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Executive Summary
A significant organisational change within the company Amazon, has been analysed through this report. The triggers of change like evolving customer expectations, technological advancements and increasing regulatory pressures makes it important for Amazon to undergo a change management process. Further a discussion on how internal and external factors such as automation, AI (artificial intelligence) and competitive forces, has influenced the company's strategic direction, has been made. In order to support  a deeper analysis of these changes, some models like the  Lewin’s Unfreeze–Change–Refreeze framework, Kotter’s 8-Step Model and McKinsey 7-S Model, have been applied. A suitable change management plan has also been proposed in this report, further supported by a structured communication strategy, evaluation mechanisms and financial considerations. A clear direction for Amazon’s Change Management Plan, has been provided by SMART objectives.
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a) An introduction to your chosen organisation (Amazon)
Amazon was founded on the year 5th July, 1994 by Jeffrey Bezos in Bellevue, Washington, United States. At first Bezos used to sell books from the garage of his Washington house yet over the time they have established their business operations over the time in such an online setting that they managed to become one of the biggest online retail selling companies globally as per the current situation (Zanon, 2021). Currently around 1,556,000 employees are working within Amazon and they have established their business in such a good manner that it has helped them to grow an empire across borders. They have a wide range of popularity as well which has helped them to grow this big and their marketing operations are found to be quite unique both online and offline (Onggowidjojo and Ellitan, 2023). This has made them one of the biggest names to exist within the global market. As per the recent reports of 2024, the company of Amazon has managed to earn a revenue of 638 billion USD over the time and has managed to grow quite well with their business operations as well. This has helped them to establish a better position within the market, corresponding to their rivals. This has made them one of the biggest influences within the online good and service selling business market. 
b) The history of the organisation and explain how changes in the internal/ external environment including digital disruption, Online shopping, AI and its impact
History of Amazon
Over the last decade, the Amazon has represented the extensive transformation that is driven by the internal strategic changes and external pressure that is identified in the economic condition and the technological development. Regulatory scrutiny and the changes in customer behaviour also have been considered as the major strategic changes in the Amazon. This organisation started business in 1994 as the book retailer and Amazon was founded to expand the business in the cloud computing system and the digital media (Aboutamazon, 2025). The division intelligence also has been considered as the main factor which is developing the business performances of this organisation. Evolving data protection regulation and the continuous growth in the pressure for sustainable and ethical operations are developing the organisational efficiency of Amazon.
Rise of Online Shopping and Digital Disruption
The accelerated implementation of the online retail and the shopping processes specially during the Covid have significantly developed the core retail business of Amazon. Consumer behaviour has changed towards the on demand and contactless purchasing which is increasing the trend of Amazon and it is also increasing reliance on the digital market. Amazon is required to rapidly develop their logistic system and the delivery network so that proper cloud infrastructure can be implemented (Miller, 2024). The achievement of the expanded business activities in the Global market, the Amazon Air Cargo operation, is also increased and its delivery services also have found to be developed with the logistics. 
Apart from all these, the growth has been identified in the market saturation and the competitors such as Alibaba, Walmart and Shopify have represented the implementation of digital technology so that the business models can be developed and it is forcing the organisation to develop its innovation in the pricing algorithm and it is recommending the improvement of strategies. Amazon has introduced as the prime subscription the changes to the mobile first commerce also need the investment in the digital UX and the international retail platform. Online demand apps strengthen the market dominance and the operational cost of the labour and warehousing with the transportation (Valsamidiset al., 2025).
Artificial Intelligence and Automation
AI is considered as the main factor to Amazon and its strategic direction as it is influencing every operational domain. According to the information, Amazon has integrated machine learning in personalized product recommendations and fraud prevention so that Alexa voice technology and the dynamic rising system have also been implemented. AI driven automation has also resulted in the reduction in improved inventory turnover and the predictive analytics for the stock management. Delivery system does not only matter on the effective logistic system as it is also identified in terms of efficiency of inter management in developing their Technological process (Shaiju, 2023).
In the internal system, artificial intelligence and automation have developed the work for structure and it is decreasing their overreliance on manual labour so that creating the demand for high skilled roles is becoming the responsibility of cloud computing, data science and robotic engineering (Paul, 2023). This change has found to trigger the organisation through challenges such as the ethical debates and the labour disputes over the automation that is replacing the human worker. In addition to these, scrutiny over the algorithmic management and the surveillance practices has been identified in the warehouse.
