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Executive Summary
This report is about Amazon's strategy focus and specifically their customer care, strategic agility and future resiliance. Amazon has the scale benefits, good platform eco system then advanced data infrastructure and is customer centric. However, the same attributes that help agents to move transactions quickly and efficiently can be a risk to customer care if complicated complaint are channeled into auto matied or scripted processes. Then Customer care must be considered a strategic, not a back-office function, in a platform-competitive market where regulatory pressure and data-privacy demands and low switching costs are driving in the market.
Amazon's external environment is challenging according to the analysis. The platform must be fast, offer low-cost options, allow customers to return products easily and provide customer service, and regulators are rammping up cheeked of platform governance, data use, and the fairness of the marketplace. Amazon on the inside is blessed with some very useful and hard-to-replicate assets, including customer data, logistics, third-party marketplace penetration and cloud technology. However, these resources cannot deliver personalised care without the org. of frontline teams, trust in the team working to address unexpected issues and the ability for frontline teams to act.
Two strategies are considered. An extension of the automated self-service and standardised decision rules would be a machine centreed model. This will ensure efficiency, but may lead to loss of trust if the customer needs empathy, discretion or a human explanation. A relational agility model would involve an algorithmic support along with empowered frontline care cells. The second is recommended due to its ability to leverage the best of Amazon's data, and to give the human a seat in the driver's seat where his judgment is most needed to shape loyalty.
The report suggests a phased UK pilot of a customer journey (private) dashboard, a new service recovery authority, the re-training of managers, and a new governance scorecard, that is, a balance between the two. Such actions would help Amazon develop a more flexible service model that is both legally more secure and quantifiable and would more closely align with its long-term competitive objectives.


1. Introduction
In the strategic review can be carried out by Amazon, as it connects with the retail, logistics, cloud, digital platforms and data-driven customer service. It has a number of business segment and a business model based on online stors, physical stores, third-party seller services, subscriptions, advertising and (AWS) (Amazon.com, Inc., 2025). The sheer extent of this can result in resilience but it also add to the complexity of customer care, as a customer's journey can include Amazon, a marketplace seller, a payment system, a fulfilment centerand a delivery partner.
This report Shows at discussing Amazon's direction of strategy and how it can work on improving the personalizzed customer care by strategic and agile business management. Then the report is structured around the assignment brief, engagging in external and internal analysis, assessing strategic options and in considering wider aspects of organisation implications. Central is the question of whether or not Amazon has the technological capability (Johnson et al., 2020). Instead, it's whether or not the company is able to achieve the speed, scale and data coupled with a service offering that's fair, responsive and human when customers have tough problems.
This is important because having the platform advantage is a fraught affair. The marketplace model has allowed Amazon to achieve scale and scope economies, and complementary services, sellers and customers have become a key way for Amazon to create and capture value, as found in the studies on Amazon's coopetition-based business model (Ritala, Golnam and Wegmann, 2014). Meanwhile, platform power renders regulatory and reputational liability as the customers and sellers might be worried about control, fair and accountable (Culpepper and Thelen, 2020; Khan, 2017). Also, mentioned in the Amazon's Leadership Principles is the importance on customer care as a part of the company's identity; that is, leaders begin with the customer and work backwards (Amazon.jobs, n.d.).
Amazon's report, therefore, calls for the company to not only think outside the box, but to also think outside the algorithom. There should be a level of personalisation that include service discretion, complaint learning and appropriate human judgement. This is particularly significant if a customer has a delivery failure, has their account blocked, a disputed refund, a seller conflict or data issue. These moments are minute in the scheme of things, but exceptional in the state of relationships.
2. Main Findings of Strategic Analysiss and Critical Evaluation of Strategic Options.
2.1 Strategic diagnosis: external pressures.
An external context analysis of Amazon can be conducted with a PESTEL analysis.Amazon external context analysis can be done using the focused PESTEL analysis. First and highst, the same factors that have a positive impact on a platform's speed negatively impact service recovery. In times of economic pressure customers are more aware of the value, and if there is legal pressure, they are more aware of their accountability for data and marketplace behaviour, and if there is social pressure, impersonal service is less acceptable. This means that the role of customer care is no longer a supporting role, but a key part of position ing a company strategically.
	PESTEL factor
	Pressure on Amazon
	Meaning for customer care

	.Political / regulatory
	Platform firms face scrutiny over marketplace fairness, seller treatment and the use of platform data (Competition and Markets Authority, 2024; Federal Trade Commission, 2023).
	Customer and seller support must be transparent enough to defend decisions, not only fast.

