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Executive Summary
Raspberry Pi Foundation will be referred to as RPF or the foundation for the purpose of this report. It was started as a charity in 2008 with the purpose to further the advancement of education of adults and children, in the field of computers and related subjects. The foundation has grown to over 2000 employees and now has an intention to expand and increase further its international profile. 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 request has been made by the managing director to prepare a report that considers the shifting and developing function of the HR manager. Whilst the current HRM policy and practices has worked well for it, it is time to make the transition to IHRM given its current ambitions. One difference between domestic and international HRM that was identified in the report is that employees are moved across national boundaries to various roles in the international organisations foreign operations. These employees are traditionally referred to as expatriates. IHRM as a whole generally involves similar activities as domestic HRM. This means that RPF can transfer some of its HRM policy and practice into IHRM practice and this can be done via isomorphisms. 
The foundations initial approach to IHRM staffing should be ethno-centric to reduce the perceived high risks inherent in the new country and also be used as an integration and training phase. This should be used as an entry strategy by RPF and once stabilisation has been achieved it should switch to a poly-centric approach. This is in line with RPFs values and giving autonomy to subsidiaries. Diversity and inclusion considerations means that RPF already has a diverse workforce within the UK. RPF should be aware of the difference between the UK and countries it intends to have subsidiaries in and to find ways of compensating for those differences. Hofstede cultural dimensions offers us a solution. 
The balance between work and life is important in any organisation but cannot be overemphasized in IHRM. To achieve this will require a multifaceted approach involving all factors. From an organisational perspective, RPF can provide home working program, child care and elderly care scheme, flexible working hours and job sharing should be considered as well as programmes that provide support for the family life of employees. The foundation relies largely on volunteers. Non-financial rewards were identified to be used as motivation. Two recommendations were made: -
· It is recommended that RPF should adopt a mix of ethnocentric and polycentric approach to IHRM staffing. Using two approaches will serve as part of a wider organisational strategy. An ethnocentric approach should be used as an initial entry strategy. This gives the foundation the opportunity to give its managers not only an international work experience but also a chance to train and develop local staff. Once a level of stabilisation has been reached in the new country, a polycentric approach can then be used to give local (guest country) a chance at progression and promotion from within.

· The foundation relies largely on volunteer unpaid staff. Using money alone as a means of reward and ultimately for motivation does not fully address issue. It is therefore recommended that non-financial recognition be used as a means of reward. Some of the rewards should be tailored in such a way as to enhance ‘work-life’ balance, for example, cinema tickets, meals out and other social activities. 
Introduction

Raspberry Pi Foundation for the purpose of this report will be referred to as RPF or the foundation. It is charity based in the UK that works to put the power of digital making into the hands of individuals all over the world (RaspberriPi, 2018). One of the reasons it was set up was the growing concern, both in the UK and worldwide, about the failure of educational systems to prepare young people in a world shaped by digital technology (RaspberriPi, 2018).  It was started in 2008 as a charity whose aim was to advance further the education of adults and children in the field of computers and related subjects (RaspberriPi, 2018). The foundation aims to achieve this by providing low-cost, high-performance computers and education to aid more people access computing and digital making. It also develops resources which are free to aid people learn about computing and also how to make things with computers as well as train educators who can guide other people to learn (RaspberriPi, 2018). 
1. Business Situation of RPF
RPF has grown with an employee size more than 2000 and now has an intention to expand and increase its international profile. This comes with its own challenges. Human Resource Management (HRM) like all other management functions is undergoing changes under the pressures that arise as a result of increased competition, globalisation, and the demand for companies to perform. 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. Third sector organisations describe a wide variety of organisations or associations that are neither private nor public sector and this includes voluntary and community organisations, co-operatives and social enterprises (NAO, 2018). 
As the director for HR, a request has been made by the managing director to prepare a report that takes into account the changing and developing role of HRM and the HR Manager. The foundation has operated in the UK and now with an intention to expand and increase further its international profile, HR needs to consider International Human Resource Management (IHRM).
2. Transition: HR to IRHM
RPF has operated as UK based charity and HR has taken a ‘soft approach’ which according to Storey (1987) places emphasis on the ‘Human-Side’ of HRM. This treats employees as valuable assets (Gill, 1999) and employees are viewed as proactive (Legge, 1995). It has achieved this by using Beer et al. (1984) model which Boxall (1992) refers to as the Harvard framework.  This has been suitable for the implementation of a soft HR at RPF, a third sector organisation relying on volunteer employees and operating in a VUCA environment. Whilst the current HRM policy and practices has worked well for it, it is time to make the transition to IHRM given its current ambitions. 
2.1 HRM Vs IHRM

