of institutional-based view complementing the other two 

more traditional ideas to create the Strategy Tripod. As Peng (2008) explains, “In Addition to 

external forces that spill over to strategy, the institution-based view has also grown in response 

to the internal forces within strategy - specifically, the long-standing criticisms of the industry-

based and resource-based views’ lack of attention to contexts”. The origin of this concept, 

explained by Peng, is based on the fact that in developed markets, institutions work smoothly 

and are almost invisible to a firm's strategic actions. Although, in emerging markets where the 

markets are more inefficient and work less smoothly, institutions become more active and have 

a more significant role in the firm’s decisions. So, Peng argues that in emerging markets, where 

market efficiency is poorer, the strategic framework has some differences that force scholars to 

pay more attention to institutions. For Peng (2008), institutions “reduce uncertainty for different 

actors by conditioning the ruling norms of behaviors and defining the boundaries of what is 

legitimate. Actors, in turn, rationally pursue their interests and make choices within a given 

institutional framework”. Basically, the article explains that within the institution-based view, 

“managers and firms rationally pursue their interests and make strategic choices within the 

formal and informal constraints in a given institutional framework”. 

 

2.2 BRAZILIAN MARKET AND ITS INSTITUTIONS 

 

“Brazil is not for amateurs”. This famous Brazilian saying, which gained popularity 

after being said by Tom Jobin, Brazilian musician, and composer, will probably be one of the 

most common answers that one might get when asking about Brazil. Although this is not an 
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official quotation, it resumes quite well what this country is, especially when talking about 

doing business. Brazil is a vast geographic country, the 5th biggest globally, with around 8,5 

million square kilometers, populated by over 212 million people from many ethnicities. In 2019, 

before the impact of covid in the economy, Brazil’s GDP was 7,3 trillion reais or 1,9 trillion 

dollars, approximately (World Bank, 2020). Brazil is geographically divided into five regions: 

North, Northeast, Center-west, Southeast, and South, the last two the most economically 

developed. Within those regions, the country has 27 federal units called “states”, one of them 

Distrito Federal, where the capital is located. The Brazilian form of government is a democratic 

federative republic, with a presidential system. The current president is Jair Bolsonaro, head of 

the Executive power. The National Congress runs the Legislative power, composed of the 

Chamber of Deputies and National Senate. Finally, the Judiciary power is commanded by the 

Supreme Court. Voting rights are universal and mandatory for people between 18 and 70 years 

old. The official language is Portuguese, and the most common religion is Christianism 

(Santander Trade View, 2021). 

According to the “Doing Business” report from the World Bank (2020), the ease of 

doing business in Brazil scored 59,1 out of 100, ranking 124 out of 190 worldwide economies. 

Analyzing this number alone, it is possible to understand how difficult it is to do business in 

this country. A critical part of doing business in Brazil is their institutions. As explained before, 

institutions are “the underlying rules of the game” (Harper, 2012) and will be treated in this 

study divided into two types: formal and informal.  

First, it is possible to define formal institutions as “... the written constitution, laws, 

policies, rights and regulations enforced by official authorities” (Berman, 2013). In other words, 

formal institutions are all the measures required to do business. These institutions cannot be 

avoided or ignored. Otherwise, there will be legal and defined consequences. For example, to 

open any kind of business, one must follow specific laws and rules that can change depending 

on where this business will operate. In Brazil, formal institutions such as governmental agencies 

responsible for presenting and approving regulations are the Chamber of Deputies and the 

Federal Senate. Although, many other governmental agencies regulate business environments 

at different levels, not only at federal but also state and municipal. Other examples of 

government agencies are tax authorities, social security agencies, the Ministry of Labor, 

Employee’s union, among others. 

On the other hand, “Informal institutions are (the usually unwritten) social norms, 

customs or traditions that shape thought and behavior” (Berman, 2013). In that case, informal 

institutions refer to the social context of one specific country or market. As said before, Brazil 
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is a vast country with many different cultural mixtures, each with its own set of norms and 

traditions. It is hard to set a unique profile or persona seeking approval of the majority of the 

population. Diversity is valued worldwide, especially in business, widely found in such a 

country. Race, skin color, sexuality, gender are different ways we can classify any sample of 

people. Still, uniquely in Brazil, the number of combinations can be exponential, where 

heterogeneity is the rule. There are many simple examples, such as geographical differences in 

culture and habits between people from the north and south of the country. Even within the 

same region, it is possible to find people from different backgrounds or social situations that 

will widely differ in their way of action and consumption (World Bank, 2020).  

In this study, the author will approach a few institutions used to analyze the company’s 

context in the local market. Those institutions are regulators, industry, and society. While the 

first two are considered formal, the last one is informal. The relationship between those 

institutions and the company will be analyzed based on the framework suggested by Peng 

(2008), the strategy tripod, consisting of the industry and resource-based views and the 

institutional-based view. The framework complements the classic international business theory 

and adds the context analysis to the industry and resource-based view through the institutional-

based view.  Besides giving a new perspective to the international business studies, the 

institutional-based view complements the two other theories, bringing the element of 

institutions to the company’s strategic decisions, especially when in emerging markets shown 

to be a pivotal factor to the success of multinationals. 

