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[bookmark: _Toc234424983]Abstract
This dissertation explores the influence of autocratic and democratic leadership styles on psychological safety in warehouse settings. Psychological safety has become important in the workplace and is recognised as influencing employee wellbeing, communication, and performance, particularly in fast-paced environments such as warehouses.
This research aimed to explore how leadership styles influence employees’ confidence to express opinions, report problems, and share ideas within warehouse workplaces. A qualitative research approach was employed using semi-structured interviews with eight participants working in warehouse settings, including employees, a team leader, and a fulfilment manager. The data were analysed using Braun and Clarke’s six-step thematic analysis framework.
The analysis identified three main themes: leadership style and behaviour, communication and employee voice, and psychological safety, trust, and organisational culture. Democratic leadership behaviours such as open communication, trust, fairness, and employee involvement in decision-making were associated with higher levels of psychological safety. In contrast, autocratic leadership approaches, such as strong hierarchy, poor communication, fear-based management, and a strong focus on targets, were associated with lower psychological safety and reduced employee voice.
The findings of this research showed that leadership behaviours play a significant role in shaping psychological safety in warehouse settings. Leaders who were supportive and approachable were more likely to encourage open communication, build trust, and create environments where employees felt comfortable speaking up. These findings support recommendations that organisations should invest in leadership training to enhance communication, emotional intelligence, and people management skills. In contrast, leadership behaviours that created fear negatively affected employee confidence and reduced ability to communicate openly, showing the importance of creating speak-up culture where employees feel safe raising concerns without fear of negative consequences. . 
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1. [bookmark: _Toc234424984]Introduction
[bookmark: OLE_LINK7]Leadership plays an important role in organisations. Leadership behaviour influences communication, trust, employee voice and overall workplace culture. The factors mentioned above influence psychological safety within the organisation. It is an environment where employees feel safe expressing opinions and reporting problems without fear of consequences (Graham, 2025). The importance of psychological safety has gained increasing attention in recent years. Psychological safety has become important because it encourages employees to share ideas, ask questions and report issues without fear of negative consequences. Organisations that promote psychological safety are more likely to support learning, innovation and effective problem-solving. As organisations become more complex, leaders play an important role in creating an environment where employees feel confident to speak up. For example, Google Project Aristotle identified psychological safety as the most important factor influencing team effectiveness (Hess, 2023). Organisations with low psychological safety may struggle with problem-solving, innovation, and trust. 
[bookmark: OLE_LINK8]To manage organisations effectively, leaders need access to accurate data, and employees voice plays an important role in providing this (Sibunruang and Kawai, 2024). Leadership approach also influences employee voice which is crucial in fast-paced environments. In warehouse settings employees often face strict targets, repetition of the same tasks, high turnover and burnout (Devi, Munuswamy and Jasim, 2019). Warehouse employees often work together to complete daily tasks, making communication between employees and leaders important. When employees do not feel comfortable reporting problems or raising concerns, important issues may go unnoticed, which can affect employee wellbeing and organisational performance. This highlights the importance of leadership behaviours that encourage trust, open communication, and employee voice.
Warehouse environments often maintain high performance targets, where efficiency and productivity play a crucial role (Karim et al., 2021). In such environments, leadership behaviour and leadership approach may play an important role in shaping workplace culture and employee behaviour. Leaders who adopt highly controlling approaches to achieve targets may, through their management style, overlook factors that are important to employees, such as trust and wellbeing. Zhang and Xie (2017) mentioned that authoritarian leadership can reduce extra roles behaviours as employee may become more focus on instructions. In contrast, leaders who support collaboration, involve employees in decision-making, and create environments where employees feel comfortable communicating may encourage better openness and stronger commitment to the organisation.
While leadership and psychological safety have been explored in previous studies, there is still limited research focused on warehouse settings. Most studies also use quantitative methods, meaning less is known about employees’ personal experiences and views. By exploring employees’ experiences, this research may help organisations better understand how leadership behaviours influence psychological safety in warehouse settings. The findings may also help leaders improve communication, build trust, and encourage employees to speak up. Therefore, this study explores how autocratic and democratic leadership styles influence psychological safety in warehouse settings across three organisations: TOAST, FEI Foods, and Victorian Sliders. The study included warehouse operators, team leaders and fulfilment manager to explore different perspectives. The research focused mainly on warehouse environments.
This research aims to answer the following three research questions:
• How do warehouse employees perceive autocratic and democratic leadership styles?
• How does autocratic leadership influence psychological safety in warehouse settings?
• How does democratic leadership influence psychological safety in warehouse settings?
The research had four objectives as follows: 
· To critically review literature on autocratic and democratic leadership style and psychological safety. 
· To explore warehouse employee’s perceptions of autocratic and democratic leadership behaviours.
· To examine how these leadership style influence employees’ psychological safety. 
· To identify leadership behaviours that enable or hinder psychological safety in warehouse environment. 
This dissertation is divided into five chapters. Chapter Two reviews the literature on leadership, psychological safety, and employee voice. Chapter Three explains the research methodology. Chapter Four provides and discusses the findings. Chapter Five provides the conclusion, recommendations, limitations, and suggestions for future research.




