Expansion of Amazon Web Services (AWS) and Cloud Dominance
AWS has transformed Amazon from a retail focused organisation to global technology leader. The cloud computing revenue has been contributing to the subsidized lower margin retail operation of Amazon which is providing the company with competitive advantages. Apart from that the external environment has represented that the digital transformation is there in the industry and the remote work trend has been identified in the organisation so that efficiency will be increased (Ballamudi, 2024).
However the AWS is now facing strong competition from the Google cloud, Microsoft Azure and the continuous growth in the regional cloud providers which is pressurizing the organisation for diversification into the artificial intelligence infrastructure. Cybersecurity services and the quantum technologies are also considered as important for the organisation in developing their competitive efficiency.
Regulatory, Legal, and Ethical Pressures
Market dominance of Amazon has found to attract regulatory scrutiny throughout the European Union, United States and the emerging economies. Antitrust investigation is mainly focused on the treatment of the third party sellers, pricing power and the preferential promotion of the Amazon that is branded the product. According to the available information the data privacy regulations such as CCPA, GDPR and global cybersecurity regulations are always required by Amazon to strengthen the data governance practices (Kansara, 2021). Continuous growth in the public concerned regarding surveillance Technology like Ring doorbell data, Alexa voice recording and my house monitoring which is found to impact the product design of Amazon. Internal Organisational Changes and Workforce Dynamics
Amazon is found to be expanding its business with the internal structure development from the flat entrepreneurial management towards the mixed based corporate hierarchy. Growth having identified in the diversification which is required the coordination in the AWS, prime video and logistic (Naik, 2023). Transitions have been identified in the leadership so that the development of strategy is required. The workforce has changed the significance in determining the strategies. Amazon has been considered as the one of the largest global employers but its turnover rate is very high in the US and Europe which is representing problems between the employee welfare and the cost efficiency.
Competitive and Market Landscape Transformations
The external market environment has represented the continuation of an evolving environment. Retail competitors have implemented the logistic models that are used by Amazon at the time of implementing the platform based selling activities. It continuously increases the direct to customer strategies and it is decreasing the Reliance on Amazon marketplace. Streaming services like Disney+, Netflix and the Apple TV have also represented the challenges between the organisations (Mbah, 2024). In order to respond it could be stated that Amazon is investing in content production, advertising and health care services. These diversification efforts are representing the strategic implementation for stain relevant in an evolving competitive environment. 
In recent history Amazon has been designed by digital disruption, advancement of artificial intelligence, changing consumer behaviour, regulatory pressure and the internal organisation restructuring. The growth of the organisation has identified from retail to the diversified Technology company have represented both the operation risk and the strategic opportunities. In order to sustain the competitive advantages Amazon will need to continue balance in the innovation with the ethical responsibility and the sustainability commitments.
c) Evaluates change management models, incorporating issues related to strategic change
Evolution has been identified in Amazon from the online book store to the Global leader in theeCommerce business activities with cloud computing systems. Apart from that, artificial intelligence has been implemented by the organisation for the purpose of providing better services to the customers and the innovation in the technology has changed the expectations of the customers. Amazon implemented multiple change frameworks and out of them some theories like Lewin’s Change model, Kotter's eight step model and McKinsey 7S framework (Leocadio, 2025). It identified that these models are highly related to Amazon and its activities
Kotter’s 8-Step Change Model and Amazon’s Leadership-Driven Change
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Figure 1: Kotter’s 8-Step Change Model
(Source: Olmstead, 2019)
Kotter’s model analyses the leading factors for transformation of the vision through leadership alignment and stable engagement. Reinforcement of the new practices in the Amazon is mostly needed for the purpose of ensuring the competitive advantage and the artificial intelligence driven processes have been identified in the Amazon which is representing the operational transformation. Leadership has been developed for the purpose of determining the automation and the machine learning process that is important for the future efficiency (Levy, 2021). Amazon is investing in autonomous delivery, robotics and predictive analysis so that it results in a strategic vision. Apart from that the cross functional team has collaborated with the retail logistics and the AWS so that it is representing the implementation of this model and its impact in developing the action. However, this model is also representing the limitations about the processes through which Amazon manages changes. The organisation is also known for the rapid implementation without the extensive employee consultation and it is analysing workplace satisfaction.
[image: ]

