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[bookmark: _Toc39225305][bookmark: _Toc39870696]Executive summary 

This document contains the methods of ai that amazon use such as their machine learning amazon go and amazon prime air that allows them to interact with customers differently than usual.
Next their methods of implementation such as parallel to run the new system at the same time as the old in order to keep running and get used to the new system, pilot to put the system in one store and roll it out if it is successful and phased  implementing a plan step by step until it is fully integrated rather than all at once. all have a different way of integrating new systems in to the business by running them, in different ways 
Finally, methods of change that allow the business structure to change so that staff can adapt and be able to work along new systems in order to work efficiently by using Kotter’s 8 steps model or Lewin’s change model 
This also comes with recommendations on the best approach to changing the systems buy recommending a small change to start with a machine learning program and running it parallel to the current system so that it can collect data and give out predictions to drive change then by using Lewin’s model to break down what needs to change and reshape the business until it is suitable for the new system then keep that in place so that it can continue to run with the new changes in place.
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[bookmark: _Toc39870697]Introduction
In today’s consistently evolving society where technology is making strides to change the way, businesses operate amazon has taken these new technologies and made improvements to efficiency in how they operate allowing them to provide a better service. Argos a similar service in terms of they have the warehouse that allows you to order a massive variety of products, however, does not possess the technologies that amazon does to improve their ways of operation this document will detail ways in which it is possible to adjust the business two be more adaptable to new methods and be able to change cohesively with as little inconveniences as possible during the shift of methods. The new methods in question are Artificial Intelligence (AI) which can take many shapes and forms from a chatbot to a lifelike robot. Put simply artificial intelligence is the knowledge that has been obtained in an artificial manner (lee,1992) so although a computer can hold the data it can not apply it unless given the ability to do so by human intervention through coding and giving it the commands to work with otherwise it is just another form of storage.
[bookmark: _Toc39870698]Types of Artificial intelligence 
AI comes in many shapes and sizes and with different functions. The four categories of AI they are;
· Reactive machine 
· Limited memory 
· Theory of mind 
· Self-awareness

Reactive and limited memory are both forms that are used today the other two are the potential future for AI that changes the game completely with AI being almost identical to humans but being able to do everything better (Joshi, 2019) than we can which can spring some ethical issues but to digress reactive machines so they react to a set amount of scenarios that they are given and are only limited to that set of instructions whereas with the limited memory systems it has the capabilities of the reactive machine but with the ability to adjust and learn from a set of previous experiences, this such system is used in the Amazon go stores that allow people to purchase items by just picking them up and walking out of the store with the item as the system in place was fed so much data that it is applying and learning from allowing for a simple and quicker shopping experience. It does this by using the same form of technologies that are in driverless cars (Amazon.com, n.d.) similar technology can also be applied with amazons drones for delivery with the anti-collision technology which allows it to make safe decisions in different scenarios (Amazon.com: prime air, n.d.)  these are forms of technology they have that allows them to operate more efficiently and cut down on costs in the long term and allow the customer to be satisfied quicker by assuring that they get their goods as quickly as possible which can lead to better customer retention as “Customer satisfaction has been regarded as a pivotal element in maintaining long-term customer relationship in the literature of relationship marketing” (Siu & Zhang & Yau, 2013)  and being able to keep customers can be key to businesses to stay afloat. 
Additionally, amazon uses deep and machine learning in order to improve many aspects of their business allowing them to optimize their business and improving on many aspects such as customer service, product selection along with their logistics (Amazon Web Services, n.d.) they do this by predistortions based on historical data that can improve the understanding and make it better fir the business to fight predicted issues. There seems to be a theme of customer relations and assuring that they are getting the best service as possible by improving efficiency and giving them what they want or need and quickly. 
[bookmark: _Toc39870699]Implementation methods 
for new technologies to be added to places like Argos there needs to be a plan to be able to implement the new systems in place. The method to use will depend on how drastic the change or the best one that can fit the business depending on size and example would be that a larger business would do well with a pilot implementation method as they can choose one location as a test then be able to roll it out to additional locations if it has been proven to work. 
