







Changes in the AMAZON - Operational department during Covid 19

























27/08/2021
GEORGICA CARACOSTEA
Student Number: 1806984

Lecturer: Maria Heffernan
Module Unit: Leading and Implementing Workplace Change

University of Wales Trinity Saint David






[bookmark: _Toc80184194][bookmark: _Toc80219931]Executive summary

In order for Amazon to achieve both continuous development and consistency, the company must create a change management system. Customers' demands and desires vary throughout time. A wide variety of other variables are also at play, including economic issues, threat of new entry, and many other considerations.

Leaders were also examined, and their primary role in the transition process was found to be a competent communicator. A range of different change agents were considered, along with the overall culture of the organisation while investigating the change process.

Since Amazon is often used as a business organisational model, it is anticipated that Amazon would be researched for its framework. Thus, we can see with certainty that Amazon is unquestionably the world's largest e-commerce enterprise.































Contents

Introduction	3
Brief Background	4
Financial, Human Resource change on Amazon during COVID 19	5
Critical discussion of the influences of change within Amazon	6
Areas of changes	7
Change models	8
Involvement of leadership in change	10
Change Agents	11
Culture	12
Discussing cultural changes based on change.	14
Recommendations	15
Conclusion	16
Appendix	17
REFERENCE	19

























[bookmark: _Toc80219968]Introduction

Maria Heffernan requested this report on August 2nd, 2021, while studying the Leading and Implementing Workplace Change programme at the University of Wales Trinity Saint David. This study's deadline is August 27th, 2021.

This research examines Amazon's steady transition from a tiny e-bookstore to a worldwide powerhouse. The company is focused on Amazon's strategy and operational management. Change management is the process of changing a company's business and requirements. Employers should use change management techniques to adapt workplace culture, organisational structure, and business to changing consumer needs.

Changes in business surroundings and conditions may directly affect an organization's ability to compete (Kotter, 2012).

As the situation changes often, the various business sectors available nowadays concentrate heavily on changing their business processes. Firms continuously change their interaction approach due to increased competition in the commercial sector. Corporate development, company transformation, work distribution, and other significant personnel events are all examples of change. They often realize why they are created, yet this is what produces management leaders (Cameron and Green, 2019). This research will examine where Amazon's Operational Department needs to improve. The participation and role of leadership in the transformation process will be described.
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Amazon is the world's largest internet-based business by revenue. Jeff Bezos believed that the only way to prosper online was to expand large and quickly when he began selling books in 1994.

Amazon.com, an online retailer, e-reader maker, and Web services provider, became a symbol of electronic commerce. Its headquarters is in Seattle.

This massive online retailer offers books, music, movies, home products, electronics, toys, and other items directly to consumers or acts as a mediator between other merchants and Amazon.com's millions. Its Internet-based Web services include data storage and computational resources (cloud computing). In 2012, 1% of all Internet traffic in North America went via Amazon.com data centres.

The business also produces the popular Kindle e-readers. Amazon.com has become a significant trendsetter in the book publishing industry as a result of its marketing of these gadgets.

It now offers everything from books to shipping container homes. It is now a one-stop shop with big plans for the future.

Amazon's business model is based on e-commerce. This infrastructure enables it to function 24 hours a day, 7 days a week, connecting to global markets and improving customer service. So customers won't have to spend as much time trying to find information or alternatives that may work for them. Amazon also guarantees smooth commercial operations via inventory flexibility, task management, and secure payment methods. Amazon works by maintaining a database of all major suppliers, enabling consumers to access product information, price, and delivery options. Buyers may also choose from a range of vendors. As part of its marketing approach, Amazon offers customers customised solutions and options based on their past purchases and preferences. This site also has satisfied consumers and comments on different products. Amazon's fulfilment is completely online. Orders are transmitted over the Internet to the Amazon.com consolidated data warehouse. Third-party suppliers may likewise accept orders from customers through the virtual private portal and deliver them. Every day, Amazon Fulfilment Centres distribute up to 300,000 goods from each Amazon Warehouse. Small quantities of goods are packaged together to save time and money.
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Consider the company's reaction to the coronavirus this year, which founder and CEO Jeff Bezos characterised to shareholders in late April as "the most difficult period we've ever encountered."(The Straits Times,2021)

Amazon's executive team realised early on that a pandemic might be a disruptive event on a historical scale.