[bookmark: _Toc234424985]2. Literature review 
[bookmark: _Toc234424986]2.1. Leadership and workplace behaviour 
[bookmark: OLE_LINK5]Leadership behaviour plays a key role in the workplace. It shapes organisational effectiveness and employee engagement, and influence motivation and involvement (Iddrisu and Mohammed, 2025). Leadership behaviour shapes organisational culture and communication. When leadership style aligns with workplace culture, it can create a more positive environment and improve employee satisfaction (Kelmendi et al. 2024). It also affects organisational dynamics such as psychological safety (Varde and Shalini, 2025). Leaders who promote inclusivity, empathy, and transparent communication help create workplaces where employees feel respected and safe to express opinions and concerns.  When employees feel valued, they are more likely to perform well and contribute to organisational success through effective teamwork and collaboration (Qasim et al., 2022). As mentioned by Sidabutar, Machmud and Megawati (2024) effective leadership communication plays an important role in creating such environments, as open dialogue between leaders and employees encourages trust, participation, and the sharing of ideas. As noted by Clarke et al. (2025), leaders’ behaviour plays a significant role in shaping communication within organisations and in creating a positive communication climate that fosters trust and a sense of belonging. Such environments encourage employees to express views openly. However, controlling leadership behaviours may discourage open dialogue and reduce employees’ willingness to raise concerns. These findings highlight the importance of leadership behaviour in influencing how safe employees feel when communicating within the workplace.
2.2. [bookmark: _Toc234424987]Autocratic and democratic leadership 
Autocratic leadership is usually characterised by centralised decision-making, where leaders maintain control and decisions are made within clear hierarchical structures (Rosing, Boer and Buengeler, 2022). As noted by De Hoogh, Greer and Den Hartog (2015), autocratic leadership may have positive outcomes, particularly when it aligns with cultural expectations. By providing clear direction and structured guidance, autocratic leaders may create stability that supports team cooperation and performance. Similarly, some studies suggest that directive leadership can improve efficiency and coordination when quick decisions and strong guidance are required (Gbadebo, 2025). It has also been suggested that autocratic leadership may contribute to team psychological safety when employees accept and recognise the hierarchical structure within the team (De Hoogh, Greer and Den Hartog, 2015).
Edmondson (1999) suggests that low psychological safety occurs when employees fear negative consequences for speaking up or reporting mistakes. This may lead to errors being hidden, reducing opportunities for learning and team improvement. Although dated, Lewin, Lippitt and White (1939) found that leadership style influences organisational climate and employee behaviour. Restrictive leadership may reduce communication, limit idea sharing and negatively affect learning and collaboration. Pizzolitto, Verna and Venditti (2023) argue that when authority, pressure, and power distance are excessively introduced, autocratic leadership may negatively influence employee performance. On the other hand, Abdullah, Rasol and Prabhu (2021) suggest that autocratic leadership may have a negative impact on organisational performance when leaders make decisions without employee communication or participation, potentially leading to feelings of exclusion and disengagement. Reducing controlling leadership behaviours while maintaining clear roles and accountability may help promote team psychological safety and more effective collaboration (Ip et al., 2025).
[bookmark: OLE_LINK4]Differently, democratic leadership encourages employee participation in decision-making processes, which has been associated with higher levels of engagement and greater job satisfaction among employees (Mphaluwa et al., 2025). Research also suggests that democratic leadership may promote psychological safety and innovative work behaviour by encouraging participation, empowerment, and inclusive decision-making (Imran et al., 2025). Furthermore, the effectiveness of democratic leadership may be strengthened when leaders use contingent rewards to recognise employee contributions (Hilton, Arkorful and Martins, 2021). Democratic leadership has also been associated with improved quality of output and lower employee turnover without negatively affecting employee motivation or productivity (Iqbal, Niazi and Hassan, 2021). 
However, hierarchical organisational structures may sometimes resist the implementation of democratic leadership when leaders are unwilling to share decision-making authority (Imran et al., 2025) also democratic leadership may slow decision-making processes because it relies heavily on discussion and participation among team members.
2.3. [bookmark: _Toc234424988]Psychological safety 
Psychological safety refers to an environment in which employees feel comfortable expressing ideas, asking questions, and providing feedback without fear of negative consequences. Edmondson (1999) explains that this concept is closely linked to how individuals process information, learn from experience, and engage in behaviours that support development and knowledge sharing. Psychological safety can act as a factor within teams and is strongly influenced by leadership behaviour, mainly how leaders respond to mistakes, questions, and employee concerns. When leaders respond in a supportive rather than punitive manner, employees are more likely to participate actively and contribute to team learning (Edmondson, 1999). High levels of psychological safety encourage employees to report errors, seek feedback, and share ideas openly, which contributes to improved team learning, collaboration, and organisational performance (Ip et al., 2025) In other cases low levels of psychological safety may discourage employees from sharing knowledge or communicating openly, particularly in environments characterised by controlling leadership behaviours or poor conflict management practices (Agarwal and Anantatmula, 2023) Low psychological safety may discourage employees from taking initiative and learning, which can negatively affect performance (Lee, 2022).
Psychological safety also enables interpersonal risk-taking within teams. Edmondson (1999) explains that employees are more willing to ask questions, admit mistakes, and challenge existing practices when they feel safe from negative judgement. Such behaviours are important for team learning and continuous improvement. Research suggest that strong workplace safety climate can reduce employee stress and negative workplace behaviours such as absenteeism and job dissatisfaction (Akbolat et al., 2022). The authors also suggest that managers should create supportive work environments and provide training that reflects employees’ perceptions of safety. According to the World Wellbeing Movement (2023), Edmondson argues that individuals are highly sensitive to interpersonal judgement and often worry about how they are perceived by others. In workplace environments where a culture of speaking up is absent, employees may hesitate to share ideas or concerns. As a result, innovation may decline and managers may lack important information about workplace issues, which can limit ability to make informed decisions.
Psychological safety has also been associated with improved team learning and knowledge sharing. When employees feel comfortable expressing ideas and acknowledging mistakes, teams are more likely to engage in open discussions that support problem-solving and continuous improvement. Such environments encourage individuals to seek feedback, share experiences, and collectively develop more effective working practices (Patil et al., 2023) . However, workplaces characterised by low psychological safety may discourage employees from contributing ideas or reporting errors, which can limit organisational learning and reduce opportunities for improvement.(Artinger et al., 2025)
[bookmark: OLE_LINK1]Communication climate is closely linked to psychological safety, as it shows how much to which employees feel able to communicate openly within an organisation. A positive communication climate encourages employees to express ideas, share concerns, and participate in discussions without fear of negative consequences (Kvalnes, 2023) Leadership behaviour plays an important role in shaping this environment, as leaders who encourage dialogue and respond constructively to employee input can strengthen open communication and trust (Chao et al., 2024). When employees perceive communication as supportive and respectful, they are more likely to contribute to discussions and share knowledge. However, restrictive communication environments characterised by strong hierarchical control may discourage employees from speaking up, which can weaken psychological safety and limit opportunities for learning and collaboration.
Employee voice is closely linked with psychological safety. Lee, Loretta Kim and Yun, (2023) highlight that even when employees believe that new idea can bring innovation, some may still be reluctant to speak. This is because employees need to feel safe in the workplace to express opinions and share views openly. On the other hand, when psychological safety is low, silence can become a part of organisational culture. As noted by Chen et al. (2022) the way leader regulate their emotions is important, as  leader body language, tone of voice or other non-verbal approaches can influence employee whether is safe to speak up. 
Employee voice and speaking up. 
Research indicates that employees frequently withhold information about organisational problems or concerns, even when this knowledge could contribute to organisational improvement Morrison’s perspective on employee voice and silence suggests that employees do not remain silent randomly. Instead, they evaluate potential risks before deciding to speak up, considering possible consequences and how leaders may respond.
Employees often remail silent because of fear of negative consequences , belief that speaking up will not change anything or organisational hierarchy (Wilkinson, Barry and Morrison, 2020) Employees may demonstrate different forms of silence depending on workplace circumstances, including defensive silence, diffident silence, relational silence, and ineffective silence. These behaviours are often associated with fear of negative consequences or a lack of confidence in expressing concerns, particularly in organisational environments where psychological safety is limited (D. Pacheco et al., 2025) Employees often evaluate perceived risks, such as potential negative reactions from leaders or damage to professional relationships, before deciding whether to express concerns or remain silent. Edmondson (1999) explains that speaking up often involves interpersonal risk because employees may fear negative judgement from others. As a result, psychological safety is essential for encouraging employees to share ideas and concerns in the workplace. 
Employee voice plays an important role in organisational improvement because frontline employees often possess valuable knowledge about operational processes and potential problems (Pandey, Risal and Basnet, 2023). When employees feel able to share suggestions or concerns, organisations gain access to information that can support better decision-making and innovation. On the other hand, research suggests that when employees remain silent, important issues may remain unreported, which can reduce organisational learning and limit opportunities for improvement (Dhaqane, 2024). Encouraging employee voice can therefore contribute to more effective communication and improved organisational performance.
Leadership behaviour plays an important role in shaping psychological safety, as leaders influence whether employees feel comfortable expressing ideas, raising concerns, and participating in open communication within organisations.
2.4. [bookmark: _Toc234424989]Leadership and psychological safety in operational environments 
Operational environments such as warehouses and logistics facilities are often characterised by hierarchical structures, time pressure, and safety risks, which can influence communication between employees and managers (Grosse et al., 2015). These demands can create anxiety among employees especially when communication with leader is missing. In warehouse context, psychological safety becomes important, as employees need to feel safe raising concerns, reporting mistakes without fear or judgment. 
[bookmark: OLE_LINK3]Lee et al. (2023) mentioned the importance of psychological safety in operational environments, explaining that higher psychological safety can positively influence supply chain operational performance. The author highlights the importance of creating environment where employees feel safe to communicate and raise operational concerns. Above conditions highlight the importance of leadership behaviour in shaping communication and psychological safety within operational settings (Frazier et al., 2017). Leadership practices play a key role in influencing workplace safety climate, mainly in environments where employees work in fast-paced and demanding environments (Clarke, 2010).
Studies also indicate that psychosocial safety climate is an important element of operational workplaces, as leadership behaviour can shape levels of trust, communication, and overall employee wellbeing (Dong, Li and Hernan, 2024). On the other hand, Cretskens et al. (2026) highlight the importance of supportive leadership in warehouse environments for improving employee wellbeing. According to author workers felts less safe when leaders control too much or treated them unfairly. 
When employees feel psychologically safe, they are more likely to communicate openly about operational problems and safety risks. As a result, leadership behaviour can affect whether employees feel safe to communicate openly and raise important concerns.
2.5. Research gap 
Although existing research highlights the importance of leadership behaviour in shaping psychological safety and communication within organisations, there is still limited research in this area. Much of the existing research has focused on general organisational contexts rather than operational environments such as warehouses and logistics settings, where hierarchical structures, time pressure, and safety risks are common. In addition, many studies on leadership and psychological safety mainly use quantitative methods, which may not fully capture how frontline employees interpret leadership behaviours in practice. As a result, there is limited understanding of how warehouse employees perceive autocratic and democratic leadership styles and how these leadership behaviours influence their willingness to speak up and share concerns. Addressing this gap is important because employee voice and open communication are essential for maintaining safe and effective operational environments. Therefore, this study seeks to explore how different leadership styles influence psychological safety among employees working in warehouse settings.


