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Chapter One
Introduction, Aims and Objectives


[bookmark: _Hlk201580785][bookmark: _Toc202819833][bookmark: _Hlk202819975]1.0 Introduction
Present times define modern organisations as dynamic, and employee wellbeing is becoming increasingly important for the sustainability and success of the organisation. Employee well-being is characterised by several criteria, encompassing both good and negative aspects. More favourably, it is characterised as employees' subjective experiences of enjoyment and pleasant sensations of vitality, including contentment, satisfaction, stability, personal development, and enthusiasm for learning. Conversely, it is described negatively as the subjective sensations of adverse impacts, including tension, annoyance, and anxiety. 
Amazon Swansea is a good example of how operational effectiveness often goes hand in hand with employee well-being. Leadership style may have a big impact on this environment. This study aims to explore the relationship between transformational leadership and Amazon Swansea employees' wellbeing. The specific aim of this study is to deeply look at how transformational leadership traits affect stress levels, job satisfaction, work-life balance, and other facets of employee wellbeing. Most studies ignore the relationship between leadership and worker wellbeing in logistics instead of concentrating on business, educational, or healthcare environments. One of Wales' top logistics and fulfilment hubs, Amazon Swansea, provides a suitable setting for investigating the potential impacts of transformational leadership on employee wellbeing. Amazon's operational model is defined by a fast logistics environment, with a high volume of workloads and many performance goals to meet; this is an excellent opportunity for research on leadership, which is crucial in influencing employee experience.


[bookmark: _Toc202819834]1.1 Research Background 
[bookmark: _Hlk197803677]Western Governors University (2020) contrasts leadership ideas with cookbooks for exceptional leadership. Different leadership theories help us understand the qualities and actions that could improve our leadership capacity. Conversely, Mullins (2010) argues that the essence of leadership is convincing others to do what you desire. Today's society is changing leadership to encompass accountability, leadership, and teamwork towards a shared objective (Attah et al., 2024).
The whole efficacy of the company depends much on the quality of work of the management (Akpa et al., 2021). Teams functioning inside their systems can rapidly lose motivation, passion, and productivity without appropriate organisational management, which leads to staff members departing (Rajan, 2021). Many management professionals contend that employees leave their managers rather than their firms (Hoffman,2021). Thus, managers must have a positive rapport with their staff members (Anand, 2024). Milosevic (2020) points out that when individuals perceive a lack of support or cannot engage in open and constructive dialogue with their superiors, they are likely to experience job dissatisfaction, which may manifest as a deterioration in work performance.
For this reason, managers are accountable not only for the outcomes of their teams but also for helping particular team members (Sinclair et al., 2023). This suggests an awareness of their driving and motivating reasons, their skills, and how to guide them in the realms they still have to develop.
James McGregor Burns initiates the discourse on transformational leadership. Burn's idea focuses on the fundamental issues, needs, desires, and priorities of those who follow you (Greimel, 2023). We must know their dreams, aspirations, ideas, and beliefs to be a part of this. This implies that we must behave in ways that let people come to trust us as leaders without violating their confidence. That strategy helps leaders to increase the ethics and morality, inspiration and dedication of their subordinates, successes, and outcomes (Alwali, 2025); Burns also thought that subordinates might equally challenge their superiors. According to Crowley (2022), we must learn to know the people we need, their aspirations, capacities, needs, goals, and dreams, and develop a means of addressing them to become transformational leaders. 
[bookmark: _Hlk201574465]With numerous studies on transformational leadership, our knowledge of it in high-demand logistics settings remains limited. Most studies ignore the link between leadership and employee well-being in logistics and concentrate on business, educational, or healthcare environments. One of Wales's top logistics and fulfilment facilities, Amazon Swansea, offers a perfect setting to investigate how transformational leadership might affect employee welfare. Amazon's operational model is defined by a fast-paced logistics environment, demanding workloads, and many performance measures to achieve; this is an excellent place to research leadership since it significantly shapes employee experience.


[bookmark: _Toc191581428][bookmark: _Hlk197803593][bookmark: _Toc202819835]1.2 Research Objectives

This study investigates how transformational leadership impacts employee well-being at Amazon Swansea. It will look at how managers using transformational leadership effectively influence employee work satisfaction, motivation, stress management, and well-being at a hectic Amazon warehouse in Swansea.

1. To analyse the key characteristics of transformational leadership and assess their presence within Amazon Swansea’s leadership structure.
2. To investigate the relationship between transformational leadership and employee well-being.
3. To assess employees' perceptions of their leaders' effectiveness in supporting their well-being and work performance.
4. To evaluate how transformational leadership impacts employee engagement and job satisfaction at Amazon Swansea.

The insights collected from the comprehensive literature review served as the foundation for developing the primary research questions, which aim to empirically investigate the specific dynamics of transformational leadership and employee well-being within Amazon Swansea.


[bookmark: _Hlk201570976]Chapter Two
Literature Review 

[bookmark: _Toc202819836]2.0 Literature Review
[bookmark: _Toc202819837]2.1 Transformational leadership 

The model of transformational leadership has its beginning in the work of James MacGregor Burns, who first contrasted it with transactional leadership in 1978. Burns proposed that transformational leadership is a process in which leaders and their followers raise each other to higher levels of motivation and morality (Vonoga, 2019). The goal of transformational leadership is more deep, qualitative change (Ghorbani et al., 2023).
Burns' theory was developed by Bernard Bass in 1995. Bass (1995), defined transformational leadership as the ability of a leader to motivate followers to achieve results that exceed their original expectations by building trust, respect, and admiration. A Transformational leader changes the values, beliefs, and aspirations of their team in order to inspire, motivate, and challenge them to achieve greater goals (Ugochukwu, 2025). Bass (1995) argues that in accordance with Abraham Maslow's (1943) hierarchy of needs, this leadership approach can raise followers from lower to higher levels of need. In a broader sense, transformational leadership is a model for enabling a group to achieve shared success, which necessitates defining a shared goal and understanding the strengths and weaknesses of every team member (Steinmann et al., 2018).

