


An analysis of Change Management in Amazon

Programme: Master of Business Administration (MBA)
Module: Change & Stability Management (BMMB7000)







Lecturer: Marie Pitson
Report By: Syed Asad Husain Zaidi (Student ID: 2213561)






[bookmark: _Toc132673434][bookmark: _Toc133929248][bookmark: _Toc134010333][bookmark: _Toc134053155][bookmark: _Toc134053175][bookmark: _Toc134053506][bookmark: _Toc134103691][bookmark: _Toc134103846][bookmark: _Toc134115287]Executive Summary
The aim of this research report is to analyze the change which Amazon undertook from the point of view of digitization starting in 2016 due to which it has transformed itself from a normal online bookstore in 1994 to a multi conglomerate behemoth in 2023. Also, this report will be analyzing the change management strategy and transformation practices, deployed by Amazon after Covid-19 pandemic in 2020 in its business to cater the needs the needs of the customers in a more systematic way.
There was a severe effect on the global economy due the Covid-19 pandemic, especially during the period between 2020 to 2022 and many companies, even the big shots were also not spared with the long-lasting negative impacts of the brutal pandemic.
Also, analysis is done for the change management practices adopted by Amazon, especially post pandemic in context to the Kurt Lewin’s Change Model and Kotter’s 8-step change model. Since Amazon is a mammoth organization spread across different countries from North America to Australia and almost everything in between, hence a single change management model cannot be applied if we consider the number of employees which it holds in its portfolio across the world. Amazon usually adopted an open system change management strategy to deploy the changes post pandemic, also facing resistance from employees, which lead to an increase in working hours and detoriating employee culture especially at the fulfillment centers.
To effectively counter the change, Amazon’s response is also analyzed based on Kurt Lewin’s force field analysis theory, which states that in every organization two fundamental force fields interact. One is the force which tries to maintain the status quo out of habit, fear and on the other hand there are forces which are open and welcoming to change. Progressing further, there is a Culture Web Analysis and a PESTLE analysis of Amazon, being impacted by the change as a result of digitalization.
The analysis part is followed by conclusions, which coherently reflect the effect of changes which Amazon has undertaken as a result of it pandemic and its ultimate hunger for digitization. There has been sky rocketing increase in the profits of Amazon Pre and Post pandemic era and it has become more data driven with an increased use of Artificial Intelligence and Machine Learning. The AWS or the cloud computing arm of Amazon has also grown with leaps and bounds, changing Amazon from an E-Commerce company to a Software/Internet company. The report finally ends with conclusive recommendations based on the effects of the conclusions given and are directly related to the impact of change management practiced which Amazon practiced as a result of Pandemic and Digitalization.
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Change Management is a set of organizational process, tools, and techniques for achieving a desired business outcome managing the people side effectively, helping the individuals to adopt the transition and ultimately realize the change (Creasy, 2007). 
Prosci again defines change management, as the set of tools needed to implement and lead the people side of change to achieve desired outcome and links it with project management (Prosci, 2021).
This research report critically evaluates and examines the changes undertaken by Amazon, especially after covid-19 pandemic, to stay in competition, to strive being more digital every day, be the earth’s most customer centric company and knocking off its competitors on the internet of things. 
Amazon has become a classic case of disruptive innovation and an organization which can and has survived in almost every scenario, due to its successful change management strategies. The company follows a culture of constant change. This report also critically analysis the change provided by the AWS (Amazon Web Services), which is the software or more importantly the cloud computing arm of Amazon, as we started to say after the pandemic, in company’s successful digital transformation more aggressively after 2020 and giving Amazon a tag of “Internet and Software” company from an online shopping website.
Since Amazon is a world, hence it speaks a lot about the volumes of its business and the people it manages across the various countries it operates in. Hence, there cannot be one single change possible in such a multiverse. Amazon has adopted a series of changes after pandemic, which was also the need of hour especially if we consider the age of digitization and e-commerce. In Amazon, the management is mostly pragmatic in its approach and is the force that is ignites or catalysis the change. When establishing this change at the lower hierarchy managers and decision makers took counter forces into account. They were not officially allowed to make crucial decisions reliant on the teams unwavering support and more importantly they were less reluctant to creativity and disruption.
