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Executive Summary
The Raspberry Pi Foundation (RPF) is a foundation of charitable status based in Pencoed, Mid Glamorgan. It employs 100 staff currently and this figure is set to increase dramatically. This report covers the concepts of Employee Engagement and Employee Involvement and the theories underlying this. The foundation was started in 2008 as a UK based charity with the purpose to further the advancement of education of adults and children in the field of computers and related subjects. RPF is a third sector organisation with most of its employees being volunteers and a few being paid staff. This means that to attract and retain the right talent, management via HR should ensure that employees are highly motivated and want to keep working in the foundation.

 Greater employee engagement was identified as the way forward for RPF. Being a third sector organisation with volunteers and operating under VUCA in a talent led economy, RPF can only thrive and meet the challenges of the future only if employees are engaged and have a voice in the organisation. The needs of employees in the foundation were assessed by using the theory of hierarchy needs by Maslow (1943). Hertzberg’s two factor principle was used to ensure that employees are not dissatisfied with their work and are motivated. This creates a breeding ground for employee engagement and involvement. Employee engagement is to be achieved by using a soft HR approach via the Beer et al (1984) model, E-V-R congruence and marginal gains.

It was recommended that High commitment HRM should be implemented in the foundation. This is the idea that a set of Human Resource practices has the potential to bring about better performance in organizations. Operating in a VUCA environment and a talent led economy mean that the best talents will have to be competed for and also retained. This can be achieved through High Commitment HR. 

It was also recommended that a marginal gains approach should be adopted. The idea behind marginal gains is that 1% performance can lead to an individual or organisations achieving their overall goals. A team should be set up by the foundation to assess the 9 areas of the employee life cycle and this would ensure that greater employee engagement is achieved at RPF.

Introduction 
Raspberry Pi Foundation for the purpose of this report will be referred to as RPF or the foundation. One of the reasons it was set up was the growing concern, both in the Uk and internationally, about the failure of educational systems to prepare young people in a world shaped by digital technology (RaspeberriPi, 2018).  It is UK based charity that was started in 2008 with the aim to advance further the education of children and adults in the field of computers and related subjects (RaspberiPi, 2018). 
RPF employs 100 staff currently and this figure is set to rise dramatically. Although UK-based charity, it has global ambitions (RaspeberriPi, 2018). In order to position RPF for this, senior management think employee engagement/involvement through motivation is the key to achieving this. Being the best suited department for this, HR has been requested to produce this report to help achieve the foundations aims. The report will use motivational theories to address motivation within third sector organisations and in particular RPF. It will also focus on employee engagement (EE) and Employee involvement (EI) and how this can be achieved.
1. Employee Motivation
Mullins and Christy (2010) describe motivation as the direction and determination of carrying out an action. The Cambridge (2018) dictionary defines it as enthusiasm for doing something.  Krech et al. (1962) offers a much more detailed definition. They describe it is as being concerned with why individuals choose a certain course of actions in preference to others, and why they continue with a chosen action over a long period and  even during sever challenges and difficult times. Employee motivation is therefore giving employees a reason to take certain actions that benefits the organisation. The long-term goal is to motivate employees at RPF so that they become engaged and involved in the organisation. This is discussed further in this report.  People can be motivated by a variety of reasons and this can be by way of tangible reward as in extrinsic motivation or by physiological rewards (Mullins and Christy, 2010). Motivation is an individual phenomenon (Mullins and Christy, 2010) and what works for one person may not work for the other. For example, providing breakfast at work to a person who skips this meal on preference will not have any motivation value what so ever to that person. HR in its attempt to motivate RPF employees should bear this in mind and account for individual differences. The foundation is a third sector organisation with most of its employees being volunteers and a few being paid staff. Management need to find out the best way to keep them motivated and to achieve this, two motivational theories will be used; Maslow’s theory and Hertzberg 2 factor principle. These two theories have been chosen because they have a clear relationship (Mondy et al., 1940, cited in Ozguner and Ozguner, 2013) and can be applied to RPF. Although it has stated that motivation is an individual phenomenon, many of the theories of motivation make room for this uniqueness (Christy and Mullins, 2010) including Maslow’s theory and Hertzberg’s theory. 
1.1 Maslow’s Theory

