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Executive Summary
Raspberry Pi Foundation currently employs 100 staff at Pencoed, Mid Glamorgan, this figure is set to increase dramatically. The foundation has charitable status.
The managing director wishes to make changes to implement employee engagement and involvement and therefore improving staff morale and performance.  
A report has been produced to look at the 
· 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?
· Executive Summary

There are several benefits engaging staffs.  These include having staff which are committed to the organisation as they are valued as assets, their work and effort is recognised, they are able to learn, development, take ownership of task and therefore, achieve work satisfaction.  Having an awareness of the factors which lead to satisfaction, engagement and motivation is important.  Focusing on the motivation factors alone without the hygiene factors would not be what Raspberry Pi aspires to in term of optimum performance. 

It was found that improving employee experience is most sought after across industries and therefore, is a challenge for organisation.  However, having a culture of engagement would lead to talent management and retention.  All of these would work only if it fits into the strategic direction of the organisation.  The staff and managers and HR has to understand where they all fit into the strategy of the organisation.  The organisation also has to be aware of how it is aligned with its external environment, its resources and its values, so that its practices and policies work.
Raspberry Pi strategy is:
· Focused on impact
· Community-led
· Open and collaborative

Therefore, it should apply those principles to how it works and engages with its staff.  Moreover, it can use if technological knowledge in developing a digital engagement tool based on existing ones.
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Introduction

[bookmark: _Hlk512868968]Raspsberry Pi Foundation is a charity based in the UK, which was set up in 2008 with a purpose to “further the advancement of education of adults and children, particularly in the field of computers, computer science and related subjects” (Raspberry Pi Strategy 2018 – 2020). They aim to do this by educating people around the world to make and create digital products.  Raspberry Pi holds a trading subsidiary which makes affordable and accessible computer solutions for people around the world to learn digital programming and making.

[bookmark: _Hlk512868987]Raspberry Pi currently employs 100 staff and are based in Pencoed.  It is a fast-growing organisation which has sold over 17 million Raspberry Pi computers within the first five years of launching their first hardware.  Moreover, in 2017 they merged with a global volunteer led organisation, CoderDojo Foundation.  The merger boosted their work towards digital creativity and engagement of young people (Raspberry Pi Annual Review 2017).

A report is requested for senior managers to look at greater employee engagement and involvement.  This report is to be produced by middle management operating within the Human Resources Function of Raspberry Pi.  It will look at the concept of employee engagement and involvement.  Potential barriers and problems will also be explored.  Finally, recommendations will be made for:
· senior managers to consider actions to be taken
· HR to consider their role in supporting management



Employee Engagement and Involvement

[bookmark: _Hlk512868997]Employees are assets to organisations.  They are human capitals and their value comes from their skills, talent, motivation, commitment to the organisation and to change (Becker et al. 1997).  As any organisation, Raspberry Pi needs to remain competitive by tapping into its human capital and consider how to improve the motivation, commitment and performance of its employees.

[bookmark: _Hlk512869002]With regards to the Third Sector, we consider the increasing focus on co-production.  A “doing with” rather than a “doing to” model (Copronet.wales, 2018).  This method is valued and encouraged in the Third and Public Sector as it has shown to have the biggest success when delivering services. Therefore, it could be applied to the staff too.  Looking to achieve the aims and objectives of Raspberry Pi by engaging and involving its workforce.

HR Models
[bookmark: _Hlk512869010]There are different models of HR which has looked at how to improve performance and productivity, i.e. the soft and hard model of Human Resources Management.  The hard model is devoid of engagement and sees staff as one which is directed and managed and controlled to deliver, without any personal individual input.  However, the model which assumes an increase in staff commitment to organisations, as well as better job satisfaction and feelings of self-growth is that achieved through the “soft model” (Gratton et al.,1999).  Therefore, if staff are not engagement, but merely used as a resource for performance and not a resource to develop towards self-sustainable performance; there is a risk of non-commitment to the organisation. It can lead to demoralisation, disengagement and high absenteeism which translate into high turnover of staff.

