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[bookmark: _Toc75438398]Executive Summary
Amazon has become a pacesetter in eCommerce. Over the years, the company has demonstrated expertise in utilising the internet platform to meet customer needs. The focus of Amazon is to ensure that customers have access to a diverse range of products delivered at their doorsteps conveniently. The Covid-19 pandemic presented Amazon with a big opportunity. The company leaders were able to predict a significant shift in the online retail sector. The increasing number of orders as people sought to purchase essential product and services demonstrated its success in utilising its capabilities to meet customer needs. 
Amazon faced the compulsion to invest in a rapid expansion by hiring more workers and expanding its product categories. The leaders played a critical role in fostering the change and creating a favourable environment that could allow workers to meet customer needs. Amazon received a significant adverse reaction regarding compromising the safety of workers and placing its profit-generating efforts ahead. The company's chief executive officer successfully addressed the criticism and prepared the organisation for further expansion, irrespective of the pandemic. The success of Amazon s change process resulted from a strong support from the top leaders that served as change agents and the company s established reputation in the industry. Due to its reputation and experience, customers recognised Amazon as a reliable online retailer. However, the company should implement a comprehensive framework of protecting employees and giving them an all-inclusive benefit scheme due to their risk during the pandemic.
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[bookmark: _Toc75438399]1.0 Introduction 
This report seeks to explore the changes that Amazon implemented during the Covid-19 period. In the middle of a pandemic, Amazon saw an opportunity for increasing sales by expanding its product categories and operations. The report will foreground the justification for the changes and the role of the leaders in facilitating change. The report will also provide a critical analysis of how the company dealt with the criticisms from different stakeholders and the impact of organisational culture on the current operations. Finally, the report will provide recommendations that can help Amazon to continue registering profitability during the pandemic.
The report will explore the role that leaders at Amazon played in their efforts to facilitate the change process through adequate preparation and the adoption of the expansion during the Covid-19 period.  The finance department requested this report on April 28, 2021. The marketing department has compiled the report that will be completed and presented to the finance director by June 30, 2021.




[bookmark: _Toc75438400]2.1 Background to Organisation/Area of Change
Amazon has become a leader in eCommerce and has redefined the way businesses can utilise the internet to meet customer needs. Amazon is an internet-based enterprise specialising in books, electronics, movies, music, housewares, toys, and essential goods. In 2017, Amazon acquired Whole Foods, introducing groceries into its list of products. Since its establishment in the early 1990s, Amazon has proven to be a game-changer through its unique business model. The founder of Amazon, Jeff Bezos, was keen to take advantage of the growing popularity of the internet in the early 1990s (Stone, 2014). Jeff Bezos embarked on adopting an innovative approach that enabled him to create a unique business that provided customers with a platform to purchase products online. Over the years, Amazon has become the leading online retailer, and the company continues to utilise any emerging opportunity to increase profitability levels. Amazon has always been keen on any revolution on the website, and the company's founder has focused on taking advantage of any emerging opportunity to increase the levels of profitability. After its establishment in 1994, Amazon further became an instant success due to its unique business model. In 1995, Amazon received recognition as the global leader specialising in selling books. The company had registered two individual elements that led to its success. 
Amazon was able to make relevant adjustments to meet the emerging demands while the company utilised different approaches to foster high levels of customer satisfaction. For this reason, Amazon has adopted a mission statement that reveals its customer-centric approach in a bid to create a platform that allows customers to access a diverse range of products at affordable rates (Stone, 2014). Over the years, Amazon has mastered the art of establishing a remarkable supply chain based on wholesale relationships, making it possible to serve as a middleman in its shipping operations. The company established such relationships and created a capacity to ship to more than 50 states and 45 countries. Due to its unique approaches to meeting customer needs, Amazon became the leading internet start-up by 1998 with customers across the globe and shipping logistics across the United States and 160 countries. Amazon has demonstrated the ability to overcome challenges by remaining adaptive to the external environment. The internet has become a highly dynamic place to establish a business. Operating in this space requires a high level of adaptability to meet customer needs and respond to multiple external factors. 
Despite the challenges it faced in 1999, the company emerged victoriously and re-established itself as an essential player in eCommerce. The company's founder had a remarkable perception of internet retailing and e-commerce, which helped him develop a clear vision. For this reason, having such a view made it easier for him to register growth in a short period while maintaining the company's uniqueness. Despite the dynamic business environment, Amazon has continued to exhibit remarkable growth through its aggressive entrepreneurial culture (Stone, 2014). In time, the company has changed its business strategy, because of changings client’s needs.  Its current business philosophy places emphasis on the customer-centred approach. In terms of financial performance, the company has been exhibiting remarkable growth over the years. Amazon's increase in free cash flow has been one of the founder's measures to determine financial performance. The company's profitability has become evident over the years, with the company reporting significant growth. 
In 2020, Amazon registered a remarkable increase in its operating income as well as its overall profitability. In the first quarter of 2021, its net income has tripled to $8.1 billion. The company's performance in the fourth quarter of 2020 set a record after exceeding the $100 billion mark in its total revenue for three months. A similar trend is evident in 2021 as the company continues to exceed its previous records. In 2020, the Covid-19 pandemic registered an impact on consumer purchasing behaviours, a factor that compelled Amazon to implement changes in response to a potential increase in online purchases (İbiş, Işık and Gulseven, 2020). The pandemic registered a significant impact on businesses, leaving customers seeking opportunities to access essential goods. Since many companies shut down during this period and many people embraced social distancing, purchasing products online became the new trend for many of the population. Amazon was keen to identify the emerging need for a diverse range of products online to meet customer needs. As a result, the company embarked on rolling out a strategy that led to a significant sales and net income increase. Amazon implemented a strategic plan and took advantage of the emerging demand for many products and the trend to make online purchases. Unlike other entities, Amazon could predict the potential impact of the pandemic on the eCommerce platform. Specifically, the pandemic served to solidify the role that eCommerce plays in modern society. Amazon's response to this window of opportunity demonstrates its ability to adapt to any changes in the business environment. 