[bookmark: _Toc202819838]2.1.1 The 4 "I's" of Transformational Leadership

According to Bass (1995), a transformational leader is composed of four distinct components, which he refers to as the "4 I's." They are:

Idealised Influence: Positive modelling is the best way to inspire employees to be motivated (Kariuki, 2021). In every way, transformational leaders set the standard for employee behaviour. This also includes maintaining a dedication to work goals, exhibiting enthusiasm for the company's strategy, and modelling morally and socially admirable behaviour (Ugochukwu, 2025).
Respect and trust are the pillars of this influence. According to Towler (2019), employees respect and trust leaders who demonstrate idealised influence, making wise choices that benefit the team, its members, and the organisation. Because of this trust, workers become followers who want to emulate their leaders and adopt their values.

Inspirational Motivation: Workers want leaders to present an inspiring and worthy vision. According to Crowley (2022), transformational leaders accomplish this by clearly stating a vision that inspires followers to absorb it and pursue it as their own goal. This starts with giving workers a strong sense of purpose and setting high expectations for their performance (Cherry, 2024). The drive for success is inspired by role models rather than fear (Abdul-Azeez, 2024). By setting high standards and expectations for themselves, transformational leaders showing an example for their employees and the organisation as a whole (Lassardo, 2021). Their actions instil in their followers the same passion they have for a project, an objective, or the organisation's overall vision. Workers today have a strong sense of purpose and a "mission mindset" that drives them to achieve their goals.


Intellectual Stimulation:  Think creatively, and think outside the box thats the main framework. Leaders who challenge accepted insights and promote the search for new solutions, implementing practical ones, build critical thinking and proactive problem-solving skills in their teams (Shahid, 2024). According to Harvard Business School (2025), when people are involved in the decision-making process, they feel more valued and more eager to contribute to the success of the company. Transformational leaders are not afraid to challenge old practices and laud can say "enough" to the attitude of "we have always done it this way." They are willing to question even the ideas of experienced employees and encourage everyone on the team to think creatively and explore new solutions. This means that new perspectives, fresh opportunities, and gaining experience become a priority. 
What's more, a transformational leader effectively reduces the "fear factor" associated with work (Kensbock, 2024). Instead of focusing only on results, they emphasise opportunities for learning and development. As a result, people are more willing to seek out and capture new opportunities and engage in ongoing improvement rather than playing it safe and avoiding risk.

Individualised Consideration: One of the key characteristics of transformational leadership is the ability to convey a sense of the larger culture to the individual, giving employees a sense of ownership of the company's goals and autonomy in the workplace (Dias et al., 2022).
Crowley (2022) points out that transformational leaders do not dictate ideas from a bubble and then leave them to employees to implement. They encourage employees' professional development and foster positive relationships with them. It involves open communication, attention to individual needs, and mentoring. We can often recognise that transformational leader is identified by the respect, and trust that others have for them. They lead by communicating a clear vision and creating a workplace where experienced employees are trusted to make decisions in their assigned areas (Dinh, 2021). All employees are encouraged to think creatively to find new solutions to long-standing challenges.
It is crucial to understand that these four dimensions are not just unique characteristics but a coherent structure that strengthens the bond between the leader and followers (BusinessBalls, 2025). Following that, motivational inspiration provides direction and emotional resonance for these principles, clearly defining the shared future and its importance and attending to the higher needs of workers as defined by Maslow's hierarchy. Encouraging critical thinking and creativity within a framework of shared values, empowers followers to participate in the vision actively. With a personalised solution, leaders get to know each person on their team and support their personal development. It helps team members understand how their development connects to the goals and values ​​of the groups, making the process more specific to each person.
This synergistic interaction leads to a deep internalisation of organisational values and true commitment and intrinsic motivation, which transcends simple subordination—a characteristic of transactional leadership. This value alignment is a strong motivator for attaining "above expectations" results because employees act not only for rewards but also for a cause they 







[bookmark: _Toc202819839]2.1.2 How transformational leadership differs from other styles.

To fully understand the effectiveness of transformational leadership, it is helpful to compare it with other management styles. These differences affect both the basic assumptions, motivation methods, and the impact on employee well-being and the overall effectiveness of the organisation.


Transformational leadership is often compared to transactional leadership (Pladdys, 2024). Transactional leadership focuses on exchange, where employees are rewarded for good performance and punished for mistakes, and its primary goal is to maintain the organisational status quo. In contrast, transformational leadership aims to transform employees' attitudes, values, and beliefs rather than merely achieving compliance with expectations.
Bass (1995) introduced the "augmentation effect," which suggests that transformational leadership enhances transactional leadership, offering additional benefits to employees. The augmentation effect is also discussed in later empirical studies and reviews (Hoogeboom, 2019). 
Meta-analytic research confirms that transformational leadership has an augmentation effect over transactional leadership (specifically contingent reward) in predicting individual-level contextual performance and team-level performance (Lu et al., 2021). While transactional aspects of management are important, transformational leadership adds value that goes beyond basic expectations (Lai et al., 2020). 
Thanh (2022) says that transformational leadership should also be differentiated from negative leadership styles. Research (Khan et al., 2024), (Zhu et al., 2023) suggests that negative leadership behaviours, such as abusive supervision (e.g., using insulting names, tantrums, threats of losing one's job, deliberately withholding information, intimidating, humiliating, or ridiculing employees in front of others), have an independent and harmful effect on employee well-being and stress levels, regardless of the lack of positive leadership. Furthermore, managers who combine both positive and negative behaviours may produce more harmful outcomes than those who only exhibit negative behaviours, possibly because of a lack of consistency (Klebe et al., 2022). 