[bookmark: _Hlk512869015]Staff have positive attitude, self-direction and motivation to grow under the right conditions (McGregor, 1960).  Those conditions include one where staff development is fostered, and they are given the freedom to take responsibility and be creative.
[bookmark: _Hlk512869050]
Frederick Herzberg - Motivation Theory
Going beyond the soft and hard approach is the factors which can lead to satisfaction and dissatisfaction.  It is essential to be aware of the relationship between those two factors: hygiene and motivation.  If Raspberry Pi is to get the best out of its human resource, it must have an awareness of those two factors and how it affects its employees.  Figure1, (BusinessBall)  below illustrate what role each of those factors play.  The hygiene factors alone are not sufficient to get fully engaged and dedicated workforce.  It requires the motivation factors; staff growth, freedom, recognition and work objectives.  This can be compared to Maslow Hierachy of Needs.  Once the basic needs are met, only then does self-actualisation occur, where individuals achieve their potential.

[image: ]
Figure 1

Smart Simplicity
[bookmark: _Hlk512869057]According to Yves Morieux, who is an expert in corporate transformation, organisations can and should move away from traditional HR management practices (TedTalks, 2014).  Maximising human resources is engineered.  Being close to the resources, understanding them, engaging them, empowering them, getting them to work with each other, getting them to be accountable today for the reality and profitability of tomorrow.  Engagement is co-designed and co-powered. For that to happen, Raspberry Pi has to be close to the people and their experiences.
Strategic Fit
It is essential for engagement and involvement to be part of the strategy of the organisation.  Implementing practices which does not deliver value to the organisation and its stakeholders would cause a misalignment of resources and goals.  Using the resources and having policies and practices which fits in with the business strategy of the organisation (Gratton et al. 1996).  Therefore, when considering development and training of the staff, for example, if there is no fit with the strategy, then it serves neither the organisation, nor the employees.  Sending staff on training for the sake of it achieves very little in motivating the staff.  Recognition of the value it brings to both the employee and the organisation matters.

[bookmark: _Hlk512869072]Harvard Model (Beer, 1984) in Figure 2 shows the relationship between the environment, stakeholders, HR policies and how that leads to commitment and ultimately to the aims of the organisation.  
[image: ]
Figure 2
Therefore, before implementing new ways of working, this flow can be studies, otherwise, there is a danger of not getting the desired benefit.

[bookmark: _Hlk512869116]Strategic Human Resources Management has been development further by Dave Ulrich.  According to Ulrich's model, it is the changing focus from looking within the organisation and its performance to looking out and waking up to the fact that a key strategic stance is to consider how external factors can impact on our performance and goals and using this to our advantage. Not being insular but integrating to the outside world as a strategy.  

Global Human Capital
[bookmark: _Hlk512869126][bookmark: _Hlk512869131]Raspberry Pi can learn from the research done by others, such as Deloitte’s Human Capital professionals.  Moreover, with its merger, Raspberry Pi is a global organisation.  Improving the employee experience is important (Deloitte, 2017).  The employee experience is throughout the human life cycle, from designing the job description, to recruitment, induction, development and exit. In building this work experience, Raspberry Pi will be establishing what contributes to a culture of engagement and involvement and how this leads to higher motivation and job satisfaction.  Culture and engagement rated highest across all the industries in terms of importance and challenge to develop a strategy (Deloitte, 2015).  Figure 3 below, shows the contributors of positive employee experience (Deloitte, 2017).  The employee experience cannot happen in isolation of the employee.  Collaboration and communication is crucial, as seen above.  Flexible work environment, agile performance management, training and development can be achieved, co-designed and co-delivered with the employees.

