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[bookmark: _Toc511976625]Executive Summary

I have been asked to formulate a report by my manager, whom has just returned from a conference on ‘Employee involvement - enhancing morale and improving performance’.  She is convinced employee engagement is the way forward.  The organisation currently employs 100 staff, which is planned to grow in the very near future.  The employees are a mix of full-time permanent and volunteers.  This paper provides a report to senior management to consider ways to enhance the employee engagement within the Raspberry Pi Foundation.  I will firstly discuss the concepts of employee engagement and their involvement.  Secondly, what the advantages of improved employee engagement /involvement may be, and what problems may arise.  Finally, what recommendations the foundation needs to be aware of, in which to implement.  
[bookmark: _Toc511976626]Introduction
The Raspberry Pi foundation (for this report abbreviated to Pi), is a learning and educational third sector non-profit organisation.  It was established by Eben Upton, Rob Mullins, Jack Lang and Alan Mycroft in May 2009 in England and Wales (Raspberry Pi, 2018 & Upton, 2016).  The rationale behind the Pi foundation establishment, evolved when the founders were in Cambridge University in 2006.  The number of students applying for Computer Science courses was declining.  The attitude to programming today is far from what was happening in the 80’s as described by History Extra.  Upton, Mullins, Lang and Mycroft wanted to change the attitude of young individuals and open computer programming opportunities to the younger generations, thus increasing more interest in computer science skills. 
The foundation was established to enhance young minds in computer science skills, using proprietary languages called ‘Rasbian’ and ‘Noobs’, and by also producing a mini, low-cost microcomputer that can be programmed to perform many different tasks for less than $35, with the option to expand and enhance functionality later.  Upton’s ambition is to provide every child in Britain with a programmable credit card sized computer (Joyce, 2012).  Pi was originally manufactured in China, however in 2012 the manufacturing process was moved to the Sony Technology Centre at Pencoed in Mid Glamorgan in Wales.  The factory, as of September 2016 announced more than 10 million units were produced (Pi, 2016).  According to research by the UK government, the UK is facing a skills shortage in IT and the digital communities, as outlined in a Government paper, (HC270, 2016-17) which explains some of the industry concerns with respect to a training, and knowledge shortage.  Google has funded ‘Code Club Pro’ to train 200 hundred teachers in computing, and Pi to train a further 750 teachers across the country through ‘Picademies’ aimed at Key Stages 3 and 4 (HC270, 2016-17).
[bookmark: _Toc511976627] ‘Concepts of Employee Engagement and Employee involvement’

In the next paragraphs I will discuss the concepts of employee engagement and involvement.
1.1 [bookmark: _Toc511976628]  What is employee engagement and employee involvement? 
 
Several academics and researchers see the meaning of the word ‘Employee Engagement’ as unclear or ambiguous as explained by Macy & Schneider, (2008).  Employee engagement can be embraced directly by employees within an organisation according to Lewis, (2011), rather than the job itself.  Each employee is different, and each role or task differs from each other.  Engagement will differ among individuals as explained by Gourlay et al, (2012).  By understanding the employees, they will feel more committed, enthusiastic, positive and dedicated to an organisation, potentially leading to loyalty and lower attrition if an investment is made in them (May et al., 2004).  They will use their talent to the highest abilities.
There is much research pertaining to the value of employee engagement, as an example Kahn, (1990) – (Psychological Conditions of Personal Engagement and Disengagement) explains in his paper, that personal engagement is to permit employees the ability to self-express, and to promote collaborative working with others.  
Figure 1[image: ]
(Kahn, 1990)
I summarise from Kahn’s, (1990) paper.  If employees feel safe they will exhibit many positive traits as described in Figure 1. 
By providing employees the empowerment to work with emotional attachment, be able to express themselves physically & verbally, to instil positivity in the work place, and allow them to feel safe, it is believed that productivity, efficiencies and job satisfaction will be gained, as explained by Kahn, (1990).  
As cited by Spreitzer, (1995) ‘Psychological availability’, produces employee engagement.  According to Kahn, (1990) 'Psychological availability' is also the ability to engage because of having the emotional and physical ability.   
Markos & Sridevi from International Journal of Business and Management (December, 2010) cited that the cost to USA economy is $292 to $355 Billion per annum for disengaged employees.  In a more recent study performed by Gallup, according to them, 85% of employees are not engaged at work, and that approximately $7 trillion is lost in productivity (Jim Harter, Gallup, 2017). 
According to Robertson-Smith and Markwick, (2009) if employees are empowered with traits of emotion, passion, collaboration, verbal and physical expression, the output traits are job satisfaction, feeling valued, co-operation, opportunity and length of service.  
This is summarised in Figure 2, whereby they bring several factors into consideration.  Job satisfaction, feeling valued and involved, equality of opportunity, health as safety, length of service, ethnicity, communication and co-operation, all these traits are not that dissimilar to what Khan, (1990) also summarised.  They will also feel enthusiastic, inspired, empowered and confident (Dale Carnegie, 2012).  
Figure 2
[image: ]
 (IES Engagement Survey, 2005)
[bookmark: _Hlk507536726]I pulled my own summary together as detailed in Figure 3.  By applying (input) the traits as summarised by Kahn, (1990), Carnegie, (2012), Robertson-Smith and Markwick, (2009) with the outputs listed.
Figure 3


(Batty, 2018)
1.2 [bookmark: _Toc511976629]  What is employee involvement?  

