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Within this report as being assigned the role of Human Resource (HR) Manager. A critical report needs to be created to assess why Fresh Direct is having problems with its staffing and productivity. The HR manager will try to identify the problem and let Fresh Direct know how they can overcome its problems. Different HRM theories, models, and concepts will be used. Different development vehicles will also be recommended for fresh Direct to adopt to improve their operational productivity and employee relations.   

[bookmark: _Toc100841032]Company Introduction

Fresh direct is a distributor of fresh food products through an online ordering platform in Birmingham. They initially started off as a family business and over time have employed 100 members of staff. Fresh Direct due to Covid 19 got very busy with online order and were finding it very hard to meet customer demands and decided to employ more members of staff. They did this by advertising online for employees to send their CVs by email to the managers. After they received the CVs, the employees took part in a short 20 min interview and then if selected were employed straight away. They were given a tour of the farm and for one day worked alongside an existing employee and then were given individual responsibilities. After about 2 weeks they started to experience some problems. They found that the effective productivity that was in place started to decrease. The company was finding their orders were left incomplete or late and they also found that first-time customers were starting to complain. Some members of the staff have had to work longer hours, and some are leaving. 
Motivation, performance management, and training and development are development vehicles available to Fresh Direct for them to meet their needs. 
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“Human resource management (HRM) is the practice of recruiting, hiring, deploying, and managing an organization’s employees.” (Chai, 2020). Human resource management is a department within an organization that supports the organization to achieve the objective to develop and put in place human resource strategies. Human Resource management ensures they have talented engaged and skilled people working within the organization they do this by having a very consistent recruitment selection process. Once the HRM has recruited the right staff they ensure they keep their employee’s training and development up to date. They offer them promotions and motivate them to ensure their employees work to the best of their ability.
In the case of Fresh Direct, the problem occurred when they started the recruiting process, they simply put an online advertisement online and maybe did not specify exactly what they are looking for. Their new employee selection process was not very strategically planned they rushed the whole process. They once recruited did not give the new employees enough time to learn what they needed to do. One day of being guided by other existing staff was not enough. They put a lot of pressure on existing employees as well as trying to meet existing customer demands they were having to train new members of staff which took a toll on their goals and therefore had to work extra hours to try and catch up on the workload. This makes the employees feel overworked and exhausted which may have led some old employees to look elsewhere for new jobs and leave. 
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“motivation is a psychological process through which a person acts or behaves towards a particular task or activity from start to completion. Motivation drives or pushes a person to behave in a particular way at that point.” (Team, 2021). Motivation is a reason for doing something. It is the drive that leads the employee’s behavior toward their goals. Motivation can push the employees to work to the best of their ability and be committed and focused even when things are getting tough within the organization. Employees can be motivated in different ways. They can be motivated within their job because of:
Money- Need the income. Good pay 
Family-due to the family commitment they need to work hard and provide for their family
Doing what they like- they are doing what they like have a passion for their job
Colleagues- having good work colleagues encourages you to work harder.
Learning new things- additional training and courses while on the job
Good working conditions
Additional benefits- Company car and bonuses, etc.
Interesting, varied work- doing a job that is not repetitive 
Curiosity- learn new skills and techniques
Appreciation- feeling valued and being apricated 
There are two types of motivation extrinsic and intrinsic. 
Extrinsic Motivation- “Extrinsic motivation involves completing a task or exhibiting a behavior because of outside causes such as avoiding punishment or receiving a reward” (SENNETT, 2021) Extrinsic motivation is when an employee performs a task or learns a new skill because they will get a reward at the end of it. In other words, if they do not enjoy what they are doing but will continue to be motivated to work because of the reward they will get or maybe they will continue to work because they may get punished if they don’t do the job at hand. An example of extrinsic motivation will be if an employee is going to work only because they want to earn money, or a negative one will be if an employee is told to go on a business trip and only goes because if they do not go, they will lose their job.
Intrinsic motivation- “refers to behaviour that is driven by internal rewards” (Morin, 2019). Intrinsic motivation is when an employee is doing a job or task that will not have an external reward at the end. The employee is doing the job because they are enjoying it and finding it interesting. Intrinsic motivation is about growing within yourself, feeling that the employee has a feeling of duty towards their job, and they are getting recognition for the job they are doing. For example, when an employee tries to be a good leader not because they will get paid better but because they want to inspire, or if they want to learn about personal development because they want to improve themselves. Looking at both extrinsic and intrinsic motivation the intrinsic motivation is better as the employee will want to work in an organization longer as they are not driven by rewards or punishments.   
Fresh Direct did not motivate existing staff well enough. They did not value their old employees. They just put more pressure on them with the new members of staff. If Fresh Direct gave a bonus to old employees or paid extra to their staff for the extra hours, the employees would have felt more valued and never thought of leaving. They may have also put in extra effort to meet demands and be happy and satisfied with their workplace. As the Human Resource Manager, I feel that Fresh Delight should use both extrinsic motivation and intrinsic. They should use the extrinsic for old staff as they have increased their workload and need the extra bonus or extra pay for them to feel appreciated for the extra work they are having to do. For the old staff, they should use intrinsic motivation to try to help the new employees to grow within themselves by learning more about the organization. They need to be motivated to feel a sense of belonging and straight away try to increase productivity to meet customer demands. 
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There are many theories of motivation the two that will be discussed further are Maslow’s Hierarchy of needs and Herzberg two factor theory.  
Maslow’s Theory of Hierarchical Needs- 
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(History, 2012)
According to Maslow’s theory he believed that if basic needs are met then employees can move up to the next step for example if an employee is hungry and needs to eat, they are not going to think about their safety. In this theory, the way it works is that an employee will move up the steps one at a time. Until they are not fully satisfied with the step, they are on they will not think about the next step. Maslow’s theory is more about needs. Looking at Fresh Direct this Maslow’s theory of needs is essential for their employees as it will allow them to move up and grow personally which will then reflect in their productivity. It is essential for Fresh Direct owners to provide their employees with the basic needs, so they are then able to focus on building their self-esteem and self-actualization. 