Abraham Maslow’s developed the theory of needs is based on the proposition that human beings have needs and they always want more. It is usually depicted as a pyramid with 5 levels with the most basic needs are at the bottom. The levels are from the highest to the lowest arranged as follows; Self-actualisation, esteem, love and belonging, safety needs and n physiological needs (Mullins and Christy, 2010). The hierarchy of needs is sometimes also depicted as a series of steps but as stated earlier on it is usually displayed in the form of a pyramid (Mullins and Christy, 2010). RPF can create an enabling environment for employees to meet some of their needs using Maslow’s theory, but not all as some of it will be down to the individual.
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Fig 2.2

Fig 2.2 (Adapted from Steers and Porter, 1991, cited in Mullins and Christy, 2010)
	Needs Level
	General rewards
	Organisational Factors

	Physiological
	Food, water, sex, sleep
	An excellent rate of pay should be offered to the full time paid staff as well as providing pleasant working conditions, for example, adequate heating or cooling. A Cafeteria should be provided where employees can have access to hot or cold drinks, snacks and food.

	Safety
	Safety, security, stability, protection
	Safe working conditions should be ensuring by complying with all relevant health and safety regulations. RPF should give life time contracts to employees to give them a sense of job security. The foundation should also provide benefits such as travel warrants, discount card and so on. Measure should also be put in place to prevent the abuse of employees as well as protect them from physical harm.

	Social
	Love, affection, belongingness
	Team work should actively be encouraged. Where possible, jobs should be designed in such a way they are done in teams to foster cohesive working groups. Friendly supervisions should be used, and employees should be encouraged to build professional associations.

	Esteem
	Self-esteem, self-respect, prestige, status
	Employees at RPF need to feel valued, important and respected. Each employee should be given a job title and they should be given social recognition. Feedback about their job should be sought and taking into account when decisions are being made.

	Self-actualisation
	Growth, advancement, creativity
	The foundation can help employees achieve this level by providing opportunities for creativity, challenging job, advancement in the organisation and achievement in work.


It is worth mentioning that that this order is not fixed (Mullins and Christy, 2013). Humans are unique and RPF should only use this as a guide.
1.2 Hertzberg 2 Factor principle
Hertzberg’s carried out a research which identified two different sets of factors influencing work and motivation (Mullins and Christy, 2010). They are the motivating and hygiene factors. Motivating factors are to motivate individuals to superior performance and hygiene factors are to prevent dissatisfaction (Mullins and Christy, 20130). They can be seen on fig 2.3.
Fig 2.3 
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The left side of figure 2.3 are the satisfiers and on the right side are the dissatisfiers. In order for RPF to encourage employees to give of their best through motivation, managers must give proper attention to the growth or motivating factors (Mullins & Christy, 2013).  The hygiene factors serve to present dissatisfaction and by extension prevent disengagement within the foundation. As stated previously, there is a relationship between Maslow’s theory and that of Hertzberg and can be seen in fig 2.4. 
Fig 2.4
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(Ozguner and Ozguner, 2014)
There is an implication for HR managers given this relationship. In order for RPF to eliminate employee dissatisfaction, hygiene factors will have to be provided but it will not necessarily provide the required motivation for employees. Recognition and opportunities for personal growth are powerful motivators (Ozguner and Ozguner, 2014) and this will promote high satisfaction and performance. HR and line managers at RPF need to provide hygiene factors to meet basic needs, thus removing dissatisfaction and then use motivators to meet higher level needs (Daft, 1997) and this should propel employees toward greater achievement and satisfaction.
2. Employee Engagement/ Involvement
Employee engagement (EE) can be described as an emotional and intellectual commitment to an organisation (Baumruk 2004, Richman 2006 and Shaw 2005 cited in Kular et al., 2008). It has also been defined simply as the passion to work (Truss et al, 2006). When employees are committed and have a positive attitude they can be said to be ‘engaged’. Employee involvement goes a step further. The ideas of employees should be captured by RPF and then secure their commitment as part of the foundations SHRM (Beardwell and Claydon 2007). Employee involvement (EI) makes the assumption both employers and managers have the same interests (Kular et al., 2008). RPF has always strived to have the same interests as its employees whom are mostly volunteers.  Motivation is a key factor in achieving not just success in any organisation but also job satisfaction (Locke and Latham, 1990).
As stated previously, when employees are committed and have a positive attitude they can be said to be ‘engaged’. They are motivated and committed to their work. RPF, should go further by giving employees a voice. Employee involvement (EI) goes a step further by ensuring that employees have a ‘voice’ in the organisation, in this case RPF.  The foundation will not only have committed and motivated employees, but also employees whose views are sought and incorporated into policies and practices as well as actively interested in the overall performance of the foundation. HR captures the ideas of employees and securing their commitment as part of SHRM (Beardwell and Claydon, 2007). Employee involvement assumes that managers and employees have the same interests (Kular et al., 2008). RPF should ensure that the goals of the foundation are in harmony with the goals its employees in other to achieve the above.
2.1 Advantages Of Employee Engagement and Involvement