Some studies highlight the impact of institutions in the Brazilian market, such as the 

article “Institutional distance and the performance of foreign subsidiaries in the Brazilian host 

market” by Thomé, Medeiros & Hearn (2017) published in the International Journal of 

Emerging Markets. In this article specifically, Thomé, Medeiros & Hearn explain how 

institutions can impact multinationals’ strategic decisions and performance when entering the 

Brazilian market. Based on the term “institutional distance”, which is defined as “the degree of 

similarity or difference between the regularity, normative and cognitive components of the 

institutional environment of a firm's country of origin and those of the host country” (Kostova, 

1999), the authors created a hypothesis that the more significant this distance between the 

foreign multinational country of origin and Brazil’s, the lower will be the subsidiary 

performance. Their findings argue that the Brazilian informal institutions have a crucial purpose 

of strengthening the relations between normative and regulatory demands. Yet, “having prior 

foreign experience acquired in other host markets is of no advantage in Brazil”, showing a 
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strong negative correlation with performance in the Brazilian market regarding international 

experience. 

Based on the presented literature, especially in the strategy tripod and the institutional-

based view presented by Peng (2008), the author will attempt to present new findings regarding 

the impact of institutions on multinationals’ strategic decisions when entering the Brazilian 

market. 
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3 METHODOLOGY 

 

The main goal of this dissertation is to understand the impact institutions may have on 

multinationals’ strategic decisions when entering an emerging market, like Brazil. More 

specifically, the idea is to analyze how Amazon, a worldwide retail and e-commerce giant, 

orchestrated its entering strategy into the Brazilian market and, along the way, understand the 

role of institutions in the company’s strategy and actions during the process, linking to the 

institution-based view proposed by Peng (2008). To reach this purpose, the research was 

divided into two parts: a qualitative content analysis based on secondary data and a case study 

followed by an analysis process. In each phase, different research techniques were used and 

will be mentioned in their following explanations. 

 

Methodological steps 

Phase 1 Phase 2 

Literature review Case study 

Qualitative research Company overview 

Content analysis Regulator analysis 

Qualitative interviews Industry analysis 

Source: Author 

 

After defining the center idea and theoretical baseline, the research process started, 

mainly based on content analysis of secondary data, which Silverman (2015) explained as 

“predetermined categories are used to count content of mass media products”. The author 

researched public information published online related to the main study object: Amazon’s 

strategy to enter the Brazilian market. Based on Silverman (2015), the author defined the best 

research method for this study, deciding for qualitative research based on mass media products 

to understand the relationship between the theory and the case presented. The research collected 

over thirty articles, fourteen company publications, eleven scientific papers, and three different 

databases to be analyzed to identify the impact of institutions on the company’s strategy during 

its entering process in the Brazilian market. Most of the data collected during the research 

process, which took approximately two months, relates to the time interval when the company 

started operating in Brazil (2012) and recent years’ previous covid (2018-2019). 

First, the secondary data collected was found mainly online during the author’s research 

for this dissertation. Articles like “Why Amazon is continuously expanding in Brazil” (LABS, 

2020) and “Amazon: the giant’s awakening in Brazil” (LABS, 2021), both from a website 
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specialized in e-commerce and technology in Latin America, were used as guide and inspiration 

to elaborate this study, bringing some facts and evidence about the entering on the Brazilian 

market strategy of the company, explained by the country’s head of retail and vice president. 

Also, other sources like Amazon’s investor relations website were used to find information 

about the period in which the company was acting on its strategy. In those fourteen press 

releases, the company shared many of its expansion milestones, giving some hints about what 

their major setbacks or difficulties were when doing so. 

Secondly, to validate its analysis and findings, the author’s idea was to use the inside 

knowledge of the company's employees who lived that whole process from within. To do that, 

a qualitative interview was elaborated and designed as a script where the idea was to hear the 

raw information that these employees had from their experience, always trying to focus on the 

influences that institutions involved in the process might have had on the company’s strategy 

and actions during that same period. The author reached out to two company employees that 

were able to comment regarding the company’s process for entering Brazil's market via 

interviews to find any other information that might be relevant to the discussion and the study’s 

conclusion. Those interviews took approximately 30 minutes each and were performed online, 

given the geographic distance between interviewer and interviewees. The interviewees worked 

in the company’s sales departments for a period of time between 24 to 36 months, dealing 

directly with customer experience improvements and suppliers’ relationship. Also, those 

interviews were performed in Portuguese, the native language of both parties. Both interviews 

were conducted in December 2021, followed all LGPD regulations, and respected their 

anonymity. 

As mentioned before, the case study was presented as Amazon's entry strategy in the 

Brazilian market for the last part. The case was presented and analyzed using the proposed 

theory of the strategy tripod by Peng (2008). The case study methodology was based on Yin’s 

(2014) article, helping the author define the object of study. This methodology, according to 

Yin (2014), is most appropriate when seeking to understand the “how” and “why” of a social 

event. Usually, the object of study is a recent event which the person analyzing it had no control 

over the actual event. In this case, Amazon’s entering strategy in Brazil started in 2012 but had 

its most significant milestones in recent years, and it can be said that it is still a work in progress 

from the company’s perspective. Using the strategy tripod, the content analysis and case study 

was performed in the following categories: 
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Strategic Tripod Elements Categories Analyzed 

Industry 

Market overview 

Company aspects 

Business environment 

Resources 

Company's values 

Company's previous experiences 

Institutions 

Regulators 

Competitors 

Customer 

Source: Author 

 

In summary, the study is going to be based on a case study of Amazon’s entering market 

strategy, focused on the Brazilian market especially and to achieve that, the author will use 

secondary public data founded via research and quantitative interviews with company 

employees and analyze using content analysis methodology described by Silverman (2015). 
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4 CASE STUDY 

 

In this section of the dissertation, the author will present a case study based on Amazon 

and its entry strategy in the Brazilian market. To discuss this case, there will be (1) an 

introduction of the entry strategy and its trajectory during the years; (2) the analysis of the 

impact of institutions on the firm’s decisions and (3) final considerations and impacts on the 

company based on all collected data. 

