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Executive summary


The aggressive competition that organisations face nowadays requires changes in the company’s strategic management. Any competitive advantage held by an organisation is relative and time has shown this. Organisations are looking for new and new forms to impose themselves and it seems those that best cope with the current dynamic environment are those that are orientated towards lifelong learning. This proposed report seeks to present the characteristics of such an organisation as well the steps it should take to bring about continuous organisational change. Highlighting the importance of change in organisational structure the report will analyse an organisation that has had major changes in the last two years in order to be able to amplify the positive or negative factors that bring about the change.
The organisation that is about to be described is Amazon.com and in line with its background and its products/services it currently offers will list those changes that have been caused by Brexit and Covid-19 pandemic. In line with those changes will be provided the information of the change that was planned/implemented.
Starting from the term of change the report discusses in addition to the principles of effective change management, the main aspects of organizational change such as the agents of change and, also because resistance to change is a common phenomenon both at the individual and organisational level, the report addresses this concept being debated in this context the barriers and obstacles to organisational change and analysing the causes and possible measures to combat it when change is the only beneficial way to the organisation.
Also, the discussion comes to clarify this concept and support the need for the organisation to consider some models not without drawing attention to the risks that may arise from cultural incompatibility. The two models to be discussed are Kurt Lewin's planned approach of change model and Kotter's eight‐step model of change. Based on the knowledge and understanding of the change demonstrated within the report a conclusion will be drawn up.

 The report also will compile a PDP type plan aiming of improving the planning/implementation of change at the organisation. Based on the past factors a SWOT and PEST analysis of the organisation will be identified and placed in the appendices of the report.
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1. Introduction


Managing change plays an important role in the organizational sector because usually the organizations change specially to survive and a number of factors influence the probability that an organization will initiate a certain time of change. Not all organizational changes have the same difficulty but, if the change is not well managed the desired state will never be fully achieved or if it is achieved it may not operate as expected due to the lack of involvement of those affected by the change. 
Organizations do not change for the cause of change, but because they are part of a wide development process and must respond to new changes in the environment, to the restrictions, requirements and opportunities that arise in this area being constantly forced to adapt to the environment in which they exist and function (Ouma, 2017).
Much of the change in the organization is imposed by management. This often generates dissatisfaction and resentment, especially if people affected by such changes believe that they should have been consulted or at least informed in advance. However, it cannot be said that any change imposed is inherently inappropriate. There are administrative measures and regulations that affect many people, but which are of minor importance and do not justify lengthy discussions and consultations.
A participatory change process is slower, time consuming and more expensive than forced change, but is considered more sustainable. In addition, participatory change helps management benefit from people's experience and creativity, which is difficult to do if change is required.
In many cases, change requires negotiation. They occur when two or more persons or groups discuss the measures to be introduced, the benefits obtained and the costs involved from the point of view of all stakeholders. The result can be a compromise when neither party considers it the ideal solution. However, it increases the likelihood that all those involved will support it and hence the likelihood of implementing the agreement reached.
Organizations interested in change must encourage innovation, experience and entrepreneurship. For management this means not only tolerating deviations from routine and tradition and accepting that this is not possible without some risk, but also deliberately hiring innovative people, giving them a chance to work, observing them during activity and using them as examples to show what the organization can accomplish.
The purpose of the report is to analyze organizational change by focusing on the nature of change emphasising the role of the leaders. The change agents and drivers of change referred to in this report take into account the factors that cause resistance to change both on employees and at the organisational level. The report concludes with a summary of the importance, consequences, and shortcomings of change management as well with the recommendations incorporated in a PDP format style in order to improve its operation for the future.



















