

The Impact of Leadership and Management Practices on Employee Mental Health: A Study of Amazon Swansea Fulfilment Centre (CWL1)


Introduction

Employee mental health and wellbeing have become important organisational issues due to their impact on productivity, performance, absenteeism and staff retention (Bourke et al., 2026; Bryan, Bryce and Roberts, 2021). 
The World Health Organization (2022) and WHO (2024) estimate that depression and anxiety lead to around 12 billion lost working days annually, while the Chartered Institute of Personnel and Development (CIPD, 2023) identifies work-related stress and burnout as major challenges for UK organisations. Therefore, wellbeing is increasingly viewed as a strategic concern rather than solely an individual issue.
Companies such as Amazon use advanced technologies to improve efficiency, but concerns about work intensification and employee wellbeing have increased (Delfanti, 2021; Cheon and Erickson, 2024). 
Research suggests that algorithmic management and continuous performance monitoring can increase stress, reduce autonomy and contribute to emotional exhaustion (Kellogg et al., 2020; Cameron, 2024; Röttgen et al., 2024; Collins and Atkinson, 2023; GlobalUnion, 2023). However, this research may overlook situations where technology supports performance and employee development.
Leadership and management practices are key influences on employee wellbeing. Supportive leadership can strengthen psychological safety and resilience, whereas excessive performance demands and poor managerial support may contribute to stress and burnout (Vallas and Kronberg, 2023; Arnold, 2017; Czakert and Berger, 2024). However, wellbeing is also shaped by organisational culture, job design and individual factors.


Most existing research focuses on healthcare, education and professional occupations, limiting its relevance to highly standardised warehouse environments with strict productivity targets and algorithmic management (Noponen et al., 2023; Wood, 2021). 
Studies of Amazon have also mainly examined productivity, labour relations and workplace injuries rather than mental health outcomes (Delfanti, 2021; Turner, 2015; Guerrero-Valle et al., 2025; Gutelius and Sanjay, 2023).
Amazon Swansea Fulfilment Centre (CWL1) provides a suitable setting to explore these issues. Its demanding targets and technological monitoring allow examination of how leadership and management practices influence employee wellbeing (Briken and Taylor, 2018). The researcher’s five years of experience as a Team Leader at CWL1 provides contextual insight, although potential bias will be managed through reflexive practices (Saidin and Yaacob, 2017).
This study investigates how leadership and management practices affect employee mental health at Amazon Swansea Fulfilment Centre (CWL1). It examines leadership behaviours, performance management, managerial support and organisational factors while developing recommendations for improving wellbeing in warehouse environments. 
The study is significant because research on technologically intensive warehouses remains limited, with previous studies largely relying on quantitative, cross-sectional methods that provide limited insight into employees’ lived experiences (Montano et al., 2017; Nilsson et al., 2025).


















