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1. Rationale for the Study
Warehousing and logistics are a critical component of modern e-commerce, and Amazon's facility at Swansea serves as a prime example of a high-velocity, metrics-driven environment. The pickers and packers at the Swansea facility have rigorous performance targets and no autonomy or direct feedback mechanisms that are usually part of an employee's role. Though workers are paid competitive rates of pay, personal experience and internal reporting point to the fact that monotony, stress, and lower morale all combined are contributing to turnover and lowered performance outcomes (Bryar and Carr, 2021). In 2024 Gallup reported that global employee engagement was 21%, and manager engagement dropped from 30% to 27%, resulting in a $438 billion loss to the economy in productivity (Gallup, 2025). These statistics point to an urgent need to investigate how managers can better motivate frontline workers that can lead to better outcomes.
Current academic literature on motivation, ranging from Maslow (1943), Herzberg (1959), and McGregor (1960), continues to be seminal, yet the literature is often not contextualised within industrial settings where the pace of work and supervision is determined by algorithms. While Self-Determination Theory (Deci and Ryan, 1985) identifies autonomy, competence, and relatedness as intrinsic drives, operations in warehouse settings restrict autonomy through routing algorithms. Different empirical studies show that while neglecting considerations of intrinsic factors will allow employees to satisfy a minimum hygiene need, the employees won't engage (Ali and Anwar, 2021; Kalogiannidis, 2021), while other studies show recognition, opportunities for growth, and supportive leadership can motivate employees towards motivation( Paais and Pattiruhu, 2020; Zhenjing et al., 2022).
That noted, very few studies have tried to examine how these theories apply to a large-scale, algorithmically governed warehousing operation. This research fills this gap by exploring managerial practices in the Amazon Swansea warehouse to better understand managerial practices that recognise the theory and ensure practice informs theory in both the academic and managerial literature. 
2. Aims, Objectives, and Research Questions
a. Research Aim
To critically assess how managerial practices at Amazon's Swansea facility affect worker motivation and productivity for pickers and packers.
b. Research Objectives
· To describe motivational strategies currently being utilised by floor managers. 
· To investigate how the employees viewed this motivational practice and how this influenced engagement. 
· To understand the relationships between perceived motivation and productivity outcomes such as target achievement or self-reported engagement.
· To provide evidence-based recommendations to improve motivation and productivity in similar settings. 
c. Research Questions
How do managerial strategies at Amazon’s Swansea warehouse influence employee motivation and workplace productivity among pickers and packers?


3. Discussion of Key Literature Related to the Research Question
Maslow's Hierarchy of Needs (1943) describes how people progress along a continuum of needs beginning with their physiological and safety needs in a warehouse setting like Swansea, to social belonging and esteem, and finally the pursuit of self-actualisation. Basic needs such as adequate breaks, temperature, and safe working conditions are routinely unmet despite their value to overall well-being (Hopper, 2020; Bakar, 2022). Studies in similar manufacturing contexts suggest once those needs are met, employees respond positively to recognition of sociality when afforded opportunities to develop themselves leading to less negativity, and better teamwork (Basalamah, 2021; Kalogiannidis, 2021).
Herzberg's two factor model (1959) of job satisfaction is divided between hygiene factors (salary, workspace, workplace policies) and motivators (recognition, achievement and responsibility). Amazon's compensation packages may take care of the hygiene factors, however, having little opportunity to promote and little recognition can lead to dissatisfaction (Ali and Anwar, 2021). With a lack of motivators, they adopt a "clock-in, clock-out" attitude towards the job, a mere exchange of time for pay, instead of a source of fulfilment (Basalamah, 2021).
