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Part 1 (50%) 
You are in your first middle-management appointment, working in the Human Resources function of the Raspberry Pi Foundation*. The foundation currently employs 100 staff at Pencoed, Mid Glamorgan, this figure is set to increase dramatically. The foundation has charitable status.

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.

You have been asked to cover the following:

· The concepts of Employee Engagement and Employee Involvement 
· What the company needs to do 
· What the advantages of improved employee engagement/involvement might be 
· What problems may arise?

It is left to you to decide which of these four topics need greatest attention and whether you feel there are other considerations. You must offer the company some recommendations.  

Part 1 must be in report format – word limit 2500 words (+/- 100 words, excluding Bibliography and Appendices). 

*You may set this in the context of your own organisation, using the same criteria, under 
agreement with Dr. David Griffiths 

Please note the following when completing your assignment:
1. Writing: Written in English in an appropriate business/academic style 
2. Focus: Focus only on the tasks set in the assignment. 
3. Length: 2500 words (maximum)
4. Formatting: Typed on an A4 page in Times New Roman or Arial font 12 with at least 2.5 centimetre space at each edge, double spaced and pages numbered.
5. Document format: In business report format (unless otherwise directed), with a clear title, course, and name or ID number on a cover sheet and including a bibliography using Harvard referencing throughout. 
6. Research: Research should use reliable and relevant sources of information e.g. academic books and journals that have been peer reviewed. The research should be extensive. 
7. ***NOTE*** 20% of marks, from skills for professional practice, will be awarded for ontime completion of weekly learning tasks (5%) and a minimum of two interactions with fellow students (i.e. comments on the work of others) per week, during weeks one through five of the module.
8. 
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[bookmark: _Toc512584807]List of Abbreviations

CIPD		Chartered Institute of Personnel and Development
EE		Employee Engagement
EI		Employee Involvement
HR		Human Resources
OCCI		openness, collaboration, community-leadership and impact 
PoA		Plan of Action
RPF		Raspberry Pi Foundation
SHRM	Strategic Human Resource Management
UK		United Kingdom
1. [bookmark: _Toc512584808]Executive Summary
The present study argues that enhancing employee engagement (EE), employee involvement (EI) and motivation is key to dramatically increasing the staff-base at Raspberry Pi Foundation (RPF). This report commences with a short background of RPF’s business context and is followed by an analysis, for senior management’s consideration, with respect to: challenges to consider in expanding the employee-base, and a process for and HR’s role in developing a strategic human resource management (SHRM) framework and Plan of Action (PoA) for enhancing EE, EI and motivation. To achieve this, the report recommends RPF develop a holistic, but flexible SHRM framework, with HR in the lead, which: (i) embraces the digital age so employees can easily connect with and contribute to RPF’s mission from anywhere; (ii) listens to millennials, since their leadership will shape the organization’s culture into the future; and (iii) aims to enhance EE, EI and motivation through a targeted PoA. The report concludes that enhancing EE, EI and motivation is critical to RPF’s expansion and continued success.

2. [bookmark: _Toc512584809]RPF Business Model and Organizational Culture
RPF[footnoteRef:1] is a UK-based not-for-profit, or third sector, charity with a mission, “[t]o put the power of computing and digital making into the hands of people all over the world,” (RPF 2017, p. 4). RPF currently has around 100 employees and is seeking to enlarge its staff-base as operations expand; relies heavily on a vast network of over 20,000 volunteers worldwide; and thrives within an organizational culture promoting openness, collaboration, community-leadership and impact (OCCI). Profits generated from commercial activities are reinvested in RPF to advance its mission through a vigorous portfolio of educational and related initiatives, including clubs, competitions, trainings, and other activities (RPF 2017; 2018). Needless to say, RPF’s success relies on a dedicated employee-base at its headquarters in Pencoed, Mid Glamorgan, UK; a business model that places a vast volunteer network at the heart of its work; and an organizational culture that is OCCI. Based on this, it is imperative that as RPF expands, it understands contemporary challenges related to growth and develops a SHRM framework for long-term success.  [1:  See Appendix I for more information on RPF.] 


