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	Report: Part 1

	You are in your first middle-management appointment, working in the Human Resources function of the Raspberry Pi Foundation. The managing director has just returned from a conference entitled ‘Employee Involvement – enhancing morale, improving performance’ and wants to make changes. She has been convinced that greater employee engagement is the way forward and has asked you to produce a report to allow the senior managers to consider what needs to be done, your recommendations and how HR will be involved.  


Abstract












               p. 3
1. Introduction to the concepts of employee engagement and involvement



p. 4
2. Main body of the report

              
2.1 What does Raspberry Pi Foundation need to do?





p. 6



2.2 What might be the advantages of improved employee engagement/ involvement?

p. 8



2.3 What problems may arise?








p. 9

3. Recommendations 










            p. 10
4. References









            p. 11
Abstract

Generally, employee engagement has increased in importance in many industries. It is considered as a combined approach for gaining control of different methods which companies can utilise to ask for extra support from members of staff, such as: an agreement to put additional work in outside of their contract of employment (CIPD 2012: 13 as cited in Armstrong, 2014). As stated by David Guest (2013: 231 as cited in Armstrong, 2014), management tends to use the employee engagement theory because they naturally prefer to have engaged staff rather than people without any involvement. Furthermore, the value of employee engagement keeps constantly growing among the Human Resources (HR) sector as one of the factors of effective management which is likely to boost overall corporate performance. Although much has been written on the subject, the plain definition of engagement still does not exist (Beardwell & Thompson, 2017). This is despite the fact that employee engagement is paramount to the effectiveness and success of the business. Staff become the foundation of the pleasant workplace environment in which employees are skilful and responsible for their own actions (Cleland et al 2008 as cited in Beardwell & Thompson, 2017
). 
1. Introduction to the concepts of employee engagement and involvement
There are various definitions of employee engagement, for instance: Kahn (1990: 894 as cited in Armstrong, 2014) describes employee engagement as making the company workforce productive, ensuring that employees work cooperatively, can speak and be listened to while carrying out their job tasks. Macey et al (2009: 7 as cited in Armstrong, 2014) explains engagement as an employee’s personal aim, effort and flexibility to meet company goals and objectives. Truss et al (2006: ix as cited in Armstrong, 2014) defines engagement as being passionate about a job and to be entirely involved and interested in his or her work. Robinson et al (2004: 9 as cited in Armstrong, 2014) highlight the organisational perspective of engagement, speaking of a professional manner adopted by the staff and their ability to meet business aims and hold its set of beliefs. CIPD (Chartered Institute of Personnel and Development 2012 as cited in Beardwell & Thompson, 2017) describes engagement as a blend of dedication to the business and its principles as well as the preparedness to assist whenever necessary. This clearly is more than job satisfaction and is not only viewed as interest or drive. In other words, engagement means that staff make themselves available to the business in ways which cannot be included in their contract of employment.   
Specifically, Kahn (1990 as cited in Beardwell & Thompson, 2017) suggests that a great degree of engagement may have good results for people, for example: being satisfied with a job completed well. Nelson and Simmons (2003 as cited in Beardwell & Thompson, 2017) expand their analysis of engagement beyond the link between the employee and his/ her work, stating that engagement is evident when staff like their jobs, they think that their work has purpose, the tasks are achievable, and they are optimistic about their work role. May et al (2004 as cited in Beardwell & Thompson, 2017: 392) review the above definitions and they propose the ‘three-dimensional’ theory of engagement. They state that engagement is present if employees recognise the following elements in their jobs: ‘physical, emotional and cognitive’. In other words, engagement is directly connected to the concept of job satisfaction. If employees find their jobs interesting and valuable, businesses will all obtain ‘performance benefits’ from having a workforce which is committed and dedicated (CIPD 2009 as cited in Beardwell & Thompson, 2017: 397).  Robinson (2004 as cited in Beardwell & Thompson, 2017) contends that job satisfaction on its own will not generate engaged employees, although it is an important and closely related component. Robinson et al (2004 as cited in Beardwell & Claydon, 2010: 187) also state that employee engagement is a main factor of ‘talent management’: engaged staff are satisfied in their jobs and hold the organisation in highest regard.      
Additionally, engagement may be viewed as possessing three factors in common: ‘commitment, motivation and organisational citizenship behaviour (OCB)’. Firstly, the approaches of commitment and ‘organisational engagement’ are directly connected. However, Robinson et al (2004 as cited in Armstrong, 2014: 195) explain that engagement includes various components of commitment, but they are not identical. On the other hand, Storey (2007: 8 as cited in Armstrong, 2014) mentions that the theory of employee engagement is closely related to the idea of great commitment. Jones and Harter (2005 as cited in Beardwell & Thompson, 2017) state that there is a major difference between engagement and commitment in that engagement evolves and is maintained during the job and specifically through the association with management and employees, whereas commitment is a behaviour which takes place or is a result of daily routine activities at work. For this reason, engaged staff tend to demonstrate a greater degree of commitment but this does not necessarily mean that every committed employee is also completely engaged. The degree to which engagement and commitment correspond with each other is based on the quality of commitment. Firstly, commitment is understood as a desirable feeling, a will to put the effort in and to contribute to the organisational effectiveness. People are often happy to be part of the company and communicate competently with all members of staff within the organisation (Beardwell & Thompson, 2017
). Secondly, the motivation factor in engagement is essential. Macey et al (2009: 67 as cited in Armstrong, 2014) state that if the job is interesting enough, it will foster motivation in the staff. In other words, the renumeration or status for an employee are not the main factor which provides good feelings of being engaged rather the job itself. Macey et al. also indicate that engaged members of staff regard the job as an intrinsic part of their personality. Thirdly, organizational citizenship behaviour (OCB) is a term which was firstly defined by Organ (1988 as cited in Armstrong, 2014) who describes an attitude in staff which leads them to go beyond their contract of employment, and actively plays a part in the company’s success. Little and Little (2006 as cited in Armstrong, 2014: 196) note that OCB is a result of the ‘job satisfaction and organisational commitment’.         
Regarding employee involvement, this term is understood as a key principle of ‘soft Human Resource Management (HRM)’ in which the central point is to obtain the suggestions from staff in order to strengthen their commitment and contribution to business goals and objectives (Beardwell & Thompson, 2017: 511). May et al (2004 as cited in Beardwell & Thompson, 2017: 398) provide additional clarification of the body of academic literature, stating that engagement also differs from ‘job involvement’. As stated by May et al., job involvement is the outcome of a ‘cognitive judgement’ about the degree to which a job role can fulfil an employee’s requirements and for this reason, it directly relates to his/ her self-esteem. Engagement is concerned with how employees carry out their tasks. May et al (2004: 12 as cited in Beardwell & Thompson, 2017) also state that engagement can be understood as preceding job involvement in the sense that employees who are dedicated to their jobs should become fully associated with them. There are various types of employee involvement, as noted by Marchington (1995 as cited in Pilbeam & Corbridge, 2010: 487), they can be classified into five categories: ‘1) downward communication; 2) upward communication; 3) problem solving, task participation; 4) consultation and representative participation and 5) financial participation
’.               