	Economic
	Customers remain value-sensitive and compare platforms quickly when delivery, returns or subscriptions disappoint (Amazon.com, Inc., 2025; Fornell et al., 1996).
	A poor recovery can trun a price-sensitive customer into a lost customer.

	Social
	When issues are unusual or sensitive, customers are looking for convenience but also human understanding (Bitner, Booms and Tetreault, 1990; Lemon and Verhoef, 2016).
	Service design must recognise emotion, frustration and perceived fairness.

	Technological
	Responses can be scaled, but readiness, trust and perceived empathy are critical; automated support, recommendation engines and service robot can scale the responses (Parasuraman, 2000; Huang and Rust, 2021; Wirtz et al., 2018).
	Technology should support staff decisions rather than remove human judgement from every case.

	Legal / ethical.
	GDPR, UK data guidance and the EU AI Act raise expectations around data minimisation, transparency and risk control (European Union, 2024; Information Commissioner's Office, n.d.).
	Personalised care must be privacy-filtered and auditable.

	Environmental / operational
	Returns, failed deliveries and repeat contacts increase cost and waste across the fulfilment system.
	Solving issues first time supports both customer trust and operational efficiency.



The Amazon external environment is an example of the need for customer care to be strategic and not administrative. Value is more important to customers in a time of economic stress, however value is more than just price. Even if the lowcost product does not hurt the wallet, it may hurt the trust if it does not get delivered on time, they don't offer a refund, or the explanation is unclear. Tax, Brown and Chandrashekaran (1998) and Smith, Bolton and Wagner (1999) in their service recovery research have found that, the perceived fairness towards service failure and response quality affects the customer loyalty after the failure.
Another change in regulation: the definition of agility. Amazon isn't just looking to make quicker decisions, it's looking to make explainable and auditable decisions. The use of personalised care is subject to strict guidance on data use, fairness and accountability in the UK (Information Commissioner's Office, n.d.) as well as in the EU (European Union, 2024), and is being monitored and regulated by the CMA under their scrutiny of Amazon's marketplace (Competition and Markets Authority, 2024). Thus, a model that is recommended must be able to be traced and be fast at the same time.
The principle tension is created by technology. For cases that can be standardized and frequently occur, automation can help, like tracking or standard FAQs or returns. But it can deflate trust if customers are having problems that are sensitive, unusual, and/or high value. The study of AI and service has indicated that AI should be used in conjunction with human judgment, instead of fully replacing it, in complex interactions (Huang and Rust, 2021; Puntoni et al., 2021). Amazon therefore needs to break the recovery of relationships from the automation of routine – the first, at least, should stay automated while the second must have human trained attention.
Then the Porter's 5 Forces also demonstrate the importance of customer care for the firm, Competition is fierce as Wal Mart, Alibaba, Temu, niche retailers and direct-to-consumer brands provide competition. Buyer power is high as it's easy to try various digital retailers. The power is partly in the supplier, and partly in the seller, as Amazon has power of the platform, but the third-party sellers impact on the customer experience remains. The possibility of substitution is also high as customers can go to the market, their brand's website, local shops, or even social commerce. These forces are driving Amazon's customer promise to be more than just speed and assortment (Porter, 2008; Gawer, 2021).
	Competitive force
	Pressure level
	Customer-care implication

	Competitive rivalry
	High
	Amazon must compete through confidence in the whole journey, not only price and delivery speed.

	Buyer power
	High
	Customers can leave after one poor recovery because alternative platforms are easy to reach.