3. [bookmark: _Toc512584810]Increasing the Staff Base: Contemporary Challenges
Business today has shifted from the industrial to knowledge economy, driven by challenges associated with new digital technologies (Burns 2016, p. 4) and millennials who make up more than half the workforce, and who seek rapid professional advancement, opportunities to develop new skills, and a meaningful and satisfying life outside of work. (Ng et al. 2010, p. 281; Deloitte 2015, p. 2). For example, digital technologies have turned information into a product that can be generated anywhere and shared immediately, which in turn has simplified communication and encouraged working from anywhere, including home (Burns 2016). Digital technologies have also transformed learning and training, as employees expect on-demand learning opportunities (Deloitte 2015). Combine this with a vast and tech-savvy millennial workforce, and RPF must strongly consider how it will cater to and satisfy, motivate and retain these types of employees, especially given that it will be, “their desires, needs, and values [that] will shape the organization’s culture over the next 10 years” (Deloitte 2015, p. 39). Aside from this, other challenges cited by entrepreneurial business leaders include: ensuring talent can be retained by offering attractive programs and benefits and enabling employees to perform at their best; setting up career tracks for development teams and project, account, sales and marketing managers; and assimilating new staff, whilst maintaining company culture (Hall 2013). Thus, in order to help overcome these challenges, RPF must develop a holistic, yet flexible SHRM framework. 
4. [bookmark: _Toc512584811]HR’s Role and the RPF SHRM Framework: EE, EI and Motivation 
In preparation for RPF’s expansion, HR and senior and line management must work together to develop a holistic and flexible SHRM framework, which places employee motivation and sense of belonging at the heart of its long-term resourcing issues, and business and HR strategies (CIPD 2018b). Although RPF’s OCCI organizational culture is a positive characteristic, it can be leveraged further. Therefore, this new SHRM framework must focus on HR from the outside-in, account for the individual-collective, and place EE, EI and employee motivation at the heart of company culture.  

4.1. [bookmark: _Toc512584812] Step 1: Combining SHRM Perspectives through Beer and Ulrich
The first step for HR and management to develop a SHRM framework would be to generate a thorough and holistic understanding of RPF’s external and internal operating environments. To do this, HR can use the adapted Harvard Model (Figure 1) of Beer (1984) as a research starting point, modifying it along the way as necessary. The cyclical process of this model will enable HR to develop a rounded understanding of RPF from, as Ulrich et al. (2011) describe it, the outside-in, in terms of stakeholder interests, environmental, cultural and situational factors (e.g. digital age, millennials), and from the perspective of the individual-collective, namely individual ability, organizational capabilities, HR-related policies and outcomes, and long-term consequences. Once these details are known, it will become easier for HR and management to identify where and how EE, EI and motivation could be integrated into the broader SHRM framework.




Figure 1: Adapted Harvard Model
[image: ]
(Adapted from Beer 1984, p. 16 & Ulrich et al. 2011)

4.2. [bookmark: _Toc512584813] Step 2: Understanding the Concepts, Advantages and Disadvantages of EE & EI
Equipped with a holistic understanding of RPF, HR should then seek to understand the concepts, advantages, as well as disadvantages and remedies for potential setbacks of EE and EI. The following analysis, therefore, seeks to do just that.

