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Developing a new landscape for customer care
——Taking Amazon's fresh market in the UK as an example
1.Executive summary
More and more customer service is changing from offline to online, and the company begins to regard online customer service as an opportunity to provide strategic and experience-oriented customer service. Under the uncertain background in the future, it is a problem that every enterprise should think about to build sustainable competitive advantage with personalized user care.

Amazon's business strategy has achieved great success. The purpose of this paper is to discuss how Amazon's user care strategy will develop in the future. In this paper, PESTEL model, five forces model and SWOT are used to deeply analyze the external environment that faced by Amazon, and its competitors, customer experience and dynamic organization ability are discussed. Finally, this paper looks forward to the new prospect of Amazon's user care strategy in the next 3-5 years. 

Based on the above model analysis of Amazon's internal and external environment, the following conclusions are drawn: First, in the external environment, the political and social environment has a negative impact on Amazon's customer loyalty in the UK market in the short term, and the technical and ecological environment will not have a negative impact on Amazon in the short term, which may have a positive impact; But consumer bargaining power and the threat posed by competitors remain to be ignored; In the last part of the article based on the above conclusions on Amazon's strategy in the customer care to give countermeasures.
2.Introduction
Nowadays, all walks of life show business convergence. In order to build their own core competitive advantages, many companies claim that they should devote themselves to providing emotional support such as "customer care" instead of providing what we used to call "customer service"（Maekey，2020,p.2）. In the rapidly developing information age, information technology is reshaping the relationship between companies and users (Gorry，2011,p.4-5), and most of the time, both parties can benefit from it. In extreme cases, the abuse of technology may erode user care, which is counterproductive. How to build the core competitiveness of enterprises from the level of "customer care", and how to make their core competitiveness sustainable, these problems need to be studied urgently.

There is no doubt that Amazon has become a giant in the field of e-commerce. At present, it is involved in many industries such as e-books, food, games, advertising, baby products, retail, logistics, warehousing, medical treatment and health care, etc. In the future, it may develop mobile phones, artificial intelligence, cloud computing and other new businesses. Nowadays, in the world e-commerce field, Amazon has an unparalleled position in the world online sales market. It is Amazon's global strategic goal to become the most "people-oriented" company in the world, and strive to make buyers use the convenience of the network to search for their desired products and present them to consumers at the lowest price as much as possible. Amazon uses predatory pricing (ultra-low price) and personalized pricing to track the number of purchases-the more purchases, the lower the discount, and adjusts the price according to the price of its competitors. Amazon's founders and their teams are marching into the future with the strategy of sustainable development, and challenges and opportunities will inevitably coexist in this process(Jindal，2020,p.3). The main purpose of this article is to predict Amazon's user care strategy in the next five years (2020-2025).
3. Strategic analysis
In the next 10 years, more companies will shift their strategic focus to tap customer value, that is, customer care to enhance customer loyalty. Loyalty leaders' revenue growth rate is about 2.5 times that of their peers in the industry, and they will achieve 2-5 times shareholder returns in the next 10 years（Maekey,2020,p.2）. Amazon's globalization strategy urges it to do a lot of business in the international market. These include the following regions/countries: USA, Canada, UK, Spain, France, Italy, Germany, Brazil and China. Therefore, the macro environment such as PESTEL and the international situation will have an impact on Amazon's business. 

3.1 External analysis
3.1.1 Macro Environmental Analysis
1.Politics
[bookmark: _Hlk58527060]The political event of Brexit will reduce the loyalty of Amazon UK users. In May 2020, Amazon officially launched its Pan-European Logistics Project, which aims to help European sellers export their products or help other sellers export their products to Europe. However, after Brexit, the labor loss in the British labor market is serious, especially during the period of 2016—2019( Simionescu,2020,p.5),and as Amazon, which has just opened up the British market, its labor cost is bound to increase. As the most direct contact window with customers, the shortage of front-line customer service personnel will cause the decline of user service quality, which will directly affect the user's service experience.

[bookmark: _Hlk58527561][bookmark: _Hlk58528181]On the other level, exchange rates will also be affected. In the next 3-5 years, the impact of exchange rate on Amazon users' loyalty may be negative. In 2020, the exchange rate of British pound went down(Nilavongse，2020,p.4-5), which was another test for Amazon's pan-European logistics project. Products exported from Britain will be asked by buyers to lower prices or increase discounts. Customers' questioning or dissatisfaction with website prices will lead to estrangement between users and companies, which will have a negative impact on user loyalty（Slack，2020,p4）.