	Threat of substitutes
	High
	Brand websites, local stores, social commerce and rival marketplaces can replace Amazon for many purchases.

	Supplier / seller power
	Moderate
	Third-party sellers shape the final customer experience, so dispute handling must be consistent and fair.

	Threat of entrants
	Moderate
	New niche platforms can focus on specialist trust, community and high-touch support.



The table shows that Amazon is not only facing companies that have similar logistics but it is also facing companies that are quite different from these ones. It is also seed against other explanations, faster recovery and more open government. Hence, having a short-term perspective would be risky for Customer Service, A late delivery is allowed if there is a clear and fair recovery. That same customer may walk away if he or she feels the site is impenetrable, scripted, and/or doesn't take responsibility.
The setting up of a competitive conclusion is obvious. The scale is still a good one for Amazon, but it isn't enough of a scale-based response. In such a competitive landscape, a better recovery experience is a differentiator for many companies that offer quick turnaround and/or low rates. Studies on the customer journey indicate that companies become more successful in building great experiences by controlling the entire journey, rather than just each of the touch points (Rawson, Duncan and Jones, 2013; Homburg, Jozić and Kuehnl, 2017; Verhoef et al., 2009). For Amazon, it could be as significant as the initial purchase.
2.2 Internal capability: strong resources, uneven service agility
The Resource-Based View includes that advantage is based on resources which are valuable, rare, difficult to imitate and well organised (Barney, 1991). There are a number of these at Amazon. This includes branding, fulfillment capabilities, data analytics, (AWS) capabilities, Prime ecosystem, and the seller network and existing workflow for testing. However, dynamic capability theory suggests that firms must also sense the changes in the environment, capture the opportunities and reconfigure their resources when the environment changes (Teece, Pisano and Shuen, 1997). Amazon's detection and growth capabilities are great, but so can be its ability to re configure the services when there are exceptions in the rules that a customer can have.


	Resource or capability
	Strategic value
	Current customer-care gap
	Agile improvement needed

	Customer data and journey signals
	Highly valuable for prediction, personalizzation and segmentation (Davenport et al., 2020; Reinartz, Krafft and Hoyer, 2004).
	Data is often more useful to systems than to frontline agents handling difficult cases.
	Provide filtered journey insight to authorised agents.

	Fulfilment and delivery network
	Supports speed, scale and convenience (Amazon.com, Inc., 2025).
	When delivery fails, recovery may feel procedural rather than relational.
	Use delivery failure data to trigger proactive support.

	Marketplace ecosystem
	Creates variety and platform reach (Bonina et al., 2021; Gawer and Cusumano, 2014).
	Customers may blame Amazon even when a seller caused the problem.
	Create clearer seller-customer dispute routes.

	Customer service workforce
	Employees can interpret emotion and context better than automated scripts.
	Agents may be constrained by approval limits and rigid measures.
	Increase bounded discretion and coaching.

	Leadership principles
	Customer illution  already part of Amazon's language (Amazon.jobs, n.d.).
	Principles may not always translate into service authority.
	Connect principles to practical service recovery rules.



It also emphasizes that a prevalent issue in digital platform companies is that the organizzation might have a lot of data, but lack local discretion. While Amazon can identify patterns in the millions of transactions, one customer-care agent might not have the proper authority to understand one particular case. In terms of dynamic capabilities, the sensing capability is relatively strong; however, seizing and reconfiguring are relatively weaker when it comes to the frontlines (Teece, Pisano and Shuen, 1997). This is where the proposed agile care model covers a gap within the organization.
The ability problem is cultural, too. Amazon's customer-obsession principle provides a compelling language for the change, but change is a reality only when supported by the systems, measures and authority. When the incentives are primarily short-term ones to agents may not want to engage in hard conversation even if they would be considered good for long-term loyalty. There are few studies in the field of Customer experience management that are in support of this idea of aligning strategy, processes and employee behaviour around the customer journey (Homburg, Jozić and Kuehnl, 2017; Lemon and Verhoef, 2016).
The VRIO judgement is thus ambiguous. Amazon has few, valuable resources – but they are not organized for the purpose of offering personalized customer service. CRM literature states that the value of the customer knowledge must be realized through integration of the CRM process and its application to enrich relationships (Payne and Frow, 2005; Reinartz, Krafft and Hoyer 2004). There is an opportunity here for Amazon, but it is not because they don't have the information. It's a distance between information and empowered service action.
This diagnosis is supported by the stakeholders. Consumers desire fair, speedy and clear results. Third Party seller requires uniformity in procedures. Regulators want accountability. Investors are looking for efficient and risk management. To empower employees, they must be trained and have psychological safety. If they do not strike this balance, Amazon could either become too efficient and lose customers' confidence or spread out too far and become inconsistent. The careless agile model is therefore more appropriate than just an automatic expansion.
	Stakeholder
	Main expectation
	Strategic tension

