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1. EXECUTIVE SUMMARY:

Employee engagement (hereafter referred to as EE), an important factor in achieving performance in today’s workplace has been a key consideration for HR professionals where evidence suggests that EE has a positive effect on organization level (i.e. increased productivity, profitability and safety) and on individual level, (i.e. lower turnover, absence rates and increase commitment).(1) Raspberry Pi (hereafter referred to as Pi) was established to provide quality education for underprivileged children living within UK through technological aids and since Pi provides social services, key consideration needs to be given to the workforce, especially to the right skills, knowledge and attitude required for meeting Pi’s social and business objectives. 

Future management plan for Pi highlights the possible increment in manpower and due to the charitable status of Pi indicating its limited resources (manpower and cost), the Managing Director has requested a report on (i) how EE can enhance employee commitment, productivity and performance, whereas (ii) HR’s role in building an effective engagement culture for employees.  Although other aspects of EE and Employee Involvement (hereafter referred to as EI) have been briefly discussed including their meanings and its advantages (also discussed in the conclusion), the report will mainly focus on the action plan for the company and its senior managers to be implemented for increased employee commitment, productivity and performance, hence also improving Pi’s profitability. Finally, the report has been thoroughly referenced with relevant literature from renowned scholars, research journals, professional and educational websites to support the recommendations listed in the report. A summary of the recommendations is as follows for Pi’s consideration:

Recommendations:
1. Employee life cycle:
By utilizing the concept of ‘marginal gains’, the employee life cycle model at Pi can be further improved by both HR and Senior Management through adding innovate work practices, especially by utilizing technological tools (e.g. HR analytics) improving the employee experience leading to high performance, engagement and commitment.
 
2. HRM Framework
Pi should adapt the Harvard HRM framework (Beer et al., 1984)(2) due to its main advantage of ‘soft’ HRM (people oriented) practices in this model that can improve EE. However, it needs to be customized by including employee ‘Learning & Development’ activity from the ‘Michigan’s model – HR cycle (Fombrun et al., 1984)(3)  which emphasizes  on employee performance containing Hard ‘HRM’ practices, indicating that a balance of soft-hard HRM can be effective for EE and EI.



3. High Performance Work Systems (HPWS)
A set of high commitment and high performance practices should be developed with the mutual co-ordination of HR and management, which can increase both EE and organizational performance.

4. HR Business Partner
HR should adapt the role of being an effective business partner by understanding Pi’s operations and further utilize their unique knowledge and work along with business units to help their Line managers in work strategy formation and execution.

5. Motivational Aspect: 
Both HR and managements needs to address the various needs of Pi employees at different levels by effectively utilizing the Maslow’s hierarchy of needs model which can lead to greater motivation in the workplace, hence higher engagement.

6. Corporate Social Responsibility (CSR):
As Pi operates as a social enterprise, HR needs to play a leadership role in bringing awareness to Pi’s social issues and hence, develop programs in improving elements of social responsibility within Pi, which is evidenced to lead to stronger organization brand and increased level of engagement.

7. Psychological Contract:
HR and Management of Pi needs to address the employees expectations from the organization, in implicit terms as ‘psychological contracts’ and ensure that such contract violation does not occur which may lead to employee burnout, disengagement and consequently, higher turnover.
.
8. Engagement surveys:
HR, in collaboration with management needs to develop and periodically circulate engagement surveys to proactively measure engagement levels of employee levels and identify elements of disengagement, whereas these surveys additionally create a level of involvement through employee’s input, impacting engagement. 








2. INTRODUCTION:

“To win in the marketplace, you must first win in the workplace.” – Doug Conant (4)

