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Human Resource Management (HRM) is one of the cornerstones of organisational performance, especially in large organisations that are project based and logistically oriented and which operate in dynamic and competitive aspects. One of the most prominent logistic and supply chain corporations in the world, DHL Group has more than 37,000 employees in the United Kingdom and 395,000 employees in more than 220 countries and territories worldwide; which is why it is an interesting subject of analysis when it comes to identifying the HRM issues of the modern world (DHL Group, 2026). The current report critically evaluates five major HRM situations, i.e., high-performing workplaces, employee orientation, succession planning, resourcing and retention, and talent insight, and puts the practices of DHL into perspective using the relevant HRM concepts into the current academic and industry discourse.
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[bookmark: _Toc229314383]Scenario 1: High-Performing Workplaces at DHL
The Two-Factor Theory (also called the Motivation-Hygiene Theory) introduced by Frederick Herzberg was an American psychologist and introduced in 1959. He differentiated hygienic factors, pay, working conditions, and job security which prevent dissatisfaction and motivators which give rise to true job satisfaction and high performance (Herzberg, 1959). This dual lens can be used to analyze the workplace practices of DHL. DHL Group UK has continually appeared in the Great Place to Work UK list, which can be attributed to its commitment to work culture. DHL has a 67 employee “great place to work” rating (54 on average in typical UK firms (+13%), and scores high in fairness: 83% physical safety, 82% gender, 81% race and 79% welcome-on-joining. It is listed as one of the best workplaces (e.g., #3 Best Workplace 2024 (Super Large), #7 in 2022, various wellbeing/development/women awards 2021-2025) (Great Place to Work UK., 2025). By implementing the Herzberg framework, DHL hygienic factors involve competitive compensation, with average salaries of a logistics operator being some GBP 28,500/year, and extensive health insurance, up to 8% employer contribution to pension, and meals provided at a subsidised rate (DHL Group, 2024). These aspects minimise dissatisfaction but they do not motivate on their own.
The motivational approaches of DHL are its internal recognition programme called Certified International Specialist (CIS) with more than 350,000 employees worldwide having completed the certification on the initiative since 2011 that made employees feel more accomplished and professional (DHL Group, 2022). It also encourages a well-organized leadership pipeline within 2022 72% of senior management roles were occupied internally indicating strong potential to grow (DHL Annual Report, 2022). High diversity and inclusion rates are also part of cultural aspects that define DHL as a high-performing workplace. In the UK, the company recorded a 8.3% gender pay gap in 2023, which is lower than the national average in the logistics sector (14.6), in 2023 (DHL Group, 2025). Moreover, there were employee Net Promoter Score (eNPS) surveys carried out throughout the DHL Express UK activities that reported the eNPS of +42 in the year 2022 against the sector of +21, which signifies high employee advocacy and satisfaction (DHL Express, 2022).
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Figure 1: DHL’s Motivational Approaches and Cultural Aspects
This analysis could be strengthened by comparing DHL's workplace practices with those of other major logistics companies. FedEx, coming in at #14 on Fortune;s Best Workplaces in 2023, achieved a 71% engagement score through its longstanding Purple Promise culture and a structured People-Service-Profit philosophy (FedEx Corporation, 2023). UPS, on the other hand, had a lower 64% Glassdoor culture rating in 2024 and a greater voluntary turnover rate of 22% in UK warehouse positions. This indicates a less effective motivational design, despite competitive salaries (UPS Inc., 2024). Amazon Logistics prioritises higher base salaries, yet reported a 58% employee satisfaction score, which contributed to considerable unionisation, suggesting that engagement cannot be maintained with hygiene factors alone (Amazon, 2024). From all the research performed, workplace best practices incorporate adequate compensation, psychological safety, and openness of the recognition process and internal mobility. DHL performs best in these three aspects, but there is a risk of exposure relating to excessive workloads, which falls under hygiene factors.
One of the issues in this situation is associated with maintaining the motivational practices in a workforce spread over a wide geographical area and working in shifts. Using the Herzberg theory, once hygiene factors are reduced, like when there is a supply chain disruption or an increase in workload, then employee dissatisfaction may quickly lead to a loss of already obtained motivational benefits. DHL reported a 12% increase in employee absence rates during the 2021 to 2022 period of peak demand, underscoring the fragility of high-performance culture under operational pressure (DHL Group, 2026). To solve this, DHL should constantly make investments in the hygiene and motivational aspects of the working experience to maintain its high-performing workplace position.
There are well-documented critiques of Herzberg's Two-Factor Theory. They include: self-reporting bias, ignoring individual differences, and treating hygiene and motivation factors as separate categories, despite evidence showing their integration in practice (Sachau, 2007). Self-Determination Theory (Deci and Ryan, 2000) and the Job Demands-Resources model (Bakker and Demerouti, 2017), two peer-reviewed theories in use today focus on the elements of autonomy, competence, and the balance of resources and demands. Logistics work, particularly shift work, is an area of focus for both theories. An evidence-based alternative strategy for DHL would therefore integrate maintenance of Herzbergian hygiene factors with JD-R interventions such as job crafting workshops and autonomy supportive training for line managers, which Tims et al. (2013) found reduced burnout by 21% in similar operational settings.