Lewin’s model has represented the changes in three different stages such as preparing to organisation, implementation of the changes and institutionalization of new behaviour. At the first stay, the Amazon and its culture of constant reinvention has been found to be incompatible with the structure of the model (Laig and Abocejo, 2021). Apart from that the Amazon depends on refreezing the operations it means that the traditional model again needs to be implemented for determining its problems. This model is not implemented for the purpose of changing the strategic activities and the transition from the manual to the robotic warehousing is possible with the help of this process. Integration of machine learning and robotics have represented the second stage that is considered as the change (Omol, 2024). New operational standards have represented the third stage which is also called Refreezing. An organisation will be capable of determining every factor that is contributing to its business through using this model. In the third stage Amazon has represented the employees’ stability and it is increasing the stress due to the constant restructure of the business process. The culture of the organisation and employees must be taken into consideration in making human resource related decisions.
McKinsey 7-S Framework and Alignment during Strategic Diversification
The McKinsey 7-S model analyses the process through which the organisational changes always need the coordinator elements such as strategy, structure, shared value, system, skills, styles and staff. This model is considered as important as it is analysing the entire business processes of Amazon due to the transformation (Hu et al., 2025). 
During the changes towards cloud first Technology organisation the dimensions are aligned efficiently:

	7-S Element
	Application in Amazon

	Strategy
	Innovation, AI adoption, cloud leadership, global scaling

	Structure
	Autonomous business units (AWS, Devices, Advertising)

	Systems
	Data-driven decision tools, logistics automation

	Shared Values
	Customer obsession, frugality, innovation (Oktavia, 2024)

	Skills
	Hiring engineers, AI scientists, cloud architects

	Style
	Metrics-driven, high-performance culture (Ellis, 2023)

	Staff
	Upskilling tech workforce, reducing low-skilled roles



Different types of weakness have been identified as the conflict between the employee welfare and the innovation strategy. The main reason is that innovation always represents the digital implementation of the organisation and it is reducing the manual activities which are considered as the main problem in the organisation. Artificial intelligence is definitely contributing to the development of business activities; however it is reducing the opportunity for employees (Widyatania et al., 2025). McKinsey has represented the success of Amazon including the strategic cohesion and the structural processes. Long term changes are always required for the beta implementation between the performance system and the culture of the workforce.
Emergent and Agile Approaches to Change
Beyond the formal model, the Amazon also represents the emergent change theories that analyse incremental development, experimentation and responsiveness instead of pre-plant transformation. Mechanism such as eternity product development and fail-fast ethos he is representing the agile change processes (Memon et al., 2021). Decisions are always data driven in Amazon so that the decentralized processes have been implemented.
This model is always increasing the efficiency of Amazon to enter into the new sectors like the healthcare, advertising, artificial intelligence and streaming sector. Continual changes in the information have represented the new products such as AWS or Alexa. 
Emergent changes having identified in Amazon challenges are there for this changes such as:
Employees experience constant pressure and ambiguity.
Short-term experimentation may overlook long-term ethical implications (Chmielewskaet al., 2022).
Rapid adaptation can conflict with regulatory compliance and social expectations.
According to the oral information the emergent changes always support innovation in terms of balancing with the structured governance and the human centred policies. 
The business approach of Amazon is always implementing the changes that are combined with the leadership transformation with a continuous implementation of the strategies. Kotter's 8 step model has represented visionary leadership in the organisation which helps in determining the problems. McKinsey cafe presented the significance of analysing the gaps between the business processes.
d) The change management and role of leadership by applying a leadership style or approach with its impact of organisational culture on the change management programme
Major strategic changes having been identified over there in the Amazon over the last 2 years as the transition towards automation, artificial intelligence and the cloud computing system is definitely representing the changes. These changes have designed the leadership direction of the organisation efficiently and the corporate culture has been implemented. Stylish indicating the efficiency of organisation as all the employees are performing according to the instruction of leaders (Riascoset al., 2024). 
Amazon’ change management approach has represented the proactive, continuous and innovation driven process instead of reactive process. Change is found to be implemented in a proper strategy and structure which is culturally efficient. The changes of the Amazon from retail to the AWS cloud computing have represented the implementation of artificial intelligence and it is improving the efficiency of organisation. AI powered logistic has been managed through,
Decentralised innovation teams
Data-driven experimentation using rapid testing
Long-term investment models prioritising growth over short-term profit (Nazir et al., 2022)
Organisational restructuringto operate multiple high-autonomy business units (Retail, AWS, Advertising, Devices, Logistics)
Instead of implementing the major transitions the Amazon has represented constant destruction. The leadership has represented reinforcement of the transformation that is perpetual and necessary for maintaining the competitive advantages. This approach is found to be supported as the agility that is developing the internal efficiency to analyse the performance expectations. 
In the operational processes it was identified that the change is always representing the top down processes in the warehouse and the logistic environment. It depends on the algorithmic management and the standardized workflow (Alameri, 2023). Change in AWS at product development always results in the bottom-up approach and innovative factors.
Leadership Style and Its Role in Driving Change: 
The leadership style is mostly found to be associated with the transformation leadership that is used by Amazon which is characterized by the strategic processes, visionary direction and analysis on innovation. Jeff Bezos and subsequently Andy Jassy have changed the structural leadership and the ideological processes instead of administrative Management.
Transformational Leadership in Action
Transformational leadership is mainly focused on challenging assumptions, inspiring change and aligning the workers for higher efficiency. At the Amazon it is analysed as: 
Long term and disruptive vision such as autonomous delivery and the smart home ecosystem has been identified.
Strategic risk taking processes indicating the large scale investment in the AWS before clear market demand (Li et al., 2025). 
Leadership principles are supporting the decision making in the organisation. 
Importing innovation has structured the decentralized team.
However, transformational leadership at Amazon is connected with the transactional leadership mechanisms in the operational units. The Warehouse employees are considered as managed through:
Productivity targets
Incentive-based rewards
Surveillance and algorithmic task assignment
Standardised, efficiency-driven procedures
It is developing the hybrid leadership environment:
	Area
	Leadership Style
	Change Outcome

