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[bookmark: _heading=h.n7x8d9vw3th]1. Introduction
[bookmark: _heading=h.cuacr2sqzyfl]1.1 Report Outline
Organisations today operate in a demanding environment where everything is changing very rapidly, with fast development in technology and disruptions led by geopolitical events such as war and the COVID-19 pandemic (Bagga, Gera and Haque, 2023). The present report is aimed at highlighting the way change can be managed within the selected organisation, namely Amazon, in the emergence of external factors, using relevant change management models and theories to achieve business aims and objectives. The report will use two different frameworks, such as SWOT and PESTLE analysis, to analyse the internal and external factors affecting the business of Amazon. The leadership style of Jeff Bezos was analysed using the transformational leadership theory. In the next section, the use of Schein's three levels of cultural management has been used to assess the organisational culture at Amazon. The development of a change management plan in the context of Amazon is essential to maintain market leadership by bringing continuous development in logistics, cloud service and Artificial Intelligence (AI) to tackle operations concerns and prevent internal resistance. 
[bookmark: _heading=h.oik2jlvl2tiq]1.2 Overview of the selected company
Amazon is a renowned American retail technology company founded by Jeff Bezos in Seattle in 1994 (Ebsco, 2026). Amazon was originally launched as an online bookstore, but later it diversified its product offerings and became the largest internet retail platform in the world. The revenue generated by Amazon in 2025 was around £533.35 billion, which was higher than the revenue figure of £474.59 billion generated in 2024 (Statista 2026). It has been found that Amazon has reported a net worth of more than £251.43 billion in 2025 and has significantly outperformed its other competitors, such as Walmart, Alibaba and eBay (Statista 2026). Amazon’s immense scale and diversified operations fuel growth and competitive advantage. Yet they also heighten regulatory exposure, operational complexity and market vulnerability. These dynamics create both opportunity and risk by reinforcing the need for strategic change to sustain long-term performance. It has been noted that most of its sales are generated from online retail product sales and third-party seller services, including retail subscription services, cloud computing and Amazon Prime. 
[image: ]
Figure 1: Revenue of Amazon since 2005
(Source: Statista 2026)
[bookmark: _heading=h.1w3ddtin0ofa]1.3 Explanation for the need for change and challenges
It has been found that workers at the Amazon fulfilment centre have reported instances of unfair treatment at work. For instance, 87% of the workers working at the fulfilment centre of Amazon suffer from occasional pain due to workload (TUC, 2026). Furthermore, in the fulfilment and distribution centre, workers reported long shifts and unsafe working conditions. Consequently, Amazon owns various tech products, such as the Amazon Echo Dot and Kindle, but it is not rated well when it comes to the sustainability of its products. The e-commerce platform has also been accused of avoiding tax despite the surge in profitability. Employees at higher positions are paid more compared to the UK average warehouse worker (£14 an hour) (Ethicalconsumer, 2026). Thus, the strong market presence, use of technology and diversified product portfolio are offering an opportunity to generate revenue from assorted products, including technology, grocery sales and apparel. However, as Amazon operates in an extraordinarily complex environment, it faces strict investigation against environmental, labour and tax regulations. Diversified product portfolio enables Amazon to generate massive income, but a change in response to the market environment is essential to ensure market dominance. 
[bookmark: _heading=h.4220hz34hm12]2. Analysing the impact of the external and internal environment upon the company

[bookmark: _heading=h.dw4rt3gzvtgj]2.1 History of Amazon
Amazon used to operate from a Garage in Washington to sell books online with a vision of becoming an Everything Store in the future. In the late 1990s, the company diversified its products and started selling a variety of products, including music, toys, and electronics. In 1999, the company launched its marketplace and opened it for third-party sellers. In 2021, the Chief Executive Officer (CEO) of the company was changed, and the company was led by Andy Jassy. In 2025, Amazon will be known as one of the largest retailers and cloud providers. 
It was implied that rapid expansion and automation initiatives cause Amazon to rely on temporary workers who have received less training, leading to a higher risk of injuries. Under the leadership of Bezos, the focus was to improve business growth through expansion. However, under the leadership of Jassy, the focus shifted towards automating tasks using AI, which led to job cuts, increased monitoring and increased criticism from workers. 
[bookmark: _heading=h.xr026ffzto0o]2.2 PESTLE Analysis
	Factors
	Description
	Opportunity or Threats

