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Executive Summary
This report focuses on greater employee engagement in the workplace, covering relevant theories related to motivation, models for strategic human resource management, the advantages of employee engagement, what actions Raspberry Pi Foundation needs to take in relation to the secondary research proposed, and recommendations based on the information provided.
Raspberry Pi Foundation is a UK-based charity that works to put the power of digital making into the hands of people all over the world. The organisation use the profits generated from its commercial activities to fuel its wider educational mission, with a large network of volunteer-led clubs. These volunteer employees present a different perspective and motivations to a private sector organisation, and therefore employee engagement is a critical factor for consideration for the senior management team, in order to get the most out of the workforce.
The document presents the motivation theories of Maslow and Herzberg, along with the management theory of McGregor. Raspberry Pi Foundation should consider each of these theories, considering each level of Maslow’s hierarchy and how to achieve self-actualisation for its employees, how to achieve high hygiene and high motivation as per Herzberg’s theory, and the characteristics of a type Y organisation as per McGregor’s theory. Collectively, this will give Raspberry Pi Foundation a firm knowledge and understanding as to why its largely voluntary workforce are undertaking their tasks, and introduce HR activities and strategies which can really maximise morale, performance and contribution to the company.
Research has shown that job and organisation engagement were both found to predict job satisfaction, organisational commitment, intentions to quit and organisational citizenship behaviour.
In order to action its employee engagement activities, a ‘soft’, adapted Harvard model of strategic human resource management should be implemented, with feedback loops linked to situational (environmental) factors and stakeholders, so that HR, Raspberry Pi Foundation and its wider stakeholders are not vulnerable to unintended consequences as a result of its actions. Furthermore, a marginal gains approach should be considered across the organisation, to accumulate incremental improvements into a significant one.
Raspberry Pi Foundation should ensure that it achieves congruence, ensuring its values, resources and environment and mutually reinforcing, thus improving its strategic position.
Finally, further research may be necessary in order to delve further into the motivations of employees, and what employee engagement activities will be most effective and impactful, both relevant and bespoke to the organisation.

1.0 Introduction
This report has been requested by the Managing Director of Raspberry Pi Foundation (hereby abbreviated to “RPi”), and focuses on greater employee engagement in the workplace. The report will cover:
· The concepts of employee engagement and employee involvement;
· What RPi needs to do;
· The advantages of improved employee engagement/involvement;
· Potential problems that may arise;
· Recommendations based on the information provided.

1.1 About Raspberry Pi Foundation
For information and clarity, RPi is a UK-based charity that works to put the power of digital making into the hands of people all over the world, so they are capable of understanding and shaping our increasingly digital world, able to solve the problems that matter to them, and equipped for the jobs of the future (RPi, 2018).
RPi use the profits generated from its commercial activities to fuel its wider educational mission, and work in the following ways:
· Focused on impact;
· Community-led;
· Open and collaborative (RPi; Raspberry Pi Foundation Strategy 2018-2020, 2018).
Furthermore, a long-term goal from the Strategy 2018-2020 is ‘to actively engage millions of young people in learning computing and digital making skills through a thriving network of volunteer-led clubs, exciting competitions and events, and partnerships with youth organisations.’ (RPi; Raspberry Pi Foundation Strategy 2018-2020, 2018).
1.2 RPi in the Business Environment
RPi’s status as a charity, use of profits, ways of working and reliance on volunteers as stated in section 1.1 should be noted and understood by the senior managers, particularly in the context of human resource management (HRM).
RPi isn’t a private sector organisation which must survive by making a profit (BBC, 2014) and drive value for shareholders – a large majority of employees are volunteers who dedicate their own time to the organisation. People volunteer for a variety of reasons and motivations including:
· To give something back to an organisation that has impacted on a person's life, either directly or indirectly;
· Make a difference to the lives of others;
· Help the environment;
· Help others less fortunate or without a voice;
· Feel valued and part of a team;
· Spend quality time away from work or a busy lifestyle;
· Gain confidence and self-esteem (NCVO, 2018).
Subsequent RPi employee engagement activities and HRM strategies should strongly consider the reasons and motivations above, and use them to maximise morale and performance within RPi. Motivation theories will be explored in the next section.
2.0 Maslow’s Hierarchy of Needs
McCracken et al. (2017) summarise this theory very well: 
Maslow’s need hierarchy theory postulates that individuals are motivated according to a hierarchy of needs, which start from basic needs such as food, water, sleep, safety, and then go on to need for recognition and, finally, the need to actualise one’s vision and reach the highest stage of personality. The premise of the theory is that individuals progress from one stage to the other depending on how well the needs at each stage are met. In essence, organisations have to ensure that employees’ needs are taken care of at each level so that by the time the employee reaches the top of the ladder, they are in a position to actualise them.
