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[bookmark: _Toc512189233]Introduction 
Raspberry Pi Foundation was established in 2008 as a UK-based charity with the purpose to “further the advancement of education of adults and children, particularly in the field of computers, computer science and related subjects”. (Raspberry Pi 2018) 

The founders wanted to create a low-cost programmable computer that would introduce young people to computing. The aim was that this would eventually lead to more people developing the skills necessary to fill the gap in the computer programing market. (Raspberry Pi 2018)

The foundation currently employs 100 staff at Pencoed, Mid Glamorgan, and this figure is set to increase. 

This report has been commissioned by the Managing Director of Raspberry Pi to address improving employee engagement and involvement within the foundation. HR strategy models and HR involvement will be considered to this end, along with identifiable risks. Recommendations will then be made to consider how increased employee engagement and involvement can be facilitated. 

The aim is to demonstrate that business outcomes will improve by improving employee engagement and involvement.



1. [bookmark: _Toc512189234]What is Employee Engagement 
Employee engagement has been defined as emotional, physical and intellectual commitment to an organisation (Shaw 2005, Kahn 1990). It may be simply defined as a ‘passion to work’ (Truss et al, 2006). It is an individual’s perspective, stating ‘I care about the work I do’ (Stewart 2012).

Behaviours typically demonstrated by an engaged employee are: belief in the organisation; a desire to work to make things better; an understanding of the business context and the ‘bigger picture’; respectful of and helpful to colleagues; a willingness to ‘go the extra mile’ and keeping up to date with developments in the field (Robinson et al 2004).

Robinson et al (2004) found that the strongest driver of engagement all is a sense of feeling valued and involved, as Holbeche (2001) stated “People need to feel that their contribution has been noticed and valued”. This can be achieved by employees having an involvement in decision-making; being able to voice their ideas; having opportunities to develop their jobs and knowing the organisation is concerned for their health and well-being. (Robinson et al 2004).

The factors that contribute to this sense of feeling valued and involved are outlined in Figure 1 – The Drivers of Employee Engagement: Robinson et al (2004) 
[image: ]

It is worth observing the extraordinary fact, that job satisfaction is least important and a lack of it can apparently be made up for by a range of factors that produce engagement.

Added to this, studies have shown that alignment of values drive high levels of staff commitment (Stride and Higgs 2013) which is often the case with employees and volunteers within a charity such as Raspberry Pi. They enjoy the opportunity to make a difference in a way that means a lot to them, frequently having a vested interest in the objectives they are aiming for.




2. [bookmark: _Toc512189235]What is Employee Involvement
Involvement is an organisational perspective where an employee wants to share the responsibility for the success of organisation – not simply be engaged by their own particular job (Stewart 2012). Involvement entails involving workers in shared decision-making, continuous improvement and change-initiative activities (Kashyap 2018)

Employee involvement is a central principle of soft HRM (see Section 4), where the focus is upon capturing the ideas of employees and securing their commitment (Heathfield 2014). It assumes that managers and employees share the same interests (Kular et al 2008).

To achieve full involvement, every part of the organisation needs to collaborate and work together, share responsibility and move in the same direction (Stewart 2012). Metaphorically speaking, when this happens, organisation becomes organism. This can be very hard to achieve when, as is often the case, employees work in separate teams and are not aware of overarching organisational strategies. Their focus is restricted to their own teams and the solving of their specific issues, leading to a wide variation of practice.



3. [bookmark: _Toc512189236]The Advantages of Employee Engagement and Involvement
Employee engagement is pivotal to business performance (Levinson 2007a). Furthermore, research on the link between employee engagement and performance, suggests that engagement may constitute a highly significant mechanism through which HRM practices can impact individual and organisational performance (Truss et al 2013). By having HR policies that lead to the increase of engagement and involvement, overall organisational performance can be improved, even to the point of providing a significant competitive edge (Macey et al 2009).

Advantages observed in engaged and involved employees include:
· Increased customer loyalty – engaged employees tend to have a better understanding of how to meet customer needs (Right Management 2006). 
· Higher employee retention – employees who are happy in their work, are more likely to stay with the organisation (Levinson 2007a), thus reducing costs in relation to recruitment and training. 
· Improved performance – “Engaged employees work harder, are more loyal and are more likely to go the ‘extra mile’ for the corporation” (Lockwood 2007). 
· Organisation advocacy – engaged employees typically advocate the organisation as a place to work and actively promote its products and services (Scottish Executive Social Research 2007).
· Increased profitability – “The appeal of employee engagement to management is its proven links to bottom-line results” (People Management 2008).
· Improved health and well‐being – research has indicated that engagement may result in positive health effects and positive feelings towards work and the organisation (Mauno et al 2007).
· Increased sense of self-efficacy – engagement provides employees with an opportunity to invest themselves in their work and can play a major role in improving how they approach goals, tasks and challenges (Robertson-Smith and Markwick 2009).




