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Executive Summary
Technology is always moving at a fast pace and there is a huge growing demand for online shopping. This means that large companies like Amazon.com must change the way things are done in the warehouses to meet consumer demand. Amazon.com has implemented robotics technology in their warehouses to help the human workers to keep up with customers online orders. This change process needs the human workers to adapt quickly and efficiently. This change process is overseen by the management at Amazon.com. This report investigates change models and how the models can help people to overcome resistance and adapt to change. According to Belyh (2015) there are many change models that companies like Amazon.com can use to identify potential resistance to change. These models implement strategies to overcome and eliminate these resistances before the change process begins. People do not always like change, because people are used to the same routine, and there will be resistance form the workers if change is implemented too soon and without any support from the management.    
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1.0 [bookmark: _Toc44547735]Introduction 

This report investigates what kind of impact change management has on an organisation and how it affects the workers within the organisation. The author of this report investigates the operational change at Amazon.com and how they have implemented robots to work alongside human workers.
To compile this report, the author has researched and analysed many different sources, these are in the form of books, websites, newspapers, and peer reviewed journals.
The author of this report has critically analysed the change at Amazon.com and will analyse different models and theories that are used in change management. According to Simon (2019) Amazon.com need robotics technology system to operate a super-fast fulfilment centre process and make the same day delivery service a reality, so that means humans and robots must work together in a cohesive way and the human workers will have to adapt to the new way of working in the fulfilment centres. 














[bookmark: _Toc44547736]2.1 The Findings 
[bookmark: _Toc44547737]2.1.1 About Amazon.com
According to Ecommerce platforms (2019) Amazon.com is a huge online retailer that sells things from e-commerce, electricals, computers, and online movie streaming. It also has a large marketplace for individuals and businesses that want to display and sell their items through Amazon.com. It is a multinational company with fulfilment centres all round the world and it employs hundreds and thousands of people to work in the huge warehouses. The company was founded in 1994 by Jeff Bezos and the headquarters is based in Seattle, Washington, U.S.
[bookmark: _Toc44547738]2.1.2 The 5 Key Dates of the Change at Amazon.com
· 2012 - Amazon.com acquire Kiva Systems. This company designs and builds robots.
· 2013 - Robots first start operating at the 26 warehouses in the Unites States alongside human workers.
· 2014 – Amazon renames Kiva Systems to Amazon Robotics.
· 2017 – Amazon now have a larger fully automated robots that can carry heavy loads and go a further distance with less charge.
· 2020 – Amazon.com now have 220,000 automated robots working in their warehouses world-wide. 
                                                                     (About Amazon, 2019)
[bookmark: _Toc44547739]2.1.3 The Change at Amazon.com
Amazon.com is a high-tech company that is always looking to innovate new ways to use technology within the company. Amazon.com runs 175 fulfilment centres worldwide and in 26 of them, robots and humans work together. These robots work cohesively with the human workers to pick, transport, sort and stow packages away. The robots help the humans in doing tasks that are less desirable for humans to do, the robots move pallets from one part of the warehouse to the other. According to Misswett (2018) these automated robots are battery powered and need to be charged every hour for up to five minutes. The robots have their own charging stations, they automatically charge themselves when the battery charge is low. Amazon.com operate these robots as an operational change which Amazon.com has implemented to help speed up the process of getting customers’ orders delivered quicker and on time. (About Amazon.com, 2019)

[bookmark: _Toc44547740]2.1.4 The Reason for the Change
The reason for the change, is because of advancement in Information Technology. According to O’Brien (2019) Amazon.com wanted to implement robotic technology at their fulfilment centres as an operational change. These robots would have to work alongside humans in making sure that the warehouses run smoothly and efficiently. There are 200,000 robots around the world at Amazon fulfilment centres. Amazon need these robots to help with consumer demand for packages that are delivered the same day after ordering online. 
This change has been positive for Amazon.com. Bhattacharya (2016) identified that Amazon.com took 60-75 minutes to process an order at their fulfilment centres by using humans to manually sift through the piles, pick the product, pack it, and then ship it to the customer. With the new robots doing the same job in the warehouses, the time has been cut to only 15 minutes. This is a huge advantage for Amazon.com, not only are they very efficient, they are also space saving compared to human workers. This means that the warehouses can be adapted for the robots, more shelf space will be available and less wide aisles.
However, Del Rey (2019) argues that this will have a negative impact on the workers at Amazon.com. The company employs hundreds of thousands of people around the world to work in their huge fulfilment centres, but the company is investing heavily in automation technologies which will be a risk to human jobs in the future. Del Rey (2019) also identified that the jobs the robots do, eliminate the average 10-20 mile walks the human workers had to do by pushing trolleys filled with products in the warehouses. Now the human workers can stand by their workstations and remain stationary and there is no need to walk many miles anymore.
Moreover, Wilson (2013) observed that robotic automation in the workplace is here to stay, even though it means many human jobs will be lost in the future. This is the reality; the future is all about automation technologies and harnessing the capabilities of it. Dzieza (2020) states that the robots are the new bosses and are managing the humans. These automated systems can detect inadequacies that a human manager would not notice in the workplace.

