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[bookmark: _Toc242257089]Executive Summary
This report discusses a targeted strategic issue: What about high friction returns, refund issues and A-to-z Guarantee returns submitted to Amazon UK Marketplace by third party sellers? Amazon has a lot of platform scalability, transaction data, delivery signals and a public reputation for being obsessed with the customer. However, with the role of responsibility divided among the customer, the seller, the delivery trip and the platform, the trusted recovery is not guaranteed from those resources. For the purposes of this analysis, customer care is not seen as a service usually delivered by a contact centre, but as a strategic service.
The following 4 strategy tools are used. The most notable opportunities and threats identified from PESTEL are the regulatory enforcement (UK), data-protection obligations, cost pressure and the rising expectations and environmental impact of returns. TOWS turns the results into answers and VRIO evaluates each resource individually and provides for three options to determine if they are appropriate, acceptable, and feasible. The best answer is to have a combination of self-service and automated recovery for lower risk, less detailed contacts, and a human-led recovery for the more complex contacts, and to spell out details of the seller-dispute evidence, explanations and appeals.
For the first time in the UK, the report suggests implementing Marketplace Recovery Cells, a privacy-filtered case dashboard, bounded decision authority, auditability process for sellers disputes and a stage-gate scorecard to be used for a period of six months. The scale should reflect the enhancements to First Contact Resolution, reduce the number of repeat contacts, increase customer and seller appeal outcomes, customer satisfaction while recovering, cost per resolved case, and no material data protection failures. The way is more defensible than the automation-first approach, because it adds Amazon's speed and data with a couple of important human touches in areas where trust and fairness is more fragile.
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1. Introduction
Amazon is a global technology and retail company that operates through a business model, which is a mixture of first party retail, third party marketplace services, logistics, subscriptions, advertising and cloud computing. According to its annual report for 2024, International sales increased 9 per cent, partly due to its unit sales from third-party sellers, whilst its business in the UK has over 75,000 permanent staff across over 100 sites (Amazon.com, Inc., 2025; Amazon UK, 2025). This scale is relevant because one Amazon journey may be realized for a customer even if the customer is offered the product by a third party seller and a delivery or fulfilment journey by a third party is part of the service. Platform research demonstrates that these multi-sided platforms generate value through participation and interfaces, and generate dependency and governance tensions between the platform and complementors (Bonina et al., 2021; Cennamo, 2021; Cutolo and Kenney, 2021; Gawer, 2021; McIntyre et al., 2021). This report only includes Amazon UK Marketplace returns, Amazon refunds and seller-dispute resolution. It excludes the general logistics strategy arm of Amazon and their international holdings, excluding AWS, entertainment and advertising. The strategic challenge is how can Amazon UK maintain the efficiency of an automated customer care service, while offering gradual, understandable and robust recovery in the event of complex Marketplace cases? This scope is directly related to the need of a particular country, business area and strategic problem. It also demonstrates Amazon's first principle of doing things for the customer, and that there is a need to build seller trust in a marketplace, as Amazon has stated (Amazon.jobs, n.d.; Homburg, Jozić and Kuehnl, 2017). It is important to take care of the customers' needs here, since a failure in the service touches the whole relationship, not just one customer. Journey research identifies touchpoints that link experiences, and service-recovery research indicates that procedural fairness, interactional treatment and the outcome all have an impact on post-failure trust (Lemon and Verhoef, 2016; Smith, Bolton and Wagner, 1999; Tax, Brown and Chandrashekaran, 1998). The analysis follows four sequences of lecture-based tools sequentially: PESTEL (for the external environment), TOWS (for internal–external synthesis), VRIO (for the internal resources) and SAFe (for the option evaluation) (Johnson et al., 2020; Weihrich, 1982). Public documents do not provide any information on the case volume, cost or algorithms used by Amazon; targets given in the recommendations are therefore pilot targets to validate internally, not statements about current performance.

