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Introduction
Human Resource Management (HRM) enables organisations to respond to technological change, workforce pressures and rising diversity expectations. (Armstrong and Taylor, 2023) For charities such as Groundwork West Midlands, operating under funding constraints and public accountability, these challenges are particularly acute (NCVO, 2023). As an environmental and community regeneration organisation, Groundwork depends on skilled, motivated employees to deliver social impact (Groundwork West Midlands, 2024)

This report examines three priorities: technological advancement, talent acquisition and retention, and Diversity, Equity and Inclusion (DEI). It evaluates HR practices and managerial implementation using Maslow’s hierarchy of needs (Maslow, 1943; Steers and Porter, 1991), Herzberg’s Two-Factor Theory (Herzberg, 1959), and Vroom’s Expectancy Theory (Vroom, 1964) to analyse the link between motivation and performance.


Section 1 Key HR Challenges Facing Groundwork West Midlands 

Groundwork West Midlands operates in a rapidly evolving socio-economic and technological environment. As a community charity delivering employability and environmental programmes, it faces key HR challenges in technological advancement, talent acquisition and retention, and Diversity, Equity and Inclusion (DEI). These interconnected issues directly influence motivation, engagement and organisational performance.

1. Technological Advancement
Digital transformation presents both opportunity and pressure. Increased reliance on case management systems, CRM platforms and performance reporting requires strong digital capability. (CIPD, 2023) Funding demands for real-time data intensify this expectation (Groundwork UK, 2023).
Through Steers and Porter’s application of Maslow, digital competence relates to safety needs (job security) and growth needs (development and autonomy). Without adequate support, employees may feel anxious; with training and empowerment, technology can enhance self-actualisation. (Maslow, 1943; Steers and Porter, 1991)
Herzberg’s theory suggests inadequate systems and poor IT support act as hygiene factors causing dissatisfaction, whereas innovation opportunities and skill development function as motivators. (Herzberg, 1959)
Vroom’s Expectancy Theory emphasises that employees engage with digital change only when effort clearly links to improved performance and valued rewards such as recognition or progression. (Vroom, 1964)










2. Talent Acquisition and Retention

Maslow’s framework highlights that while physiological and safety needs (salary and job security) are important, many employees in charities are motivated by higher-order needs such as belonging, esteem and self-actualisation. (Maslow, 1943; Steers and Porter, 1991).Adapted by author (2026)



Groundwork’s mission-driven work provides strong opportunities for purpose and social contribution, which can fulfil growth needs. (Groundwork West Midlands, 2024). However, if lower-level needs such as financial stability are not adequately met, retention may suffer.
As a third-sector organisation competing with private and public sector employers, Groundwork faces challenges in attracting and retaining skilled employability officers, project managers and community practitioners. Limited salary budgets mean the organisation cannot always compete financially. (NCVO, 2023)
Herzberg’s theory provides further insight. Salary and working conditions are hygiene factors; improving them may reduce dissatisfaction but does not guarantee motivation. Long-term retention is more likely achieved through motivators such as recognition, responsibility, professional growth and meaningful work. For Groundwork, offering leadership opportunities in community projects, autonomy in programme delivery and visible impact outcomes may enhance intrinsic motivation. (Herzberg, 1959)
Vroom’s Expectancy Theory again becomes critical. Employees must perceive a clear pathway between performance and valued rewards, such as career progression, skill development or increased responsibility. If high effort is not linked to tangible advancement opportunities, expectancy weakens, and turnover intentions increase. Therefore, structured development pathways are essential. (Vroom, 1964)

3. Diversity, Equity and Inclusion (DEI)
Groundwork works with diverse communities, including unemployed individuals, vulnerable adults and minority groups. Internally, embedding DEI is both an ethical responsibility and a strategic necessity. (CIPD, 2023) However, ensuring inclusive recruitment, equitable progression and culturally sensitive management remains complex.
Maslow’s belonging and esteem needs are particularly relevant here. Inclusive cultures fulfil social needs by fostering acceptance and psychological safety. If employees feel marginalised or excluded, motivation declines significantly. Inclusion directly affects higher-level self-esteem and self-actualisation. (Maslow, 1943)