	Political 
	· Trade cooperation agreement between the UK and the EU.
· This agreement restricts the free flow of services, labour and goods across the UK and Europe (UK Parliament, 2026). 
	Threat

	Economic
	
· The inflation rate in the UK fell by 3% in January 2026, but this inflation rate is still high from the 2% threshold of the Bank of England (BOE), indicating that businesspeople are still struggling with soaring prices (BBC, 2026)
· The process of moving goods from regional facilities to the doorstep of the customers’ accounts for 53% of the cost in the supply chain (Shaikley, 2024)
	Moderate Threat

	Social
	· The same day delivery market in the UK currently accounts for £1.11 billion in 2026 and is expected to increase and reach around £1.31 billion in 2031 (Mordor intelligence, 2026).
· British Consumers prefer home delivery when shopping for e-commerce platforms (Ou, 2026).
· Free and fast delivery and not having to pay a heavy price for returns are among the top preferences. 

	High Opportunity

	Technological
	· The UK government is heavily prioritising digital transformation to enhance efficiency and address the evolving needs of consumers through modernisation and integration of ‘Artificial Intelligence’ (AI) (Government of the UK, 2026a).

	High Opportunity

	Legal
	· The presence of the Electronic Commerce (EC Directive) Regulations 2002 and the EU's Electronic Commerce Directive 2000 was aimed at harmonising and clarifying the rules of online business (Legislation of UK, 2026b). 
· 'Employment Rights Act 2025' offers several advantages to the workers, such as the right to equal pay, right to paternity leave and right to avoid sexual harassment (Legislation of UK, 2026c)
	High Threat

	Environment
	· The presence of the Environment Act 2021 in the UK was mandated to manage waste and mindfully use the important resources of the Earth (Legislation of UK, 2026a). 
	High Threat


Table 1: PESTLE analysis
Impact analysis
It has been identified from the above discussion that Brexit has created challenges for the third-party sellers associated with Amazon, specifically in the UK. In addition to this, Amazon was heavily reliant on an immigrant workforce, and with the incidence of Brexit, many workers were forced to leave. It has also been noted that when the UK agreed to leave the European Union (EU) in response to so-called Brexit, it caused a significant fluctuation in the value of the British Pound. In the context of this agreement, the price of importing products in the UK or exporting from the UK has become unpredictable. 
On the other hand, it has been obtained that inflationary pressure in the UK negatively affects aspects of the business. For instance, a rise in the inflation rate forces businesses to increase the price of the product to maintain their margin, but this reduces the demand. In the case of Amazon, a rise in inflation is a threat, as it operates using an online business model, the rise in inflation causes an increase in the cost of delivery at the doorstep for the customers. Additionally, the increase in inflation might cause customers to spend more on essential items instead of investing in electronics or luxurious gadgets. 
However, it has been identified from the analysis that British shoppers prefer fast and convenient online delivery. Additionally, the market for online delivery is estimated to increase to £1.31 billion in 2031 (Mordor intelligence, 2026). Thus, the home delivery model in the case of Amazon is a signposting factor in terms of enhancing the sustainability of the business. Nevertheless, the rise in demand for ethical and eco-friendly products indicates that Amazon needs to comply with this trend to ensure the long-term sustainability of the business.
The government of the UK is supporting the AI startup through an investment of £500 million to build an infrastructure that supports the growth of AI startups (Government of the UK 2026b). This support from the Government is an opportunity for Amazon to supercharge its operational efficiencies, including warehouse efficiency, to personalise user recommendations to stay competitive. As reported, Amazon has already integrated AI and innovative technologies to understand the expectations of the customer and recommend products based on forecasting and capacity planning (Amazon, 2026a). It was implied that the EC Directive Regulations 2002 and the EU's Electronic Commerce Directive 2000 are the legal regulations applied to manage the barriers in cross-border online transactions. Non-compliance with this directive can cause Amazon to face legal fines and reputational damage. It has been reported that Amazon was allegedly fined £1.86 bn by $2.5bn by the Federal Trade Commission (FTC) for deceiving customers (Aljazeera, 2026). 
Conversely, disobedience with the Environment Act 2021 in the UK can cause organisations to face backlash from environmental activists and action for not managing climate change consequences. In the case of Amazon, it is heavily investing in areas to make its operational activities climate positive. Amazon has actively collaborated with grid operators to fulfil energy demands in the future as a part of its Climate Pledge commitment to meet the goal of net-zero carbon emissions across its operations by 2040 (Amazon, 2026b). It was implied from the analysis that change is necessary to integrate in response to the threats from external factors and opportunities from external factors to position itself as a global market leader by complying with customer expectations. Furthermore, managing product listings and costs in response to inflationary pressure is crucial to managing operating costs and meeting the expectations of customers. 
[bookmark: _heading=h.prtk8hgqz7a8]2.3 SWOT analysis
	Strength
	Weakness