3. [bookmark: _Toc234424990]Methodology 
This chapter outlines the methodological approach used to investigate how autocratic and democratic leadership styles influence psychological safety among employees working in warehouse environments. The methodological approach was informed by Saunders, Lewis and Thornhill (2023) research onion, which helped structure the research design and provide a framework for the study. The chapter explain the research philosophy, research design, sampling strategy, data collection methods, and analytical approach adopted in the study.
3.1. [bookmark: _Toc234424991]Research Philosophy 
This study adopted an interpretivist research philosophy, which assumes that social reality is constructed through individuals’ experiences and interpretations (Saunders, Lewis, and Thornhill. Interpretivism is appropriate for this research because the study aimed to explore how warehouse employees perceive leadership behaviour and psychological safety in their workplace. Rather than seeking objective measurement, interpretivist research focuses on understanding the meanings individuals attach to their experiences (Takona, 2024) Leadership behaviour and psychological safety are influenced by personal experiences and workplace interactions. For this reason, an interpretivist perspective enables the researcher to understand how employees make sense of these experiences within their organisational environment.
On the other hand, a positivist research philosophy focuses on objective measurement and the testing of hypotheses using quantitative data (Maksimović and Evtimov, 2023) This approach assumes that reality is fixed and can be measured independently of human interpretation. However, positivism was not considered appropriate for this study, as the research aimed to explore subjective experiences rather than measure variables. Psychological safety and perceptions of leadership behaviour cannot be fully understood through numerical data alone, as they depend on individual interpretations and workplace context.
3.2. [bookmark: _Toc234424992]Research Approach 
This study used a qualitative, idiographic approach to investigate warehouse employees’ experiences and perceptions of leadership behaviour and psychological safety. The idiographic perspective focuses on understanding individual experiences (Smith, 2004) and therefore emphasises detailed insight rather than the generalisations typically associated with a nomothetic approach. Qualitative research makes it possible to explore employees’ thoughts, feelings, and perceptions in greater depth (Creswell and Creswell, 2023). Differently, quantitative methods may not capture these experiences effectively, as complex behaviours and emotions cannot always be accurately represented through numerical data. A qualitative approach is particularly suitable for this study because psychological safety and leadership behaviour are shaped by workplace interactions, personal experiences, and individual interpretations. Understanding these experiences requires an approach that allows participants to describe perspectives in their own words.
3.3. [bookmark: _Toc234424993]Research Design 
Exploratory research design is applied when the purpose of the study is to explore a phenomenon rather than to test specific hypotheses or measure variables (Creswell and Creswell, 2023). This approach also supported the understanding of individual experiences and meanings. In this study, an exploratory design was used to gain a deeper understanding of how warehouse employees perceive autocratic and democratic leadership behaviours. This design was appropriate because there was limited research focusing on psychological safety among frontline warehouse employees.
3.4. [bookmark: _Toc234424994]Sampling 
A purposive sampling strategy was used to recruit warehouse employees whose experiences are relevant to the research focus (Foster Liam et al., 2021). This sampling approach is commonly used in qualitative research because it allows the researcher to select participants who have direct knowledge or experience of the phenomenon being investigated ( Saunders, Lewis and Thornhill , 2023)  The study involved eight participants, including both warehouse employees and leaders who have experience working with different leadership styles and fulfilment manager . In qualitative research, smaller sample sizes are appropriate because the focus is on exploring rich and detailed insights rather than producing generalisable results (Creswell and Creswell ,2023) Data collection continued until thematic saturation was reached , meaning that no new themes or meaningful insights emerged from additional interviews. Interviews were conducted separately to reduce potential power imbalances and to ensure that employees felt comfortable expressing their views openly. Leaders were not informed about which employees chose to participate in the study. The perspectives of both employees and leaders were analysed to explore how each group perceived leadership behaviour and psychological safety.
3.5. [bookmark: _Toc234424995]Data Collection 
Data were collected through semi-structured interviews, allowing participants to describe their experiences of leadership behaviours and psychological safety. Researcher mentioned that semi – structured interviews are widely used in qualitative research because they provide flexibility while still allowing the researcher to focus on specific research topics (Takona, 2024). However, while semi-structured interviews can generate rich data, they may also introduce bias or reflect the interviewer’s own perspective. This may affect the depth or accuracy of the data collected.
 Interviews were expected to last between 30 and 45 minutes and were conducted in person. Three interview guides were developed for warehouse employees, team leaders and fulfilment manager. The questions were designed to reflect different perspectives while remaining aligned with the research objectives.
With participants’ consent, interviews were audio-recorded to ensure accuracy during transcription and analysis. An interview guide consisting of open-ended questions were used to explore participants’ experiences of leadership behaviour and psychological safety within their workplace. Follow-up questions were asked where necessary to clarify responses or explore emerging themes in greater depth. This approach allowed participants to describe their experiences freely while ensuring that the discussion remained relevant to the research questions. As the aim of the study was to understand how autocratic and democratic leadership styles influence psychological safety in warehouse settings, this method allowed participants to share their perspectives in detail. Since employees may experience leadership differently, psychological safety may also be interpreted differently by everyone.
3.6. [bookmark: _Toc234424996]Data Analysis 
Thematic analysis was used to analyse the data, guided by the six-step analytical framework outlined by Braun and Clarke (2006). This approach was suitable for the study because it allowed the researcher to identify and examine patterns within qualitative data. This approach was aligned with the research aim, which was to explore employees’ experiences and perceptions of leadership behaviour and psychological safety. By identifying common themes across participants’ responses, thematic analysis helped to better understand how leadership styles are experienced in warehouse environments. Thematic analysis was used because this study looks for common patterns in participants’ experiences and the aim is to understand shared experiences across participants. 
The analysis process began with transcription of the interview recordings, followed by familiarisation with the data through repeated reading of the transcripts. Initial codes were generated to identify important parts of the data related to leadership behaviour and psychological safety. The codes were then grouped into broader themes based on common patterns in participants’ responses. These themes were reviewed and refined to ensure they reflected participants’ experiences. Finally, the themes were linked to the research questions to support the analysis of the findings.