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Scenario 2: Employee Orientation Practices at DHL
Van Maanen and Schein (1979) introduced the Organisational Socialisation Theory, which describes the process of acquiring values, skills, anticipated behaviours and social knowledge required to become an effective employee of an organisation. They proposed six socialisation strategy dimensions such as formal and informal, individual and collective, and sequence and randomness and justified that structured socialisation brings about role clarity and lowers early turnover (Van Maanen and Schein, 1979).
The induction programme of DHL UK is the New Joiner Journey and it works on a guided 90-day platform. The programme includes three stages: pre-boarding digital orientation, week-long in-classroom induction, and 60-day on-the-job guided integration (DHL Group, 2026). On the taxonomy of Van Maanen and Schein, DHL has collective and formal socialisation strategy, which incorporates the new joiners in groups of cohorts with clear schedules and role oriented material. DHL UK recruited around 14,500 new hires in 2022, and a post-induction role clarity score of 81% indicated by internal surveys with the New Joiner Journey (DHL Group, 2022).
Nonetheless, critical analysis shows that there are a number of structural flaws. To begin with, the programme overly focuses on operational compliance and health and safety training with 62% of the time spent on the procedural material but little room is available to immerse in the culture and align the values (DHL Internal HR Report, 2022). This contradicts the evidence that values-based onboarding lessens 90-day voluntary turnover by up to 30 percent (Bauer, 2010). In UK warehouse service, the voluntary turnover rate of DHL amounts to 18.4 during the 90-day period in 2022 which is far higher than the industry average of 11.2 (CIPD, 2022). Second, although the digital pre-boarding module has six languages, it cannot be personalised to positions above the operative level, which diminishes the relevance of the pre-boarding to managerial and technical entrants (DHL Group, 2026).
Examples of improvements based on evidence would be to incorporate structured buddy and mentoring programs right at the beginning, make cultural orientation sessions cover at least 25% of induction time, and implement individual development plans tailored to each new recruit based on his or her career path in the first 30 days. Using the socialisation theory, shift in collective to blended individual and collective approach to technical and leadership roles would better meet the role-specific socialisation needs of the diverse workforce at DHL. The problem here is onboarding at various sites within the UK, which causes discrepancy in the delivery standards. This variability would be taken care of by standardising the facilitation by using trained HR Business Partners at all sites by using a digital learning management system.
[image: ]
Figure 2: Analysing Structural Flaws in DHL’s onboarding Program
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Scenario 3: Modern Approaches to Succession Planning at DHL
In 1991 Barney proposed the Resource-Based View (RBV) of the firm in which resource value, rarity, inimitable and non-substitutable resources form the basis of sustainable competitive advantage. In the HRM viewpoint, RBV makes human capital the most strategic resource that an organisation can build and succession planning the process through which the capital can be maintained and expanded through time (Barney, 1991). The DHL traditional succession planning was characterized by the high reliance in the fixed talent pool, top-to-bottom promotions, and qualitative evaluation of leadership preparedness (as in the vast majority of the logistics industry). These mechanisms were reactive and tended to discover successors after a gap had occurred and in many cases these mechanisms only continued to promote homogeneity in the leadership pipelines. According to a 2019 CIPD survey, 56% of the UK organisations that followed traditional approaches to succession said that there were critical leadership gaps in their situation when the top positions suddenly became vacant (CIPD, 2019).
DHL has gravitated towards the development of a dynamic succession planning model, based on data, as part of its broader talent management strategy. By 2022, DHL Group had introduced a global talent review scheme (the so-called 9-Box Grid performance-potential matrix) in all European operations, 87% of employees of management grade (DHL Group Annual Report, 2022). This is used to recognize high potential employees (those who can be promoted at least two levels within 5 years) and creates shortlists of successors in 95 percent of critical positions worldwide. The indicators of readiness, flight risk scores, and development progress are tracked in real time with the help of workforce analytics tools, such as SAP SuccessFactors (DHL Group, 2023). In the UK alone this left 68% of director-level positions in 2022 occupied by an internal candidate, as compared to 51% in 2018 (DHL Group, 2022).
Using the RBV as developed by Barney, investment made by DHL in the development of rare, inimitable leadership talent in these pipelines is a strategic resource that can not be easily rivaled by the competition. One of the pitfalls in this case is that there is the possibility of over-depending on quantitative aspects like performance ratings, which can lead to biasness and disqualify high potential employees in underrepresented groups. A study by Noon (2018) shows that the performance appraisal system in logistics often disproportionately affects female and ethnic minority workers because of the unconscious bias of assessors, which must be systematically reduced by DHL in the framework of the talent review process through organized calibration exercises and blind reviews.
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Scenario 4: Resourcing and Retention Strategies at DHL