[bookmark: _Toc75438401]2.2 Reason for the Stated Change
Before the Covid-19 pandemic, Amazon had plans of undertaking a rapid expansion in response to the emerging demand for a diverse range of products. However, the Covid-19 crisis created a new opportunity that pushed the company to accelerate its expansion (Sheth, 2020). First time ever when a large percentage of consumers were entirely dependent on online platforms, even for the purchase of essential goods. 
The lockdown that ensured in response to government measures of controlling infection rates translated to the shutting down of businesses and compliance with social distancing. The retail business registered a shift from physical retail stores to the eCommerce sector (Bennett, McCracken and O’Kane, 2018). Moreover, many online sellers had not put adequate measures to meet the unprecedented demand brought about by the shift from physical retail stores to the eCommerce sector.
 Amazon recognised the gap that the Covid-19 crisis revealed and braced itself to meet the gap (Feng and Fay, 2020). Specifically, Amazon embarked on implementing its expansion efforts during the Covid 19 period instead of the scheduled expansion. During these critical times, Amazon could predict the shift in the retail market and put in place productive measures to take advantage of the opportunity. The company was able to predict the surge in orders, and it embarked on hiring more employees to meet the emerging demand. 
The company embarked on a rapid mobilisation and expanded its product categories in response to customer needs. Consequently, the company put in place expansion measures in product categories, a number of employees, and shipping logistics in preparation for the surge of online orders (Li, Hallsworth and Coca-Stefaniak, 2020). Mainly, Covid-19 registered a significant shift in product demands. In the United States, the product categories with the highest order included personal protection products, groceries, home activity products, information, communication, and technology equipment. Covid-19 caused a significant decline in income from an economic perspective as many people lost their jobs and business remained out of operation (Roggeveen and Sethuraman, 2020). However, the needs for vital products such as food services, household goods, groceries, and food and beverages were significant. Covid-19 created considerable tension and uncertainty that compelled consumers to make purchases in bulk due to the unpredictable times. Many families needed essential products in large volumes in preparation for the lockdown. As a result, Amazon recognised the significance of enhancing its capacity to meet the demand for food and beverages, home grocery deliveries, and other household essential products (Chronopoulos, Lukas and Wilson, 2020). During this period, Amazon registered a 20% increase in its business, an expansion rate that the company had not envisioned. 
Due to customer behaviours shifting, about two million authorised sellers utilising the Amazon website remained inactive. During this period, Amazon continued to operate its capability to deliver its essential products to different customers. Notably, the inactivity of authorised sellers that are potential competitors of Amazon products translated to competitive advantage because Amazon had an opportunity to make a significant increase in sales.
 As a result, the company registered a substantial improvement in sales through the four quarters of 2020. The circumstances brought about by Covid-19 reinforced Amazon's position and allowed the company to make anticompetitive acquisitions at low prices to its advantage (Elrhim and Elsayed, 2020).
 For example, Amazon acquired Deliveroo at a low price in April 2020 when the company was facing potential insolvency.
 The circumstance surrounding the Covid-19 pandemic allowed the company to utilise its position of strength in terms of sales, stock price, and footprint to register increased profitability. Previously, Amazon had been exhibiting remarkable growth in various sectors. Amazon's aggressive business practices ensured that it was ready for an immediate expansion during the lockdown.
 Specifically, Amazon utilised its online retail and shipping capacities to meet the emerging demand for different products. The company's decision to slash third-party sellers created an advantage for itself and was an explicit demonstration of its excessive market power (Chronopoulos, Lukas and Wilson, 2020). The complete control of the online platform allowed Amazon to utilise every available opportunity to increase sales. Amazon’s expansion was an operational change that focused on enhancing the company’s ability to meet the emerging customer needs.