2.1 What does Raspberry Pi Foundation need to do?
To improve employee engagement at Raspberry Pi Foundation, it is important to understand the components which influence its ‘antecedents and drivers’. Crawford et al (2013: 59-62 as cited in Armstrong, 2014: 196) describe the following five drivers: 1) ‘job challenge’ occurs when the range of job tasks is wide, the degree of accountability and volume of work are both high. It boosts engagement because it provides the opportunity for personal achievements and development; 2) ‘autonomy’ offers flexibility and different choices which enable members of staff to plan their workload and identify the procedures for implementing their ideas. It supports a notion of employee ownership and management of job results; 3) ‘feedback’ gives staff the correct information about the efficiency of their job performance; 4) ‘opportunities for development’ provide meaningful employment which at the same time offers routes for employees to advance their careers and personal growth and lastly 5) ‘rewards and recognition’ indicate various returns on the individual investment (ROI) in carrying out a job (Armstrong, 2014). 
A further significant driver introduced by Hakanen et al (2006 as cited in Armstrong, 2014) concerns effective leadership and management as practised by Raspberry Pi Foundation. This managerial assistance is closely connected to employees’ engagement as is the fact that members of staff participate in the decision-making process and planning of their work rosters. Macey and Schneider (2008 as cited in Armstrong, 2014) contend that if management team has overall vision statement, treats staff equally and acknowledges their good effort on regular basis, this will positively influence employee engagement by supporting a notion of workers’ job satisfaction. Macey et al (2009: 11 as cited in Armstrong, 2014) highlight the effect of the workplace environment and working practices. For workers to be engaged, the environment should not only have high expectations but should also encourage better communication at all levels of Raspberry Pi Foundation, offer continued personal development and provide a good work-life balance.      