4. [bookmark: _Toc512189237]HR Strategy Models 
Strategic HRM (SHRM) is a coordinated approach to managing an organisation’s workforce, whilst aligning the goals and outcomes of all HRM processes with those of the organisation as a whole (Rotich 2015). HR strategies can contribute to long term organisational success – so it is vital that HR strategies are carefully considered (Barney and Wright 1998).

Models of SHRM can generally be categorised into two approaches: hard and soft.

Hard HRM is associated with the Michigan business school. It emphasises the treatment of employees as a means to achieving an organisation’s goals. This means that employees are considered to be a vital business resource and that successful organisations are necessarily those that best deploy their human resources (Henderson 2017). Hard HRM values the easily quantifiable measures of short term financial success and shareholder interest (Morieux 2014).

Soft HRM is based on the Harvard business model. It encourages employee commitment by involving employees in the design of reward systems, whilst managers ensure HR systems are consistent with the organisation’s goals (Henderson 2017). It is associated with flexibility and adaptability and assumes that communication plays a central role in management (Storey and Sisson 1993). However, its long-term benefits are harder to measure than those of hard HRM.

Keenoy stated in 1997 that hard and soft HRM are complementary rather than mutually exclusive (Armstrong 2012). Boxall and Purcell’s (2008) Best Fit / Contingency model of HR argues that there is no one model of HR strategy which suits all circumstances and that different strategies are appropriate in different environmental and organisational settings.

The introduction of a soft HRM approach, will potentially improve employee engagement and involvement. The consequential increase in organisational performance can thus lead to what is termed a “high-performance” organisation (Stewart 2012). This is where the continuous improvement activities of employees, and the effective implementation of high-performance work systems (HPWS), positively affect individual, team and organisational performance (Arthur 1994). HPWS are defined as “a set, or bundle, of human resource management practices related to selection, training, performance management, compensation, and information sharing that are designed to attract, retrain, and motivate employees” (Messersmith and Guthrie 2010, p.242). Several of these practices are considered in the next section.



5. [bookmark: _Toc512189238]HR Involvement 
When developing HR practices, the most important thing is alignment with an organisation’s overall mission and strategy (Agarwal et al 2015). Employee roles also need to be closely aligned to aims of the organisation. To achieve this, staff almost invariably need to have their skills developed. “Once you have aligned your strategy and ensured that your staff members cultivate skills in the core competencies, you will be able to more effectively deliver desired products and services to your clients.” (Griffiths 2014) 

HR also needs to ensure that all employees have a clear understanding of the business context and of the ‘bigger picture’ (Robinson et al 2004). Trust is a vital factor in improving engagement (Holbeche & Matthews 2012) and, according to Stewart (2012), the single biggest factor in creating trust is having a shared mission in the organisation. 

HR can specifically facilitate improved employee engagement and involvement within an organisation in the following ways: 
· good quality line management;
· two-way communication;
· effective internal co-operation;
· a development focus; 
· commitment to employee wellbeing; 
· clear, accessible HR policies and practices, to which managers at all levels are committed (Robinson et al 2004). 

When this level of SHRM is employed, it contributes to a shift in an organisation’s culture of work. By improving the working culture, employees are more likely to stay with the organisation. “Organisations are recognising the need to focus on culture and dramatically improve employee engagement as they face a looming crisis in engagement and retention.” (Agarwal et al 2015) 

Agarwal et al (2015) also suggests considering referring to employees, on some levels, as ‘partners’ – as the Welsh charity Chwarae Teg does, for example. This fits with the view that employees are authentic stakeholders in an organisation and should be considered when developing HR models. "Stakeholders are those individuals or groups who depend on the organisation to fulfil their own goals and on whom, in turn, the organisation depends” (Johnson and Scholes 1997).

The “Ikea Effect”, based on Festinger’s (1957) research, demonstrates that the more effort people put into a pursuit, the more they come to value it. Furthermore, it suggests employee involvement in the co-development of policy and practice is likely to influence employee retention (Norton et al 2012).

According to a CIPD Survey (CIPD 2006), strengthening employee voice improves engagement. By giving employees more of an input into organisational decisions, they feel they are being valued and listened to. They would gain an enhanced sense of ownership in the organisation as a whole. And they are enabled to contribute to organisational decisions, with managers listening and valuing contributions (Robinson et al 2004).

