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[bookmark: _Toc234584395]Business Research Proposal: Frontline Staff Turnover at Amazon UK and Strategy
[bookmark: _Toc234584396]Identification of a Business Problem
Amazon operates as a preeminent global e-commerce and logistics conglomerate, celebrated for its proprietary, algorithmically driven supply chain infrastructure (Pereira, 2024). However, beneath its market capitalisation and operational efficiency lies a systemic, documented vulnerability frontline fulfilment centre staff attrition (‌Wang, 2025). Industry reports and investigative disclosures indicate that annual employee turnover within Amazon’s fulfilment network has historically approached 150%, roughly double the warehousing industry average (Khan, 2018). This business problem is multi-dimensional, sitting at the intersection of algorithm driven workforce management, psychological strain and strategic human resource management (HRM). The friction between high-speed technical logistics and human endurance remains a prominent theme in modern workplace studies (Delfanti, 2021).
[bookmark: _Toc234584397]Strategic and Operational Significance
A turnover rate of this magnitude presents severe operational, financial and reputational challenges to Amazon's long-term market position. Under standard human capital accounting, replacing a single frontline logistics worker incurs direct and indirect agency costs (Warner, 2025). This places an unnecessary financial burden on Amazon's operating margins.
In frantic fulfilment environments, experienced pickers and packers possess undocumented efficiencies that cannot be instantly replicated by new recruits (Boxall and Purcell, 2022). Continuous onboarding creates recurring errors and localised workflow bottlenecks. This constant churn damages organisational culture, depressing motivation among remaining workers and driving further voluntary resignations (Wright, 2021). Prolonged labour attrition also generates sustained negative media coverage and invites scrutiny from regulatory bodies regarding workplace safety (De Smet, et al., 2022). In a landscape increasingly influenced by Environmental, Social, and Governance (ESG) investment criteria, such employment metrics present a distinct risk to institutional investor confidence (Asmi, et al., 2026).
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[bookmark: _Toc234584398]Scope, Constraints, and Boundaries of Current Knowledge
While macro-economic models connect labour turnover to wage differentials, Amazon’s compensation structure frequently matches or exceeds regional minimum benchmarks. Therefore, the core of this business problem is not simply transactional compensation, but rather the underlying qualitative employment experience (Kelk, 2023). Current management literature reveals an analytical gap regarding how extreme digital Taylorism the granular monitoring of labour through scanners and proprietary productivity metrics impacts employee commitment (Pitts, 2025). This research project focuses specifically on the UK fulfilment market, where strict employment regulations and an evolving post-Brexit labour landscape intensify recruitment challenges ‌(Portes, and Springford, 2023).

[bookmark: _Toc234584399]Research Aim, Objectives, and Questions
[bookmark: _Toc234584400]Research Aim
The core purpose of this study is to execute a rigorous quantitative evaluation of the empirical determinants of voluntary frontline staff turnover within Amazon UK fulfilment centres, establishing a statistically validated framework for High-Commitment Human Resource Management (HRM) interventions that balance operational efficiency with employee retention (Lim, 2025).
[bookmark: _Toc234584401]Research Objectives
According to Moore, (2006) to achieve this aim, the study will pursue four specific, measurable, and logically sequenced research objectives:
 1. To quantify the statistical relationship between automated performance monitoring metrics and voluntary employee turnover intentions at Amazon UK (Pohlan, et al., 2025).
 2. To measure the impact of perceived line-management support as a moderating variable against employee burnout within Amazon’s fulfilment network (Xu, and Yang, 2021).
 3. To evaluate the statistical variance between transactional employment benefits and relational workplace expectations among Amazon UK frontline staff (Handy, et al., 2020).
 4. To formulate a data-driven strategic human resource roadmap that integrates High-Commitment HRM principles to lower frontline attrition while maintaining supply chain performance (Bauer, et al., 2023).
[bookmark: _Toc234584402]Research Questions
The research objectives are operationalised via the following specific research questions:
 RQ1: How do automated tracking tools like Time Off Task systems affect a worker’s decision to quit?
 RQ2: Can supportive managers protect workers from burning out under the pressure of constant digital monitoring?
 RQ3: According to research from 2010 to 2026, what are the main reasons warehouse workers stay/leave their jobs?
 RQ4: How can Amazon switch to a management style that values employee commitment without losing its legendary speed and efficiency?
[bookmark: _Toc234584403]Critical Literature Review
[bookmark: _Toc234584404]Theoretical Frameworks: Digital Taylorism and the Psychological Contract
To understand the organisational factors behind Amazon's employee turnover, we must examine the intersection of Digital Taylorism and Psychological Contract Theory. Classical Taylorism focuses on scientific management, time-motion studies, and breaking labour down into standardised, repetitive movements to maximise efficiency (Taylor, 1911). In modern fulfilment environments, this approach is updated through pervasive digital networks. Scanners, wearable devices, and algorithmic systems track employee performance metrics in real time (Chaudhary, et al., 2025).
