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Executive Summary

This report is the work of Mihaela Titiriga for the course Leading and implementing Change in the workplace and has been requested by lecturer Brynach Heffernan. It will be submitted on Turnitin by 18.03.2022. As part of this analysis, we'll examine how Amazon's leadership manages change, and how these changes affect the company's internal structure and public image.
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1. Introduction

Change management is analysed in the current Amazon report. Nothing remains the same in this world. While it is necessary for making a change in a business environment, it is even more vital to know exactly what change is needed and why it is needed. Preparation is essential before making any major changes in the way things are done. The executives of the organisation would have to use proper change management abilities to handle the transition. It is always the goal of any  change or transformation to further the organization's objectives or enhance its current performance.
Amazon.com has become the world's largest online store thanks to Jeff Besos leadership qualities and talents. He is well-known for his ability to think outside the box and being a visionary, he succeeded to understand the environment and adapt accordingly to remain a top leader in the online retail industry. 
In this report, it will be concluded that Amazon took advantage of the current situation and managed to become even more successful in times when other companies have failed. Amazon despite its critics and issues faced over time is a company capable of implementing change and achieve its goals.















2.1 Organisation background

Online retailer Amazon.com is one of the world's most popular shopping destinations. The company has grown tremendously from its humble beginnings in a garage to a global conglomerate employing hundreds of people.
 Amazon was created by Jeff Bezos in 1994. At the time, he operated his business exclusively out of his garage in Bellevue, Washington. Nick Hanauer was able to help him with his financial needs. Tom Alburg followed up with a larger $100,000 payment to help make the new website more user-friendly. In the first month of operation, Bezos fulfilled and sent orders to all 50 states and 48 countries. The only item available at the time was books.
In January 2009, Amazon reported fourth-quarter 2008 revenue of $6.7 billion. The company presently has fulfilment centres in 12 states around the United States, as well as eight foreign countries. The company's headquarters are in Seattle, Washington, and it employs over 21,000 people globally. (WorldAtlas)
Cadabra was the first name Jeff Bezos had in mind for his firm, but in the end, he decided to call the corporation "Amazon" because he loved that it would be named after the world's greatest river.
In those days, Jeff Bezos required his staff to work at least 60 hours a week. There was no concept of a work-life balance. Amazon's distribution operations were frequently a mess because of Bezos' tendency for moving at rapid speed. 
In the late '90s and early '00s, Amazon went through a period of rapid expansion. System disruptions would cause facilities to be shut down for hours, stacks of items to be neglected by workers, and new product categories to be unprepared for.(Hartmans. A, 2018)











2.2 What is change, resistance to change and benefits
The process through which a business or organisation changes its operational processes, technology, organisational structure, core design, or strategy, as well as the implications of such changes, is studied in Organizational Change. Normally, external or internal influences induce or result in organisational change. (Market Business News, 2016).
In this situation, the drive for reform at Amazon came from outside the company. In order to meet government deadlines, they had to act quickly. 
When change was necessary, they had to deal with obstacles. The Covid-19 epidemic was one of Amazon's and other organisations' toughest concerns.
Amazon claims to have invested billions of dollars on the Covid-19 programmes. As a result of this, lawsuits have been filed in both Europe and America against the business, claiming that it did not do enough to prevent the rise of Covid-19 in its facilities. 
A labour group in the United States has accused the company of benefiting from the epidemic while leaving its employees unprotected to the disease itself.
People are resistant to change in a variety of ways, according to Kotter and Schlessinger. Some individuals tend to withdraw within themselves. Some may retaliate violently. Some may even try to obstruct the transfer, either covertly or overtly. The change curve can help you understand how to deal with change and how others adapt to it.
Understanding how members of your team may resist change can help you choose the best change method from the Six Change Approaches to overcome that resistance. Reasons for resisting change can be self-interest, mistrust, low tolerance for change, education, poor communication.(Expertprogrammanagement.com, 2018)
Kurt Lewin’s model of change consists of three stages to make the change process efficient : unfreeze, change and refreeze.
The notion of freezing has lost favour in popular opinion. Instead of a stiff frozen block, we're encouraged to conceive of this last step as more malleable, like a milkshake or soft serve ice cream. It may be easier to 'Unfreeze' for the next change this way. (Change management coach, Online)
"Unfreezing" entails examining each phase of your process for improvement opportunities. It also relates to your organization's impression of the process, prospective changes, and potential opposition.
“Making the change”, to make this stage a success, you must concentrate on three critical areas:
Also, the need to make certain that your personnel receive adequate training for all new systems and technologies that they will be required to operate.
Support can take the shape of a manager, a mentor, or even a skill set from which they can obtain additional information.
Maintain open lines of communication – both so staff know what to anticipate and so they may provide feedback on progress and impediments. 
After your modification has been deployed, measured, and changed in response to feedback, you must "refreeze" the process. This is essential in any change management strategy.
If you've listened to (and implemented) staff input, this stage will be easier because your employees will be more invested in the changes. (Mullholland B, 2017)