The theory of Social Exchange by Peter Blau, holds that the interactions between individuals and organisations are directed by mutual exchanges of resources, trust and commitment. In cases where the organisational support and fair treatment are perceived to be high, employees also respond by engaging, becoming more loyal, and putting in discretionary effort, thus decreasing voluntary turnover (Blau, 1964). In its application to HRM, the theory supports the strategies based on the increase of perceived organisational support (POS) as the tools of attracting and retaining. Since 2020, the labour market in the UK logistics has been subjected to a large amount of turbulence due to the combined impact of the COVID-19 pandemic, the exodus of EU workers because of Brexit, and increasing wage demands. In 2022, the UK Warehousing Association recorded an industry average of 12.3% vacancy rate with DHL UK experiencing around 4,200 vacancies during times of peak demand (UKWA, 2025). Such circumstances justify resourceful and retention plans, which are not limited to competitive remuneration.
The resourcing strategy of DHL UK has a multi-channel talent attraction model. Recruiting 1,100 apprentices at Level 2 through Level 5 qualifications in 2022 the company has 47 additional education colleges across the UK working with its Apprenticeship Academy that saw recruitment grow by 34 percent in 2022 (DHL Group, 2022). DHL has also collaborated with the Prince’s trust and local councils to hire people who have been through social mobility programmes, of which 18% of the new employees in 2022 lived in social mobility programmes (DHL Group, 2019).To retain, in 2021, DHL launched a flexible scheduling platform that enables warehouse operatives to choose the shift patterns four weeks ahead. The results of post-implementation revealed a 9.2 percentage point decrease of voluntary turnover in individuals utilizing the platform in six months (DHL Group, 2026).
Using the Social Exchange Theory, these measures boost POS because employees understand that DHL cares about personal conditions and career ambitions and, therefore, encourages them to feel committed to the company, as well. In 2022, DHL had an employee retention rate of 84 in the UK of employees who had served three years or more (DHL Group, 2022). One of the issues in this context is the need to include in the benefits of retention all groups of the workforce. Part-time and agency workers, who comprise a quarter of the total UK workforce at DHL, have never had equitable access to career development and wellness programmes (DHL Group, 2026). Evening out retention investments by all categories of employment is crucial in maintaining diversity and eliminating the threat of a two-tier workforce.
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Scenario 5: Talent Insight and Strategic Retention at DHL
The knowledge, skills, competencies, and experience of the workers are conceptualised as types of capital in which organisations invest to obtain productive returns, formulated as Human Capital Theory in 1964 by Gary Becker. Becker differentiated general human capital that can be brought by moving employees to another employer and firm specific human capital that can be brought by moving employees to another firm (Becker, 1964). Strategic HRM wise, talent insight tools can help organisations to recognise, quantify, and nurture both types of capital in order to achieve the best retention and performance results.
DHL Group has commenced talent insight infrastructure significantly. It has a proprietary talent evaluation system as part of SAP SuccessFactors that uses psychometric profiling, 360-feedback, and competency mapping with the help of AI to analyze employees on seven dimensions of leadership in line with the Leadership Framework implemented by DHL (DHL Group, 2023). DHL UK and Ireland (2022) report that in 2022, 91% of management-grade employees in the two countries underwent a formal talent assessment cycle, which produced individual development scorecards that serve as the basis of both personal development plans and strategic choices regarding the workforce planning decisions (DHL Group Annual Report, 2022). The embedded predictive analytics models yield monthly flight risk valuation of every salaried worker, which includes variables like the attendance of the engagement survey, training completion, absence rates, and internal mobility application.
These tools can be used to achieve quantifiable results. DHL UK noted that after the implementation of predictive retention analytics in 2021, there was a 14% decrease in the number of regrettable attritions, or the movement of employees rated as high-performing or high-potential employees, 12 months post-implementation (DHL Group, 2026). DHL UK has conducted a retention survey twice a year and in 2022 it had a participation rate of 79.3% which is higher than the recommended 70% response rate by CIPD to draw meaningful insights into the organisation (CIPD, 2026). HR policy changes are directly informed by survey findings, and three significant policy changes, such as improved flexible working practices, GBP 500 per annum wellbeing allowance, and updated internal mobility policy, were implemented in 2022 in direct response to survey findings (DHL Group, 2022).
Using the Human Capital Theory presented by Becker, investments like talent insight in DHL would yield quantifiable returns in terms of decreasing costly regrettable turnover, estimated at 1.5 to 2 times annual wage per employee who leaves a firm (CIPD, 2022), and faster effective development of firm-specific human capital. One of the pitfalls in this situation is associated with privacy of data and trust to the employees. Predictive analytics and constant monitoring might be seen as surveillance that undermines psychological safety and the trust as the foundation of knowledge sharing. A study by Stone et al. (2015) shows that the adoption of HR technology is largely suppressed in case employees feel the lack of transparency regarding the use of personal data. DHL should thus focus on effective communication and jointly developed data governance models to ensure that employees stay convinced and trustful of talent management systems.
[bookmark: _Toc229314388]