[bookmark: _Toc39870700]Pilot method
 The pilot method as explained previously is to be able to test the system before rolling it out on a larger scale and for Argos, this could work as they are UK wide they have plenty of places that they can test the system of a new form of AI such as to have an automated warehouse they could choose a small sample of tests that they could run and see if it would work over a period of time and if it works in that one store begin to roll the new system out to more of their stores and continue until the new system is completely rolled out to all locations and the more they roll it out the more accurate the data will be to analyze how well or poorly it is working. This will “show the potential and test the new platform (Enate) in real conditions and to prove technical feasibility, much as it is in proof-of-concept scenarios.”(Simek & Sperka,2019)
[bookmark: _Toc39870701]Parallel method 
This method is where you run a new and old system at the same time this allows for the business to run as usual but implementing the new system at the same time. An example can be amazon prime air where they still have their traditional style of delivery but they also have their new form of delivery operating at the same time this allows for a potential improvement to be put in place without completely changing and causing a potential detriment to the workplace by switching for a system that does not work. In this environment, much emphasis is put on parallel testing, or the ability to test multiple devices at the same time using a single tester. (naing et al,2012) this means that due to the need for high productivity today that it can be an effective method of running and testing.
[bookmark: _Toc39870702]Phase method 
Phased is the method in which there is a changeover that takes place in steps so that a new system can be put in to place one piece at a time rather than all at once or running two systems at the same time. An example of the phase method will be covered later and that is Lewin's change model as it is a three-phase method of change or implementation.
[bookmark: _Toc39870703]Methods of change 

For new systems and practices to be put in place there must be some way for the business as a whole to change and adjust to the new systems so there are theories of change that will allow for such changes to be made subtly without causing too much confusion and uncertainty so that things can continue to run as normal  change management can be described as “the process of continually renewing an organization’s direction, structure, and capabilities to serve the   ever changing needs of external and internal customers”( Moran & Brightman 2001)
[bookmark: _Toc39870704]Lewins change model
[image: ]this model can be represented as  ice it is rigid and cannot be changed in shape unless it is melted and reshaped and that is the way that this change method works by undoing the way you operate and change the way it works until you get to the point where you are ready to refreeze thus completing the change Figure 1: Model of organizational change shows the Kurt Lewin’s three steps model: Note: The arrows show different stages of Kurt Lewin’s three steps model and not the relationship between variables.(Hussain, syed talib et al.,2018)



“The Lewin model (1951) provides sequential anchors (Unfreezing, Movement, Refreezing) for discussing inevitable contextual (systemic) changes in a somewhat linear fashion”( Manchester et al 2014) it allows for large and small businesses to adjust their way of working to suit the needs that the change requires in this scenario the adoption of AI which can pose well for this model to be used, for  example, unfreeze by seeing what is being done, reshape by implementing bringing in the new methods and then refreeze with the final product of the change that is now integrated with the working environment.
[bookmark: _Toc39870705]Kotter’s eight steps 
This method of change comes in 8 stages towards making a change in a business 
1. Establish a sense of urgency
2. Create the guiding coalition
3. Develop a vision and strategy
4. Communicate the change vision
5. Empower employees for broad-based action
6. Generate short-term wins
7. Consolidate gains and produce more change
8. Anchor new approaches in the culture (hackman, 2017)
The first step is to explain is to show the importance of change and show that something needs to change as opposed to just changing for the sake of it.in this case the fear of falling behind or a declining rate of efficiency which can make ai seem beneficial giving the right circumstances.
The second step is to gather people to help guide the change as it will prove difficult if only one person is an attempt to change an organisation on their own so having the support of others may prove the change to be easier to roll out. So, in this case, could be the assistance of the managers and area managers to be able to get a large range of assistance that covers a lot of areas of the business.
Creating a vision that is clear and concise to all within the organisational hierarchy can be difficult but vital none the less it’s important to have in place if there is a need to change there will need to be a plan in place to do so.
Communication is key in all businesses and this age, it is easier to achieve due to the amount of technology that surrounds us so next, there must a communicated vision to all members of the company to assure that they can fulfil their role.
The fifth stage would be to give power to the staff by getting staff involvement up in the change and help them to get rid of any obstacles that may get in the way of them making progress on the plan to change 
The sixth step is creating small wins by achieving task by task rather than taking everything on at once this allows keeping morale up as rather than it is a long tedious job that achieves nothing some tasks give more short-term purpose to each job.
Seven aims to capitalise on the wins to implement more change to further progress the venture of change best time to make a change is where morale is high and people more susceptible to change as they have been achieving their goals.
Finally, there is the need to assure that the changes stay as they are once in place and to do that that works culture will need to change and the way people work will have to stick with the new ways of working.