Scholars note that while this system maximises immediate output, it minimises worker autonomy and distances employees from their work (Delfanti, 2021). The constant pressure of metrics like Time Off Task subject’s workers to ongoing psychological strain, changing the workplace from a community into an algorithmic machine (Palmer, 2023). This environment directly strains the Psychological Contract, defined as the unwritten, mutual expectations and obligations that govern the employer-employee relationship (Rousseau, 1995). Amazon often falls short on relational expectations, such as professional development, managerial support and mutual respect (Gittell, and Douglass, 2012). When employees experience this imbalance, their organisational commitment drops, which often leads to voluntary resignation (Wood and de Menezes, 2011).
[bookmark: _Toc234584405]High-Commitment HRM vs. High-Compliance Control Architecture
To address these issues, strategic HRM literature contrasts high-compliance control systems with high-commitment configurations (Walton, 1985). High-compliance control architecture relies on strict specialisation, close monitoring, and transactional rewards to enforce performance standards and control labour costs. Conversely, high-commitment HRM architecture aims to foster self-regulated behaviour by building trust, providing extensive training, encouraging open communication, and offering meaningful career paths (Wood and de Menezes, 2011).
According to the Resource-Based View (RBV) of the firm, sustainable competitive advantage comes from internal human resources that are valuable, rare, imperfectly imitable, and organised effectively (Barney, 1991). A compliance-focused approach treats logistics workers as interchangeable parts, which leads to high turnover and undermines long-term organisational capacity (Wright et al., 2001). By contrast, adopting high-commitment practices, such as job enrichment, employee voice mechanisms, and supportive line management, can turn a volatile workforce into a stable asset that enhances operational resilience (Guest, 2011).
[bookmark: _Toc234584406]Systematic Literature Review: Evolving Attrition Drivers (2010–2026)
A systematic analysis of labour dynamics in high-throughput fulfilment centres from 2010 to 2026 highlights a clear shift in the primary causes of employee attrition. This evolution is underscored by a fierce contemporary debate between operational engineering and human capital preservation. Proponents of algorithmic optimisation argue that data-driven workflows remove human bias from performance reviews, ensure fair work distribution, and maximise supply chain predictability (Davenport, 2018). From this perspective, high attrition is viewed not as a systemic failure, but as a manageable, calculated cost of maintaining an agile, high-throughput delivery model (Ratra et al., 2025).

Conversely, critical management scholars argue that this engineering-first perspective ignores severe, long-term human costs, tracing a clear trajectory of increasing psychological strain across three distinct eras:
[bookmark: _Toc234584407]The Foundational Era (2010–2015)
During this period, the literature focused heavily on the physical demands of warehousing work. Researchers analysed musculoskeletal strain, physical exhaustion, and the extensive walking distances required by traditional layout designs (Berlin, and Adams., 2017). Attrition was viewed primarily as a problem of physical endurance, which companies addressed with ergonomic improvements and scheduled rest breaks (Prabakaran, and Vetrivel., 2017).
[bookmark: _Toc234584408]The Automation & Algorithmic Integration Era (2016–2020)
As Amazon and its competitors integrated advanced warehouse management systems (WMS), the primary cause of stress shifted from physical to psychological factors (Zyskowski, 2022). Academic studies began tracking the impact of continuous digital monitoring, automated warnings, and the strict enforcement of productivity targets (Glavin, et al., 2024). Scholars identified a distinct rise in anxiety and mental fatigue among workers, linked to automated "Time Off Task" systems that penalised employees for brief, informal pauses in work (Delfanti, 2021). Furthermore, research indicated that line managers in these systems saw their roles reduced to enforcing automated metrics, leaving little room for empathetic leadership or tailored support, which deeply alienated frontline supervisors (Oluwafemi and Ogundana, 2025; Yang and Lau, 2019).
[bookmark: _Toc234584409]The Post-Pandemic & Evolving Labour Landscape Era (2021–2026)
Recent research examines a profound shift in workforce expectations. Post-pandemic labour shortages and changing attitudes toward work have forced many organisations to implement, adapt, or improve new work arrangements to address employee wellbeing, health, and safety (Manroop et al., 2025). Intense digital monitoring has been shown to erode peer support networks, as workers feel forced to compete against algorithmic baselines rather than cooperate (Jansen et al., 2026). Modern studies show that workers increasingly prioritise psychological safety, voice, flexible schedules, and genuine job satisfaction (Agnoletto, 2024). Consequently, retention models that rely strictly on compliance and pay incentives are proving less effective against changing labour market expectations (Baker, et al., 1988).

[bookmark: _Toc234584410]Identification of Research Gaps
While existing literature provides a strong foundation for understanding digital Taylorism, a distinct research gap remains, there is a lack of empirical, purely quantitative studies that mathematically model how these systemic pressures interact within the UK regulatory and cultural environment. Most critical studies rely on small-scale qualitative interviews, while operations research often completely ignores employee wellbeing metrics (Saunders, Lewis and Thornhill, 2019). This proposed study aims to bridge this gap by launching a large-scale survey capable of providing generalisable, statistically sound insights regarding how algorithmic management mathematically affects front-line employee retention at Amazon UK.
