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[bookmark: _Toc100833416]Introduction 
The purpose of this report is to understand the principals of Human Resource Management (HRM), why they are important in a business and how they play a part for to have successful and committed employees. HRM as defined by Armstrong (2006, p.3) is ‘a strategic and coherent approach to the management of an organisation’s most valued assets – the people working there who individually and collectively contribute to the achievement of its objectives”. 
The first section of the report will identify the issues that Fresh Direct faced during the recruitment and selection processes as well as their onboarding process. It will then move on to identify three development models: Motivation, Employee Engagement and Performance Management that the company could implement to improve the issues they are facing such as low productivity and low staff morale. 
The final part of this report will include a SWOT analysis on the company to identify areas to be improved along with a Personal development Plan for onboarding a new employee. 
[bookmark: _Toc100833417]Identifying Issues and Appropriateness of Fresh Direct Recruitment Process
When looking at the approach that Fresh Direct have used in recruiting, selecting, and training employees we can identify that the process that the company followed has had negative impact on productivity on employee retention. 
For example, the first issue that we see the company faced is that they did not have enough staff in the first place. If the company had used HR planning as suggested by Marchington et al., (2016) and have strategic plans in place rather than reacting to the current situation the end results may have differed as plans would have anticipated for this increase in demand. Rather than recruiting more staff, if Fresh Direct understood the current staff profiles, the company may have had the option to provide overtime to those who are already within the role or provide extra training to staff within other job roles. According to Armstrong (2020), People Resourcing ensures the company has the right people to do the job. Although the cost would increase in terms of pay or training, the productivity would have remained of a high quality and as would customer satisfaction. The decision to recruit more staff came as a reaction to the increased demand rather than a planned approach. This is known as workplace planning – by ensuring the company has the right number of skilled employees to deliver any job, whether this be within the long or short term. (CIPD, 2018). This then leads onto the second issue which is the approach on recruitment and selection. Fresh Direct only placed an online advert which limited the number of applicants they would have received. The company could have posted the job on online job boards, newspapers, social media, or via current staff which would have widened the selection of potential employees that the company had to pick from. Once the company had created a shortlist based on the CVs received, those selected were invited to a 20-minute video interview to define their suitability and skills. Although those selected may have had experience within previous roles, from what we know there were no references to support this evidence. The company could have implemented other options into the selection process to identify the right candidates. For example, as this was a manual role, the company had no manual or ability assessment to ensure that the selected candidates could perform the role. Other examples could have included a second round of interviews with managers as well as aptitude, skills, or personality tests to ensure the person was a right fit for the company. (Publisher, 2016)
Once the new employees started the role, on the first day there was no introduction into the company, each employee shadowed an existing employee for the day after taking a tour of the factory and then given individual responsibilities to continue their roles. Following this the company began to receive customer complaints and low productivity. The company paid no attention to the importance of an introduction to the company or to the training needs of the new employees. According to CIPD (2020), introduction into the company is an integral part to ensure that employees integrate into an organisation, that they understand their role and help to reduce stress and anxiety. For employers, the induction into the company can help to reduce staff turnover whilst enhancing commitment. The company also failed to provide any training or learning and development opportunities to the new employees which is a fundamental part of an introduction to a new role. The new employees only received a tour of the work environment and shadowed an employee for one day before they were given individual responsibilities. 
When assessing the approach that Fresh Direct have taken, we must highlight that the company reacted in a positive way to attract more staff to the company to fulfil the increased demand. However as identified as above, they did not follow any suggested HR practices which is why the company is now facing issues. 

