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Executive Summary
This briefing paper focuses on the changing and developing role of Raspberry Pi Foundation’s HR function in relation to an increasingly diverse and international workforce, the need for continuous improvement, as well as focusing on rewards. The document follows on from the previous report titled ‘greater employee engagement is the way forward’.
Globalisation is an important concept for Raspberry Pi Foundation to consider, one which offers an opportunity for the organisation to further its long term strategic goals by accessing a larger market (i.e. community) of educators, volunteers and parents who want to help young people learn computing and digital making skills.
The increased complexity of human resource management in the international context should be noted and considered by Raspberry Pi Foundation, along with the six factors that lead to this increase. The international model for human resource management presented by Morgan (1986) should be implemented by the organisation also, tailoring and improving as appropriate.
The report presents Hofstede’s Culture Framework as a means of categorising culture and understanding differences between societies. Raspberry Pi Foundation should consider this framework and ensure that any international developments are, where possible in the initial phase, in countries that complement the organisations values and ways of working, to improve business success and limit the effects of a culture clash.
Raspberry Pi Foundation will need to implement a consistent approach to talent management which takes into account regional and culture differences of the different countries that the company will be based in. Similarly, the organisation should implement an international reward strategy that allows each subsidiary to set up its own approach to reward so that local knowledge about culture and the wider environment is utilised.
Raspberry Pi Foundation’s expansion is an ample time for the company to start to fully utilise and leverage the power of data in HR activities (and wider services) to continuously improve performance across the organisation, noting the need for appropriately skilled staff and robust data security.

1.0 Introduction
This briefing paper has been requested by the Managing Director of Raspberry Pi Foundation (hereby abbreviated to “RPi”), and follows on from the previous report titled ‘greater employee engagement is the way forward’. 
This paper considers the changing and developing role of the HR function in relation to the following areas:
· An increasingly diverse and international workforce;
· The need for continuous improvement in RPi;
· The employee demand for improved rewards and a work-life balance.
The information and analysis presented in this document serves to enable RPi to effectively design and implement policies and procedures that service to deliver upon the strategic aims of the organisation.
While the initial report on employee engagement focused on human resource management (HRM) in the domestic context, this briefing document (particularly section 2) focuses on HRM in the international setting, given RPi’s plans to increase its international profile.
1.1 Strategic Aims of RPi
One of RPi’s four long term goals from the Strategy 2018-2020 is ‘to mobilise and support a huge community of educators, volunteers, and parents who want to help young people learn computing and digital making skills.’ (RPi; Raspberry Pi Foundation Strategy 2018-2020, 2018).
With the company growing to over 2,000 employees, RPi is continuing to deliver and support this goal, but with plans to expand further and increase its international profile, this paper outlines the key considerations that should be reflected upon, the main challenges that will be faced, and how HR needs to respond to these changes over the next 5-10 years.
2.0 What is Globalisation?
Economics Online state that ‘globalisation refers to the integration of markets in the global economy, leading to the increased interconnectedness of national economies.’ (Economics Online; Globalisation). Globalisation is an important concept for RPi given its intention to expand and increase its international profile.
While globalisation can have its disadvantages such as increased risk associated with the interdependence of economies, in the context for RPi and its long term goals and values, the organisation can benefit from access to larger markets to support helping young people learn computing and digital making skills (Economics Online; Globalisation). The larger markets can result in more volunteers and employees for RPi to access in order to further its strategic objectives.
2.1 International HRM
Following on from the initial report regarding employee engagement, it is important that a distinction between domestic and international HRM is made. Dowling et al. (2007) argue that the complexity of operating in different countries is a key variable that differentiates the two, rather than differences between the HRM activities involved. Dowling (cited in Dowling et. al, 2007, p. 5) attributes six factors which lead to this complexity in the international context:
1. More HR activities;
2. The need for a broader perspective;
3. More involvement in employees’ personal lives;
4. Changes in emphasis as the workforce mix of expatriates and locals varies;
5. Risk exposure;
6. Broader external influences.
These factors and the increased complexity of HRM in the international context should be noted and considered by RPi.
Pertinent questions that the HR department and wider organisation must be asking are:
· Does RPi have a strategy for becoming an international firm?
· What type of managers will RPi need to be successful? 