[bookmark: _Toc234424997]3.7. Rigour 
According to Baillie (2015), ensuring the credibility and trustworthiness of findings is essential in qualitative research. Credibility was supported by clearly documenting the research process and ensuring that interview questions were aligned with the research aim and objectives. This helped ensure that the findings were trustworthy, accurate, and based on participants’ real experiences rather than the researcher’s assumptions (Kakar et al., 2023).
Dependability refers to the extent to which the research process is logical, consistent, and clearly documented, allowing another researcher to follow the same procedures (Shenton, 2004). In this study, dependability was strengthened by keeping detailed records of data collection and analysis, including interview schedules and transcripts. The coding process and development of themes were also documented to ensure transparency.
Confirmability was addressed by ensuring that interpretations were based on participants’ responses rather than the researcher’s assumptions. In qualitative research, confirmability refers to the extent to which findings are shaped by the data rather than researcher bias (Shenton, 2004). This was supported by maintaining clear records of the research process and using participants’ quotes to support the findings.
3.7. [bookmark: _Toc234424998]Ethical considerations 
Ethical standards were maintained by obtaining informed consent from all participants and ensuring anonymity and confidentiality throughout the study. Participants were informed of their right to withdraw at any time without any consequences. A participant information sheet (Appendix A) and research privacy notice (appendix B) was provided to all participants to ensure they were fully informed about the purpose of the study and how their data would use. These documents, along with the interview questions (Appendix C), were shared with participants at least one week prior to the interview to allow sufficient time for preparation. Participants were also required to complete a consent form prior to participation (appendix D). Ethical approval was obtained in with university requirements prior to the start of data collection.
All interview recording and transcripts were stored only to the researcher. Personal identifiers were removed from transcripts to ensure anonymity. Participants were informed about how their data would be stored in accordance with university ethical guidelines and data protection regulations. 		
3.8. [bookmark: _Toc234424999]Reflexivity 
In qualitative research, it is important to highlight that a researcher’s personal experiences may influence the interpretation of data (Berger, 2015). The researcher has experience working both as a frontline warehouse employee and as a department manager, which provided valuable insight into leadership practices and workplace dynamics within this setting. However, this background may also introduce personal assumptions or expectations. To reduce potential bias, reflective notes were maintained throughout the research process, this helped ensure that the findings focused on participants’ experiences rather than the researcher’s experiences.
3.9. [bookmark: _Toc234425000] Limitation 
The study was limited by a small sample size and focused only on warehouse settings within one geographical region. As a result, the findings may not fully reflect other workplace settings or organisations with different cultures.










4. [bookmark: _Toc234425001]Findings 
This chapter presents the main findings from eight semi-structured interviews. The findings focus on how autocratic and democratic leadership styles influence psychological safety in warehouse settings.
The data were coded and organised using Braun and Clarke’s (2006) thematic analysis framework, which helped identify themes and patterns across participants’ experiences.
· Leadership Style and Behaviour 
· Communication and Employee Voice
· Psychological Safety, Trust, and Organisational Culture
Table 1 below shows three main themes found in the thematic analysis, along with description and the key codes that appeared often.
[image: A screenshot of a computer
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4.1. [bookmark: _Toc234425002]Leadership Style and Behaviour 