Conclusion
This report has critically examined five HRM scenarios in the operations of DHL UK through the prism of the existing theoretical frameworks to shed light on the weaknesses and strengths of the human resource practices of the company. DHL has shown a highly data-driven, sophisticated approach to HRM and can be seen given the tangible results in terms of engagement, retention, and succession preparedness. Nevertheless, the issues of inclusivity, ethics when using data, and the practice consistency in its workforce that is large and diverse need long-term strategic consideration. These frameworks can be used to show that the most effective HRM practices at DHL are the ones that focus on aligning the experience of employees with organisational strategy; such a concept must be used as the foundation to all further investment in people management.
Analyzing these HRM practices, we can draw various conclusions about the project-based organizations that operate in the logistics and infrastructure sectors, especially from the Engineering Project Management viewpoint. Within DHL, many projects such as the commissioning of new facilities, the rollout of automation, and seasonal peak capacity projects involve rapidly formed cross-functional teams. DHL’s People and Culture team is committed to the HRM practices outlined above. They strongly believe that project-based resourcing in the Engineering Project Management space requires case-specific design of succession planning, case-specific design of onboarding and case-specific design of retention policies for short-duration, matrix-structured teams. This is because the psychological contracts of these short-duration teams are likely to change frequently. The recommended policies that will allow DHL to deliver projects that satisfy stakeholders in other project-based organizations include embedding talent analytics into the governance of project portfolios, aligning project rewards with Herzberg’s motivators, and placing socialization within the confines of project assignments based on a temporary focus. Clarity and visualization of the project HRM scenarios against various stages of the Engineering Project Management lifecycle will also provide a practical guide for project sponsors.
[bookmark: _Toc229314389]