[bookmark: _Toc242257091]2. Main Findings and Critical Evaluation
[bookmark: _Toc242257092]2.1 Current strategic position and focused scope
Amazon has self-service return and refund options, and an A-to-z Guarantee for third-party sellers' purchases. Although no specific examples are provided in the Customer guidance, the conditions under which a claim might be requested are outlined, and Seller Central spells out the processes for the Seller to respond and appeal a claim (Amazon.co.uk, n.d.-a; Amazon.co.uk, n.d.-b; Amazon Seller Central, n.d.-a; Amazon Seller Central, n.d.-b). These are important arrangements because as soon as transaction risk is reduced, they are a strategic asset. However, public rules can't offer any clarity about whether an individual case is likely to be coherent to both parties when delivery scans, return evidence, seller messages and the previous interactions of the parties conflict. Current state, however, is not necessarily a lack of policy, it's the selection of joining evidence, explanation and accountable judgement at the challenging end of the journey. That judgement is raised in the UK legal context. The UK legal context raises the standard for that judgement. Distance-selling rules normally provide a 14-day cancellation period, while the Consumer Rights Act 2015 protects consumers where goods are faulty, not as described or unfit for purpose (Consumer Contracts Regulations, 2013; Consumer Rights Act, 2015). Since April 2025, the Digital Markets, Competition and Consumers Act 2024 has also enabled the Competition and Markets Authority (CMA) to enforce consumer law directly, including remedies and financial penalties (UK Parliament, 2024; Competition and Markets Authority, 2025). These rules do not imply that every refund decision is legally significant under data-protection law; they do mean that process design must support consistency, evidence and challenge. These rules are not intended to imply that each refund determination is legally binding in terms of the data-protection legislation, but rather that the way the process is designed must be consistent, have evidence and is capable of being challenged. The meaning of the CMA's Amazon market place case needs to be interpreted correctly. The 2023 commitments related to the way Amazon uses third-party seller data, equal treatment for sellers selected to be the Featured Offer (Buy Box) and Prime sellers' freedom to negotiate delivery rates, but did not involve customers' returns or A-to-z decisions (Competition and Markets Authority, 2024). This is therefore indirectly relevant, but no less significant to this report; governance of the marketplace is observable by the regulators; and platform decisions have to be amenable to independent observation. As part of the same investigation, the issue of platform power and the risk of self-preferencing re-emphasizes the importance of customer convenience and whether sellers are being treated fairly, as discussed in Etro (2024) and Federal Trade Commission (2023). The strategic position is thus quite good, but vulnerable. The scale, data and fulfilment integration Amazon has allowed for allows for quick recovery, but over-automation can introduce more effort back to the customer, heighten frustration, or mask the reason behind the decision. The research on AI interactions for service finds that poor quality of interactions, lack of choices for users and inability to recover value, destroy the value created (Castillo, Canhoto and Said, 2021; Ferraro et al., 2024; Hsu and Lin, 2023; Puntoni et al., 2021). The desired direction is selective automation of processing – if the case is routine and it is easy to do it quickly, and the following steps are taken automatically, but if the evidence is conflicting, the seller argues the result, if the value is high, or if there is a vulnerability, or repeated contacts show that the normal path has failed, processing is done with human intervention and a clearly marked path for such cases.
[bookmark: _Toc242257093]2.2 PESTEL: UK opportunities and threats
The PESTEL framework is used to recognise external influences that may significantly impact Amazon's UK Marketplace recovery. Each of the factors is identified as an opportunity, threat or both so that it can flow directly into TOWS and not be a list of factors.
Table 1. PESTEL analysis of Amazon UK Marketplace customer care
	Factor
	Current evidence
	Strategic opportunity or threat

	Political / regulatory
	The CMA's Amazon commitments concern seller-data use, Featured Offer selection and Prime delivery negotiations. New direct consumer-enforcement powers have increased the consequences of weak consumer processes (Competition and Markets Authority, 2024; Competition and Markets Authority, 2025).
	Threat: opaque or inconsistently evidenced decisions may attract complaints and regulatory attention. Opportunity: auditable explanations and balanced appeals can strengthen legitimacy with customers and sellers.

	Economic
	Amazon continues to invest in UK capacity and employs more than 75,000 people, but customer care must still protect cost-to-serve and marketplace participation (Amazon UK, 2023; Amazon UK, 2025).
	Threat: manual handling of every contact would raise cost and delay. Opportunity: triage routine work automatically and concentrate skilled effort where recovery protects retention or prevents repeated contact.