2. Findings

2.1 Overview of Amazon.com background 

Amazon.com is an American online trading company based in Seattle, Washington, founded for the first time in 1994 (Statista Research Department, 2020) by the former executive Jeff Bezos, with a turnover of $ 30 billion in sales in 2019 with a market share of more than 30% of the UK’s e-commerce market more than 28,8% in 2018 (Skeldon, 2019). 
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Amazon.com is the largest online retail company that has initially started to sell books online and extended its business activity during time by selling CD music, video games, toys, electronics, furniture, clothes and other more products. Jeff Bezos has understood the massive growth of the internet and has expanded its business in many areas which contributed to gaining its customers loyalty and eventual profitability (Hall, 2020).
Amazon has steadily grown its portfolio of (digital) products and services over the last couple of years. The company also sells its own line of consumer devices, which includes the Kindle e-reader and Amazon Echo, a smart speaker that links to the voice-controlled personal assistant Alexa, in addition to retail products.Via Amazon.com, customers can buy products from both small and large businesses as well as from other users at a reasonably discounted price. On the website, both new and used items are sold. Amazon has dominated the retail market because of the wide range of items offered at rates that also undercut local brick-and-mortar retail deals (Sabanoglu, 2020).
By the reason for its committed approach to low rates and an often-never-ending search to make everyday life more comfortable, Amazon.com has built a good relationship with its clients (Statt, 2018).

If there were to be a review of the Amazon.com progress since its inception in 1994 when it first began selling books until today, it can be seen that the entrepreneur Jeff Bezos has made massive planned changes that the company has implemented including: moving from a traditional shop to e-commerce business, the introduce of cloud computing service, by allowing third-party sellers to use its platform for selling their products, warehouses automatisation, launch of Amazon Prime for free shipping, and so on.
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This statement demonstrates that an effective change management can lead to tremendous success.


2.2 Nature of change 

Organizational change makes it clear that it is a change in organizational activities and can be classified in many ways but the most comprehensive of it is the one that presents the change according to three major dimensions: origin, result and the process of change. 

a. The origin of change has to do with how change occurs in the organization, from the environment in which the organization operates or to the latter's initiative. Thus, it can be mentioned about the planned or deliberate changes which involve the actions taken by the organization (Livne-Tarandach and Bartunek, 2009; Burns, 2006) and the unplanned or emergent changes which occurs in ‘real time’ (Burns, 2006, p. 363) and can be explained as unpredictable and unintentional that came from nowhere ((Weick and Quinn, 1999) that involves an improvement of existing conditions in the organisational environment (Stacey, 1992). 

b. The result of change, on the other hand depends on how radical it seems to change and depending on how the organization is affected by change.

c. The process of change is the third dimension according to which change can be classified organizational and refers to the ways and progression of events in changing the organization which it is important to have the ability to adapt to external conditions in the operating environment, while maintaining internal stability.

The Life Cycle Model describes the process of change as a progress, an evolution that goes through different stages or necessary phases. The specific content of these stages is structured by a logical, institutional or natural program and is established at the beginning of the cycle.
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2.2.1 Planned and unplanned change with SWOT and PEST influences

Any change falls into the planned / unplanned division and most of the change is planned for years. However, change can also be unplanned because of the reposition in the environment (Woerkum et al., 2011). Organizations capable of adapting to unplanned change will thrive in uncertainty and chaos. Companies led by leaders like Jeff Bezos with an adaptable attitude will not complain about failures, they will recognize the situation, learn from mistakes and then continue to move forward.
The unplanned change in the Amazon.com organisation can be seen as when the entire economic sectors in the United Kingdom (UK) was affected by Brexit and the new trade rules which in these circumstances the organisation have to adapt their organisational design and strategies into the new context. This is seen as a political factor from a macro-environment perspective as Amazon will have to comply with government policies and regulations and it depends on their government stability, support and commitment.
Britain’s exit from the European Union (EU) is known as Brexit; the United Kingdom of Great Britain and Northern Ireland has been a member of the EU for 43 years during which time it has distinguished itself as one of the strongest states in the community. 

However, the British Government did not agree on several economic issues or on how certain decisions were implemented at community level and they expressed their intention to withdraw from the EU. By leaving the customs union means that the UK rules are slightly different than before in terms of EU free-tariff for import-export of goods, supply chain, regulation, workforce, economic issue (Bryant, 2021). This attempt means that any institution or organization including Amazon.com, must review and implement a new structure. This change is seen as a necessary process of adaptation for the organization to the transformation of the external environment, where the role of a management type is based on the effective implementation of strategies aiming to redefine or adapt the mission, values, objectives and strategies of the organization; design a new operating model, management and communication in change management.