 

4.1 INTRODUCTION TO THE CASE STUDY 

 

To kick off this case study, the author will first introduce and explain the entry strategy 

used by Amazon to start operating in the Brazilian market. First, it is essential to understand 

that this business case will be studied throughout a specific timeline and some of its milestones 

where the company took significant decisions regarding its entry strategy and operations in the 

local market. The timeline proposed can be seen in the following image: 

Source: Amazon: the giant’s awakening in Brazil (LABS, 2021) 

 

In 2012, Amazon kicked off its first operations in the local market by offering its main 

self-launched product so far, the Kindle e-readers. Those devices were launched in the US in 

2007 but only got to the Brazilian market on its 5th generation, with a suggested price of R$299. 

Along with the device, Amazon also launched the Kindle Store to support books sales and the 

device launch. The store was composed of 1,4 million eBooks, with more than 13 thousand 

being in Portuguese, all of them priced in Brazilian reais (R$) (Amazon press release, 2012). 

In 2017, Amazon made available its marketplace platform for the Brazilian market. The 

first category was Books, launching with over 250.000 titles. Further on, the company launched 

its Electronic category for its marketplace platform, with more than 110.000 devices and 
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accessories available for sale. Lastly, Amazon also launched a new category for Home and 

Kitchen appliances and accessories, offering more than 90.000 items for sale. Along with its 

brand new marketplace platform, Amazon also launched in Brazil its streaming device, the Fire 

TV Stick, with a suggested price of R$289 along with its streaming service, Amazon Prime 

Video, priced at R$7,90/monthly. This was the first big move of Amazon’s strategy in the local 

market and it was only possible to enter the e-commerce physical retail market because of some 

strategic partnerships that the company made, like with KaBuM! and Etna, relevant players in 

the local electronic and house appliances market (Amazon press release, 2017) 

In 2019, Amazon launched its significant expansion in Brazil. In total, Amazon now 

had over 15 product categories to its marketplace platform, adding new ones such as Baby, 

Beauty, and Toys. Along with those new categories, Amazon released its free delivery 

nationwide to purchases over R$149 and fast delivery to some cities. This new feature was only 

possible because of its new distribution center in Cajamar/SP, evidencing its focus on investing 

locally and improving its logistics solutions. With the addition of the brand new 47.000 m2 

distribution center, Amazon has employed over 1400 people since 2012, still offering more than 

140 job opportunities locally. The fast delivery system was only possible with the launch of 

Amazon Prime in Brazil in September 2019. Available in 18 countries, with over 100 million 

subscriptions, Amazon Prime offered free, fast delivery for selected cities and Prime Video, 

Prime Music, and Twitch Prime, all company’s streaming services. The subscription was 

launched for R$9,90 monthly or R$89 annually. Also, in 2019, Amazon launched its artificial 

intelligence service, called Alexa, in the local language, making it possible for Amazon devices 

to be controlled using voice commands (Amazon press release, 2019).  

The last phase of Amazon’s expansion in Brazil that this study will cover will be in 

2020 when the company announced four more distribution centers and the first edition of 

Amazon Day in Brazil. First, the company announced the expansion of its biggest distribution 

center, in Cajamar/SP, that now has over 100.000 m2 of area. At this point, Amazon had five 

distribution centers in Brazil and offered over 30 product categories on its website. That same 

year, Amazon included the Amazon Prime Day in the Brazilian calendar. On the 13th and 14th 

of October, Amazon promoted its sales day simultaneously in 18 countries, including Brazil. 

Amazon Prime subscribers had a list of different products offered with special prices. Amazon 

reported that Amazon Prime Day 2020 registered a higher sales volume than Black Friday 2019. 

Later on, in November, the company announced three more distribution centers in Brazil. With 

this announcement, Amazon now had eight distribution centers in Brazil, creating 1500 more 

direct jobs only from those last three distribution centers (Amazon press release, 2020). 
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4.2  INSTITUTIONS ROLE IN AMAZON’S EXPANSION 

 

Obviously, during Amazon’s expansion in Brazil, the company had to deal with several 

different institutions along the way. This case study will focus mainly on three of those 

institutions: regulators, industry, and consumer habits. While the first two are called formal 

institutions, as mentioned earlier in this study, the last one is considered informal. 

 

4.2.1 REGULATORS 

 

Even though Amazon’s presence in the Brazilian market has passed eight years, 

Amazon still struggles to dominate the local market, unlike other markets where its presence is 

consistently relevant. The company's strong presence, also popularly known as the “Amazon 

effect”, appears not to be a reality in Brazil so far. The “Amazon effect” can be defined as “the 

disruption to conventional physical retail locations caused by the increase in online shopping” 

(Investopedia, 2021) and it was responsible for the closing of over 12.000 companies 

approximately in 2019 (Neofeed, 2019). In other emerging countries, such as Mexico and India, 

Amazon has entered those markets, making a big impression, being the biggest or second-

biggest players in those countries right from the start, either from acquisition from local players 

or high investments in the local market. Those facts raise a question regarding the Brazilian 

market, why has Amazon not become one of the most prominent players right from the start? 

It is clear that Amazon’s history in Brazil started in 2012 with the launch of Kindle and 

its eBook store and grew over the years. Still, it is possible to argue that Amazon’s operation 

has only really begun in 2017 when Amazon launched its online store and its marketplace 

platform, offering a large set of products in different categories. From 2017 to 2020, Amazon 

has shown significant growth regarding its presence and investment into Brazil’s retail market, 

expanding its operation more and more, opening new distribution centers, and launching new 

products and services. Although these are facts about Amazon’s expansion in Brazil, it is 

estimated that Amazon has only around 1% of Brazil’s e-commerce retail market share 

(Euromonitor, 2021).  