	· Amazon is a popular e-commerce platform worldwide.
· £38.5 million customers visit the e-commerce platform of Amazon in the UK in 2025 (Worldpopulation, 2026).
· It uses and implements the latest technologies in its warehouse to boost efficiency, such as AI, machine learning, robotics and cloud. 

	· Poor research and development aspects led to a weak portfolio patent. 
· The company also has limited physical presence compared to other competitors, such as Walmart. 
· Accused of not complying with tax policy and offering safe work conditions to workers.


	Opportunities
	Threats

	· The market of voice assistants in the UK is projected to increase and reach around £641.43 million by 2030 (NMSC, 2026). 
· Amazon can expand into other regions such as North Korea and Cuba.
· It can introduce sustainability in its marketing campaign to attract economic customers. 
	· Threat from changing preferences of the online shoppers.
· Threats from the rise of both offline and online retailers in the UK, such as Walmart and eBay, respectively. 
· Rising costs due to inflationary pressure have also affected the cost of shipping products. 


Table 2: SWOT analysis

Impact analysis
From the above SWOT analysis, it was evident that Amazon has a strong global presence in the market, and this e-commerce platform is the most preferred brand for online shopping. It has been noted that £388.5 customer visits the e-commerce platform in a month in the UK. The strength of this organisation enables rapid deployment of innovative technologies, provides vast data for decision making and fosters a ‘DAY 1’ culture of constant adaptation across diverse markets. The other strengths of Amazon are that it has effectively integrated the latest technologies, such as AI and machine learning, to maintain operational efficiency in its warehouses. This strength of Amazon supports the change management process by enhancing decision making, improving communication and automating operational shifts, thereby improving the safety of the workers. 
However, poor research and development is the key weakness noted in the context of Amazon. Additionally, addressing the unfair working and wage issues is mandatory to comply with UK labour laws, thereby gaining recognition as the best employer in the commercial industry. The opportunities for this e-commerce platform include expanding its online shopping services in the regions of North Korea and Cuba to target new customers. Moreover, considering the growing market for voice assistants, it can continue launching new voice assistants to generate revenue from this product. However, Amazon faces serious threats from existing players in the market, such as Walmart and eBay. Additionally, the legal regulations, such as tax policies and Brexit trade regulations, are posing threats to the respective company. 
[bookmark: _heading=h.gieqr28hyaoe]3. Application Change Management Models in the context of identified issues
This section evaluates the change management model in the context of Amazon using two frameworks, such as Lewin's Change Management Model and the ADKAR model, to recognise the strategic approach considered by Amazon for implementing necessary changes, such as automation and leadership transition. Kurt Lewin's change management model is a three-stage model consisting of three necessary steps, such as Unfreeze, Change and Refreeze (Yli-Kerttula and Varis, 2023). The main advantage of implementing this model in the context of any organisation is that it is easy to implement. However, the drawback of this change management model is that it is not flexible and assumes integration of change is a sequential process (Vasel, 2025). The unfreeze state focuses upon breaking down current rigid habits to prepare the organisation for the transformation. The second stage focuses on establishing active communication between the team members to make the change process prosperous. The last stage involves securing changes in the company culture to make sure it does not follow old practices again. 
	Phases of Kurt Lewin's Model
	Impact

	Unfreeze
	
· It was evident from the analysis that dependency on an unautomated work process can cause delay. 
· The concerned commercial platform understood that excessive reliance on third-party sellers is creating a negative experience for the customers (O’Malley, 2024).
· Leadership change was required to successfully transition from a founder-built mindset to one that can manage a scalable organisation. 


	Change
	· In order to automate, Amazon has implemented different robots such as Sequoia, Hercules and Titan to make inventory management easier (Amazon, 2026c). 
· A new leader, namely Andy Jassy, was appointed. 
· However, Amazon planned to remove 16000 roles across its inventories (Compton 2026). 