The strength that Amazon has is to have a leadership that upholds the ability to adapt to external conditions in the operating environment, while maintaining internal stability. 
This process is a change-stability dilemma, which can only be addressed through the existence of a vision of the future, a sense of identity, a flexible organizational structure, the use of advanced technology and the existence of an employee reward system that equally reflects both organizational priorities, values ​​and norms, as well as their individual needs. If it is to look at it from a technological factor point of view it has brought a positive impact to Amazon income level.

Due to uncertainty of the trading position, Amazon's first step is to become aware of the reaction towards change and must consider the impact of its supply chain and workforce by implementing new strategies (Kwasniok, Guarraia and Garstka, 2017).
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As Amazon imports a vastly percentage of products, it should evaluate the impact of the tax tariffs in import export applied and find alternative solutions by looking for local suppliers that offer affordable products to sell. These changes can have a negative impact on Amazon through increased cost, but also the new trade deal between the UK and EU could bring advantageous business opportunities. 

Amazon has to determine the future effects on their market and determine where they need to change, to understand the company's threats and take measures to minimize them as quickly as feasible, as well as finding guidance as appropriate to help the organisational change prepare (PWC, 2017). A good strategy that can be applied when it comes to change is SWOT analysis. Throughout SWOT analysis it is easy to determine the strengths and weaknesses of the company and to transform the threats into opportunity. Parsons (2021) highlights that SWOT is the abbreviation from Strengths, Weaknesses, Opportunities and Threats; a powerful tool that usually companies use to develop new strategies helping them to look from different directions.

Another aspect in which Amazon may be affected due to Brexit uncertainty could be human resources. This can be seen as a threat as changes in emigration status and laws could hinder the recruitment process for Amazon warehouses due to lack of low skilled workforce. This aspect may put an end to Amazon's plan of the decision that took place in 2017 to hire another 5,000 people across the UK to fill jobs as engineers, techniciens, warehousing workers, logistics, a plan they had proposed to be completed by 2019 (Cox, 2017).

The second step would be to figure out what relationship is appropriate with change: passive or active: are there in waiting to see what happens or are there involvement in achieving the desired goal? Organizations are often more efficient when performing routine tasks; they tend to behave passively, at least at the beginning of their activity when it comes to performing tasks for the first time. Managers must learn to adapt by trying to understand how the organization can deal effectively and consistently with the multidimensional changes it faces and how companies' ability to learn and adapt can be amplified. Their activities must be structured so that the organization can respond promptly to continuous and often unpredictable changes in the market. Managers also need to know how to connect the company to customer and supplier networks. Given that, Amazon must create an environment conducive to continuous communication, due to a competitive world manager are forced to innovate, to come up with valuable new ideas to implement. Therefore, an effective communication is a critical component in change management that involves an internal strategy where the communication is transmitted to all key stakeholders (Chapman, 2020).

Another unplanned change faced by the Amazon organisation is caused by the Covid-19 pandemic. The pandemic is the spread of a disease that can affect the population around the world and the disruptions of both the supply and global economy (Chudik et al, 2020). The economic impact of the coronavirus crisis varies from one industrial sector to another and from one enterprise to another. It depends on a number of factors including the ability to adapt to supply chain disruptions, the existence of stocks or dependence on "just in time" production processes. Due to the restriction and policy established by the government during the lockdown period people had to shield in their homes. As non-essential stores were temporarily shuttered customers have oriented their way of buying from brick-and-mortar shops to the online one which has led to e-commerce retails an increase in their profit (Hoffman, 2021).
While many organisations struggle to survive during the lockdown, the coronavirus crisis found Amazon in a strong position which instead increased its profit almost double (Semuels, 2020). This is seen as an opportunity for Amazon which has recognised that the pandemic can be a disruption event that can be putting the company future at risk, so Jeff Bezos has spent weeks on meetings to come up with a plan that best fits the customers, the company and its employees (Dumaine, 2020). Amazon's management has always been creative and innovative with great skills in finding solutions so in order to meet the large number of online orders Amazon has provided 175,000 new full and part-time positions and delivery drivers opportunities across the UK to fulfillment centres and logistics networks.