EE/EI have the following advantages;

· Customer loyalty: It is suggested by Levinson (2007) that workers who are happy are more likely to create loyal customers. RPF uses the Harvard Framework by Beer et., 1984 which is a means of achieving ‘soft’ HR. The starting conditions include employees as stakeholders. A ‘soft’ approach takes into employees being happy and this reflects in how customers are treated which leads to organisational outcomes of having loyal customers.
· Employee retention: Levinson (2007) also suggests that happy employees are more likely to stay in the organisation. It is reported by White (2008) that 85% of engaged workers plan on staying around as compared to 27% of disengaged employees. 

· Productivity: Engagement affects staff performance (Kahn, 1990). Engaged staff are more loyal and work harder and are more likely to go the extra mile for the organization (Lockwood, 2007). 

· Advocacy of the organisation: Engaged staff are more likely to advocate the organisation as a place to work and they will actively promote its services and products (Scottish Executive Social Research, 2007 ). 
· Positive health effects: A study conducted by Mauno et al. (2007) and Rothbard (2001) revealed that engagement may result in positive feelings towards work and the organisation as well as provide positive health effects to individuals who the foundation can rely on.
3. Actions To Improve Value
So far, the report has focussed on employees and how RPF can keep them engaged and involved through motivation as well as the theories underlying these concepts. These are at the micro level and the report will now zoom out to look at the bigger picture and how this fits in with the foundations overall strategy. The next half of the report looks broadly at the organisation and the actions it can take in achieving EE and EI. It looks at actions that can be taken to add value to RPF as an organisation. These actions should create an enabling environment for EE/EI to thrive.
3.1 Strategic HRM

 SHRM is macro perspective, for example strategies, which aligns the of the goals and outcomes of all HRM processes with those of the organizations as a whole (Nankervis et al., 2010). In short, SHRM is the bigger picture of HR. It will be used an approach to managing HR in ensuring that the foundation meets its long-term goals (CIPD, 2015). One way this can be delivered is through High Commitment HR. This cover certain areas of the employee life cycle and making changes this can result in delivering HCHR.
3.1.1 High Commitment HR

