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[bookmark: _Toc229474758]Executive Summary
This report critically analyses four significant challenges facing organisations in relation to the application of business analytics, using Amazon.com, Inc. as the main reference organisation. Scenario 1 assesses the rationality of the decision made by the Amazon company to venture into cloud computing through AWS by applying the Rational Decision-Making Model that combines descriptive, predictive, and prescriptive analytics. Scenario 2 evaluates the organisational culture of Amazon, where bureaucratic inertia and the lack of employee wellbeing have been identified as factors that need change, and uses the Unfreeze-Change-Refreeze Model by Lewin to focus on the cultural change strategies. Scenario 3 is based on the Team Development Model by Tuckman to develop interventions to deal with the problems of psychological safety and shared accountability within the two-pizza teams at Amazon. Scenario 4 utilizes the Balanced Scorecard framework by Kaplan and Norton as a framework to review performance measurement systems at Amazon and critically discusses ethical implications and unintended consequences. All these four scenarios illustrate the potential of business analytics and management theory to improve organisational performance.
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[bookmark: _Toc229474759]Introduction
Amazon.com, Inc. is a highly analytically advanced organisation that is present in the e-commerce, cloud computing, digital streaming, and artificial intelligence sectors. Since its inception in 1994 as a bookstore on the internet, Amazon has become a technology-driven force worldwide through the use of data to drive decisions, a culture that has evolved over time and a focus on performance measurement. In this report, four important organisational dimensions are analysed including decision-making, cultural change, team effectiveness, and performance monitoring. Both scenarios rely on a particular management theory and combine the business analytics insights, backed by modern academic sources and practical experience related to the operations of Amazon as of 2024-2025.
[bookmark: _Toc229474760]

Scenario 1: Advanced Decision-Making Analysis
[bookmark: _Toc229474761]The Organisational Decision: Launch of Amazon Web Services (AWS)
Amazon with its 2002-2006 decision to develop and launch Amazon Web Services (AWS) has made one of the most significant strategic decisions in the history of technology. The project originated as a way to address the internal infrastructure efficiency issues at Amazon, but shortly thereafter had become a massively popular public cloud computing platform, which transformed whole industries. This is a critical analysis of the decision based on the Rational Decision-Making Model and how business analytics can be applied to enhance quality of the decisions.
[bookmark: _Toc229474762]Rational Decision-Making Model
Rational Decision-Making Model (Simon, 1977) recommends a step-by-step approach: defining the problem, setting criteria, weighing options, generating alternatives, comparing them with criteria and choosing the best alternative. The issue with Amazon was two-fold in that the internal infrastructure was expensive, disjointed, and had a slow deployment time. Scalability, cost efficiency, and developer agility were some of the decision criteria set by leadership. Solutions included outsourcing infrastructure, construction of a proprietary internal platform, and so on. Bezos and his team chose to design standardized internal platform which could then be commercialised outside, analytically good choice that was based on longer-term market leadership (Amazon SEC Filing, 2025). This goes along with the philosophy of Bezos, as published since 1997, of making daring and not timid investment choices in areas where the benefits of market leadership are possible.
[bookmark: _Toc229474763]Critical Assessment: Limitations, Biases, and Missed Opportunities 
Although this decision was eventually successful, it had significant limitations in its decision-making process. The Rational Model is based on perfect information and objective assessment, but the management at Amazon acted with great uncertainty - the market of cloud services based on the public cloud was yet to be created. The framing of the decision might have been affected by confirmation bias; the belief that customers are obsessed with the company did not allow Bezos to consider the competitive environment properly. Moreover, the model is not linear to reflect the iterative, emergent process of how AWS grew out of an informal internal program into a formal business unit (Ashikuzzaman, 2025). The opportunities that were missed were the previous monetisation and slower initial reaction to the competitor cloud provider. It was also informally risk-modelled without formal risk modelling at the beginning and as such, it was based on intuitive strategic judgement by the top management.
[bookmark: _Toc229474764]Alternative Approaches
A stronger alternative would have included the scenario planning as an addition to the rational analysis, allowing Amazon to simulate the various competitive futures. Actual decision-making under uncertainty would be better represented by bounded rationality (Simon, 1955) which would have facilitated iterative learning over a single assumption of optimal choices. Also, a formalisation of the Type 1 / Type 2 decision framework used by Amazon itself, i.e. differentiating between irreversible high-stakes choices and reversible ones, should have been formalised earlier (Amazon SEC Filing, 2025). The launch of AWS was without any doubts a Type 1 decision that required more deliberate, scenario-conscious approach.
[bookmark: _Toc229474765]Role of Business Analytics 
Descriptive analytics would have provided the leadership with a clear view of the inefficiencies being resolved as it would have quantified the past trends of infrastructure costs of Amazon. Using cloud adoption predictions and data on developer communities, predictive analytics would have enhanced the market-sizing argument. Self AWS now has the power of prescriptive analytics with such tools as Amazon SageMaker and Amazon Forecast, which recommend the best use of resources and demand reactions (AWS, 2025). Prescriptive models would have been available in 2002, which would have made it possible to invest more confidently in AWS infrastructure earlier. The synergistic relationship of the three analytics levels descriptive, predictive, and prescriptive of analytics forms an effective decision support ecosystem, as noted by the most outstanding scholars of analytics (Davenport and Harris, 2017). This maturation is reflected in the next AIs-driven predictive insights of Amazon that were developed into the operational fabric (Amazon Connect, 2025).
Critcial assessment of decision models uncovers their shortcomings. The Rational Model suggests perfect information and linear thinking. In Simon’s theory of bounded rationality, Walker shows us operated within their cognitive limits and made do with what they had. In complte contrast to rational planning, AWS would be better described by Mintzberg’s emergent strategy and the evolutionary approach. AWS would develop organically from internal experimentation, again unlike rational planning. In Amazon's internal narrative, the delay in major security investments and the entry of Microsoft and Google were given little consideration, due to the leadership's internal narrative of AWS corporate cost cutting. Amazon chose cost cutting over security. During the early stages of the cloud, analytics were also uncertain. There were no historical case studies in cloud adoption, and as a result the predictions were overly confident. The AWS case illustrates a lack of creativity. There was a lack of humility, in the recognition of AWS, in that there were no observable speculative assumptions in the cloud market.
[bookmark: _Toc229474766]

