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[bookmark: _GoBack]Executive Summary
The report will identify the change needed by Amazon working conditions and pay structure. Lewin. Kubler-Ross and Kotter change models will be analysed. Amazons complex areas, culture and organisation. The role of change agents and how the leader was important to the change process. The report will have a SWOT and PESTLE analysis and the writer will make recommendations on planning and implementing change. Amazon have solved some issues while other issues were ignored and unless the government puts pressure on Amazon to rectify them.
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1.0 [bookmark: _Toc44621472]Introduction
The report was requested on 8 June 2020 by the CEO of Amazon to be submitted 3 July 2020, written by a consultant named Mokbul Ali. Procedure of research will be using textbooks, websites and journals.
The report will focus on Amazon and their reason for change, the role of leadership. Firstly 5 important dates that give an idea of Amazon’s success as one of the largest retailers in the world and employee work condition complaints that could have a major effect on the business. The writer will discuss change models that Amazon used or could have used like Lewin’s freeze/unfreeze model, Amazon’s strength and weaknesses and PESTLE analysis. The report will identify the change agents used in planning and implementing the change process.
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[bookmark: _Toc44621474]2.1 Amazon one of the World’s largest retailers.
Amazon is one of the largest and most successful companies in the world. In the first quarter of 2020 Amazon earned $75.45 billion dollars according to CNBC.COM (Feiner, 2020).
Jeff Bezos is the CEO and founder of Amazon, started in 1994 at the age of 30 has the biggest share of the business, McKenzie Bezos, Andrew Jassy and Jeffery Wilke are the other largest stakeholders of Amazon. The US retailer sells everything you need and has a delivery service. Streaming music and video with Amazon prime. The head office is based in Seattle, Washington and Amazon facilities have 150 million square feet of space worldwide. Amazon employ an estimated 840,000 staff worldwide (Sherman, 2019).
Amazon Key dates
July 1994 is the day that Amazon was founded by Jeff Bezos at the age of 30.
May 1997 amazon goes public with a value of $18 per share the stock as of 2019 was recorded as $960 
July 2002 Amazon enters the Cloud computing market which essentially saves businesses a lot of space and money as they won’t need to run and maintain their own servers as it would be done by Amazons Web Service. The service currently is being used in 190 countries around the world.
August 2004 Amazon takes a huge step forward and enters China. Amazon originally purchased a chinses business called Joyo for $75 million to buy Joyo then renames it Amazon China. In 2018struggled to keep up against competitors such as Alibaba's and eMarketer which were already developed and well known in China.
In November 2013 Amazon takes delivery into their own hands and changes the norm as they begin delivering on Sundays. This was done originally with the postal service in Los Angles and New York which later rolled out nationwide.
(Sherman, 2019)
2020 Amazon today reported earnings for its first fiscal quarter of 2020, including revenue of $75.45 billion (Feiner, 2020),
 21 Apr 2020 - Amazon employees plan additional protests over COVID-19 working conditions. Amnesty International Calls on Jeff Bezos To Address Amazon Employees’ Concerns About Working Conditions
The need for change at Amazon
The change Amazon needed was for a successful business to keep operating effectively by solving issues that include working conditions and low wages.

Employee motivation is critical for a company’s success and employees need to be motivated and engaged in their work. Factors that impact employee motivation are opportunities for learning, career growth and money. Amazon focus on money as a motivation. Loyal employees of Amazon have a large number of stock-based compensations. Pay structure and stock options favour Amazon heavily (Medium, 2017).

Benefit of Human Resources Change pros and cons.
In the process of change staff will acquire new skills and knowledge to develop new opportunities. If there is change in human resources philosophy, it will enable a more relaxed environment and stimulate innovation.
When an organisation is going through the change process, employees feel tension, stress and uncertainty, which will affect their performance. If the change requires a new leader or team, employees will experience feeling the loss of attachment or faithfulness that had been built. Employees will spend time focusing on the changes and be less efficient (Daley, 2008).

[bookmark: _Toc44621475]2.2 Change models that Amazon engaged or could have with the planning and Implementation of change.