	AWS, Devices, R&D
	Transformational
	Innovation, experimentation, new market creation

	Logistics and Warehousing
	Transactional/Directive
	Efficiency, cost reduction, labour resistance



The leadership is playing a dual role in driving the radical innovation in case of enforcing and disciplined execution and the cost control. 
Mechanisms Leadership Used to Manage Change
Leadership is reinforcing the change through the governance framework and formalised system:
a) Leadership Principles as Cultural Anchors
Emergency leadership principles such as “Bias for Action,” “Invent and Simplify,” “Dive Deep” is considered as the behavioural standard that is very designing the change adoption. According to the available information it is ensuring consistency across the diverse Global division.
b) Data-Driven Decision-Making
Change management initiatives are considered as justified in customer behaviour Trend, metrics and the A/B testing instead of the subjective judgement (Wenjuan and Zhao, 2023).
c) Structural Autonomy
Small teens are empowered for the purpose of executing and designing the project independently and it is decreasing the bureaucratic barriers to change.
d) Strategic Investment Philosophy
Leadership is privatizing the long term market dominance over the short term profit and it is critical for finding innovation such as Alexa, AWS and delivery automation (Rachmad, 2024).
Impact of Organisational Culture on Change Management
Amazon's culture is both considered as the obstacle and the accelerator for the efficient changes and it is defined by:
High performance expectations
Customer obsession
Innovation-driven risk taking (Buonocoreet al., 2024)
Frugality and efficiency
Data-centric decision-making
Continuous improvement and speed
These norms are found to be aligned with the change initiative and it is making the employee accept and expect the transformation.
Positive Cultural Impacts
	Cultural Trait
	Contribution to Change

	Customer Obsession
	Justifies investment in Prime, automation, delivery speed

	Bias for Action
	Enables rapid launch of new technologies (Mutaiet al., 2025)

	High Standards
	Drives quality in products like AWS

	Frugality
	Supports lower-cost operations and competitive pricing


 
In addition to all these the culture is reinforcing the strategic priorities and the innovation ambition.
Negative Cultural Impacts
However the same culture has generated the internal strain:
Burnout and high turnover, especially in warehouses
Resistance to automation, perceived as reducing job security (Adigwe, 2024)
Lack of psychological safety, discouraging dissent in some divisions
Competitive internal ranking, reducing collaboration between teams
These challenges can implement the change adoption and it is properly representing non-technical labour that is influenced by structural transformation such as AI integration and robotics (George and Baskar, 2024). 
The cultural division between the operational labour forces and corporate innovation teams has developed the conflict experience of change:
	Workforce Segment
	Experience of Culture