Transactional leadership depends on a reward-and-punishment system to motivate employees (Cherry, 2022). This style is characterised by a focus on maintaining demand in day-to-day operations and relies on authority rather than personal charisma. Cherry (2022) is saying that this approach to leadership, sometimes referred to as managerial leadership, emphasises structure, organisation, supervision, efficiency, and results. Transactional leaders view their role as one of supervision and delegation, believing that employees are primarily motivated by self-interest (STU, 2014). The goals and objectives for the group are highly structured, and members are rewarded when they achieve these goals and punished when they fail. (Biscontini, 2024).
Laissez-Faire Leadership: Characterised by a lack of intervention on the part of the leader, who gives employees complete freedom to make decisions and manage tasks. It often leads to confusion, low productivity, and dissatisfaction due to a lack of clear goals, support, and feedback (Kamal, 2024). According to Lundmark (2022), in most cases, this style is ineffective and can lead to burnout and stress among employees.
The autocratic leadership style is an approach to managing employees in which decisions are made by a single leader or a small decision-making group, and the rest of the team has limited autonomy and influence over the decision-making processes (Pizzolitto, 2023). The leader has complete control over the decisions and recommendations of other team members, which is founded on a strong centralisation of power and control. A number of essential components characterise the autocratic style. Pizzolitto (2023) points out a clear hierarchy in which the leader has the highest authority and control. Decisions are made quickly and efficiently, but the decision-making process is usually closed without the involvement of the entire team. In addition, communication is often one-way, with the leader dictating guidelines and expecting them to be followed. In an autocratic approach to management, the leader usually applies strict rules, which can lead to rigidity in the organisation (Kim, 2023). Employees cannot make decisions. This can negatively affect their motivation and commitment to work. Additionally, the lack of participation in decision-making processes can lead to frustration among employees and limit the team's potential for creativity and innovation (Hassnain, 2022).
Servant Leadership: Similar to transformational leadership, it focuses on employee development and well-being (Winston, 2022). Servant leaders are also likely to inspire long-term employee engagement and retention. Servant leaders model the traits they want employees to embody, such as a strong desire to help customers, a passion for the organisation's vision, a deep level of commitment to the organisation's mission, and a sincere desire to see employees grow (Canavesi, 2022). This tangible desire to help employees and customers grow sets servant leaders apart from other leaders and is positively related to employees' perceptions that their organisations are ethically sound (Febrian, 2023).
Authentic Leadership: This is a relatively new concept that stems from transformational leadership. It is based on the leader's personal qualities, such as self-awareness, clarity, and ethics (Duarte et al., 2021). Authentic leaders promote a work environment built on trust and clarity, which in turn positively impacts employee well-being and work-life balance (Baquero, 2023).
In summary, while other leadership styles may have their applications in specific contexts, transformational leadership is determined by its ability to effect deep, positive change that goes beyond simply achieving goals. By inspiring, motivating, and developing the potential of employees, transformational leaders not only increase performance, but also significantly contribute to their overall well-being, making this style particularly valuable in the dynamic and demanding environment of modern organisations.


[bookmark: _Toc202819840]2.1.3 The Relationship Between Transformational Leadership and Employee Well-being

Empirical studies, including those using meta-analysis, have examined the effects and consequences of the relationship between transformational leadership and employee well-being (Cruz, 2022). Leaders play a key role in the organisation, and their behaviour has a direct impact on the employees' well-being, either enhancing or undermining it (Azila-Gbettor et al., 2024).
According to Lindert et al. (2022), transformational leadership is strongly associated with aspects of well-being, including job satisfaction, work engagement, and overall psychological well-being. Transformational leaders, through their actions and motivational activities, lead to information about engaged employees (Jiatong et al., 2022). Supportive leader behaviour directly limits the impact of stress and burnout.
In addition, transformational leadership is related to psychological keys such as self-esteem and self-efficacy, which are important determinants of well-being. 
The impact of transformational leadership, beyond individual well-being, contributes to organisational performance outcomes. This style contributes to organisational transformation, innovation, customer benefits, increased employee influence, as well as empowerment and success in the company (Bakker, 2023). It ensures performance at the individual, team and organisational levels, often to results that "exceed expectations".

[bookmark: _Toc202819841]2.1.4 Mechanisms and mediating variables

Understanding the impact of transformational leadership on well-being requires a study that explains how this impact occurs. Below are the key mediating variables:

Trust in the Leader: Transformational leaders can trust and respect their employees, which is considered one of the most important criteria for their uniqueness (Huang, 2021). Trust may mediate the relationship between transformational leadership and psychological, physical, and public well-being, signifying the importance of safety and meaning in the relationship.

Transformational leadership has a positive effect on employee engagement. Transformational leaders stimulate employees' cognitive, emotional, and social engagement, which leads to their greater proactivity and commitment (Jiatong et al., 2022).

According to Liyanage (2020), transformational leaders foster self-efficacy in employees, a crucial factor for their well-being. Research indicates that self-efficacy mediates the relationship between transformational leadership and hedonic forms of well-being, such as job satisfaction (Nielsen et al., 2009).

Transformational leadership fosters employees' intrinsic motivation, leading to enhanced performance. They inspire employees to give meaning to their work, which increases their intrinsic motivation to put in extra effort and achieve results that exceed expectations (Jensen, 2018).


Value Congruence: Leaders help employees align their personal values with the organisation's values, leading to value congruence between the leader and follower. Employees who identify with the organisation's mission and values ​​are more motivated, and this can promote their well-being and engagement (Wang, 2018).