Furthermore, Whittaker (2019) has identified that when referring to artificial general intelligence, this could mean that machines will be able to do the same intellectual task as humans. Robots will be the future of workplace automation and the need for humans will no longer be needed. Technology can have its drawbacks, these robots working in the warehouses can breakdown and will have a high maintenance cost. Statt (2019) has observed that, these robots can be clumsy and too imprecise, they will require a too much training to be deployed on the warehouse floors outside very limited use cases.

[bookmark: _Toc44547741]2.1.5 The Influence Change Can have on Operations
Adapting to the new change at an organisation is vital for the smooth running of operations. Cameron & Green (2020) observed that management need to accept the challenge of circumnavigating between opposites. They need to balance a track record of success with the ability to admit mistakes and see the failures. A lot of change situations that people find themselves in require them to learn something new, or maybe adjust to a new way of operating. Figliomeni (2012) argues that to improve an existing process or to implement a new process, the appointed change managers need to be aware of the psychological change states the organisation will go through, which will be the present state, transition state, and the desired state. The present state is a process of behaviours, technologies, and organisational structures. This is how human workers get the job done. They are comfortable because the workers know what to expect. Whereby transition state has a negative effect on the workers, they feel anxiety, fear, and anger. This is because things are always changing, and things can be unpredictable. This state will certainly influence productivity at the organisation. The desired state is where workers need to get to. This desired state is supposed to be much more improved than the present state, but this state maybe worrying for some workers because it may not be their personal and professional goals.
However, Fritzenschaft (2014) identified that to ensure success in the long-term new requirements must be adapted in a reasonable amount of time with consistent and appropriate adaptations. To achieve a successful and significant change is a matter of existence.      

[bookmark: _Toc44547742]2.2 Change Models
[bookmark: _Toc44547743]2.2.1 Kurt Lewin’s Change Model
Kurt Lewin’s Change Model is a three-step process, Unfreeze, Changing, and Refreeze. According to Hartzell (2018) this model entails creating the perception that the change is needed, once this is acknowledged, people can move to the new, desired level of behaviour and finally, hardening that new behaviour as the new norm.
The author of this report used Kurt Lewin’s Change Model for the change at Amazon.com. (Please see Appendix 1 in the Appendices)