[bookmark: _Toc100833418]Recommendations
By identifying the issues that Fresh Direct are facing with employee relationships and the operational productivity, a recommendation would be that the company implement the following development vehicles in order improve their HRM. 
[bookmark: _Toc100833419]Motivation 
Motivation of employees can benefit Fresh Direct, as if staff are motivated to do their jobs and are rewarded for doing them well, then the output of the employee is significantly increased which aids operation productivity. Motivation is the reason in which we do something (www.britannica.com, n.d.) or doing something to achieve a goal (Cook and Artino, 2016). 
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As attributed back to Woodworth (1918) there are two types of motivation factors:
· Intrinsic – which comes from doing something because you enjoy it do which you gain a personal reward, such as the work itself. Something which is internal feeling (Deci, Nezlek and Sheinman, 1981).
· Extrinsic – This comes from external factors such as pay, rewards, benefits, and promotions. Criticism or reprimands can also be a factor (Locke and Schattke, 2018). 
Herzberg’s Two Factor Theory of Motivation
To improve employee motivation, Fresh direct should implement the Herzberg Two Factor Theory of Motivation. Herzberg (1959) identified that there are elements from within the company which affect employee motivation, these elements are known as satisfiers or motivators. He also identified a list of elements which can cause an employee to be less motivated, known as dissatisfiers or hygiene factors. This model of motivation has been a widely used framework when identifying what influences job satisfaction and what company needs to do to enhance employee motivation (Alrawahi et al., 2020). Herzberg also highlighted that 
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If Fresh Direct can implement more of the motivators, then the outcome should be a high performing team. To do this they should first identify the hygiene issues which are causing dissatisfaction within the workforce and eradicated them. However, this alone is not will motivate the employees and the company should then turn their attention to the motivators. For example, staff are unhappy with their working hours and are considering leaving the company, Fresh Direct could rectify this by ensuring staff only work their contracted hours, and if they do work overtime management recognise this and reward them at an overtime rate, Time in Lieu, extra holidays, or other benefits which motivate the employees. More responsibility could be given to these employees, and they could be considered for a different job title or promotion within the company structure.
Employee Engagement 
Another model of HRM that Fresh Direct is that of Employee Engagement. Khan (1990) defined this as a mental state of mind that employees encounter in respect to their job role which also includes the behaviour that go along with it. People become engaged when they are enthusiastic about their work and the organisation and are determined to reach higher levels of performance (Robertson-Smith and Markwick, 2009). Job engagement can come from designing a role that is rewarding, interesting, challenging and with extra, and organisational engagement is where the employee is when employees can recognise themselves with their company's values and purpose and consider it is a fantastic place to work and plan to continue (Madan, 2017). High levels of engagement can also help increase in customer and employee satisfaction, a happier place to work and increase productivity and performance with reductions in error (Osborne and Hammoud, 2017). 
Armstrong and Taylor (2014) highlighted that there are three components within employee engagement which all overlap. These shown in the figure below and explained as:
· Motivation – the influences that make employees behave the way they do at work
· Commitment – how strongly an employee identifies and is involved with the company 
· Organisational Citizenship – how strongly the employee feels they belong within the company
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(Armstrong and Taylor, 2014)
Engagement is only achieved as a two-way process with contributions from both employer and employee (Robinson, Perryman and Hayday, 2004). Fresh Direct need to focus on enhancing both the “job” and “organisational” aspects to increase engagement as highlighted in the table below. 
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As defined by Aguinis (2005, p 2), “Performance management is a continuous process of identifying, measuring and developing the performance of individuals and teams and aligning performance with the strategic goals of the organisation” and can be used as a measure to understand how well you are performing at your role or how well the team is performing against the compnay’s goals. It does not only involve individuals, but also team and management and this performance then leads into results for the company (Shields, 2016). According to Armstrong (2006), there are 5 elements of performance management which is a continual process and as identified below: 
· Agreement
Think of this as the job description and contract where it sets out what is expected of the employee any KPI’s that they need to hit, or what needs to be done to reach a high standard of performance
· Measurement
How the employee is performing against the targets and agreements that have been set. 
·  Feedback 
Feedback lets the employee know if they are performing to the standard that is expected and may include rewards for exceeding or, if the employee is performing below average then the need to revisit training is essential. 
·  Positive Reinforcement
Give the employee positive feedback about their performance, giving constructive critic on how this may be improved.
· Dialogue
Be open and honest regards to past performance, how they can improve their performance with a discussion on how management can help and support career goals for the employee. 
The 5 elements of performance management help to ensure that all staff are heading in the right direction and the performance is of a good standard. The Armstrong Performance Management Cycle (Armstrong, 2022) as shown below, is a way to continuously improve performance for an employee during their career within the company. 
[image: ]
(Model, 2021)
By having performance management in place, it can help improve performance for Fresh Direct overall, the performance of the employee, as well as help to identify any development needs for the employee. It can also aid with creating a culture where performance is expected and can be used for increase in salary or bonus structures (Macleod and Clarke, 2009). 
There are various ways in which Fresh Direct can implement performance management as shown below: 
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[bookmark: _Toc100833421]Conclusion
This task of the report was to identify the appropriateness that Fresh Direct took within their recruitment and selection, onboarding, and training & development once the new employees started the company. By motivating employees, encouraging them to become more engaged and implementing the correct training and development theories, Fresh Direct will be able to increase productivity and increase staff retention. By having motivated employees, this can help to reduce labour costs by yielding higher productivity and quality products. It is also clear to see that due to the improper training implemented by the company meant that they employees were more likely to make errors in the output of work which resulted in a decrease in productivity. 
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[bookmark: _Hlk100753379][bookmark: _Toc100833423]SWOT Analysis
Swot analysis is a powerful development and strategic technique used to help business discover strengths, weaknesses, opportunities, and threats for the business. The strengths and weaknesses are those which are internal to the company and within their control. Whereas the opportunities and threats are external, and the company may not have control over these factors (Kenton, 2021). The SWOT analysis below is based on Fresh Directs current standing. 
	Strengths
	Weaknesses