Organisational Culture and Support: Transformational leadership fosters a positive organisational context by cultivating a culture of inclusion and support. Transformational leaders create an atmosphere of trust and enablement, which directly impacts employee safety and well-being (Mandal, 2025).



[bookmark: _Toc202819842]2.1.5 Mechanisms of the Impact of Transformational Leadership on Employee well-being



	Mediating Mechanism
	Description
	How Transformational Leadership Influences This Mechanism
	How This Mechanism Influences Well-being

	Trust in the leader
	A sense of confidence in the leader's intentions and competence.
	Leaders act ethically, demonstrate empathy and support.
	It increases the sense of security, reduces uncertainty, promotes positive relationships, which affects psychological and social well-being.

	Employee engament 
	A positive, work-related state of mind characterised by vigour, dedication, and absorption.
	Leaders inspire with vision, stimulate intellectually, treat individually, and strengthen the sense of meaning and purpose.
	Leads to higher job satisfaction, reduced burnout, increased productivity and loyalty.

	Self-efficacy
	An individual's belief in his or her ability to successfully complete a task.
	Leaders support the development of potential, delegate responsibility, offer coaching and positive feedback.
	It increases self-confidence, resistance to stress, motivation to take on challenges, which affects psychological well-being.

	Intrinsic motivation
	Action arising from internal pleasure, interest or sense of meaning.
	Leaders give meaning to work, connect tasks to higher goals, and promote innovation and autonomy.
	Increases job satisfaction, sense of fulfillment, creativity, which reduces stress and burnout.

	Value Congruence:
	Alignment between the employee's personal values ​​and the organization's values.
	Leaders communicate and embody organizational values ​​and help employees align with them.
	It increases the sense of belonging, loyalty, identification with the company, which affects overall well-being and commitment.

	Organisational Culture
	A working atmosphere characterised by inclusion, trust and availability of resources.
	Leaders promote openness, cooperation, empathy, and create a safe and supportive environment.
	It increases the sense of psychological security, reduces stress, and promotes mental and physical health.








[bookmark: _Hlk201570487][bookmark: _Toc202819843]2.1.6 The JD-R Model
To better understand the impact of transformational leadership on employee well-being, it is useful to refer to identified theoretical models. One of the most effective is the Job Demands-Resources Model (JD-R Model). The JD-R Model is a broad theoretical framework that explains how the work environment affects employee well-being and performance (Koroglu, 2022). This model distinguishes two main categories of job characteristics:
Job Demands: These are aspects of work that require constant physical or mental effort (e.g., work overload, role conflict, role ambiguity). High job demands can lead to mental and physical exhaustion and, consequently, to burnout and health problems (Bakker, 2021).
Job Resources: Claes (2023) states that these are aspects of work that help employees cope with demands, achieve goals, and stimulate their personal development (e.g., social support, autonomy, development opportunities, feedback). These resources initiate the motivational process leading to work engagement and positive well-being states.
The role of transformational leadership in the JD-R model is crucial. Transformational leadership can be viewed as a crucial job resource that actively influences the balance between demands and resources (Tummers, 2021). Transformational leaders positively affect the availability of job resources while negatively impacting the perceived needs of the job. They can balance job demands with available resources, which promotes employee health, motivation and productivity. They influence employees’ perceptions of job characteristics, which in turn affects their performance and stress levels. According to Claes (2023), the JD-R model is beneficial because it integrates positive aspects (engagement) with negative aspects (burnout) in a balanced and comprehensive approach.
The JD-R model provides a connection between conceptual leadership manners and concrete, multidimensional outcomes in employee well-being (Tummers, 2021). Transformational leaders, through their key dimensions (e.g., personalised attention, intellectual stimulation), actively create and enhance job resources. For example, by coaching and developing employees (Personal Treatment), they provide them with opportunities for skill development and growth, which are job resources (Lan, 2020). By promoting creativity and problem-solving (Intellectual Stimulation), they support autonomy and a sense of control over tasks, which are also job resources (Schaufeli, 2015). By communicating a compelling vision (Inspiring Motivation), they give work meaning and purpose, which are key resources. These enhanced job resources directly initiate the motivational process, leading to higher job engagement (i.e., vigour, dedication, and absorption) and overall positive well-being (Albrecht, 2021). At the same time, transformational leaders can moderate or reframe job demands. Through clear communication of expectations and goals (Inspiring Motivation), they reduce the role ambiguity that is a job requirement. By showing empathy and support (Individual Treatment), they help employees cope with workload or stress, effectively reducing the negative impact of demands on the process of health deterioration, thus preventing burnout and other negative effects of stress (Katou, 2022). This dual influence – increasing resources and managing demands – explains how transformational leadership affects not only psychological well-being (engagement, stress), but also physical well-being (reducing chronic exhaustion) and potentially social well-being (by fostering a culture of support and inclusion). The JD-R model suggests that transformational leadership contains not only inspiration but also the structuring of the work environment to provide employees with the necessary resources to develop and effectively cope with demands (Albrecht, 2021). This emphasises the practical usefulness of the theory for HR managers and leaders, offering specific paths for intervention and development.
[bookmark: _Toc202819844]2.2 Well-being in a theoretical approach
The concept of well-being does not have a single definition. It is a multidimensional concept. Therefore, researchers, scientists, and practitioners define it in different ways. Nevertheless, most definitions of this issue have certain standard features. According to Ross et al. (2020), well-being is a subjective sense of happiness, well-being, and satisfaction with one's state of life. Guerrero-Barona (2020) said that the issue described is a kind of cognitive and emotional assessment of one's own life, which consists of a high level of fulfilment and satisfaction with life.
Well-being is a concept that is very often used interchangeably with happiness in everyday speech (Killingsworth, 2023). This concept includes the human experience of positive emotions, a low level of bad mood, and a high level of satisfaction with life (Diener, 2020). 
Positive psychology is the scientific field that deals with subjective well-being and happiness (Zelenski, 2024). It focuses on explaining and understanding the concept and predicting factors influencing these states. In this field, well-being is a key concept. The area of ​​interest in the issue of well-being changed with the emergence of positive psychology (Lomas et al., 2021). Darvishmotevali (2020) says its role is to provide knowledge that will allow the average person to achieve mental well-being. In the mid-1950s, positive psychology was advocated by Abraham H. Maslow, Carl Rogers, Rollo May and Fritz Pearls. They proclaimed the belief that the driving force of man is the pursuit of self-fulfilment (Calicchio, 2023). In the humanistic trend, self-improvement has found application in therapy not only for people with mental illnesses but also for healthy people who want to develop their abilities and who have a need to know themselves.
Numerous studies have shown that happiness and positive emotions majorly impact a person's life and health (Dhanabhakyam, 2023; Diener, 2020). Happy people live longer and get sick less often (Song et al., 2021). They are more pain-resistant, maintain vitality longer, and show higher creativity. For this reason, ensuring that there are as few situations in life as possible can reduce well-being and happiness. It is worth focusing here on the issue of professional work, which many people associate with an unpleasant duty. 