[bookmark: _Toc234584411]Research Methodology and Design
[bookmark: _Toc234584412]Research Philosophy and Approach
This study adopts a positivist research philosophy, which asserts that social realities can be objectively measured using independent, empirical instruments to uncover causal laws (Saunders, Lewis and Thornhill, 2019). A purely deductive research approach will be applied, wherein explicit hypotheses derived from existing strategic HRM and labour theories will be statistically tested using quantitative methods.
The study will employ a cross-sectional, explanatory survey design. This methodology allows for the collection of structured, highly standardised data from a large respondent base over a designated timeframe, ensuring that the final data can be subjected to advanced explanatory statistical testing (Blumberg, et al., 2014).
[bookmark: _Toc234584413]Data Collection Methods and Operationalisation
Data collection will be operationalised through a standardised, self-administered digital questionnaire distributed via secure online platforms. The instrument will completely omit open-ended qualitative prompts, relying exclusively on validated 5-point Likert scales ([  ] 1.Strongly Disagree [  ] 2.Disagree  [  ] 3.Neutral  [  ] 4.Agree  [  ] 5.Strongly Agree) to isolate independent, mediating, and dependent variables:
Algorithmic Monitoring Intensity (Independent Variable): Measured using a 6-item scale adapted from Parent-Rocheleau, et al.,(2024) capturing perceived tracking severity and "Time Off Task" strictness.
Line-Management Support (Moderating Variable): Operationalized using an 8-item Perceived Supervisor Support (PSS) instrument to capture technical and emotional managerial intervention capacity (Eisenberger, et al., 2002).
Employee Burnout (Mediating Variable): Captured utilizing the emotional exhaustion subscale of the Maslach Burnout Inventory (MBI) (Schutte, et al., 2000).
Turnover Intentions (Dependent Variable): Evaluated through a 4-item scale adapted from the Mobley scale to measure the probability of voluntary separation (Hom, et al., 1984).
Appendix A
[bookmark: _Toc234584414]Sampling Strategy and Demographics
The target population comprises active frontline logistics operatives working within Amazon UK fulfilment hubs. Given the documented challenges of navigating internal corporate firewalls and Amazon's strict data privacy rules, a non-probability purposive and snowball sampling strategy will be executed via external digital networks, professional regional logistics groups, and labour forums (Tongco, 2007).
To achieve sufficient statistical power for multiple regression modelling and minimize Type II errors, the survey aims to secure a minimum sample size of N=350 valid respondents (Hair et al., 2019). Demographic data regarding age, tenure, shift pattern, and specific geographic facility location will be gathered solely as control variables.
[bookmark: _Toc234584415]Data Analysis Strategy
The survey data will first be cleaned and organised before being analysed using SPSS and AMOS software (Ong and Puteh, 2017). Descriptive statistics will be used to give a simple overview of the sample, such as averages and general patterns. Cronbach’s alpha (α) will then be calculated to check if the survey questions are reliable and consistent (Cronbach, 1951).
[bookmark: _Toc234584416]Reliability and Validity
To guarantee internal validity, all measurement scales will be drawn strictly from pre-validated, peer-reviewed literature. Construct validity will be verified through Exploratory Factor Analysis (EFA) to ensure clear factor loadings above the recommended 0.50 threshold (Hair et al., 2019). A formal pilot study involving 30 logistics workers will be run prior to full deployment to catch any ambiguous phrasing and confirm that the digital survey architecture operates flawlessly (Walliman, 2004).
[bookmark: _Toc234584417]Ethical Considerations and Procedural Safeguards
Given the sensitive commercial nature of researching a major employer, strict ethical safeguards will be strictly enforced:
· Informed Consent: The digital survey interface will prevent data entry until participants read and click to accept a comprehensive consent protocol (Adams et al., 2007).
· Total Anonymity: IP address tracking, corporate email collection, and specific employee ID questions will be entirely disabled. Data will be aggregated to prevent individual identification (Crowther and Lancaster, 2009).
· Data Security: All raw responses will be secured behind AES 256-bit encryption environments, ensuring total compliance with UK GDPR frameworks (Walliman, 2004).
[bookmark: _Toc234584418]Business Relevance and Practical Implications
[bookmark: _Toc234584419]Value for Operational Decision-Making
This research project is designed to deliver immediate, actionable value for business decision-making. Rather than viewing employee turnover as an unavoidable operational metric, the study provides a diagnostic framework to help managers understand the precise factors driving staff attrition (Guest, 2011). By pinpointing where automated monitoring methods conflict with employee retention, the findings can help Amazon’s leadership shift away from costly, reactive hiring cycles. Instead, they can focus on predictive human capital management strategies that protect organisational continuity (Wright, Dunford and Snell, 2001).

[bookmark: _Toc234584420]Reflexive Commentary on Applied Business Research
This proposal highlights the delicate balance between operational efficiency and human resource sustainability. Developing this project demonstrates that effective business research cannot examine supply chain performance in isolation from the workforce that powers it (Boxall and Purcell, 2016). For future managers and consultants, mastering this balance is essential. True organisational resilience requires aligning advanced technical systems with the social and psychological needs of the workforce, ensuring long-term stability and competitive advantage (Wood and de Menezes, 2011).
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