
Structure and Culture
of
Procter and Gamble


Assignment 1
Essay


Student Name: Viktoria Vartigorova-Ivanova
Student number: 1906318


Module: Introducing the Modern Workplace
LCBB4003


















Module Tutor: Dr. Rexon Nting

Table of Contents
Introduction	2
Strategy	2
Structure	3
Culture	4
Management	5
The nature of Leadership and Management development	6
Practical Application to Facebook	9
Conclusion	10
References:	11



















[bookmark: _Toc40219941]
Introduction
The aim of this essay is to analyse the relation between organisations structure and culture by focusing on the performance of the Procter and Gamble company. The constantly changing business environment, the need of innovation and the willingness of the individuals for development and self-esteem require organisations to have well-designed structure, culture with strong values and beliefs and an effective leadership. The chosen company is setting a standard as to how some of the leading global companies manage to achieve an effective performance, by finding a way to transform its structure, answering the changing environment, but also keeping its strong culture unaffected by the changes. 

The Procter and Gamble Company is a global consumer products company, focused on offering high quality branded consumer packaged goods to enhance the lives of its consumers. In 1905 the company was launched in Ohio, built from a business founded in 1837 by William Procter and James Gamble. Nowadays, the company operates in nearly 70 countries, has a strong portfolio with trusted brands, used by million people around the world, with sales in more than 180 countries. By being fully open, creating strategic relationships, upholding human rights, sourcing responsibly and simply doing 'what's right,' the organisation is committed to become one of the most socially conscious companies in the world. (P&G, 2020)

As the competitiveness of the consumer products industry is constantly growing, the company experiences ongoing competitive pressures in the environments in which it operates. It should be necessary for the company to adapt to the competitive conditions, or its performance could become unfavourable. 
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Each organisation needs an effective strategy that fits the changing conditions of the business environment. It is the strategy that links the management process and the application of organisational behaviour. (Mullins, 2013, p.498) Corporate strategy refers to the organisation's basic purpose and links between structure, management process and organisational behaviour implementation. (Mullins, 2013, p.500)
Key points of the P&G strategy:
The company has focused and strengthened its portfolio in some categories where the performance of the products drives the choice of brand. 
The company is extending its margin of competitive superiority.
The company is driving productivity improvements.
The company is leading the constructive disruption of its industry to overcome the challenges and to reinforce results.
The company strives to be more focused, flexible, accountable and to operate at the speed of market. 

There is a strong connection between the organisational strategy and its structure. If the organisation is to succeed, then its structure must be linked with the organisational goals and objectives. (Mullins, 2013, p.509)
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Structure establishes the organisational framework and its style of management. It is necessary for the organisations to have a structure to encourage the effective implementation of main activities and to maintain personnel efforts. Structure makes the application of the management process possible. It influences not just the performance of the organisation, but also its members' productivity and work satisfaction. (Mullins, 2013, p. 498)
In order to make its performance even more effective, over the last few years the company improved their organization design. The Procter and Gamble Company has transformed its complex matrix structure into a simpler and faster structure. Today, the organisational structure of P&G is comprised of Global Business Units (GBUs), Selling and Market Operations (SMOs), Global Business Services (GBS) and Corporate Functions. The GBUs develop overall brand strategy, new product upgrades and innovations.  The portfolio of the company consists of ten category – based GBUs, and all of the category – based leaders have full authority to take decisions about their business. By transforming its structure, the company became more decentralized with each leader being able to operate independently. This decentralised model of the structure provides more flexibility, more opportunities for training and development and may have positive impact on the motivation and job satisfaction.
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Definition
The collection of traditions, values, principles, beliefs, and attitudes that constitute a pervasive context for everything we do and think in an organisation.
(McLean and Marshal, 1993)
Geer Hofstede is among the first to examine the effect of national culture on management activities. He identifies four dimensions of culture: power distance, uncertainty avoidance, individualism and masculinity. (Hofstede, 1980, p.11)

  
· Power distance is related to the social distance among people based on the styles of                                  management, willingness of followers to disagree with superiors, and the level of education and status of a specific position. 
· Uncertainty avoidance represents the extent to which society members feel threatened by uncertainty or unexpected circumstances.
· Individualism refers to the ethic in a specific society - individualistic or collectivist.
· Masculinity refers to ‘masculine’ characteristics, such as assertiveness and competitiveness, and ‘feminine’ characteristics, such as caring, stress on quality of life and concerns with the environment. 
· The fifth dimension of culture, described by Bond and Hofstede in 1988, was first labelled as Confucian work dynamism. Short-term versus long-term orientation was obtained in attempt to locate Chinese cultural values as they impacted on the workforce. (Bond and Hofstede, 1988) 

The unique culture of Procter and Gamble could find its foundations in its Purpose, Value and Principles. The purpose of the company is to improve the lives of its consumers every day, in small, but meaningful ways. This motivates the individuals within the organisation to make a positive difference every day. The Values of the company reflects the model of organisational behaviour and relationships that forms the way the company operates. 