	Refreeze
	· It has been noted that Amazon adopted ‘Fulfilment by Amazon’ (FBA) to manage dependencies on third-party sellers and ensure parcels reach customers on time (Amazon, 2026e). 
· The implemented changes are evaluated to identify any gaps and ensure that changes are sustainable. 


Table 3: Application of the Change Management Model
On the other hand, ADKAR is a five-stage model utilised to manage changes with respect to the specific change initiative (PicadoArgüello and González-Prida, 2024). It has been obtained that ADKAR is advantageous in tackling the challenges related to implementing change, such as resistance to change. However, it has been argued that this model is not suitable compared to Lewin to address the broad level of organisational change. 
	Factors of the ADKAR model
	Impact

	Awareness
	· It has been obtained due to financial penalties from the FTC and a low score in terms of ethical business practices, non-compliance with labour laws, and the implementation of change in the challenging environment is important. 

	Desire
	· It has been noted that since its establishment, Amazon has adopted a range of performance appraisal approaches through funding for education to make sure the employee actively engages in achieving organisational activities (Amazon, 2026d). 
· However, despite this policy being in place, the minimum wage of the worker compared to that of a senior executive is low, violating equal labour rights. 

	Knowledge
	· During the integration of recent technology, Amazon has offered training to employees to make sure they understand the new workflow.

	Ability
	· The day one thinking approach enables employees to apply their learning in a safe environment. 
· However, the rapid introduction of technology and automation is creating fear of job loss among employees. 

	Reinforcement
	· Performance metrics have been used in Amazon to evaluate the performance of employees.
· However, workers have complained that this performance monitoring system is strict, causing pain and other health concerns. 


Table 4: Application of the ADKAR model in Amazon
[bookmark: _heading=h.yu1fik3b5yf4]4. Leadership and cultural management
[bookmark: _heading=h.bhlvus8vqqhd]4.1Role of leadership style in Amazon to manage change
Transformational leaders focus upon inspiring the team members with their long-term vision and ability to motivate with their strong personality (Zhang, Huang and Xu, 2022). This leadership approach is valuable in leading and managing the change within the organisation. Amazon's leadership style relies almost entirely on religious devotion to its customer obsession. Leaders focus solely on their customers and work vigorously to keep them satisfied, rather than on competitors (Li and Choi, 2026). The practical implications of this leadership strategy at Amazon are considered profound. It has been observed that when faced with conflicting data, the relevant retail firm is likely to prioritise customer feedback over statistics. Such approaches require leaders to maintain humility about their assumptions whilst demonstrating confidence in their customer-centric decision-making framework. The approach of Amazon in managing change is usually driven by a unique, principle-based leadership style that combines a long-term vision with tactical urgency (Meguellati et al., 2025). Hence, it can be stated that the leadership style at this organisation is a blend of pragmatic, transformational, and adaptive leadership by prioritising customer satisfaction over internal comfort. 
Jeff Bezos and Andy Jassy exemplify a Transformational Leadership Style by inspiring internal stakeholders to look beyond individual interests and focus on a customer-centric vision. Therefore, with this leadership style, the company's leaders combat organisational entropy by maintaining an innovative culture. Such startup initiatives strengthen the part of an individual’s culture and allow him to see himself being stretched. The transition from Jeff Bezos to Andy Jassy has perpetually utilised a transformational method while focusing on new challenges. For instance, sustainability transformation has been noted through the climate pledge, which demonstrated a commitment to achieving net-zero carbon emissions by 2040. 
[bookmark: _heading=h.3quixc6prq3e]4.2 Role of culture in management of change
[bookmark: _heading=h.kx58hvat6yem]'Artefacts', 'Espoused Values' and the 'Underlying Assumptions' are the three basic principles of Schein's level of culture. 'Artefacts' are the basic visible aspects of the organisation, which create an impression in the mind of the employees related to the policies which can be followed (Chong and Wang, 2024). Amazon has widespread recognition among individuals, and the office spaces of the firm are neatly organised according to the specific working departments. This creates a positive impression in the mind of the individuals, which acts as a source of intrinsic motivation to depict optimum performance for the organisation. 'Espoused Values' provides the scope of identifying the goals and missions of the company to manage the working principles accordingly (Chan, Choi and Guo, 2025). Amazon aims to be one of the leading customer-centric organisations to meet the diverse demands of individuals. However, this policy of a customer-centric nature often creates operational pressure on the workers. 
[bookmark: _heading=h.8gimmzak8i6o][bookmark: _heading=h.chxeeqssok0u][bookmark: _heading=h.m87mvo6c979u]This leads to the presence of burnout situations among these individuals, and they resist the changes. 'Underlying Assumptions' also relates to the several types of unspoken rules and regulations which affect the coordination and cooperation principles among employees (Chan, Choi and Guo, 2025). Maintaining the quality and the ambitious standards of operations further enables Amazon to depict the efficiency across the work process. These are essential in this regard as they allow for the process of influencing the workers to meet the framed goals. The presence of a supportive culture within Amazon supports the firm in ensuring that the employees can adapt to the changes. As per the view of Abawari, Debela and Abegaz (2024), organisational culture plays a significant role in the management of change. Change transformation in culture brings significant changes in the system culture, process and people, enabling the organisation to thrive in a volatile market. It has been argued that cultural change offers a platform for continuous change in management, thereby making the change process more sustainable. 
[bookmark: _heading=h.5tgu5vhypi43]5. Developing a change management plan
Proposed Change
The proposed change in the context of Amazon includes improving the work culture in Amazon. This is essential to address the well-being of the employees and implement necessary steps to comply with environmental laws in the UK, such as continuing to invest in Grid Enhancing Technologies (GETs).
Objectives of Change
Amazon must apply the Grid-enhancing Technologies to improve productivity by 10% over the next 6 months to meet the demands of the customers.
The organisation must invest in workforce well-being programmes to enhance the motivation level of the staff for influencing the operational performance by 20% within 1 year.