· How does RPi manage knowledge across geographical and cultural distance? (Brewster et al., 2011, p. 8-9).
2.2 A Model for International HRM
Morgan (1986, cited in Dowling et al., 2007, p. 3) offers a three-dimensional model for international HRM which takes into consideration HR activities, types of employees and countries; the model which RPi should implement, tailor and refine can be seen below:
[image: ]Source: Morgan (1986, cited in Dowling et al., 2007, p. 3)
2.3 Hofstede’s Culture Framework
By understanding other national cultures' values, attitudes and behaviours, RPi can gain greater insight into how cultural norms manifest in different countries and contexts. One such framework for categorising culture has been that of Dr Geert Hofstede, which provides a useful means to understand differences between societies, which is especially important for employees working on an international basis; understanding the culture of the country they're based in, and the differences from their own culture will improve working relationships and business success for RPi (CIPD; International Culture Factsheet, 2016).
Psychologist Dr Geert Hofstede published his cultural dimensions model at the end of the 1970s, based on a decade of research studying employees at IBM from more than 50 countries. Initially, Hofstede identified four dimensions that could distinguish one culture from another, but later added a fifth and sixth dimension, in co-operation with Dr Michael H. Bond and Dr Michael Minkov. These are:
· Power Distance Index (high v. low);
· Individualism v. Collectivism;
· Masculinity v. Femininity;
· Uncertainty Avoidance Index (high v. low);
· Pragmatic v. Normative;
· Indulgence v. Restraint (Hofstede et al., 2010 cited in MindTools, 2018).
While Hofstede’s framework has become an internationally recognised standard for understanding cultural differences (MindTools, 2018), it should be noted that the initial framework used data from the 1970s, and as such could be outdated due to significant changes to the environment from that time. Furthermore, the dataset was from one organisation (IBM) which could skew the results, as the culture of IBM is not necessarily the same as other organisations and sectors. The framework was updated by Hofstede et al. in 2010 to combat these issues however, as stated above.
RPi should consider each of these dimensions and ensure that any international developments are, where possible in the initial phase, in countries that complement the organisations values and ways of working, to improve business success and limit the effects of a culture clash:
· Power Distance Index (PDI): a country with a low PDI, where supervisors and employees are considered almost as equals;
· Individualism v. Collectivism (IDV): a country with low IDV where people work for intrinsic rewards;
· Masculinity v. Femininity (MAS): a country with low MAS which is relationship orientated;
· Uncertainty Avoidance Index (UAI): a country with low UAI which is open to change or innovation, and generally inclusive;
· Pragmatic v. Normative (PRA): a country which is normative where values and rights are emphasised;
· Indulgence v. Restraint (IVR): a country with high indulgence that focuses on personal happiness (MindTools, 2018).
2.4 International Talent Management
A consistent approach to talent management is an important aspect for RPi, while taking into account regional and cultural differences of the different countries that the company would be based in. Talent management is therefore a key element in a successful people strategy, focusing on improving employee engagement and commitment and encouraging high performance and retention rates (CIPD; International Talent Management Factsheet, 2016).
RPi should consider the following issues when looking at international talent management:
· Managing the talent pipeline;
· Understanding the economic, social, legal and political infrastructures which impact on different talent flows;
· Developing relationships with universities and business schools to secure future talent from a known resource;
· Using global IT systems to create databases of internal talent pools;
· Creating skilled and competent teams of recruiters in different geographies;
· Managing recruitment suppliers on a global basis, introducing speed, cost and quality controls, the use of preferred partners, branding messages and ensuring audit trails to protect against legal issues associated with global diversity (CIPD; International Talent Management Factsheet, 2016).
3.0 Total Reward
The concept of total reward is explored by CIPD (Strategic Reward and Total Reward Factsheet, 2017) and encompasses all aspects of work that are valued by employees, including elements such as learning and development opportunities, and an attractive working environment which are important for RPi’s largely voluntary workforce as pay isn’t the sole motivator. RPi’s voluntary workforce place a great emphasis on intangible benefits, which can affect the level of commitment given to their job.
Total reward has wide-reaching implications for cultural change in organisations as it can focus in part on employee empowerment, and has the potential to be very powerful management tools and change catalysts for RPi (CIPD; Strategic Reward and Total Reward Factsheet, 2017).