4.2.1. [bookmark: _Toc512584814] EE and EI: Concept & Advantages
EE can be understood as an employee’s sense of purpose, involvement, commitment and belonging, demonstrated through their efforts, drive, adaptability, personal connection to the organization’s values, and motivation to help the organization succeed, set against the backdrop of an organizational culture which (i) exhibits high levels of trust, fairness and equitable treatment between and amongst the employer and its employees, and (ii) offers a sustainable and challenging workload, an empowering work environment, and recognizes staff achievements (Maslach & Leiter 1997; Gebauer and Lowman 2009; Macy et al. 2009; Mone et al. 2011). Deloitte, in its 2015 Global Human Development Trends report, listed EE as one of its top ten global trends, in that organizations were seeking to improve EE practices by changing their performance management processes so as to focus on coaching, feedback, mentorship, bottom-up feedback (so managers can also improve) and development and training for career advancement. Additionally, CIPD (2018a) cites the importance of EE in terms of a, “mutual gains view of motivation and people management,” (pgph 1.) which concludes that, “[e]mployees who have good quality jobs and are managed well, will not only be happier, healthier and more fulfilled, but are also more likely to drive productivity, better products or services, and innovation” (pgph. 1). Thus, EE advantages can include better outcomes in terms of recruitment and retention; higher employee satisfaction and loyalty; increased revenue; a reduction in voluntary turnovers, which in turn reduces costs for hiring and training new staff; and more positive relationships overall (Gibbons 2006; Mone & London 2014; Radda et al. 2015; Graban 2016). 
EI, on the other hand, can be understood as any management practice that empowers employees to make decisions over how they organize and carry out their work, which motivates their performance through empowerment (both operational and psychological); helps to enhance their knowledge, skills, and abilities; leads to higher job satisfaction and better decision-making; lowers staff turnover; and increases productivity – advantages which have been linked to improved organizational performance and outcomes (Becker et al. 1997; Fenton-O’Creevy 1998 & 2001; Laschinger et al. 2001; Combs et al. 2006; Yang & Konrad 2011). Thus, it is clear that EE and EI can bring significant advantages to RPF if done right. At the same time, it is also important to consider possible disadvantages, so as to already begin determining how they can be overcome.


4.2.2. [bookmark: _Toc512584815] Improved EE and EI: Possible Disadvantages and Remedies
Disadvantages and other problems which may arise as a result of improved EE and EI could include: increased pressure on managers who must focus on closer engagement with their staff, which can leave little time for their own professional development; significant costs related to staff time to implement, with no guarantee of success; a possible lack of interest and even non-willingness of staff to engage and/or who want to have influence over their own decisions; delays and/or divergent thinking when it comes to complex decision-making; and possible resistance by managerial staff, who may perceive increased EE and EI as a threat to their own self-interest (e.g. job loss, delayering) (Fenton-O’Creevy 1998; Federman 2009; Robertson-Smith & Markwick 2009). However, being armed with this information already puts RPF at an advantage in that it can already start strategizing on how to avoid these negative consequences, which Markos and Sridevi (2010) succinctly summarize:
Managers should enhance two-way communication, ensure that employees have all the resources they need to do their job, give appropriate training to increase their knowledge and skill, establish reward mechanisms in which [a] good job is rewarded through various financial and non-financial incentives, build a distinctive corporate culture that encourages hard work and keeps success stories alive, develop a strong performance management system which holds managers and employees accountable for the behaviour they bring to the workplace, place focus on top-performing employees to reduce their turnover and maintain or increase business performance (p. 94-95).

Thus, HR and senior management must already have buy in and understanding from managerial staff before embarking on a PoA for enhancing EE and EI. This would require their being involved with the process from the very beginning, thereby fostering a greater sense of ownership over the PoA’s success. From here, HR and management would work together to (i) expand RPF’s staff base by seeking to hire employees and volunteers who are motivated, challenged, and personally and highly dedicated to RPF’s socially meaningful mission (Atkinson 1964; Crewson 1997; Onyx & Maclean 1996; Wright 2007), as well as (ii) instil and/or further strengthen trust, fairness and empowerment within RPF’s OCCI organizational culture (Maslach & Leiter 1997; Mone & London 2009; Gebauer & Lowman 2009; Macey et al. 2009). Based on this, it becomes clear that EE and EI can both offer significant benefits to RPF, so the next steps would be to better understand what drives employee motivation and develop targeted recommendations that can eventually be formulated into an operational PoA, based within the broader and longer-term SHRM framework of RPF.

