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Introduction
Through this assignment there will be a critical analysis regarding the environmental change within business management, to adapt to organisation and leadership, including automation. This will be discussed through chosen company Amazon a multinational American technology company. This will be combined with NatWest bank a national bank based in London, where both the effects of change will be discussed along with how the economic change affected the leadership of the company, this will be highlighted with adapting Lewin’s change management model. 
Lewin’s theory is chosen because it has been demonstrated within both companies how Amazon and NatWest use automation as part of their management to progress themselves and make massive organisational change to their companies. This includes the management structure of both companies, changes made within both companies and the lasting effects. Furthermore the benefits or downfalls of using Lewin’s management model in an organisation, alongside how automation effects companies on a wide scale. 
Analysing and evaluating the relationships between organisational culture and changes will be included. Due to the global effects of the pandemic (COVID-19) the world of work is changing throughout, there has been more diversity incorporated within the workplace due to companies considering the diverse cultures within the community. 







About NatWest Bank
NatWest Bank has been established from 1968, Westminster Bank and District Bank came together and formed into National Westminster bank, the bank was one of the first to have cash machines ATM from the 1960s and 1970s, moving forward to growing, NatWest launched their first debit card in 1980s, NatWest was leading the way of innovation as one of the first banks to launch Apple Pay and TouchID security (NatWest Group, 2022). This implies that NatWest was customary with use of automation, therefore this started off as an advantage due to the company growing globally and forming a popular reputation as a bank, although there is a disadvantage presently due to relying on automation has taken away jobs in their company. 
Customer now must mainly rely on technology to do their banking services, this caused extreme pressure for both the customers, and the employees losing their jobs during the pandemic of Covid-19, 2020. This demonstrates loss of human interaction, lower quality of face-to-face communication for customer service, (Economicshelp.org, 2022).
NatWest as a company highlight support on enhancing digital technology in their business, encouraging customers to adapt more online banking. NatWest notes (2022) as a company continue to innovate and accelerate their digital transformation. Harnessing new technology and partnering with leading organisations, evolving customer experiences. Have invested three billion during the period, investing technology. This demonstrates the support of automation services for better customer service regarding banking. 
 Although this is a future target showing some positive transition of management and fewer hours for staff to have flexible time, the downfall is the contribution of job losses contribution got the increase of unemployment within the U.K. 
BBC (August 2020) states ‘Cuts would be made through voluntary redundancies. Cuts are part of longer-term plan to adapt as more people bank online. We must respond to changing customer behaviour and rising customer demand for digital banking service’. Although this was a environmental change, this implies some decisions was based on the demand of customer service.
This also implies the negative approach of depending on automation of customers using online banking and losing the human interaction, adding to people depending on technology loses quality of social communication.

About Amazon 
Amazon was established in 1994, Amazon open for business as an online bookstore originally, within months the retailer began to sell books through amazon around 45 countries including United Kingdom, and all the United States of America. Founder Jeff Bezo this was based in Seattle.
By 1995 Amazon began selling groceries, furniture, helping local businesses by producing a packaging and delivering service to the post office within the U.S, Amazon as a business moved their main office to Washington, DC and created a financial service industry in New York City. 
By the late 90s Amazon produced their own website and went live to the general public as Amazon.Com, Amazon had shipped over 20 million items to 150 countries around the globe, by 200 Amazon had produced their own items up until present such as Amazon Kindle 2007, Amazon Fire 2011, Amazon Prime demand service, video and computer and latest Amazon Fire stick, Alexa (A virtual personal assistant) , giving contextual response to what the customer wishes her to do so created in 2014. 
‘Amazon is important, as an example of current trends in automation, because its international reach and growing market share place huge pressure on its competitors to imitate its methods’ (2021) Amazon is one of the first companies to introduce and keep up with the transition of adapting automation within their work organisation, this was before pandemic, Amazon has become a global example demonstrating the positive goals in organisational changes, being one of the highest competitors worldwide. 
According to Sabandam (2020), ‘Amazon was an example of modern technology being adapted to managing their business, the company increased the use of machinery in workhouses from 1,400 to 45,000. However, this increased the rate of hired workers to robot machinery for packaging’. This portrays that automation was a positive attribution Amazon regarding managing packages of their products, while hired workers within organisation can concentrate on other core responsibilities. For instance, other creative ideas for products, problem solving and higher value tasks. 