To evolve which such a metabolism of change, how Amazon dealt with resistances and disputes internally within the employees, the gigantic expansion of Amazon’s logistics arm especially after the covid era, using cutting edge research in cloud computing and artificial intelligence to enhance the business. More importantly how those changes reflected after the Covid especially at the end of 2022 and start of 2023. (Du, Zu, Zheng and Zhu, 2022).
The document will be evaluated based on various change models such as the Lewin’s Freeze-Change-Unfreeze model, Kotter’s 8-step change model and a Kurt Lewin force field analysis. The force field analysis is done based on two factors. First one, are the factors compelling changes in Amazon due to covid-19 pandemic and the second series of changes were due to the digitization, which was only propelled by the covid-19 pandemic onslaught.
1.1. [bookmark: _Toc132673436][bookmark: _Toc133929250][bookmark: _Toc134010335][bookmark: _Toc134053157][bookmark: _Toc134053177][bookmark: _Toc134053508][bookmark: _Toc134103693][bookmark: _Toc134103848][bookmark: _Toc134115289]The backdrop of Amazon
[bookmark: _Hlk128944472]“The history of Amazon is in many ways is the history of the birth of cloud computing”. (Lisdorf, 2021). In the early 1990’s the world wide web started to grow and change the landscape of communications with no sign of regression (Berryman, 2014).
Jeff Bezos, an undergraduate in computer and electrical engineering from Princeton University in 1986, started working in a financial services industry in New York City. He initially named the company as “Cadabra” (as in abracadabra), but after someone misheard the name as “cadaver,” Bezos rechristened it to “Amazon” after the enormous river in South America. He believed that the name Amazon would not restrict him from selling only one type of product. Amazon was finally opened for business on July 16, 1995 (History.com Editors, 2022)
Within a month the retailer has shipped books to all the 50 states of US and 45 countries worldwide. By the end of 1996 Amazon was racking over $15.7 million in revenues and in 1997, Bezos took the company public with an initial public offering that raise $54 million (History.com Editors, 2022).
Furthermore, Amazon has a rapidly expanding logistics arm in every country popularly known an AMZL (Amazon Logistics) and ATS (Amazon Transportation Services). The changes in its logistics arm post pandemic were phenomenal. Acquisition of ZOOX on June 26, 2020 (Du et. al, 2022), was another milestone change in logistics because ZOOX manufactures automatically driven vehicles, which amazon has started using post covid to minimize human intervention. Drone delivery was another feather in the cap for unmanned and timely delivery during and after pandemic. Introduction of Amazon Air for faster deliveries across US and more recently they started Air transportation operations in India in January 2023 owing to its massive success in US post pandemic. After pandemic, Amazon has successfully changed from doing deliveries to Last Mile Delivery.
Introduction of robotic sort centers to minimize the human interference in fulfillment centers was a breakthrough. They spent billions in coronavirus related investments such as protective gears, internal covid testing programmes called “Project Ultraviolet” to make the workers feel safe and address their labor shortage problems (Palmer, 2020).
The basic highlight points during and post pandemic which prompted Amazon for a robust change can be broadly classified in pushing the sales of covid-19 protective gear on its shopping website, increase in production of Amazon own labelled goods across different verticals, introduction of “Just walk Out” technology which in other words is an unmanned supermarket (Du et. al, 2022), massive increase in Amazon Prime Video movie database by the acquisition of Metro-Goldwyn-Mayer (MGM) pictures worth $8.5 billion, on 17th March 2022 prompted by the sudden spike of movies on demand especially when people were locked in their homes. This acquisition led to an overall increase of Amazon Prime Video database by 4000 movies and 17,000 TV shows in one go, with high street hit titles like “Rocky”, “James bond”, “Robocop”, “Silence of Lambs” etc. giving immediate competition to Amazon Prime Video competitors such as Netflix, Hulu and HBO Max (Malik, 2022). Initially HBO Max was also a part of Amazon and was pulled out of Prime Video database as both the companies did not come to a common contract term and this happened in September 2021 (Obias, 2023), hence HBO max was also a potential competitor, until it returned back to Amazon Prime again when a new deal was struck between Amazon and Warner Bros Discovery in around end of 2022, signaling the streaming of HBO Max on Amazon Prime again (Hayes, 2022).