Create a feeling of urgency, attract great change leaders, develop and effectively convey a vision, remove roadblocks, achieve fast wins, and continue to build momentum. Kotter’s eight step model can help make change part of your organization's culture. It's also critical that your company's executives remain committed to the transformation. This comprises both current employees and newly hired leaders. If you lose these people's support, you can find yourself right back where you started. (Mindtools, Online
Amazon used this model in dealing with the change created by the pandemic.
The goals of change implementation could be increased revenue, increased efficiency, increased profitability, increased customer happiness, increased employee morale, and quality perfection. As a result, the researchers identified the following major elements as being responsible for failures (Kotter, 1996) in the change implementation process:
Allowing too much laziness.
Failure to form a strong enough steering coalition.
Underestimation of vision's strength.
Under-communicating the vision by a factor of ten, hundred, thousand.
Allowing impediments to obstruct the new vision.
Failure to provide short-term gains.
Too quickly declaring victory.
(ReasearchGate, Online)




2.3 Models of change in Amazon and leaders’ involvement
Change is an ever-present component of organisational life, according to Burnes (2004). 
Both on a tactical and strategic level, life is a balancing act. As a result, there should be none. 
There is some debate on the value of an organization's capacity to recognise threats, where it needs to go in the future, and how to deal with the necessary adjustments (R.T, 2005)
Understanding the architecture, ensuring that it is applied, and educating everyone involved: the leaders, the teams operating work-streams, and those directly and indirectly affected, are all important contributions HR can offer in any change process. (Team,C. 2016)
As people dug down at home due to Covid-19 restrictions and resorted to the web for basic supplies, Amazon scaled up its already vast online retail operation almost overnight to match a big rise in orders in the first quarter. To help with the reaction, the corporation began a process of vetting and hiring 175,000 new staff. Early on, Amazon's management team recognised that the pandemic had the potential to be a historic event. And Bezos, who had been devoting one day a week at his rocket business, Blue Origin, instantly became more active in Amazon's operations, meeting regularly with his senior team—a group of top managers, many of whom had been around company for a decade or more. (Dumaine, B. 2020)
Amazon planned to spend more than $800 million on COVID19 safety measures in the first half of the year 2020.This involves buying masks, hand sanitizer, thermal cameras, thermometers, sanitising wipes, gloves, and more handwashing stations, as well as disinfectant spraying in buildings, COVID19 testing materials, and employing more janitors. They changed procedures so that personnel at fulfilment centres may keep a safe distance from their co-workers. This includes getting rid of stand-up meetings in the middle of shifts. Business-critical information is instead disseminated via white boards near important locations and talks with managers or HR team members. To guarantee ease of movement near important exits, they staggered shift start and break times, spaced out tables in the break rooms on site, and halted exit screening. They changed the trainings so that staff aren't all in one place at the same time, changed the hiring procedure to encourage social distance, and stopped entertaining public visitors in Amazon facilities. (UK 2020)