Pursuing an expansion of a company’s operations is a strategy that helps in increasing market share and responding effectively to emerging customer needs. Companies should be permitted to grow their businesses as they seek to meet the needs of the market. Many scholars believe that companies need to prepare adequately for such expansions to foster success. While such expansions can increase profitability, the lack of adequate preparation may compromise the overall outcomes.
Lewin's change model represents an essential framework that companies utilise when implementing change (Burnes, 2020). Specifically, the model has three stages: unfreezing, the change process, and the refreezing stage. 
The unfreezing stage serves as a remarkable phase for the organisation to prepare for the change process (Cummings, Bridgman and Brown, 2016).
During this period, the organisation must identify the key drivers to change and the potential sources of resistance. Moreover, the unfreezing stage allows the leaders of an organisation to communicate the importance of change to the employees (Anderson and Ackerman-Anderson, 2010). 
The unfreezing stage brings into different context stakeholders and their role in fostering the change process. For this reason, the unfreezing stage allows companies to put in place adequate measures such as employee training, the adoption of new technology, and the dedication of different resources to the change process. 
Leaders must build rapport with all the stakeholders during the unfreezing stage as they seek support for change. The unfreezing phase involved persuading employees to embrace the expansion during a pandemic. The growth seemed impossible because of the ongoing Covid-19 pandemic. The leaders had to deal with resistance from some shareholders and employees by demonstrating the change s significance .
The second stage allows the organisation to implement the proposed change. During the implementation procedures, the leaders invest resources and provide oversight over the various processes governing the proposed change. In some organisations, a pilot project helps determine the feasibility of the change and fosters the adoption of the largescale change in the future (Dawson, 2014; Ford, Ford and Polin, 2021). In the case of Amazon, the chief executive officer took charge of the implementation process by providing the capita needed to support the expansion. The company hired staff members in readiness for the expansion to make operations faster and efficient. Amazon also launched new product categories to meet the needs of customers.  The refreezing stage helps the organisation to foster positive outcomes of the change process in the long term. Moreover, the refreezing stage allows for the modification of the implemented change to promote more positive outcomes. For Amazon, refreezing involved adopting new approaches to enhance delivery and fulfil all customer orders irrespective of the overwhelming numbers. Other modifications involved a shift from non-essential products to more essential products that customers needed. The organisations rely on a change management model to implement successful change. Notably, a change management model provides a platform for identifying the potential resistance to the change process and building rapport with stakeholders. Adopting a change management model increases the odds of implementing successful change. The model informs leaders on the need to allocate adequate resources and determine the most appropriate timing for the change process.
 Change models also offer insight into preparing employees for the change process (Maes and Van Hootegem, 2019). In the end, using a change model allows leaders to have an easier time during the implementation of change. In the context of Amazon, the adoption of the change model helped the company to figure out the opportunities that the Covid-19 crisis presented and develop a great plan that would translate to increased sales and profitability (Chen, Qian and Wen, 2020). 
Furthermore, the change model helped the company to prepare for rigorous expansion that took place during the crisis. Specifically, the change management model helped the organisation figure out the need to hire more employees and expand its shipping capabilities. In addition, the company could identify other forms of resistance to the change process and barriers that would hinder the exploitation of the opportunity (Ozili and Arun, 2020). Based on its predictions, Amazon could make informed decisions on how to embark on an expansion of product categories based on emerging customer needs. 
During the implementation process, Amazon remained relentless in pursuing its expansion by increasing product categories, slashing third-party sellers, and acquiring new entities to increase access to more products. The refreezing stage helped Amazon to embark on a rigorous process of streamlining its new operations to meet the emerging customers (Battilana et al., 2010). The streamlining of operations was because of the observed outcomes of the strategies to foster the expansion. 