P&G’s Values include leadership, integrity, enthusiasm to succeed and trust. Some of the Principles that the members follow are ‘to show respect for all individuals’, ‘to value their differences’, ‘to be honest’, ‘to inspire others and to enable them to achieve challenging goals’. Another principle of the organisation states that the company’s and the individuals’ interests are inseparable. The company places great value on innovations, values mastery and encourages individuals to develop themselves. It strives to be the best in all important areas, it learns from its achievements as well as from its failures. The Procter and Gamble company tends to have an external focus, trying to develop a better recognizing of the consumers’ needs and wants, integrating sustainability into products, packaging and operations. Furthermore, the organisation believes that working together with confidence and trust, finding inspiration in results from reapplying others’ ideas, building strong connections with customers, suppliers, governments is a way of life. (P&G, 2020) 
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To achieve its goals and objectives, and to be capable of successfully responding to the competition, each organisation needs an effective management. The organisational activities are performed by the process of management. It is an integrated activity, performed at all levels of the organisation. (Mullins, 2013) Management can be interpreted in many ways and many writers describe contrasting ideas about its meaning and practical deployment. One of the detailed definitions, that I found as relevant and that shows the essence of the managerial work is this of Crainer:

 Management is active, not theoretical. It is about changing behaviour and making things happen. It is about developing people, working with them, reaching objectives and achieving results. Indeed, all the research into how managers spend their time reveals that they are creatures of the moment, perpetually immersed in the nitty-gritty of making things happen. 

(Crainer, 1998, p. 11)

According to Henri Fayol (1841-1925) the managerial work is divided into five elements, also known as functions of management: Planning, Organising, Command, Co-ordination and Control. (Mullins, 2013) These functions are used by the organisations as a basic framework for carrying out activities, achieving aims and objectives and improving organisational performance.
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It is widely discussed how leadership differs from management, and which is more important. The one thing that is undisputed is that there is an interrelationship between them – management involves leadership and leadership involves management. To sum up the differences between management and leadership, Kent (2005) stresses the following features:
Managers do things right, while leaders do the right things.
Managing is an authority relationship, while leading is an influence relationship.
Managing creates stability, while leading creates change.
The ways for interpreting the meaning of leadership vary – it might be based on behavioural category, or ability to obtain effective performing from others, or in terms of power relationship. Basically, it is the relationship through which one person influences other people's behaviours or acts. (Mullins, 2013)
 
Leadership theories 
Some of the main leadership approaches are the trait theory, contingency/situational theory, leadership behaviour theory.  

The trait approach suggests that leaders are born and not created. Leadership comprises of specific personal qualities and traits, which differentiate leaders from their subordinates. Some of the main characteristics of the leadership ability are intelligence, commitment and self-confidence.
The situational approach emphasizes the situation as a leading force that influences the style of managerial behaviour. 
The approach to leadership behaviour tends to focus on the variety of individuals behaviour in leadership situations. Leadership behaviour has two key dimensions: ‘consideration’ and ‘initiating structure’. ‘Consideration’ describes the extent to which trust, mutual respect is established by the leader, his willingness to show support, concern and emphaty for employees. This theory is related to two-way communication and the approach to personal relationships. Initiating structure represents the degree to which the leader identifies group activities and structures them to achieve organisational objectives. (Fleishman, 1974)

As a behavioural category leadership emphasizes the significance of leadership style. Leadership style is the way leadership functions are performed, the way the manager usually behaves towards group members. The leadership style is affected by the increasing requirements for business competitiveness, the changing value system of the society, the broader requirements of training and development opportunities, the changing the nature of work, and government legislation. (Mullins, 2013) 