Literature Review

The relationship between leadership and employee wellbeing has received significant attention, with evidence suggesting that leadership behaviours influence mental health. However, most research focuses on healthcare, education and professional occupations, providing limited insight into technologically intensive warehouse environments characterised by algorithmic management and demanding productivity targets.
Arnold (2017) found that transformational leadership is associated with improved psychological wellbeing, lower stress and stronger organisational commitment. Similarly, Czakert and Berger (2024) and Zhao (2025) showed that supportive leadership can promote resilience and wellbeing. However, transformational leadership has been criticised for focusing heavily on individual leaders while overlooking organisational structures and workplace systems (Agyabeng, 2025; Eaton et al., 2024). Alvesson and Sveningsson (2003) argued that organisational factors are equally important, while Lewis et al. (2019) suggested that surveillance and control systems can limit managerial autonomy, reducing the relevance of idealised leadership models in highly structured workplaces.
The Job Demands-Resources (JD-R) model offers another explanation of employee wellbeing (EduBirdie, 2026). Bakker et al. (2023) argued that burnout occurs when job demands, such as workload and performance pressure, exceed available resources including support and autonomy. While the model highlights the importance of workplace resources, Schaufeli and Taris (2014) criticised its broad definitions of demands and resources. 
Furthermore, the model was developed before the widespread use of algorithmic management and may not fully explain the effects of digital monitoring and artificial intelligence on employees (Röttgen et al., 2024).
Research consistently links management practices to employee wellbeing. Giorgi et al. (2020) found that excessive workloads and poor support contribute to emotional exhaustion, while Kaluza et al. (2020) identified leadership behaviours as important predictors of stress and wellbeing. Reviews by Skakon et al. (2010) and Montano et al. (2016) also found strong relationships between leadership and mental health. 
However, much of this evidence is based on cross-sectional and quantitative methods, making it difficult to establish causality and understand employees’ lived experiences (Podsakoff et al., 2003; Nielsen, 2022).
Recent studies have highlighted the growing role of algorithmic management. Kellogg et al. (2021) argued that algorithms increasingly perform managerial functions through surveillance and performance monitoring, while Meijerink and Bondarouk (2021) suggested that these systems can intensify work and reduce autonomy. 
Similarly, Cameron (2024) and Röttgen et al. (2024) found that continuous digital monitoring may increase stress, emotional exhaustion and lower job satisfaction. However, these studies often emphasise negative outcomes and give less attention to potential benefits such as efficiency, consistency and access to wellbeing support.
Research on Amazon raises similar concerns. Delfanti (2021) argued that Amazon relies heavily on technological surveillance and productivity metrics, although psychological outcomes were not examined in depth. Apouey et al. (2020) noted that research on Amazon has focused mainly on labour relations and productivity rather than mental health. Cefaliello et al. (2023) found that digitalised workplaces can increase emotional strain, while Wang and Gao (2024) reported that supportive management can reduce stress-related effects. Additionally, one in five employees now have improved access to wellbeing services and mental health support due to flexible work schedules (Electime, 2025).
Three key gaps remain. First, most studies focus on healthcare and professional occupations, limiting their relevance to warehouse settings. Second, traditional theories such as Transformational Leadership Theory and the JD-R model do not fully address algorithmic management and digital surveillance. Third, existing research relies heavily on quantitative methods and offers limited insight into employees’ lived experiences. 
No studies were identified that specifically examine leadership and employee mental health within Amazon Swansea Fulfilment Centre (CWL1).
Therefore, a qualitative study is justified. By exploring employees’ experiences, this research aims to improve understanding of leadership, algorithmic management and workplace wellbeing within contemporary warehouse environments.





















Research Methodology

This study adopts an interpretivist research philosophy. Interpretivism assumes that reality is socially constructed and explores the meanings individuals attach to their experiences (Saunders et al., 2019; Willis, 2007). As the research examines employees’ perceptions of leadership, management practices and their influence on mental health and wellbeing, an interpretivist approach is appropriate. 
Unlike positivism, which focuses on objective measurement and hypothesis testing, interpretivism provides deeper insight into subjective experiences and organisational contexts (Zayid et al., 2024). However, findings may be less generalisable due to their reliance on participants’ interpretations and the researcher’s perspective.
Ontologically, the study adopts a constructionist position, recognising that organisational realities are created through interactions between individuals and their social environments (Gergen and McNamee, 2025). Leadership and wellbeing are therefore understood as socially constructed rather than fixed concepts. Epistemologically, knowledge is developed through interpreting participants’ experiences, which aligns with qualitative research (Saunders et al., 2019; Cretskens, 2025). Although this enables detailed understanding, it may introduce subjectivity into the research process.
An inductive approach will be used, allowing themes to emerge from the data rather than testing predetermined hypotheses (Laari, 2025; Saunders et al., 2019). While Transformational Leadership Theory (Bass, 1985; Zhang and Ye, 2016), the Job Demands-Resources (JD-R) model (Bakker and Demerouti, 2007) and Conservation of Resources Theory guide the study, the aim is to explore employees’ experiences at Amazon Swansea Fulfilment Centre (CWL1) rather than confirm existing theories. This is particularly relevant due to limited qualitative research on wellbeing in warehouse environments affected by algorithmic management.
A qualitative methodology is adopted because it supports an in-depth understanding of participants’ experiences, beliefs and interpretations (Isik, 2025; Weyant, 2022; Braun and Clarke, 2018). Unlike quantitative methods, qualitative approaches are useful for exploring complex and under-researched contexts (Braun and Clarke, 2021; Bhangu et al., 2023; Oranga and Matere, 2023). Nielsen et al. (2023) highlight that quantitative studies may fail to capture the complexity of workplace experiences. However, qualitative findings remain context-specific and may not transfer easily to other organisations.
The study uses a qualitative case study design. Case studies allow investigation of contemporary issues within real-life settings where context is important (Yin, 2018). Focusing on Amazon Swansea Fulfilment Centre (CWL1) enables exploration of leadership, management practices and wellbeing within a highly structured technological environment. However, the single-site focus may limit wider applicability.