[bookmark: _Toc75438402]2.3 Leadership-Management of Complex Areas
Leaders have a critical role in the implementation of change. It is their responsibility to develop a more excellent vision for the organisation and engage different stakeholders in preparation for the change process. Moreover, leaders are involved in crucial decision-making processes that set aside resources for the implementation of change. As a result, the leaders must embark on a rigorous process of strategic decision-making in preparation for the change process (Battilana et al., 2010; By, 2020).In addition, their control over resources places them in a unique position to embark on facilitating the change process. Moreover, organisational leaders communicate various messages to different stakeholders during the pursuit of change (Ford and Ford, 2012). In Amazon, the founder and the chief executive officer, Jeff Bezos, played a critical role in establishing the urgency for change (Stone, 2014). Jeff Bezos predicted the long-term effects of Covid-19 and highlighted the potential shift in the retail industry. Due to an in-depth understanding of internet retailing and eCommerce, Jeff Bezos figured out that more customers would make online purchases. For this reason, the founder was responsible for communicating the urgency for change and providing a justification for the change process. Jeff Bezos could see that Amazon needed to take up effective measures in preparation for a massive surge of orders, especially for essential products. Jeff Bezos led the company to develop a strategic plan that helped to spearhead the rapid expansion during the Covid-19 crisis (Baker et al., 2020; Pham, Do Thi and Ha Le, 2020). The chief executive provided oversight over implementing the change process as the company hired more employees and expanded the product categories on its websites to meet the growing number of orders on its website. 
Jeff Bezos dedicated resources towards the hiring of additional employees, the expansion of product categories, and the increment of shipping capabilities (Stone, 2014). The chief executive aligned the different systems of the organisation to support the rapid expansion and unprecedented growth during the pandemic. Jeff Bezos’ role in ensuring that the organisation was pursuing the expected development in response to market changes led to significant success. However, the company faced a significant challenge during the implementation of the change. Notably, the company was in the spotlight for its failure to protect workers from potential infections. Members of the public staged a criticism because the company placed its employees at an increased risk of infection. The American senate and legislators wrote letters to the chief executive officer highlighting that his facilitation for the rapid expansion during the pandemic only placed more Americans at an increased risk of infection. A significant number of workers went on strike, highlighting their grievances regarding the minimal measures put in place to protect them from infection. The company received potential warnings from shareholders who threatened to take measures if the company did not reconsider its continued operations during the pandemic. The criticism posed a significant challenge for the company's efforts to facilitate change. In response to these criticisms, the chief executive officer had to take decisive action to protect more than 300,000 Americans responsible for its warehousing and delivery operations and the millions of Americans receiving the deliveries. 
The company released a statement regarding its efforts to foster the safety of its workplaces and provide personal protective equipment to all workers. Moreover, Amazon explained that workers had the mandate to comply with social distancing requirements while observing stringent hygiene measures. The company further stated that all the infected workers were under the mandate to remain in quarantine for two weeks while receiving compensation in the form of paid leave (Bounie, Camara and Galbraith, 2020). In response to workers' protests, Amazon opted to fire employees who violated the protests' existing policies. Moreover, the company set apart $4 billion from its operating profits to cater to the Covid-19 related expenses. Implementing stringent measures and providing workers with a safer environment demonstrated the leadership's efforts to address the criticism while facilitating the proposed change (Cabral and Xu, 2021). In the middle of the criticism, Amazon opted to deal with different stakeholders to understand better the company's efforts to make the workplace a safer place for employees and protect public members during a critical period. Thus, the leaders of Amazon adopted a radically distinctive approach in addressing the potential barrier to implementing the change process. 
The leaders sought to create a balance between more stringent safety practices and foster the facilitation of its expansion to meet the needs of customers. The chief executive officer did not sway from its determination to expand its capabilities and meet the growing customer needs (Mehta, Saxena and Purohit, 2020). In the middle of the criticism that Amazon received, the leaders opted to utilise collective bargaining as the most effective approach for empowering the organisation to focus on its journey towards expansion while implementing measures to protect lives. The company's policies to provide benefits to workers due to the risk incurred at the workplace served as a measure to keep workers interested in fulfilling orders.  However, the workers protests placed the facilitation of change at potential risk because the company could not implement its expansion without workers. As a result, the leaders had to provide safer working conditions through personal protective equipment and paid leave benefits. In the case of shareholders, the company handled their concerns with the leaders, demonstrating that the operations would register positive outcomes in the long term. 
The leaders sought to demonstrate that it was possible to continue operations without compromising the well-being of the workers. The role of leaders in handling these issues and managing the expectations of all the stakeholders helped to foster the change process. 
[bookmark: _Toc75438403]2.4 Change Agents
Change agents are responsible for initiating the change process and establishing the right frameworks supporting the change. In many organisations, change agents demonstrate the capacity to identify the purpose for change and set up practical strategies for dealing with any form of resistance (Specht et al., 2018). The change agents are keen to reinforce the drivers for change while putting measures that reduce  barriers. Change agents embark on convincing different stakeholders that the change process is a worthwhile investment through an extensive advocacy process. The resilience of change agents in pushing for change facilitation ensures that they utilise other platforms to establish rapport and seek support for the change process. The organisation sets up other lobbying mechanisms that persuade stakeholders to believe in the change process through their efforts (Monnot, 2017). As a result, change agents mediate any emerging conflicts and emphasise a collaborative approach to implementing change. Their efforts catalyse the change process and create a favourable environment for the implementation process. Most importantly, their efforts to engage with different stakeholders leads to a measure of accountability during the implementation of change. As a result, internal change agents have an increased capacity to persuade stakeholders and motivate them to believe in the projected outcomes. 
In the context of Amazon, the key change agents included the company's chief executive officer and top leaders. These individuals identified a potential opportunity brought about by the Covid-19 crisis and the shift to online purchases. Through their advocacy and lobbying, they convinced stakeholders of the potential to implement an extremely rapid expansion so that the company can enjoy the benefits of Covid-19 on eCommerce (Reardon et al., 2021). Through their lobbying, they dealt with the emerging criticism that threatened to hinder the implementation of change. The change agents at Amazon had an essential responsibility of establishing a remarkable framework to support the proposed change and deal with the criticism from different stakeholders (Nikolaou et al., 2007). The change process was challenging because the company had to make critical decisions and alter its policies to foster the safety of the workers and create a better environment for the implementation of change (Goddard, 2020). The operations during Covid-19 needed the adoption of effective strategies to combat the spread of the virus and protect the workers from potential infections. Throughout this process, the change agents demonstrated their commitment to establishing the proper infrastructure to implement change. 