2.4 PESTEL and SWOT analysis
The vision of Amazon is “To be earth’s most customer-centric company and an online platform where people can buy anything and everything they need and endeavour to offer its customers the lowest possible prices.’’
As is common knowledge, Amazon is a multinational company that operates on a global scale and is subject to the regulations and support of a variety of nations. Despite the fact that the internet has been of tremendous assistance to the company in spreading its brand name, the corporation is required to conform to the standards and rules of a number of different countries. The price of carrying out company activities is driven up as a result.
We live in a marketing and customer service era, in which all businesses strive to provide superior service to their consumers than their competition. Amazon excels in customer relations, and the company strives to deliver products the very same day.
Whether it's shipping or inventory administration, Amazon leverages cutting-edge technology to gain a competitive advantage.
Amazon has launched a new service called "Hub," which implies that customers will receive their deliveries even if they are not at home.
Amazon is devoting significant resources into the research and development of drone technology in order to fulfil client orders. It might look easy, but in reality, there are a lot of moving parts that make it rather challenging. For instance, designing and building drones capable of transporting goods, figuring out how to manage them, and, as a last step, securing government clearance while complying to other regulations.
Looking at the macro-environment, Amazon faces great challenges and is in the position of dealing with change very often. (Shaw, A.A , 2020)

When it comes to online commerce, a S.W.O.T. (annex 1) research indicates that Amazon is one of the most powerful organisations in the world. What exactly is the key to such phenomenal success? According to the findings of the study, Amazon's success may be attributable to a variety of factors, including its relatively low-cost base, its extensive product selection, and its large number of third-party merchants.
The fact that the firm has been operating for such a long period on the market presents a challenge because the level of competition in this sector is high. Amazon has come under fire from legislators, the press, and governments over the past several days for the way it treats its employees.
Opportunities for the corporation include Amazon Go, a totally automated actual shop in the United Kingdom that does not even have a cashier, which was the first in the retail industry, but the company expects to open at least 3,000 locations worldwide within the next 3 to 5 years and expanding on online groceries.
Nowadays, the government attempts to break up monopolies in every business by enacting new rules that encourage entrants to enter the market, and this can be seen as a threat to Amazon. (Jurevicius, O, 2021)

The PESTEL analysis of Amazon (annex 2) shows the external environment that affects the company. Amazon has to deal with political influences as well as the activities of the government, both of which pose a risk to the success of the corporation. Amazon will see quick expansion if the overall economic climate in the nations in which it operates is favourable, and these countries include the United States. Retailing is a distribution channel that manufacturers and service providers utilise in order to make their commodities and services accessible to consumers who use them directly.
Amazon's business results are susceptible to both good and negative influences from social variables, trends, and habits. People have become more sedentary as a result of Amazon; you may tell them to stay at home, and the Amazon delivery system will take care of everything else; meanwhile, the government is under enormous pressure to take necessary measures to enhance the lifestyle of each person. 
The passage of time causes technical advancements to become outdated, and Amazon is experiencing the same challenges, which force the company to consistently improve its technological assets in order to stay competitive. Amazon has developed a competitive edge as a result of its extensive expenditures in information technology.
The General Data Protection Regulations (GDPR) of the European Union are an extra-legal concern that applies to Amazon and any other company that collects customer data such as names, emails, and financial information. This includes Amazon and all other businesses. It is imperative that any and all information belonging to clients be stored in a secure environment. The European Union opened an investigation, and in the end, they chose to punish Google and Facebook with financial penalties. It is thought that this presents a big threat to Amazon.
(Farooq, U.2019)