	Customers
	Fast delivery, fair refunds, privacy and clear explanations.
	They value convenience but may resent impersonal decisions.

	Third-party sellers
	Consistent rules, transparent dispute handling and fair platform governance.
	Seller issues can damage Amazon even when Amazon did not cause the original failure.

	Regulators
	Competition compliance, data protection and evidence of accountable platform conduct.
	Personalisation must not create opaque or discriminatory decision-making.

	Frontline agents
	Authority, safe escalation routes and manageable performance targets.
	Agents cannot provide agile care if they are measured only on speed.

	Investors
	Efficient growth, controlled risk and long-term customer retention.
	A more human model must demonstrate measurable commercial value.



The stakeholder position is additionally utilized to give an explanation for the need to constrain the recommended strategy. The key would be to strike the balance between full decentralisation and full central station, the latter of which would be frustrating for employees and customers, as would be the former for investors and regulators. The optimal middle ground is granted autonomy, giving agents levels of autonomy to solve clearly defined problems that are adequate, but data access, recovery value, and escalation is controlled by clearly defined rules. This ensures a process discipline in Amazon, while giving more judgement where it is needed.
2.3 Strategic options for personalised care
There are two possibilities. First one is an Automation based Customer Care Model. This would allow for greater self-service, chatbots and automated refund decisions and predictive case routing, which are some of the broader service automation trends (Rust and Huang, 2014; Ferraro et al., 2024). It is its scale that is its strength. Can keep costs down per contact and deal with a few problems promptly. It is also a sign of the success during which Amazon has excelled in the area of process. That being said, the weakness is so significant. According to service research, customers evaluate encounters based on the fairness (Bitner, Booms and Tetreault, 1990; Tax, Brown and Chandrashekaran, 1998) as well as explanation and employee response. When the problem is out of the ordinary, automatic speed can seem like an dismissal.
The second one is a Relational Agility Model. This would not take the place of automation. Rather, it would put the automation behind trained customer care cells which have filtered information on customer journeys, limited recovery authority and escalation rules. The method is more of a living organism perspective of agility, as teams would learn from the same problem(s) encountered repeatedly and adapt locally, while maintaining human-machine collaboration (Wilson and Daugherty, 2018; Saviano et al., 2023). It also supports the evidence that failure and service recovery impacts satisfaction and future behaviour (Smith, Bolton and Wagner, 1999, Lunardo, 2023).
	Criteria
	Option 1: Automation-led service
	Option 2: Relational agility model

	Main logic
	Reduce human involvement and standardise decisions.
	Use technology to support human judgement in complex cases.

	Strength
	Efficient for tracking, standard returns and common FAQs (Huang and Rust, 2021).
	Better for disputed refunds, seller conflicts, delivery failures and vulnerable customers.

	Risk
	Can produce alienation, privacy concern or perceived unfairness (Puntoni et al., 2021; Aguirre et al., 2015).
	Requires training, audit trails and consistent boundaries.

	Fit with Amazon resources
	Fits data and automation strengths but underuses frontline insight.
	Combines Amazon data, customer obsession and service learning.

	Long-term judgement
	Useful for routine contact but weak as the main strategic direction.
	Preferred option because it protects trust while retaining efficiency.