[bookmark: _Toc75438404]2.5 Impact of Culture on the Implementation of Change
Organisational culture is of critical importance in fostering the implementation of change. In this context, organisational culture serves as a situational variable that may influence implementing change. The organisation's readiness for change depends on its overall culture, shaping the more excellent vision (Latta, 2009). For this reason, an organisation's culture determines the type of initiatives put in place to achieve positive outcomes when seeking to facilitate change. Moreover, the strategies adopted during the change process are also dependent on the company's culture. For this reason, the initiation of change, the speed of implementing change, and the overall outcomes of the change process are dependent on the existing company culture. A critical view of Amazon's culture demonstrates its impact on the company's changes during the Covid-19 pandemic (Dannenberg et al., 2020). The company's culture emphasises utilising any emerging opportunities to foster internet retailing and empower the customers to access a diverse range of products. The company's goal is to ensure that customers can access any product they need and have it effectively delivered at their doorstep. Therefore, the company's culture motivated the leaders to take advantage of the opportunity that Covid-19 created. 
The expansion of business operations was in line with the company's efforts to meet customer needs by ensuring that customers could access essential and non-essential products despite the lockdown. Since the company emphasises a customer-centric approach, the motifs for change were in line with the company's culture over the years. Moreover, the company's culture determined how the company addressed the emerging criticism. Mainly, the leaders maintained an open dialogue with stakeholders to convince them that the safety of workers was a mandatory requirement before any operations transpired. The company's culture also highlighted a practical approach in resolving conflicts to foster the company's performance and reputation. According to Handy's cultural model, it is possible to understand the culture of Amazon and reflect on its impact on the implementation of change. The model comprises four components: role culture, task culture, power culture, and person culture. Amazon exhibits elements of task culture because it emphasises achieving results from the completion of tasks. The company's emphasis is on individuals and teams that carry out different responsibilities and contribute to the success of operations in fulfilling customers' orders. The task culture places emphasis on the facilitation of operations that lead to customer satisfaction. In this context, the company's culture was in alignment with the rapid expansion that took place because it needed operations. 