2.5 Critical analysis on how the change affected culture and style of leadership used in Amazon for the change

Kurt Lewin created a simple and effective method called Force Field Analysis, which is used to manage organisational transformation. It is the responsibility of change leaders to map and analyse the many aspects that influence a change undertaking.
There are numerous pressures operating both on behalf of and against change. These pressures and forces are not tangible, but rather factors and conditions that drive or oppose the change initiative.
The positive forces that impact or support the change effort are referred to as driving forces. These are the true motivators for change in the organisation. Some examples of driving factors are as follows: new leadership, new market opportunity, new technology, competition, government laws.
Some examples of restraint forces are anxiety of unpredictable future\s prior failure of change projects, employees' old routines, animosity among workers, employees' unions, rigid bureaucratic structures. (Tahir, U. 2019)
A group of Amazon employees is suing the corporation, alleging that the firm required unsafe working conditions in one of its fulfilment sites, leading in the spread of COVID-19 and deaths from the disease. Christian Smalls, a former Amazon employee, spoke out about the unsafe circumstances at JFK8 in March and staged an employee strike in protest. Amazon fired him right away. A few days later, Vice Motherboard got an internal report concerning Smalls' termination in which Amazon upper management decided to make Smalls the face of the entire company movement while disparaging him.
During the COVID-19 issue, Amazon fired lots of new additional workers who spoke out about treatment of workers at the company's sites.
The Office of New York State Attorney General Letitia James initiated an inquiry into Amazon's facility health and safety regulations in New York in late April. (Cox, K. 2020)



Amazon has a highly intense company culture that puts a lot of emotional and even physical pressure on some of its employees. This can be explained by stating that Amazon has a distinct organisational culture that is not suitable for everyone. Only individuals that can flourish under extreme pressure and in a fast-paced workplace would be able to prosper in this organisation.
In 2015, The New York Times published an article titled "Inside Amazon: Wrestling Big Ideas in a Bruising Workplace" in which Amazon's corporate culture was harshly criticised.

Specific faults identified in the essay include unrealistic performance goals, a fear-based work atmosphere, and a failure to recognise employee contributions. (Dudovsky, J. 2020)
Jeff Bezos' performance at Amazon is something well known, but most executives are working hard to become one of the few who can match it. As a result, a purely pragmatic leader expects his or her people to meet high standards of performance at all times. They are goal-oriented and competitive, and they place a lot of importance on achieving their goals. 
Working with pragmatist may be a very rewarding experience, but it can also provide some difficult problems. In contrast to some other styles of leadership, in which directors may offer symbolic rewards for encouraging work-life balance or peace, the Pragmatist prefers work, effort, and often tears before delivering anything resembling a recompense. This is because the Pragmatist views work and effort as the primary motivators for people. (Murphy, M, 2015)

Amazon's distinct ways of recruiting and developing leaders, with a focus on its 14 leadership principles, have shaped the company's cutting-edge creativity and culture, devised and implemented by CEO and founder Jeff Bezos himself over the years. Every Amazon staff is supposed to follow these 14 principles, which were created to foster a strong entrepreneurial and results-driven business culture. (CEO Today, Online)

2.6 Change Agents
There are several ways to minimise the negative impact of a transition and help people adapt more quickly if you understand the Change Curve. You may use your knowledge of the Change Curve to help people get the information and support they need based on where they are on the curve. '
You'll be able to go forward with the change faster and with a better chance of success. As acceptance spreads, people will want to see for themselves what the change entails. As basic as allowing them the time they need, they'll be able to do so more readily if they're aided and supported.
The Change Curve, as developed by Elisabeth Kubler-Ross, acknowledges four stages in human reactions to change:
People's first reactions are frequently shock and denial, so it's critical to keep them up to date on what's going on.
Anger and anxiety are frequently the next emotions to emerge. Handle all of the emotions involved with respect and care at this point.
People eventually accept their new condition, but it will take some time for them to adjust.
Finally, after your employees have completely committed to the changes, assist them in celebrating their achievement (MindTools, 2009)
This model does have his limitations. The first five phases of grieving were derived from observations of terminally sick patients and their deaths. This scientific model that has good empirical data backing may make this model obsolete because it was not initially constructed with corporate transformation in mind. (Tahir, U. 2019)
Also, not every individual will follow the same stages, it is down to individual personality traits, so we cannot precisely predict that this is a pattern that everyone follows.
3. Conclusion
The epidemic has wreaked havoc on companies all around the world, but it has been incredibly advantageous to Amazon. As global e-commerce revenues nearly doubled in May 2020, each "click to purchase" lockup put the business a little closer to complete domination of online purchasing.
WSJ reported in April that Amazon was utilising data from third-party sellers to discover which goods were selling well, and then manufacturing private-label replicas of the same items to compete with the vendors' offers.
According to several merchants, communication has deteriorated since for Amazon's apparent issues on the site during the epidemic, and Amazon's reaction has been delayed. Because of its enormous size and several levels of activities, the company has been able to earn so much during the pandemic. (Semuels, A. 2020)