Amazon’s journey through the organizational change especially involving the role of leadership and employee involvement will be considered keeping in mind the Kurt Lewin’s change model. (Hussain and Akram, 2018). 
1.2. [bookmark: _Toc132673437][bookmark: _Toc133929251][bookmark: _Toc134010336][bookmark: _Toc134053158][bookmark: _Toc134053178][bookmark: _Toc134053509][bookmark: _Toc134103694][bookmark: _Toc134103849][bookmark: _Toc134115290]Timeline of Amazon - Major Changes
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[bookmark: _Toc133929590][bookmark: _Toc134103651]Figure 1: Timeline of Amazon [Source: (Malik, 2017)]
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For analyzing change at Amazon, this report has significantly taken into consideration two basic events that purposely lead to the catalysis and adoption of those changes.
· Planned Changes, which were induced by the Digitization.
· Emergent Changes, which were induced by the COVID-19 Pandemic.
This report analyses the above planned and emergent changes based on following Change Management Models:
2.1. [bookmark: _Toc132673439][bookmark: _Toc133929253][bookmark: _Toc134010338][bookmark: _Toc134053160][bookmark: _Toc134053180][bookmark: _Toc134053511][bookmark: _Toc134103696][bookmark: _Toc134103851][bookmark: _Toc134115292]Kurt - Lewin’s Change Management Theory; Basic Evaluation
The following diagrammatic representation of the Kurt Lewin’s Change Management model is sketched out taking into consideration the various factors under the “unfreeze, change and refreeze” scenarios:
[image: ]
[bookmark: _Toc133929591][bookmark: _Toc134103652]Figure 2: Kurt Lewin’s Change Management Model crafted for Amazon.
The essence of Lewin’s Change Management theory lied in the fact that it helped construct the model of processes that drove attention to specific kind of variable that needed to be conceptualized and observed rather than theoretical factors, describing what change could be for the organization (Schein, 1996). Successful change management analyses hard and soft areas (Sarayreh et al., 2013).
The above tiles shown, depict exhaustively the factors which the leadership of Amazon took into consideration in managing the emergent changes being brought about by the digitization and covid-19 pandemic. How they streamlined those effects and processes, by the digitization of existing workflows and thereby breaking the status quo. Proper planning was needed to train the employees in reinforcing those changes and stabilizing them as the new normal in the daily working schedules by proper counselling and finally celebrating those changes.
2.2. [bookmark: _Toc132673440][bookmark: _Toc133929254][bookmark: _Toc134010339][bookmark: _Toc134053161][bookmark: _Toc134053181][bookmark: _Toc134053512][bookmark: _Toc134103697][bookmark: _Toc134103852][bookmark: _Toc134115293]Kurt Lewin’s Force Field Analysis, catalyzed by the Covid-19 Pandemic
A Diagrammatic representation factors contributing towards change and resisting those changes are as below:
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[bookmark: _Toc133929592][bookmark: _Toc134103653]Figure 3: Kurt Lewin's Force Field Analysis: Pandemic Induced
Kurt Lewin’s Force Field Analysis is 35,000 feet view of the factors as enumerated by Lyndsay Swinton (Swinton, 2008).
To meet the sudden surge in customer demand for online shopping during and after the pandemic (Sharma, 2020) Amazon, propelled these changes, which significantly led to an increase in the IT costs for Amazon, hiring costs etc. which was a resisting factor. The surge of covid 19 pandemic led to concerns of employee well-being a safety and the priority of the leadership of was to keep the employees safe as the employees were reluctant to work in the offices and especially the warehouses. Amazon did not initially release the data of covid 19 effected people, as it would create panic. The result of information not being provided was that it led it to an overall decrease in operations with only 30% attendance, thereby hampering the operations of the warehouse. The few factors which again led to changes were deferred logistics, hampered operation, soaring grocery sales, people avoiding physical stores and contacts, meeting the gab in orders (order fill rate) and the need to increase the number of warehouses, to accommodate the surging ecommerce demands. The centralized and pragmatic approach of the leadership was a hindrance in implanting the above changes, as it lacked the employee feedback mechanism. Employees facing fear of loss of jobs, cutting down wages, lack of unified labor unions, negative media publicity by rivals and increasing costs of opening new fulfillment centers were other resisting factors. The final score for Forces for Change (20) versus Forces against Change (17), which eventually led to the application of changes in Amazon post pandemic.