Lewin’s Change Model applied to Amazon

· The German-American psychologist Kurt Lewin developed a powerful model “Unfreeze-Change-Refreeze” in the 1950’s. This model has three stages which describes change that is widely used within companies.
· Unfreeze stage
· The first stage of Lewin’s change model is when people realise that something is going to change. They will deal with emotions such as denial, impatience, uncertainty and doubt. Amazon will need to disclose why there is a change in process. Employees will be willing to accept a new change of direction if there is clear communication. It is advisable for Amazon management to have employees involved in the change process.
· Change stage
· Amazon will have to plan the steps needed carefully. It is essential for the change to be implemented in a short time. If the change process takes longer, then the employees will get back to old habits and rituals. The employees need to know the importance of the change, which will be recognised by implementing the change in a short time.
· Refreeze stage
· The third stage of Lewin’s change model is about solidifying the change. Amazon will evaluate and monitor if adjustments need to be made. When the new situation is stabilised employees will understand there is no going back. Employees will act accordingly to the new situation and see that advantages of the new situation.
· The change process will fail if Amazon and their management do not clearly communicate the need for change with employees, Amazon management can convince employees with transparency, openness and honesty and if they involve employees (Mulder, 2014) in the process for change (Hussain & al, 2018).
· 
Lewin’s change model is used in organisational change process. The model is important for a strategic plan in organisational change to be executed if there is need for change. Kurt Lewin’s model the leadership plays the role of change agent in the outcome of organisational change of employee satisfaction and performance. The leader will be coordinating with employees, sharing knowledge and giving opportunities to make decisions. Lewin’s model encourages employee’s involvement and motivation in the change process. Key factors that enhances organisational change is employee recognition and rewards.

Kotter’s 8 step Model of Change
A Harvard business school professor John Kotter introduced his 8-step model of change in his book Leading Change.
Step 1: Creating Urgency. Identifying threats, explore and examine opportunities. Make everyone aware of the need for urgent change with open and clear dialogue. Involve customers and key stakeholders in the change.
Step 2: Building a guiding Team. Formulating a guiding coalition, include in the team effective people. Using people from different departments and levels of the organisation will offer unique problem solving and decision making.
Step 3: Develop the Vision. Define the core values and determine the vision for change. The leaders should be able to clearly describe the vision and make it easy to follow and understand.
Step 4: Communicate the Buy-in.  The vision needs to be communicated convincingly and measure using performance reviews and help by giving training. Handle their concerns honestly and involve people.
Step 5: Empower Action. The structure and organisational vision need to be aligned. Actions to be implemented if barriers need removing in the change process. Real impact will be generated if people have the freedom. People who are resisting change need to be monitored.
Step 6: Create Short Term Wins. Generate short term wins, this will help people gain a sense of progress and they will be motivated to reach the next goal. Reward people who have contributed towards meeting targets.
Step 7:  Sustain acceleration of the vision. Continuously analyse and consolidate gains achieved and make improvements from people’s individual experiences.
Step 8: Make the Change Stick. Leaders are responsible for embedding the success of change and the stories should be discussed regularly. This should be made into a visible part of organisations culture. Leaders need to support the change and the success will make people change old habits and behaviours.
Kotter’s model is a easy to understand step by step model clearly described but employees can get frustrated with the attention to detail that is required (Kotter, 1996).

Kubler-Ross model

Kubler-Ross Grief Cycle-The five stages of grief
Elisabeth Kubler-Ross a Swiss psychiatrist introduced the model in 1969 in her book On Death and Dying. Kubler-Ross describes the five stages of grief. Some of the most common symptoms of grief are crying, headaches, difficulty sleeping, questioning life and faith, feeling detached, abnormal behaviour, worry, anxiety, being frustrated, guilt, fatigue, anger, stress, isolation from family and friends.
The 5 Stages of Grief: 
Denial: At this stage of grief people wonder how life will ever be normal, initially people will think life has no meaning and it does not make sense. You deny the loss and are in a state of shock. There will be confusion and fear due to the shock.
Anger: A person will often blame others for the grief and feel anger towards your friends and family. Some will begin to question their faith and belief in God. People will get frustrated and irritated and feel anxious. This is a natural human response which will heal with time.
Bargaining: When a loss occurs, you will struggle to find meaning, often reaching out to others and be willing to make changes to your life. Endless bargaining, what if the event never happened, how could it have been avoided.
Depression: the feeling of emptiness, thinking is it worth living. Depression is commonly linked with grief, as you are overwhelmed and feel helpless and are hostile towards others. People at times feel they do not want face or be around others, and do not feel like talking.

