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The case study discussed within this assignment focuses on Fresh Direct, a fast-growing family run British company that provides fresh food services to the consumer. The key areas of discussion are the company’s HRM practices, the approach to motivating the workforce and finally, driving commitment across all the levels of the organisation. The importance of the study is highlighted by the connection between HR related theory and its application within the organisation towards maximising overall organisational productivity and employee satisfaction. 
Human Resource Management refers to the strategic approach to efficiently manage the workforce within a business in supporting them towards the acquisition of a competitive advantage (Wood, 1999). The purpose is therefore to ensure the company is able to drive success via its staff members. Furthermore, HRM practices are concerned with both motivating the workforce as well as driving commitment to the organisational goals. This can be achieved through various manners. While some organisations facilitate this by inspiring their employees, others do so by providing attractive benefits related to employment. 
Similarly, in the case of Fresh Direct and as per the case study at hand, this can is ensured by the implementation of effective communication practices that are based on employee involvement, by offering attractive compensation packages compared to current competitors on the market and by providing more effective training and development opportunities (Cabras, 2011).
An analysis of Fresh Direct’s inputs related to HR is highlighted as to assess the quality of the outcomes (I.e. are current practices effective?). 
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[bookmark: _Toc100749426]2.1 Identifying Issues – Staff Retention at Fresh Direct
Based on the case study at hand, one of the issues that are highlighted refers to staff retention as the organisation recognises that employee focus is solely aimed at daily responsibilities rather than a professional career within Fresh Direct throughout their work life. 
This issue can be impacted by both external and internal factors. For example, Messmer (2006) argues that low rates of staff retention can be a result of poor induction practices. In other words, employees are not appropriately equipped with the expertise, skills, knowledge or resources required to achieve their daily responsibilities. On the other hand, low retention rates can similarly be a result of the market environment and the wider industry the business belongs to. Accordingly, the food industry that Fresh Direct activates in within the UK is experiencing one of the highest rates of staff turnover. As per Silva, Silva and Martins (2019), this rate is 30% on average – double the UK’s average staff turnover rate. 
An additional issue identified within the case study refers to a lack of training and development opportunities beyond induction. While an emphasis is placed on the importance of staff members as a core component of the organisation, training and development programs are not detailed in terms of a future perspective to drive commitment – moreover, loyalty is driven by competitive compensation rates and benefits solely. According to Turkalj, Fosic and Dujak (2010), a material compensation focus that in unaccompanied by progression opportunities or continuous development can contribute to the already high turnover rates experienced by the industry and implicitly by Fresh Direct. 
On the other hand, regardless of this issue, the business benefits from a high growth rate  and therefore an opportunity is identified to refine the recruitment process as to be aligned with the contemporary employee market. As such, while the case study does not detail the internal training initiatives beyond the 2 weeks of induction, independent study reveals that associates do benefit from both progression and development opportunities such as potential programs aimed for associates to progress to management (Pratten, 2007).