	· Long standing trusted company for over 10 years 
· The company survived throughout the Covid pandemic
· Produce is grown inhouse and have efficient production and distribution process in place
· Company is located within a central UK location
· Over one hundred employees 
· Growth of company in past year and company reacted speedily to increased demand

	· Not enough staff to cover increased demand
· Recruitment drive was a reaction to increased demand and no preplanning
· Newly recruited staff have received limited training
· Brief time between recruitment to starting within company 
· Productivity is low which has caused late and incomplete orders which have resulted in customer complaints 
· Staff working increased hours causing low moral


	Opportunities
	Threats

	· Company could expand due to increased growing demand 
· Increased workforce and new equipment could increase production
· Potential to attract new customers 
· 
	· Staff looking to secure alternative employment will leave the company understaffed
· Loosing custom due to complaints 
· Complaints from customers could influence future business



[bookmark: _Toc100833424]PDP 
A Personal Development Plan (PDP) is a document that is used within the workplace to identify the learning and development needs of an employee, what future goals the employee would like to achieve and identify how this can be achieved. (Putter, 2021). 
This Personal development plan can be used for the implementation of a new member of staff at Fresh Direct to address their development needs when starting within the company. 
	Learning and Development Need
	Type of development

	Timescales
	Who is responsible?

	Further comments

	Understand what is needed as a Fresh Direct Employee
	Read and sign Employee Handbook

	1st Day of employment
	Staff member and to be signed off by manager or supervisor 
	Handbook to be retained by employee for future reference

	Introduction into the company, products, and procedures

	Video induction – Company history 
CEO Talk – Company Ethics
Tour of workshop
Health & Safety Induction

	To be completed within first week
	HR to book staff onto course once handbook has been signed off
	Will need to be completed before shadowing can commence

	Gain job knowledge, understand the fundamentals of the role and what is required

	Shadowing of employee advocate
	1 week
	Manager to arrange “shadowing” with employee
	Training manual to be provided. Will require sign off from both employees and management

	Understand the fundamentals of the job role
	Online quiz with interactive videos
	2 days
	Employee and Manager 
	

	“Firsthand” training
Show you have learnt how to do the job effectively and efficiently
	Working side by side with advocate 
	1 week
	Manager to arrange for employee to be buddied up
	New employee to work as independently as possible. 

	Attend “New Starter” Away Day. 
Understand company promotions policy
	Workshop Conference
	After 3 months of employment
	Manager to inform HR. HR to book and inform employee
	Only to be booked if all above have been completed 

	Identify and gaps within product knowledge
	360 reviews 
	To be completed after 6 months of employment
	All staff and management who have worked with employee. 
	

	Become shift supervisor
	
	Within 1 year of employment
	Staff member to apply for role once feels confident 
	Within 6 months – 1 year of employment
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Designing a role which includes variety, interaction (both
optional and required), knowledge, skill, and responsibility
(Hackman and Oldham, 1974)

promote positive attitudes about work, promote interest
and excitement in people's occupations by reducing stress,
and highlight the importance of socialising with colleagues

Ensure there are learning and development opportunities
which are easily accessible

Employees are supported by management, and
management have the tools they need to maximise
employee engagement

Management promote and execute positive culture
enforcing the company values

Have a strong management team that support the wellbeing
of employees and the work they do

Understand skillsand abilities of staff and allow them to
contribute when creating new roles or systems they will be
involvedin

Ensure that employees have a voice and that it is heard
effectively

Provide employees with the tools, information and
resources they require to perform their job to a high
standard

A “Big Idea”. The vison of the companyis clear with a set of
values defined. Understand where the company is going and
how this will be achieved

(Guest, 2009)
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Types of Performance Management Techniques

Self Evaluation — The employee reflects on their own performance

360-Degree Feedback— Feedback from colleagues, management, other departmentsand can also include customers to create a
full understanding of performance from all angles.

Grading / Rating Appraisals— Managers grade the performance of employees against a numerical scale to highlightthe
performance againstspecific responsibilities of the role

Personal Development Plans — Used to understand how the employee is performing againstthe learningand development
targets that have been agreed

Management Feedback — Managers provide feedback to staff on a ad-hoc basis as and when required
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Definition of motivation:

e ‘Motivation is a force that energises,
sustains and directs behaviour
toward a goal’ (Eggen & Kauchak,
2001)

¢ ‘An internal process that activates

guides and maintains behaviour over
time’ (Slavin, 2003)
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