Leadership style and behaviour emerged as a key theme across all interviews. Participants described different approaches to leadership, with some managers being seen as supportive, approachable, and collaborative, while others were viewed as more focused-on targets, performance, and operational outcomes. These differences affected how employees communicated with management and whether they felt confident speaking up.
Several participants linked effective leadership to support, fairness and approachability. P2 described manager as an ‘ideal manager’ who listened to employees, treated staff fairly and worked with the team to solve problems. Explained that regular communication and opportunities to discuss issues helped to build a positive working environment. These findings suggest that democratic leaders involve employees in decision-making and create positive working environments through open communication (Lewin, Lippitt and White, 1939).
P1, who worked as a team leader, reported feeling anxious when called into management offices and suggested that similar feelings were experienced by other employees. The participant also described managers showing negative body language and raising voice during discussions. These behaviours were perceived negatively and suggested that management lacked strong people-management skills. Furthermore, the participant suggested that the organisation was more focused on targets than people. P1 experiences may suggest that leaders were not always approachable or accessible. Surti (2026) suggests that leaders who are approachable and open to communicate are more likely to encourage employee engagement. This may suggest that leadership behaviours which shows openness and accessibility support to more positive employee perceptions of leadership. 
P3 described manager as ‘probably the best manager I've had so far in my working life’. This positive view was linked to the manager’s trust in employees. Rather than micromanaging, employees were given the freedom to complete work independently. The manager also encouraged employees to share ideas, creating a more open and supportive working environment. Bloom (2021) argues that employee empowerment encourages greater involvement, responsibility, and engagement within the workplace. The positive experiences described by P3 suggest that employees may respond positively to leadership approaches that encourage independence while providing support. Yukl (2012) highlight that employees often judge leadership based on the behaviours demonstrated by managers in day-to-day interactions.
P6 who held a Fulfilment Manager position also described a leadership by collaboration, trust, and employee involvement. The participant explained that decisions were usually discussed with team leaders and employees before changes were made. Open communication was viewed as particularly important, and employees were encouraged to raise concerns both during meetings and privately if they felt uncomfortable speaking in front of others. The participant further emphasised that managers should be approachable, supportive, and willing to listen to employee concerns. These findings reflect a democratic leadership approach, where employees are encouraged to share ideas, contribute to decisions, and participate in improving workplace practices (Lewin, Lippitt and White, 1939). Furthermore, the participant highlighted the importance of trust, recognition and employee development, which supports what Ge (2020) suggest that employees are more likely to feel comfortable speaking up when they feel valued and supported by management.
Like P3, P6 viewed mistakes as opportunities for learning rather than reasons for punishment. The participant explained that managers should support employees when mistakes happen and try to understand the cause instead of blaming them. As stated by Farnese, Marzocchi and Olivo (2024) employees may feel more comfortable learning from mistakes when leaders focus on support and improvement rather than blame. P6 demonstrated this approach by focusing on problem solving and employee development rather than punishment. 
P1 and P3 had very different experiences of leadership. While P3 described a supportive manager who trusted employees and encouraged independence, P1 highlighted raised voices, negative body language and a lack of concern for employees. This suggests that the way managers behave can have a significant impact on how employees view leadership. Similar findings were reported by Patel, Hamlin and Louis (2022), who found that managerial behaviours influence employee perceptions of leadership.
P8 demonstrated a democratic leadership approach through open communication and employee participation. The participant encouraged employees to raise concerns and viewed mistakes as learning opportunities rather than reasons for blame. As stated, ‘people make mistakes and mistakes will happen’. Weinzimmer and Esken (2017) suggest that a positive response to mistakes can encourage learning and improve workplace performance.
P4 described a mix of leadership behaviours. While the participant stated that ‘the work needs to be done and I don't care how,’ indicating a strong focus on operational performance, employees were also reported to feel comfortable sharing views and raising concerns. The participant explained that leading by example was important and that employees questioned management decisions when they disagreed with them. A positive relationship with the manager was also described, with the participant referring to the manager as a close friend. Udod, Hammond-Collins and Jenkins (2020) suggest that positive relationships between leaders and employees can be strengthened through emotional intelligence and supportive leadership behaviours. According to P4, employees rarely raised concerns because there was nothing to report. Instead, the main challenge identified was employees requesting to leave work early when there was insufficient cover available. 
P5 and P8 described very different experiences of hierarchy within organisations. P5 described a workplace where communication with managers was restricted, and employees were expected to raise issues through team leaders. Managers were perceived as distant and focused mainly on business performance. These findings reflect characteristics of autocratic leadership. Lewin, Lippitt and White (1939) suggested that autocratic leadership influences workplace climate and employee behaviour through strong control. This may explain why employees were reluctant to approach management directly. 
P7 described leadership behaviours that were perceived negatively. The participant suggested that managers showed no interest in understanding operational challenges or seeking employee input when issues were raised. For example, the participant suggested that managers did not always take the time to understand operational challenges or consider how existing processes could be improved. The participant further suggested that experienced employees were expected to resolve problems independently, with limited support from management. These findings suggest that employee opinions were not always considered and that managers did not always understand what employees faced daily.
Govender and Bussin  (2020) mentioned that communication and employee involvement are important for employee engagement, showing the value of listening to employee concerns. 
Differently, P8 described a workplace where long-serving employees appeared to have strong influence. According to the participant, management often listened to these employees because of experience and knowledge. However, the participant suggested that this sometimes created confusion about who was actually responsible for making decisions. Inoubli and Sallami (2025) argue that employee perceptions of managerial authority can influence workplace outcomes. These findings suggest that both strong hierarchy and unclear authority may influence how employees experience leadership within the workplace.
Overall, participants shared a range of experiences with leadership, from supportive and collaborative managers to more authority-hierarchical approaches. Many participants showed the importance of trust, communication and being involved in decisions, while others described limited communication, lack of support and confusion about who was responsible for making decisions. These findings suggest that leadership behaviours can shape how employees experience management and day-to-day interactions at work. Similarly, Yukl’s (2012) view that employees often judge leadership not just by a manager’s position, but by how they behave and interact with employees daily.
4.2. [bookmark: _Toc234425003]Communication and Employee Voice 
Communication and employee voice emerged as a key theme across all interviews. Participants discussed the importance of being able to speak openly, share ideas and raise concerns within the organisation.
Several participants described communication practices that encouraged employee voice. P2 described communication with leaders as open. Employees had opportunities to share views through surveys and weekly meetings, where workplace issues were discussed together.
 As the participant explained, ‘if it's about processes, we discuss it together over a meeting’, suggesting that employee involvement was encouraged (P2). Participant also described several ways the organisation supported employee voice, including feedback boxes, surveys, and system updates that allowed employees to see how concerns were addressed. These methods encouraged employees to share concerns in different ways. The participant also felt comfortable speaking openly with management because,  leaders were approachable and willing to listen. Janssen and Gao (2015) suggest that employees are more likely to engage in voice behaviours when they believe views are valued by management. Similarly, Morrison (2011) argues that employees are more likely to speak up when opportunities for voice are available.
P3 also described positive communication with management, explaining that manager was approachable, supportive, and willing to listen to employee concerns. Employees were encouraged to share suggestions and ideas for improvement, and some contributions were recognised through financial rewards. The participant suggested that supportive and responsive management played an important role in encouraging employee voice and involvement. Haeckl and Rege (2025) suggest that employees are more likely to be engaged and satisfied when managers provide support and respond positively to employee needs.
Similarly, Participant 8 highlighted the importance of maintaining regular communication with employees. The participant stated that ‘I approach every employee every day and thank them for their work’ and ‘I do not show that I am higher in the hierarchy’. These behaviours may help build positive relationships and encourage employees to communicate openly with management.
Meanwhile, several participants identified barriers to employee voice. P1 suggested that the organisation did not pay much attention to employee concerns and that raising issues rarely resulted in change. As the participant stated, ‘the system doesn't really give people the opportunity to show initiative or share ideas’ (P1). The participant reported seeking management approval before making decisions due to fear of negative reactions. Managers were also described as using raised voices and negative body language, which discouraged employees from speaking openly. Burris (2012) argues that managerial responses to employee voice can influence employees' willingness to raise concerns, while Morrison (2011) suggests that employees are less likely to speak up when they believe voice will not lead to change.
P8 also suggested that employees may be reluctant to speak openly due to the managerial position itself, stating that ‘people are afraid of managers’ and that ‘their presence alone is enough’. This may suggest that hierarchy creates a power distance that discourages communication. Lam and Xu (2019) found that power imbalances between employees and leaders can reduce employees' willingness to speak up and share concerns.
P5 identified several barriers to communication within the organisation. Employees rarely communicated directly with senior management, with most communication taking place through supervisors. Organisational changes were not always discussed with employees, and opinions were not considered during decision-making. As a result, employees were often reluctant to speak up, as believed concerns could be used against them and would not lead to change. P5 stated that ‘things get turned against you’, suggesting that fear of negative consequences may discourage employee voice. However, the participant felt comfortable approaching one manager who was perceived as approachable and supportive, highlighting the importance of trust in encouraging open communication. Overall, the findings suggest that trust, manager accessibility and open communication may play an important role in encouraging employee voice. As stated by Rani et al. (2024) inclusive leadership can help create a supportive environment, where employees feel encouraged to share suggestions, concerns and opinions.
Finally, P6 linked employee silence to shyness, whereas P5 suggested that employees avoided speaking up because they feared negative consequences. This may suggest that employees are more likely to remain silent when they believe concerns could be used against them. This supports Pacheco et al. (2025) who suggest that employees may choose to remain silent when they fear negative consequences from speaking up.
Overall, the findings suggest that employee voice is influenced by both leadership behaviours and organisational practices. Participants were more willing to communicate openly when managers were approachable, supportive, and responsive to concerns. However, hierarchy, fear of negative consequences, and ignored employee feedback were identified as key barriers to communication and employee voice.
4.3. Psychological Safety, Trust, and Organisational Culture
P2 described both line manager and senior management as calm, approachable and open to communication. The participant explained that managers listened to employee concerns, responded positively and were effective in resolving workplace disagreements. The participant stated that there was a calm workplace culture with ‘no shouting, no stress, no blaming’ and that mistakes were not treated as something to punish (P2). These behaviours created an environment where employees felt safe to speak openly and raise concerns, and as noted by Dong, Li and Hernan (2024) leadership behaviour play an important role in shaping climate by influencing trust and employee support. Decision-making was also described as transparent, with employees able to see whether action had been taken to address issues. 
Similarly, P3 also described a positive and psychologically safe working environment. Although leadership styles were said to vary across departments, the participant spoke positively about own manager and explained that they had never experienced a negative response when raising concerns or asking for support. The participant described that manager as someone who listened and took action to resolve issues when problems arose. P3 also suggested that employees may feel less psychologically safe when managers shout or behave unpredictably. In addition, the participant noted that simple behaviours, such as greeting employees each day and showing appreciation for their work, may help build trust and contribute to a more supportive workplace culture. As noted by Mohiya (2026) simple behaviours such as thanking employees may positively influence psychological wellbeing, especially when appreciation feels genuine.
In contrast, P2 compared this experience with a previous workplace where managers shouted and failed to respond to concerns, which discouraged employees from speaking up. P2 also stated that the workplace had a negative impact on mental health and affected home life. This suggests that calm, supportive, and responsive leadership may strengthen psychological safety (Patil et al., 2023), while negative managerial behaviours may reduce employees to speak openly (Hubbart, 2024).
P4, who held a leadership position, described the workplace culture as demanding, stating that ‘people are paid to work’. Although the participant described themselves as supportive and direct, also acknowledged having limited authority in decision-making and stated that employees were not actively encouraged to speak up, explaining that ‘there is no system for that’ (P4). The participant suggested that fear was a significant issue within the organisation, particularly fear of making mistakes and losing employment. According to the participant, employees were reluctant to report issues because mistakes could result in serious consequences, creating a culture where ‘no one really reports anything’ (P4). The participant also described a workplace where employees were afraid of dismissal and feared negative reactions from management. This suggests that highly demanding environments and fear from management may reduce trust and make employees less likely to speak openly. As noted by Amy Edmondson (2019) managers still believe that fear motivates employees. However, research shows that fear can negatively affect learning and collaboration. This was also reflected in the findings, where several participants described environments driven by fear and negative management behaviours. These conditions appeared to reduce employees’ willingness to speak openly and report concerns.
 P5 described the organisational culture as strongly focused on results, with little attention given to employee wellbeing. They felt that senior management seemed disconnected from employees, and that the organisation’s stated values did not reflect the culture experienced in everyday practice. The participant also highlighted a lack of training and development opportunities. Participant explained that employees often felt fearful of senior management and worried about being judged when speaking openly. As a result, trust was low, and the participant did not feel comfortable raising concerns. They also expressed little motivation to take on additional responsibilities, as gaining new skills or knowledge was seen as leading to more work without enough support. 
Overall, these findings suggest that low trust, intimidating leadership, and a strong focus on performance may negatively impact psychological safety and employee wellbeing. As stated by Ansong et al. (2025), low trust in leadership may reduce psychological safety and negatively affect employee engagement and wellbeing. Similarly, Edmondson (2019) argues that judgemental workplace cultures can create silence, as employees are less likely to speak up when mistakes lead to criticism.
P7 offered different perspective, suggesting that individual personality may also influence psychological safety and willingness to speak up. P7 suggested that speaking up may partly depend on individual personality, stating that concerns are raised because ‘I’m like this’. This contrasts with Edmondson’s (2019) view that psychological safety is shaped mainly by workplace climate rather than personality traits such as introversion or extroversion. This finding may suggest that workplace culture plays a major role, but individual differences may also affect whether employees speak up. Unlike other members, the participant described management responses to mistakes as fair and did not expect managers to react negatively. However, the participant also suggested that the organisation showed limited interest in improving working conditions. The participant also showed greater trust and respect towards managers who had progressed internally from operational roles, as they were seen as having a better understanding of the work and the challenges employees face. This may suggest that employees have more trust in leaders who understand the role and the challenges that come with it.
P6, who also held a leadership role, emphasised the importance of creating an environment where employees felt comfortable speaking openly. The participant explained that regular check-ins helped employees feel welcome and supported. However, also suggested that employee silence may not always be linked to management, as some employees may feel reluctant to speak due to shyness or fear of judgement from colleagues. Morrison, See and Pan (2015) highlighted that employees are less likely to speak up when they feel low confidence or fear from others. The participant further highlighted the importance of senior management showing greater appreciation and involvement, suggesting that recognition and gratitude may contribute to a more positive workplace culture.
Overall, the findings suggest that leadership behaviour, trust, and organisational culture play an important role in shaping psychological safety. Supportive, approachable, and responsive managers appeared to create environments where employees felt safe to speak openly, raise concerns and admit mistakes. As noted by Varde and Shalini (2025), these behaviours can encourage open communication and idea sharing, which may improve psychological safety and team performance.
In contrast, fear, low trust, and negative workplace cultures discouraged open communication. Although personality may influence whether employees speak up, workplace culture seemed to have a greater impact on psychological safety.












