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1. Executive Summary

Raspberry Pi Foundation is a UK based charity that helps people and children understand and shape our growing digital world. The charity has proposed as its goal to empower adults and children by offering education in computer science and other subjects related to this.
Raspberry Pi’s employees are mostly volunteers, totaling 100 staff, but the numbers are going to rise radically in the near future.

The managing director of Raspberry Pi asked for a report on basis of which the senior managers could consider what needs to be done to achieve greater employee involvement and engagement.

This report covers theories and models that consider employee engagement, discusses the advantages and disadvantages of the implementation of certain theories and it offers recommendations to be considered by the senior management.

2. Introduction

Raspberry Pi is a charity organization that has approximately 100 employees. The organization first opened in 2006. The purpose of creating it was to help children and adults to understand and learn utilizing computers, and enable them to use these skills to improve their lives and choices.
The charity provides computers at low cost since November 2015, called Raspberry Pi Zero (Raspberry Pi, 2018). They make IT education available and accessible for people around the world. Soon the charity will be undergoing major changes. The managing director was convinced that “a greater employee engagement is the way forward”.

Currently the writer of this report is a middle manager within the HR department of the organization, and was requested to write a report to enable the senior managers of the company to make a decision based on the final recommendations provided. 

 
This report will contain information about what needs to be done to get employees engaged. It will also deliver an overlook on Raspberry Pi’s current business situation.
The report will describe the concepts around employee engagement/ involvement and identify the actions needed to deliver improved business performance (CIPD, 2017).
2.1 Current business situation

Raspberry Pi is a non profit charitable organization that is quickly developing. The organization is value driven and reinvests the profits into further development of devices and platforms that are neutral. These platforms develop the needs (social, environmental, cultural) of their end users. (Raspberry Pi, 2018).

The employees of this organization are volunteers. The main HR requirement is to recruit and hire people with interest to work for a charity. As Jackson and Schuler (1990) stated, HR has to make sure that “the right person is in the right job at the right time” (Jackson & Schuler, 1990:235). This is why talent management needs to be used. People need to feel motivated for the reason that they are adding value to the organization. 
3. The Analysis
3.1 Employee Motivation and Engagement 
For a charitable organization it is important to engage, involve and motivate their staff. In doing so HR has to focus on intrinsic motivators, because internally motivated people can engage and are more likely to continue with similar behaviors. (Thompson, 2017). Locke and Latham (2004) noticed that intrinsic motivators are factors that impel actions, and they also stated that extrinsic motivators can induce actions. (Locke & Latham, 2004) 

Internal motivators for Raspberry Pi Foundation volunteers can be the joy of helping, solving challenges, whereas external motivators can be salary or rewards, achieving a good position. (Armstrong, 2014). According to Deci and Ryan (1985) intrinsic motivation is based on the needs of each person to be competent and self-determining.

Increased engagement and intrinsic motivation can be the result of work itself, if the work offers opportunities for self realization (Macey et al, 2009:69). For employees of a non profit organization who are in fact volunteers self realization can be really important and their work for Raspberry Pi and will help them to fulfill some of their basic intrinsic motivators (helping those in need, helping children, resolving problematic situations). Macey (2009) also stated that it is not the pay or the recognition that provides the positive feelings, but the work itself (Macey, 2009:67). This could be a good point to consider for Raspberry Pi, as most of its employees are volunteers.
Robinson (2004) defines employee engagement as a positive attitude towards the organization and the values this promotes. (Robinson et al, 2004). High levels of employee engagement (Stairs & Galpin, 2010) relate to increased employee effort and productivity, improved quality, increased sales, enhanced customer satisfaction, just to name a few. This is also sustained by Alfes et al (2012), who conclude that engaged employees are better performers and innovators, and they tend to stay with their employers for longer. (Alfes et al, 2012:2).
3.1.1 Engagement and Organizational Commitment 
Guest (1991) concluded that high organizational commitment can be associated with lower labor turnover and absence. He also stated that commitment cannot be linked to higher performance. 

Employee engagement and employee commitment are closely related but are not a match of each other (Robinson, 2004). The IES Model of Employee Engagement as illustrated below in Figure A, shows how motivation, commitment and organizational behaviour interrelate to produce engagement.
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Figure A, IES Model of Employee Engagement, Armstrong et al, 2000
3.1.2 Enhancing Organizational Engagement
Employees will be more involved with the organization if they are able to understand the work that they are doing, are treated as partners and their interests are respected (Armstrong, 2014). 
Rees et al (2003) found a strong relationship between employee engagement and the ability of employees to communicate their concerns to the management via employees voice (Rees et al, 2003:2781). For Raspberry Pi this would be an important mean to find out what motivates employees.
Enhancing employee engagement is something that has been researched by Tower Perrin (2003), who noted that there are fundamental elements for engagement, such as strong leadership within the organization, accountability for individual work, autonomy in getting work done, sense of control over work done, and opportunities for development (Tower Perrin, 2003).