McGregor's Theory X and Theory Y (1960) suggested opposing managerial assumptions. A Theory X lens would presume workers are fundamentally unmotivated and either openly or private require oversight. In practice that might manifest as working in an environment that is the constant target of performance pressures and algorithmic surveillance workers and they would trust neither the workers nor their intentions as it generates distrust affecting intrinsic motivation (Bryar and Carr, 2021). Theory Y, in contrast, assumes that employees want to take responsibility and perform well when given the freedom to do so; however, some warehouse managers still resist adopting Theory Y.  In reality, there is some evidence that increased involvement in the organisation can increase engagement (Klein, 2024) and if workers were given even limited choice, like suggesting their preferred shift patterns, it could promote intrinsic motivation if it is effectively managed (Mahmoud et al., 2021). 
Self-Determination Theory (SDT) (Deci and Ryan, 1985) states that intrinsic motivation is dependent on meeting three fundamental psychological needs. Recent summaries of SDT demonstrate that people perform best when they are allowed autonomy (for example, the order in which they complete tasks), competence through appropriate training and feedback, and socialisation with their colleagues (Ryan and Deci, 2024). In the case of the Swansea warehouse, the firmly managed workflows and algorithmic assignment of tasks limits by missing the engagement of all three variables, and therefore, the workers in the warehouse cannot, and will not, be properly engaged (Paais and Pattiruhu, 2020; Hongal and Kinange, 2020). 
Recent work on motivation has shown that intrinsic motivators, recognition, personal growth, are better predictors of job satisfaction than extrinsic motivators like pay, at least when pay is offered alone (Ali and Anwar, 2021; Mahmoud et al., 2021). Marginal differences in transformational leadership (specifically, inspirational communication and basic support for individuals) are associated with improved satisfaction, improved performance, and overall job satisfaction across industries (Paais and Pattiruhu, 2020). There is also evidence that environments that offer some support, good break facilities, ergonomic workstations, and supportive relationships lead to increase productivity (Zhenjing et al., 2022).  All of these domains are likely related even in warehousing, for example, improving break rooms, or introducing team-based incentives could improve employee engagement, if best practices were carried by management.  
Relatively few studies have conducted systematic interviews with managers and workers to understand the actual amount of autonomy or individualised recognition there can be when quotas are fixed and assigned by performance algorithms. This study aims resolve this issue by embracing qualitative data collection at Amazon Warehouse in Swansea, and introduce new data to help inform a better understanding of how traditional and more contemporary motivation theory fits under algorithmic management in real-time.
4. Description, evaluation, justification of research design, sampling method
a. Research Design
The research design is qualitative to examine worker lived experiences and understand the actions of managers in their daily work lives. Qualitative methods are allied to address "how" and "why" questions. Furthermore, the methodology may provide more rich description that quantitative survey evaluation would not be able to provide (Creswell and Creswell, 2018; Tracy, 2020).
b. Method: Semi-Structured Interview
Semi-structured interviews will be conducted with two distinct groups: front line employees (pickers/packers) and floor managers. The semi-structured interview will ensure consistency with shared interview guides, but allow for space in each interview, particularly after completing questions in the guide, for data collection if there is anything else the interviewee wishes to add in relation to emergent themes (Gray, 2021; Seale, 2017).
· Picker/Packer Interview: Participants selected must have a minimum of six months of work experiences, to ensure they have developed some knowledge of the operational processes of the warehouse. Questions will explore attitudes towards manager feedback, feelings of workload stress, chances for recognition for work well done, and suggestions for improvements. 
· Manager Interviews: Floor managers who have been in a supervisory role for at least one year will be asked about their motivational strategies and the barriers to implementing those strategies and productivity they have noticed.
Interviews are estimated to last 45-60 minutes and will take place in a private area at the warehouse or over secure video calls. All interviews will be audio recorded (with consent) and transcribed, ensuring their accuracy. The transcripts will be supplemented by field notes, which document non-verbal cues and contextual aspects. 
c. Rationale for Qualitative Method
Qualitative research is suitable because motivation is socially constructed and located, and the lived experiences of employees and the intentions of managers must be interpreted holistically (Bryman, 2016). Surveys alone cannot capture the subtle intersection of algorithmic oversight and human relationships. Interviews capture narratives that describe how managerial practices are operationalised into motivational effect, which is useful from an academic and a practical perspective. 