To try to explain the weak presence of Amazon in Brazil’s e-commerce market, several 

aspects can be analyzed; for example, according to the World Bank, Brazil is ranked 124 in 190 

countries in their “Doing Business” 2020 report, with a score of 59.1 fo 100 into their ease of 

doing business index (World Bank, 2020). This same report compares different countries using 
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ten different categories, such as starting a business (138), getting credit (104), or trading across 

borders (108), but the one category that most calls for attention is paying taxes, which Brazil is 

ranked 184 out of 190, only better than Bolivia, Venezuela and other four sub-Saharan African 

countries. This shocking number is the first point of analysis of this study, which will focus on 

the company’s challenges regarding the local tax regulations. Throughout some research, it is 

possible to find sources that confirm the difficulty of the company to crack Brazil's tax system. 

According to Reuters, “the firm has also found Brazil’s Byzantine tax system difficult to 

navigate” (Reuters, 2018). Still, “many online retailers here have extensive departments 

dedicated solely to handling tax matters” (Reuters, 2018). Also, “Brazil is one of the most 

complex countries to operate … There are many reasons for that, including a complex tax 

structure that varies from state to state” (Business Insider, 2018). Even though the company 

does not talk about local regulatory issues specifically, those reports can give an idea about the 

tax nightmare that Amazon has been trying to solve during those years, helping to explain a 

little why the company still struggles to master the Brazilian market. 

To support this idea, throughout the interviews with Amazon employees performed in 

this study, they commented on this process of learning how to operate in this local market. First 

of all, Amazon’s culture is robust regarding the customer-centric mentality. Amazon does not 

abdicate from delivering only the best experience to its customer, which took a lot of time to 

figure out how to do it in the Brazilian market. This was a long process because Amazon 

experienced difficulties navigating through local regulations and public entities. As commented 

by Amazon’s employees interviewed, “the process to crack the tax and legal requirements to 

operate in the minimum level required by the company took a lot more than expected, delaying 

the launch of the next phases of the company’s expansion in the country”. Although, in the 

same note, on employee comments “the process of the company when entering a new market 

was the same as in other markets, it was followed the protocol of first creating marketplace 

platform and setting partnerships to later on start selling direct, to reach the level of experience 

required by Amazon, took us more time than expected mainly because of those bureaucratic 

steps”. 

Looking from the theoretical point of view, according to the resource-based view, 

Amazon would have all the capabilities required to operate with excellence in the Brazilian 

market, once they already do it in their host country and other countries, including emerging 

ones. Amazon is one of the biggest retailers worldwide, shipping to almost all countries 

globally, so from their point of view, operating in Brazil should be just one more country where 

they would replicate the same capabilities used in other markets. However, this analysis was 
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presented as false once the company had issues figuring out the local regulations to operate at 

the expected level by the company. That’s when Peng’s institutional-based view complements 

the previous theory, adding much-needed context to the situation. As mentioned earlier in this 

study’s literature, in Thomé, Medeiros & Hearn’s article (2017), previous foreign experience is 

no advantage when operating in the Brazilian market. 

It might be necessary to explain to a foreigner why tax issues can have such a relevant 

impact on companies’ strategy when talking about the Brazilian market. However, those 

difficulties should still apply to all players in this same market, right?  The answer is 

straightforward and optimistic, although most of Amazon’s competitors in Brazil have 

significant differences from the North American company. One of the differences, for example, 

still in the tax subject, is that those companies spend millions of reais every year with whole 

departments dedicated to those activities. It is estimated that Brazilian companies spend around 

R$65 billion annually to adjust to tax regulations. There are over 4 thousand different tax norms 

and over 400 thousand laws, decrees, provisional measures, ordinances, normative instructions, 

and declaratory acts in all three government levels: federal, state and municipal (Valor 

Economico, 2018). This is estimated to be 1,5% of all company’s revenues every year 

designated to those activities. 

 

4.2.2  INDUSTRY 

 

It is now evident that tax regulation in Brazil is a huge part of operating any enterprise. 

Still, that alone is not the only reason why Amazon has not become a top player in the Brazilian 

market. Another reason for that, as this dissertation will analyze, is the industry’s competitive 

environment. As mentioned before, Amazon has around 1% of the e-commerce market share 

in Brazil. At the same time, the top players are Mercado Libre (MELI), with 27% of share, 

Lojas Americanas (AMER), also known as B2W, with a stake of 21%; and Magazine Luiza 

(MGLU), responsible for 16% of market share (Euromonitor, 2021). As the numbers add, those 

three players are responsible for around 65% of all e-commerce markets in Brazil, while 48% 

represents only the top two companies. If Amazon alone represents about 36% of all e-

commerce in the US (Euromonitor, 2021), in Brazil, they still have a long way to go. 

The objective of this study is not to deep dive into every competitor that Amazon has in 

the local market but to highlight what aspects of those competitors bring them some competitive 

advantage over Amazon and how those aspects affected the company’s decisions. First, it is 

essential to highlight that MELI and AMER are strong marketplace players. MELI was founded 
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in 1999 in Argentina and entered Brazil in the same year (Mercadolivre.com.br, 2021). This 

fact alone can be considered a massive advantage to MELI because it has been in Brazil for a 

more extended period and because of the knowledge that this longer period provided to the 

company regarding the local market. Amazon was aware that it would take some time to adapt 

to the local market, being that the reason for the slow start in the country and the gradual growth 

of investments. However, MELI was “born and raised” locally, not only regarding Brazil but 

the whole of South America. Why is that relevant? It is possible to argue that MELI was 

designed for this market while Amazon has its way of operating and adapting to enter this new 

market. For example, MELI had a better notion regarding the tax regulations and how to deal 

with them than Amazon, which has never operated in this local market and was unaware of all 

the requirements. 