Employee involvement is a direct participation in tasks, goals, milestones, and objectives all with the aim and focus of completing the main mission. 
This would involve collaborative communication, ownership and control of a directive mission, task or objective.  Quote from CEO Linda Stewart, Interactive Associates - “share in the responsibility for the success of the organisation” (Stewart, 2012).
Employee involvement is also enabling an environment where employees have an impact on business decisions as explained by Kular et al., (2008).  
Continuous improvement programs like Kaizen are a good example of this, as explained by Tannenbaum and Schmidt (1958) and Sadler (1970).
1.3 [bookmark: _Toc511976630]  Motivational Traits

Motivational traits will vary between employees, and each employee is unique.  Taking the models from Kahn, (2009), Dale, Robertson-Smith and Markwick, (2012) we can summarise several behaviours in engagement and motivation.  
The desire to work (job satisfaction, feeling valued), belief in the organisational direction (opportunity/feeling safe), going the extra mile (co-operation, committed, feeling valued) are some of the traits that enhance motivation.  
 According to Robinson, Perryman and Hayday IES, (2004) an engaged employee has a positive attitude towards the organisation and its values, as detailed in Figure 4.



Figure 4 
[image: ]
(Robinson, Perryman, Hayday, IES, 2004)
There are many academics that have detailed motivational and behavioural traits. Taking into consideration the motivation traits as detailed by Armstrong, (2016), he believed that psychology played a big part in the connection with an organisation, or motivation and engagement.  
As Pi has a mix of employees, some are volunteers, we need to consider the ‘psychological contract’ within the organisation (Rousseau, 1990). 
A psychological contract is one which is unwritten setting out informal arrangements, beliefs, commitments, tasks and perceptions between the parties involved.  
The psychological contract will develop over time with continual communication between the manager and the employee (CIPD, 2018).  We can expect employee engagement and involvement, if employees that have a defined formal written contract, as well as a verbal mutually agreeable, fair and achievable psychological contract, with continual communications between the manager (Rousseau, 1990) & (Jones, 2017). 
[bookmark: _Toc511976631]Advantages of employee engagement and involvement

According to Armstrong, (2016) motivated and engaged employees will output higher levels of performance.
The advantages of employee engagement and involvement are;
Productivity increase – engaged and involved employees will work harder, smarter faster, longer and with more enthusiasm (CIPD, 2015).  When you have a connected employee that is showing interest and positive spirit, productivity will increase.  According to APA, (2012), feeling valued by their management team is also very important.  
A survey undertaken in North America by Gallup in 2017, showed that with engaged employees, productivity increased by 17% (Gallup, 2017).
Motivated employees – employees that feel special, feel important in meetings, have a voice, have continual encouragement, have an evolving role (not doing the same thing day in, day out) will be of more benefit for Pi (CIPD, 2015).  
The employee will try harder to innovate, be more productive, instill positive traits in other employees and will grow and exceed in the organisation (CIPD, 2015. Gallup, 2017).  Only 4 in 10 US employees felt they had opportunity to grow (Gallup, 2017).
Influential – if employees feel confident, they are more likely to be involved and engaged in situational matters and can positively influence other employees.  
Commitment – employees that are committed, will contribute to the overall success of the organisation.  When they are satisfied in their job, they are more likely and willing to go the extra mile for the organisations’ success (Robinson, Perryman, Hayday, 2004).
Innovation – research undertaken by Kingston Business School, (2018), suggested engaged employees are more likely to try new methods to do things, and transform innovated ideas into applications.  
The research suggested that 38% of employees develop ideas a few times a year, and 15% showed innovative ideas weekly, showing disengaged employees at 47% in creating innovate solutions (MacLeod, Clarke., 2012).  
Pi is an innovative organisation, and thus needs its employees to embrace and show exceptional positivity and innovation.
[bookmark: _Toc511976632]What does the company need to do?

In this paragraph I will discuss an HR model best suitable for the Pi organisation.
1.4 [bookmark: _Toc511976633]  Strategic HRM

Pi currently has 100 employees with the aim to grow quickly.  Being an organisation in an innovative and evolving industry, the organisations’ need to be proactive is paramount to its success.  The ability to see the environmental changes in the sector, set long term goals and monitor the anticipated growth in the very near future is also of importance to Pi (Kane et, al 2016). 
The SHRM methodology will enable talent attraction, development, reward and recognition, and staff retention, benefiting the employees and the organisation overall (Armstrong, 2017).  Using an SHRM model in Pi will be beneficial for the success of the employees and organisation, it offers a model where long-term goals, and business goal frameworks can be recognised (CIPD, 2017).  
1.5 [bookmark: _Toc511976634]  Benefits of SHRM 