2.Society

In the next 3-5 years, the panic caused by the COVID-19 outbreak may still have a negative effect on Amazon's user loyalty. The emergence of COVID-19 epidemic has opened the distance between consumers and companies. Starting from April 2020, more and more people choose to cancel unnecessary going out activities, they will stay at home, isolate viruses, and increase the usage rate of online social media(Chang，2020,p.2). They choose Amazon's fresh one-hour delivery service. In this special period, it greatly increases the probability of customers complaining about the unsafe operation of the delivery staff or the failure to meet the promised speed. Amazon's customer service center has already changed from the traditional call center to the digital network customer service. Although it is more convenient, compared with the surge of complaining users, the number of customer service is in short supply, and the time to respond to customer needs becomes longer, which will greatly reduce users' loyalty to Amazon.

(1)Under the impact of epidemic, GDP shrank by 2.2% in the first quarter of 2020 and 20.4% in the second quarter, the largest quarterly decline since 1955 (see Table 1 and Table 2) (2) the development of global e-commerce in 2019: the global online retail transactions totaled USD 3,535 billion, which is expected to reach USD 6,542 billion in 2023. In 2019, electronic retail sales accounted for 14.1% of the total global retail sales. By 2023, this figure is expected to reach 22%. (see Fig. 1)(Feng，2020) (3) the operating cost is getting higher and higher. Due to the increase of transportation and labor costs, some couriers are under increasing pressure on their own platforms.
Table 1 UK GDP growth by month in the first half of 2020 (%)
	
	Feb
	Marc
	April
	May
	June
	February-June
	April-June

	GDP
	0.0
	-6.9
	-20.0
	2.4
	8.7
	-17.2
	-20.4

	Services
	0.0
	-7.5
	-18.5
	10.5
	7.7
	-17.6
	-19.9

	Industrial production
	0.4
	-4.3
	-20.4
	6.2
	9.3
	-11.6
	-16.9

	Manufacturing
	0.9
	-5.2
	-24.6
	8.3
	11.0
	-14.2
	-20.2

	Construction
	-1.8
	-5.4
	-40.2
	7.6
	23.5
	-24.8
	-35.0

	Agricultural
	0.0
	-0.9
	-5.7
	1.0
	2.7
	-3.1
	-4.8


Source: The Office for National Statistics
Tabel 2 The UK experienced the five biggest GDP declines on record
	
	Percentage of GDP decline (%)
	Influencer factors

	Q2 2020
	-20.4
	Coronavirus 19 pandemic

	Q1 1974
	-2.7
	The coal miners went on strike

	Q2 1958
	-2.4
	Economic crisis of 1958

	Q1 2020
	-2.2
	Coronavirus 19 pandemic

	Q4 2008
	-2.0
	The 2008 financial crisis


Source: The Office for National Statistics

[image: ]Figure 1
3.Technology

The emergence of 5G has changed people's attitude towards science and technology. In the next 3-5 years, 5G should be able to sink from industry to civilian use, and ordinary people can enjoy the convenience brought by 5G(Tahir，2020,p.2-3). For Amazon's distribution service, 5G can make online order positioning more accurate and distribution service faster and more personalized, which will bring users a comfortable shopping experience and improve their loyalty（Duan，2020,p.2）.

[bookmark: _Hlk58530174]Rich and convenient payment methods, researchers' innovation in mobile technology, and the wide use of smart terminals have greatly improved users' shopping satisfaction（Boden,2020,p.4）. More and more people are willing to support e-commerce instead of wasting time on shopping. As a top high-tech company, Amazon represents the highest level in the field of cloud computing, so the company's cost of storing, managing and using data is significantly reduced, which is an important reason for the sustainability of Amazon's cost-leading strategy, and the biggest beneficiaries of low prices are consumers（Ouda，2020,p.4-6）.