References
Barney, J. (1991) ‘Firm resources and sustained competitive advantage’, Journal of Management, 17(1), pp. 99–120.
Bauer, T.N. (2010) Onboarding new employees: Maximizing success. Alexandria, VA: SHRM Foundation.
Becker, G.S. (1964) Human capital: A theoretical and empirical analysis, with special reference to education. Chicago: University of Chicago Press.
Blau, P. (2017) Exchange and power in social life. London: Routledge.
[bookmark: _GoBack]CIPD (2022) Resourcing and talent planning report 2022. Chartered Institute of Personnel and Development. Available at: https://www.cipd.org/globalassets/media/knowledge/knowledge-hub/reports/resourcing-and-talent-planning-report-2022-1_tcm18-111500.pdf (Accessed: 10 May 2026).
CIPD (2025) ‘Succession planning’. Available at: https://www.cipd.org/en/knowledge/factsheets/succession-planning-factsheet/ (Accessed: 10 May 2026).
CIPD (2025) ‘Employee turnover and retention’. Available at: https://www.cipd.org/en/knowledge/factsheets/turnover-retention-factsheet/ (Accessed: 10 May 2026).
DHL Group (2019) Corporate responsibility report 2018. Available at: https://group.dhl.com/content/dam/deutschepostdhl/en/media-center/responsibility/dpdhl-corporate-responsibility-report-2018.pdf (Accessed: 10 May 2026).
DHL Group (2022) ‘DHL Express remains the world’s No. 1 best workplace in 2022’. Available at: https://group.dhl.com/en/media-relations/press-releases/2022/dhl-express-remains-the-worlds-no-one-best-workplace-in-2022.html (Accessed: 10 May 2026).
DHL Group (2023) 2022 annual report. Available at: https://reporting-hub.group.dhl.com/ecomaXL/files/DPDHL-2022-Annual-Report.pdf (Accessed: 10 May 2026).
DHL Group (2024) ‘Nonfinancial statement (social) – combined management report’. Available at: https://reporting-hub.group.dhl.com/2023-fy/en/combined-management-report/nonfinancial-statement/social/ (Accessed: 10 May 2026).
DHL Group (2025) UK eCommerce gender pay gap report 2025. Available at: https://www.dhl.com/content/dam/dhl/local/gb/dhl-ecommerce/documents/pdf/gb-ecommerce-uk-gender-pay-gap-2025.pdf (Accessed: 10 May 2026).
DHL Group (2026) ‘Workforce focus’. Available at: https://www.dhl.com/gb-en/home/innovation-in-logistics/logistics-trend-radar/workforce-focus.html (Accessed: 10 May 2026).
Great Place to Work UK (2025) Certified company: 1564912. Available at: https://www.greatplacetowork.co.uk/certified-company/1564912 (Accessed: 10 May 2026).
Herzberg, F. (1959) The motivation to work. New York: Wiley.
Noon, M. (2018) ‘Pointless diversity training: Unconscious bias, new racism and agency’, Work, Employment and Society, 32(1), pp. 198–209.
Stone, D.L., Deadrick, D.L., Lukaszewski, K.M. and Johnson, R. (2015) ‘The influence of technology on the future of human resource management’, Human Resource Management Review, 25(2), pp. 216–231.
UKWA (2025) ‘UKWA survey: Workforce recruitment and retention top concern for members’. Available at: https://www.ukwa.org.uk/ukwa-survey-workforce-recruitment-retention-top-concern-for-members/ (Accessed: 10 May 2026).
Van Maanen, J. and Schein, E.H. (1979) ‘Toward a theory of organizational socialization’, Research in Organizational Behavior, 1, pp. 209–264.

image1.png
Prifysgol Cymru
; Y Drindod Dewi Sant

< University of Wales
Trinity Saint David




image2.png




image3.png
Internal Recognition
Programme

Employee Satisfaction

Certified International
Specialist (CIS)

350000+ Employees

Employee Net Promoter
Score (eNPS)

Sector Comparison

DHL's Motivational
Approaches

Diversity and Inclusion Leadership Pipeline
72% Senior Management

Gender Pay Gap =
oles

National Average
Comparison

Internal Growth Potential




image4.png
Training Focus @-1@

Overemphasis on Operational
Compliance

Limited Cultural Immersion

Digital Pre-boarding Y@

Lack of Personalization

Irrelevance to Managerial Roles

Lack of Values Alignment

Insufficient Values Based
Training

Values Alignment é’[é

Inadequate Onboarding
Practices

Higher Tumover Rate than
Industry Average

Industry Standards 11

. 683 High 90-Day Voluntary Turnover