Amazon almost doubled the size of its already large online retail operation in the first quarter to match a significant increase in orders as consumers shut down at home and resorted to the web for critical goods. To strengthen its reaction, the firm launched an attempt to recruit and screen an extra 175,000 workers. Amazon earned $75.4 billion in sales for the three months ending in March, a 26 percent increase over the same period last year. Amazon Web Services, the company's cloud computing division, surpassed the $10 billion mark in revenue for the first time in a quarter, as clients such as streaming entertainment powerhouse Netflix, videoconferencing phenomenon Zoom, and workplace collaboration tool Slack saw massive use increases. Amazon's stock was up 25% year to date until early May. And Bezos's net worth, which was already the highest in the world, had risen to $144 billion—a jump of $29 billion in a couple of months.
“Everyone was searching for masks, everyone was looking for gloves, everyone was shopping online for food... that combination is not particularly profitable,” Amazon's chief finance officer Brian Olsavsky observed during the pandemic's early stages. “What we observed in Q2 was that not only did the mix begin to normalise, but we were also able to ship much more than we anticipated.” The firm said that it anticipates spending an additional $2 billion on coronavirus-related expenses in the current quarter. It ceased providing a $2-per-hour incentive to employees, which it had started giving during the epidemic, in early July. (The Straits Times,2021)
Amazon's senior team members, many of whom have been with the business for decades, often convene. To cope with the first surge in online sales, Amazon increased its online sales operation overnight, doubling its online sales staff. During the first several days of the epidemic, Amazon suffered substantial absenteeism and service problems. Thousands of applications from ill people and those needing to safeguard family members or elderly relatives flooded the human resources department.
Amazon helped several businesses' operations. Over 10% of the defendants are suppliers who profit from operating margins and sell on Amazon. According to one key manufacturing equipment provider, "we grew with Amazon." "We sell more on Amazon," said another small provider. Amazon has made rival goods more appealing. “Our networks are now centred on Amazon,” a manufacturer stated. Competition helped the organisation. Fear of Amazon drove the firm to enhance its own e-commerce consumer experience, insiders said. Amazon improves service, shipping, and choice. Amazon's higher standards are challenging.
Disadvantages - Amazon raises pricing and profits for certain suppliers and artists all around the globe are trying to compete with Amazon's pricing power. Affected products include those sent by any carrier. Amazon has earned billions from ordinary shippers. In spite of their ignorance, Amazon's logistical efficiency and cheap pricing have distributors thinking about the future of commodities. The lack of low-cost basic products options said a small distributor.
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To be profitable in e-commerce, Amazon has to be efficient in manufacturing. Important operations management decisions must be made to improve efficiency. This is shown by Amazon, the world's largest e-commerce company. As a company grows and diversifies, these strategic operations management issues get more complicated. Amazon's ability to maintain sufficient staff despite global expansion and product diversification may improve. Operating efficiently is key to Amazon's e-commerce success. Amazon's operations management initiatives align with its business strategy. Amazon's operations management style must adapt to respond to changes in company strategy.
Amazon offered a one-time Thank You bonus of more than $500 million to all front-line workers and partners who worked for the business in June.
Amazon added 15,000 new full- and part-time jobs, as well as delivery driver opportunities, throughout the United Kingdom in our fulfilment centres and logistics network.
Our primary focus is on employee health and safety, and we plan to spend about $4 billion worldwide between April and June on COVID-related programmes aimed at delivering goods to customers and keeping workers safe. This includes a nearly $800 million investment on COVID-19 safety measures throughout the first half of the year.
They raised sick pay for Amazon workers who have been diagnosed with COVID-19 or who have been quarantined.
Beginning with their first day of work, Amazon employees get comprehensive health coverage.

COVID 19's drawbacks
Demand for essentials drives up Amazon sales. It needed to hire 175,000 more employees to satisfy demand. Employees criticised the absence of safety precautions in warehouses, creating a labour problem. Additional staff security measures need higher price. That's a lot of money for safety equipment, COVID-19 tests, and frontline employee pay for a while, Amazon had to prioritise medical and domestic goods. Amazon temporarily stopped FBA (Fulfilment by Amazon), a programme that allowed vendors to ship directly to an Amazon warehouse.