4.Ecological

[bookmark: _Hlk58530637]As early as 2018, Amazon launched the drone delivery business, which is a consolation for environmentalists. Because the addition of UAV distribution business means the reduction of truck and automobile distribution business, the power system of UAV uses green energy such as electric energy as "booster", which is low-carbon and environmentally friendly. It will increase the users' perception of Amazon's trust, thus enhancing their loyalty. In addition, as a technology enthusiast, if he can receive the goods delivered by the Amazon UAV at home, he will definitely increase the frequency of using the Amazon e-commerce website in the future, because he will always expect to receive the goods delivered by the UAV again(Kirschstein,2020,p.3).

However, the data shows that Amazon used about 5 billion packages in all its businesses in 2017, which shows that the pollution generated by Amazon during transportation can not be ignored. As the strongest competitor in the new retail industry, Wal-Mart put forward a plan to reduce waste in 2025（Mackey，2020,p.4）
3.1.2 Industry Analysis
For Amazon today, the threat of potential entrants is very small. Because the e-commerce industry is an industry based on the Internet, relying on information technology such as logistics system, supply chain establishment and database maintenance, it will lose its competitiveness without any of them. As the representative of the highest technology in cloud computing, Amazon is currently threatened by potential entrants.

For Amazon now, the threat of alternatives is low. The replacement of Amazon online store is the traditional offline physical retail store. However, considering that Amazon has tried its best to create the best online shopping experience for users, physical stores cannot pose a threat to Amazon's online e-commerce business for the time being(Thuilas,2020,p.2).

With the implementation of Amazon's global strategy, more and more suppliers have joined the plan, and there are many suppliers. In addition, Amazon has higher requirements on suppliers, so suppliers have no bargaining power over Amazon(Lazzarini,2020,p.2).

The huge potential of the e-commerce market has attracted many shopping websites. As consumers have more choices, their bargaining power will naturally increase. Amazon has to bid against competitors' prices and lower its own prices to retain consumers.

The competitors are very threatening. Amazon has many competitors. In the e-commerce retail industry, Wal-Mart, ebay, Alibaba, etc. are all strong competitors of Amazon; In the cloud computing and logistics supply business, Fedex, Apple and Google are all competitors that Amazon needs to consider when implementing its strategy (Hagiu,2020,p.5).

3.2 Internal Analysis
3.2.1 Strength of Amazon
[bookmark: _Hlk58552870]Price advantage. Studies have shown that when a person chooses between the same product, they tend to choose the lower one, and a lower price than a competitor allows consumers to choose Amazon's products. So Amazon, which enters the UK market at a loss, will certainly get plenty of opportunities to serve its customers. Amazon uses price bots and large databases to record competitors' prices and gain a sensitive "price perception" that is always a little lower than competitors' prices for the same product. It was this small profit concession that gave Amazon a lot of credit for its price advantage when it first entered the UK market.Here are some of the prices on the major e-commerce platforms as of July 31, 2020, and from the price comparison in the table, most items are cheaper or evener on Amazon e-commerce platforms than other e-commerce platforms(see Table 3).
Table 3 The price comparison
	Item
	Amazon Fresh
	Asda
	Morrisons
	Sainsbury's
	Tesco
	Waitrose

	Warburtons bread (800g)
	£1.05
	£1.05
	£1.05
	£1.05
	£1.05
	£1.05

	Cathedral City cheese (350g)
	£2.50
	£2.59
	£2.50
	£2.50
	£3.50
	£3.50

	Cravendale milk (2l)
	£1.85
	£1.85
	£1.85
	£1.90
	£1.85
	£1.89

	Anchor butter (250g)
	£1.95
	£2.00
	£2.00
	£2.00
	£1.95
	£2.20


Source:LoveMoney

Business model advantages. Before Amazon entered the UK fresh market, it had a high profile and a loyal customer base, which meant that Amazon had a first-mover advantage in e-commerce. In addition, Amazon's excellent software system service has given UK customers a smooth e-commerce platform browsing experience, while Amazon's own logistics and distribution services are free, which greatly improves consumer satisfaction in new markets. It is precisely because Amazon has mastered most of the consumer preferences of the fresh e-commerce market that it can make bold changes, because the more consumer information it gets, the more it has a voice in the industry, especially for companies like Amazon, which have always been "customer-centric". 
3.2.2 Weaknesses of Amazon
Poor timeliness. While no one would complain about prices until Amazon first entered the UK fresh market, that doesn't mean it's been well received. Early data suggest that not all customers are positive about Amazon. About 40 percent of online users gave five-star reviews, but another 20 percent gave only one star. They complain in the comments area that the vegetables or fruits they send are not fresh, which shows that even with their own logistics system, the lack of timely delivery or inaccurate time are the reasons for the rapid decline in customer experience(Etumnu,2020,p.4-5).