1.Critically Discuss How The world of work is changing, using relevant literature and organisation 













Positives and Negatives of Automation in the Workforce
As published by econmicshelp.org (2020), below is listed the pros and cons of automation within the workforce, this table highlights the similarities portrayed through both companies. This will be demonstrated through Amazon and NatWest.
[image: pros-cons-automation]
Although there are cons, this table shows that automation is more proactive within companies because there is less cons. However, this would depend on the management structure of the industry, due to the right organisation using the right strategy, this is regarding to Lewin’s management model. 
The two companies that will be discussed were chosen because they both reflect how automation can change a company throughout the economic change for instance, the pandemic of 2020, Brexit 2020 and how this influenced the leadership and management of both companies. This is highlighted because there was both advantages and disadvantages represented through the time of pandemic, which portrayed necessary changes within both industries due to economic change. 
It be portrayed that the changes through Amazon helped to develop more employment, whereas NatWest Bank resulted into high job losses which contributed to affecting the customer service of the public, whereas Amazon had a positive customer service and mass increase of employment without losing their reputation throughout the world.
Hall (2021) states that Amazon had a growth rate in the business which was 20% higher than their sales growth rate. We think automation, innovation, and the machine learning company who heavily use robotics and benefiting from one of the highest revenue per employee ratios in retail. While these features are all true, there has been a consistent trend which is counterintuitive and offsets the improvements of innovation and robotic’ (Hall, 2021).   This implies how the world of work benefited from making automation a priority of change in their workforce, adapting to necessarily changes within organisations.
















Amazon Reconstructing  in the Workforce
Amazon had a better way of management in preparing their employment colleagues for adapting automation without losing their employees, Amazon as company prepared their employees and created transition of jobs for workers from warehouse to practically delivery service. 
In 2017 Amazon prepared employees introducing a program called ‘Career Choice’, where the program helps train employees in demand jobs and allow workers to prepare for automation as stated by Inc.com (2017). 
Amazon for over ten years have been restructuring their employees to adapt to automation this program was known as ‘Hands off the Wheel’. This was to form the progress of creating automated tasks and getting the same employees to build new products and work in other departments of the company without reducing jobs, the strategy helped the company as whole because the transformation of skills operated actively, (Amazon, 2020). 
This shows a positive highlight of employees being able to keep their job and working fewer or better working hours in a different area of work without job losses. Management transferred the employees skills into other sources of the company, this demonstrates more efficient production.
Amazon top CEOs of the company wanted to use automation so that hours can be reduced by 30% with using technology to analyse data, staff assignments and when reviewing reports as stated by Forbes (2022). This demonstrates that automation can be beneficial business management, and this can increase work life satisfactory for their employees which gives a positive outcome overall. 
According Kantrowitz (2020), ‘Amazon for over a decade has been pushing automation within their work environment, and this was done not to eliminate jobs but to have automation work along side tasks and enabling people to work and build new products or work on more useful tasks within the company. The company wanted the staff to do more and due to their increase over the years, the strategy has paid off in them being a high competitor around the globe.  







2. Critically evaluate how an organisation may use Lewin’s management model to implement change due to automation 















What is Lewin’s Management Model Theory	
REFREEZE
CHANGE 
UNFREEZE


It is important to understand the change process this will help you to manage the changes and get the workforce support behind your decisions. 
The name of the model comes from the idea that an ice block can't be forced into a new shape without breaking. Instead, to achieve a transformation from one shape to another, it must first be melted (unfreeze), poured into a new mode (change) and then frozen again in the new shape (refreeze)’ (TechTarget, 2019).
This management model process is called Lewin’s Management where you Unfreeze- Change- Refreeze. This theory is formed from changes being made within your company described like when an ice freezes melts and change shapes and refreezes again.
Lewin’s management helps companies look at an organisational structure. This model is to create a simple but effective approach of making changes, leaders need support with the changes, they want to make sure the changes happen swiftly which is where shaping transformation like a block of ice with moulding the change comes into place. 
The leadership is important to help encourage the total workforce to come on board, the change is initiated by the leaders who will explain the changes and the establish clear goals step by step so this can help the workforce to adapt to the structure of change, making affect to the companies (Ref). 







Unfreeze
The first part of unfreezing is about planning changing the way a process or product is produced within companies, this could be on a production line or in office setting. 
When you unfreeze, there is a number of negotiations have to take place within unions to make sure the employees are being treated fairly with the changes. If there is a union within the workplace, the employees have a right to voice their wishes and feelings about new processes and changes being implemented, regarding their present contracts. This needs to be addressed within all companies that have a union. Trial periods maybe set sometimes this can be twelve months or one to two years to see if the changes work.
An example is how products are being produced, instead of four pairs of hands employees putting components together, the company would implement changes to add automation instead. This is shown through companies such as NatWest and Amazon. 
Amazon processed an Unfreeze procedure through having automation in the warehouses and enabling employees with driving licenses, to transfer their work skills into delivering the products and promoting a better service for the customers, due to high demand of orders. 
‘The Prime Now business has seen a mass increase in volume and is now offering labour share opportunities’ (Insider, 2020). This shows how the Freeze process began to process during the pandemic.