5. [bookmark: _Toc234425004]Conclusion and Recommendations
5.1. [bookmark: _Toc234425005] Conclusion
This study explored how autocratic and democratic leadership influences psychological safety in warehouse settings, with focus on employee voice, communication, trust, and organisational culture. 
[bookmark: OLE_LINK9]Democratic leadership was mainly perceived positively. Participants linked democratic leaders with support, fairness, listening and collaboration. The Findings showed that leaders how demonstrated those qualities were perceived as approachable and regular communication helped reduce employee’s reluctance to share concerns (Cretskens et al., 2026). Leaders who empowered employees and trust them were viewed positively, which may help create a positive working environment within the organisation. Importantly, employees who were emphasised to share ideas and contribute to decision-making were more likely to perceive leadership positively and feel valued within the organisation (Lewin, Lippitt and White, 1939; Morrison, 2011).
However, autocratic leadership was mostly perceived negatively. Participants described this leadership style as controlling and focused on authority, often with communication working in one direction. Some managers were identified with raised voices, displaying negative body language, and limiting employee involvement. As a result, some participants described feeling reluctant to raise concerns or share opinions due to fear and negative reactions or consequences. These behaviours create fear, reduce trust, and discouraged employee from speaking openly (De Hoogh, Greer and Den Hartog, 2015; Qasim et al., 2022). 
The Findings also showed why employee voice is shaping psychological safety withing warehouse settings. Participants were more open to speak openly, raise concerns and share ideas when open communication had a place, managers were approachable and supportive (Morrison, 2011; Brewer, Dierkes and Norful, 2024). Meanwhile, leadership which creates fear, poor communication and low trust reduced employee voice and increased silence withing workplace.
The findings show that psychological safety is not influenced only by organisation factors like leadership behaviour or workplace culture but also by employee personality, confidence, or technical skills. An organisation that supports employee through active listening and more individual approach may be more likely to create an environment where employees feel safe to express opinions (Frazier et al., 2017). 
The research suggests that leadership behaviour shapes psychological safety. Trust, communication, and employee voice were also identified as key factors influencing whether employees felt safe to speak up. 
5.2. [bookmark: _Toc234425006]Recommendations 
The results suggested several of recommendations which can be used to help organisations with warehouse settings improve psychological safety, employee voice and communication. A proposed implementation plan for these recommendations is attached in Appendix E. The implementation plan explains how each recommendation could be implemented, who is responsible and what resources and costs may be needed. 
5.2.1. [bookmark: _Toc234425007] Leadership training 
Organisations should invest in leadership training, focusing primarily on employee communication, emotional intelligence, and people management skills. According to Budiono (2024) leadership training can improve job satisfaction which may positively influence employee performance. Singh (2022) stated that leaders with high emotional intelligence communicate effectively and build positive relationship that support employee wellbeing. The findings showed that supportive and approachable leaderships was significantly linked with trust, employee voice and increased psychological safety. Training may help develop skills needed to communicate effectively and support employees in warehouse environments.  
5.2.2. [bookmark: _Toc234425008] Speaking-up culture 
Organisations should also focus on fostering a speak-up culture where employees feel safe raising concerns, reporting mistakes, and sharing ideas without fear or worry about consequences. As stated by Cunha et al. (2019) maintaining this culture can benefit organizations by improving learning and adaptability , both important for organisational development. The findings showed that leadership which creates fear and poor communication reduced employee voice and increased silence. Where employee feels heard and mistakes are treated as opportunities helps create environment where leader is trusted and employee open.
5.2.3. [bookmark: _Toc234425009] Recognition
As stated by Montani, Boudrias and Pigeon (2020) when managers recognise  employees work, employees feel valued. They become more engaged and motivated within workplace. Several members recognised the importance of behaviours like regular check-ins, greetings and showing appreciation for employees work. According to Young, Ang and Campbell (2025), recognition can enhance communication with employees and positively influence how they perceive the workplace. These approaches can create a ripple effect, where organisations build a strong communication culture among all employees. Mentioned actions can help built trust, boost morale, and create a positive and supportive workplace. 
5.2.4. [bookmark: _Toc234425010] Leadership consistency across management levels 
Lastly, Shams and Linsky (2026) found that leaders with more formal authority  may show less adaptative leadership behaviour. Organisations should aim to improve consistency in leadership behaviour at all levels. The findings suggests that some line managers were perceived as supportive and trusted but senior management viewed as less approachable and more intimidating. This suggests that effective leadership does not rely solely on senior managers. Leaders at every level should demonstrate the same behaviours and approach toward employees to maintain trust, keep the employee voice, foster innovation, and promote a sense of belonging within the organisation. This could be supported through regular leadership meetings, coaching and mentoring and also regular self-reflection.
5.3. [bookmark: _Toc234425011]Limitations 
The study was focused on small sample of eight participants, which may limit how much the findings can be applied to other organisational settings. Research focused only on warehouse settings, meaning the findings may not fully apply to another organisational context. The qualitative approach explored participants individual experiences, so the findings may not apply to all warehouse settings. Lastly, the researcher previous experience within warehouse environments may influenced data interpretation, while reflexivity was applied throughout research to reduce potential bias.  
5.4. [bookmark: _Toc234425012]Future Research 
Future research could explore larger sample sizes across different operational sectors and use mixed-method or quantitative approaches to further explore the relationship between leadership behaviour, employee voice and psychological safety. 
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Participant Information Sheet

Research Title: The influence of autocratic and democratic leadership styles on psychological safety in warehouse settings
Researcher:
Aleksandra Szczecinska
BA (Hons) Business Management Student
University of Wales Trinity Saint David
Supervisor:
Rhiannon Akers
Purpose of the research
The purpose of this study is to explore how autocratic and democratic leadership styles influence psychological safety among employees working in warehouse environments. Psychological safety refers to employees feeling comfortable speaking openly, sharing ideas, and raising concerns without fear of negative consequences. This research aims to understand employees’ experiences of leadership behaviours within warehouse settings.
Why have I been invited to take part?