In conclusion, according to the above macro external environment analysis and internal strengths and weaknesses analysis, we can get a TOWS matrix, and the strategic choices can be roughly divided into the following four (see Figure 2)
	External factors
	Internal factors

	
	
	Strengths
	Weaknesses

	
	Opportunities
	Vigorously develop the decisive information technology in the future
	Increase the business that will continue to grow rapidly in the future

	
	Threats
	Reduce the business that is about to saturate
	Cancel the business that has already been hit


Figure 2
3.3 Strategic Choices
Company strategy has gradually shifted from commodity-oriented logic to service-oriented logic, and the focus of the company has gradually shifted from suppliers to users. This transformation has consolidated the central role of services in the economy(Jaworski and Patel，2020,p.5).

Amazon's ability to sell online is beyond doubt. From Amazon's opening of the new retail market in the UK in 2016, it can be seen that Amazon has been able to replicate its successful operating experience and strategy in the United States to help Amazon expand its business globally. Therefore, Amazon should work harder to develop e-commerce in the future.

Conservation of resources theory(Hobfoll,2000,p.2) is that a person's energy is limited, and when he focuses on one thing, he has no more experience to focus on another.When the resources of an enterprise are limited, priority should be given to the business that conforms to the development direction of the company. Therefore, in the future, Amazon's resource allocation should focus on e-commerce, which still has great potential, and use e-commerce as a carrier to carry out user relationship management and enhance consumers' loyalty to brands.
3.3.1 Strategy Directions
Reduce the business that is about to saturate
The kindle e-book business launched by Amazon has made huge profits in the 2-3 years after its launch, and kindle has become a new window for users to contact Amazon. It has even become a mobile device for Amazon to advertise itself, but the e-book business is close to saturation. This kind of business should be reduced in the future（Hussain，2017,p.3）.

Increase the business that will continue to grow rapidly in the future. The e-commerce market is still the Blue Ocean(Soni,2020,p.2).

Cancel the business that has already been hit.Brick-and-mortar stores are becoming increasingly uninspired, eliminating brick-and-mortar operations and retraining its employees into customer service, not only improving the quality of user services, but also reducing the likely that labor costs do not match profits（Punj，2020）.

Vigorously develop the decisive information technology in the future.E-commerce industry is an industry based on the Internet, which relies on information technology such as logistics system, supply chain establishment and database maintenance. Without any of them, it will lose its competitiveness. In the future, Amazon should take technology research and development as its core business, master the right to speak technology, and be the "definer" of future information technology. 

For example, the trend for electronic information is big data and cloud computing, which is also reflected in Amazon's official website, where when consumers open Amazon pages on their mobile devices, the home page always pushes themselves to the most recent things they want to buy or what they're browsing recently. Behind this "care" is cloud storage of big data, which records every customer's shopping preferences and pushes the results, i.e. products you think you should like, to your mobile device through computational processing. This service saves customers time to some extent and improves customer satisfaction by optimizing consumer choice through the use of electronic computing technology.

3.3.2 Customers Bonding (The Delta Model)
Because of the revolutionary potential of the Internet for communication and communication, new businesses developed around e-commerce make new strategies and decisions feasible. As a result, we chose Delta Model, which places our customers at the center of our management, to evaluate our strategic choices. 
Delta Model has developed with his colleagues by Dean Weilde of MIT Sloan School of Management to help business managers articulate and implement effective business strategies. 
The essence of strategic lock-in in Delta Model is to define the entire industry through differentiation. Just as all Apple products have a separate system, IOS. In other words, enterprises in their own products often through the control of supporting facilities to achieve the goal of retaining customers. 

3.3.3 Analysis of Digital Marketing Strategy
To know what customers really want
As time goes by, people will pay more and more attention to personalized experience. However, according to the current situation of smart phone eavesdropping, privacy issues will follow. Nevertheless, people are gradually increasing the importance of individuality. Therefore, improving users' personalized experience will be the core of user relationship management strategy.