	Social
	Customers value speed but react negatively when a bot appears insensitive or blocks recovery; warmth, solution quality and trustworthiness affect responses after failure (Choi, Mattila and Bolton, 2021; Crolic et al., 2022; Haupt et al., 2023).
	Threat: in an emotional and/or disputed case, anger can be exacerbated by automation. Opportunity: reveal the service route, make appropriate language and/or provide a meaningful human escalation when empathy or judgement is required.

	Technological
	AI can classify intent and speed routine service, while recovery quality and conversational quality influence satisfaction (Agnihotri and Bhattacharya, 2024; Hsu and Lin, 2023; Huang and Rust, 2021).
	Threat: false positives, missing context and automation bias can scale poor decisions. Opportunity: combine machine triage with a filtered journey view and human confirmation for exceptional cases.

	Environmental
	Returns result in transportation, handling, and potentially disposal effects, but Amazon states it is still investing in operations and sustainability, and high volumes of returns are a challenge in the industry (Amazon.com, Inc., 2025).	
	Threat: unnecessary return movements cause costs and emissions. Opportunity: where lawful and appropriate, an accurate diagnosis can lead to repair or no-return solutions without compromising consumer rights, when such solutions are avoided unnecessarily.

	Legal / data protection
	If Article 22 is applicable, there are various forms of protection: meaningful human intervention and rights of appeal (Information Commissioner’s Office, 2023; Information Commissioner’s Office, n.d.).
	Threat: excessive data access or unreviewable automation creates compliance and trust risk. Opportunity: role-based access, a data-protection impact assessment, audit logs and a contestable human-review route can support responsible personalisation.


Source: Author's analysis based on the cited official and academic sources.
The information comes from official and academic sources cited by the author and is based on his/her analysis. Technology is the most significant PESTEL interaction, but it is the interplay of regulatory obligation, customer requirements and economy of scale that is most important. While a single automated refund might work in the efficiency of it, a dispute over a large amount of money is going to impact consumers' trust and the perception of fairness for the seller. But privacy research also shows that personalisation can only be of value if the information is used proportionately and in a manner that is trusted (Acquisti, Brandimarte and Loewenstein, 2015; Aguirre et al., 2015; Martin and Murphy, 2017; Steinhoff and Martin, 2023). The outside opportunity, then, is one that does not include the recovery of the relationship, and the primary threat is a uniform process that is quick and inexplicable. With these findings, O1-3 and T1-4 are the components of the TOWS matrix.
[bookmark: _Toc242257094]2.3 TOWS synthesis
TOWS is the external findings plus the evidence of the internal conditions. Weaknesses include fragmented case ownership, possible over-reliance on automation, and limited public clarity around complex marketplace dispute resolution. Lack of accountability, an increased risk of information not being structured for frontline decision-making and limited public visibility into the process for complex case resolution are identified as weaknesses. Opportunities include the ability to perform responsible triage, explainable recovery, and reduced avoidable return effort; threats include enforcement, privacy failure, frustration through automation, and seller distrust (Weihrich, 1982).

Table 2. TOWS matrix for the focused strategic issue
	TOWS route
	Evidence-led combination
	Resulting strategic response

	SO: use strengths to capture opportunities
	S1 transaction and fulfilment signals + S2 established recovery routes + O1 responsible triage.
	Use automation for routine classification and present authorised agents with only the journey evidence needed to resolve complex cases.

	ST: use strengths to reduce threats
	S2 A-to-z processes + S3 customer obsession + T1 stronger enforcement and T2 seller-fairness concerns.
	Create auditable reasons, evidence standards and a balanced appeal route for disputed Marketplace decisions.

	WO: use opportunities to address weaknesses
	W1 fragmented ownership + W2 weak frontline organisation of data + O2 human–AI collaboration.
	Pilot cross-functional Marketplace Recovery Cells with bounded authority and a privacy-filtered case view.

	WT: limit weaknesses exposed by threats
	W3 risk of inconsistent manual discretion + T3 privacy risk and T4 cost escalation.
	Use value thresholds, role-based access, quality sampling, calibration reviews and a stage-gate pilot before scaling.