Acceptance. The final stage of Kubler-Ross grief cycle is acceptance. Emotions begin to stabilise, and you come to terms with the new reality. Exploring options and making plans to for moving on.
(Kübler-Ross, 1969)

The Model was based on Kubler-Ross and her work with terminally ill patients, there has been a lot of criticism over the years as people believed this is the order people grieve and go through all the stages. Kubler-Ross has now agreed that people do not grieve in that specific order and some people might not go through all five stages of her model, maybe one, two or three of the stages and some even four or five (Gregory, 2020).

How Kubler-Ross applies to Amazon

Amazon employees would feel shocked or surprised at the event of change, some would be in denial looking for reasons why the change will not happen and be in disbelief. The staff of Amazon will get frustrated and sometimes feel anger in the recognition that a change has been made and things are different. They will be depressed and have low mood and may lack energy, may look at what can be done to prevent the change happening. Amazon management will need to experiment with the new situation and engage with employees, encouraging them to learn to work in the new situation and help them feel more positive of the changes integrated, show them the new set up is better than the old ways and it can be beneficial to the employee.
Benefits of Change models
Change model frameworks act as guides to structure a plan for action in organisational change. Theories and change models have been used in organisational change success. The models help forecast and prepare for the change. Required objectives of intended results and a strategy for measuring and scheduling to be planned. Change model will describe and simplify the process and build increased confidence. Create effective communication strategy and reduce resistance. The role will be clarified, and the organisation will share the change managing process. Kubler-Ross five stages of grief will identify the feelings and emotions some employees may go through (Teczke, et al., 2017).

[bookmark: _Toc44621476]2.3 The nature of change undertaken by Amazon.
The change Amazon needed was not a change of leadership, it was not a cost-saving measure or a location change. The change was not a result of organisational growth or decline but could affect in the future if no action is taken. The change Amazon was to keep a successful business operating effectively. Amazon had to solve issues involving working conditions and low wages.
SWOT on influences of Amazon.
Strengths 
Amazon have high revenue and can offer higher wages.
Amazon are a very profitable business and with high revenues due to the constant growth in online shopping and the fact that Amazon sell everything people could need, therefore Amazon can offer higher rates of pay than their competitors.
Millions of unemployed people.
There are so many unemployed people that it is easy for Amazon to find staff.
•	Strong well-known brand constantly growing.
As Amazon is one of the biggest and most successful retailers the brand is well recognised, and Amazon is always looking to buy out competition and is increasing in growth continuously.
•	Has a hand in many different markets.
Amazon does not focus on just one type of retail or business; this is a strength as there will be more consumers due to a wide range of markets Amazon is involved in.
Weakness 
•	Bad rumours about the treatment of employees
Negative publicity on the way Amazon treat their employees can put employees off coming to work for Amazon.
•	Failing products such as the Kindle fire device
The Failure of Kindle fire stick is a loss that decreases the budget on improving other areas of Amazon’s weaknesses.
Opportunity
•	Strong buying power to get ahead or purchase competitors
Amazon have the power to outbid competitors and buy in bulk to get better prices or just buy the competitors (Taylor, 2017).
Threat
•	Cybercrime and scams which are getting worse every day.
Amazon need to spend extra money to protect against cybercrimes and this is a loss of profit in their eyes.
•	Competitors such as Netflix, Ebay and Youtube can take advantage and possibly overtake Amazon in the different markets it has entered.
Competitors can take advantage of Amazon, as Netflix and Youtube for example focus on one market and Amazon are trying to do business in several different areas. 
Why it is important to undertake change in Business.
Change helps organisations to take advantage of new technology to operate more efficiently. New opportunities for teams so they do not get disengaged as long as the benefits are communicated effectively. The way things get done normally will change to deliver better service and performance, change challenges the status quo to be more efficient and make less mistakes (Kalm, 2016). 
Why it is important for Amazon
Change is necessary for Amazon to keep employees and future staff happy and motivated to work for Amazon. With this change Amazon can effectively communicate with employees and management to clearly define the set expectancy and the required performance to achieve a successful result.