Google acquired NEST Labs for $3.2 billion to understand its customers' preferences for smart home, so as to enhance the user experience in subsequent services. For Amazon, users' preferences or short-term needs can be collected from its search engine, and products that may be needed can be pushed on everyone's homepage. This will not only minimize the time for users to browse unnecessary goods, but also give users the illusion that Amazon can read minds.

But in the short term, snooping on users' search engines will improve users' experience and loyalty to a certain extent. However, if we adopt such a potential data integration strategy for a long time, we may eventually get complaints from users.

Omni-channel procurement
Achieve overall consistency and transparency across channels, and give priority to the most important seamless experience for customers. Customize customer relationship management for each customer, and understand customer preferences throughout the process. Omni-channel experience is the company's desire to provide a set of seamless channels to meet customers' preferences and actively guide them to choose the most effective solutions. However, at present, users' expectation is to get more and more consistent information, so it is necessary to communicate information transparently through all channels.

However, there can be no perfect omni-channel experience, and most companies will focus on the most important two or three channels, which needs to be adjusted to a "customer-centered" strategic mentality. This method can also enable employees to solve their needs more effectively before customers ask questions, creating a kind of "pleasure" and satisfying emotional needs.

Continuous development of digital operation tools
Advanced technology will be used for targeted deployment and allocation of human resources to match the super-personalized user care management strategy. First-class organizations will comprehensively consider and understand how to improve the user experience, and then differentiate themselves by technologies that can provide specific functions. Amazon adheres to the strategy of "continuously investing in development and operation tools", and insists on continuously investing in R&D expenses in four aspects: global registration, global product selection, global promotion and global distribution. In the next 3-5 years, these four aspects will still have a significant impact on users' satisfaction and loyalty, so Amazon should increase its investment and realize the development of comprehensive digital operation tools.

Pay more attention to the customer center
As consumers increasingly choose to shop in their comfortable homes instead of physical stores, the demand for Amazon distribution centers and customer service centers is surging.

According to the data from McKinsey, 60% of the average annual turnover comes from contract center, and even the first-class enterprises have 20% of their turnover from contract center. Therefore, by consciously establishing the talent delivery channel for contract center, this mode of training employees can effectively relieve the pressure of customer service and improve customer satisfaction.
4.Conclusion  
Adhere to the blue ocean strategic analysis thinking. Online e-commerce will remain a potential market in the next 3-5 years. Even for Amazon, which has very successful experience and mature operation mode, the online retail industry is still a blue ocean. Amazon's global expansion strategy urges Amazon to replicate its successful Market development experience in the United States, China and Europe to new and undeveloped markets, such as India and Africa. At this time, Amazon is a new entrant. According to Ansoff's matrix, even if there are mature products, facing an undeveloped market, Amazon should first consider "market development" and develop its online retail business. It not only fits Amazon's "low-cost" marketing concept, but also meets the needs of more and more users in the near future, enhancing user retention and brand awareness.

It is not the ultimate goal to only increase the number of customers. If you want to dig deep into the potential value of customers, you should manage customer relationship (CRM) to further enhance the customer experience.

First, think about what users think. Solve problems before users realize them. Secondly, to realize the seamless shopping experience of users, the organization can master the preferences of each customer and actively guide them to choose the most effective party; In addition, with advanced technology, human resources allocation will be targeted to match the super-personalized user care management strategy; Finally, we should pay attention to the customer service center.

5. Recommendation
In the future, Amazon's online retail business still has the potential to expand its profit margin. Amazon has competitors in many aspects, but its success ultimately depends on the application of Amazon's own user care strategy. By 2025, Amazon should establish a perfect human resource management plan and business development plan.
In the human resource management plan, we should strengthen the introduction and training of talents, especially the training of online customer service that is in direct contact with users; Secondly, build a supervision system as a guarantee of product quality; Finally, realize digital management, realize convenient management, and quickly respond to customer needs.

In the business development plan, Amazon needs to develop and apply artificial intelligence and machine learning technology in the future; Unmanned transportation technology is put into use and satellite internet projects are actively carried out to achieve accurate order positioning and improve customer satisfaction.
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