Source: Author's analysis derived from Table 1 and the current-position evidence.
The TOWS outcome is not an "anti-automation" outcome, but a cohesive blended solution. The concept of strategic agility is about the delegation of decisions to the point where information and judgement can be synthesized, and about the use of governance and the ability to learn quickly (Wade, Joshi and Teracino, 2021). In this instance, the routine lane should still be standardized and the exception lane should clearly identify the case to the owner(s) and enable trained staff to resolve the case in a timely manner without a need to consistently reroute the case. This logic has three implications for assessment – automation first expansion, human-led Recovery Cells, and a streamlined seller-dispute and appeal process.
[bookmark: _Toc242257095]2.4 VRIO capability analysis
VRIO evaluates each resource individually with four dichotomous questions: Is the resource valuable, rare, hard to imitate and organized to be used? There is a competitive implication throughout, which is presented in the usual order of "disadvantage, parity, temporary advantage or sustained advantage (Johnson et al., 2020; Barney, 1991). Proposed Recovery Cells and new authority are not considered to be existing resources.
Table 3. VRIO analysis of current Amazon resources and capabilities
	Resource / capability
	V
	R
	I
	O
	Competitive implication / evidence

	Marketplace transaction and case data
	Yes
	Yes
	Yes
	Yes
	Sustained advantage. The depth of Amazon-specific order, contact and recovery history is path-dependent, although its use must remain proportionate and privacy governed (Amazon.com, Inc., 2025; Steinhoff and Martin, 2023).

	Integrated fulfilment and delivery signals
	Yes
	Yes
	Yes
	Yes
	Sustained advantage. Network scale and linked operational signals are costly to replicate and already embedded in Amazon's operating model (Amazon UK, 2025).

	A-to-z Guarantee and established claims process
	Yes
	No
	No
	Yes
	Competitive parity. It reduces perceived risk and is organised, but policy-level guarantees and appeals can be imitated (Amazon.co.uk, n.d.-a; Amazon Seller Central, n.d.-a).

	Large UK third-party seller ecosystem
	Yes
	Yes
	No
	Yes
	Temporary advantage. Network participation is valuable and relatively rare at scale, but rival platforms can invest, multi-homing is possible and governance affects seller commitment (Cutolo and Kenney, 2021; Gawer, 2021).

	Customer-obsession and experimentation routines
	Yes
	No
	No
	Yes
	Competitive parity. The routines support action, but customer-centred values and experimentation methods are widely understood and can be copied at principle level (Amazon.jobs, n.d.; Wade, Joshi and Teracino, 2021).



Source: Author's analysis using Barney (1991), Johnson et al. (2020) and the cited Amazon, platform and privacy evidence.
The bottom line VRIO is more discriminatory than it is to simply say that Amazon's size is an advantage. Data and fulfilment signals can help accelerate and maintain a competitive edge, as they are collected during Amazon's own actions and operations. The A-to-z policy itself creates parity and seller scale can create only a temporary advantage if the sellers think of government as being one-sided. Most important of all, the table clearly shows that this is not a new “frontline discretion capability” that has been developed. The challenge of the strategic task is to redo data, process and operation resources to make them more resilient, more fault-tolerant to the exception handling routine. This is a dynamic capability problem: sensing, seizing (via bounded action) and transforming (via pilot learning) recurring failure patterns (Teece, Pisano and Shuen, 1997).
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The choice of option(s) is driven by the evidence. Option A further automates and self-serves; Option B launches human-led UK Marketplace Recovery Cells for specific high friction cases; Option C enhances evidence, explanations and appeals provided by sellers when they have disputes. Table 4 spells out the traceability before evaluating the options.
Table 4. Evidence-to-option strategic gap summary
	Finding
	Unresolved strategic gap
	Option implication

	PESTEL: speed, enforcement, privacy and fairness pressures interact.
	One route cannot optimise both routine efficiency and exceptional-case accountability.
	Keep automation for routine contacts, but provide meaningful human review for flagged cases.

	TOWS: strong data and processes are weakened by fragmented case ownership.
	Evidence may exist without one authorised owner able to turn it into resolution.
	Test cross-functional Recovery Cells with a filtered case view and bounded authority.

	VRIO: data and fulfilment signals are stronger resources than the guarantee policy alone.
	Sustained resources are not consistently translated into explainable recovery.
	Design the operating model around integrated evidence and documented judgement, not policy expansion alone.