Frederick Herzberg two Factor Theory
 “Herzberg’s Theory of motivation tries to get to the root of motivation in the workplace.” (Management, 2018). The Herzberg two factor theory defines that people are motivated factors that can be listed in two categories. They are hygiene factors and motivation factors. The hygiene factors avoid job dissatisfaction and the motivation factors encourage job satisfaction. Below is a table with the list of then factors. 
[image: List of motivators and hygiene factors of the Herzberg Theory of Motivation.]
(Team I. E., 2022)
They can also be said to be extrinsic and intrinsic. According to Herzberg if an organization wants its team to perform at I high level it will need to give them the appropriate motivation. To make sure the organization is a success the hygiene factors need to be addressed and then the conditions for motivation will follow. Fresh Direct if they use this theory will need to fulfil the hygiene needs first, they can do this by giving their new employees time to familiarise themselves with the organization and their fellow colleagues and understand better what is required of them. This way they will be able to work more adequately avoiding errors and customer complaints. The negative side to this theory is that the organization does not have time as the demands from customers are coming in very fast. 
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“Performance management can be defined as a systematic process for improving organizational performance by developing the performance of individuals and teams.” (Michael Armstrong, 2006). The performance management program can help managers and employees to understand each. Performance management can be put into a cycle.
[image: image of Cycle of Performance Management includes Planning, Monitoring, Developing, Rating, Rewarding]
(Policy, Data, Oversight. Performance Management , n.d.)