Another vital characteristic of Amazon’s local competition is the intensive and 

continuous investment in logistics. A state-owned delivery service in Brazil, Correios, known 

for its inefficiency and high bureaucracy, delivers at a high cost and long delays. Because of 

that, most companies have invested in their own logistics system. For example, MELI has its 

service called “Mercado Envios” which offers sellers a better alternative to a logistic approach 

to collect and send products to the final consumer. According to CNN Brasil, MELI has 

reported an investment of R$10 billion in 2021, mainly focused on improving and expanding 

its logistics services (CNN Brasil, 2021). Another competitor that has its own logistics system 

is MGLU. In 2019, only 5% of all goods sold and delivered were under 24hr, while at the start 

of 2021, this number grew to 45% of all goods delivered (Valor Economico, 2021). Their 

ambition is to decrease the delivery time from 24hr to only a few hours (Valor Economico, 

2021), a feature that Amazon already masters in the US market but became a challenge in 

Brazil. This delivery system proposed by MGLU is only possible because of their omnichannel 

strategy, which uses their physical stores spread all over the country as small distribution 

centers. This strategy is a massive differential of MGLU compared to its competitors, especially 

Amazon and MELI, which don't have any physical stores (Euromonitor, 2021). 

One last difference between Amazon and its local competitors is payment methods. 

First, all three local competitors have their digital payment solutions, offering an experience 

from top to bottom where the consumer can have all answers for purchase in one same 

environment. For example, MELI has its digital wallet called “Mercado Pago”, which was 

created to improve the payment experience for MELI clients and evolved into a full-service 

digital wallet. (MercadoLivre.com.br, 2021). Another example of the digital wallet is “Ame 

Digital”, AMER digital wallet, which offers special deals for those buying on their website and 
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cashback services in other purchases outside their e-commerce (Euromonitor, 2021). MGLU is 

also after this same payment system with “Magalu Pay”, which can be accessed in their super 

mobile app, including not only the online store but also the digital wallet and other features 

such as a “panic button” which you can report any kind of violence against women. Those 

payment solutions are a way for those companies to ensure a high level of customer experience 

and reach new potential clients in a country that still has a large part of its population that is 

unbanked or does not have access to credit (Euromonitor, 2021). Besides the payment solutions 

created by each company to better serve their customer, retailers in Brazil offer alternative 

payment methods for customers that might differ a lot from the ones used by Amazon in the 

US. For example, bank slips or “boletos” are heavily used in Brazil as a payment method, 

especially for people who do not have credit (cards). Considered an obsolete payment method, 

the Brazilian Central Bank has launched a new payment method called PIX, “which allows 

customers and merchants to carry out payments instantly, safely and in some cases completely 

free of charge, without the need to use a financial card” (Euromonitor, 2021). 

While those are all industry characteristics, a lot related to the industry-based view from 

Porter (1981), those competitors have also created their way of doing business locally. This 

way of doing business has a lot to do with the customer habits and expectations, at the same 

time that Amazon has its way of doing business, brought from the USA and other countries 

where its presence is more relevant, that has shown to be very successful in those other markets. 

The question is: will the company adapt or keep its plan? According to the interviews done for 

this study, its employees commented that “Amazon prefers to stick to their way of doing 

business but to make some adaptations to it”. For example, in the Brazilian market, retailers 

work with many different promotional dates, while Amazon prefers to work with only a few, 

offering other specific deals throughout the year. “One of the most important dates of the year 

for the company is Amazon Day, even more than Black Friday, for example”. “One way that 

the company found to adapt was by sponsoring some TV Shows and advertising in the mass 

media. That way, people would be more familiar with their brand and more comfortable 

accessing their website to consume”. Another characteristic that Amazon does not like about 

the competitors' way of doing business is to offer coupons for discounts, attracting customers 

to their platform. Still, at the same time, Amazon sometimes prefers to sacrifice their margins 

rather than increase prices as their suppliers also do. This adaptation of Amazon’s way of doing 

business in the local market, which differs from its competitors, can be seen as how the 

company’s decisions impact institutions during their expansion process in the local market. 
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Also important to mention Porter’s five forces dimensions were composed not only by 

competition but also by suppliers, customers, new entrants and substitutes. First of all, suppliers 

were a big part of Amazon’s expansion in the Brazilian market, especially in the first years, 

when partnerships were made, some with exclusivity for Amazon, as mentioned previously and 

confirmed by the interviewees, to boost Amazon’s sales and exposure to new clients. Those 

partnerships with suppliers became a characteristic of Amazon in their way of doing business 

locally. Another essential aspect to mention is regarding new entrants. Although competition is 

fierce in this business locally, some new players seek to bite a piece of this market for their 

own. Companies such as Shopee and Aliexpress are starting to expand their reach to the 

Brazilian market looking to grow together with the local market; even though it is a tough 

market to compete in, there are not many entry barriers, making it possible for other companies 

to enter the local market. About the local customers, in the next session, the author will deep 

dive into the company’s relationship with their local clients and what efforts they are making 

to try to reach even more their local public. 