Scenario 2: Organisational Culture and Change Intervention
[bookmark: _Toc229474767]Analysing Amazon's Organisational Culture
The structure of artefacts, espoused values and underlying assumptions designed by Schein (2010) are the three levels that best describe the culture of Amazon. On the artefact level, the 16 Leadership Principles of Amazon, such as Customer Obsession, Dive Deep, and Deliver Results, are visible in the recruitment and performance appraisals, as well as daily working practices (PerformYard, 2024). On the espoused values plane, Amazon boasts of being the Best Employer on Earth, with a focus on innovativeness and long-term thinking. But at the more fundamentally underlying assumptions level, conflicts between the high-performance culture and employee wellbeing in Amazon have arisen, especially following its 2025 return-to-office (RTO) policy that has mandated that 350,000 corporate workers work 5 days per week in-office (Rebecca, 2025).
[bookmark: _Toc229474768]Two Core Cultural Elements Requiring Transformation 
There are two cultural aspects that are in need of immediate strategic intervention. To start with, the bureaucratic creep of Amazon, which is manifested in excessive management levels and prolonged decision-making, is against its defining entrepreneurial self. In 2024, CEO Andy Jassy admitted that management was creating layers that were slowing the company down (Del Rey, 2024). Second, performance culture in lieu of wellbeing has generated much dissatisfaction among employees: a survey conducted internally at Slack found that 91% of the employees were against the RTO requirement and 73% were thinking of quitting the organisation (Work From Anywhere, 2025). These two dysfunctions, bureaucratic inertia and deficit of wellbeing, are systematic cultural weaknesses that need to be possibly addressed in a systematic way.
[bookmark: _Toc229474769]Strategic Interventions Using Lewin's Change Model 
The three-stage model that is offered by Lewin (1951) free, change, and refreeze gives a psychologically based model of managing this cultural change. Its virtue consists in the fact that it understands that change is not just a structural activity but a human phenomenon that must be well managed with regard to resistance and preparedness (Hussain et al., 2018).
[bookmark: _Toc229474770]Stage 1: Unfreeze
Amazon has to make a strong argument of change which breaks the current assumptions. This entails open communication to staff in terms of the strategic purpose of cultural change supported by quantifiable data including the turnover rates, engagement levels, and production figures. The leadership should explain that present direction, in which 73 percent of the employees who participated in the survey are looking to depart, is an existential threat to organisational ability. Destabilising the status quo and equipping employees with change would be achieved with the help of town halls and anonymous online feedback systems and dialogues led by senior leaders (Holistic Training, 2024).
[bookmark: _Toc229474771]Stage 2: Change
There are two interventions that Amazon must adopt in the change phase. First, a structural de-layering programme needs to decrease management ratios- procedure that Jassy began, by asking individual contributors to increase the ratio of individual contributors to managers 15 percent by Q1 2025 (Del Rey, 2024). Clear role redesigning, accountability based on frequent OKRs, and empowered autonomous teams should support this. Second, a work policy of flexibility needs to be redefined. Instead of a binary remote versus in-office option, Amazon might institute a role-classification system in which flexibility in the role is granted on an output basis, according to type of project and necessary levels of collaboration, but not based on blanket requirements. This would take into account wellbeing issues and still maintain the team spirit of the RTO policy.
[bookmark: _Toc229474772]Stage 3: Refreeze
The refreeze phase entails institutionalisation of the new culture. New Leadership Principles ought to explicitly encompass both customer and employee wellbeing. The performance management systems ought to appreciate results rather than attendance. Onboarding programmes, management training, and cultural recognition schemes will need to instil new behaviours. The Lewin model cautions that unless true refreezing is implemented, there is a risk of an organisation returning to old habits (Majka, 2024). Amazon needs to ground cultural shifts in policy, measures and experience.
[bookmark: _Toc229474773]Barriers, Resistance, and Ethical Considerations 
Much resistance is expected to be created by top leadership, who will be loyal to culture norms that are high-controllability, and middle management whose power might be dissolved by de-layering. Ethically, there is an unequal effect of the RTO requirements on parents, caregivers, and disabled workers- who do not view remote flexibility as a choice, but a need (Rebecca, 2025). Amazon should make sure that the culture change is not biased and that it does not support systemic inequalities unwittingly. The key protections are transparency, co-creation with representatives of the employees, routine ethics audits of change implementation.
The triangulation of Schein and Hofstede alongside organisational climate theory supports a deeper integration. Deep assumptions are described by Schein, while Hofstede’s dimensions describe high power distance and low uncertainty avoidance. This also describes Amazon’s subcultures, and how they can be described as bordering on hostile during the RTO mandates. There is a divergence between the US headquarters’ values and the regional offices’ collectivist values. Lewin’s model of change is of limited utility and overly descriptive due to the inflexible nature of the “refreeze” stage (Burnes, 2020). This is also the case with Amazon, where constant reorganisation and AI disruption means culture is perpetually in a state of change. Kotter’s eight-step model of change or Beer’s model of emergent change would also describe this better. There is a concern that the automated surveillance of productivity under the newly implemented hybrid model entrenches power asymmetries and disadvantage caregivers, deepening concern for substantive inequity further than concern for equity in the process.
[bookmark: _Toc229474774]