4.3. [bookmark: _Toc512584816] Step 3: Understanding Employee Motivation through Maslow and Herzberg
Bearing in mind the advantages of EE and EI, understanding what drives employee motivation will also be critical to the success of RPF’s expansion and SHRM framework. In this regard, HR should consider, as a starting point, the following perspective which combines the Maslow hierarchy of needs model (Figure 1) with Herzberg’s two factor (motivators/hygiene)[footnoteRef:2] theory into two main categories of motivation: (i) motivators, which are intrinsic and refer to self-actualization and esteem needs, including achievement, the work itself, recognition, responsibility, and opportunity for growth/advancement, and (ii) hygiene factors, which are extrinsic and refer to social (i.e. love and belonging), safety and physiological needs, including interpersonal relationships, policies/administrative procedures of the organization, conditions of work, supervision, job security, and pay/benefits (Samuel & Chipunza 2009, p. 412; Ozguner & Ozguner 2014, p. 213). From this, the current perspective of this paper argues that EE and EI fall into both categories as they link to self-actualization, esteem and love and belonging (see Figure 3), in the sense that opportunities to be engaged and involved professionally can foster senses/feelings of connection and belonging to an organization. Thus, it can be argued that EE and EI act as the motivational lynchpins that will help attract, develop and retain employees/talent as part of RPF’s long-term SHRM framework. Along these lines, herewith some initial ideas on how RPF can go about enhancing motivation, based on the framework in Figure 3: [2:  See Appendix II for more a detailed description of these two theories.] 

· For self-actualization (motivator), HR would ensure RPF offers opportunities for training/development (including on-demand options) and career advancement, and that challenging projects were available to employees and/or volunteers who would have total influence and decision-making power over the activity.
· In terms of esteem (motivator), HR could support managers by developing reward systems to recognize achievements, official titles and job descriptions for all position types (employee, volunteer), and manager-employee-volunteer working groups to share good practices, generate new ideas, learn about the different environmental and cultural contexts within which RPF operates (especially internationally), and gather constructive feedback from the bottom up. HR could also emphasize the collaborative setting of goals between managers and employees/volunteers (Mone & London 2009), including the setting extreme, or stretch goals (Sitkin et al. 2011; Deloitte 2015), which can motivate higher employee performance because they demand creativity, innovation and fresh thinking in order to be achieved (Hamel & Prahalad 1993; Rousseau 1997).
· With respect to love and belonging (motivator and hygiene factor), HR can help to foster a strong sense of community by enhancing EE and EI (e.g. through a PoA), and by regularly organizing social activities, events and gatherings outside of work, some of which would be family-friendly, so managers, staff and volunteers alike can get to know each other and even develop friendships. 
This report will now make recommendations on what RPF needs to do to achieve this threshold.


Figure 2: Maslow Model
[image: ]
(McLeod 2017)
Figure 3: EE & EI as Lynchpins the Lynchpins between Maslow and Herzberg 
[image: ]
(Adapted from the ideas of Ozguner & Ozguner 2014, and McLeod 2017)

5. [bookmark: _Toc512584817]Recommendations: RPF’s Way Forward 
In order to expand its staff-base, tackle digital age and millennial challenges, enhance EE, EI, and motivation, retain talent, advance its mission, and reinforce its OCCI organizational culture, RPF needs a SHRM framework and PoA that accounts for these elements. To achieve this, the following is recommended: 