The better strategic option is available is option 2. It is NOT less efficient or softer, it is more selective. Normal service can continue to be automated and high friction cases can be expedited to the person who has the necessary context and authority to resolve the problem. This provides Amazon one more edge of defence as other firms can replicate their Chatbots, but it is much more difficult to replicate their service culture, data governance system and empowered recovery process.
The advices are also in line with the concept of sustainable competitive advantage. According to Porter (2008) strategy involves making decisions, and that's the decision that isn't to automate as much as possible at every contact. Reserving human capability for situations where if the relationship value is at stake is better. This aligns with the customer-journey perspective as the firm should not optimize each touchpoint without taking the whole journey into consideration and understand the journey's emotional impact on the customer (Lemon and Verhoef 2016; Rawson, Duncan and Jones 2013).
The selected one also eliminates another pitfall that digital-service organisations make: using data to try to forecast behaviour means that the organisation thinks it knows the customer. Forecasting doesn't equal caring. Amazon can guess if it is likely to be returned, but to build customer trust, customers want a response which is fair, explainable and proportionate. Hence, the suggested model suggests data as an aid in service judgement; it is not intended to be used as a substitute.
3. Wider Organisational Implications
3.1 Leadership, culture and change
For a relational agility model to be successful, leadership change would be needed. Amazon's culture is one of a customer obsestion and an operational dicipline, but when it comes to care - agile managers need to step out of their traditional role as a decision maker, and into that of a coach. The research of servant leadership indicates that the development of a "serving culture" can be the key to improving a unit's performance, as this culture will be the foundation for the success of a leader in their role (Liden et al., 2014). This is important because frontline agents won't ever make any decision that might be considered “odd” unless they are sure that it will be penalized. Psychological safety is not a slogan, it is a state of affairs that is necessary for learning and for responsible experimentation (Edmondson, 1999).
Lewin's three step model can help to understand the cultural shift that is happening at Amazon: Amazon needs to unfreeze a culture that always relies on a standardised service answer, to introduce a new service approach through a change agent, and to refreeze a new routine. (Lewin, 1947) But the change model proposed by Kotter is best for a large platform business since it focuses on the creation of urgency, the forming of a coalition, communication, short-term wins and embedding the change (Kotter, 1995; Kotter, Akhtar and Gupta, 2021). The biggest change should start with a pilot, not a rollout to the entire world, for Amazon. This enables management to demonstrate that service discretion can help increase loyalty without encountering uncontrolled costs, which is in line with agile transformation principles that emphasize empowering teams, showing learning and being strategic and adaptable (Ahlbäck et al., 2017; De Smet, Lurie and St George, 2018; Denning, 2019; Wade, Joshi and Teracino, 2021).
	Change issue
	Risk if ignored
	Required management response

	Performance measures
	Agents focus on contact speed even when the customer needs careful recovery.
	Balance average handling time with first-contact resolution, repeat-contact reduction and complaint quality.

	Manager role
	Supervisors become bottlenecks for every non-standard case.
	Train managers to coach judgement, not just enforce scripts.

	Team learning
	Repeated delivery or seller problems remain hidden in individual tickets.
	Use weekly learning loops between care cells, fulfilment, marketplace and product teams.

	Change credibility
	Employees see the initiative as another process update.
	Use pilot evidence and visible short-term wins before scaling.