Regulations and competition are two important aspects to consider for any enterprise 

when entering a new market. Although, one other aspect tops any other on a matter of 

importance for retailers such as Amazon, its customers. With the advantage of technology and 

all the perks that come with it, customers are increasingly demanding regarding their shopping 

experience, especially online. According to PwC’s report “Global Consumer Insights Pulse 

Survey” (2021), the three most important attributes Brazilian customers look for when online 

shopping are fast and reliable delivery, product availability and website experience (PwC, 

2021).  

For Amazon, customer excellence has been their primary goal since day one. “Amazon 

is guided by four principles: customer obsession rather than competitor focus, passion for 

invention, commitment to operational excellence, and long-term thinking” (Amazon, 2021). 

According to Amazon’s values, two out of four are related to customer satisfaction. Still, 

according to their values, “Amazon strives to be Earth’s most customer-centric company …” 

(Amazon, 2021). This value statement is evidence of Amazon’s mentality and its employee’s 

work towards delivering the best customer experience possible. No wonder why they are so 

successful. In Brazil, the story repeats itself. “They are uncomfortable in not being able to 

deliver a top-notch user experience” (Business Insider, 2018). Since day one, Amazon has 

shown discomfort in not delivering such a high-level user experience as it is usually done. 

This dissertation has already shown that Amazon has taken its share in the Brazilian 

market, but how does it compare with its competitors regarding customer experience? This 
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section will analyze and compare Amazon and its competitors in this category. The author has 

considered two different databases to perform this analysis: Google Trends and Reclame Aqui, 

a Brazilian website that measures customer satisfaction from various online stores. Starting 

from Google Trends, the sample collected considered the period between 2017 and 2020, from 

the start of Amazon’s direct sales and marketplace platform in Brazil to the end of 2020. In 

addition, this Google Trends analysis considers Amazon and its three main competitors in 

Brazil, MELI, AMER and MGLU. The following table will show the numbers collected: 

 

Year Amazon MELI AMER MGLU 

2017 6 77 34 20 

2018 7 71 31 23 

2019 12 63 30 26 

2020 23 72 33 33 

Source: Google Trends, 2021 

 

This Google Trend index indicates the level of interest in each one of the company’s 

websites in a determined location, in that case, Brazil. The index works on a scale from zero to 

100, and it is not relative, meaning that each website has its index. The numbers on the table 

represent the average of the interest on each website during the indicated year. It is possible to 

notice that Amazon had the slightest interest in all four online stores in that period, with MELI 

showing the highest interest levels, followed by AMER and MGLU. Although Amazon has the 

slightest interest in that index, it is essential to notice that it has also shown the highest growth 

among all four companies. Amazon has grown its interest by 264% during that period, almost 

4x times the interest at the beginning of the sample. The only other company that has shown 

growth in its interest levels was MGLU, with a 65% growth. MELI and AMER had their interest 

levels decreased by -6% and -4%. It is possible to imply from these numbers that despite 

Amazon still not being one of the most prominent players in the Brazilian e-commerce market, 

the company has indisputably shown growth and taken market share from its competitors, 

indicating that the company is making an impact in the local market, even though this impact 

has not been as fast as they wanted or imagined. 
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Another source of customer satisfaction used to analyze Amazon and its competitors 

was the Reclame Aqui website. This Brazilian website is used to register complaints from 

customers that did not get any response from online stores. Using this measure, the website can 

rank companies and give them a grade regarding their level of service offered to their customers. 

Using their tool, it is possible to see how many complaints were made, how many were 

answered, the company’s index for problem-solving, how many customers would purchase with 

that store once again, the average time the company takes to respond and the customer review 

about that store. The website has a “compare firms” tool that accounts for all these data for the 

last six months. Here are the following data: 

 

Categories Amazon MELI AMER MGLU 

Complains 35.216 56.389 62.350 57.306 

Answered 99,70% 99,50% 99,70% 96,90% 

Would purchase again 81,00% 71,50% 77,50% 80,30% 

"Problem solve" index 85,10% 76,10% 89,90% 92,70% 

Average response time 19 hours 169 hours 48 hours 171 hours 

Customer review 7,83 6,14 7,52 7,76 

Source: Reclameaqui.com.br, 2021 

 

Amazon has the best results in almost all categories according to this database. For 

example, Amazon leads with the least number of complaints, the highest level of complaints 

answered (along with AMER), the best index for customers that would do business with the 

company again, fastest response time and highest customer review of all four companies. In 

only one category, Amazon is not the leader, being it the “Problem solved” index, led by 

MGLU, the more resolutive company of all four. Given this database, it is possible to conclude 

that Amazon is one of the best players compared with its three most significant competitors in 

the Brazilian market, having the best customer satisfaction index overall. 

After analyzing these two sets of data, it becomes clear that Amazon might not be one 

of the biggest in the Brazilian e-commerce market, but the company has a strong argument in 

its favor. Despite Amazon’s expansion in Brazil not being as fast as planned, the company 

seems to be adjusting to the local market, especially its customers, where the company shows 

an overall leadership over its main competitors. The numbers show that Amazon is keeping its 

word regarding its values and making customer satisfaction a top priority over its growth in the 
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Brazilian market. From the theoretical point of view, Amazon’s measures regarding its 

customer-oriented actions might be characterized more as a resource-based view in the 

international business models. Although, as the study showed, despite Amazon’s excellent 

conduct regarding their customers, the company had to go through a learning process before 

taking some of their competitor's market share and gaining their customers with a great online 

shopping experience. Experience that can only have such excellent customer satisfaction 

because of this knowledge that the company has acquired over the years and the investments 

made to ensure the exceptional level of service delivered by the company. 