Pi is a social enterprise existing for the sole purpose of providing subsidized computers, technological services and an online learning platform for young children residing in rural and underprivileged areas across the UK, where affording and accessing quality education is non-existent due to lack of proper infrastructure and development. Pi was established in Pencoed, Mid Glamorgan during mid 2012 when two Welsh citizens, John Doe and Sally Gordon identified the devastating impact of poverty on the education and development of young children living in rural areas of Wales. As per recent study carried out across Wales, almost one out of four children aged under 5 are living under poverty (around 22% or 50,000 children from the total population of 200,000 children aged between 0 till 16 years of age).(5)
Recently joining Pi as the HR Manager with the purpose of brining value addition to the HR function, a report has been requested by the General Manager as EE and EI can be effectively implemented within Pi to further boost the productivity, motivation, engagement and involvement levels of the employees. Engagement and Involvement both are known to improve organizational productivity and positive employees’ connection with company values, leading to higher trust,(6) however, are two different concepts which will be discussed in the report. For the reader’s better understanding, the report will follow a sequence starting with concepts of EE and EI stating differences, factors that might lead to disengagement and the recommendations that can be implemented by Pi and senior management for effectively engaging the workforce (the main topic of this report) and finally, the concluding remarks of the report.   
3. EMPLOYEE ENGAGEMENT AND EMPLOYEE INVOLVEMENT
EE is defined as “psychological state experienced by employees in relation to their work (Kahn, 1990)”, “feeling positive about your job (Truss et al., 2006)” and “result that is achieved by stimulating employees’ enthusiasm for their work and directing it towards organizational success (Watkins, 2001)” (7), whereas EI entails involving workers in decision-making, continuous improvement and change-initiative activities (8), while in another research, it comprises of ‘increased utilization of employee capabilities to create a flexible and dynamics organization’, ‘increases commitment’ and ‘strengthen employer-employee relation based on interdependence and mutuality’. (9) However, the difference can be noted where (i) EI is an evolved form of EE  and better aligned with an extension to HR practices as involvement of employees in policy development is noted, whereas EE relates to having employee concerns shared with employers e.g. through speaking. (10) 


4. RECOMMENDATIONS

A. EMPLOYEE LIFE CYCLE
Another effective way for HR to improve EE is to focus on various HR activities (from developing the HR strategy till the moment employee departs from the organization) and identify areas where they might feel disengaged due to work inflexibility, burnout and/or employees values are not in congruence with organizational values. Griffiths D. (2018) highlights these HR activities through the ‘Employee life cycle’(11) which can be utilized by Pi  for improving EE aspects in each activity by further improvements (through marginal gains) such as innovative HR practice (e.g. HR analytics, social media, etc.). A thorough analysis for Pi’s employee life cycle referenced with supporting literature and how Pi can utilize technology to improve the employee engagement experience can be seen in Appendix 4:
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Employee Life cycle (Griffiths, D.) (11)

B. HRM FRAMEWORK:
Pi needs to adapt a HRM framework that is people centered focusing ‘more’ on soft HRM practices which recognizes employees as an asset to create a culture of high-commitment and high-involvement (3). Therefore, Pi should adapt the ‘Harvard model of HRM’ proposed by Beer et al (1984) where he identified employee influence in the centre of this approach illustrated below).(3) The model covers six key basic key components: (i) situational factors (ii) stakeholder interests (iii )  HRM Policy choices (iv)  HR outcomes (v) Long term consequences; and (vi) a feedback loop through which the outputs flow directly into the organization and to the stakeholders. (12)
[image: ]
Harvard Model of HRM (Beer et al., 1984) (2)
However, while going through the ‘Human resource flows’ policy area, no reference seems to be given to ‘Learning and development’ required for Pi’s effective HRM strategy. This ‘Development’ activity is also covered in another HRM approach’s functional level i.e.  ‘Michigan approach – the human resource cycle’ (3) (refer to Appendix 1) where HR focus is primarily on performance (rather on people) creating a ‘Hard’ HRM perspective. It is suggested that Pi adopts ‘soft’ elements of the Harvard framework (as a base model) and consider other ‘hard’ elements to come up with a balanced HR system that simultaneously exploits the potential for such synergies among soft-hard practices leading to sustained competitive advantage (Huselid, 1995). (3) Another research suggests that in pursuit of EE, elements of ‘hard’ and ‘soft’ HRM can be combined, hence interpreted as a form of ‘neo-pluralism’.(13)
C. HIGH PERFORMANCE WORK SYSTEMS (HPWS)
Pi needs to develop progressive HR practices, known as High Performance Work Systems (HPWS) that can (i) directly impact employee engagement, commitment, motivation, skills and performance; and (ii) also improve organizational performance in areas of productivity, quality, growth, profits and most importantly, customer service (7), which improves the capabilities of Pi employees in serving the young needy children in the best possible way. Such high-performance theory increases EE i.e. employee’s intellectual and emotional attachment to work (Heger, 2007)(14) and leads towards EI (Appelbaum et al., 2000).(7)
D. HR AS A BUSINESS PARTNER:

The HR function in Pi needs to adopt the role of Business Partner (BP), a component of the three box model (depicted below) (15) where HR can closely work with management to help build organizational and people capabilities (16) and further act as People Professional by acting on employee’s behalf, increasing employee retention and engagement.(17) CIPD (2017) suggest the role of BP in two forms, either individually or as part of complete three box model, however by looking at Pi’s organizational needs, budget and limited manpower, individual aspect of BP is preferred.(16) Other advantages of HR as a BP: 
· Better understand Pi’s business objectives (Kumari P. & Bahuguna P.C., 2012).(32)
· Proactively respond to business challenges as a strategic enabler.(16) 
· Deliver focused expertise through an aligned, proactive and networked HR team increasing cost effectiveness(16); and 
· Potential to create networked, agile, learning organization for improved collaboration. (16)
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Ulrich 3 box model (15)
However, research indicates certain drawbacks for the BP role, e.g. (i) dependency (in the form of in-depth expertise) on Center of Excellence (Lawler, E. E., III, 2005)(17), (ii) undefined roles and accountabilities for BP (7) ; and (iii) not being able to tailor HR practices according to business needs and utilize a ‘one-size-fits-all’ approach (Boudreau, 2014).(18) Although there are some drawbacks, BP role for HR has potential benefits which can become the delivery backbone for Pi’s HR activities but may further require some customizations to fit Pi’s business requirements.
E. MOTIVATIONAL ASPECT:
Engagement is the extent to which employees are motivated to contribute to organizational success, and are willing to apply discretionary effort (Vance, R. J., 2006).(19) This shows that motivation and engagement are closely related(20), where many behavioral studies refer to Maslow’s hierarchy of needs (illustrated below) though where EE can be understood.(21) Since Pi operates to take care of the underprivileged children’s and the society at large, it will be better for the Pi to improve their understanding of needs within Pi (employees) before they can serve outside customers. The theory outlines five hierarchical needs which could also be applied to ensure each employee needs working in Pi are taken care of, as per below: 
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Maslow’s theory of needs (Maslow, A. H., 1954) (22)
Pi can utilize this motivational theory in addressing the needs of its workforce (refer to Appendix 3) and improve employee motivation, thus engagement but however Pi should critically focus on employees indicating the two lower level needs as addressing the other three higher level needs would not influence job behavior, and hence Pi may not be successful in engaging them. Therefore, employees motivation should be continually re-evaluated in order to find how to motivate them and reach the next level of needs.(23)

F. CORPORATE SOCIAL RESPONSIBILITY (CSR):
Pi needs to demonstrate the benefits of engaging with the CSR agenda where it can have a positive impact on EE (24) and furthermore, improve Pi’s brand (Aggerholm et al. 2011).(25)  Pi can utilize its branding strategy (a set of intangible attributes which makes it distinctive for employees enabling them to perform best in Pi’s culture) for recruiting, retaining and engaging the people they need to succeed.(26) As per recent research conducted in 2016, employer reputation was seen to be the most important driver in raising EE for Millennial workforce, as depicted in Appendix 2.(27)
G. PSYCHOLOGICAL CONTRACT
Pi needs to realize that employment relationship is an informal process formed through a ‘psychological contract’ where certain expectations from employees work and what they can expect in return for the work, which impacts employee commitment, trust and performance.(7) Pi needs to ensure employees expectations are reasonably met by forming positive contracts as evidence shows that during worse organizational conditions, a strong psychological contract that feels fair will keep employees engaged with their employers.(14)  However, negative outcomes occur if such contracts are violated such as burnout (Schaufeli, 2006), intention to quit, turnover, job dissatisfaction, cynicism, poor organizational commitment, and absenteeism (Rousseau, 1995; De Boer et al., 2002).(28)

H. ENGAGEMENT SURVEYS
Pi needs an effective tool for measuring EE levels, such as engagement surveys in order to focus on disengagement factors (decreased work flexibility, burnout, etc.) which can lead to productivity and employee loss. This type of audit helps in developing a strategy that can increase level of EE.(29) Such surveys should be used by Pi for effectively forecasting employee turnover, gives chance to employees to be heard while positively influencing their behavior. As per research, people who don’t participate in employee surveys are more likely to leave.(30)

5. CONCLUSION:
Although Pi can benefit from both aspects, it is recommended that Pi should initially focus on EE advantages i.e. (i) create positive, work-related state of mind leading to dedication and absorption (Maslach et al., 2001)(7) where both HR and management can help employees improve their commitment and willingness to help the organization(31); but progression should be made to achieve benefits of EI and has more value by providing (i) better facilitation with HPWS (Appelbaum et al., 2000; Sung & Ashton, 2005)(7) (ii) greater commitment to training/development and more equality in pay structures (Hall and Soskice, 2001) (25) (iii) greater role in shaping employee behavior and attitudes i.e. employee influence  (Collins and Smith, 2006, Prieto and Perez -Santana, 2014) (35), hence key instrument in creation of HRM strategies such as the Harvard HRM model (2), (iv) increased support from line managers (Boxall & Purcell, 2003) (25), (v) opportunities for workforce to have a greater say in decision-making to varying degrees (2) ; and (vi) continuous improvement is seen as central in sustaining competitive advantage (Cappelli and Neumark 2001).(34)
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APPENDIX 1
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The Michigan Approach – Human Resource Cycle (Fombrun et al., 1984) (3)

APPENDIX 2
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APPENDICES
How Can Your Millennial Workforce Increase Your Engagement Levels? (Aon, 2016) (27)
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APPENDIX 3 – Maslow’s theory of need with different levels for employees of Pi

	1) -Psychological needs
	Pi needs to ensure its employee has all the amenities and necessities in order for them to survive physically such as acceptable working conditions, cafeteria, air conditioning, heat and lightning, etc. Special consideration should be given to psychological contracts where employee expects such basic needs to be addressed. 