For clarity, HRM may be referred to as domestic HRM. To understand IHRM and benefit from its concepts theory, we first have to revisit HRM. This is the function within organizations designed to increase performance of employees in service of their employer’s strategic objectives (Johanson, 2009). It is concerned primarily with how employees are managed in organizations and it focuses on systems and policies (Collings & Wood, 2009). According to Paauwe & Boon (2009), HR Resource departments in organizations are normally responsible for a variety of activities which include training and development, employee recruitment, rewarding and performance appraisal. Morgan (1986) defines IHRM as the relationship between the three dimensions of HR activities, type of workers and country where the organisation operates. IHRM in general involves similar activities as domestic HRM. However, HRM is involved with workers within only one country (Dowling et at., 2013). According to Dowling et al. (2013), one difference between IHRM and domestic HRM is that workers are moved across countries into various job roles within the organisations foreign operations, and these workers are usually referred to as expatriates..  The differences between HRM and IHRM suggests that RPF cannot export its current HR policy if we are to operate in multiple countries. This implies that changes will have to be made.
2.2 IHRM Transition
According to Dowling et al. (2013), domestic Human Resource Management is increasingly taking on some of the characteristics of International Human Resource Management as it deals with a multicultural workforce more and more. RPF already has a diverse work force, many of whom come from other European countries and across the world. Some aspects of IHRM has already been employed in the foundations domestic HRM. However, the manner in which diversity is managed within a single cultural, national and legal context may not necessarily transfer to a multinational context without modification (Dowling et al., 2013) and this is an area the foundation should focus on. Dowling et al. (2013) argues that the complexity of IHRM can be credited to six factors which are the need for a broader perspective, more Human Resource activities, risk exposure, changes in emphasis as the workforce mix of expatriates and locals varies, and a broader external influence. RPF will have to develop IHRM policies to be country specific taking these into account.
2.3 HR Practice into IHRM
As stated earlier, IHRM in general involves similar activities as domestic Human Resource Management. This means that RPF can transfer some of its HRM policy and practice into IHRM practice and this can be done via isomorphism. DiMaggio and Powel (1983) define this as a constraining procedure which forces one element in a population to resemble other elements that face the same set of environmental circumstances, or much simpler, a similarity of the procedures or structure of one group to those of another group under similar conditions (Hasmath and Hsu, 2014). The transfer into IHRM can be done via the following routes according to Marchington and Wilkinson (2008);
· Local isomorphism- Local norms are fitted into HR practice.

· Cross national isomorphism- Human Resource policy and practice conform with the home country.

· Corporate isomorphism- Human Resource policy and practice take a universalist approach which is free from either the host or home country. 

· Global intercorporate isomorphism- Organisations adopt or replicate HR practice of global competitors.