					McCracken et al. (2017, p. 20-21)
Maslow’s hierarchy can be seen below:
Figure 1: Maslow’s Hierarchy of Needs
[image: ]
(McLeod, 2017)
As such, RPi should consider Maslow’s theory above, ensuring that employees’ needs are met at each level, leading to them in reaching their full potential at the top of the pyramid (self-actualisation).
2.1 Herzberg’s Hygiene Theory
McCracken et al. (2017) also summarise this theory very well:
Argues that factors causing job satisfaction are different from those causing dissatisfaction and the two feelings cannot merely be treated as opposite to one another. Individuals are not content with the lower-order needs at work – hygiene factors; for example, those needs associated with minimum salary levels or safe and pleasant working conditions. Rather, individuals look for the gratification of higher-level psychological needs having to do with achievement, recognition, responsibility, advancement and the nature of the work itself – motivators. The basic premise of the theory is that the presence of hygiene factors is a precondition for performance and is not a determinant of performance. Managers must not only ensure the presence of hygiene factors to avoid dissatisfaction, but must also provide factors intrinsic to the work itself in order for employees to be motivated or satisfied.
  McCracken et al. (2017, p. 21)
Considering this theory alongside Maslow’s hierarchy, RPi should work to ensure that employees have both high hygiene and high motivation, in order to have a situation where employees are highly motivated and have few complaints (Dartey-Baah and Amoako, 2011).
2.2 McGregor’s Theory X and Theory Y
Finally, McCracken et al. (2017) summarise this theory succinctly:
This theory focuses on organisational mind-sets, whereby type X organisations assume that employees do not like work, dislike responsibility and need to be supervised at every step. Employees in these organisations may view work as a burden, and simply work to survive. Employees in type X organisations tend to work on a ‘carrot and stick’ basis, and performance appraisal is part of the overall mechanisms of control and remuneration. On the other hand, type Y organisations adopt a more positive view of employees, that is, employees take responsibility and are motivated to fulfil the goals they are given. Furthermore, employees seek and accept responsibility and do not need much direction. In other words, people are self-motivated and thrive on responsibility.
         McCracken et al. (2017, p. 21)
RPi should adopt a Theory Y style of management given the ethos and values of the company and motivations of its largely voluntary workforce, in order to maximise their contribution to the organisation.
2.3 Summary for RPi
RPi should consider these theories, particularly considering each level of Maslow’s hierarchy and how to achieve self-actualisation for its employees, how to achieve high hygiene and high motivation as per Herzberg’s theory, and the characteristics of a type Y organisation as per McGregor’s theory. Collectively, this will give RPi a firm knowledge and understanding as to the motivations and reasons why its largely voluntary workforce are undertaking their tasks, and introduce HR activities and strategies which can really maximise morale, performance and contribution to the company.
2.4. Advantages of Employee Engagement
Saks (2006, cited in McCracken et al., 2017, p. 23) has stated the advantages of employee engagement and how fundamental it is to job performance. The research finds that perceived organisational support (a unit-level resource) predicts both job and organisation engagement, while job characteristics predict job engagement and procedural justice predicts organisational engagement. Furthermore, employee engagement (more specifically job and organisational engagement) were found to predict job satisfaction, organisational commitment, intentions to quit, and organisational citizenship behaviour, all of which would be of huge benefit to RPi, improving organisational performance and helping the company to achieve its mission and goals.
3.0 Strategic HRM
In order to implement its employee engagement activities and achieve its strategic goals, RPi needs to undertake a strategic approach to HRM – one that supports long-term business goals and outcomes with a strategic framework (CIPD; Strategic Human Resource Management Factsheet, 2017).
3.1 Hard and Soft HRM
Both Guest (1987, cited in Gratton et al., 1999) and Storey (1992, cited in Gratton et al., 1999) in their definitions of soft and hard models of HRM view the key distinction as being whether the emphasis is placed on the human or the resource. 
Soft HRM is associated with the human relations movement, the utilisation of individual talents, and McGregor's (1960, cited in Gratton et al., 1999) Theory Y perspective on individuals (developmental humanism), which has been covered in section 2.2. 
In contrast, hard HRM stresses ‘the quantitative, calculative and business-strategic aspects of managing the “headcount resource” in as “rational” a way as for any other factor of production’, as associated with a utilitarian-instrumentalist approach (Storey 1992: 29; cited in Gratton et al., 1999). 