1. Strategic planning
2. Exceed customer expectations
3. A clear business strategy
4. Highlight the organisational strengths, weaknesses opportunities and threats (SWOT)
5. Develop the employees
6. Motivate the employees
7. Increase productivity
8. Retain the staff
9. Reward and recognition
(whatishumanreource.com) (CIPD, 2017)
1.6 [bookmark: _Toc511976635]  The Harvard model

[bookmark: _Hlk507779973]The model offers a soft approach in its methodologies, better suited to third sector organisations, it will contribute more to the organisational engagement effort and overall success of the business (Beer et al,. 1984) once implemented.   
Employee engagement will be more prevalent with this approach.  
It allows employees to have input, a voice and is a more humanistic model.  Many of the employees are volunteers and should not be treated like part of a business resource (Rees & Smith, 2014). 
The Harvard model as detailed in Figure 5, enables 4 key HR outcomes – the 4 C’s.
Commitment – Attachment & Psychological
· Loyalty
· Identity
· Performance
· Satisfaction
Cost efficiencies 
· Salary
· Benefits
· Attrition
Competence – ability to execute in the role  
· Policies
· Attract, develop and retain employees
· Benefits
· Well-being and sense of worth 
Congruence – harmony (no conflict of interests)
· Conformity
· Objectives/goals




Figure 5
[image: ]
[bookmark: _Hlk508270363](Beer et al,. 1984).
A ‘Michigan model’ or hard approach model, is not appropriate for a third sector organisation, this is due to the lack of employee input, less humanistic approach, people are treated like a raw material, a company asset, are part of the business, and a resource to achieve the organisational goals (Truss et a, 1997).  
[bookmark: _Toc511976636]Recommendations

As Pi is a third sector organisation, staff are more likely to be motivated by the social, environmental success of the business, ‘value driven’, rather than the financial gain of the organisation as outlined by National Audit Office (NAT).   
1.7 [bookmark: _Toc511976637]  First recommendation

The first recommendation step is to implement ‘The Harvard model’ (Beer et al,. 1984), this the most suitable model to adapt in the Pi organisation as its more suited to a third sector organisation as detailed in section 5.2 (Truss et al, 1995).  The Harvard model exhibits 6 parts, stakeholders (management, society, suppliers, employees), HR policy (influence, rewards, systems), HR outcomes, goals, situational factors, and a loop for continual feedback.  What it lacks is a development and training part, of which can be implemented by my second recommendation and they can work in conjunction with each other.
1.8 [bookmark: _Toc511976638]  Second recommendation

The second recommendation step is to take small steps in implementing the 5 phases of the employee lifecycle (Lawrence, 2015) as detailed in Figure 6.  From the outset is recruiting the right candidates in line with the organisational values (best suited to a third sector organisation), develop the employees with a full organisational induction into the organisation’s core values, strategy, training, and knowledge transfer.  We then need to look at the advancing the skillset, driving productivity - how?  Through mentorship and support from management (Hamm, 2006) to motivate the employee as discussed in section 4.  Employee engagement in the ‘Progression phase’ with rewards and recognition allowing the employee to take ownership and ‘manage the mission’ (Tannenbaum and Schmidt, (1958) and Sadler, (1970).  Take lessons learned as to What? Why? How? and at what cost did we lose an employee due to the ‘Exit’ phase (Sullivan, 2014).  Learn what needs to be done to retain employees.

Figure 6
[image: ]

(Mark T Lawrence, 2015)
1.9 [bookmark: _Toc511976639]  Third recommendation

Working in collaboration with the Harvard model, and the employee 5 phase model, implement an EVR congruence model (Thompson, 2005) (Figure 7).  Roll this out in a slow manner, continually analysing the congruence and engagement of the employees.  As well as this continually measuring how the organisation is performing against the environmental changes.  E= Environment, V= Values, R = resources, this model also embodies SWOT (Strengths, Weaknesses, Opportunities and Threats) part of the SHRM process.
Figure 7

[image: ]
(Kew and Stredwick, 2008) 
Continual performance measurement of the organisation is key to its success, as explained by Neely et al,(2001).  For example, technology changes in the industry - the hardware on the Pi computer will need to change in line with new technology releases.  If Pi gets congruence correct it will aid in the engagement and involved into the organisation.
[bookmark: _Toc511976640]Conclusion

I have discussed many facets of employee engagement and involvement, what motivates them, and which best practices are best tailored to implement an employee engagement strategy.  Employees need to have trust in the organisation, encouragement, continual development, clear fair management, a safe environment, and a psychological contract.  As Pi is forecasted to grow in employee numbers soon, it is important to implement the initiatives and recommendations now.  By implementing the three recommendations it will empower the employees with the engagement, involvement and positive attitude, increasing the competency, productivity and capabilities of the employees, thus making Pi a stronger organisation.
Pi is an innovative organisation and needs innovators with energy, passion, motivation and drive, this cannot happen if the employees are disengaged.  The impact of disengaged employees will have a negative effect on the organisations’, motivation, productivity, talent retention, skillset and knowledge, all key contributors to Pi’s success, which should be avoided at all costs. 
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