RPF should strike a fine balance between local and cross-national isomorphism. This will allow the foundation to incorporate where possible, best practice from the home country to fit local norms. 
2.4 IHRM Staffing

RPF like other international organisations will have to confront staffing problems that are either not present in the home country or are complicated by the international context in which these activities occur (Marchington and Wilkinson, 2008). It is claimed by Perlmutter (1969) that it is possible to identify among international executives three primary attitudes, which are poly-centric, geo-centric and ethno-centric (cited in Marchington and Wilkinson, 2008). Below are brief descriptions from Marchington and Wilkinson (2008);

· Ethno-centric approach: Important job roles in the organisations local and foreign offices are held by managers from the organisation’s home country
· Poly-centric approach: Key positions are filled by local nationals are appointed
· Geo-centric: Managers come from countries other than host or home country and are not appointed by country of origin.
 The foundations initial approach to IHRM staffing should be ethno-centric to reduce the perceived high risks inherent in the new country and also be used as an integration and training phase. The opportunity for this should first be offered to its limited paid employees. This should be used as an entry strategy by RPF and once stabilisation has been achieved it should switch to a poly-centric approach. This is in line with RPFs values and giving autonomy to subsidiaries. Because the foundation is a third sector organisation which relies largely on volunteers, it may prove difficult to convince unpaid employees to move oversees to a different country, if not impossible. 

3. Cross-Cultural Management
Kluckhohn and Kroeber (1952, p181) define culture as “…comprising in patterned ways of thinking, reacting and feeling which are acquired and conveyed mainly by symbols, constituting the distinctive accomplishments of human groups and their attached values”. Hofstede (1991) labels this model as ‘mental programming’ or Software of the mind. As stated previously, HRM is increasingly taking on some characteristics of IHRM due to globalisation. Diversity and inclusion considerations means that RPF already has a diverse workforce within the UK, many of whom come from diverse cultural backgrounds. However, having an international footprint is an entirely different matter. Expatriates may experience a cultural-shock (Dowling et al., 2013) leading to ill feelings about the host nation and its people and a desire to return home (Harris and Moran, 1979). This will greatly undermine RPFs initial staffing strategy of ethnocentric approach as previously discussed as well as myriads of other problems if cross-cultural management is not managed well. Hofstede cultural dimensions offers us a solution.
3.1 Hofstede Cultural Dimension
Geert Hofstede was the first to conduct a major study in the field of crosscultural comparative research (Kirkman et al., 2006). Four cultural dimensions were identified by Hofstede based on initial theoretical considerations and statistical analysis, which can be used to describe cultural differences or similarities between countries (Hofstede, 1991). There is the need for RPF to be aware of the differences between the UK and countries it intends to have subsidiaries in and to find ways of compensating for those differences. This is because there are significant HR issues that will have to be dealt with differently. These differences are country specific. Hofstede’s carried out a study on IBM staff in which 116000 questionnaires was used and the analyses of the questionnaires revealed 4 main aspects of cultures within a country (Dowling et al., 2013). Hofstede named the 4 dimensions as uncertainty avoidance, power distance, individualism vs. collectivism and femininity vs. masculinity (Dowling et al., 2013). 
Hofstede’s framework how ever has its limitations. Firstly, the results of Hofstede’s first study are from 1967–1973 (Dowling et al., 2013) which begs the question if it still has currency. Kaasa et al. (2009) tested the frame work in Europe and arrived at an overall conclusion that Hofstede’s values are relatively stable. Although it is assumed cultures will not have changed dramatically during this time period, countries have changed, and these may affect values. For example, the reunification of Germany or the significance of a country joining the European Union (Kaasa et al., 2009). There is also the collapse of the Soviet Union, the Annexation of Crimea, the Independence of South Sudan. Secondly, the study was conducted on only one company, IBM, which has a strong corporate culture. The question remains; what if random organisations were selected, would the results have been the same? This is subject to debate. Also, the study sample was largely limited to middle class males in service positions and marketing which are not representative of the general population (Dowling et al., 2013). Thirdly, countries are not homogenous and vary by region and Hofstede’s dimension could vary significantly in different regions of the same country. Two more dimensions have been introduced by Hofstede to further develop the framework and combat these limitations (Hofstede et al., 2010). 