This cycle is continuous it involves Planning, Monitoring, developing, rating, and rewarding. 
Planning stage- the Fresh Direct managers will the goals and let employees know what they expect from them. At this stage, they can put in to place measures that will be used to determine the channels they will be using to focus on achieving their goals to produce more to meet demands. At this stage, it is important for Fresh Direct to involve their employees in the planning so there is a clear understanding of what goals are being set and what kind of work is expected of them.
Monitoring- at this stage Fresh Direct need to consistently measure the performance of their staff and provide continuous feedback to their staff. They need to see if they are on the track to meeting their goals. Continuous feedback and monitoring give the opportunity to make sure employees/ staff are doing what they are supposed to and are on track. If any changes need to be made can be identified and resolved at an early stage before it too late.
Developing- within this stage Fresh Direct can help increase the training that new staff needed. They can give the employees the right training and improve the skills they need to be more responsible and therefore improve their performance and keep up with the increasing demands they are facing.
Rating- Fresh Direct should evaluate their staff performance at this stage and rate their standard of work. 
Rewarding- at this stage, Fresh Direct can put in place incentives to give employees who need recognition some sort of reward to make them feel motivated to work harder. They may give the best performing team or employees some sort of reward or let them know if they meet certain targets, they will receive a bonus or something. 
The problem with the rating point is that when rating employees Fresh Direct may easily be able to tell who the highest performers are and who the lowest performers are. They will not be able to determine the inbetweeners. This group of staff may need that extra training to boost them up to a good standard level.
Managers can work their way through this cycle at every point that they interact with their employees. They do not need to wait until the end of the year for a yearly check. 
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“Training and Development is the continuous process of improving skills, gaining knowledge, clarifying concepts and changing attitude through structured and planned education by which the productivity and performance of the employees can be enhanced” (team, 2021). Training and development are important for human resource management within the organization. The purpose of training is to enhance the skills of employees. Fresh Direct need to make sure they train their new staff adequately as just one day following existing employees and just a tour of the organization is not enough. Fresh Direct needed to teach their employees skills and train them so they would not have made errors. The training and development of employees help them to perform better which then increases their efficiency and productivity of work. Fresh Direct can use training and development for existing staff so they learn new skills and techniques to handle the new demands from customers. There are a number of different training programs. Some of them maybe
manual skills 
computer/ IT skills
leadership and management skills 
interpersonal skills-team building
training in organizational procedures.
Some of these skills can be taught to Fresh Direct employees. It will be essential for Fresh Direct staff to have manual skills as the organization is a farm. The existing staff members if they will be training new staff should train their personal skills so they are able to coach and communicate appropriately with new staff.


[bookmark: _Toc100841038]SWOT Analysis and PDP 

SWOT Analysis
The SWOT Analysis Is the strength, weaknesses, opportunities, and Threats.
Below is SWOT Analysis for Fresh Direct
Strengths- grows and distributes fresh food 
	Delivery is direct to customers so ensures freshness
	Increase in demand in the market
Weaknesses- distribution is limited as it is only Birmingham based 
	Only accessible online. So, customers who do not have access to the internet will not be able to order
	Cannot meet customer demands 
	Understaffed and need equipment 
Opportunity- Due to COVID 19 a lot of customers were stuck at home and need order online
	Customers are more conscious about their health and the environment, so they prefer fresh and locally sourced food
	Fresh Direct can expand into different areas
Threat-The business is based online, so they are dependent on the internet connection. 
	Competition from another local store
	If demands are not met customers will go elsewhere

Personal Development Plan-PDP
“A PDP is a form of self-evaluation and self-reflection that is typically used in higher education and the workplace” (Putter, 2021) it’s a process that helps employees to achieve their goals. There are five stages to the PDP
1. Identify – Strengths, skills and realistic goals 
2. Plan- what resources that will be needed e.g. website, work experience etc. plan how much time will be needed 
3. Action- do what you intended and make note of any new skills that were learnt in the process
4.Record- Progress that was made and the skills that were gained and think about where improvement is needed.
5.Review- Look back at what was done and try to see where improvement can be made


Below is PDP for the employees of Fresh Direct

	Long Term Goals
	Identify
	Plan
	Action
	Record
	Review

	-Meet goals to keep customers of fresh direct happy and the business running efficiently. 
-Become managers at Fresh Direct
	-Employees need to increase their knowledge in Fresh Direct

	-Tour of business 
-Train to do the job without errors
- 
	Learn new techniques to use the equipment correctly
	-Team working skills learned
	- improve the process by taking time to learn further before taking responsibilities 

	
	
	
	
	
	



Looking at the SWOT analysis and the PDP plan it is essential for Fresh Direct to concentrate on ensuring its recruitment process is improved. They need to make sure employees spend more time on training and learning the skills they need to increase their productivity without making errors. They need to make sure their customers are satisfied.
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In Conclusion what Fresh Direct need to do is they need to keep their existing employees motivated and keep their new employees by giving them the appropriate training. They should not rush the process as this is what is causing errors and they are losing customers and staff. 
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