Herzberg would categorise equitable policies and fair treatment as hygiene factors; their absence creates dissatisfaction. However, genuine inclusion, empowerment and voice can act as motivators by enhancing recognition and responsibility. (Herzberg, 1959). Adapted by author (2026)




However, Herzberg’s binary distinction between hygiene and motivators has been criticised for oversimplifying workplace motivation and neglecting contextual differences within third-sector organisations (Armstrong and Taylor, 2023).
From Vroom’s perspective, equity influences valence and instrumentality. If employees perceive bias or unequal reward distribution, the perceived value of effort decreases. Perceived inequity weakens the effort - performance - reward relationship, reducing motivation and engagement. (Vroom, 1964)
Overall, technological adaptation, talent sustainability and DEI are interconnected challenges shaping employee motivation, organisational culture and long-term performance at Groundwork West Midlands. Addressing them requires not only structural HR interventions but also an understanding of the psychological drivers influencing behaviour.

Section 2: Evaluation of Contemporary HR Practices at Groundwork West Midlands 

To address technological advancement, talent sustainability and Diversity, Equity and Inclusion (DEI), Groundwork West Midlands must adopt contemporary Human Resource practices that align operational demands with employee motivation. However, the effectiveness of these practices depends on how well they satisfy intrinsic and extrinsic drivers of behaviour, as explained by Maslow, Herzberg and Vroom.

1. Digital Upskilling and Agile Working Practices
A key contemporary HR response to technological advancement is structured digital upskilling through continuous professional development (CPD), e-learning platforms, and blended delivery models (Armstrong and Taylor, 2023). Implementing learning management systems and digital mentoring supports skill acquisition while encouraging adaptability.

From a Maslow-based perspective (as applied by Steers and Porter), digital training can fulfil growth and self-actualisation needs by enabling employees to master new competencies. However, if training is perceived as imposed or inadequately supported, it may threaten safety needs by increasing anxiety around performance expectations (Maslow, 1943; Steers and Porter, 1991).

Herzberg’s theory suggests that training can operate as a motivator when it provides achievement, advancement and responsibility. However, the mere provision of technology or mandatory system use functions only as a hygiene factor. If systems are unreliable or poorly implemented, dissatisfaction increases. Therefore, HR must ensure that digital transformation includes empowerment rather than compliance-based monitoring.
(Herzberg, 1959)

Through Vroom’s Expectancy Theory, digital upskilling is effective only when employees believe effort will improve performance (expectancy), that performance will be recognised (instrumentality), and that recognition holds value (valence). (Vroom, 1964)Adapted by author (2026)








If digital competence does not influence appraisal outcomes or career progression, motivational impact will be limited. Thus, HR practices must link technological competence explicitly to advancement opportunities.

Goal-setting theory further strengthens this argument (Locke, 1968), proposes that specific and challenging goals enhance performance by directing attention, increasing effort and sustaining persistence. Within Groundwork, embedding clear digital performance targets into appraisal systems would strengthen clarity and accountability. When employees understand precisely what digital competencies are expected and how these relate to measurable outcomes, motivation and performance are more likely to improve (Locke, 1968).

2. Employer Branding, Flexible Working and Career Pathways
To address recruitment and retention challenges, contemporary HR practices often include employer branding, values-based recruitment, flexible working arrangements, wellbeing initiatives and structured career development frameworks.
For Groundwork, promoting its environmental mission and social impact strengthens employer branding by appealing to higher-order Maslow needs such as purpose and belonging. Research consistently shows that purpose-driven work enhances engagement in the third sector (NCVO, 2023). However, reliance solely on intrinsic appeal can be problematic if salary competitiveness and workload pressures undermine lower-level needs such as security and financial stability.