Drawing attention to the Maslow’s hierarchy of needs model, McGregor (1987) put forward to hypothesis about human nature and behaviour at work. Both theory X and theory Y theories are based on opposite assumptions about people and work. Theory X suggests that the average individual is lazy and instinctively dislikes work; if the company strives to attain its goals and objectives, the majority of people need to be controlled, guided and threatened with punishments; individuals avoid responsibility and expect to be directed, lack ambition and what they value the most is security; the only levels one could be motivated at are psychological and security. The basic concept of this theory is direction and control through a centralised organisational system and the exercise of authority. On the contrary, Theory Y assumes that work is as natural as play for most people; they will maintain self-control and self-direction to obtain the goals that have been set; the average person can seek and accept responsibility in the right working conditions; the average person’s intellectual potential is only partly utilised and motivation exists not only on psychological and security levels, but also on the levels of affiliation and self-esteem. The integration of the individual and organisational goals is the fundamental principle.  (McGregor, 1987)
The effectiveness of leadership depends on many variables such as the manager’s personality, behaviours and skills, followers’ diversity, needs and expectations, attitudes, knowledge, motivation; personal relations between the manager and the group; nature of the tasks to be attained; organisation structure as well as culture. (Mullins, 2013, p. 396). There is no universal style of leadership appropriate for each situation. The effective manager should manage to identify which style is appropriate to a particular situation, to recognise the potential of the individuals, to treat them with respect, and to be flexible to match their needs and expectations.

Leadership P&G 
The leadership approach of Procter and Gamble is unique and is part of their strategy. The company invests in their leadership development, which aims to develop leaders at all levels of the organisational structure. P&G cultivates an environment that emphasizes the development of employees, while encouraging employees to take responsibility for their personal growth. The organisation aims to promote trust, integrity and confidence in the work environment. It is committed to recognising and rewarding individual and team performance that reflects behaviour consistent with the culture of the organisation. Recognition contributes to validate achievements, helps employees feel respected and inspires them to do their best. The Procter and Gamble company has a strong ethics and compliance culture that support resource conservation, environmental protection, improvement of social conditions, respect for human and labour rights and empowering individuals. (P&G, 2019)
Practical Application

I chose to observe Hofstede’s national cultural dimensions of the UK, as one of the countries in which the Procter and Gamble company is operating. The tool used for the information and the graph below is the Hofstede’s Insight website.

 Hofstede’s National Cultural Dimensions Model
[image: ]
                                                   (Hofstede Insights, 2020)

United Kingdom
Power distance - the graph states that the level of power distance is low, people’s inequalities should be minimized. A sense of fairness drives the idea that people should be viewed as equal.
Individualism – at 89 the UK is amongst the highest of the individualist scores. The British are highly individualist and private people.
Masculinity – at 66 Britain is a Masculine society, focused on the realisation and success. People in the UK live in order to work and have a clear performance ambition. 
Uncertainty avoidance – at 35 the UK has a low score on uncertainty avoidance which means that they are happy to change plans as new information reveal.  In work terms this result in planning that is not detail oriented – the end goal would be clear (due to high masculinity level) but the actual process would be flexible to emerging and changing environment.
Long term orientation – with an in-between score of 51 it cannot be determined which preference is dominant in the British culture. (Hofstede Insights, 2020)

It could be said that the national culture definitely affects organisational cultures, but I think they cannot be identical, as every organisation forms its own unique culture, based on its structure, individuals and managerial work.
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Applying the model of Hofstede to the P&G UK and Ireland Facebook page confirmed some of the results in the graph above and denied others.
 To determine the level of individualism/collectivism I used the content of the section “About us”, by exploring if it is focused on the organisation or on the community. The high score of individualism was supported by the content, as it states only facts about the company and its brands. 
For the dimension masculinity I examined the posts of the company to see if they contain any awards win, if they are family-friendly, if there are more pictures of men/women or both genders are present. The last posts of the company are community-oriented, photos and videos of women are predominant, so the high score of masculinity among the British could be denied for the particular company.
I measured the power distance by determining if there is a dialogue in the posts, including customers’ comments and replies from the company, if the replies are written in authoritative manner or in a more emotional and friendly manner. Although the posts are friendly, customer and community-oriented and there are hundreds of comments, there are no replies from the company, so I found it difficult to determine the level of power distance. If I have to conclude only from the posts, I would say that the level is low, as they tend to be written to provoke dialogue with customers. 
A low level of uncertainty avoidance could be seen, as there are no rules and regulations for posting.
For the long-term dimension I observed whether the posts include current sales promotion or a long-term mission and past results. I find the level of the dimension is high as the posts are focused on previous results and future missions.  
Overall, most of the results represents the typical British culture, but there exist highlights of the unique culture of the particular organisation. 
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As a leading global consumer goods company, Procter and Gamble has found its own ways to adapt to the changing environment, transforming its structure, constantly seeking for innovation, but still relying on its strong beliefs, values and principles, valuing its individuals and developing an effective leadership to attain its goals and objectives. What drives the company further is its individuals and the belief they are the force for good and the force for growth. 
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