Scenario 3: Team Effectiveness and Development
[bookmark: _Toc229474775]Theoretical Framework: Tuckman's Team Development Model
One of the most prominent models of analysing group dynamics is the five-stage model of team development created by Tuckman (1965) and includes Forming, Storming, Norming, Performing, and Adjourning (EBSCO, 2024). According to the model, high performance cannot be attained by teams without going through the lower levels of conflict and role negotiation. The famous two-pizza team of Amazon is formed with small, autonomous and cross-functional teams to speed up the teams in the stages of Tuckman by keeping the size manageable, with clear ownership, and direct responsibility (Darkroom Agency, 2025). Yet, in the context of the large-scale and fast changing Amazon, not every team will always conquer the Performing stage, especially with the frequent reorganisation of the organisation, as well as RTO transition.
[bookmark: _Toc229474776]Two Key Characteristics of High-Performing Teams
Based on the model in the writings of Hackman, (2002) that are known as the Input- Process-Output model, and the model proposed by Tuckman, there are always two distinguishing features of high-performing teams: psychological safety and shared accountability.
The psychological safety, which, according to Edmondson (1999), is a shared belief that the team is safe to engage in interpersonal risk-taking, allows its members to take up a concern, challenge assumptions, and suggest innovations without the fear of reprisal. The strict Leadership Principles system of evaluation in Amazon undermines psychological safety in the high-stakes performance culture of the company, where 5% of workers would be ranked in the highest 'Role Model' category of employee no matter the level of performance at the team level (PerformYard, 2024). This builds into competition and not collaborations.
Shared accountability means that there is a collective ownership of results and not individualised performance measures. This is partially supported by the current six-pager narrative culture and PR/FAQ process of Amazon, which does not only involve teams to collectively discuss strategic proposals. Yet, as individual performance scores are separated in the performance of teams, personal accountability may destroy the unity in the team.
[bookmark: _Toc229474777]Innovative Team-Building Interventions 
[bookmark: _Toc229474778]Intervention 1: Psychological Safety Workshops with Real-Data Feedback
Amazon ought to apply formal psychological safety testing with validated tools like the Team Learning Survey by Edmondson after which they have team-level workshops. These sessions follow the Storming and Norming stages of Tuckman and they aid in ensuring that teams bring up and diffuse interpersonal tensions before they take root. Facilitators can use evidence-based feedback offered by analysing anonymised engagement data gathered through internal tools, which will relate the team culture with performance outcomes. The knowledge base of the proposed intervention can be explained by the framework of Norming stage of Tuckman model: creating positive norms that will enable the team to move towards Performing.
[bookmark: _Toc229474779]Intervention 2: Team Working Agreements and Accountability Charters
Team working agreements, written documents that have been co-authored and explicitly define how a team will communicate, decide, conflict, and share work, have become a best practice in managing high-performance teams (Majka, 2024). A working agreement would apply to Amazon teams, particularly in the post-RTO hybrid setting, which would involve: protocols in communication across time zones, decision-rights mapping, guidelines on respectful challenge of assumptions, and an agreed course of escalation. Studies confirm that these agreements greatly strengthen the unity of the team, decrease the ambiguity and improve accountability (Tuckman and Jensen, 1977).
[bookmark: _Toc229474780]Research Synthesis: Best Practices in Team Working Agreements 
A successful team working agreement, based on recent research in practice must comprise: a purpose statement, role definition and decision making, communication protocols and meeting protocols, conflict resolution procedures and performance appraisal schedules (Wellhub, 2025). These elements directly correspond to the Norming stage of Tuckman, where norms and expectations are established between each other. In the case of the two-pizza teams at Amazon, contracts give the structural framework that hastens the progression to the Performing stage without compromising the autonomy that is characteristic of Amazon culture. Most importantly, working agreements should be made as living documents - reviewed quarterly and updated as the team composition or goals change - in order to avoid Refreezing un-productive norms.
One potential criticism of Tuckman’s model is that it is too rigid and overly linear. Hackman’s (2002) conditions-based framework allows for the building of structures and supportive contexts, and Belbin’s (2010) role typology focuses on behavioral complementarity rather than the developmental stage. When taken altogether, these models show what Tuckman’s model does not: Amazon’s forced-ranking system eliminates midpoints which disrupts role balance and eliminates “Plant” and “Monitor-Evaluator” voices to cut down on conflict and barriers to innovation. If the company doesn’t change the system of rewards, then Edmondson and Bransby (2023) are correct in saying that the behavioral changes are unlikely to sustain. Considering how Amazon’s competitive nature and their growing focus on psychological safety disrupt each other, they are attempting to resolve an underlying contradiction, rather than treat safety as a training intervention for the system.
[bookmark: _Toc229474781]