You have been invited to participate because you have experience working in a warehouse environment. Your experiences and opinions may help provide valuable insights into leadership behaviour and psychological safety in this type of workplace.

What will participation involve?

If you agree to participate, you will take part in a semi-structured interview with the researcher. The interview will involve questions about your experiences of leadership in warehouse environments and your views on communication and workplace safety.
The interview will take approximately 30-45 minutes and will take place in person at a location agreed between the participant and the researcher. With your permission, the interview will be audio recorded to ensure the accuracy of the research data.
Do I have to take part?

Participation in this research is completely voluntary. You are free to decide whether to take part. If you agree to participate, you may withdraw from the study at any time without giving a reason.
Will my information be confidential?

All information collected during the research will be treated confidentially. Your name and any identifying information will not appear in the research. Pseudonyms will be used in the final dissertation to protect your identity. Audio recordings and transcripts will be stored securely and only accessed by the researcher.
How will the data be used?

The findings from this study will be included in the final dissertation and will contribute to a better understanding of leadership and psychological safety in warehouse settings.

Are there any risks in taking part?

There are no known risks associated with participating in this study. However, you may choose not to answer any question if you feel uncomfortable.

Who can I contact for more information?
If you have any questions about the research, please contact:
Researcher:
Aleksandra Szczecinska
Email: 2231076@student.uwtsd.ac.uk 
Thank you for taking the time to read this information and for considering participation in this research.


Version 1.0, 16 April 2026
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Participant consent form
Version number & date: Version 1.0, 16.04.2026
Title of the research project: The influence of autocratic and democratic leadership styles on psychological safety in warehouse settings. 
Name of researcher: Aleksandra Szczecinska
										     Please initial box
1. I confirm that I have read and have understood the information sheet dated for the above study, or it has been read to me. I have had the opportunity to consider the information, ask questions and have had these answered satisfactorily.


2. I understand that taking part in the study involves an audio recorded interview lasting approximately 20 to 40 minutes.
3. I understand that I must not take part if I am currently experiencing significant mental health difficulties.

4. I understand that my participation is voluntary and that I am free to stop taking part and can withdraw from the study at any time without giving any reason and without my rights being affected.  In addition, I understand that I am free to decline to answer any particular question or questions.

5. I understand that I can ask for access to the information I provide and I can request the destruction of that information if I wish at any time prior two weeks after my interview. I understand that following anonymisation of the transcript. I will no longer be able to request access to or withdrawal of the information I provide.

6. I understand that the information I provide will be held securely and in line with data protection requirements at the UWTSD until it is fully anonymised. Anonymised data will be retained securely for five years following publication to enable verification of research findings, after which it will be securely deleted.

7. I understand that signed consent forms and original audio recordings will be retained in UWTSD OneDrive in password protected folders, accessible only to the two named researchers until transcription and verification are complete. Audio recordings will then be securely deleted. Signed consent forms and anonymised transcripts will be retained for five years following publication, after which they will be securely deleted.   

8. I agree to take part in the above study.


__________________________		__________		______________________
Participant name				Date			Signature

__________________________		__________		______________________
Name of person taking consent			Date			Signature

University Address: 
IQ Campus, University of Wales Trinity Saint David, 
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Interview Questions (Team Leaders) 
1. How long have you been working in organisation? 
2. Can you briefly describe your role and leadership responsibilities?
3. How would you describe your leadership style? 
4. How do you usually communicate with your team? 
5. How are decisions made within your team?
6. How do you encourage employees to speak up in your team? 
7. Can you describe a situation where an employee raised a concern? 
8. How do you respond when employees make mistakes?
9. Do you encourage employees to share ideas or concerns? How? 
10. What challenges do employees face when speaking up?
11. How do you think your leadership style influences employees’ confidence to speak up? 
12. Do you believe leadership style affects psychological safety? Why?
13. What could be improved to create a more open and supportive work environment? 
14. Is there anything else you would like to add?


Interview Questions (Management)
1. Could you briefly describe your role within the warehouse?
2. How would you describe your leadership style?
3. How do you usually communicate with warehouse employees and team leaders?
4. How do you usually make important decisions within the warehouse?
5. How much input do team leaders and employees have over decisions or process improvements?
6. Do you think employees feel comfortable speaking openly about concerns or problems at work? Why or why not?
7. What factors do you think stop employees from speaking up?
8. How do you usually respond when employees make mistakes or raise concerns?
9. In your view, how does leadership behaviour affect employees’ confidence to speak openly at work?
10. What do you think makes a warehouse leader effective?
11. If you could improve one thing about communication or leadership within warehouse environments, what would it be?
Interview Questions (Employees) 
1. Can you briefly describe your role in the warehouse? 
2. How long have you been working in this organisation?
3. How would you describe your manager’s leadership style? 
4. Can you give an example of how your manager communicates with employees? 
5. How are decisions usually made in your team?
6. Do you feel comfortable speaking up at work? Why or why not? 
7. Can you describe a situation where you felt comfortable or uncomfortable raising a concern? 
8. How does your manager respond when employees make mistakes? 
9.  Do you feel encouraged to share ideas or concerns? 
10.  What factors make it difficult for employees to speak up?
11. How does your manager’s behaviour influence your confidence to speak up? 
12. In your opinion, how does leadership behaviour affect how safe employees feel at work?
13. What could managers do to improve communication and openness? 
14. Is there anything else you would like to add?
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Speaker 1 (Interviewer):
Okay, I’ve started recording.
I just want to remind you that you don’t have to answer any questions if you don’t want to. You’re participating voluntarily, so I hope no one forced you.
Speaker 2 (Participant):
I understand, no one forced me.
Speaker 1:
Great. First question, could you briefly describe your role in the warehouse?
Speaker 2:
Yes, my role is to prepare resources for production.
Speaker 1:
Okay, great. And how long have you worked there?
Speaker 2:
3 years, I think. 
Speaker 1:
So you already have some experience.
How would you describe your manager’s leadership style?
Speaker 2:
I believe, my manager is someone who helps us solve problems. To be honest, an ideal manager. I really enjoy working with him. 
Speaker 1:
That’s great, so what makes him ideal for you?
Speaker 2:
He can listen, never shout, solve problems calmly without stress, always try to resolve issues in a peaceful way I think . 
Speaker 1:
Can you give an example of how your manager communicates?
Speaker 2:
He usually comes to see me, sometimes through team leaders but if they need to speak to me, he come directly to me.
Speaker 1:
And how are decisions made in your team?
Speaker 2:
It depends.
If it’s something related to me or my team, we try to solve it together. Also, we have surveys very often where we can say what we don’t like, what we want to change or what could be improved. We also have weekly meetings, where everyone can come and speak up. People usually say what they think. 
Speaker 1:
You said it depends on the decision, can you explain what kind of decisions?
Speaker 2:
Yes, it depends whether decisions are about employees or production for instance. If it’s about processes, we discuss it together over meetings. If its decisions made by management, they are later consulted with us by the manager.
Speaker 1:
Let’s say someone in your team is underperforming how is that handled?
Speaker 2:
We had situations like that. The team leader and manager are speaking with that person. We work as a team, so if someone works more slowly, it slows down the rest of us.
Speaker 1:
Do you feel comfortable speaking up at work?
Speaker 2:
Yes.
Because we have this kind of manager, I’m not afraid to speak, not just our manager higher management is also ok. We can say everything, they listen, and I think try to reduce stress. That’s why meetings exist, and we can suggest what we are thinking. For example, we asked for new changing areas, water dispensers or bending machines, these were introduced because employees asked for them.
Speaker 1:
What specifically makes you feel comfortable speaking to your manager?
Speaker 2:
He listen, he doesn’t dismiss what we say, management try to respond positively and are open for our suggestions. He listens and then actually acts he doesn’t just say okay, okay, we’ll see. He immediately tries to solve the problem.
Speaker 1:
Have you ever felt uncomfortable speaking? 
Speaker 2:
Yes, but not because of managers more because of employees. There are often tensions between workers, but not from management.
Speaker 1:
And when you have conflict with another employee, do you report it?
Speaker 2:
First we try to solve it ourselves. If that doesn’t work, then we go to the manager.
Speaker 1:
What does the manager do then?
Speaker 2:
He talks with one person, then the other. If needed he gathers everyone involved holds a meeting and asks if anyone has more to say and continues until the problem is resolved.
Speaker 1:
Do you feel conflicts are fully resolved?
Speaker 2:
The manager resolves them properly, but people always have some sort of objection you know, it’s hard to please everyone, but they get over it eventually.
Speaker 1:
How does your manager react to mistakes?
Speaker 2:
Calmly, not just him also higher managers. No shouting, no stress, no blaming. They say everything can be fixed. They don’t treat mistakes as something to punish.
Speaker 1:
Do you feel encouraged to share ideas or concerns?
Speaker 2:
Yes, because we have meetings and also we have a suggestion box, if your idea is accepted you can even get money. 
Speaker 1:
What about concerns? Are you encouraged to raise issues?
Speaker 2:
Yes, during meetings we can talk about anything.
Speaker 1:
Have you personally used this opportunity and raised any concerns or ideas?
Speaker 2:
Yes, and there are also anonymous surveys. You can write concerns anonymously and put them in a box, so even if someone is uncomfortable speaking because of shyness or I don’t know, they still can say what they think.