COVID 19's benefits
Still, it had record sales and earnings. In March, it received 2.54 billion visits and earned $122 billion, up 40% year-on-year. Customers rushed to Amazon's broad online marketplace while street-side businesses closed. Without FBA limitations, consumers started to rely on an array of products that could rapidly satisfy their requirements. Due to size and efficiency, the company has been able to respond quickly to changing external conditions, outperforming rivals in COVID-19 challenges.

Companies including Netflix, Zoom, Facebook, Twitter, and Epic Games boosted traffic to Amazon Web Services (AWS) (e.g., Fortnite). People working and studying from home are using cloud computing increasingly. Without live sports events, renowned basketball and football players now stream video games on Amazon's Twitch (Live streaming video) platform.
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The current covid-19 epidemic has led in an unexpected surge in consumer demand for goods, which has boosted Amazon's income. With increased revenue, the business has successfully managed the rise in demand from an operations management perspective. The business increased the size of its operations management department in order to meet increased demand. The operations department has sometimes crashed owing to excessive demand from customers, resulting in product delivery errors. With increased demand for goods, the incidence of errors increases as well. Schmidt (2017) Asserts that even in public sector organisations, change occurs on a regular basis. This has led in an increase in consumer complaints about order mismatches and delivery errors. Often, these errors occurred as a result of human error, as work pressure grew throughout the covid-19 era. Numerous adjustments are needed in the operations department to assist reduce errors and faults, thus improving customer happiness and income for the business. The business must strengthen its internal capabilities and use chances to mitigate its shortcomings. Changes in the external environment should be utilised to create an internal environment that aids the business in increasing its efficiency.

When the covid 19 pandemic hit, one of the changes Amazon implemented was a six-week trial programme in which they attempted to limit contact between employees and drivers by allowing the drivers to complete all of the manoeuvres on their own, without any interaction with Yard Marshals. To ensure everyone's safety, drivers were encouraged to park their trailers in a bay and their lorries in the parking space. For live loads (rigid and van vehicles), access to the driver's room was restricted to no more than two drivers at a time, with the option of using a tend with a capacity of up to six drivers for extra space. The keys must be dropped off by the live loads in clear plastic bags that have been sealed after they have been dropped off. When their loads are ready, the Yard Marshals will place the paperwork and seals on a table in the driver's room, call the driver, and unseal the bag in front of him, dropping the keys on the paperwork, and walk back to maintain the social distancing limit established by the company. This trial allowed Amazon to collect data for the purposes of data analysis. If the programme proves to be successful, it will be implemented on a more permanent basis.















[bookmark: _Toc80219973]Change models
The Amazon Operational department may use a variety of different change models to accomplish its organisational goals. Two critical models that Amazon's operations department may use are as follows:

Kurt Lewin's Change Model: Kurt Lewin's model is regarded as a straightforward change model. This approach is considered basic since it employs three distinct stages for change: unfreezing, altering, and refreezing. This approach is utilised when a change in the market or operations is needed (Bakari, 2017). This model will assist Amazon's operations department in implementing changes without interrupting work.
The model's primary components are as follows:
Unfreezing: Is the first stage in this model's modification process. Each time an organisation undergoes a change process, a portion of workers will oppose the change suggested by management. The defrosting step enables workers to comprehend the need of the transition. The management communicates the advantages of the change to its workers and will communicate with them about the benefits they may get as a result of the change. Amazon's operations department will communicate with employees regarding the company's upcoming changes. The leadership will explain to workers the advantages and significance of the transition and will persuade them to be prepared for it (Liebert and Garcia-Lorenzo, 2010). At this point, communication is critical, since the majority of workers are resistant to change, and it is up to management to speak with and persuade people to prepare for the change. 