4. Work-life Balance

Delecta (2011, p186) defines work-life balance as “… a person’s ability to meet their job and family commitments, as well as other non-work tasks and activities”. The balance between work and life is important in any organisation but cannot be overemphasized in IHRM. Hofstede’s cultural-dimension of individualism vs. collectivism describe the level to which individual resourcefulness and caring for oneself and close relatives is preferred by a society as opposed to public assistance or the concept of extended family (Dowling et., 2013). The determinants of work-life balance are the individual, family, work and social environment (Delecta, 2011).  To achieve this will therefore require a multifaceted approach involving all factors. From an organisational perspective, RPF can provide home working program, child care and elderly care scheme, flexible working hours and job sharing should be considered as well as programmes that provide support for the family life of employees. An imbalance between work and life will affect the overall wellbeing of employees causing such problems as dissatisfaction (Lowe, 2005) and this will adversely affect RPF. Although the primary determinant of work-life balance is the individual (Delecta, 2005), the foundation can also use improved rewards in addition to the remedies suggested in this section. 
4.1 Improved rewards
As stated earlier on in this report, RPF is relies largely on volunteers. This means that money as a reward may not be effective. Silverman (2004) advocates using non financial recognition. He defines it as “… a way of identifying individual workers of teams for praise or acknowledgement. Volunteer employees at RPF want to believe they are giving up their free time to make a meaningful impact and they deserve acknowledgment for this. It is the act of acknowledgement itself and the honour it gives workers is what is at the centre of the incentive provided by non-financial recognition (IDS 2002, cited in Silverman 2004). In its basic form, nonfinancial recognition in RPF could be;

· An employee being thanked by a manager for a job well done.
· A ‘good effort’ compliment from a line manager

· HR writing to senior management to commend an employee.
· A manager recommending appreciation of an employee in public.
· A worker being declared as volunteer of the month.

Also, employees can be granted the choice to enjoy a gift of some nature away from the foundation. According to Silverman (2004), this can be achieved by;

· Shopping vouchers
· Paid meals for employee and family
· Free tickets for cinema or theatre
· Car parking reserved for the employee
· Domestic goods and so on

It can be deduced from the above that RPF will not only be rewarding employees but is also helping in providing a good work-life balance. This is achieved by providing rewards which encourage employees to have quality time with their families such as meals out and cinema tickets. 
Recommendations
The following recommendations have been made based on the content of this report;
Recommendation 1

It is recommended that RPF should adopt a mix of ethnocentric and polycentric approach to IHRM staffing. The foundation is likely to have subsidiaries in different countries given its intentions. It cannot use its domestic HRM in such a case. Using two approaches will serve as part of a wider organisational strategy. An ethnocentric approach should be used as an initial entry strategy. This gives the foundation the opportunity to give its managers not only an international work experience but also a chance to train and develop local staff. Once a level of stabilisation has been reached in the new country, a polycentric approach can then be used to give local (guest country) a chance at progression and promotion from within. 

Recommendation 2

Again, the foundation relies largely on volunteer unpaid staff. Using money as a means of reward and ultimately for motivation will not be appropriate. It is recommended that non-financial recognition be used as a means of reward. Some of the rewards should be tailored in such a way as to enhance ‘work-life’ balance, for example, cinema tickets, meals out and other social activities. This goes without mentioning that the few permanent paid staff will still require financial rewards.
Conclusion
RPF has grown to over more than 2000 employees and now has an intention to expand and increase its international profile. This comes with its own challenges. Human Resource Management (HRM) like all other management functions is undergoing changes under the pressures that arise as a result of increased competition, globalisation, and the demand for companies to perform. There is also increasingly diverse and international workforce and workers demand for better rewards and work-life balance. HR must make a transition not just in practice but also in thinking, from domestic HRM to IHRM, to address the globalisation and increasing its international profile. Hofstede’s Framework has been identified as a tool that can help RPF in cross-cultural management. As a charity that relies largely on volunteers, it has been identified that non-financial rewards are best suited for the foundation.
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