4. Recommendation

	Area of Development 
	Actions to be undertaken
	Priority Low/Medium/High

	Support and Development.
Internal/External
	Review Dates
	Other comments

	
Staff communication
	
Face to face meetings to be reinstated 
	
High
	
Internal- to be organised meetings
	
Every 6 months
	
To increase staff morale and maintain safety distancing measures

	
Technology
	
New technology, new laptops and computers for working stations
	
High
	
Internal- training for new staff and External- new equipment
	
Every 3 months
	
To increase speed and productivity

	
Environmental
	
Solar panels to be installed
	
Medium
	
Internal- staff to be announced and External-organisation to find contractors 
	
Yearly
	
To prioritise sustainability projects

	
Staff Wellbeing
	
Install showers 
	
Medium
	
Internal- works to begin
	
Every 6 months
	
To gather feedback from staff

	
Staff Wellbeing
	
Vegan food
	
High
	
Internal
	
Every 6 months
	
To prioritise vegan food options in canteens
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Annex 1.
Amazon SWOT analysis

Strengths:

1.A low pricing structure, the broadest assortment of products, and a significant number of third party sellers are all features of this marketplace. The highest number of items are sold on Amazon than any other online shop combined. The firm made a total of US$141.247 billion in revenue in 2019 from online sales of its own products as well as an additional US$53.762 billion in revenue from commissions collected on sales made by third party sellers through its online stores.
Low pricing, a massive product selection, and the presence of a large number of third-party sellers are all important aspects that contribute to the overall positive experience that Amazon customers have and help drive more traffic to their websites. Amazon's dominance in each of these categories leaves little room for other competitors to compete.
2. Marketplace, Amazon Web Services, Prime, and the other subscription services all have synergies with one another. The four different aspects of Amazon's business work together to reinforce one another and produce benefits that could not be obtained if the companies were run separately.
3. When two or more products are delivered together, the whole cost of packaging and shipping can be split among them, saving money. As a direct consequence of this, Prime generates more revenue, and Amazon's customers report higher levels of pleasure. (Jurevicius, O. 2021)

Weaknesses:

1.Amazon is becoming into a conglomerate and distributing its resources over an excessive number of different markets, which may result in inefficiencies, a lack of economies of scale, or even the failure of some types of enterprises. Amazon would often purchase a dominant player in a market before moving into that sector. This will result in a reduction in the company's available funds for expanding its existing operations. Because diverse markets need for a variety of approaches, there is a chance that the firm may abandon its fundamental strategies and vision.
2. Insufficient presence in Europe and other emerging areas. In comparison, only 7.9 and 6.2 percent of income come from Germany and the United Kingdom, respectively, but 61 percent of revenue comes from North America. It appears that the company's business model is unable to function well in Europe, particularly with regard to the distribution centres and the delivery network.
3.High competition. Companies like Ebay, Alibaba and other online sales platforms with the same characteristics contribute to weakening Amazon success on the market.
Opportunities 

It's possible that the online grocery sector may experience significant expansion. Despite being the most popular type of retail purchase, online grocery shopping is still quite uncommon.
Amazon's goal with the Fire TV gadget is to increase its share of the television advertising industry, which might result in a higher profit margin for the corporation.
Amazon developed the most cutting-edge shopping technology in the world in order to eliminate the need for customers to ever stand in line. The first store to debut Just Walk Out Technology was Amazon Go, which opened in 2014.  These technologies include computer vision, sensor fusion, and deep learning. The Just Walk Out Technology is able to automatically recognise when things are removed from or replaced on the shelves, and it maintains a record of those items in a digital shopping cart. You are free to leave the store once you have completed your purchase. After some time has passed, we will give you a receipt and charge your Amazon account for the purchase. (Amazon.com .2019)