Examples of total reward that RPi will need to implement in order to enhance recruitment, retention and performance levels are:
· Flexible benefits (a good work-life balance);
· Access to professional and career development;
· A challenging role;
· Freedom and autonomy;
· Opportunity for personal growth;
· Recognition of achievements;
· Capacity to raise matters of concern (CIPD; Strategic Reward and Total Reward Factsheet, 2017).
Total reward has a particularly strong potential to enhance the reputation of RPi as an employer of choice through its capacity to place a value on the non-basic pay or wider non-financial benefits of working for an organisation (CIPD; Strategic Reward and Total Reward Factsheet, 2017).
Drawbacks of total reward that RPi should be aware of are:
· Some rewards are easier to provide than others;
· Attempting to measure or weigh the value of certain reward against one;
· The need to educate staff by communicating the value of the reward package and what the strategy aims to achieve;
· Cynicism among some employees that total reward is no more than a cost-cutting strategy (CIPD; Strategic Reward and Total Reward Factsheet, 2017).
3.1 International Reward 
While any reward strategy must reflect an organisation's compensation philosophy, there are many additional factors RPi must consider when considering reward in an international context. Cultural differences may affect the way employees view the effort-reward relationship and also the perceived attractiveness of various perks or benefits. If RPi is to select countries that are of different cultures to the UK for expansion, then this could come into consideration (CIPD; International Reward Factsheet, 2016).
In order for RPi to implement an international reward strategy, the organisation should allow each subsidiary to set up its own approach to reward, so that local knowledge about culture and wider environment is utilised to create an attractive package, bespoke to the country. RPi should be aware that this lack of control can lead to escalating costs and inconsistencies across the company, but the emphasis should be on non-financial rewards such as opportunities for learning and development, as well as ‘voice’ and quality of working life (CIPD; International Reward Factsheet, 2016).

4.0 Use of Data
HR analytics is the use of people-data in analytical processes to solve business problems. HR analytics can enable RPi’s HR practitioners (and management) to gain insights into the workforce, HR policies and practices, with a focus on the human capital element of the workforce, and can ultimately inform more evidence-based decision making. HR analytics can be applied to virtually any aspect of HR activity with the following advantages:
· Enhancing employee morale;
· Driving business performance;
· Improving retention (CIPD; HR Analytics Factsheet, 2017).
With RPi expanding to over 2,000 employees and intentions to expand further, it is an exciting opportunity for HR to maximise the use of data in its activities (and wider organisation). This will help RPi in its need for continuous improvement, by harnessing and leveraging the power of data.
Deloitte’s 2018 Global Human Capital Trends survey states that 84% of respondents viewed people analytics as important or very important, with the document noting that the use of workforce data to analyse, predict and improve performance having exploded in practice and importance over the last few years, and more growth forecasted.
RPi should note this surge and the benefits that data can bring, but should ensure that its HR staff have the relevant analytical skills required, and be very aware of the risks and ethical questions about data security, transparency and the need to ask permission, particularly with the introduction of GDPR in the UK in May 2018. RPi will need robust security safeguards, transparency measures and clear communication around its people data efforts to ensure there isn't implications and a backlash over data abuse (Deloitte; 2018 Global Human Capital Trends).
5.0 Main Conclusion
For RPi to note the increased complexity of operating in the international setting in relation to HRM.
5.1 Recommendations
RPi should:
· Consider the concept of globalisation and how access to a larger market/community can help further its long term strategic goals;
· Note the increased complexity of HRM in the international context, and implement the international model of HRM presented by Morgan, tailoring and improving as appropriate;
· Consider each dimension of Hofstede’s Culture Framework and ensure that any international developments are, where possible in the initial phase, in countries that complement the organisations values and ways of working, to improve business success and limit the effects of a culture clash;
· Implement a consistent approach to international talent management, which takes into account regional and cultural differences of the different countries the company would be based in;
· [bookmark: _GoBack]Implement an international reward strategy that allows each subsidiary to set up its own approach to reward;
· Fully utilise and leverage the power of data in HR activities (and wider services) to continuously improve performance across the organisation, noting the need for appropriately skilled staff and robust data security.
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