With HR in the lead, develop a holistic, yet flexible SHRM framework and PoA, in close cooperation with senior and line management, to ensure buy-in, understanding, and a sense of ownership over the framework’s success, which: (i) embrace and adapt to the digital age so employees and volunteers alike can easily connect with and contribute to RPF’s mission from anywhere; (ii) listen to and include millennials, since their desires, needs, values and leadership will shape the organization’s culture into the future (Deloitte 2015); and (iii) aim to enhance EE, EI and employee motivation by:
· Step 1: Combining SHRM perspectives (Beer and Ulrich) to develop a holistic understanding of RPF’s internal and external operating environments;
· Step 2: Understanding the advantages of EE and EI for enhancing employee motivation; and
· Step 3: Understanding how employee motivation can be achieved through the lenses of Maslow, Herzberg, and EE and EI.

6. Conclusion
This study argued that enhancing EE, EI and motivation is key for RPF’s future endeavours with respect to expanding its employee-base, advancing its mission, and strengthening its OCCI organizational culture. In addition to conveying the importance of EE, EI and employee motivation, it has also made recommendations on how to achieve them. The report has also considered challenges and suggested potential processes for achieving these objectives with HR in the lead for developing a SHRM framework and PoA. In conclusion, this report maintains that EE and EI, as the broader lynchpins of employee motivation, are critical to RPF’s expansion and continued success. 

[bookmark: _Toc512584818]Appendix I: A Short Background of RPF
The idea of RPF began in 2006 after the Director of Computer Science Studies at St. John’s College in Cambridge, Eben Upton, noticed a drop in the number, talent level and quality of incoming computer engineering students (Severance 2013). Unlike the 1980s, when young people experimented with bulky home technologies connected via numerous intertwining sets of cables out of natural curiosity, young aspiring contemporary programmers did not. To help rectify this, Upton set out on a mission, “to get us back to that 1980s world, where every child who wanted to be a computer programmer had a machine to learn on” (Severance 2013, p. 14). This eventually led him and a group of friends to found RPF in 2009, with a mission, “[t]o put the power of computing and digital making into the hands of people all over the world,” (RPF 2017, p. 4). In other words, RPF would produce a cheap computer (e.g. $25 or less) capable of showing young people what was inside, as well as inspire them to write their own basic programs (Severance 2013) – an excellent market opportunity to be realized. 
Notwithstanding this opportunity, RPF was denied government support in 2009, and despite the launch of a UK government strategy in 2010, which sought to provide better support to third sector organizations as a means to train a new generation of volunteers, build local networks and leadership, and bring neighbourhood groups together (Hurd 2010), RPF, “went on to become the most successful British computer ever made…[with] more than 10 million units sold in less than five years” (Dunn 2017, pgphs. 1 & 4). In the end, the relevance of RPFs mission attracted leadership support from His Royal Highness Andrew Edward, the Duke of York, who acts as Patron for the Board of Trustees, as well as significant financial support from Google, Microsoft, and the European Space Agency, amongst numerous others – all of which are a testament to RPFs relevance, importance, and overall success.

[bookmark: _Toc512584819]Appendix II: Maslow & Herzberg Summarized
The Maslow’s hierarchy of needs portrays a hierarchical group of human needs. It consists of five motivational groupings (physiological, safety, love and belonging, esteem, self-actualization) with lower needs at the bottom, higher ones on top. Lower needs must be attained first, before moving on to others (Wallace et al. 1997). Herzberg’s two-factor theory, which has extended the Maslow Model (Mullins 2005, p. 485), argues that employee motivation is generated by factors which are internal, rather than external, to an employee’s specific work. The two factors are (i) motivators, which are intrinsic and include achievement, work itself, recognition, responsibility, opportunity for growth/advancement, and (ii) hygiene factors, which refer to interpersonal relations, company policies and administrative practices, working conditions, supervision/status, job security, and pay/benefits (Ozguner & Ozguner 2014, p. 213). For Herzberg, the former is the main motivating factor, while the latter can impede motivation, but must nonetheless be present in the workplace so employees are happy (Samuel & Chipunza 2009, p. 412).
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