Threats:

As Amazon continues to expand its market share and is increasingly regarded as a monopoly by the Justice Department, the company is quite likely to become the target of antitrust cases.
The United States Department of Justice and the Federal Trade Commission are conducting numerous investigations into Amazon's previous purchases, and these investigations may overlap with one another. Amazon has to be on guard against any antitrust lawsuits brought against the company. 
Growing of competitors market can also be considered to be a threat for Amazon.
(SWOT Analysis, online)
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Annex 2

Amazon PESTEL analysis


Political
Amazon must contend with political pressures and the operations of the government, both of which threaten to undermine the company's success. 
The e-commerce company Amazon is susceptible to the effects of political stability. For instance, because industrialised nations with established democracies like Australia have low levels of political unrest, Amazon.com has been able to grow its operations in the region. Threats can come from politically stable administrations as well as from other sources. The European Union is conducting an investigation into how Amazon.com uses the data of shops that sell their products on the Amazon Marketplace. If the authorities decide that Amazon is responsible for the violations, the company might be subject to heavy penalties. Both Amazon's brand image and its profits are being negatively impacted by the current political climate.

Economical

If the general economic climate in the countries in which it operates is favourable, then Amazon will see rapid expansion. Retailing is a channel through which manufacturers and service providers make their wares and services available to end users. Consumers will continue to shop at retail establishments regardless of the state of the economy, and this behaviour helps certain retail businesses thrive even in the worst of circumstances.
Another important indicator of the macro environment that might have an effect on Amazon is a recession in the economy. For instance, the economy in China is showing signs of slowing down recently, and this Chinese recession is regarded as a danger to the development of Amazon's company. Amazon views the Chinese market as one of the most important ones to break into in the next years.




Social

The younger generation is obsessed with and enthusiastic about internet buying. This percentage grew as accessible internet access and mobile devices became more prevalent. The capability for online purchasing offered by Amazon is also available to older persons who are unable to walk or who choose not to go outdoors. These days, a lot of people like spending their free time shopping online. Amazon has the ability to make use of this chance to communicate with an increasing number of individuals all around the world.

Technology

Amazon is now one of the most profitable companies in the world because to technological advancements. Amazon is putting a lot of emphasis on technology, namely cloud computing (Amazon Web Service), for its delivery system in order to better serve its consumers. Amazon wants to maximise the use of technology for its delivery systems and is working toward that goal. Unnamed Aerial Vehicles, more commonly known as drones, will be used in the new future delivery system known as Amazon Prime Air, which will carry products to customers. Amazon is collaborating with a variety of regulatory agencies to develop a robust air traffic management system and ensure that it satisfies their criteria.

Environmental
Amazon faces the difficulty of lowering the emissions produced by their company. Estimating the emissions caused by businesses engaged in online shopping can be a challenging endeavour. It takes far less energy to place an order online rather than to go to a real store to buy or pick up food.


Legal
Amazon and all other businesses that collect consumer data such as names, emails, and financial information are subject to the EU's General Data Protection Regulations (GDPR), which is an additional legal consideration. All information pertaining to customers needs to be kept secure. The European Union began an inquiry and ultimately decided to levy fines against Google and Facebook. It is believed that this poses a significant risk to Amazon.
The commercial activities of Amazon are required to comply with a variety of laws and regulations. There are a variety of legal considerations that might have an effect on Amazon, including anti-trust laws, discrimination legislation, consumer protection laws for online retailers, and data protection regulations.
Amazon has reportedly violated data privacy regulations in the European Union, which resulted in a punishment of $886.6 million (about £636 million). 
The National Commission for Data Protection in Luxembourg was the entity that levied the sanction after determining that the processing of personal data by the IT giant in question did not comply with EU legislation. Amazon has stated that it will fight itself "vigorously" against the charge, stating that it believes the fine to be "without merit." (Leggett, T. 2021)
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