Changing: Once management is informed, it will be willing to execute the change. This stage is characterized the changing stage since it is when the real change is implemented. This stage is also known as the transition stage due to the fact that the state does indeed transition from one stage to the next. There will be a great deal of worry and anxiety among workers at this period, as they are unsure what changes will bring to the business (Saetren and Laumann, 2017). The management attempts to execute the change without interrupting operations in order to keep workers productive throughout the process. The transforming process will also result in an increase in management communication, and many seminars will be conducted to educate workers about the new changes and to assist them through the transition. 

Refreezing: This is the last step of this model, in which the modifications are stabilised. This is the most critical stage in this change process since the changes are implemented and the workers must deal with them. At this point, workers will be confronted with the modifications implemented in the operations department. The adoption of the new Smart Grid technology will result in a reduction in the size of the operation department. To continue, management will reassign some workers to other areas and lay off others. These reforms will encounter opposition from a large number of workers, and management must approach the issue wisely.

The benefits of the Lewin change model
The benefits of the Lewin model are self-evident since it is the simplest approach. This significantly simplifies organisation, particularly for companies like Amazon that are new to using new research. Simultaneously, it tries to alleviate resistance by addressing it directly.
Simple To Understand - The concept is straightforward, with three fundamental stages and phases within each. Amazon understands and applies Lewin's theoretical idea of Force Field Analysis instantly.
Result-oriented - The Kurt Lewin transformation model investigates into what motivates people to reject or welcome change. This focus on Amazon is consistent with other philosophical systems that place a premium on personal development.

Amazon understands the logic behind Kurt Lewin's Unfreeze, Change, and Freeze change models. They may get a better understanding of change management without being considered down by industry jargon or difficult methods.

Limitation of Kurt Lewin Theory
It is tough to halt a planned system update. Models and theories need organisational adjustments to enable managers and executives to monitor, analyse, and plan changes quickly in reaction to changes in the internal or external environment and to anticipate the pattern of change shown by people, goods, technology, and markets (Van Ossten, 2006). When James Gleick (2011) said, organisational change is a kind of confusion; therefore, as the number of variables increases, the environment changes, and people are resistant to change, a confluence of change processes occurs, which not only creates problems in forecasting but also makes control difficult.
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The position of a leader is critical in any change management process. During any transformation process, workers will turn to the business leader for information, advice, and support (Penda, 2019). It is the leader's duty to keep workers productive and motivated throughout the transition process. During the transition process, workers view the leader as helpful, kind, and concerned about their well-being. A competent leader will keep workers confident and persuade them to change (Stouten et al., 2018). This will aid the leader in implementing change and removing numerous barriers. A competent leader in Amazon's Operations department must do several things throughout transition. Some of the duties of a leader at Amazon include:
The operation leader must sponsor the transformation process. He will be fully responsible for the modification and for the profits or losses that result from it (Barrat-Pugh et al., 2013). As a sponsor, the leader will instil confidence in the department's workers, ensuring that they stay productive throughout the transition process.
Clarifying the change's vision: The leader is the first to realise the advantages of change. His duty is to establish the transformation vision and convey its advantages to workers. The leader must tell the employee of the change's advantages. The business's leader must inform workers of the advantages they and the company will get following the transformation process (Holmes, 2017). A great leader is also a skilled communicator, which will assist him with his workers. As a consequence, workers will learn about the transformation process and its advantages while remaining productive and motivated.
Responsible: During the transition, the leader must be responsible and open. This builds trust in the leader since workers feel it is their leader's duty to implement change. Transparency involves keeping all workers informed about the changes being made in the change process.
Strategic decisions: During the transformation process, the leader is in charge of making choices. In Amazon Operation Management, change requires strategic choices that may affect other departments. So, after speaking with several executives, the company's CEO must authorise the transformation process.
Communication is the most essential instrument in the transformation process. The leader must keep all business stakeholders informed of the change management process (Bencivenga, 2002). The Amazon Operations leader must inform the internal stakeholder about the change. Employees are the most essential stakeholders in change management, and the leader will keep them informed. The leader will educate the workers on the advantages of the change and the progress of the change process.
Keep workers motivated: Change may affect employee motivation. Many workers will be hesitant to adjust to the new circumstances. The company's CEO must maintain workers engaged and productive throughout the transition process (Akinbode and Shuhumi, 2018). This is done by effectively communicating with workers and outlining the advantages of the change. This will keep workers motivated and productive throughout the transition process.
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A change agent is a person or group of individuals who are tasked with the responsibility of initiating and supervising change inside an organisation. Internal change agents may include directors or representatives who are selected to supervise the change process. Directors and workers of a range of creative-driven businesses are receiving training to help them develop the required change management skills. External change agents, like as consultants from outside the business, are also possible. Organizations often use external change experts to assist with large-scale association-wide changes (Fforde, 2017). Amazon's change agent was of the Organization-Development kind. These change experts are particularly interested in internal cycles, such as intergroup linkages, correspondence, and dynamic. Due to the fact that they completely disassociate themselves from the assigned connection's way of life, their intervention technique is consistently referred to as a social transformation strategy. This method outgrew affectability planning, bundle work, and diagram inquiry. When it comes to executing changes, different supervisors recognise the designed by connection improvement kind.
This change agent's contribution to Amazon was to help members in deciding how to utilise data to affect change. The chief, or outside change expert, if one is used, serves as a coach in two capacities: to assist association members in deriving actionable suggestions from existing data and to equip association members with a new set of skills for retrieving, decoding, and applying new data to address future difficulties. Amazon might have recruited outside specialists to educate their workers on the most effective method to work on the overall activity of the company. Pillay (2017) claims that any hierarchical change, regardless of its magnitude or scope, requires the participation of at least one change expert. A change expert is someone who has the experience and skills to lead and manage change. Additionally, outside or internal transformation experts are available. The connection between the change expert and top executives inside the organisation is essential to the success of any change project. Amazon's change agents are mostly internal, although there have been rare instances when external help was required.