This process will affect the whole workforce due to job being changed, community may be affected such as for instance, NatWest shutting a bank in a small area this will affect the customers having to find transport for another branch which effects their time and money, and the stability of them staying with the bank. Both examples portray the process of unfreezing and adapting a new strategy to make the company a better workforce.
In year 2017 NatWest began to reduce face to face banking in the rural areas, this was due to the increase of online banking and paying by phone, computer or any other technology device, due to the pandemic (COVID-19) this became increase in practice due to the global issue of people having to stay home. News article by The Guardian stated that ‘Addressing concerns about how the closures will impact groups who do not use digital services, the bank said: ‘We take our responsibility seriously to support the people who face challenges in moving online, so we are investing to provide them with support and alternatives that work for them’ (Quach, 2022). This implies NatWest despite the backlash of losing some customers due to difficulty with finding another local branch nearby and groups not being able to access banking online, they still felt this process was the right decision on a wider scale in their business, saving the bank revenue. 
Staff will need informing of the immediate changes, training will need to be arranged. Advertising the new product to Customers will need arranging promoting and launching. 



















Change
The change part of the process is about getting the company to get used to that change and applying the changes being made to improve the process of the production in the company. Through this process the company must inform their workforce how the changes are going to be made while they are going to made, informing where the changes are going to be made, and explaining how the changes will benefit money, energy, and time, and telling them why the changes will help save money or time and why this will benefit the company. 
Once the changes have been implemented to secure long sustainability, the company needs to give the workforce a period to adjust the changes and continue to let the company grow. This also enables the company to give the employees at the company a notification about the changes, letting them know when the changes would be made through contacting customers and suppliers alongside how the changes will be made through each department of that company. 
This process would mean the company would have to notify the suppliers who apart of the trade, for instance NatWest used Lewin’s management model through their distributors during the pandemic (COVID-19), their changes implemented for employees to take redundancy when closing branches, however a new process was marketed for the vulnerable clients that had high interest, to receive face to face service in their own homes, so the bank will not lose hight interest.
‘The community banker's role is to guide people to the right place and explain what to do, rather than solve all problems there and then. They carry iPads to show customers how to set up online accounts and can arrange for them to speak to advisers via video link or phone’ (Bischoff, 2022).
Another change for NatWest was during the process of unfreezing and reliance on automation through online banking this implied NatWest to change their organisational structure from the top which is the management and leadership. ‘Well-defined organisational structures establish the roles and processes that enable businesses to get things done. During a growth phase, when a company might be launching new products or expanding into new markets’ (NatWest, 2021). This implied the changes within the main management to go along with the growth phase of online banking and less face to face service, due to both the pandemic and the automation making a large effect in businesses and within the community as online banking was growing. 
Another example is Amazon which implies that ‘It all starts in Amazon's fulfilment centres, where products come in on lorries and travel inside on conveyor belts, beginning their journey to you. A surprisingly efficient process kicked into gear once you ordered your blanket. Stowed randomly with millions of other products—a method that ensures a wide variety of items lie close at hand—the product is whisked to an associate for picking via orange robotic drive units that move inventory around the centre’ (About Amazon, 2019). 
This reference implies that Amazon showed both the Freeze and Change process of Lewin’s management notifying both the customers and the employees the routine of how automation collects data from customers online to prepare their products for fast picking and then enables a fast delivery.
