[bookmark: _Hlk197551168][bookmark: _Toc202819845]2.2.1 Factors influencing employee well-being
Well-being is a key category in new trends that refer to the expansion of aspects of human functioning in an organisation and the perspective on work efficiency (Gritzka et al., 2020). According to Kun (2022), this term appears, among others, in positive psychology, which focuses, for example, on the study of factors that influence the occurrence of people's sense of satisfaction in various aspects of their functioning - also at work, which after all covers a significant part of every person's life. On the other hand, Avedissian (2021) states that well-being is defined through the prism of the assessment of the mental state and characteristics of the individual.
According to Belbin (2022), professional work is considered one of the most essential life activities of almost every adult; it also largely determines how they evaluate their life. Therefore, the sense of well-being in the workplace plays a key role in the overall sense of well-being of every person (Kundi, 2021). Moreover, considering the positive impact of a high level of well-being on how a person functions in the work environment and what results they achieve, it is necessary to conduct analyses that will indicate which factors contribute to achieving the well-being expected by employees (and at the same time by the employer) (Salas‐Vallina, 2021). Kundi (2021) highlights the research trend that the perspective of well-being at work and its role in ensuring the best results for the organisation, the interests of employees, and the assessment of the value of work, understood as all their desires and expectations regarding work in individual positions, is relatively new. The expectations indicated here refer to work results (including high wages, development, and career opportunities), interpersonal relations (including working with people, taking responsibility, and having broad autonomy), and other benefits from a specific work situation. In practice, well-being is often considered identical to a sense of job satisfaction (Judge, 2021).  Al, B. (2023), debates that researchers in various scientific disciplines look at this issue from different perspectives, and the overall picture of well-being in the work environment is much broader than in the above laconic statement. Singh (2023) points out that this is reflected in considering employee well-being in three dimensions, namely: 
· psychological—refers to subjective mental well-being, including, e.g., job satisfaction or self-esteem and opportunities, 
· physical—takes into account the experience of bodily health, such as physical safety at work or the provision of health care, 
· Social concerns the quality of relationships maintained with other people, such as trust, social support, or cooperation.
It can, therefore, be assumed here that well-being at work means meeting the essential needs of staff—it is associated with achieving a sense of security at work and deriving satisfaction from it (Clack, 2021). Salas‐Vallina (2021) stated that achieving good results at work is the effect of well-being in all three indicated dimensions. Therefore, the range of factors influencing employee well-being is extensive. Kim (2022) identifies two general conditions that contribute to the development of employee well-being, namely:
· Matching employees in terms of their competencies and personality traits to the tasks they are assigned; only work that corresponds to the characteristics and traits of the person performing it can provide them with the possibility of self-fulfilment.
· Broadly understood, conditions optimisation, and the most important among them, should be considered actions related to empowering employees, which allows employees to set their own goals, make decisions, and solve various problems within their circle of responsibility and authority.
Gagné (2022) is saying when analysing the relationship between the well-being experienced by employees and their organizational commitment, it should be noted that meeting their needs is primarily determined by the awareness and knowledge of managers managing the organisation about the conditions affecting employee well-being, as well as whether they want to use this knowledge in management practice. The literature points out that although their actions aim to increase employee productivity by taking actions that generally improve staff well-being, this category is characterised by a multidimensional and subjective nature (Roczniewska, 2022). Consequently, emphasising one aspect of well-being (e.g. ensuring job enrichment in a given position) does not necessarily have to lead to an increase in individual employee satisfaction. It will undoubtedly increase their physical limitation, as new challenges will result in stress, fatigue, and worry exposure. 


[bookmark: _Toc202819846]2.3 The essence of motivation 
[bookmark: _Hlk201568818]As we enter the era of globalisation, we pay attention to the human reach of the success of enterprises as human capital (Schiuma, 2022). Support in its development at the individual and team levels and striving for employees to identify with the entrepreneur are essential (Covin et al., 2020). Ahmad (2021) states that aiming for high performance at work depends on motivation. Al, B. (2023) points out that motivating employees is one of the main areas worth attention in human resources management. 
Widarko (2022) noticed that employee behaviour is directly conditioned by three basic factors: motivation, skills, and work environment. Thus, we can clearly understand and apply appropriate motivation techniques by identifying and defining each subordinate. 
Motivation encourages, influences, and stimulates people to act (Team, 2022). The most accurate definition of motivation to work is as a conscious and purposeful influence on people's motives and behaviour at work by creating means and opportunities to fulfil their expectations to achieve the goal of the motivator, i.e., the organisation (Van den Broeck, 2021). The quality and effectiveness of employees' performance of their duties depend on the company's motivation system. Motivation, satisfying various types of human needs, plays the following role:
- stimulating, which consists of the influence of stimulants on the employee's behaviour (Saleem, 2022),
- integrating, which aims to eliminate unhealthy competition and thus improve the atmosphere at work by creating good relations between co-workers,
- informative, which reflects the expectations of employers regarding the attitude of subordinates, the results of their work and the appropriate level of commitment,
- evaluative, which considers the' influence on work efficiency and meeting employees' needs.