[bookmark: _Toc39870706]PEST analysis of AI
It is important before decisions are made to know where you stand in the environment so an external analysis. For this pest analysis, it will entail the things that could help or hinder the future and present of AI 
[bookmark: _Toc39870707]Political
Political factors are considered issues such as law or the party of the day that is within the government. A political factor would be the general data protection act as a lot of AI methods are used to collate data and make decisions based on data but that form of the collection will prove harder as all data in the EU now needs to have permission to share and use the data for analytics this can make the collection process more difficult for the machines to learn from. And with the talk of automated vehicles, there is the issue of the regulations that may be put in place in the future that could affect AI and autonomous vehicles greatly ((Walch, 2020) and now that we are in a global pandemic there are also government restrictions on movement and how we live meaning it could be harder for AI to be created even though it is coding and ca be done from home the access to equipment could be an issue that has an uncertain timeframe.
[bookmark: _Toc39870708]Economic 
AI can be costly to manufacture or implement that means for it to thrive there must be money for the endeavor however in the UK right now there is a panic of a recession (BBC, 2020) which could lead to a major issue and slow down the process as pockets start to go tight during a recession as it is the fear of the unknown and it becomes more dangerous for businesses to take risks.
[bookmark: _Toc39870709]Social 
Social issues in a world of the ageing population and where jobs can be hard to come by this can be a risk to ethics as we know it as automation is a huge factor people may not be so warm to the idea of having them come into the workplace in which they operate and this could lead to an unhappy population and hostilities in the workplace over the perception of losing their jobs(Walch, 2019).,
[bookmark: _Toc39870710]Technological 
The threat to AI could be other technologies we do not know the limit on how far it can go meaning that one day like past technologies may become obsolete and useless it shouldn’t be anytime soon but it is something that could become reality.
[bookmark: _Toc39870711]Conclusion 
AI is a versatile tool that has many applications from data collection to an automated car and is continuing to advance and evolve with businesses constantly enhancing and applying it in new ways to get a competitive edge or wow factor for customers and there are many ways to be able to implement these machines and change the business layout to accommodate to new systems it is just a matter of  finding what method is best fit for the business in question.
[bookmark: _Toc39870712]Recommendations 
Firstly the type of a that would fit in to Argos’ portfolio all mentioned previously in the types of AI section can be applied however some more difficult than others an example amazon go is a relatively new store concept that even amazon are still trailing with very few stores meaning that getting the know how may be harder to replicate for a business on the scale of Argos as that is relatively far from their expertise. next being the drones again very hard thing to replicate due to it being relatively new idea for delivery but there are other drones that instead operate on the ground however they usually only take small inexpensive items like your weekly shop but this would be better to implement lastly the machine and deep learning AI its not much but a helpful tool that can be used by Argos to optimize their operation from a customer sales point and from a logistics point of view thus an improvement on their efficiency and business in general additionally the amazon web service also gives guidance on how they use it and how it can apply to other businesses giving that little bit of advice as well as the technique.
The Machine learning will likely be the best option for Argos as it is likely the simplest method to implement out of the three and it can prove as a first step for Argos’ transition in to the new methods of working and will give them experience to potentially delver further in to the field  of AI. 
Next is the way in which this should be implemented in to the business so with the Machine learning being a system that learns from historical data the best idea is to give it as much data as possible in a way that doesn’t impede the business so running it parallelly would likely be the best choice as the system can run alongside while the business runs as normal meaning that it can collect data while normal business goes on rather than only putting it in one branch of the business can be applied to all to collect as much data from a larger sample.
Lastly the change strategy so of the two that have been proposed the most likely candidate for this model would just be Lewin’s as it is just a form of making a small change to the way of work rather than needing to change the entire structure as Lewin’s is just a case of reshaping and this form of change will not need a complete overhaul of the system in order to keep it running as it collects and practically will implement itself as long as there are people who are able to read the knowledge that comes from the AI  
If Argos were to go further with AI and adopt the other methods maybe piolet implementation would be a better form of AI as it’s a big project just to roll out all at once and would probably be better to implement in increments and roll out when it is proven to work in each place it has been implemented as for the model for change Kotter’s 8 steps may be more suitable as it would be a larger change and for a larger change you will need the support of all and for people to have the attitude to change you must let them know how and when and Kotter’s model of change is much more in-depth about how to change with its step by step structure for creating a detailed plan and assuring that all parts are communicating so that the change can be smooth and can continue to run once the full transition is complete and the new system is in place.
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