	2) Safety and security needs
	Employees requiring such needs include safe working conditions, fringe benefits, job security, medical aid, etc. Pi should develop health and safety working procedures, provide a safe working environment with ever-ready medical aid and further provide basic medical insurance for employees.

	3) Social needs: 
	Pi should support a culture which promotes interpersonal feelings, professional friendships, hence increasing their sense of belongingness. To facilitate this, events and workshops should take place periodically where employees can create a professional bond between themselves.

	4) Esteem Need: 
	This level for Pi should focus on where employee self esteem needs are met in the form of job title, responsibility and promotion, performance appraisal, recognition from supervisor. 

	5) Self – Actualization: 
	Pi should help these ‘achievers’ in their ambitions where they focus on challenging jobs, creativity, opportunity for growth and achievement in work. This can improve performance and help Pi to identify upcoming leaders for the organization who can ‘go the extra mile’. 



 Maslow’s theory of needs  (Amos, T., Ristow, A., Pearse, N. J. & Ristow, L., 2009) (33)
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		1- STRATEGY
	4- INDUCTION
	7- DEVELOPMENT

	- taking employee input for developing HR strategy in alignment with corporate strategy i.e. vertical fit (7) 
	- Aspire towards high engagement can positively impact the inductee (38)
	- Increased analytical ability through L&D can aid in problem solving (7)

	- develop a coherent approach in managing people where HR practices mutually support each other i.e. horizontal fit (7)
	- Utilizing effective induction program that (i) make employee feel at ease a (ii) encourage social integration making new recruits receptive to feedback (38)
	- Employee involved in setting trainings to be received are more engaged, rather than forced into it (29), while employee trainings have positive impact on EE (Salanova, et al., 2005) (40)  

	- utilize technology for gaining employee input during HR strategy formulation, e.g. through 360 degree feedback (39)
	- Create amazing employee experience by utilizing technology(39) e.g. engaging with Pi's social media page during induction phase and understand about Pi's values
	- Pi utilize powerful technologies to drive a talent led knowledge economy (36) and innovative skills creating differentiation, hence, competitive advantage (37)

	2- JOB DESIGN
	5- PERFORMANCE
	8- SUCCESSION

	- use Person-Job fit to increase employee satisfaction and engagement (7)
	- Employee involvement in the appraisal process through social media tools
	- Develop succession plan with clear view of high performing individual for leadership roles (29)

	- Link employee capabilities with job requirement promoting meaningful work (Macey et al, 2009) (7)
	- Performance management leads to  increased employee engagement (Mone et al, 2011) (12)
	- Providing opportunities for progression will create higher level of engagement (Appelbaum, 2003)(14)

	- Job enrichment by allow employee autonomy and leverage digital technology to design and improve work, workplace and workforce (39)
	- Appraisals seen as a strategic engagement tool where employee see organizational success linked with their own development leading to increased trust and productivity (41)  
	- Utilize talent analytics and KPI dashboard for  identifying key roles to be filled for succession planning

	3- RECRUITMENT AND SELECTION
	6- REWARD AND RECOGNITION
	9- EXIT

	- Focus on core competencies and employee values that can fit within Pi's culture leading to value congruence (Bruce E., 2005, Rich et al, 2010) (25)
	- Provide both extrinsic (e.g. money, status) and intrinsic (recognition and value by others) as they feel their work makes a difference (Deci, 1975) (12)
	- Design an exit interview focusing on employee behavioral aspects that can enable Pi to proactively identify concerns to reduce turnover and increase engagement 

	- Utilize social media to make recruiting process easier and engaging (Dunn, 2009) (39)
 
	- Reward directly impacts efforts, motivation and job performance (Hackman & Oldham, 1980) (34)
	- Review employee psychological contract during exit survey and identify areas where they could have violated the contract unknowingly leading to employee disengagement (28)

	
	- Utilize social media to share employee achievement to raise motivation
	


APPENDIX 4 – Employee Life cycle with innovative and technological marginal gains 
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