3.2 Motivational theories
To get a good grasp of the motivational needs of employees Raspberry Pi Foundation should have a deeper understanding of the following theories on motivation. An overlook/comparison is provided in Appendix 1.
3.2.1 Maslow’s hierarchy of needs
One of the first theory models, Maslow’s (1943) hierarchy of needs should be one of the theories to consider. Figure B presents the hierarchy needs of the theory. Each individual has five sets of needs that come in the order presented below. As each level is fulfilled, the individual moves to the next set of needs.
	SELF ACTUALIZATION

the desire to become the best that you can possibly be

	ESTEEM

respect, self-esteem, status, recognition, strength, freedom

	LOVE AND BELONGING

friendship, intimacy, family, sense of connection

	SAFETY NEEDS

personal security, employment, resources, health, property

	PHYSIOLOGICAL NEEDS

air, water, food, shelter, sleep, clothing, reproduction


Figure B, based on Maslow (1943), the Hierarchy of Needs
It is stated that people have basic needs and higher needs (Robinson, 2006), and a non profit company needs to fulfill these needs so that their employees would thrive in their workplaces. It is also argued that these needs operate in a more flexible way and are more predictable (Shields, 2007:74). Not all of these needs work in the same order and in the same time for all of us (Kremer & Hammond, 2013). For Raspberry Pi the most important needs would be the esteem needs and the self actualization needs. Considering Shields (2007) and Kremer & Hammond’s (2013) arguments concerning Maslow’s needs hierarchy the best way to go forward for Raspberry Pi would be to develop employees voice strategy to find out about their needs and what keeps them satisfied within the business.
3.2.2 Herzberg’s theory, the two-factor model
Herzberg (1966) created his theory to show how the intrinsic and extrinsic motivators cause employees to be satisfied or dissatisfied as presented in Figure C below. He calls the extrinsic motivators hygiene factors, as they are outside of the job. If these factors are of lower in quality or missing, they cause dissatisfaction. Hygiene factors do not stimulate growth and are the main cause for unhappiness on the job. They do not motivate employees (Gearing, 2014). 
The drivers of employee motivation are the motivational factors, the intrinsic motivators (Armstrong, 2014). For Raspberry Pi, these factors are the most important, because their employees are mostly motivated by achievements and growth possibilities. The organization would need to design jobs that would improve the balance of work and life, and this way offer intrinsic satisfaction to employees (Armstrong, 2014). Herzberg himself remarked, that if you want people to do a good job then give them a good job to do (Armstrong, 2014).
	HERZBERG’S TWO FACTOR MODEL

	Dissatisfied and unmotivated employees
	Neutral employees

Neither dissatisfied nor motivated
	Satisfied and motivated employees

	1. Hygiene factors

Relation with supervisors

Relation with your age group

Relation with subordinates

Quality of supervision

Company policy and administration

Job security

Working conditions

Pay
	2. Motivational factors

Achievements

Work itself

Possibility of growth

Advancement

Responsibility

Recognition


Figure C, based on Herzberg’s (1966) Two-Factor Model 
3.2.3 Aderfer’s E-R-G Model
Aderfer (1972) created a simplified version of Maslow’s theory (Figure D), where he put down three basic categories of needs, the Existence needs, the Relatedness needs and the Growth needs. Following his research he concluded that the needs are not progressive. It is also believed that these needs can be regressive due to frustration (Young, 2018). For Raspberry Pi to incorporate this, it would need to create jobs that are not overwhelming and are based on providing employees fulfillment in their Growth need (new possibilities), Relatedness needs (socially interconnecting) and Existence needs (enough time with the family).

[image: image2]
Figure D, based on Aderfer’s (1972), E-R-G model
3.3 The strategic HRM
For Raspberry Pi a strategic resourcing approach is really important to be developed. This would mean that HR is not only concerned with recruiting and retaining the employees, but also with selecting and promoting the individuals that “fit” the culture and strategic requirements of the foundation (Armstrong, 2014).
3.3.1 The soft and the hard approaches of HRM

Storey (1989) believed that the soft HRM is emphasizing communication and leadership, whilst hard HRM goes for the quantitative, calculating and business-strategic aspect of managing employees (Storey, 1989:8).
It was highlighted that hard and soft HRM are not exclusive, they are rather complementary (Keenoy, 1997:838). Truss et al (1997) came to the conclusion that soft and hard approaches vary among organization, and that HRM is dependant on internal and external environments, strategy and culture of the organization it operates in. 