Source: Author's synthesis of Tables 1–3.
SAFe considers the strategic suitability (fit), the returns, risk and stakeholder reactions (acceptability), and resource and practical deliverability (feasibility). It is an evaluation, and not a judgement with a score attached that is hiding uncertainty, so each judgement, therefore, states its condition and trade-off (Johnson et al., 2020).
Table 5. SAFe evaluation of the three strategic options
	Criterion
	Option A: automation-first
	Option B: Recovery Cells
	Option C: dispute pathway

	Suitability
	Moderate for routine tracking, FAQs and unambiguous refunds because speed and scale matter. Low for conflicting evidence or emotional failures, where bot errors and insensitive responses can intensify blame (Crolic et al., 2022; Xing et al., 2022).
	High for repeated contact, disputed returns, high-value cases and vulnerability flags. Human judgement can combine evidence and empathy, but cases must be tightly selected (Choi, Mattila and Bolton, 2021; Haupt et al., 2023).
	High for the marketplace-governance threat. Clear evidence rules and contestability support both customer and seller confidence and respond to the wider regulatory direction (Competition and Markets Authority, 2024; Etro, 2024).

	Acceptability
	Mixed. Lower unit cost may appeal internally, yet customers may reject automation that restricts agency or fails to explain an outcome (Castillo, Canhoto and Said, 2021; Puntoni et al., 2021).
	Moderate to high if the pilot has cost caps, consistent quality review and fair employee measures. Customers gain ownership; leaders accept higher handling time only where repeat demand and trust risk justify it.
	High for regulators and well-performing sellers; mixed where greater scrutiny exposes weak seller evidence. Balanced customer-and-seller appeals are essential to prevent a pro-customer bias from becoming seller unfairness.

	Feasibility
	High technically because Amazon already uses self-service, data and operational systems. Its weakness is strategic fit, not deliverability (Amazon.com, Inc., 2025; Huang and Rust, 2021).
	Moderate. Existing data and staff capabilities reduce the starting burden, but training, role-based access, case-routing rules and calibrated authority require a controlled pilot and leadership support.
	Moderate to high. Existing A-to-z claims and appeal processes provide a base; implementation requires clearer reason codes, evidence templates, service levels and independent quality sampling (Amazon Seller Central, n.d.-a; Amazon Seller Central, n.d.-b).

	Overall judgement
	Retain as an enabling lane for simple, low-risk cases; do not select it as the stand-alone strategic direction.
	Select as the operating core for high-friction exceptions, subject to a six-month pilot and stage gates.
	Select as a governance layer that operates with Option B, not as a separate communications exercise.