Without a change agent, the change process may go wrong and be catastrophic for the business. Lack of a change agent can result in a lack of consultants and connections with employees, reducing the amount of data that can be obtained and resulting in the failure of the change progression due to a lack of predictions that change agents typically seek from statistical analysis and valid reliable data from employees, which assists them in problem solving (Naaee.org, 2021). Similarly, without a change agent, workers would be unable to get knowledge necessary to address organisational issues, they would also be lacking in training, and the started change would likely fail. Most significantly, a change agent often creates an assessment mechanism for determining an action plan's success. Without a well-defined action plan, change in any organisation may become extremely unpredictable, resulting in increased workplace instability and lowering the efficacy and success rate of any change.
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HANDY MODEL
Amazon is studied as a company, with a focus on its hierarchical culture and operations, which conform to Handy's typology. The comfortable worldview is composed of four basic components: force culture, position culture, purpose culture, and individual culture. Applying Handy's concept of life to the Icelandic association, analysing the Amazon in light of these four fundamental principles (Beugelsdijk and Welzel, 2018).

A cobweb is used to represent the idea of power culture. The central bug serves as the primary focus of force in this model. By expanding circles of friendship and exerting control over Amazon, all fundamental habitats of solidarity are covered. It prioritises individual activities above gatherings/groups since it is a big retail operation and every office working for the organisation must be profitable (Hesse-Gawda, 2018).

Job Culture-This group of people is based on the assistance of specified projects for particular groups of people or individuals for certain tasks. As Trompenaars and Woolliam (2004) say, each position acts as the foundation for the project, and therefore all contributions must benefit the organisation.

Task Culture-This culture is characterised by substances that are often presented or shown with a net/realistic outline and operate in a work-organized or mission-oriented way. On the island, this kind of project-oriented network work culture does not exist. This culture is more common in organisations responsible for mainly project-based work.

Individual Culture-Perhaps the most innovative and extensively encountered kind of corporate culture is individual culture. Individuals, rather than any collected force, are the primary focus of this broad public. While it seems to be distributed among Amazon's different experts, this is not a realistic model for enabling a big company like Amazon.


HOFSEDE MODEL
According to Hofstede, global and subnational variables influence company culture and therefore employee behaviour. On Hofstede's five dimensions of corporate culture
• Power distinction
Team members must focus on following senior supervisors' directions. However, Amazon workers are held responsible for their work. Nobody oversees the employees. Individuals only answer to themselves. Management treats all employees equally and demands accountability.