It stems from the idea that a particular set of Human Resource policy and practices has the potential to create improved organizational performance for all organizations (CIPD, 2015). The area this covers are selective hiring and sophisticated selection, employment security and internal labour markets, extensive training, high compensation contingent on performance,  learning and development, employee involvement, information sharing and worker voice, self-managed teams/teamworking, reduction of status differentials/harmonization (CIPD, 2015). RPF should use a soft HR approach to achieve this as this is employee centric and will work well in a third sector organization. RPF should use HCHP as follows;
· Employment security and internal labour markets: This is regarded by Pfeffer (1998) as fundamentally underpinning the other six HR practices. The foundation should offer life time and recruit internally where possible.
· Selective hiring and sophisticated selection: The best employees available should be selected and hired through the use of sophisticated selection techniques and taking greater care when hiring (CIPD, 2015).
· Self-managed teams/teamworking: This is likely to lead to better decision making in the foundation (Pfeffer 1998)
3.2 Harvard Model
Beer et al. (1984) developed what Boxall (1992) calls the ‘Harvard framework’ seen in fig 3.1. This framework according to Griffith (2015a) is one of the best HR models HRM process flow. This framework is suitable to implement a soft HR, and this is the best approach given that RPF is a third sector organisation relying on volunteer employees and operating in a volatile, uncertain, complex and uncertain (VUCA) environment and in a talent led economy. A soft approach places emphasis on employees (employees centric) and creates the condition necessary for High Commitment HR to flourish at RPF. The starting conditions for this model are the stake holders and situational factors. Employees fall under the stake holders and their needs should be taken into consideration when developing HR policy which the influences HR outcome which includes commitment, competence, congruence and cost-effectiveness. The needs and views of employees should be captured using the feedback mechanism as seen in fig 3. The process of seeking feedback from RPF employees will create EE and make them feel involved.
Fig. 3
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(Boselie, 2015)

3.3 E-V-R Congruence

The concept of E-V-R congruence was developed by Thompson (2004) to measure how well an organisation is attuned to the environment it operates in. E, V and R stand for environment, values and resources respectively. The values and resources should be take into consideration the environment in which it operates in. Failure to take this into business and HR consideration could mean an existential threat. Congruence is achieved by an organisation when its environment, values and resources are mutually reinforcing (CIPD, 2008). RPF should use E-V-R to identify and measure the impact on the situational factors as this affects stakeholders which employees are a part of. Congruence is achieved when all 3 factors are mutually enforcing.
3.4 Marginal Gains

The idea behind marginal gains is that 1% performance can lead to an individual or organisations achieving their overall goals. This approach can be deployed by RPF to create a knowledge sharing culture to improve the value of human, social and intellectual capital. This will create a conducive atmosphere for EE/EI. Griffiths (2015b) points out that this can be achieved by making one change in each of the nine areas of HR transformation in order to develop a tipping point that enhances the organisation's knowledge sharing culture. The nine areas are strategy, job design, recruitment, reward, performance appraisal, development, succession and exit (Griffiths, 2015b). The idea is to keep employees engaged and involved to prevent an early exit. EE/EI as a concept should be linked with all the 9 cycles in mind from strategy through to exit. 
Recommendations
1. The first recommendation is the implementation of High commitment HRM. Operating in a VUCA environment and a talent led economy mean that the best talents will have to be competed for and also retained. This can be achieved through High Commitment HR, the idea that a particular set of Human Resource policy and practices has the potential to create improved organizational performance. The area this covers are selective hiring and sophisticated selection, employment security and internal labour markets, extensive training, high compensation contingent on performance, learning and development, employee involvement, information sharing and worker voice, self-managed teams/teamworking, reduction of status differentials/harmonization (CIPD, 2015). RPF should set up a team to assess which of the area combinations will be best fit for our foundation and then this should be implemented.
2. The second recommendation is for a marginal gains approach. A team should be set up by the foundation to assess the 9 areas of the employee life cycle which are strategy, job design, recruitment, reward, performance appraisal, development, succession and exit (Griffiths, 2015b). This team should have a representative from business, HR management, full time employees and the more importantly from the volunteer employees. They should critically examine what changes can be made (in line with marginal gains) across the 9 areas to achieve employee engagement and involvement at RPF.
Conclusion
Greater employee engagement is the way forward for RPF. Being a third sector organisation with volunteers and operating under VUCA in a talent led economy, RPF can only thrive and meet the challenges of the future only if employees are engaged and have a voice in the organisation. The needs of employees can be understood, and some met using Maslow’s Theory of Hierarchy needs. Hertzberg’s two factor principle can help us ensure employees are not dissatisfied with their work and are motivated and this creates the breeding ground for employee engagement and involvement. EE/EI can then be achieved using a soft HR approach via the Beer et al (1984) model, E-V-R congruence and marginal gains. All these would ensure that greater employee engagement is achieved at RPF. 
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