Financial Plan
	Particulars
	Cost in £

	Grid-enhancing techniques
	220,000

	Training process of employees
	80,000

	Employee well-being programmes
	180,000

	Total
	480,000


Table 5: Approximate cost of the identified strategies for Amazon
The cost of incorporating the necessary changes within Amazon will be around £480,000, which will enable the effective application of the definite strategies. Most of the expenditure will be for the installation of the Grid-enhancing techniques, which require additional setup and installation charges. This will cost the company around £220,000 and would be installed over a phased time to uplift the changes. Providing the training to the staff across all these areas will also be required to make them capable of handling the modern tools. This will also enable them to adjust to all the changes that have been incorporated within the firm to suit the international business environment. The employee well-being programmes will also include around £180,000, which will include the bonuses as well as gifts for the staff. This will promote the availability of extrinsic motivation for ensuring a positive outlook towards the change. 
Communication Plan 
According to Wahid, Halim and Halim (2024), effective communication fosters a positive work culture and enhances efficient people management. In this regard, the incorporation of an integrated market and customer communication plan is necessary to maintain its consistent growth. Based on its 'Customers first' strategy, the enterprise needs to leverage the utilisation of digital tools, including social media, for interacting and addressing the grievances of its customers. The organisation needs better implementation of a Code of Business Conduct and Ethics that keeps worker engagement at the core. Employee feedback is valued and is strengthened by a robust remedial action for mitigating labour exploitation and human rights issues (Amazon Sustainability, 2026). Therefore, integrated marketing, customer grievance network, and feedback mechanisms for employees have been inferred as the key components for communicating the proposed change of work culture improvement.



Evaluation Plan 
To evaluate the progress in change management regarding positive work culture, Amazon requires a comprehensive evaluation plan. It involves detailed planning, identification of potential risks and a mitigation strategy for an appropriate management of the proposed change. Amazon may consider establishing a separate department for scrutinising the changes and their impact on the desired business goals of the company. Collaborative work and transformative leadership will be relevant for the implementation of the required changes towards establishing a positive work culture at Amazon. 
[bookmark: _heading=h.loywd9e983lr]6. Conclusion
It was concluded from the above report that the change management aspects in the context of Amazon have been assessed in this report. It was noted that the key challenges currently witnessed by Amazon in the leadership of Jassy include non-compliance with tax regulations, excessive use of energy, raising concerns for the environment and strict monitoring that has made employees feel burned out. Amazon realised the need for change due to the obsession of customers towards fast delivery and convenience. The financial plan and evaluation strategy have been formulated in the context of incorporating the proposed change for fostering a positive work culture at Amazon. 
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