 

 

4.3 FINDINGS AND IMPACTS ON THE COMPANY 

 

In this section of the dissertation, the author deep-dived into the company’s study and 

analysis to understand how the institutions mentioned impacted the company's decisions. First, 

the author showed evidence that tax regulations in the local market are a significant aspect that 

the company has to overtake aiming for success. Taking into consideration only the company 

capabilities (RBV) or even the industry scenario (IBV), one could say that Amazon has it all to 

succeed in the Brazilian market, being one of the fiercest retailers in the world entering a vast 

market that is not yet profoundly educated for online shopping and has shown signs of growth 

year after year. Although, as Peng’s argumentation regarding the institution-based view, 

Amazon had many issues to overcome without the knowledge of the local tax regulations, 

slowing down their plans for a more aggressive expansion in the country. 

Another point to make is regarding the competition. Amazon has found some serious 

competition in Brazil, different from other countries where the company has expanded its 

operations, constantly entering those markets as one of the most prominent players from the 

beginning. Challenges regarding logistics and payment methods, especially, become much 

bigger than other markets that Amazon has operated. High investment is necessary, especially 

regarding logistics solutions, something that Amazon has shown concern about and acted on 

top of in the last few years. Opening new distribution centers and making partnerships with 

transport companies were some of the solutions found by the company to overcome those 

challenges. All companies acted in this matter due to the inadequate services provided by the 

local state company that commands the major logistics solutions in Brazil.  

Last but not least, Amazon’s primary concern should always be its customers. Despite 

some challenges regarding local consumer habits towards online shopping, the customer 
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experience delivery by Amazon and competitors shows to be a relevant aspect of the online 

shopping journey. An advantage for Amazon is that customer experience excellence is 

something that the company has always sought, even written on their website as part of its 

values, resulting in high levels of customer engagement with the company. In both databases 

used to analyze how customers were satisfied with their online e-commerce retailers, Amazon 

has shown the best growth and results regarding the interest of customers in their brand and the 

satisfaction with their customer experience. Although it is possible to argue that this excellence 

is more of a company capability (RDV), Amazon used its ability to adjust to a new market 

where it has struggled to take some of the market shares of its competitors. That way, the 

company is consolidating itself with its customer-oriented values, gaining more and more 

clients and adjusting its operation to reach local customers the best way possible.  

That way, it is possible to say that from the resource-based view perspective, the firm's 

capabilities are helping itself to overcome the challenges caused by institutions along the way. 

If the institutional-based view requires the company to overcome new challenges that were not 

known previously entering this new market, although it requires some adaptation, the solid 

internal capabilities and company culture are an important part of the company’s resilience 

during the expansion process. The intrinsic customer-centric values of the company are helping 

them to adjust to the way that business is done locally, most importantly, without losing the 

company’s essence and differentiating itself from the competitions by delivering the best 

experience possible, after adjusting its way of operating to the requirements of the local market. 
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5 CONCLUSION 

 

During this dissertation, the author sought to extend the discussion around international 

business research by analyzing the characteristics of the strategy tripod in a company entering 

the Brazilian market, looking for possible influences that institutions might have had along the 

way and how they might have impacted the company’s strategic decisions. In this last section, 

the goal is to summarize the main findings of this study, explain some of its limitations and 

leave the door open to possible future studies that might complement this work. 

First, during the whole study, it is possible to see that tax and legal regulations are a big 

deal when doing business in Brazil. Many multinational companies have this reality check when 

they enter the Brazilian market without a previous research process or some help from local 

players or consultant companies. For Amazon, the story was not different. Despite being one 

of the biggest retailers globally, the company struggled for a few years to figure out the 

Brazilian bureaucracy and regulations, seeking to deliver the best experience possible to its 

customers. During the first five years of operation, Amazon has come across many challenges, 

with regulations being one of the most important, as the research shows. Still, the company 

came across those challenges and learned how to operate within the Brazilian system. Even 

though Brazil presents many difficulties when doing business in the local market, Amazon 

managed to adapt after this period when the company learned and got used to this new market. 

From the theoretical point of view, it is expected that Amazon has all the capabilities to become 

a significant player in the Brazilian market given its history and as it shows signs that it will get 

there, but with some delay. Regulations, such as tax and legal matters, were challenges that the 

company had to overcome and was probably not expecting to be so challenging. This shows 

that, without the context that Peng (2008) talked about in his dissertation, Amazon struggled 

more than expected to adapt, that way, influencing its way to expand and grow in this new 

market. It is also important to note that the research confirmed the hypothesis of Thomé, 

Medeiros & Hearn’s article (2017), in which he quotes that previous international experience 

is not helpful for multinationals when trying to enter the Brazilian market. 

Another conclusion of this dissertation is related to the industry’s impact on the 

company’s decisions. As shown, Amazon came across many competitors in this new market, 

competitors with more previous experience in the local market, being more adapted and offering 

more financial and logistical solutions to their customers. At the same time, it was possible to 

observe that those competitors created their way to operate and do business in this market, 

leaving Amazon behind to adapt their way of working abroad to this new market. That way, 
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Amazon focusing on their values related to customer centricity and top-notch experience, 

Amazon found their way to find themselves a part of this market. During the interviews, it was 

clear that the company prefers to take their time to adapt and do business rather than trying to 

copy their competitors.  