The first stage is Unfreeze; this process is where the human workers at Amazon get ready to change. This means having the right mindset, this is important as not everyone will want to change and there could be some kind of resistance to the new way of working with robots at the warehouses.
According to Los Angeles Times (2019) Amazon.com put pressure on their workers to adapt to working with robots. The human workers who do not change and adapt to the new way of working with the robots, will ultimately end up losing their jobs. It is essential for the human workers at Amazon.com to unfreeze and get themselves ready for the change.
The second stage is Changing; this step is when the human workers at Amazon.com move to the desired change which is working with robots. They will now need to change their mindset to the new way of working in the warehouses.
The third stage is Refreezing; this is the final step of the change, now the human workers will have to solidify the new way of working and not go back to the old ways of working. This is done by putting pressure on them, not to change back to the old ways.
[bookmark: _Toc44547744]2.2.2 Kotter’s 8-step Change Model
(please see Appendix 2 in the Appendices)  
John Kotter’s Change Model has eight steps to process change.
Kotter suggest that for change to be successful 75 percent of an organisation’s management needs to adapt to the change. The management needs to work extra hard to get everyone on board. (Mind tools, 2018) 
At Amazon.com the management will need to develop a sense of urgency around the need for change. According to Reads (2019) Kotter’s 8-Step Change Model will help make the human workers at Amazon.com to be more efficient, successful, and competitive. This 8-step model will revitalise an organisation and unlock new potentials by giving everyone a clear vision for the change. However, Kotter (2008) observed that, when the first step of urgency is not handled well, even very capable people and resource-rich organisations can suffer enormously. But when it is handled correctly, even those that face daunting obstacles can produce great results for the change that has been implemented in the workplace.
[bookmark: _Toc44547745]2.2.3 Kurt Lewin’s Force Field Analysis   
(Please see Appendix 3 in the Appendices)  
With Force Field Analysis the process is to list and score the factors for and against a decision, total up the scores and see what comes up best. According to Connelly (2017) force field analysis is a powerful strategic tool used to understand what is needed for change in an organisation and individual personnel environments. Kurt Lewin proposes is that, whenever driving forces are stronger than restraining forces, the status quo or stability will change. This is very useful for understanding how people move through change and why they resist change. To be successful in the change, the driving forces need to be strengthened or weakening the restraining forces.
However, Latest Quality (2017) identified that force field analysis needs the full participation of everyone that is involved to provide the accurate information needed for an effective analysis. This can also hinder the analysis by people who do not participate fully, resulting in a report that does not show a realistic picture of the supporting and opposing forces. Another possible issue could arise is that, the analysis will not result in an agreement among the employees.
[bookmark: _Toc44547746]2.2.4 The Benefits of using Change Models for Planning and Implementation for Organisation Change
There are many benefits in using change models for planning and implementation of the desired change at the organisation. According to Copper (2012) change is something people desire, as it is stimulating, and it makes life more interesting and gives people hope that the future will be better than it is at present. According to Connelly (2020) a change model can help to identify potential areas of resistance and implement approaches designed to reduce or eliminate resistance before the change process begins. The workers can adapt to their experience by using a change model and a change model gives people structure with the sense that change is adaptable. The confidence of the workers will increase, and they will feel encouraged and will better understand the change process. Fullan (2019) identified that change model is beneficial in the sense that people will be accountable for their actions. It will provide clarity for everyone that is involved in the change process. A change model can give guidance and ensure that workers and productivity is prolonged.       
[bookmark: _Toc44547747]2.3 The Nature of the Change
[bookmark: _Toc44547748]2.3.1 Operational Change
The change at Amazon.com was essential for the company to operate in an effective and efficient way, where they could offer their customers a special service called Amazon Prime. This Amazon Prime service gives customers the option to order products that can be delivered next day for free. This will put immense pressure on the human workers to work faster to keep up with demand. By using automated robots, Amazon.com can achieve lower labour cost, this can mean fewer human workers in the future.
According to Dumaine (2020) Amazon.com is a genius when it comes to robotics technology, the company has created 650,000 jobs world-wide from its beginning to now 2020. The company is investing heavily on its automated systems, when these systems are copied by other organisations, there is a real risk to the human labour force. Elliot (2019) argues that the culture of artificial intelligence in the modern world will be in the form of more advanced robotics technology with accelerated automation. The rise of intelligent machines transforms the global economy and threatens human jobs, but at the same time there are other major challenges to face in the modern-day society, with more technological innovations riven between extraordinary opportunities and wholesale risk.
However, Kumar (2019) identified that aggressive global competition by many other organisations is good news for Amazon.com and its robotics company. The competition between all the technology companies will impact power comparisons, this will entail companies to develop products and services that will have a high demand by consumers.
[bookmark: _Toc44547749]2.3.2 SWOT Analysis Evaluation
Amazon.com is a powerful multinational company that employs hundreds and thousands of people to work in their warehouses. The company is one of four main technology companies in the world. They have a lot of financial backing and are the leading online retailer in the world. Implementing robots to work alongside them is vital for the company to keep up demands of the consumers. The company can honour Prime customers same day and next day delivery service, because of the work the robots do at the warehouses. According to Berg & Knights (2019) Amazon.com has a passion for innovation, this sets them apart from their competitors. The company has made online shopping an easy and less stressful experience, by offering consumers 1-click shopping, personalised product recommendations and user generated reviews and ratings. However, Amazon.com delivery was not fast or free when it first started. Since introducing a service call called Prime, they have been able to offer, fast next day delivery service after a customer places an order online. This has been possible because of the implementation of robots in the warehouses.
[bookmark: _Toc44547750]2.3.3. The Advantages of Change at an Organisation
Brown (2020) identified that organisations are adopting more technology because of external factors like globalisation, increased market volatility and geopolitical events. Leaders are being proactive in getting employees on board with the new technology that is helping organisations to expand their capabilities to offer new products and services. Furthermore, Jeff Bezos the CEO of Amazon wanted to give his customers an online shopping experience that people would want to use all the time. This new Prime service was perfect for consumers who wanted unlimited fast delivery service with an annual fee. Global News Wire (2020) argues that there is a major factor driving market growth for robotics and automation vehicles in warehouses. And that is also driven by a significant rise in e-commerce industry. Moreover, Webb (2019) identified that the growth of e-commerce industry has seen a sharp rise in developments of warehouses around the world. This is one of the main factors which has driven Amazon.com to implement robotics automation into their warehouses.
    