Flexible working arrangements and wellbeing initiatives support safety and social needs while reducing burnout. Yet Herzberg’s Two-Factor Theory highlights that these measures primarily function as hygiene factors preventing dissatisfaction rather than guaranteeing motivation (Herzberg, 1959). Long-term retention requires motivators such as autonomy in project leadership, recognition of impact, and opportunities for progression into senior community roles.

Structured career pathways and internal promotion schemes are particularly significant when viewed through Vroom’s lens. Clear links between performance, skill acquisition and advancement strengthen instrumentality. When employees perceive that effort leads to tangible progression, expectancy increases and turnover intentions decrease. However, small charities may face structural limitations in offering vertical advancement, potentially weakening motivational outcomes unless lateral development and skill enrichment are emphasised (Vroom, 1964).

3. Inclusive Recruitment, Equity Audits and Employee Voice Mechanisms
Contemporary DEI practices include blind recruitment processes, bias-awareness training, equity audits, mentoring schemes for underrepresented groups, and employee voice platforms (CIPD, 2023). For Groundwork, these practices are critical to reflecting the diverse communities it serves.

Maslow’s framework emphasises that inclusive cultures fulfil belonging and esteem needs, enhancing psychological safety. Employee voice mechanisms strengthen social integration and empowerment. However, tokenistic diversity initiatives that lack structural change may fail to meet growth needs, leading to cynicism rather than engagement (Maslow, 1943).

Herzberg’s theory positions fair policies and equitable pay structures as hygiene factors; their absence creates dissatisfaction and reputational risk. However, genuine empowerment and representation operate as motivators by fostering recognition and responsibility. Practices such as participative decision-making and leadership development for minority staff can enhance intrinsic motivation (Herzberg, 1959).

Vroom’s Expectancy Theory reinforces the importance of perceived fairness. If employees believe that effort and performance are not rewarded equitably due to bias, instrumentality declines and motivation weakens. Therefore, transparent promotion criteria and objective performance evaluation systems are essential to sustaining trust (Vroom, 1964).

Overall, contemporary HR practices at Groundwork can address technological, talent and DEI challenges, but their effectiveness depends on alignment with motivational drivers. Preventing dissatisfaction alone is insufficient; sustained performance requires intrinsic motivation, clear performance–reward links, and support for higher-order needs. Without this, HR initiatives risk becoming procedural rather than transformational.


Section 3: Critical Evaluation of the Role of Departmental Managers in Urgent Implementation.

While HR may design contemporary practices, their effectiveness at Groundwork West Midlands ultimately depends on departmental managers. Managers act as the link between strategic HR policy and employee experience. Without active managerial commitment, technological change, retention strategies and DEI initiatives risk becoming symbolic rather than embedded practices.

1. Leading Technological Change with Psychological Safety
Technological transformation requires managers to move beyond compliance enforcement toward empowerment-based leadership. If managers adopt a control-oriented approach, digital systems may be perceived as surveillance tools, undermining trust and autonomy.

Using Steers and Porter’s application of Maslow, managers must recognise that digital transitions can threaten employees’ safety needs if they fear incompetence or redundancy. Therefore, urgent implementation must include supportive coaching, safe learning environments and constructive feedback. By doing so, managers help employees progress towards growth and self-actualisation rather than remaining at anxiety-driven lower levels (Maslow, 1943; Steers and Porter, 1991).

Herzberg’s Two-Factor Theory suggests that simply providing systems is insufficient; managers must create motivators by recognising digital innovation, rewarding initiative and delegating responsibility in data-driven decision-making. Without recognition, technological adoption remains a hygiene factor with limited motivational value (Herzberg, 1959).

From Vroom’s Expectancy perspective, managers must clearly demonstrate the connection between effort in digital competence and valued outcomes, such as improved performance ratings or leadership opportunities. If this link is weak or inconsistent across departments, expectancy declines and resistance increases (Vroom, 1964).