3.2 Ethics, privacy and governance
The primary ethical challenges are in relation to personalisation and privacy. Customers are sensitive to the use of personalised service, which depends on the knowledge of customers' life cycles, but they may not wish to reveal too much or have them used without limits. There is a paradox regarding personalization that customers may feel that personalizzation is valuable to them, but at the same time they may also respond negatively to such data uses being opaque (Aguirre et al., 2015; Acquisti, Brandimarte and Loewenstein, 2015). In addition, data regulation requires different capabilities for the frontline interfaces, as revealed by marketing and service research (Steinhoff and Martin, 2023; Martin and Murphy, 2017).
Any care dashboard should therefore be done using, at the very least, a privacy-by-design approach. Then amazon should therefore look at privacy-by-design on any care dashboard. Everything else should be left off the Agents' agenda: all the issues, all the delivery events, all the recovery options and all the risk flags. They shouldn't be exposed to an unnecessary history of browsing, payment information or personal, sensitive information. Access will be recorded and monitored. This is in line with the principles of GDPR in the UK and the principles of EU AI Act (European Union, 2024) – direction given by the EU AI Act is based on a risk assessment approach. Additionally, it diminishes the risk of personalization being broken down into surveillance in the eyes of customers.
Governance also has to incorporate the aspect of fair treatment of the seller. The CMA's commitments with Amazon on the Amazon Marketplace highlight the potential for Amazon's actions regarding seller data, the competition for Buy Box, and delivery rates to cause a problem in competition (Competition and Markets Authority, 2024). Customer-care agility ought to, consequently, make for greater transparency to both customer and seller. Amazon should provide the rationale for the decision, evidence that was provided and provide the path on the appeals process in disputed marketplace cases. This would help to build trust, and minimize the number of complaints.

	Change model
	Usefulness for Amazon
	Limitation

	Lewin
	Useful for explaining why old routines around scripted service and speed metrics must be unfrozen.
	Too static if it implies that Amazon can refreeze permanently in a constantly changing platform market.

	Kotter
	More suitable for a large-scale pilot because it uses urgency, coalition, communication, short-term wins and cultural embedding.
	Can become too top-down unless frontline employees and seller-support teams are included early.



Thus, Kotter is the primary frame through which to implement change, while Lewin is the one that can account for the cultural change. The first time short term success is achieved, it cannot be made public. It should be based on data from the pilot: reduced rate of repeat contacts, quicker resolution of complex cases and fewer seller disputes that aren't resolved. This is a believable change for the management, investors and employees on the front lines.
3.3 Operational and financial feasibility
The relational agility model should be implemented in a controlled pilot and not be rolled out worldwide. Amazon should look at some specific issues including repeated delivery failure, locked accounts, marketplace issues and high dollar refund complaints. These cases are appropriate in that they provide a repeat contact, customer frustration and reputational risk.
The pilot needs to also be financially disciplined. While there is a cost to service recovery, there is also a cost associated with a dissatisfied customer because of repeat contacts or negative reviews, customer turnover, and regulatory investigations. Thus, Amazon needs to take into account the recovery expenses, as well as the commercial worth of retained clients. With a balanced scorecard there would be no reason for management to evaluate the pilot solely on a short-term cost basis.
The ability of the employees is also a factor. Agents need to be trained, decision boundaries need to be clear, management needs to be supportive and a safe escalation needs to be established. If not, the model could just further set new speed targets. The pilot, therefore, needs to establish if it is possible for empower agents to complete complex cases quicker without compromising on compliance and uniformity.
4. Conclusions
Amazon is a very good company, but the study reveals the need to revise their customer-care policy. On the one hand, in PESTEL, the regulatory pressure is rising, on the other, in Five Forces, customers are easily tempted away, platform competitors are in place and digitization is not sufficient. Here, service failure cannot be taken lightly as it is an operational issue. It can be a time that can destroy trust, loss of loyalty and regulatory focus.
There is a good internal analysis that indicates Amazon is well-resourced. The data, logistics, marketplace system and visionary ideas it has are valuable and some are impossible to replicate by others. However, there is less than optimal organizzation of resources for individual humans care. Data can be a great enabler for systems, but is not always enough to provide context, permission, or flexibility to the fronts line agents to address unusual problems. This is the one major area of strategy that is weak.
Thus, the option refutes the assessment it  just an automation-based customer-care approach. While automation is important to the simple and predictable complaints, it should not be the "first response" to complex complaints. The recommended approach is a relational agility model where trained care cells employ filtered data, limited authoritativeness and learning loops to effectively and efficiently resolve challenging cases-faster and more fairly. This is the right way for the direction of the Amazon's customer-obsession as well as risk of impersonal platform services.
Overall, the sustainable edge that Amazon will have is the sense that they will be able to be efficient and be judicious. It's time to reinvigorate the application of human discretion, where trust is in play, while simultaneously continuing with automation. This would transform customer care for its being more adaptive, more ethical and more resilient.
5. Recommendations
Recommendation 1: Implement Pilot Agile Care Cells in UK. Amazon needs to conduct a 6 month trial in the UK as it is a regulated, mature and service sensitive market. Customer service agents, marketplace dispute specialists, fulfilment and delivery support personnel must be included in the pilot. Each cell should have more complex cases that have already been handled by standard automated case handling, but which have failed. This helps to minimum risk, as normal contact is automated, leaving the pilot to deal with the high-friction issues. The goal of success should be achieved in terms of First Contact Resolution, Reduction in Repeat Contacts, Complaint Sentiment and Recovery Cost per Complaint.