Source: Author's evaluation using the SAFe criteria in Johnson et al. (2020) and the cited service, platform and regulatory evidence.
It is therefore preferred to have the direction as B + C, and A is retained as a routine demand. This gets around the seeming contradiction of automation: While Amazon ought to automate simple classification and fulfilment related status work, automation shouldn't be the sole strategy. Studies on the service-recovery indicate that empathy and explanation, and the nature of the response, have an impact on forgiveness and satisfaction; technology can help achieve this, but can't be used to achieve "warmth" alone (Agnihotri and Bhattacharya, 2024; Haupt et al., 2023; Lunardo, 2023; Xu and Liu, 2022; Xu, Wen and Liu, 2024; Yang, Zhou and Yang, 2023). A Hybrid also supports feasibility because in the few cases where the skills of humans are most needed to prevent repeat contact or escalation, it is there.
[bookmark: _Toc242257097]3. Wider Organisational Implications
The suggested model switch is to change operation procedures rather than technology. From a value statement of 'customer obsession' it needs to become a decision architecture: Routine cases should be closed quickly, but high friction cases, the right resolution, good explanation quality and failure to recur is far more important than speed. If the agent has a long case with a complex case, this is not a fault of the agent and should not be penalised by the manager. If the authority, competence, and support match, empowering leadership can make performance of services better, but if there is no control and there is a lot of discretion, it will lead to inconsistent refunds and a seller's result (Liden et al., 2014). The pilot thus needs definite boundaries, reasons for decisions and coaching instead of a blanket statement to be more empathetic. In terms of structure, a Recovery Cell should be a virtual cross functional route, rather than a new national bureaucracy. Then, the core team would be a blend of customer-service skills and Marketplace claims expertise, the fulfilment liaison, data protection and quality assurance. These should be coordinated by one case owner so that the customer and seller aren't required to go over the history each time they communicate. A sample of approved, refused and appealed outcomes should be examined weekly when making a calibration. Psychological safety is relevant because staff need to be able to signal poor routing if they observe it or an inconsistent policy, or if there is unintended harm without cracking under the stress because it's their own fault; evidence shows that positive team climates, including the staff's sense of psychological safety, are associated with leader openness and team learning (Edmondson and Bransby, 2023). Be careful not to have an unlimited customer profile, technology should give you decision support. The case view should only display the data that is needed for the case: Order status, return status, pertinent delivery events, claim history, seller communications and past case results. Sensitive fields should be masked, access should be restricted to roles, access logs should be kept and access should be retained for an approved period of time. The following should be assessed in a data-protection impact assessment: lawful basis, data minimisation, accuracy, bias, security, and automated recommendation vs human decision. Safeguards for Article 22 include meaningful human intervention and the right to challenge the outcome - This is supported by ICO guidance on AI, data protection and automated decision-making rights (Information Commissioner’s Office, 2023; Information Commissioner’s Office, n.d.). Responsible design also helps to alleviate the “personalisation paradox” of designing a better service that may lead to a decrease in trust because of data use becoming too much (Aguirre et al., 2015; Martin and Murphy, 2017). Cost governance must distinguish contact efficiency from recovery economics. Some cases will likely have more handling time at your end, if they are selected for Option B, so it will be important for management to monitor the total cost per finally resolved case, including repeat contacts, appeals, concessions and unnecessary reverse logistics movements. The business case can only be valid if there is a cost saving from improved first contact resolution and fewer re-opened cases to cover some of the additional labor. Customer recovery satisfaction should be coupled with the seller appeal outcomes otherwise, an apparent customer-focused intervention can merely cause the unfairness to shift from the customer to the seller side of the platform. This balance is vital as it is key to the interdependency between platform participation, quality and trust (Bonina et al., 2021; Cutolo and Kenney, 2021). It should be implemented in an agile fashion without being ungoverned. It is recommended that the map of the types of cases, rules of triage and dashboard with synthetic and permissioned data be tested by a small multidisciplinary team prior to actual use. Then, you can have two or three UK operating clusters for six months to conduct fortnightly retrospectives and monthly risk reviews. The case-selection rules, and thresholds of authorities are allowed to evolve in a short time-frame without committing to a national rollout. What strategic agility is not is that it involves constant and uncontrolled change – rather it involves rapid learning that is connected to clear priorities and decision authority (Kotter, Akhtar and Gupta, 2021; Wade, Joshi and Teracino, 2021). It is best to have human–AI collaboration that leverages the strengths of AI for scale and pattern recognition but has humans for contextual judgement and accountability (Wilson and Daugherty, 2018).

[bookmark: _Toc242257098]4. Conclusions
The problem isn't that Amazon UK Marketplace is lacking in customer-care technology, however. It has a more specific strategic concern, the standardised return and A-to-z infrastructure is great, but in the difficult cases, it can be more complex to spread responsibilities between customer, seller, platform and fulfilment route. Consumer processes, use of data and contestable decisions are important in the context of the UK environment. Simultaneously, the manual treatment of each contact would have a negative impact on cost and speed. The four tools back up a single conclusion. PESTEL sees the opportunity to have responsible automation with accountable recovery, and the threat of uniform and opaque handling. This translates to human – AI triage, Recovery Cells and enhanced dispute governance. Using VRIO, we can see that the key assets that Amazon has that are readily defensible are its built-up data, integrated fulfilment signals (not the guarantee policy itself), and these assets need to be reconfigured at the moments of failure in the service. Then, SAFe shuns the idea of going into expansion and automation at any cost and embraces a measured approach to automated exceptions and open appeals from the seller. The ideal strategic approach is the selective relational-agility model: Routine work is automated for low-risk cases; defined high friction cases are directed to one owner; a privacy-filtered view and bounded authority is provided for this owner; and reasons are recorded for customers as well as sellers and reviewers. This model isn't an advantage that can be claimed prior to testing. If the measured pilot can prove to be a better final resolution, fair solution, economic return, and an effective privacy control, then it has the potential to turn Amazon's VRIO (Valuable, Rare, Inimitable, and Organized) assets, into a hard to copy recovery procedure.