Scenario 4: Performance Measurement and Control Systems
[bookmark: _Toc229474782]Theoretical Framework: Kaplan and Norton's Balanced Scorecard
The Balanced Scorecard (BSC) was introduced by Kaplan and Norton (2005) in the Harvard Business Review and transformed performance management by integrating financial and non-financial measures; incorporating both financial and non-financial indicators around four perspectives: Financial, Customer, Internal Processes, and Learning and Growth (Yawson and Paros, 2023). The BSC goes beyond the conventional accounting-oriented control systems by encapsulating the intangible assets such as employee capability, innovation capacity, and customer loyalty that bring long-term value creation (Kumar et al., 2024). The BSC as a manager of the business analytics department offers the best control architecture in the multi-dimensional performance context of Amazon.
[bookmark: _Toc229474783]Applying the BSC to Amazon's Performance Measurement 
	Perspective
	Strategic Objective
	Key Performance Indicators (KPIs)

	Financial
	Maintain profitable growth across business units.
	Revenue growth, AWS operating margin, Cost-per-unit, R&D ROI

	Customer
	Remain customer obsessed as competitive differentiator.
	Net Promoter Score (NPS), Customer satisfaction (CSAT), Prime retention rate

	Internal Processes
	Operational excellence and engineering velocity.
	Order fulfilment cycle time, Deployment frequency (DORA metrics), Defect rate

	Learning & Growth
	Build capability and have an innovation culture.
	Employee engagement rating, Training hours per employee, Internal promotion rate