Recommendation 2: Implement BSC authority. Pilot agents to be given capped authority to provide refunds, replacements, goodwill credits or seller-dispute actions as outlined in approved rules. This is an authority which should not be unlimited. Threshholds should be set by the finance and compliance team and only higher risk cases reviewed by the managers. It's not about unnecessary delay in the event of service failure but rather it's about not generating unhelpful spending. Empowerment and customer satisfaction studies find that when trained and supported, service employees with meaningful discretion are valueable. Studies on empowerment and customer satisfaction confirm the benefits of training and supporting service employees with meaningful discretion (Namasivayam, Guchait and Lei, 2014).

Recommendation 3: Create a Customer Journey Dashboard that excludes customer privacy. Amazon could provide a dashboard for authorised agents that provides a clear overview of the relevant journey - from order status to the case, failed deliveries, seller responses, previous interactions and accepted recovery options. The dashboard needs to be devoid of irrelevant personal information and should keep track of audit logs. This would bring data to a level of insight that is useful for a service, and decrease the privacy risk. It also would help apply CRM concepts by linking customer information to the quality of the customer relationship, and not just for targeting or process automation.

Recommendation 4: Establish a learning cycle between service and fulfilment teams and platform. Care cells should review weekly on a recurring basis, for example, if the return is confused, the response from the seller isn't clear, there are any delivery exceptions, or if there are subscription concerns. These issues should then be discussed by the Product, marketplace and fulfilment teams and agreed process changes should be agreed. This makes customer care a sensing system to improve strategies. It also allows the Amazon to cut down on resolving the same complaint over and over without eliminating the root cause.
Recommendation 5: Only scale after evidence; use balanced scorecard. Amazon needs to wait until the pilot program has definite outcomes before introducing it internationally. Indicators to be included on the scorecard should be customer, operational, employee, financial and compliance indicators. This way, shareholders can have confidence in the recommendation since it can be measured and reversed.
	KPI area
	Pilot measure
	Reason for inclution

	Customer
	First-contact resolution and repeat-contact rate
	Shows whether care cells solve difficult cases rather than moving them elsewhere.

	Relationship
	Complaint sentiment and customer satisfaction after recovery
	Captures trust, not only speed.

	Operational
	Average age of unresolved complex cases
	Tests whether agility reduces delay.

	Employee
	Agent confidence and escalation quality
	Shows whether empowerment is understood and safe.

	Financial
	Recovery cost per retained customer case
	Controls spending and supports business justification.

	Compliance
	Dashboard access exceptions and data incidents
	Protects privacy and regulatory credibility.



Staging of implementation should be undertaken. Amazon needs to identify the case types for the pilots, the dashboard data fields and recovery limits during month one. Agents/managers should be trained together in months two and three, ensuring an understanding of the rules of authority, escalation and privacy, as it is important that they are understood the same way. The pilot is to be reviewed on a weekly basis from months 4 to 6, on the score card.
It is only recommended to scale the model if there are indications of improved first contact resolution, reduced repeat contact, low recovery costs and no critical data incidents. This allows the recommendation to be realistic and will not be a complete redesign of the whole organizzation by Amazon. Rather, it employs a controlled pilot to ensure that future resilience and customer trust can be enhanced through a mix of human judgement and data and governance..
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