 
[image: ]
Figure 3

Engagement is a challenge as failing to deliver can lead to a talent drain.  Raspberry Pi is a growing organisation and need to keep and develop its talent.  Losing out to the competition or other organisation as would interrupt its flow, leading to cost in recruitment and forming new staffs.

Deloitte (2017) also refers to the aim of having a positive impact on society and policies which is a reminder of Ulrich's outside/in model of creating value through the functions of the organisation and looking at the whole context; social, technical, economic, political etc, as well as looking at HR Practices through performance, the staff, work and communications. For example, In Deloitte, the new rule is about how people relate to each other, and on coaching instead of performance management. 

The Business Context
The HR strategy should meet the business context and all that impact upon it, such as considered with the Harvard Model and Ulrich’s Model.  In implementing a culture of engagement and involvement, Raspberry Pi must be aware of the impact of its environment.  What are the external factors that may affect Raspberry Pi as it continues to develop and grow?  It has to be aware of those.  
For example:
· the law has changed to allow for requests of flexible working
· [bookmark: _Hlk512869144]the Welsh Government’s Equality, Local Government and Communities Committee was recently receiving evidence regarding pregnancy and maternity in the workplace (Senedd.tv, 2018). 
· With an expanding organisation, and poor transport links to the current location of the organisation, how else to we ensure we retain talent or even implement agile working. 
· How to take advantage of the digital inclusion agenda strategy of Welsh Government.  

[bookmark: _Hlk512869150]The aim is to have a congruent organisation where its environment, resources and values (Stredwick 2010) as shown in Figure 4.
[image: ] 
Figure 4

Conclusion
There’s lots to think about with regards to improving staff engagement and involvement.  There are advantages to what it brings to the organisation in terms of commitment and staff satisfaction.  Raspberry Pi Foundation is an organisation with ambitions of being inclusive and having a focus on learning, therefore, it has to consider how this strategy fits in with the implementation of a practice for a culture of engagement.  An understanding of what assumptions are made about our staffs when implementing a soft model of HR.  Moreover, being aware this is not the only model to focus on as there are more forward-thinking ways of leading to transformation in the workplace for change in behaviour.  

With an awareness of what leads to motivation, comes the understanding that it all fits in within the organisation.  Without a strategic fit and proper alignment of the environment, resources and values, the organisation would simply be copying what others are doing without proper relevance and match to what it does and aspires to.  However, with the correct assessment of the above, this can be implemented to improve the performance of the organisation and the staff satisfaction and retention.


Recommendations

1)  Leading by example
[bookmark: _Hlk512869165][bookmark: _Hlk512869171]Raspberry Pi Foundation has a Strategic Plan 2018 – 2020 which focuses on its trajectory and how it plans to achieve it.  For it to succeed, everything it does has to align towards that strategy and the end goals.  The organisation aims to work in a way which has an impact, which is transparent, which focuses on learning and works in a collaborative manner.  Currently in the Third Sector, Charities have had a lot of bad press (Management Today, 2018) and there is an emphasis on building trust (Civil Society, 2018).  This is an opportunity for Raspberry Pi Foundation to be a model as well as an inspiration which demonstrates that it applies its strategy internally, to bring value externally.  To do so, it will have consult with the staff and managers and find out where it stand currently in terms of engagement and involvement.

2) HR’s Role
[bookmark: _Hlk512869179]HR has an opportunity to be an active role in supporting senior managers in achieving the strategic aims of the organisation.  As employee engagement and involvement brings value to the organisation, HR can be an important partner to senior managers by bridging the gap and facilitating communications between the employees and line managers.  For example, by representing the concerns of employees, this can lead to increased commitment, as well as increased performance when those concerns are addressed (Henderson, 2008).

[bookmark: _Hlk512869184]Therefore, HR could innovate by introducing a culture of communication and sharing of ideas and suggestions.  It could consider a solution such as that developed by CulturVate (CulturVate.co.uk), or in fact, Raspberry Pi could look at developing their own digital solution bespoke to their organisation and in collaboration with its employees.
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