The first and most important priority of the organization during the pandemic must be the safety and well-being of its employees. Employees cannot focus on their professional responsibilities if their well-being or that of their families is at stake. Consequently, the key issue that the organisation needs to address at the beginning of the pandemic is whether their employees are safe, followed by the question of whether they are available to perform critical functions. It is important for the organization to be able to monitor the situation, provide a secure job and provide the necessary support to employees. Amazon has spent in 2020 around $11,5 billion globally on COVID-related programs to get products to clients and keep workers healthy and also assured sick pay for their employees diagnosed with COVID-19 or placed into quarantine (About Amazon.com, 2020). Amazon’s leaders have implemented a series of strategic choices that were ahead of profits and its employees’ wellbeing achieving the growth it is now. This growth demonstrates Amazon’s ability to consolidate more strengths over its rivals from the market share.


2.3 Drivers of change

Internal and external forces act as major drivers for change. Human resources, customers, changes in legislation, technology development, competitors, globalization and so on, all of those can be possible drivers of change. Therefore, It is important for organisations to have the ability to adapt and respond to environmental change (Rune Todnem By, 2005). 
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2.3.1 The role of leaders

When organizational change occurs can be difficult and costly as change is seen as a continuous process of preparing the organization for the new system and its introduction in such a way as to ensure its success (Bhasin, 2020). In the process of change the decisive role is played by the leaders who fulfills the role of "agent of change" who needs to understand what drives change.
Their first step is to identify what caused that change by starting with external forces and moving with internal forces (Anderson and Anderson, 2001), but also with the involvement of the other members of the organization both stakeholders and shareholders (Lambertson, 2018).

The Drivers of Change Model is an important tool used by leaders in the change management process which predicts and describes the nature of organisational change and can assist leaders keep track of those triggers. The seven drivers of the model illustrate that the internal and the external drivers must be taken in consideration as both are an integral part of the scope of change.

The figure below shows the 7 drivers of The Drivers of Change Model.
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Organizations must learn to function under these environments because too much structure and power can lead them to become unresponsive to their surroundings and ultimately collapse (Stacey, 2001). Change can affect any aspect or factor of an organisation; therefore, the main task of a leader is to obtain the necessary resources and to use them as effectively as possible to achieve goals.


2.3.2 Change agents

In the process of change is also important the existence of an individual or group that undertakes the task of bringing and managing the change called "change agent". Change agents "are those who create awareness of the need for change within the social system or the organization. These can be people inside the organization such as employees or managers or people outside the organisation like consultants, for example (Tschirky, 2011).

 Preferably for an organization is to employ people from outside to play the role of agent of change as they are not bound with the organisation’ culture, politics or traditions. This can be seen as a disadvantage, as they are not familiar with the organisational culture but they can collaborate with the internal personnel facilitating the change effort (Lunenburg, 2010).
There are known different types of change agents such as: Outside Pressure Type, People-Change-Technology Type, Analysis-for-the-Top Type and Organization-Development Type (Burke, 2011; Eikenberry, 2011; Mansfield, 2011; Thota, 2012) which are structured from their characteristics and methods of implementing change.
Beside strengthening this awareness, the change agent motivates others encouraging them to act and at the same time consolidating the examples of the new ones expected behaviors ". The characteristics of a change agent are empathetic towards individuals, those who show selflessness, individuals who from a political perspective they are wise and credible in front of others individuals in the social system or organization and they must have a high degree of tolerance of ambiguity and conflict of roles.


2.4 Resistance to change

By definition, change involves a change in the status thus, whenever a change is initiated, it is likely to occur resistance to it (Quain, 2019). Factors that cause resistance to change at organisational level can be classified as:

· Changes that occur on the very basis of the organization can affect the nature and level of activity, legal status, sources of funding, diversification and merger, therefore, some people may resist this process of change by making them feel they are losing the organisational power (Sutevski, 2021).
· Changes in tasks and activities can produce dissatisfaction among employees as they have to adapt from the old one in which they have already formed the skills and not required supervision to accomplish the task to the new one which may result in personal discomfort and making their work life more difficult.
· Changes in the technology used such as equipment or office technology can be a major impact for human resources as advanced technology requires new skills and for some people may feel daunted and making them feel threatened do not lose their jobs (Sindhuja, 2021).
· Changes in management structures such as processes, internal organization, decision-making and control procedures or in the information systems.
· Changes in organizational culture such as values, traditions, informal relations, influences and processes or leadership style. 
· Changes in terms of staff like management and staff employed, competence, attitudes, motivations, behavior or efficiency in work 
· Changes in organizational performance from the financial, economic and social aspects
· Changes in the image that the organization has created within organizations of the same nature and in society (GeekTonight, 2020).