2.3. [bookmark: _Toc132673441][bookmark: _Toc133929255][bookmark: _Toc134010340][bookmark: _Toc134053162][bookmark: _Toc134053182][bookmark: _Toc134053513][bookmark: _Toc134103698][bookmark: _Toc134103853][bookmark: _Toc134115294]Kurt Lewin’s Force Field Analysis, catalyzed by the Digitization in Amazon 
Diagrammatic reforestation of the Force Field Analysis is as below:
[image: ]

Digitalization usually enhances profitability, drives sales. The fulfillment and the supply chain costs are also fixed in the near- and short-term future, specifically if we talk about Amazon. Amazon has made the use the dominant use of digitalization for demand forecasting ultimately impacting its inventory and vendor management (Cay, 2017). According to Gartner, digitalization is the incremental mix of digital technologies to identify and provide new revenue and value producing opportunities and ultimately change the discourse of a business (Gartner, 2012). The uphill task of mitigating the digitalization can be credited to the technology arm of Amazon which is the Amazon Web Services (AWS) (Acquah, 2022)
If we talk about the force field analysis in this context, the covid-19 pandemic increases the pace at which Amazon implemented its digitalization strategies from and after 2020. As soon as the customer demand increased in covid 19 pandemic the digitalization process sped up and there was a need for more and more robotic sort centers to automate the tasks in the fulfillment centers. This in turn activated the labor laws against the layoffs, which acted as the resisting factor. There was an unprecedented demand for the Amazon Prime, which is the OTT platform for Amazon, which resulted in the behemoth expansion of prime videos which was again a force supporting digitalization, but again it was pushed back to a certain extent by its rivals such as Netflix etc. Amazon ultimately opted for a blended retail model, with introduction of “Just Walk Out” technology stores, which are the unmanned stores of Amazon, like the “Amazon Fresh” (Du et. al, 2022). This driving factor was resisted by the massive overhead costs of managing retail stores. There was introduction of “Amazon Prime Wardrobe”, in which people could and can try multiple fashion apparels and ultimately keep the one which they feel is the best, finally making the payment for it and returning all other, although this tech driven initiative came with exemplary reverse logistics costs (Waite-Taylor, 2021). Amazon expanded its Prime Air logistics operations to a second country, India eyeing the massive potential of market and to garner Last Mile Delivery operations in the territory, which was already being done in USA (Amazon Staff, 2023). This was again coupled with massive costs of acquiring cargo freighters, which was a resisting factor. Overall, the Forces for Change supporting digitalization (19) outweighed the factors resisting the same (17), and hence we can call Amazon as a technology driven conglomerate.
2.4. [bookmark: _Toc132673442][bookmark: _Toc133929256][bookmark: _Toc134010341][bookmark: _Toc134053163][bookmark: _Toc134053183][bookmark: _Toc134053514][bookmark: _Toc134103699][bookmark: _Toc134103854][bookmark: _Toc134115295]Analysis of change in Amazon using Kotter’s 8-Step Model
An infographic representation (Visual Paradigm, 2023) of the Kotter’s 8-Step Model (Kotter, 2021), is as below: 
[image: ]
[bookmark: _Toc133929593][bookmark: _Toc134103654]Figure 4: Change analysis of Amazon from Kotter's 8-Step Model purview
Create a Sense of Urgency: Change in Amazon was evident due to Covid-19 pandemic and the people being lock downed in their houses. Hence, a sense of urgency was automatically created, and its profits eventually soared to 220% (Weise, 2021), which was further communicated by the leadership of Amazon (Palmer, 2020).
Build a Guiding Coalition: Which was done by the leadership of Amazon. They build special teams and modify the policies in the massive organization to carry out the task of effective change management throughout the pandemic. The most significant policy change was “work from home” policy (Peters, 2021).