Refreeze
Once the first two stages of Unfreeze, Change have been implemented the company begins the Refreeze stage with all departments having to embrace the new structure. Through this stage the organisation begins to adapt within the new routine with those changes, employees become more settled and comfortable with the new procedures and policies and change of interaction through automation. 
This process allows employees to settle in and be confident with the new ways of working. The company highlights the positive aspects and the employees reaching new goals as something to be proud of as a whole company and celebrate being on board with the anchor of change. 
It is important during the Refreeze process for the workforce to feel part of the whole change and feel supported in the decisions and feel the equal success of the outcomes of the company, this is because by having everybody on board can create a positive working environment making everyone feel included as a brand. 
The new roles and new interactions and goals being met through the changes to the refreeze enables the workforce to recognise the benefits and reassurance that all employees can embrace their restructure and routine. 
‘Amazon automation can free up the time and resources needed to grow your Amazon business. Automating your Amazon Business can help cut labour costs, improve order processing efficiency, and handle customer relationships’ (Skubana, 2021). This implies how Amazon creating an anchor of great change for other customers who had their own businesses, because due to the change and refreeze process, customers with their own business were able to gain profit and this enhanced both business small that collaborated with big businesses with delivery service such as amazon. 
‘NatWest Group is preparing for a future where just 13% of staff work from the office full-time, as it becomes the latest major business to plan new remote working rules beyond the pandemic. In a third pattern of working, which will be the most common, 55% of staff will adopt a hybrid of home and office working. This option will be offered to many of the bank’s customer-facing staff, who are increasingly dealing with clients via video link’ (Markortoff, 2021). 	This implies NatWest had both a positive and negative effect of their business due to the rise of online banking which made their business reduce workforce, which was a different outcome to a large retail company.
3. Reflect on any Organisation of your choice, critically discuss how type of organisation structure many influences change management process 
















Reflecting on both companies, due to the information collected above, the best company to address within organisational structure best suited is Amazon rather than NatWest Bank. This is because even both companies used automation to enhance their company, Amazon had the best come than NatWest due to building their workforce and enabling their employees to keep their jobs, building a positive company and better lifestyle for all. 
In regard to Amazon creating a new organisational structure, for ten years the Amazon CEO when making cultural change within the company, imbedded this structure to enable the employees of all departments to understand the transition of changes being made, enforcing a positive and constructive outlook for all employees and partners, stakeholders, managers, and customers. 
Business article by Eckstein (2015) addressed when interviewing CEO Jeff Bezo that, ‘This vision for cultural change within the workplace should be frequently communicated to all employees in multiple ways, meeting, emails, memos. This communication should include the reasons why and how it is vital for the future to change within the company’. 
Following Benzo he demonstrated to first establish the vision to alle employees within all departments through all forms of communication explaining the changes. Following a set of strategies that would support the changes such as employees can give feedback on how the new processes are working. Providing training to managers to apply in their department how the process will be. 
This follows through with the head of department monitoring those that do not wish to adapt to the new changes, this includes promoting rewards amongst the workforce enhance a positive work life. 
This follows along with new pay, passing on profit to their employees, hiring mentors to help the organisation stick to the new culture and to adapt the core elements within all units of the organisation. This includes new stories, symbols to support the companies’ new vision for the future for both employees and customers. 
It evident within the world of economics that Amazon is high respected company with positive work life culture, that all other companies long to follow and want to know how they work and improve every few years, innovating their business and keeping on top of the global changes. 


[bookmark: _Hlk119572294]Amazon’s structure demonstrates the hierarchy with the team of global head of departments remaining under one CEO, globally alongside the global groups that expand the market. This implies that Amazon’s structure working under one person enables a company to be influenced because the global changes and the geographical changes that are made regarding the amazon, has wide variety giving a massive impact on the communities that the CEO collective works with. 
[image: Amazon's Organizational Structure]
(Amazon's Organizational Structure [Interactive Chart] | Organimi, 2015) 
(Nawest`s Oranizational Strusture {Interactive Chart} May 2021).
[image: Company legal structure]



NatWest Organisational Structure
NatWest organizational Structure is very different from, Amazon we have a structure there are heads of all the different sister company and the companies are Limited. 
This shows the NatWest hierarchy are formed from limited companies where Lewin`s management theory would not always work as different companies’ cultures allows all the CEO of all the different divisions to run this bank and make organizational changes. 
This because the structure of NatWest has partnerships alongside the head of departments running the company, where some structure is divided. An example of NatWest making decisions within management resulted in the company selling off their shares to other companies, main stakeholders are owned by RBS (Royal Bank of Scotland). ‘Critics blasted NatWest throughout the 1990s for waiting too long to divest money-losing distractions until RBS acquired NatWest in 2000’ (Sull, Page 3, 2005).
Over time, these routines resist change. With repetition, processes become second nature; people stop thinking of them to an end if they think of them at all. When the environment shifts, managers’ commitments to existing processes trigger an actively inert response’ (Sull Page 3, 2005). This implies that NatWest while applying the Unfreeze first stage of Lewin’s theory, management did not follow the concept to inform their employees and offering to help them adapt these changes, therefore the changes within the company was a negative response. 
Unlike Amazon where the one CEO had management a balance of applying changes and keeping his department up to speed and on board on the transitions, the management of NatWest portrayed throughout the years before a global change like COVID-19, have always needed assistance with decision making, they have had to partner with other companies to help them with the changing innovations.
‘Management recognised they needed to take rapid decisions on the integration strategy and communicate these decisions to the financial markets and to staff as early as possible: this would provide reassurance during a period of inevitable uncertainty’ (Kennedy, Boddy and Paton, Page 370, 2006). This implies NatWest management cannot make rapid decisions and merging with another company helped them improve as a company, they could not manage as an standalone bank like their competitors.