The leaders of the organization must take into account that all these changes can rely on the employees’ reaction positive or negative which leads to a set of factors that may affect the people’s attitude or may improve productivity.
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2.4.1 Minimising resistance to change among employees

Because organisations are made up from people for the most part the resistance to change occurs from them and their resistance to change can be a huge barrier (Sharma, 2019). 
People resist and try to avoid the changes that make it worse than at present in terms of work content, working conditions, workload, income and power. This is easy to understand and yet it opposes resistance even when the proposed changes are neutral or even favorable to the people concerned.

There is no change management methodology to suit any company, but there is a set of practices, tools and techniques that can be adapted to a variety of situations.
In the process of adapting to organizational change, people must also change: they must accumulate new knowledge, absorb more information, tackle new tasks, improve their skills and very often change their work habits, values ​​and attitudes towards the way of working in organizations. Changing values ​​and attitudes is essential. There can probably be no real change without a change of attitude.

Leaders agree that a useful concept for change in people is that developed by Kurt Lewin. It is a planned approach of change with three stages of which are called "unfreezing", "moving" and "refreezing" (Burnes, 2004). This model of change seeks to change the old behaviour, structures, processes and culture by adopting new approaches (Bamford and Forrester, 2003).
People's perception of change proposed in the organization depends on their view, education, age, concerns, accessible sources of information. In this context, people only partially take over the information of change, filtering out the elements that force them to leave the comfort zone thus obtaining an incomplete picture of the process of change.
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The main quality of K. Lewin's model is that it provides an easy way to understand
the game of forces in the event of a planned change in an organization.
Emphasize that, regardless of the type or magnitude of change, there will be forces
contrary to be considered by managers who initiate change. But this model says nothing about the reasons that cause different groups to resist change and provides only a very general taxonomy for approaching organisational change.

Planning for any major change in a company is a lot easier than the implementation stage. In 1995 John Kotter published a research that has shown that the success rate of change programs is 30%. Analyzing in depth the causes of failure shows that the vast majority of programs is hindered by exactly what it is trying to transform: employee attitude and management behavior. Kotter (2007) states that ‘leaders who successfully turn companies do eight things right and these must be done in the right order’	. Kotter’s 8-step Change Model was developed in conjunction with how people perceive transition (Armstrong, 2006).
The Model is intended to bring long-term change to an organization, and each step is critical to its success. Leaders in the organization who will be responsible for planning, implementing, and overseeing reform must have a thorough understanding of each stage in order to properly execute it.
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The benefits of change management are abundant and are mainly associated with reducing risks and improving the quality of services. Through efficient management of the change process both the unplanned and the planned transit period can be reduced. 

Change management can improve communication efficiency. Better communication between users and the organization will lead to a better understanding of each person's needs and priorities while emphasizing that business units do not operate in isolation. With increased communication, input and availability, users will feel more responsible and less frustrated when systems are in changing process.

Change management can simplify and support the flow of information and operations. The change process will help organizations streamline the flow of information to simplified levels for use in the "real world," maximize the use of existing software in order to reduce unnecessary reporting and improve productivity.



2.5 Impact of change in cultural organisation

Organizational change is a permanent phenomenon that can affect the entire organization or just its compartments, at the same time, the sources of existence for change can be individual and organizational, but It is not possible to plan and implement major organizational changes in an organization without changing the organizational culture involved. 
The organizational culture is the key driver in shaping organisational behavior and is directly related to the human resource of the company in which the conditions of use of all resources available to the organization depends on their level of involvement (CIPD, 2020). A strong organizational culture is difficult to build and difficult to change over time. Both managers and employees need to understand the extension of the culture as well as the level from which certain aspects can be changed in an easier way as culture is a combination of norms, values, beliefs and behaviors that characterizes the way groups and individuals interact in work (Needle, 2004). Culture illustrates how work is done and people in the organization are treated.
Wong (2020) highlights that more than accurate organisations with stable cultures are 1.5 times more likely to have sales growth of 15% or more in a period of approximative three years, and 2.5 times more likely to see substantial stock growth in the same period of time.