[bookmark: _Toc44547751]2.4 The Leaders role in the Change
[bookmark: _Toc44547752]2.4.1 Jeff Bezos the Leader
Jeff Bezos is the founder and CEO of Amazon.com. Jeff Bezos controls every aspect of the company; it was his idea to implement robots in the warehouses. According to Anderson (2020) Jeff Bezos had the mindset that, he wanted the company to harness the power of artificial intelligence in the form of robotics. He planned to make the warehouses automated with humans working alongside the robots to speed up sorting, picking and delivery of the products to customers. Peermohamed (2019) identified that technology is the core of whatever Amazom.com does and Jeff Bezos wants his company to use more technology for the future to better improve the services they offer. However, Shead (2017) states that, Jeff Bezos implemented robotics technology in the warehouses to make it more productive and he wanted to innovate new services that he could offer to his customers.
[bookmark: _Toc44547753]2.4.2 What Influence did the leader have on the change process?  
Jeff Bezos the CEO of Amazon.com is always looking at new innovations for his company and robotic technology is something he is passionate about. According Larson (2018) Jeff Bezos focuses more on the workers being accustomed to the framing of the decision-making and getting adapted quickly to the change process. Quinn (2016) identified that Jeff Bezos instructs his senior management to coordinate and implement the necessary steps needed to get the human workers to adapt to working with robots in the warehouses. This means getting the human workers to change their mindset and accept whatever change that is implemented by the management. 
[bookmark: _Toc44547754]2.5 Change Agents
[bookmark: _Toc44547755]2.5.1 What are Change Agents and what do they do?
According to Grimsley (2019) Change Agents are either from inside or outside the organisation who assist the organisation in transforming itself by focusing on essential process of organisational effectiveness, improvement, and development. A Change Agent will focus mainly on the effect of changing technologies, structures, and task on interpersonal and group relationships within the organisation. Furthermore, Rouse (2018) identified that Change Agents will support the new change and help the organisation and the people that work there to be successful in adopting the new way of doing things in the organisation. The Change Agents will oversee the change in a methodical way, and they will make sure that everybody is on board. They will guide and support people through the transformation of the change. They will ensure that processes, structures are implemented in certain ways that can deliver the expected value and organisational change that was intended. 

[bookmark: _Toc44547756]2.5.2 Amazon Management pressure the human workers to adapt
Amazon.com did not have any Change Agents to encourage their human workers to change and adapt to the new way of working alongside robots. But instead, the management at Amazon.com pushed the workers to adapt quickly and work with the robots.
According to Live Mint (2019) the workers feel pushed and pressured to adapt to the change quickly. This puts the human workers under a lot of strain and in some cases some workers develop injuries form over working. The human workers feel that there is not much support for them in the workplace. The human workers feel unhappy of the way they are treated. The work culture in the warehouse is to adapt working with the robots quickly and if the human workers fall behind on their work, that is tough on them. The management at Amazon.com need to do more for their employees to help them adapt to the change, rather than just isolating them. 
However, Scales (2020) argues that employees need to be motivated to adapt to the new change that has been implemented in the organisation. Otherwise, employees will be left feeling dejected and isolated within the organisation. This will lead to less productivity for the company.  
  