[bookmark: _Toc242257099]5. Recommendations
The recommendations constitute one stage system. They are intentionally limited to high friction returns, situations involving refunds, and seller dispute cases in the UK Marketplace and do not limit or redesign customers' rights as they now exist on Amazon. The four-week discovery period should be used to determine internal baselines and then numerical thresholds should be approved by the pilot board.
Table 6. Implementation recommendations, controls and measures
	Recommendation / timing
	Evidence link
	Owner / control
	Measure / gate

	1. Define the exception lane (weeks 1–4). Create unambiguous entry rules for repeated contact, conflicting delivery/return evidence, seller-contested refunds, high-value claims and approved vulnerability indicators.
	PESTEL and SAFe show that only high-friction cases justify added judgement; routine automation remains suitable.
	UK Customer Service lead with Marketplace Policy and Legal. Publish exclusions, value thresholds and a manager-escalation rule.
	Routing precision and recall from quality samples; share of cases wrongly escalated; no increase in routine-case cycle time.

	2. Pilot Marketplace Recovery Cells (months 2–7). Assign one trained owner to each selected case and provide a documented service-recovery playbook.
	TOWS identifies fragmented ownership; service-recovery evidence links fairness and response quality to trust (Smith, Bolton and Wagner, 1999; Tax, Brown and Chandrashekaran, 1998).
	Customer Service Operations. Cap authority by case type and value; require reason codes; review a balanced sample of approvals and refusals weekly.
	First-contact resolution; 14-day repeat-contact rate; median time to final resolution; recovery satisfaction; cost per finally resolved case.

	3. Build a minimum-data case view (months 1–3). Surface only relevant order, return, delivery, seller-message and prior-contact evidence.
	VRIO identifies data and fulfilment signals as defensible resources, while PESTEL identifies privacy and automation risk.
	Product owner with Data Protection Officer and Security. Complete a DPIA; use role-based access, masking, retention limits and immutable audit logs.
	Time to understand case; unauthorised-access exceptions; data-quality defects; DPIA actions closed; zero material personal-data incidents.

	4. Make seller disputes explainable and appealable (months 2–5). Standardise evidence requests, customer and seller reason notices, appeal service levels and independent quality review.
	CMA evidence concerns wider marketplace governance, and Option C scores strongly on suitability and acceptability when both sides receive fair process.
	Marketplace Policy with Seller Services and Compliance. Use neutral reason codes, equivalent evidence windows and conflict-of-interest checks.
	Customer and seller appeal rates; decision-overturn rate by party and reason; overdue appeals; quality-review agreement; complaint recurrence.

	5. Scale only through a formal stage gate (end of month 7). Compare pilot cohorts with matched business-as-usual cases and document trade-offs.
	SAFe rates the hybrid as feasible only under controlled cost, quality, privacy and stakeholder conditions.
	UK pilot board chaired by a senior accountable owner. Include Finance, Legal, Data Protection, Seller Services and Customer Experience; retain a stop or redesign decision.
	Scale only if resolution and repeat-contact measures improve, seller fairness does not deteriorate, cost remains within the approved envelope and no material compliance issue is open.



Source: Author's recommendations linked to Tables 1–5. Numerical targets must be set against verified internal baselines before the live pilot.
Control of the whole strategy is by Recommendation 1. If case selection is not accurate, then the skilled capacity will be used up by routine demand and the economics won't work. Recommendation 2 establishes a point of accountability instead of another transfer point. The playbook should include minimum evidence, allowed remedies, language requirements and the timing to stop for expert input. Empathy is not something that should be fabricated by the bot or agent; research shows that empathy matching response style and solution to the failure and avoiding poorly judged anthropomorphism is an important element of the recovery process, and may lead to customer anger (Crolic et al., 2022; Xing et al., 2022; Xu, Wen and Liu, 2024; Yang, Zhou and Yang, 2023).
Recommendation 3 and 4: Turn the regulatory and the VRIO findings into operating controls. However, the dashboard makes valuable signals case understanding, and minimisation and logging help keep things convenient, not become surveillance. It provides customers and sellers with a similar option to present evidence and to argue a reasoned decision. Lastly, Recommendation 5 safeguards against early implementation. The model is to be used as a testable strategic hypothesis: Scale only where the evidence, overall, indicates that there is a greater chance for a good end result at a tolerable cost and risk. The disciplined learning process is how an existing resource base can turn into a resilient, embedded recovery capability and not just a temporary service initiative.
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