Form a strategic vision and initiatives: The leadership created a strategic plan to implement the changes, digitalization was always an integral part of Amazon, pandemic only expedited it. This company capitalized on a Global crisis in a positive way (Dumaine, 2020).
Enlist a volunteer army: Since Amazon already had a mammoth headcount, this change was very quick in implementation. The only thing needed was proper counselling and training of employees to adopt those changes, by adopting measures such as increasing sick pay, comprehensive covid health benefits, quarantine facilities, opening of new 15,000 new full and part time opportunities for delivery and drivers across the UK, establishment of $25 million relief fund. The customer focus was also there on cards with Amazon Video and Music being made free to them, enhanced cleaning in physical stores, contactless deliveries and continuous price matching for a fairer bargain (Amazon, 2020).
Enable Action by removing barriers: This was done by Amazon in an amazingly effective manner by empowering employees to take decisions and removing the hurdle of a pragmatic style of leadership (Augustin, 2020).
Generate short term wins: rather than creating one big target Amazon, divided its long-term goals into multiple shorter-term goals and entrusted them to action group, which resulted in achieving them quickly and lead to a strong motivation towards the long-term vision post pandemic (Du et al., 2022).
Sustain acceleration: Amazon can be seen as an organization, which was built from scratch and capitalized the pandemic (Dumaine, 2020), soaring its profits to 220% (Weise, 2021). It was worth $1.105 trillion in 2022, with more than 300 million active users further having a brand value of $350 billion, only second to Apple and leaving behind Google and Microsoft (Shvartsman, 2022).
Institute the Change: Amazon finally made the change look like a normal transition from its status quo before pandemic versus its situation in the current year, 2023. It was all due to its continuous hunger for adopting digitalization and ultimately moving from an ecommerce company to an AI driven company with technology as its spearhead and enhancing its customer relationship (Mishra and Mukherjee, 2019). It would be not wrong to call it the world’s most powerful economic and cultural force (Shvartsman, 2022).
2.5. [bookmark: _Toc132673443][bookmark: _Toc133929257][bookmark: _Toc134010342][bookmark: _Toc134053164][bookmark: _Toc134053184][bookmark: _Toc134053515][bookmark: _Toc134103700][bookmark: _Toc134103855][bookmark: _Toc134115296]Cultural Web Analysis of Amazon
The cultural web analysis can be infographically shown in the figure below (Practice Supervisors, 2019) and has always appeared to work as a standard framework (Mossop et al., 2013):
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[bookmark: _Toc133929594][bookmark: _Toc134103655]Figure 5: Culture Web: Typical Infographic (Practice Supervisors, 2019)
Analyzing Amazon using the Culture Web Model:
Stories: Stories are narratives that flow in the organization and shape its values and beliefs. In Amazon there are inspiring stories especially of its founders Jeff Bezos on how he created Amazon from Scratch. These stories focus on customer centricity of Amazon, its hunger for innovation, its continuous of status quo and traditional retail approaches.
Symbols: Symbols are visual or infographical representation of a company depicting its values and beliefs. Amazon’s Symbol of A to Z, with an arrow pointing from A to Z, signifies its portfolio and strength of offering anything and everything (Peate, 2022). The leadership principles of Amazon displayed in its offices are symbolic of its customer obsession and innovation.
Power Structures: It is the way (informal or formal) in which power is distributed within an organization. Amazon has a typical hierarchical structure with leadership making most of the decisions. Whilst they also encourage disruption an feedback mechanism especially after covid, which is seemingly depicted in their leadership principles such as “Have Backbone; Disagree and Commit” (Amazon Staff, 2022).
Organizational Structures: These structures the way how work is managed and collated within an organization. Amazon has a typical decentralized structure (Shopin, 2019), with autonomous teams at each level who have liberty to innovate and make their decisions. This fosters entrepreneurship, ownership and increases the risk appetite, thereby encouraging innovation.
Control Systems: These are the mechanisms in place to monitor and regulate the behavior of employees. Amazon focusses on data and metrics for monitoring the performance of its employees and thereby making itself a productivity driven organization (Gitnux, 2023).
Rituals and Routines: These are the established practices which drive the organizations culture. 