Primary data will be collected through semi-structured interviews with current and former CWL1 employees. This method provides flexibility while ensuring consistent exploration of leadership, support, stress and wellbeing (Kallio et al., 2016; Public Health England, 2018). Interviews will be conducted face-to-face, online via Microsoft Teams or by telephone depending on participant preference (Al Balushi, 2018), then recorded and transcribed with consent.
Purposive and snowball sampling will be used due to accessibility challenges and the sensitive nature of the topic (Gierczyk et al., 2023). Purposive sampling identifies participants with relevant experience, while snowball sampling supports access to harder-to-reach individuals (Campbell et al., 2020). Approximately 10–15 participants will be recruited. Although Braun and Clarke (2021) argue that qualitative sample adequacy depends on data richness rather than size, these methods may increase selection bias.
Interview data will be analysed using reflexive thematic analysis following Braun and Clarke’s (2006; 2019) six-stage framework. This approach recognises the researcher’s role in interpretation and supports detailed analysis of meaning (Braun and Clarke, 2019). NVivo may assist with organisation and coding, although interpretation will remain central (Zamawe, 2015; Lumivero, 2025).





















Researcher Positionality and Reflexivity

Researcher positionality is important in qualitative research because researchers influence the process through their experiences, values and assumptions (Braun and Clarke, 2019). The researcher has worked as a Team Leader at Amazon Swansea Fulfilment Centre (CWL1) for five years. This insider position provides knowledge of organisational culture, leadership structures and operational processes, which may improve the depth of findings and interpretation.
However, an insider role also creates risks. Personal experiences and assumptions may influence data collection and analysis, while participants may hesitate to discuss negative experiences due to confidentiality concerns or perceived power imbalances. Therefore, the researcher’s proximity to the organisation may affect credibility (Robinson, 2014), and complete objectivity may not be achievable.
To address these challenges, reflexive practices will be applied throughout the study (Strunel and Cordoba, 2025). A reflective diary will be used to record assumptions, decisions and potential biases (Peddle, 2021). Participation will be voluntary, confidentiality and anonymity will be maintained, and participants will be informed that the research is independent and academic. Current direct reports will not be recruited to minimise coercion and ethical concerns. These measures aim to improve credibility, confirmability and trustworthiness (Lincoln and Guba, 1985; Braun and Clarke, 2019), although bias cannot be removed completely.
Ethical considerations are particularly important due to the sensitive nature of mental health research. The study will follow university ethical guidelines and GDPR requirements. Participants will receive information sheets and consent forms explaining the research purpose, withdrawal rights and confidentiality procedures. No identifiable information will be shared, and recordings and transcripts will be securely stored. Participants will also receive details of relevant support services if discussions of stress or mental health cause distress.
Several limitations should be acknowledged. Purposive and snowball sampling may limit transferability beyond Amazon CWL1 and increase the risk of similar perspectives being represented. Interview data may also be affected by recall bias and participants’ willingness to discuss sensitive experiences. Furthermore, employee mental health is influenced by personal, organisational and external factors, meaning leadership is only one influence. Despite potential insider bias, a qualitative approach remains appropriate as it provides contextual insight and addresses a gap in research that has largely relied on quantitative and cross-sectional methods.







 Project Plan and Timeline

The proposed research will be completed over a sixteen-week period. During weeks one to four, a comprehensive literature review will be undertaken, the research proposal finalised and ethical approval obtained. Weeks five and six will focus on developing and pilot testing the semi-structured interview schedule, followed by participant recruitment.
Data collection will take place during weeks seven to ten through semi-structured interviews with current and former employees of Amazon Swansea Fulfilment Centre (CWL1). Interviews will be audio-recorded, transcribed and anonymised in accordance with ethical requirements. However, the timeline may be influenced by participant availability and recruitment challenges, particularly given the sensitive nature of the topic.
During weeks eleven to thirteen, interview transcripts will be analysed using Braun and Clarke’s (2006) reflexive thematic analysis framework, with NVivo software supporting data organisation and coding. While NVivo can improve the management of qualitative data, meaningful interpretation will depend on the researcher’s analytical judgement rather than the software itself. The analysis process will remain iterative, allowing themes to be refined as understanding of the data develops.
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