2. Strengthening Retention Through Purpose-Driven Leadership
Retention at Groundwork is highly dependent on managerial behaviour. Given financial limitations, managers must amplify intrinsic motivators. Herzberg’s framework indicates that while salary may be constrained, motivators such as recognition, achievement and responsibility remain within managerial control. 
Managers who delegate meaningful project ownership, celebrate community impact and provide developmental feedback enhance intrinsic satisfaction. However, urgency requires consistency; sporadic recognition undermines instrumentality within Vroom’s model. Employees must perceive a stable relationship between contribution and acknowledgement (Vroom, 1964)

Maslow’s higher-order needs are also central (Maslow, 1943). Managers who foster belonging through inclusive team cultures and collaborative decision-making satisfy social needs, strengthening engagement. Conversely, autocratic leadership may block progression toward esteem and self-actualisation, resulting in disengagement despite strong organisational values.

A critical risk is managerial overload. In resource-constrained charities, managers often balance operational delivery with people management responsibilities. Without training in coaching and motivational leadership, even well-designed HR frameworks may fail in practice. Therefore, leadership capability development is essential to ensure urgency translates into sustainable behavioural change (Armstrong and Taylor, 2023).






3. Embedding DEI Through Accountability and Cultural Modelling
DEI implementation requires more than procedural compliance; it demands visible leadership commitment. Managers must model inclusive behaviours, challenge bias and create psychological safety for employee voice.

Herzberg would classify fair policies as hygiene factors, but inclusive leadership behaviours operate as motivators by providing recognition and respect (Herzberg, 1959). Managers who actively sponsor diverse talent and ensure equitable workload distribution enhance both esteem and growth needs within Maslow’s framework (Maslow, 1943).

Vroom’s theory highlights that perceived inequity weakens motivation. If promotion or development opportunities appear biased, instrumentality collapses. Therefore, managers must ensure transparency in appraisal systems and demonstrate fairness consistently (Vroom, 1964).

Urgency in DEI implementation requires measurable accountability. Managers should be evaluated against inclusion metrics, team engagement scores and retention data. Without performance-linked accountability, DEI risks becoming aspirational rhetoric rather than operational reality (CIPD, 2023).

Overall, departmental managers are the decisive factor in translating HR strategy into lived organisational culture. Technological adaptation, retention and inclusion will only succeed if managers foster psychological safety, reinforce intrinsic motivators and maintain transparent performance–reward relationships. Urgent implementation therefore depends not merely on policy design, but on managerial capability, consistency and accountability.

Conclusion 
Groundwork West Midlands operates within a complex environment shaped by digital transformation, funding pressures and rising expectations of inclusion. This report has demonstrated that technological advancement, talent acquisition and retention, and Diversity, Equity and Inclusion are interrelated strategic priorities. Their effective management depends on aligning organisational practices with employee motivation.

Steers and Porter’s interpretation of Maslow highlight the need to address both security and growth needs. Herzberg’s Two-Factor Theory shows that preventing dissatisfaction alone is insufficient without intrinsic motivators such as recognition and responsibility. Vroom’s Expectancy Theory emphasises transparent performance -reward relationships. Ultimately, sustainable performance depends not only on policy design but on managerial capability to apply motivational theory in leadership practice.


Recommendations
1. Link digital competence to progression - Embed digital skills into appraisal and promotion criteria to strengthen expectancy and instrumentality.
2. Strengthen intrinsic motivators: Increase recognition and project ownership to enhance engagement (Herzberg).
3. Formalise career pathways - Develop lateral development opportunities where vertical progression is limited.
4. Embed DEI accountability - Incorporate inclusion metrics into managerial performance evaluations.
5. Invest in leadership development - Train managers in coaching and motivational leadership to ensure consistent implementation.
6. Enhance transparent communication - Clearly communicate how effort connects to rewards to sustain motivation (Vroom).
7. Strengthen two-way feedback mechanisms - Introduce structured employee-to-management feedback channels (e.g., engagement surveys, reflective forums and 360° reviews) to reinforce transparency, improve perceived fairness and strengthen the effort–performance–reward relationship (Vroom).
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