For a non-profit organization a soft approach would be more easily introduced as this would be more in line with the employees need for communication and growth.
3.3.2 The Harvard model 
The Harvard model was created by Beer et al (1984), for the reason that a more strategic perspective was needed by HR. It is considered a soft approach to HRM. As it is illustrated in Figure E, the situational factors and stakeholder interest can influence and affect the HR policies within the organization (Boselie, 2015).
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Figure E, The Harvard Model, Boselie, 2015

Managing the employees of Raspberry Pi by the Harvard model would benefit the company. The employees would feel that they have a place in the organization. Beer (1984) puts employees influence in the first row of Policy choices, as he believes these are the most important. Boselie (2015) points out that the HR policy choices can lead to commitment, competence and cost-effectiveness which have long-term consequences as individual wellbeing and organizational effectiveness. To transfer all these to Raspberry Pi, managing with the Harvard model would lead to committed and competent work force, a cost-effective HRM and have a good prospect for a well-performing organization.
3.4 The EVR Congruence Model


The concept was developed by Thompson (2005) and measures how well is an organization connected to its environments. E represents the environment, R-the resources and V-the values. An organization will be congruent when all its components are reinforcing each other.  



[image: image4] Figure F, Thompson (2005), EVR Congruence model
Thinking of Raspberry Pi in terms of the EVR Congruence model they need to consider how their current socio-cultural, economical, technological environment can be made congruent with values that they hold such as helping individuals in achieving technological training, and the ways that resources, the volunteers, can relate to these individuals. 


4. Conclusions

In this report employee engagement was analyzed. The conclusion can be drawn that motivated employees perform better and will increase organizational performance (Stairs&Galpin, 2010). There were presented a series of motivational theories, and discussed to what intent these could be used by Raspberry Pi to find what motivates their employees. Also  the Harvard model was discussed, and how this would suit best the organization as it offers a model for HR to follow for developing a better performing organization and a satisfied employee. Alfes (2010) came to the conclusion that for employee engagement to function in a responsible manner, it needs a business demanding environment that fosters a balance for the life of the employees. (Alfes et al, 2010). The EVR congruence model has also been presented, through which it can be visualized a well performing organization model.

5. Recommendations

Recommendation 1
I would recommend the implementation of Thompson’s (2005) EVR Congruence model. Through this model Raspberry Pi will be able to identify the factors that affect its resources. Also this model will enable it to reinforce its components, the environment, the resources and its values. Raspberry Pi’s environment is very strong, it works in the educational sector, and benefits people in need. This factor can be a strong motivator for employees, their work being recognized and appreciated. A good connection can also be made with Herzberg’s two-factor theory, as the motivational factors of employees would be reinforced, also the organization would be enabled to correct any missing hygiene factors.
Recommendation 2

I would secondly recommend the implementation of the Harvard model, through which HR can observe the consequences of each action taken. Stakeholders and environmental factors can influence HR policies. So Raspberry Pi would need to ensure that they research their stakeholders’ needs thoroughly, which will enable them to provide suitable policies, rewards and work environment to suit their employees best. The results of such actions could be a committed workforce and a congruent organization that is aware of its values. The long term consequences of these actions would be the well-being of individuals and society, and an effective organization. Raspberry Pi’s benefits would be happy volunteers that take joy in their work, a society that benefits from the activity of the foundation and a prosperous and developing organization of the future.
Recommendation 3

Finally I would recommend the implementation of Employees voice, through which a proper and effective communication can be provided between the organization and its employees. Employees’ voice would be beneficial for the foundation as it would enable them to find the needs of their employees, find out what motivates them intrinsically and extrinsically. 
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Appendix 1. Comparison of Motivation Theories
	Maslow’s hierarchy of needs
	Herzberg’s two-factor model
	Aderfer’s E-R-G model

	5.Self-actualization and fulfillment needs

4. Esteem & status needs
3. Belonging & social needs
2. Safety and security needs
1. Physiological needs

	Motivational Factors

work, achievement, growth, responsibility, advancement, recognition
Hygiene Factors

Relations with supervisors, peers, subordinates; quality of supervision; job security; company policy; work conditions; pay
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