	Tech & Corporate
	Empowered, innovative, mission-driven

	Warehouse & Delivery Workers
	Monitored, disciplined, efficiency-pressured



Future Leadership and Cultural Needs
Amazon’s next stage represents AI expansion, sustainability target, Global ethical scrutiny and labour regulations which requires the development in leadership such as:
More collaborative and ethical leadership
Balancing automation with worker wellbeing (Hagemann, 2022)
Greater transparency and stakeholder engagement
Culturally unifying strategies across diverse workforce groups
Transformational leadership will need to change from disruption for the competitive advantages to the responsible innovation that is based on sustainability and social impact (Addanki, 2024). Change management processes of Amazon have represented the success which is developed by the visionary transformational leadership and the innovation culture.
e) Suitable change management plan in Amazon
The organisation Amazon is experiencing several internal problems such as ambiguity, employee pressure and ethical concerns, all linked closely to the rapid introduction of automation and  AI across the wider operations at Amazon. Thus, the rising issues suggest a need for adopting a structured change management plan that will emphasise not only ethical technology deployment and workforce wellbeing but also stronger communication channels. Moreover, to achieve sustainable change, Amazon should be introducing long-term strategies that balance employee support with innovation and operational stability. 
Smart Action Plan

	SMART Goals 
	Specific Action 
	Measurable Success
	Achievable Steps 
	Relevance to Change Plan 
	Time Bound 

	To improve employee well-being and  turnover 
	Introducing workload monitoring, well-being programs and better scheduling
	10% reduction in staff turnover in warehouse and logistics departments
	Implementing fair scheduling tools, mental health support and ergonomic assessments 
	Reduction in change  resistance and also supporting workforce stability 
	Within 12 months 

	To support ethical and responsible use of AI
	Developing a formal AI governance framework, internally
	Greater auditing of AI decision-making tools
	Developing guidelines, creating cross-functional ethics team, conducting system audits 
	Helps in addressing ethical concerns and regulatory pressures related to automation 
	Implement within 9 months 

	To enhance internal communication and employee voice
	Introducing quarterly feedback cycles and creating structured communication channels 
	70% employee participation in feedback and survey tools 
	Training supervisors, launching digital feedback platform 
	Helps build transparency and reduce ambiguity during the change process 
	Implement within 6 months

	To increase training and upskilling for supporting technological changes
	Initiating automatic, probiotics and AI training to staff across global operations
	More number of employees upskilled with certified programs 
	Utilising Amazon’s internal learning hubs and career choice program, to deliver accurate training
	Reduction in skill gaps and preparation of employees for technological transformation
	Completion within 18 months



Financial Plan
Amazon needs to focus on making their investors hooked with the business approaches and operations which they have been currently maintaining. This is considered to be a very good approach considering the constant changes which have been found to be part of the firm currently. This particular approach should be undertaken by constant communication with their business partners and make sure that the financial insights are to be maintained quite well over the period (Taherdoost, 2023). They need to share with the financial statements which are associated and followed by that they need to maintain with clear measures and approaches that are going to provide the company with better financial development for the firm. These associated aspects are going to provide the company with better results and success as per the changing situations which are found to be quite evident across the market. 
Communication change
The leadership team of Amazon must improve its internal communication strategies by actively engaging the employees at all organisational levels. As the company is widely known for its customer-centric focus, hence a stronger emphasis must also be placed on employee involvement in supporting successful change management. The company by promoting two-way feedback, establishing transparent communication channels and also by addressing concerns related to workloads, job security and automation, can help employees feel respected and valued; thus ensuring their positive contribution towards organisational transformation (Nabovvati, 2025). 
Evaluation plan
 Regular assessments of the internal and external organisational factors are to be carried out for evaluation of the effectiveness of the change management initiatives. By implementing structured performance indicators for monitoring progress, Amazon will be ensuring that the planned changes are targeted and also well aligned with strategic priorities, in place of altering the whole operational model (Cruz Lopez, 2023). Barends and Rousseau (2018), further mentions that an evidence-based evaluation approach will allow the company Amazon to strengthen its change initiatives and also maintain competitiveness within the rapidly changing global market.
f) Conclusion
The most significant factor which is to be noticed is that Amazon is willing to undergo specific changes within their business operations in order to attain better results. The wide range of issues are being discussed in detail throughout the report to get a clear idea on what influences are causing Amazon to make amendments and try to ensure change within their business approaches. These factors are considered to be key as per the discussion and based upon it the actions are required to be undertaken for the betterment and followed by that growth measures which are important for the betterment of the firm overall. These aspects are being discussed in details through this report. 
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The three stages are Unfreeze, Change and Refreeze.

Figure 2: Lewin’s Unfreeze—Change—Refreeze Model
(Source: Channell, 2024)
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