[bookmark: _Toc75438405]3.0 Conclusion
Amazon is a leader in eCommerce and has become a pacesetter in this industry. Its commitment to meeting customer needs and remaining responsive to changes in the environment helped the company navigate the Covid-19 crisis and strengthen its leading position. The company was able to foresee significant shifts that would take place in the retail industry as more people would shift from physical stores to online platform. As a result, Apple embarked on a rapid expansion that sought to meet customers' needs that needed access to essential products in the middle of the health crisis. Amazon's leadership was able to project into the future of the pandemic and recognised that it would face a surge in orders. In response to these predictions, the company utilised Lewin's change model to plan and facilitate the change with the core objective of meeting customer needs. Although the company faced criticism from the public, senators, and legislators, it demonstrated modern-day eCommerce's solid importance. Amazon utilised different strategies to create a stronger brand position and expand product categories, emphasising the essential goods in high demand. Amazon addressed the criticism it faced and continued to enjoy increased profitability in each quarter of 2020. 



[bookmark: _Toc75438406] 4.0 Recommendations

	Area of Development to improve Change Planning and Implementation
	Actions to be undertaken i.e training
	Priority
Low/Medium/High
Why-Explain your decision
	Support and Development.
Internal/External
From People, Financial, Physical
Resources.
	Review Dates
Set review date and explain your decision
	Other comments
Will you set ‘interim’ review dates-why might they be necessary?

	Protecting the rights of workers 
	Recognise employee rights during a pandemic
	High
Because of the ongoing criticism and protests
	Support from human resource department 
	July 15, 2021, because this area needs immediate action
	Not Applicable

	Protection of employee rights 
	Provide personal protective equipment
	High priority to reduce infection rates among empoyees
	Support from the financial department
	Immediate because employees need personal protective equipment immediately in compliance with health regulations 
	Not Applicable
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[bookmark: _Toc75438410]PESTLE Analysis 
	Political Factors
	Economic Factors
	Social Factors
	Technological Factors
	Legal Factors
	Environmental Factors

	· Government support for eCommerce
· Political instability in some countries
	· Potential recessions due to economic lockdowns
	· Increased preference for online shopping 
· Social distancing likely to affect deliveries
	· Cyber insecurity 
· Increased internet accessibility 
· Technological revolution I delivery systems 
	· Delivery logistics and traffic related emission
· Volume of packaging and disposal to the environment. 
	· Tax avoidance litigation
· The compulsion to protect public health during the Covid-19 pandemic




Strengths


Weaknesses


Opportunities 


 Low cost structure


 Competition from third party sellers 


Threats 


 Increasing popularity for online shopping 


 Competition from other online entities 


Diverse range of merchandise


Synergies among its business segments


Remarkable reputation and profitability


Substitutes of physical retail stores.


 shift from physical retail stores to online shopping during Covid-19


 Public conroversies that compromise its reputation


 Cost leadership


Large number of acquisitions     


Public criticism during Covid-19


Cheap acquisitions that expand its capabilities 