On another point, Tower Perrin (2003 as cited in Armstrong, 2014: 197) demonstrates that improving engagement is a continuous process based on the job being worthwhile and fulfilling. Even though renumeration packages are a significant factor in employees’ recruitment and retention, it was discovered through previous research that they are less important in engaging employees at work. The components paramount for engagement are: effective leadership, responsibility, freedom of choice and opportunities for ongoing personal development. To boost employee engagement, Raspberry Pi Foundation must deal with problems regarding the features of engagement: ‘job and organisational engagement’. These attributes are interconnected, therefore any activities undertaken to improve them will have impact on both at the same time. On the other hand, it is worthwhile examining what actions can be taken in each sector, considering the current situation and requirements of the Raspberry Pi Foundation. The role of Human Resource Management (HRM) is crucial in improving engagement because they are directly accountable for designing jobs, creating learning opportunities for all members of staff including performance reviews and reward schemes. As stated by Coffman and Gonzalez-Molina (2002: 130 as cited in Armstrong, 2014), to improve engagement, the HRM team of the Raspberry Pi Foundation should: 1) inform staff about their personal skill assets; 2) give employees constructive feedback on regular basis; 3) remove obstacles which prevent employees doing their best; 4) demonstrate interest in workers’ achievements; 5) add extra responsibility to those who perform outstandingly in specific areas; 6) concentrate on specific skill set and knowledge to develop expertise and 7) provide the workforce with autonomy and ownership of their job results.          
Turning to the concepts which may be utilised to improve engagement by Raspberry Pi Foundation as a whole, these include: 1) ‘high-involvement management’; 2) offering more opportunities for ‘employee voice’; 3) promoting the ‘big idea’ and 4) providing employees with the suitable workplace environment. Firstly, Raspberry Pi Foundation high-involvement management means that employees become more involved, they can organize and fully understand their jobs. In other words, they can be viewed as equal business partners within Raspberry Pi Foundation and be confident that their involvement is appreciated. Secondly, employee voice procedures allow staff to successfully share their problems with the management team. In this way, workers will show commitment and see that the company respects their views and efforts. They will show a greater degree of productivity if their voice is heard by the company management and their ideas are acted on. Thirdly, the overall mission statement should be supported by Raspberry Pi Foundation beliefs, its business culture and its mutual interactions with clients and the entire workforce. Improving Raspberry Pi Foundation engagement via the workplace environment implies producing a culture which promotes commitment, dedication and a means for coping with stress, and acknowledges the significance of ‘social interaction’ (Armstrong, 2014: 199-200). 

2.2 What might be the advantages of improved employee engagement/ involvement?

Stairs and Galpin (2010 as cited in Armstrong, 2014) argue that great degree of engagement can be demonstrated in reference to: 1) reduction of sickness levels and lower turnover of employees; 2) higher levels of efficiency within the entire workforce; 3) enhanced quality of service delivered by Raspberry Pi Foundation; 4) increased gross revenue and profits; 5) greater numbers of satisfied and loyal clients; 6) quicker company growth and 7) heightened probability of Raspberry Pi Foundation success. Similarly, The CIPD (2010 as cited in Beardwell & Thompson, 2017) discover that staff who are engaged with Raspberry Pi Foundation are likely to show distinctive patterns of conduct. For instance, they seem to 1) talk well about the company to their colleagues, new staff and clients; 2) like working for the business and be proud to be a member of the team and 3) go the extra mile to help Raspberry Pi Foundation to meet its goals. In other words, employee engagement should become the crucial part of the overall strategy at Raspberry Pi Foundation. This should be backed up by procedures which strive for organisational development and successful implementation of change (Beardwell & Thompson, 2017
).  

2.3 What problems may arise?

However, there are also disadvantages of engagement, one of which is defined as burnout. According to Maslach and Jackson (1981: 99 as cited in Armstrong, 2014), it is a state of psychological tiredness and scepticism. Burnout occurs when employees are expected to work under conditions which are too stressful for them and they are unable to cope with the level of workload. Additionally, it tends to occur when workers do not possess any power over their workplace environment. Burnout may lead to frustration, sickness or resignation from the Raspberry Pi Foundation. To prevent the aim of engagement leading to burnout or any kind of disengagement, the HRM team should keep reviewing the current situation and workload which must remain achievable with the resources available to employees within the Raspberry Pi Foundation business (Armstrong, 2014).    

3. Recommendations

In conclusion, John Purcell (2013: 247 as cited in Armstrong, 2014) argues that the employee engagement concept is vital to the Raspberry Pi Foundation business in terms of boosting its overall performance and building a good quality of life for members of staff. Similarly, CIPD (2012: 1 as cited in Armstrong, 2014) states that the main purpose of engagement is not about demanding additional effort from Raspberry Pi Foundation workforce but ensuring that they have decent working conditions which enable them to perform tasks more efficiently and provide them with general job satisfaction. Without a doubt, engagement is a two-way street, Raspberry Pi Foundation HR managers must put a great effort to engage its staff who will then be willing to get involved and work beyond their contract of employment whenever necessary. This relationship is built on mutual trust between both parties: the workforce and the HR department. Engaged staff feel satisfied, committed and dedicated to their jobs. Engagement is an approach which works much better in cooperation and harmony among various teams of employees. Raspberry Pi Foundation HRM has a vital role in dealing with staff all the way through and in all departments, and therefore has great potential to influence the degree of workforce engagement. This concept should be highlighted when employees are recruited, inducted, supervised and managed while performing their jobs because this instrument is so paramount for the success of the company (Beardwell & Thompson, 2017
).  
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