• Masculinity vs femininity
This is about the effect of gender inequalities on Amazonian societies. Companies that abuse female workers will have different regulations than companies where women make important decisions. Duties may also differ based on a staff member's sexuality.

• Individuality
Amazon values collaboration. People who share an interest work together as a team. The company believes that by expressing one's feelings and discussing them with others, new creative ideas will be generated. The Amazon culture encourages workers to work alone rather than in groups (Erdman, 2018).



• Avoiding predictability Inventory
This factor addresses workers' concerns about unexpected or suspicious events. This indicator measures workers' endurance in both good and bad situations. Amazon as a company tries to minimise these situations while also preparing its workers.

• Durability aspect
Amazon sees employees as disposable and invests little in employee relations. A shorter strategy and more focus on short-term objectives will likely result in both parties leaving when a better opportunity arises.
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The culture of an organisation is the atmosphere in which "proper" work processes and settings are utilised. Amazon's Jeff Bezos' dominance may be viewed as a kinder approach to problem resolution (Chaudhry and Joshi, 2017).
Customers are retained through understanding their needs, engaging the help of divisions and teams, and introducing new features like Amazon Prime for movies and videos. As a result, group integration and suggestion are tools utilised to achieve and communicate the company's strategic goals.

Analyse the effect of culture on Amazon's transformation process.
Amazon has a unique culture with its own beliefs and traditions. Amazon developed and modified the Global market sector before moving to Enterprise Solutions, which enabled other big merchants to sell online. Amazon's organisational, cultural, strategic, and operational improvement strategies are comparable to Google's.
Amazon's organisational culture is at the "heart" of its success, influencing how modern businesses function and perform. It's a new area of management, but it's really exciting. Regardless of its size or purpose, Amazon is a diverse collection of people who work together to achieve common goals.
Amazon's organisational culture is a "social glue" that creates and defines its constituents' behaviour, attitude, and actions. It affects the organization's history, development, attitude toward challenges, and leadership methods, and it affects all internal operations. Amazon's organisational culture is the personality of a company that owes its distinctiveness to a well-structured framework of fundamental and applicable value systems (Barrow et al., 2017).
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Based on the study, Amazon's operations department should make the following changes:
The Kurt Lewin approach is straightforward and has better effectiveness in implementing change.
During the transformation process, the company's CEO should communicate more often with various stakeholders. 
As a change agent, leaders should start and explain the change process to all employees.
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It may be stated that every organization's change process is a typical scenario in which management has to make a change and certain workers oppose it. The purpose of this study was to examine the transformation process that occurred inside the Amazon Operations department. The model outlines how the Amazon operation department's change process will be carried out successfully. The leader's position in the change process was also examined, and it was discovered that the most critical role a leader performs throughout the transition process is that of an effective communicator. As an effective communicator, the leader of a business inspires trust in all stakeholders and manages the transformation process. The many change agents were addressed, as well as their roles throughout the change process. Additionally, the impact of organisational culture on the change process was examined, and it was shown that various cultures support change processes in unique ways.
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SWOT

	Strengths
	Weaknesses

	· The company has a high brand value.
· The company enjoys great customer loyalty.
· The company has a range of products to offer.
	· Too many orders in a pandemic caused distribution issues.
· High dependency on technology results in high layoff of employees.

	Opportunities
	Threats

	· The company has an opportunity to penetrate deeper in the UK market by offering more products.

	· Small local players entering the market are offering more discount to a product





PESTLE

	Political
	The stable political system in the country helps Amazon to conduct its business easily. The support of the government in the pandemic period has helped the company to sustain the market pressure.

	Economic
	The falling economy of the UK in 2020 had impacted the Amazon business, but in 2021 the company has faced all the obstacles and is conducting its business with help.

	Social
	The lowering of the unemployment ratio and currently at 4.1% in the UK shows many people getting back to jobs. This means more money with people to spend, and they will use amazon for their shopping platform.

	Technological
	The advancement of technology in the UK helped the company in implementing the latest technology in its operation. 

	Legal
	The company follows all the legislations like the Equality Act and the Minimum Wage Act. So, ensuring safe business process in the UK

	Environmental
	Amazon uses biodegradable packaging to deliver the products to their customers. In office also the company uses less paper and depends mostly on renewable energy sources.
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