[bookmark: _Toc132673444][bookmark: _Toc133929258][bookmark: _Toc134010343][bookmark: _Toc134053165][bookmark: _Toc134053185][bookmark: _Toc134053516]Amazon has a rich cultural heritage, like its flagship even “Prime Day” which is a yearly event for its prime customers (Amazon, 2023) which shows its customer obsession and makes it the most customer centric company on earth.
2.6. [bookmark: _Toc134103856][bookmark: _Toc134115297]PESTLE Analysis of Amazon
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[bookmark: _Toc133929595][bookmark: _Toc134103656]Figure 6: PESTLE Analysis of Amazon
2.7. [bookmark: _Toc134103701][bookmark: _Toc134103857][bookmark: _Toc134115298]Stakeholder Analysis showing level of Impact Vs Impact of Change
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[bookmark: _Toc134103657]Figure 7: Amazon Stakeholder Analysis

3. [bookmark: _Toc132673445][bookmark: _Toc133929259][bookmark: _Toc134010344][bookmark: _Toc134053166][bookmark: _Toc134053186][bookmark: _Toc134053517][bookmark: _Toc134103702][bookmark: _Toc134103858][bookmark: _Toc134115299]Conclusions
Firstly, because of the changes adopted by Amazon in context of digitization the overall profitability of Amazon increased by a voluminous 220% (Weise, 2021). In the same time AWS has become a major technology company of $54 Billion as of 2021 and was competing against the major software and technology companies of the world (Dastin and Rana, 2021). 
Secondly, Amazon has added 400,000 jobs in 2020 immediately after the pandemic owing to a surge in the online shopping and the changes adopted by Amazon and it hired 100,000 only in the month of March 2020 alone (Amazon Staff, 2020b).
Thirdly, Amazon has always had an aptitude for disruption and innovation, so it was always prepared for the changes, only the pandemic catalyzed those innovation and changes.
Fourthly, there was a significant shift towards a more decision and feedback-based mechanisms in decision and innovation making rather than a leadership style of decision making after pandemic as employee welfare and wellbeing became the priority for Amazon. Amazon provided its employees with additional security gears and sanitized its workplaces to deter the spread of covid. There were measures such as temperature checks, sanitization stations, mask distribution, paid leaves etc. to help check the welfare of employees (Amazon Staff, 2020a).
Fifthly, if we check the financial books of Amazon the overall income increased by 45%, if we have a look at the data below taken from the statements ending FY 2021 (Amazon, 2022).
	2019 
	2020
	2021

	$11, 637 M
	$22, 137 M
	$32, 168 M



The above rise in profits is completely attributed to the change management strategies adopted by Amazon and its efficient implementation post pandemic, increasing its emphasis on employee wellbeing and welfare measures to keep them safe and drive maximum productivity at the same time.
4. [bookmark: _Toc134010345][bookmark: _Toc134053167][bookmark: _Toc134053187][bookmark: _Toc134053518][bookmark: _Toc134103703][bookmark: _Toc134103859][bookmark: _Toc134115300]Recommendations (Based on Conclusions)
Continuous Investment in Technology: Amazon is a data driven and technology-oriented company and it should continually invest in the Artificial Intelligence, Machine Learning and Cloud Computing to remain ahead in the competition with other big shots like Google etc.
Increase in Product Portfolio: Amazon should increase and diversify its product portfolio and focus on emerging areas of technology like voice commerce, home automation and other areas in which AI can be implemented.
Be More Customer Centric: Amazon already being a customer obsessed company, should invest more in immersive customer experience by faster and free deliveries and making the website more user friendly.
Develop Partnerships: In order to reach up to the last customer, and be digitally competent, Amazon should develop more collaborations with small retailers so that its pickup points and same day deliveries can be increased. Also, it should partner with local infotainment channels to provide customized media content in local language.
Focus more on Sustainability: Amazon should strive towards decreasing the carbon footprint and appeal more to customers who are con concerned about the sustainability.
Personalization: Amazon should use more of AI and Machine Learning technologies to tailor content according to the different customers and enhance the user experience. This will keep the customers loyal to Amazon and help it to thrive the cut throat competition.
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