PESTLE
Social Factors
Replaceable employees.
A lot of employees feel mistreated in the company ad due to the fact there are many other unemployed people in the world Amazon can easily fill their space.
Keeping Staff happy
It’s a difficult situation when trying to keep all staff happy as monitoring needs to be detailed and everyone has their own needs, but Amazon has its own methods which they are implementing such as higher wages and stocks and shares in Amazon (Cain, 2018).
Technological Factors
Advancing technology to reduce stress
•	Improved tech can make the daily job for employees less strenuous 
•	More equipment can make jobs more efficient
•	Equipment for staff to relax using during their break can be implemented.
•	Communication in large warehouses can be made easier with better communication devices and systems

[bookmark: _Toc44621477]2.4
How leaders manage complex areas like people and culture in the planning and implementation of the change process.
Leaders are responsible to manage and define organisational culture. Culture aligns with the strategy and desired results and performance to maintain a competitive advantage. The leader needs to have a road map for change, a plan of action. Communication is vital to effectively implement change. A leader must outline the vision for change, provide purpose and value and set expectations. Areas of complex change in Amazon-culture, organisational systems. Amazons need for change involved the people and culture of the organisation. Effective implementation of change would benefit stakeholders, employees and as a result will improve market strength (Gleeson, 2019). 
Amazon have integrated AI to take pressure off employees.
Amazon is using Artificial Intelligence to optimise operations in their warehouses. The machines can learn to problem solving and pattern recognition. AI becomes smarter with more data it collects and can save time as it can do multitasking. The AI can identify items, detect fraudulent retail activity. In June 2019, Brad Porter, head of Amazon Robotics announced that their Pegasus system cut down wrongly sorted products by 50% (Amazon, 2020).
The effect leadership had on the change process.
Kurt Lewin agrees that the leadership or leader is the most important for success in change process (Billig, 2014). The leadership helped the change process of low wages, as he was directly responsible for giving the permission to increase the pay to $15 an hour.
[bookmark: _Toc44621478]2.5 How Amazon used change agents, internal and external, their role and contribution in the change process
Change agents are vital to leading and implementing and managing change, their role is to provide mangers of an organisation with technical know-how and social support. Change agents also fix problems and are usually recruited from the organisation, as their knowledge and contacts can be used to diffuse issues that can be a threat to the efforts of the change process (Nikolaou, 2007).
Change agents from outside the company are effective for having more experience and knowledge, while a change agent within the organisation will have the advantage of already having knowledge and relationships with personnel and should be available to engage with staff and frontline teams. Change agents need to encourage managers to participate in training and change projects, interacting with managers to resolve issues and discuss progress with regular meetings is effective for success (Lunenburg, 2010). 
External change agents had influence on Amazon change process
External change agents such as Unions had a major role in the need for change to be implemented as soon as possible, the unions were creating unwanted publicity for Amazon and unsettling the present and future employees, so Amazon needed to act fast. Amazon provides training to managers and employees in human behavioural changes to acquire new knowledge and skills and how to use new technology.











[bookmark: _Toc44621479]3.0 Conclusion
Amazon have had success in solving employee wages issues and have used change agents from within the organisation. The minimum wage was increased to $15 an hour in 2018 according to the Guardian newspaper. Amazon need to concentrate on change planning and implementation in the future on issue that they have not resolved which can affect business in the long term, working conditions and dealing with employee complaints. Amazon spokesperson claimed if the working conditions in Amazon was truly awful 250,000 people would not work in their fulfilment network (Sainato, 2019). Amazon is creating their own problems of Human Resources image either unknowingly or on purpose because they do not care as revenues and profit is increasing daily. Amazon need to gain more knowledge and gather information and outline the areas that require further development for example keep unions happy as they can influence how employees react, for successful planning and implementation in the future if a change is required.



















[bookmark: _Toc44621480]4.0 Recommendations
It is critical for the leader to be responsible in planning and implementing change. The organisational culture is important to the success of the company. The leader needs to map out a plan to maintain a competitive advantage, the vision must be clearly communicated (Morcos, 2018). The leader must provide an outline for purpose and value, set expectations and demand consistency and accountability. Define and identify the core vision of the company and people must commit to the new way of doing things. A culture based on accountability will improve performance, efficiency, morale, growth and profitability.
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