Theories of motivation, considering the above approaches, are divided into
Vroom's Expectancy Theory: aligning and harmonising the needs of subordinates with those of the organisation corresponds to the expectancy theory's core concept. According to Vroom's theory, individuals are motivated when they expect their efforts to lead to a desired outcome (Cambridge, 2023). Aligning subordinates' needs with organisational values and ethical standards is akin to creating a situation where employees believe their efforts will result in achieving the organisation's goals.
Herzberg's Two-Factor Theory: The idea that appreciation and rewards are crucial motivators aligns with Herzberg's theory of motivators. In Herzberg's theory, factors like recognition and achievement are motivators that lead to job satisfaction (Sobaih, 2020). 
Maslow's Hierarchy of Needs: Ensuring that the company's values and ethical standards align with employees' expectations relates to addressing the lower-level needs in Maslow's hierarchy, such as safety and belongingness (Ihensekien, 2023). 

[bookmark: _Hlk201263926]
[bookmark: _Toc202819847]2.4 Emotional intelligence
Emotional intelligence is your ability to recognise and understand emotions in yourself and others, and your ability to use this awareness to manage your behaviour and relationships (Bradberry, 2020)
The ability of leaders to use emotional intelligence in managing uncertainty has become even more crucial in the post-COVID-19 era (Brown, 2021). Self-awareness is more than just self-reflection; it is also a "strategic tool for professional success" and, in the words of leadership expert Bill George (2015), "the starting point for leadership." It acts as the foundation for wise decision-making, productive interpersonal interactions, and career advancement. According to research conducted by Cornell University professors (IESE, 2025), self-aware leaders are more productive at work because they are clear about their objectives and have a thorough understanding of their strengths and shortcomings. Self-awareness begins with self-reflection and can be further enhanced by utilising tools such as 360-degree feedback or personality tests. Self-aware leaders are better equipped to guide others and support the development of their teams, ultimately making them more effective.

According to Gallup's 2025 report, only 21% of workers globally are actively involved in their jobs. According to Fowler (2023), a leader cannot perform their duties effectively if they are unaware of the team's responses. This implies that to enhance the general working environment, businesses should focus on supporting and engaging managers (Jung, 2022). The Global Leadership Forecast (2025) report highlights the lack of critical abilities, such as empathy, effective communication, and self-awareness, as 65% of companies surveyed stated that their managers struggle with people management.

Eurich (2018) draws a distinction between two elements: external self-awareness, which involves knowing how others perceive us, and internal self-awareness, which involves knowing ourselves. Although the majority of people believe they are self-aware, research suggests that genuine self-awareness is relatively uncommon. Self-awareness is key to success, improves relationships with others, and leads to better decision-making. According to Eurich (2018), the foundation of both professional and personal growth is understanding ourselves and how others see us. While it can be difficult to receive honest feedback, it is essential for our development.

Leaders who lack self-awareness frequently minimise team concerns, ignore critical criticism, and think they are infallible (Kohn, 2024). This management approach may appear successful at first, particularly if the team leader is charismatic and "pushes for results." However, it eventually produces poor outcomes and has a harmful effect on the group.
Individuals with low self-awareness often struggle to identify their own strengths and weaknesses, as well as the impact these characteristics have on others. According to Eurich (2018) many people believe they are self-aware but only 10–15% of them are. This discrepancy may result in several issues:
Poor choices: Making choices that are at odds with your actual values or objectives can result from a lack of in-depth self-awareness.
Relationship Issues: It can be challenging to succeed and maintain healthy relationships when you are unable to recognise how your actions impact others.
Limited Development: Without self-awareness, it is challenging to recognise areas that require improvement or to take constructive criticism.
Overconfidence: Individuals with extensive experience and authority may become overconfident, which can lead them to disregard criticism and lose their sense of self.
Unproductive introspection: Considering the "why" rather than the "what" can result in unpleasant thoughts and rumination rather than insightful realisations.

Ignoring self-awareness has internal repercussions for many organisations. Data supports the well-known saying that "employees do not leave companies, they leave their bosses" (Bajorek, 2023), highlighting the critical role that self-aware leaders play in attracting and retaining talent and creating a positive work environment.
[bookmark: _Hlk201651670]
Chapter Three
Research Methodology