[bookmark: _Toc229474784]Control Mechanisms for Individual Performance Monitoring
The performance management system at Amazon combines the BSC and the individual-level KPIs placed in the Forte performance platform that assesses employees in three dimensions, i.e., Job Performance (what was delivered), Leadership Principles adherence (how it was delivered), and Potential (readiness for growth) (PerformYard, 2024). DORA metrics deployment frequency, change lead time, change failure rate, and mean time to recovery are KPIs engineering team-level indicators that balance the technical production to the organisational strategy (PerformYard, 2024). Analytics dashboard gives real time visibility of these indicators and the managers can intervene proactively as opposed to being reactive. Fluidwave (2026) suggests that the operational KPIs should be reviewed monthly and strategic scorecards, once a quarter, which is an appropriate frequency within Amazon.
[bookmark: _Toc229474785]Measuring Team and Organisational Effectiveness 
In addition to personal KPIs, Amazon uses 360-degree feedback, management-by-objectives (MBO) models, and Learning and Growth perspective of the BSC to gauge team effectiveness (Lutz and Fortune Intelligence, 2025). The criteria of team effectiveness specified by Hackman (2002) as task accomplishment, team capability preservation and member satisfaction are the characteristics of the multi-perspective design of the BSC, which offers a theoretical framework of the multi-level measurement system applied at Amazon. At the organisational level, the ultra-meticulous data and metrics system that is characterised as end-to-end, real-time, input-focused, and powered by artificial intelligence that Amazon has implemented allows detecting anomalies, creating insights, and automated routine decisions (Mathews, 2023). This is a type of prescriptive analytics used in organisational control.
[bookmark: _Toc229474786]Data-Driven Decision-Making in Monitoring and Control
Business analytics boosts monitoring and control through is transformation of raw operational data to actionable intelligence. Descriptive analytics, using Amazon Brand Analytics and in-house dashboards, reveal past performance trends. Through Amazon SageMaker, predictive analytics can be used to predict future performance paths to allow pre-emptive allocation of resources. Prescriptive analytics suggests the best managerial choices- such as what the most effective team structure is likely to achieve the greatest engineering velocity, or what training programs are most reliably anticipative of promotion readiness. Bringing all three levels of analytics into the performance management cycle is the analytical ideal, which will transform BSC as the fixed scorecard into the dynamic decision-support system.
[bookmark: _Toc229474787]Limitations, Unintended Consequences, and Ethical Implications 
The performance measurement system used by Amazon has huge risks but is very sophisticated analytically. Goodhart Law - When a measure becomes a target, it is no longer a good measure - is very much applicable here: forced-distribution rating system of Amazon (only 5% became Role Model) is incentivising perversities, in which employees maximize visibility, not meaningful contribution (PerformYard, 2024). The paternalistic tracking of engineering performance through the DORA metrics and AI-driven surveillance are very serious ethical issues related to employee privacy and control. Studies have shown that when metrics are applied excessively punitively, it leads to the undermining of a psychologically safe environment, as well as longer-term innovation (Fluidwave, 2026). Performance systems need to be geared towards coaching and developing rather than ranking and eradicating, ethically. To ensure employee trust and organisational legitimacy, transparency regarding what is being measured, the reasons, and how it is used to make decisions are preconditions.
[bookmark: _Toc229474788]The BSC system has also been critiqued because it has a rigid and overly top-down managerial style (Nørreklit, 2003). Amazon enforces casual links between learning, growth, and financial outcome in their model, but even from a design point of view, this can “freeze” the company’s strategy. The framework gives an unavoidable the balance between control and innovation: overly tight KPIs can suppress the kind of experimental innovation that was responsible for the development of the AWS, and then privilege an exploitive imbalance over March’s (1991) framework of balance. The deeper critique of this model shows that it has daunting risks related to over-measurement and the growth of an invasive surveillance system, and also algorithmic bias can create inequities that ultimately harm the most marginalized. Amazon’s issue is not the lack of measures; it is the lack of wise measures. The BSC should be supplemented with measures that are adpative, qualitative, and co-designed with employees to protect innovative capacity.



Conclusion
The four dimensions of organisational management examined at Amazon critically in this report have been applied using the known theoretical frameworks and business analytics perspectives. The Rational Decision-Making Model helped shed light on the advantages and the shortcomings of the historic decision of AWS made by Amazon. The Unfreeze-Change-Refreeze Model created by Lewin offered a systematic course on how to remedy the cultural dysfunctions in Amazon, especially the conflict between performance and wellbeing. The model of team development created by Tuckman informed specific interventions to develop psychological safety and shared accountability in Amazon two-pizza teams. Lastly, the Balanced Scorecard created by Kaplan and Norton provided a holistic design of performance measurement and control, and also pointed out the moral dangers of excessive dependence on quantitative monitoring. Combined, these studies indicate that successful management of a diverse organisation like Amazon needs to combine strict theory, situational decision-making, and ethically based analytics.
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