[bookmark: _Toc44547757]3.0 Conclusion

Information Technology and Artificial Intelligence is the future for the online retail sector. More organisations are adapting to new ways of using technology to improve consumer demand and service. In the modern-day world, everything is fast paced, consumers want their online orders delivered quickly after placing the order on their smart phone apps. Amazom.com have adapted technology in the form of AI robots to work alongside humans in their enormous warehouses around the world. This has been a success for Amazon.com as they now have 220,000 robots working in the fulfilment warehouses around the globe. According to Shaw (2018) organisations need advanced technology and robotics automation to meet customers demand, this means the speed of shipping and delivering is credited to both advancements in robotics and automation.
The change process has been a success at Amazon.com and the human workers have adapted to working with the robots in the warehouses. Scheiber (2019) observed that, the human workers have changed their mindset and have accepted the robots are here to stay and they must work alongside them for better productivity and efficiency. The management want the human workers to adapt quickly and not go back to the old ways of doing things. However, Sainato (2020) argues that, the human workers feel under pressure to work faster and adapt quicker to the change process. Some workers feel that they are not valued by the company and they themselves are like robots.  














[bookmark: _Toc44547758]4.0 Recommendations

Amazon.com is huge multinational company employing hundreds and thousands of people around the world. The workers must sort, pick, package, and deliver the items that are ordered online by customers. There is huge pressure on the human workers to operate in the warehouses quickly and efficiently. According to Mitchell (2019) Amazon.com have implemented robots in the warehouses to help the human workers that used to do strenuous work for example, walking many miles and lifting heavy items for long amounts of time. The implementation of these robots has reduced less time human workers spend walking in the enormous warehouses, which means they can now stay stationary by their workstations.
The workers have already adapted to the new way of working in the warehouses. It is recommended that the management use subtle ways of engaging the human workers to adapt to the new change in the warehouses. The workers feel like they are pressured into adapting and that causes the human workers to feel anxiety and stress in the workplace. It is also recommended that the management keep constant communication with the human workers, this is vital for the change process to be a success. How the change process is communicated to the human workers is vital because it determines how they will react to the change. The management at Amazon.com could hire external change agents to help the human workers to learn and adapt to the new technologies that Amazon.com has implemented in the warehouses. Cosgrove (2020) identified that, the human workers will need a gentle approach for them to change and adapt. This will certainly help the human workers to settle in with their new surroundings and the robots that will work with them. Furthermore, Kurt Lewin’s 3-Step Change Model will help the human workers to change over to the new way of working and it will cement that change and stop them from going back to their old routines. 
Furthermore, Paycor (2019) states that organisations like Amazon.com need to engage those human workers who are opposed to change. By engaging with the human workers, they can actively see what their concerns are and possibly relieve them. By allowing the workers time to give their input, this will certainly give them the assurance of being part of the team.   


[bookmark: _Toc44547759]5.0 Appendices 
Kurt Lewin’s Change Model (Appendix 1)
	UNFREEZE

The Amazon workers need to adapt to working with the new robots.

The workers need to have an open mindset for the change to be effective.

The people that work at Amazon.com will need to understand, that the company wants to implement technology at the warehouses.
	CHANGING

The workers will move to the new way of working in the warehouses.

Their behaviour will change, and they will accept working with the new robots.

The human workers will have a positive mental attitude.
	REFREEZE

The workers will freeze the new change and work alongside the robots.

The human workers will not go back to the old routine. 






Kotter’s 8-Step Change Model (Appendix 2)
The human workers will adapt to these steps,
1. Create Urgency
2. Form a Powerful Coalition
3. Create a Vision for Change
4. Communicate the Vision
5. Remove Obstacles
6. Create Short-Term Wins
7 Build on the Change
8 Anchor the Change in Corporate Culture




Kurt Lewin’s Force Field Analysis (Appendix 3)

	For 

Less walking to do in the warehouses (5)

Help with lifting heavy pallets (4)

Quicker sorting, picking, and packaging (4)

Free up time to do other jobs in the warehouse (4)

Total score = 17
	Change:

Implement Robotics Technology at the fulfilment centres for automation of warehouse jobs.
	              Against

Human workers are pushed to adapt (5)

Human workers find it hard to keep up with the robots (4)

Disruption during change (3)

Staff dislike automated process (3)
Total Score= 15
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