[bookmark: _Toc202819848]3.0 Methodology
This study will use a quantitative methodology. It will allow us to collect measurable data to identify patterns. Quantitative research is appropriate for this study as it facilitates the collection and analysis of measurable data will be used to identify patterns, linkages, and importance. Quantitative research prioritises objectivity and reliability, providing a framework for rigorous hypothesis testing and the generalisation of findings.
A cross-sectional study design involves collecting data at a single time point. This is best as it provides a comprehensive assessment of the relationship between transformational leadership practices and their impact on employee well-being at a particular moment in time. Using this approach, it becomes easier for the study to collect data quickly at a large number of employee levels to obtain various inputs with minimal time and resource constraints.
Data collection will be carried out through employee responses via designed questionnaires. These questionnaires will have standardised scales to assess transformational leadership behaviours (vision, empathy, individual consideration) and employee well-being indicators (job satisfaction, mental well-being, engagement). Using proven measuring instruments ensures that the data gathered will be valid and reliable, thus supporting the credibility of the research findings.
Quantitative research will depend upon systematic collection and logical methods of analysing data to test and verify theories and hypotheses, as indicated by Taherdoost (2022). Also, statistical methods like correlation analysis, regression analysis, and descriptive statistics will be employed to analyse the data. These procedures will be employed to establish the strength and direction of transformational leadership's association with employee well-being while accounting for confounding factors like age, tenure, or position.
This research will inform how transformational leadership behaviours affect employee well-being at Amazon Swansea. By understanding which leadership practices have a beneficial impact on employee outcomes, this research will make concrete suggestions for managers to develop an effective, supportive workplace. The research will add to the overall literature concerning leadership styles and workplace well-being, providing empirically derived insight for use outside of Amazon Swansea.
This study does not employ qualitative approaches, such as interviews or focus groups, to get insights into individual experiences and perceptions of leadership and well-being due to their limitations in generalizability. Qualitative techniques are sometimes subjective and context-dependent, hindering the capacity to draw generalizable conclusions about the relationship between transformative leadership and employee well-being in Amazon Swansea's workforce. Moreover, qualitative methodologies generally utilise lower sample sizes owing to their time-consuming characteristics, which may fail to encompass the diversity of experiences within a huge organisation such as Amazon Swansea.


[bookmark: _Toc202819849]Questionnaire Distribution Strategy
To ensure a large number of respondents and diverse participation, the questionnaire was carefully published using a multi-channel strategy that made use of both internally used communication tools and popular social messaging platforms. The main distribution channel was the popular messaging app WhatsApp. 
The link to the questionnaire was shared with a wide group of participants, as many of them use it daily. This strategy enabled natural sharing and enlarged the questionnaire's audience by making it easy for respondents to forward it to their coworkers. At the same time, other respondent groups within organisations were targeted using internal communication tools like Chime and PortOne. 
Internal platforms providing a secure setting for participants often increased and respondents' trust in the survey's reliability. Senior management members were directly reached by the survey through internal channels. The questionnaire was frequently blended into routine work communications due to the integration of these tools. This strategy raised awareness and participation from time-pressed professionals.

[bookmark: _Toc202819850]Secondary Research
The secondary data were obtained from published sources, including books, reports, and scholarly journals. It provides the crucial theoretical foundation for this dissertation. The 'Literature Review' section in Chapter 2 of this report contains a thorough and organised literature review that summarises all of the secondary research that was done for this project. This section seeks to summarise the state of knowledge at the moment, critically examine the key arguments and ideas in the area. As such, it acts as a logical link between accepted theory and the original research questions this work introduces.

[bookmark: _Toc202819851]Ethical Considerations
Several factors were considered when selecting the sample for this study, including ethical standards. No one in the sample is under the legal age of eighteen, and no vulnerable groups have been found either. Informed consent is a key idea in ethical research. It means providing participants with accurate information about what their participation entails and giving them the opportunity to decide whether they wish to continue. 
The researcher was the only person who could access all questionnaire answers. They were stored on a cloud server with a fingerprint-protected computer that only the researcher could access. The privacy and anonymity of the people who participated in this study have been protected at all times.
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[bookmark: _Toc202819852]4.0 Findings and Analysis

This study utilised a quantitative, cross-sectional design to investigate the impact of transformational leadership on employee well-being at Amazon Swansea. The primary data was gathered over four weeks in June 2025 through a structured questionnaire distributed to employees at the Amazon fulfilment centre in Swansea. From the distributed surveys, a total of 103 valid and complete responses were collected, representing a broad cross-section of roles and tenures within the facility, which forms the basis of this analysis. The quantitative data collected from the surveys has been analysed using descriptive statistics, including the Mean (M) and standard deviation (SD), to summarise the central tendency and variability of responses regarding employee well-being and perceptions of transformational leadership. All calculations and graphs were performed in Excel.  

[bookmark: _Toc202819853]4.1 Analysis

[bookmark: _Toc202819854]4.1.1 Demographic analysis

An analysis of the demographic profile of the research sample is crucial for understanding the context of the obtained results. A combined 63.8% of respondents are under the age of 35 (the 18-24 and 25-34 groups). The largest group consists of the youngest employees (18-24 years). Employees aged 45 and over represent a minority of the research sample (a combined 17.6%). The largest group of employers consists of individuals aged 18-24. Bhoir (2024) suggests that this may reflect how employees perceive the well-being perspective and experience. According to Hsu (2019) younger workers might define and expect well-being differently. For example, they might emphasise flexibility, development opportunities, and organisational culture, whereas older employees might value stability and job security more (Mori et al., 2024). Tafvelin (2025) outline that age and career stage can also influence how transformational leadership is seen. Boyle et al. (2018) note that the younger generation, often raised in a digital world, may respond differently to the inspirational and charismatic aspects of this leadership style. Because older Amazon employees did not participate as much in the survey, the results may not be entirely representative of all Amazon employees at Amazon Swansea.
[image: Wykres odpowiedzi z Formularzy. Tytuł pytania: What is your age group?
. Liczba odpowiedzi: 102 odpowiedzi.]