Speaker 1:
That’s good. Let’s say that you inserted to the box anonymous feedback, do you know what happens next?
Speaker 2:
Yes, they analyse the results, we have an app, where we can see results or what people reported. Every month we get a summary what issues were raised, what came from anonymous feedback, what the company has improved, what is still being worked on. Everything is transparent.
Speaker 1:
And if many people raise concerns are those addressed?
Speaker 2:
Yes. There is an HR person who comes if there are many complaints holds a meeting talk with employees. They try to resolve issues together.
Speaker 1:
What do you think stops employees from speaking up?
Speaker 2:
It depends on the manager and team leader. If employees are afraid of managers, they won’t speak but in our case, there is no fear, everyone feels comfortable speaking.
Speaker 1:
Why do you think employees feel comfortable speaking in your team?
Speaker 2:
Because they make us feel comfortable, we even have a private room where you can talk to a manager instead of speaking in front of everyone.
Speaker 1:
What you think, what kind of manager behaviour would make you less likely to speak up?
Speaker 2:
If the manager ignored me said okay but did nothing, treated me badly, shouted,then probably I wouldn’t speak.
Speaker 1:
How do you think your manager's behaviours affects your confidence?
Speaker 2
Because he is open, I feel confident. I know he won’t ignore me, shout at me, or something like this. I know he listens always.
Speaker 1:
Do you think leadership style affects how safe employees feel?
Speaker 2:
Yes, exactly. The leadership style here is fair, everyone is treated the same and no one is better or worse, everyone is equal.
Speaker 1:
Equally treated.
Speaker 2:
Even if the manager likes someone you cannot see it, they treat everyone equally.
Speaker 1:
What do you think would happen if the leadership style was the opposite?
Speaker 2:
I worked in a place like that before, people were afraid to say anything. Lots of stress, shouting. 
Speaker 1:
So you have a comparison now?
Speaker 2:
Yes, that previous workplace I would never go back. Here it’s like heaven compared to that.
Speaker 1:
Did you leave that job because of leadership?
Speaker 2:
Yes, largely because of their poor attitude towards people, and the other factor was the people working there themselves. I have very bad memories of that place.
Speaker 1:
How did you feel there?
Speaker 2:
Terrible, even though I’m a strong person it was mentally exhausting. You couldn’t handle it mentally, it affected you at work and at home. I remember that on my way home, I would very often keep thinking about work and the people there. When I had to go back to work the next day, I would feel sick.
Speaker 1:
And what was communication with your leader like at that time?
Speaker 2:
You try to speak, but no one listens, nothing changes. I mean, only target mattered nothing else.
Speaker 1: 
And then what happened?
Speaker 2:
Eventually, you just give up. You think there’s no point, no one will listen anyway.
Speaker 1:
Why?
Speaker 2:
Back then, no one listened to us, they nodded their heads but did nothing, or there was shouting or go back to work, end of discussion. So eventually, people stopped speaking just did their job, wanted to finish, and leave. 
Speaker 1:
I understand.
Speaker 2:
But here current job, I go to work happy, I leave work happy, I feel mentally relaxed. I don’t come home stressed, carry work frustration home. Before it affected my mental health, my mind couldn’t cope.
Speaker 1:
What could managers do to improve communication and openness?
Speaker 2:
Here it’s already very good. But in the previous workplace Managers should listen allow employees to speak because these are not impossible things to do. People will still do their job, but pressure and shouting do not help, it increases frustration. 
Speaker 1:
Anything else would you like to add?
Speaker 2:
Just that here I feel good, I wouldn’t change this job for anything.
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	Recommendation
	Why
	Who
	Where
	How
	When
	Cost

	1. Leadership and training
	To improve communication, emotional intelligence, and people management skills. 
	Top management, senior managers, and team leaders.  
	Training should take place within the organisation during working hours. 
	Face to face workshops and online modules. Training should include effective communication with employee, how to listen actively, emotional intelligence and psychological safety. 
	Manager induction and refresher training every 6-12 months.
	Medium, training materials and employee’s time.

	2. Speaking-up culture
	To encourage employees to share ideas and learn from mistakes.
	All warehouse employees including management. 
	As part of daily communication with employees, including regular one-to-one meetings.
	Implement regular one-to-one meetings, encourage employee voice during meetings, create an anonymous suggestion box, discuss actions from following employee feedback. 
	Team meeting daily before shift starts, one to one monthly with line manager.
	Low, employees time, surveys tools. 

	3. Recognition
	To increase motivation, engagement, and employee wellbeing.
	Managers and team leaders.
	All warehouse departments. 
	Introduce regular recognition during conversation with employee, monthly recognition rewards, regular check ins during shifts.
	Daily appreciation and recognition, monthly recognition programme.
	Low–Medium, mainly management time and recognition award if used.

	4. Leadership consistency across management levels
	To ensure employees receive the same leadership approach regardless of management level.
	Top management, senior managers, and team leaders.  
	Across all organisations. 
	Agree on a shared leadership approach and organisational culture. Use regular employee feedback, coaching and mentoring sessions, and encourage leaders to reflect on their communication and behaviour at the end of each shift.
	Monthly leadership meetings supported by regular self-reflection on leadership behaviours and communication.
	Low–Medium, meeting time, coaching and mentoring, plus dedicated time for regular self-reflection.
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