d. Sampling Technique
Purposive sampling is the strategy that will be used and regards participants having relevant and direct experience (Saunders, Lewis and Thornhill, 2019). Employees will need to have been in a picking/packing role for at least six months, while managers will need to have been supervisory role within the Swansea warehouse for a minimum of one year. This will ensure that participants are able to draw on their experiences with respect to management practices and how they affect motivation and productivity. Age, shift pattern and time of service will be varied to help deepen and enhance the transferability of the data (Charmaz, 2014; Robson, 2024). 
5. Ethical considerations, reliability, and validity
a. Ethical considerations
Ethical approval will be sought from University Ethics Committee. All participants will be provided with an information sheet of the study, explaining the study purpose, procedures which will include potential risks, and their right to withdraw from the study without consequence at any point (Bryman, 2016). Formal written consent will be obtained. Participant confidentiality will be maintained by not including participant names, and instead will be used with pseudonyms in transcripts and reports of the study, while some details (for example, shift timing, specific teams) will be removed or generalised. Data will be held on encrypted and password protected drives which are accessible only to the researcher. The researcher will be compliant with the GDPR principles.
As there may be a fear of repercussions for employees sharing critical views of managerially-driven practices, interviews will be conducted in neutral locations away from manager offices to lessen the possibility of pressure. The researcher will emphasise that the participation is voluntary and that their responses and participation will not be accessed by their supervisors.
b. Reliability
Reliability in qualitative work can be thought about in relation to consistency in data collection and replicating procedures (Bryman, 2016). To ensure reliability, interviews will be conducted using a standardised guide with consistent, open-ended questions for all participants, thereby enabling comparability of responses.  A second researcher will be asked to check a selection of the transcripts to establish fidelity of transcription. The researcher will also keep a reflexive journal detailing updates to positional assumptions and biases, which may help establish consistency across the interviews and the study as a whole (Tracy, 2020). 
c. Validity
Validity refers to credibility (truth value) and transferability (potential to apply findings outside of the setting) (Charmaz, 2014). Credibility will be enhanced through: 
· Triangulation: Data will be collected from two sources; employees and manager, allowing for the contrasting of the perspectives from the two level of the organisation,
· Member Checking: Key themes from the research will be summarised and provided to the participants for their verification and clarification,
· Thick Description: Providing additional contextual information about the particulars of the Swansea warehouse operation, team structures and hierarchical structure of management; providing readers with information to determine transferability,
· Debriefing of peers; academic supervisors will be used to raise challenge emerging and potential interpretation while reducing bias of the researcher (Robson, 2024).
d. Importance of academic integrity and ethical practice in research
Core principles of academic integrity and ethical practice are essential elements of conducting responsible research, which involves collecting, analysing and reporting data appropriately; attribution of sources; and protecting the rights of participants to helping minimize the risk of plagiarism and other forms of misconduct (Bhardwaj and Mittal, 2024; Pierson, 2021).
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Appendix 
Interview Guide for Employees (Pickers and Packers)
Can you describe a typical day for you as a picker or packer at the Swansea warehouse?
How often do you get feedback or recognition from your direct supervisor? In what style?
In what way does your manager's behaviours or communication style influence your motivation to meet daily targets?
What are the specific areas of the job (performance targets, algorithms, break-pads) that impact (positively or negatively) your motivation?
Do you feel you have control over how you go about our work? In what way does this impact your motivation?
If you could change one thing in how managers support you, what would it be and why?
Interview Guide for Managers (Floor Level Supervisors)
What strategies do you currently employ to motivate your team of pickers and packers? Can you give some examples?
How do you measure and monitor employee productivity? How do you communicate this information to employees?
What challenges do you face when trying to motivate employees measures through general work pace in a fast-paced environment?
Have you undertaken any formal training, about motivation, leadership, or employee engagement? How has this training and development impacted your approach?
In your opinion, what changes in managerial practice or warehouse policy could make the biggest difference to employee motivation or productivity?Presentation link
A Critical Evaluation of How Managers Motivate Employees Ioana Lupu 5014.pptx
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