Simplifying communications can also have an impact - “HR has an opportunity to lead efforts to manage the pervasive communications practices that overwhelm employees and simplify the work environment” (Schwartz et 2014). By improving employee involvement, the resources required to monitor employee compliance (e.g. supervision) can be minimized and therefore simplify procedures. It can also reduce costs (Arthur 1994). 


6. [bookmark: _Toc512189239]Strategic Issues 
It is important to be aware that, although there are several advantages to increasing employee engagement and involvement, there are also some significant issues to be considered when planning and instigating an HR strategy. They include:

· Harmony – managers and employees need to be “on the same page”, working together in a streamlined manner, to contribute to a culture of continuous improvement in the workplace. Any lack of interest and non-willingness amongst staff to engage needs to be identified and overcome.
· Managerial pressure – the need focus on engagement with their staff can add to their workload.
· Blurred responsibility – between management and employees. Although employee engagement is vital, a clear managerial structure is still necessary to maintain the stability.
· Security risks – may occur if inside strategic information is shared with employees e.g. details of the introduction of a new product line potentially becoming circulated outside the organisation. 
· Lack of skills and knowledge – can reduce the effectiveness of employee involvement (Gennard & Judge 2005), requiring the need to ensure all participants are adequately trained.
· Procedural / time costs – implementation of new procedures takes considerable time, which must be accounted for. Additionally, group decision making, such as joint consultation meetings, briefing groups etc. may delay actions required in a fast-paced business environment.
· Financial costs – regarding the need to provide employee or management training; or pertaining to the introduction of communications technology.
· Potential for higher staff turnover – “One of the paradoxes that many organisations discover when boosting engagement is that the kind of training that gives workers higher feelings of engagement, also gives them more opportunities to leave your firm.” (Bates 2004)
· Burnout and stress – “High levels of engagement are not always positive for employees and in the long-term may result in employee burnout and stress”. (George 2011). Strong engagement can lead to employees working far more hours than is required of them, encouraging the taking home of work, working late into the night, weekends etc. This is a potential downside risk, especially in charitable organisations, where employees’ commitment is often strong because they are passionate about the work that they do (Clements 2018).

The question to be asked is: Are the potential gains of increased employee engagement and involvement offset by the costs or other disadvantages likely to ensue?




[bookmark: _Toc512189240]Conclusion 
By increasing employee engagement and involvement within an organisation, several specific advantages that can be achieved, with the potential to lead to an overall improvement of organisational performance. The introduction of particular HR strategies and policies can contribute to increased employee engagement and involvement, but must be weighed against potential costs or risks associated with their implementation. 

As Raspberry Pi is a charity, it is reasonable to assume that there is probably already a significantly high proportion of committed employees. Even so, there are a number of potential gains in working towards developing a high-performance workforce, including enhancement of: 

· Workforce skills
· Communication
· Co-operation
· Sense of ownership
· Workplace culture
· Financial results 
· Competitive advantage.




Recommendations 
Based on Robinson et al (2004) (Figure 1) showing importance of the relative drivers of employee engagement, it is appropriate to choose factors most likely to make a strong impact. Accordingly, I recommend the following developments:

1. [bookmark: _Toc512189241]Improve Training 
· Ensure all roles are clearly aligned with overall business aims.
· Match training requirements across each role.
· Check all employee training and development records.
· Highlight omissions, where employees lack appropriate training.
· Develop a training program that employees can elect to join, with the aim of self-improvement, job progression etc. This could include programs funded by the Welsh Government.
· Evaluate disadvantages and potential downside risks of training – e.g. employees could leave once trained; costs involved.

2. [bookmark: _Toc512189242]Communication Changes
· Communicate the “big idea” i.e. the foundation mission and vision to employees. Emphasise how everyone has an important part to play 
· Inform employees that Raspberry Pi is committed to encouraging and listening to employee views and ideas.
· Develop mechanisms that allow employees to share feedback and ideas e.g. safe online space.
· Encourage two way conversations in supervision and groups.
· Downsides and risks – ensure appropriate procedures are in place to mitigate against information leaks.

3. [bookmark: _Toc512189243]Managerial Development
· Ensure managers understand and are committed to the idea of improving employee engagement and involvement.
· Provide training and practical development on encouraging and facilitating employee engagement and involvement. Ensure managerial capacity to balance this appropriately with line-management responsibilities
· Downsides and risks – ensure managers are not over-whelmed by changes of emphasis, and are supported in making the transition.
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Figure 5.2: The drivers of employee engagement: a diagnostic tool
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