Lastly, the study analyzed what possible impacts consumer habits in the local market 

might have had on the company’s strategy during this period. After examining two different 

databases, Google Trends and Reclame Aqui, it is clear that, despite Amazon not being one of 

the top-notch players in the Brazilian market, it’s the company growing the most and in the 

fastest way. Analyzing interest levels in their website and complaints from customers in 

general, Amazon has the best indexes related to most categories, showing itself as a solid 

competitor to MELI, MGLU and AMER. Besides all the challenges, the company showed high 

resilience during the process and they will inevitably reach their top competitors sooner than 

later. Amazon adapted itself to operate in the local market following their values and way of 

doing business, but they managed to deliver the excellent customer experience they are known 

for.  

Always keeping the customer as the center of their decisions, Amazon has shown 

resilience and strength to go after the top competitors in the Brazilian e-commerce market, 

seeking the position as one of the significant players locally, a place that the company is used 

to in most of the countries in which they operate. Drawing a parallel to the theory, because of 

their resilience and customer-centric mentality (resource-based view), the company overcame 

most of the challenges in their path during the process of entering the country and expanding 

their operation. It is undeniable that the company struggled in the first few years given the 

impacts that institutions locally have put them through, either because of the tax and legal 

regulations and high bureaucracy, the intensely competitive business environment, or 

understanding their customer and developing their adapted way of doing business locally. Still, 

overall, the company has shown why they are such a successful business. 

It is necessary to acknowledge that this study must be interpreted to remind that it is not 

a final verdict but rather a work in progress. Some of the limitations found during the research 

were to access non-public information from within the company, where employees from the 

higher management hierarchy would have been more assertive in their statements. Because of 

the lack of information from within the company, the author was not able to explore in-depth 

one of the strategy tripod theories, the resource-based view, being one of the biggest limitations 

of this study overall.  Yet, the study’s literature was based on the work of Peng (2008), which 

referred majorly to companies in more developed and stable markets. International business 
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research in developing countries, especially in Brazil, cannot be easily found in research papers 

and could be better explored. The Brazilian market should get more attention from researchers, 

especially by companies that can take advantage of those studies to enter the local market. 

Several possible case studies could be done from the strategy tripod theoretical perspective, 

both good and bad examples, for example, Walmart, another massive retailer that operated in 

the local market for many years and decided to close their operation locally. As a suggestion 

for future research projects like this one, other segments could be more explored, not only retail, 

as well as different case studies of companies that had successful or not successful stories to 

tell, but that is not in between the process of establishing their own business in the local market.  

From the managerial point of view, there are at least two important outcomes from this 

dissertation that should be highlighted. First, taking into consideration the theoretical 

background used, it is imperative to acknowledge that the strategy tripod is a more complete 

and cohesive theory to analyze different companies and markets, especially when talking about 

emerging ones. Both industry-based view and resource based-view are important when 

analyzing different industries and companies, especially separated, but including the 

institutional-based view and the context that this theory brings to the table, it is possible to 

connect all three elements (industry, company and context) into one same equation, presenting 

to manager a much broader overall view of the challenge they will be facing. Like in the case 

study, without the realization brought by the institutional-based view and Peng’s ideas (2008), 

the company had to overcome challenges without a clear vision of the situation as a whole. This 

made the company change its path and decision along the way to be able to adapt to the situation 

imposed by the local market before they adjust themselves to deliver the desired service, as 

expected. 

Another outcome of this study, from the managerial point of view, clearly is related to 

the Brazilian market overall and how institutions play a determinant role in a company’s 

decisions. As concluded in this study, institutions are a big part of operating an enterprise in 

Brazil. Not only do companies often develop their way of doing business, many times necessary 

to differentiate themselves and survive, bringing competitions to the next level, but they also 

must battle against fierce regulators and their biggest imposed challenge, high bureaucracy. 

According to this dissertation, it is possible to confirm Thomé, Medeiros & Hearn’s hypothesis 

from their article (2017), which said that previous international experience offers no knowledge 

to a company that aims to enter the Brazilian market. As stated in this dissertation, Amazon had 

many obstacles to overcome when trying to apply their own operating methods despite taking 

into consideration the local market variable. Once the company understood that some 
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adaptation would be required and had time to manage such change, they were able to overcome 

most of the challenges brought to them and started to conquer their spot as a major player in 

the local market. To all managers that might read this study seeking for information on how to 

take the best decisions when entering the Brazilian market, it is important to note that the help 

of a local player must be considered in this process. There are a variety of consultant and law 

firms that are able to help any size company to draw an efficient strategy to enter the local 

market, highlighting some of the findings of this study and anticipating several future problems 

that companies might have without their help. Local market expertise must be considered a 

differential for companies that are thinking of entering the Brazilian market without any 

previous experience. 
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7 APPENDIX 

 

Interview questionnaire 

1. Interviewed profile 

1. Name 

2. Major  

3. Position 

4. How long has worked in Amazon 

5. Previous experience in e-commerce 

 

2. Company expansion 

a. What can you tell us about this process?  

b. What can you tell us about the expansion process? 

c. What are the next steps of the firm’s expansion? 

d. What were the main challenges? Were they completely resolved? 

e. What were the main apprenticeships during the process? 

f. What are the next steps? 

 

3. Company’s relationship with Institutions 

a. How does Amazon deal with regulators? Which ones are the most important to 

the company’s operation? 

b. How does Amazon deal with its competitors? Can you name the major ones?  

c. What are the company's main differences? 

d. What are the company’s main competencies? (hard to be simulated) 

e. How does Amazon deal with its local customers?  

f. What are their main characteristics? (consumer-centric mentality) 

g. Overall, how can you describe Amazon’s relationship with those players in the 

local market? 

h. How did those institutions influence the firm’s decisions during its expansion? 

 

4. What were the main impacts related to institutions regarding the company’s 

performance, in your opinion? 

 