In other words, to achieve professional organizational transformations should be based on a professional type of management. 
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Amazon organisational culture is believed to be unique (Dudovskiy, 2020) but also known for a corporate culture that pushes employees to come up with new and innovative ideas and open them to take risks (Meyer, 2017).  Jeff Bezos emphasizes that the core of its organisational culture is about providing a strong orientation experience with a well-aligned to its mission and strategy, sharing new knowledge across organisation, diversity among workforce, customer-orientated, constant reinvention and optimization of organizational culture which has resulted in the company’s extraordinary growth (Pratt, 2020). This is seen as a strength in the Amazon organisation as their strategy has made them one of the successful brands with a strong position in the e-commerce market.


3. Conclusion

To summaries it can be argued that change management has a critical role to play when things are not going in the right direction and changes need to be made as change management is seen as a process of finding the problem, identifying the right solutions and solving problems by moving from the current state to the desired state. A close collaboration is also essential between the change agents and the internal staff as it plays an important role for a successful organisational change.
Because change also brings a lot of resistance from people, the role of leaders must first adopt the new changes in order to motivate the rest of the team by personal example which then they can involve everyone who is impacted or who has an active role in the change process. Also, it can be stated that resistance to change is not a phenomenon essentially negative if the organizational change adopts management strategies for planning and implementing the change that successfully complete the change process.















4. Appendices
4.1 Amazon.com SWOT analysis table from the micro-environment perspectives
	Amazon.com Strengths
(Internal Factors)
	Amazon.com Weaknesses
(Internal Factors)

	· Globally, Amazon.com has a strong position and a successful brand in the e-commerce market
· As a customer-oriented brand Amazon.com has made a large number of loyal customers every day
· Amazon.com differs from other competitors through its continuously creative ideas and innovative incorporation to its line production 
· Amazon.com has a secure chain system that it assists in maintaining a low-cost structure
· Amazon.com has gained a reliable online platform in which a large number of third-party sellers have joined to the Amazon platform to sell their own product
· Amazon.com relay in a good logistics and delivery system that makes to fulfill its loyal customers in time, this makes Amazon one step ahead from its competitors

	· The Amazon type of business is easy to imitate, so other online retail businesses can give to Amazon a tough time
· The limited physical stores that Amazon own hinders to attract customers to buy items that are not sellable on online platforms
· Amazon depends a lot on its distributors, this advantage put them in the position of renegotiate terms at any time
 




	Amazon.com Opportunities
(External Factors)
	Amazon.com Threats
(External Factors)

	· By developing markets could establish a stronger potion
· Further expansion could accelerate its presence across more different locations
· Amazon.com is in the perfect position to produce its own branded label of products.
	· Customers turnover by changing their preferences
· Increased in e-commerce competitors
· Policy constraints
· Cybercrime and data-theft





4.2 Amazon.com PEST analysis from the macro-environment perspectives

Political factors
Amazon.com is an organisation that sells its products online for its customers all over the world and by using technology us ‘cloud’ will have to comply with government policies and regulations that are different from one country to another. This means that Amazon depends on their government stability, support and commitment if the company is looking to prosper.

Economic factors
The economic factors play an important role in the market condition. If the country’s economic market is good and stable Amazon.com will benefit from a good purchasing power and higher profit. Thus, better economic condition and a good level of labouring will attract other competitors in the market position becoming a threat to Amazon's production activity.

Social factors
In recent years e-commerce activity has become a trend in the market position, so social and cultural is an important factor for the growth of the Amazon.com organisation. 
The growth of mobile technology and accessibility to the internet has made a significant boost in e-commerce sales like Amazo.com as the majority of customer orientation has changed to online shopping. If Amazon.com organisation looks to deeply penetrate the online market, they have to take in consideration how to focus on the cultural factor where technology is not as much accessible and to find a way to connect with the customers.

Technological factors
Technology has brought a positive impact on the 21st century generation. Industrial, agricultural, educational and organisational sectors that have been engaged with IT technology and automatisation have risen in the income level, an improvement in customer service, in productivity, in knowledge and understanding. Amazon.com, known as an innovative and creative organisation, has taken the advantage of this innovation and invested in digital technology and logistics to ensure that it provides a fast and efficient service to its customers thus maintaining its loyal customers' expectations all the time.
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