Another issue that was recognised with NatWest compared to Amazon, the decisions to reduce staff rather than applying training or transitioning departs of employees to other are of employees, result of closing branches in local areas, and errors with customer using online banking gave a negative outcome on the process and growth of the business. 
‘NatWest ’s internet banking has stopped working, according to its customers. Users instead saw an error page that told them “Something went wrong” and that there had been “some kind of error”. The bank said on Twitter that it was looking into reports that users were not able to get into their accounts’ (Griffin, 2021)
The outcome of negative feedback of NatWest not benign able to help customer online or fix the technology quick enough, resulted in lost of custom and customer moving to other competitors. Furthermore, NatWest in the future could have used Lewin’s theory to reduce letting go of employees and adding to the unemployment market and adapt remote working where one department could be trained to off online support to customers via telephone or email, this would reduce losing profit within the public. NatWest in the future should off remote working and flexible hours this would help them as a company offering a better-balanced working life. 












Conclusion 
It is concluded that Lewin’s management theory is not suited to all company, with a multimillion company like amazon this theory is suitable and can increase work and improvement of profit, whereas a national bank company like NatWest bank will struggle to increase jobs, as their change of service with automation reduced the needs for hands on work and increased job loss within the unemployment market.
It is also concluded the management structure of Amazon as multinational company works well with Lewin’s management model theory better than NatWest which has a shared partnership with other companies. As they become effected by the economic changes, NatWest needs to reduce the manpower within the workplace, and learn strategies to inform and help their management apply changes to all departments and training to their employees. 
‘Amazon is important, as an example of current trends in automation, because its international reach and growing market share place huge pressure on its competitors to imitate its methods’ (Vickers & Holland, 2021). This implies amazon set high standards as a high example for other companies to want to follow their strategy to make their company grow in both the work field and profit. Other companies have tried to follow suit Amazon’s ways of working, as they see their transitioning an organising their company as a lessons within he business, Amazon as a Company and the head CEO, make productive changes without giving away their strategy methods to other competitors. 
‘Many praise Lewin, the man of science, the ‘great experimentalist’ (Marrow, 1969: ix), for providing the solid basis on which change management has developed’, (Bridgman, Cummings and Brown, 2015). This suggests that Lewin’s management tool is a good way for large companies to adapt their changes within their business. 
It is a conclusion that automation along with economic change, the process may not apply to all companies, preferably large companies may manage better globally compared to SME businesses, this can also depend on the sector of the company. As amazon is a delivery product franchise, where as banking services is banking and retail sector, this sector may need a different approach to make organisational changes, this also applies the difference from a shared stakeholder company to a one director company. 

Another process that was noticeable is that all companies could adapt remote working and flexible working, due to the global changes alongside making work life better for departments in any sector of business, to meet customer demands. This is highlighted in recognising where NatWest could have applied flexible working hours, compared to Amazon transitioning their employees to another department such as warehouse to delivery for products or groceries, without losing money and enabling to paying high wage and staff bonuses, to keep their employees interested in the progress and changes made, and still meeting the needs of customer requirements. 

















Recommendations
It is recommended that large global companies with multiple services should use the Lewin’s management model theory because it will benefit the growth and expand the company globally such as Amazon. 
It is also recommendation for multinational companies to consider using Lewin’s theory for specific sectors like retail, this includes companies where stakeholders will embrace change alongside the management structure, that are willing to apply information and training to all departments ana managers of their franchise. This can give good decision making and enable employees to stay satisfied with feeling involved in the transitions. 
Furthermore, a well-managed organised structure that incorporates cultural change within the work lifestyle of employees and automation can benefit employees to keep their jobs and trained to transition their position with better pay and positive outcome for both employees and the public and communities who use their service. 
Limited companies like NatWest that did not have suitable resources for progress of making changes, NatWest should think about the overall impact through all departments when making changes, not just focus on reducing staff because of automation, in future companies like NatWest and the shared stakeholders, must look at training and transitioning their staff to other departments. Companies should think about using skills creatively within one are of their department rather than letting go of their staff. 
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