Synthesising the above information and the theories presented in section 2, a ‘soft’ model of HRM would be suitable for RPi to implement, given the organisation’s utilising of volunteer employees and subsequent emphasis on the human element.
3.2 Harvard Model of HRM
Price (2011) states how the Harvard interpretation (proposed by Beer et al., 1984 cited in Griffiths, 2013) sees employees as resources, but crucially viewed as being fundamentally different from other resources, and thus they cannot be managed in the same way. The stress is on people as human resources, which is an important consideration for RPi, as their largely voluntary employees have their own needs and concerns, along with other groups such as shareholders, customers and suppliers. The model also takes into account the environment and the influence it can have on human resource policies, which is also a key consideration for RPi. The Harvard model can be seen below:
Figure 2: The Harvard Model
[image: ]
Beer et al (1984), cited in Griffiths, 2013
The above model shows human resource policies to be influenced by two significant considerations:
· Situational factors in the outside business environment or within the firm, such as the economy or workforce profile. Naturally, the situational factors listed in the model could negatively impact (or limit) on the implementation of HRM policies, so RPi should have a firm understanding of its environment in order to achieve its goals (Beer et al., 1984 cited in Price, 2007).
· Stakeholder interests, including those of shareholders, management employees, unions, community, and government. Beer et al. (1984, cited in Price, 2007) argue that human resource policies should be influenced by all stakeholders, otherwise the enterprise will fail to meet the needs of these stakeholders in the long run and it will fail as an institution. RPi should therefore ensure it is consulting with all of its stakeholders so that it meets its long term goals.

Griffiths (2013), states the power of the Beer et al. (1984) “Harvard” model for HRM, particularly in terms of illuminating the HRM process flow, which would be extremely useful for RPi when conducting a gap analysis within the HR function.
This said, Griffiths (2013) has proposed that the model can be improved upon by establishing a feedback loop linked to stakeholders and situational factors, so that HR, the organisation and its wider stakeholders are not vulnerable to unintended consequences as a result of its actions, which would be crucial for RPi. Griffiths’ (2013) adapted model can be seen below:
Figure 3: High Performance Policy & Practice Framework
[image: ]Griffiths (2013), adapted from Beer et al. (1984)
RPi should implement the adapted model proposed by Griffiths (2013) for its HRM policies and practices, which will ensure consideration of situational (environmental) factors and engagement with stakeholders, and help the organisation achieve its long term goals and objectives. A marginal gains approach (BBC, 2015) should be considered across the employee life cycle and the organisation also, to accumulate incremental improvements into a significant one. 
4.0 Environment and Congruence
Thompson (2005, cited in Kew and Stredwick, 2010, p. 30) developed the concept of E-V-R congruence as a measure of how well an organisation is attuned to its environment (situational factors). In his model, ‘E’ represents the environment, ‘R’ resources and ‘V’ the values. An institution with a strong strategic position will have its environment, values and resources mutually reinforcing, thus achieving congruence, as illustrated below:
Figure 4: A Congruent Organisation

Thompson (2005, cited in Kew and Stredwick, 2010, p. 30)
RPi should ensure that it achieves congruence, ensuring its values, resources and environment and mutually reinforcing, thus improving its strategic position. If one of the three areas does drift out of congruence, the company could experience difficulties and poor performance moving forward as its strategic position will not be strong (Thompson, 2005 cited in Kew and Stredwick, 2010).
The implementation of the adapted Harvard model proposed by Griffiths (2013) will assist in ensuring that RPi remains in congruence, given its consideration of stakeholders and situational factors.
5.0 Main Conclusion
RPi is an organisation which would benefit and flourish from a ‘soft’ model of HRM, which would assist in the company achieving its goals and objectives.
5.1 Recommendations
RPi should:
· Consider both Maslow’s and Herzberg’s motivation theories proposed in section 2, realising what motivates its largely voluntary workforce and how to get the best out of them.
· Adopt a Theory Y style of management as proposed by McGregor, given the ethos and values of the company and motivations of its largely voluntary workforce, in order to maximise their contribution to the organisation;
· Implement the High Performance Policy & Practice Framework proposed by Griffiths (2013) as its model for strategic HRM;
· Consider congruence and regularly review to ensure congruence is maintained;
· Adopt a marginal gains approach to continual improve every aspect of the employee life cycle;
· Undertake further research if necessary, delving further into the motivations of employees.
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