[bookmark: _Toc100749427]2.2 Assessing the Appropriateness of Models used by Fresh Direct
Based on the case study provided, Fresh Direct makes use of four key models and theories to drive the motivation, loyalty and productivity of its workforce. The first one is Maslow’s Hierarchy of Needs that is employed to facilitate workplace satisfaction and commitment. While this theory of motivation takes into account Human Nature (i.e., employees have greater demands as lower levels of needs are satisfied), it becomes ineffective when standardised and applied consistently to all individuals – hence disregarding differences (McLeod, 2007). In other words, some individuals may place social recognition and affection alongside respect as more important than safety needs when compared to others. Furthermore, an additional positive perspective upon this theory when applying it to Fresh Direct is that it is simple to understand and therefore, staff members across all the levels of the organisation can relate to it effectively. This recognises that all employees, regardless of their seniority, experience all the levels of Maslow’s Hierarchy of Needs at a certain stage throughout their professional life. On the other hand, the subjectivity implied by this model can present difficulties in terms of measuring workplace satisfaction levels (Lester, 2013). 
The second model employed by the Fresh Direct business towards driving involvement from its workforce refers to the shadowing of current employees, hence communication channels are implemented to ensure information is shared accurately and effectively. This model therefore recognises that effective communication implies that managers and senior employees are at the forefront of leading by example and therefore, their involvement into the training programme represents an opportunity to brainstorms the future direction of the organisation alongside how to continuously improve the conditions for the workforce (Shannon, 1961). Moreover, this can encourage new staff members to communicate consistently with upper management and to make suggestions for improvements to not solely benefit the business from a profitability point of view or solely the customer – it similarly supports employees in perfecting their communication skills, their continuous improvement practices, their networking and their commitment to their careers within and beyond the food industry (Bhuiyan and Baghel, 2005).
As per the above, the workforce within Fresh Direct is encouraged to drive continuous improvement and loyalty to the culture of the business. This theory refers to a mindset that implies businesses strive to always focus on optimising operations and daily activities towards eliminating waste and providing greater customer value (Kaye and Anderson, 1999). This model is comprised of three components: leading, supporting and improving. Each of which further comprise of three additional processes. Leading implies inspiring the workforce, living by the company’s values and behaviours, empowering and involving staff members. In turn, supporting entails managing performance, recognising and rewarding high performance as well as appropriately structuring work. Finally, improving consists of building capabilities within the business, delivering on the continuous improvement premises and creating sustainable success. In addition to the greater customer value that Fresh Direct can achieve via its continuous improvement practices, the organisation can similarly minimise expenditure as waste is significantly reduced via optimisation. As per Ahmed, Loh and Zairi (1999), additional positives include improved product quality (including service), increased efficiency and productivity, decreased cost and reduced waste, greater employee satisfaction and teamwork as well as customer satisfaction. Within the company, a number of disadvantages can similarly be identified that relate to continuous improvement. These are the limited nature in terms of time of the initial video interview followed by the extensive two weeks of shadowing that may affect commitment to responsibilities. 
A final model identified within the case study is the CV acquisition process. A lack of CV filtering can result in additional an additional workload for the recruitment team and a potential for unsuitable candidates to apply and to be progressed if and when human error is resulted from the high pressures. Long and Musibau (2013) argue that, in order to successfully refine a recruitment process, a number of criteria must be implemented prior to enabling candidates to apply in order to ensure that time waste is eliminated from both a candidate and a business perspective.  
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[bookmark: _Toc100749429]McClelland’s Three Needs Theory 
This theory is aimed at the basic needs of human nature relating to physiological, safety and belonging needs. As per Royle and Hall (2012), it facilitates the satisfaction of these needs via achievement, affiliation and power. The characteristics of an employee that benefits from the satisfaction of these needs are:
· Achievement – need to set and accomplish challenging objectives, taking risks to accomplish these objectives, enjoying regular feedback on progress and working independently. 
· Affiliation – need to belong to a group, desires to be liked and enjoys collaboration rather than competition, does not align well with uncertainty. 
· Power – need to control or influence others, winner of arguments, enjoys winning and competition as well as status and recognition. 
In order for Fresh Direct to employ this theory, the business must initially identify the drivers of an individual. As such, in comparison to Maslow’s Hierarchy of Needs, this theory recognises individual needs and therefore the need for tailored approaches to driving motivation. Secondly, managers must be able to structure their approach based on these motivators as well as their leadership styles to ensure the workforce is engaged, motivated and satisfied. An individual may therefore seek achievement at a certain stage in their career and hence enjoy independent work. The same individual may require affiliation at a different stage and hence enjoy group work. 