Gender, along with age, is a fundamental element in describing respondents. There is a slight majority of men, but the sample is balanced enough that the perspective of a single gender will not dominate results. Academic literature on management and occupational psychology sometimes notes differences in the perception of leadership styles or in priorities for well-being, depending on gender (Alharthi, 2024). Martínez-Martínez et al., (2024) suggest that women and men may evaluate the same leader's behaviours differently or pay attention to different aspects of well-being.
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[bookmark: _Toc202819855]4.1.2 Perception of Transformational Leadership

Questions on managerial behaviours were designed to assess four key  main components of transformational leadership— Idealised Influence (setting an example), Inspirational Motivation (inspiring and motivating), Intellectual Stimulation (promoting creativity), and Personal Approach (considering the growth of employees)— were evaluated through questions on managerial behaviours.
Respondents rate their managers highly in terms of communicating the vision and inspiring teams. The question about communicating a clear vision received an average of M=3.94, indicating an above-average level of strategic communication. The answers suggest that most people were quite satisfied with their experience: 76 people (74%) rated it a 4 or 5, while only three people (3%) reported being unhappy. These results indicate that the management at Amazon Swansea is doing a good job of creating a pleasant and hopeful work environment where employees feel valued and motivated to contribute to the firm's success. The research findings strongly align with the foundational theories of transformational leadership as proposed by Burns (1978) and later developed by Bass (1995).  
Intellectual Stimulation: Issues related to encouraging the development of skills and potential received the highest average in the leadership category (M=3.99). As many as 82 respondents (80%) rated this aspect positively, suggesting the effectiveness of managers in the area of individual care, a key component of transformational leadership.
The remaining dimensions of transformational leadership also received high ratings: recognition and appreciation of the team M=3.92, ethical standards M=3.99, listening and feedback M=3.97, and fostering a positive environment M=3.98. These findings imply that Amazon Swansea managers successfully apply each of the four transformational leadership facets. In conclusion, the study group believes that the transformational model is generally in line with leadership. The perception of managers as motivating, encouraging, and inspiring is consistent with the body of research showing the beneficial effects of this leadership style on worker engagement.
The high mean scores across all four dimensions of transformational leadership indicate that managers at Amazon Swansea are perceived as embodying these key characteristics. This directly supports the literature's assertion that transformational leaders act as role models, inspire a shared vision, challenge the status quo, and show genuine concern for their followers' needs (Ugochukwu, 2025; Kariuki, 2021).

[bookmark: _Toc202819856]4.1.3 Employee Well-being

The second block of questions focused on the personal experience of well-being at work, covering aspects such as job satisfaction, sense of meaning, work-life balance and general well-being.
This analysis has a bit of a more complex and problematic picture 
Employees generally feel satisfied with the tasks they perform and see meaning in them. The average scores in this category oscillate around M=3.86-3.92, which indicates a positive perception of the professional role. This is consistent with the high assessment of inspiring motivation from managers, and employees understand the purpose of their work.
Regarding a sense of value and security, respondents feel appreciated and safe at work. The sense of security achieved one of the highest scores in the entire survey (M=3.96), which is a key, fundamental element of well-being. Access to necessary resources was also assessed positively (M=3.91).
Work-Life Balance is the area where the most alarming result appears in the entire survey. Questions about work-life balance received the lowest averages by far: M=3.69 and M=3.89. The distribution of responses shows that 38-40 respondents (37-39%) rate this aspect as problematic. This suggests that despite job satisfaction and a positive relationship with their manager, employees have serious difficulties in balancing their professional and private life commitments.
Development Opportunities and Compensation: The analysis reveals mixed results in this category. While development opportunities received positive ratings (M=3.90-3.94), the area of ​​compensation shows significant challenges. Pay satisfaction reached M=3.71 and pay equity M=3.73, with 37 and 33 negative ratings, respectively. Intentions to Leave - Critical Area: the most serious organizational challenges are revealed in the questions regarding retention:
Thoughts of leaving: M=2.74 - 46 respondents often think about leaving
Active job search: M=2.50 - the lowest result in the entire study, 50 people are actively looking for a job. Despite high intentions to leave, employees show a willingness to recommend the organization (M=4.11 - the highest result in the entire study) and plan to work for the organization in a year (M=3.92). 
While employees appreciate growth opportunities and have positive views of the organization, concerns about pay and possibly work-life balance are significant enough to drive many to consider leaving. Addressing compensation and ensuring fair, transparent pay practices could help reduce turnover risk and improve overall retention.
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[bookmark: _Toc202819857]5.0 Conclusions 
The study conducted to analyse the impact of transformational leadership on employee well-being in Amazon Swansea provided varied and consistent data. The most important finding of the study is the identification of transformational leadership as the main and highly valued management style in the studied organisation. Supervisors and leaders are perceived as ethical, inspiring, supporting individual development and effective in communication, which is reflected in exceptionally high average ratings. At the same time, the study showed that leadership is one of several pillars of support that create a comprehensive protective network for the employee. Other support mechanisms were rated equally high, such as formal organisational systems (HR, psychological support; average ~3.97), a sense of security in the work environment (average ~3.96), the quality of training offered (average ~3.94) and positive peer relations (average ~3.91). Therefore, it is stated that there is a comprehensive, multidimensional support system, which is a key resource of the organisation. Across all questions on general indicators of well-being and satisfaction, a stable “neutral” subgroup was consistently identified, accounting for 20% to 30% of the population. This group is characterised by a lack of strongly positive or negative opinions. Their work experience is transactional, and they do not feel that it has any deeper purpose or gives them any satisfaction.  This group is a major strategic challenge for businesses and has the most potential to raise the total level of participation even more. 

[bookmark: _Toc202819858]5.1. Recommendations for further research
Qualitative research is a kind of research that looks into real-world problems and gives us more information about them. Qualitative research helps come up with theories that can be tested and used to better understand quantitative data. It does not collect numbers like quantitative research does.  Qualitative research collects data on how people feel, what they think, and how they act.  It tells  how and why instead of how many or how much.  It could be a separate study that just uses qualitative data, or it could be part of mixed-methods research that uses both qualitative and quantitative data. In-depth interviews encourage honest and thorough responses from participants by offering a private and transparent setting, which produces more significant and valuable insight. 
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