[bookmark: _Toc100749430]Locke’s Goal Setting Theory 
Locke’s Goal Setting Theory is based on setting difficult and specific goals to facilitate ongoing engagement from the workforce. It is based on five key principles: clarity, challenge, commitment, feedback and task complexity (Lunenburg, 2011). This can support the organisation’s training and development initiatives. Consequently, Fresh Direct is required to set clear goals at a personal as well as group level. These goals must similarly be challenging and therefore to require a degree of initiative and self-discipline. Considering the nature of hospitality and the need for teamwork, this theory can also support the intention to secure team commitment. 
In addition to selecting the appropriate objectives, employees must also actively listen and engage with feedback so that they gain the ability to gauge their performance in relation to the goals. The feedback nevertheless must be objective, positive and useful in order for it to achieve its ultimate aim of ensuring employee motivation and satisfaction. Finally, task complexity must be based on a balance. Staff members that work on demanding activities on a daily basis can suffer from burnout (Latham and Locke, 2018). Appropriate training and stress management must be a priority for Fresh Direct when applying this theory. 
[bookmark: _Toc100749431]The Theory of Employee Engagement 
This theory implies that the leaders within Fresh Direct must ensure that all the employees are fully engaged and prepared to carry out their daily responsibilities. While it is straightforward in terms of its aim, it recognises that ideal conditions or individuals are seldom a reality and therefore thresholds of success must be implemented. Furthermore, Truss et. Al. (2013) argue that employee engagement extends to commitment, satisfaction and empowerment. As such, the following measures can be applied:
· Facilitating trust, fairness and respect across teams
· Aligning the workforce with the organisational mission, vision and principles
· Communicating internally and externally to stimulate the free flow of information
· Empowering staff members to be involved in decision making and planning
· Implementing efficient processes that enable enhanced development
· Prioritising customer quality and satisfaction
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Fresh Direct is currently benefiting from advantageous practices such as involvement in communication and continuous improvement as well as providing the workforce with the opportunity of working in a high growth business. Regardless, room for optimisation has been identified in terms of training and development and staff retention. Furthermore, more tailored approaches to human resource management must be assured in order to provide the workforce with fair opportunities as per individual preferences and needs. Accordingly, three theories for motivation, engagement, training and development have been presented to generate increased productivity and positive employee behaviour. 
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The below SWOT Analysis is presented for Fresh Direct and its workforce as per Bakhtari et. Al. (2020):
1. Strengths – reasonable pricing, unique selection of foods, high customer satisfaction rates (conducive of conversations and interactions), various distribution posibilities in attractive areas, personalised food options and quality customer service. These factors enable employees to carry out their activities effectively as the business provides the required resources to ensure this. 
2. Weaknesses – poor training and recruitment experience, high growth and unpreparedness to address it. These factors can negatively impact on customer interactions and can therefore lead to employees being required to address difficult situations that imply a decrease in internal satisfaction levels. 
3. Opportunities and threats – competitive market, successful promotions and specials. These two factors provide a balance in terms of the ability to survive a crowded market. Fresh Direct provides attractive food deals and therefore the workforce continues to belong to a popular food service. 
Overall, the above SWOT Analysis offers a comprehensive perspective in terms of the company’s conditions that may impact upon its workforce. Consequently, in order to effectively capitalise on strengths and maximise opportunities or minimise weaknesses and overcome threats, Fresh Direct must continuously readjust its human resource management strategy. 
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	Area of Development
	Date Completed By
	Achieved By
	Current Situation
	Success Metrics
	Progress

	Perfect customer service skills
	6 month from employment
	Researching what this entails, requesting and implementing feedback, seeking to continuously improve
	Joined the business and currently learning the basics
	Positive feedback, high sales volume
	Currently learning

	Money handling skills
	1st week of employment
	Shadowing colleagues, participating in training
	In training
	No discrepancies at the end of day cash-out
	Currently learning

	Health and safety skills
	1st week of employment
	Participating in training, self learning
	In training
	No health and safety incidents
	Currently perfecting skills

	Manual handling of heavy load skills
	2nd week of employment
	Participating in training, self learning
	In training
	No incidents
	Currently perfecting skills

	Food handling skills
	6 month from employment
	Researching what this entails, requesting and implementing feedback, seeking to continuously improve
	Joined the business and currently learning the basics
	Positive feedback, high sales volume
	Currently perfecting skills

	Collaboration skills
	1st Month of employment
	Liaising with the wider team as well as with immediate colleagues
	Joined the business and currently learning internal processes that require collaboration
	Positive feedback, building relations with peers, high customer satisfaction rate
	Currently developing and will develop continuously beyond the date completed by
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