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1. Introduction

People are the most important part of an organisation as they are the driving power behind development and success whether it comes to the sourcing (the primary sector), the manufacturing (the secondary sector) or the service (teritary) sector (Fisher, 1939). Therefore Human Resource Management (HRM) proves to has a very significant role in an organisation and its performance. Many studies prove that HRM is the main force of competitive advantage for organisations (Rothwell and Prescott, 2012). If the Senior Management implements the right HRM strategy according to the specific corporate structure, taking into account the different factors affecting the employee’s motivation, commitment  organisational citizenship (forming employee engagement) most certainly that will boost the performance and will have a long-term positive effect on the work process (Chelladurai, 2006). 

Greenpeace UK, part of Greenpeace International, is the chosen subject organisation for the analysis as it is among the biggest non-profit environmental organisations in the world, with enormous amount of volunteers, which makes it particularly interesting to investigate from the perspective of the Human Resource Management.



2. Motivation

In order to analyse and evaluate the employment approach of Greenpeace two motivation theories will be used – the Maslow’s Hierarchy of Needs Theory (also known as Maslow’s Pyramid), Hertzberg’s Two-Factor Theory of Motivation and McClelland’s Human Motivation Theory. All three theories propose classification and evaluation of human needs regarding the professional development and both theories follow different approach. 

[bookmark: _Hlk57121221]2.1 Maslow’s Hierarchy of Needs Theory

Abraham Maslow’s theory proposes a pyramid structure to illustrate the hierarchy of human needs and argues that the needs should be fulfilled in specific order to achieve satisfaction. According to him there are five levels of needs for each individual as follows: physiological, safety, love/belonging, esteem and self-actualization, shown below. The first level is described as physiological needs. They cover necessities such as food, water, sleep, etc. without which our survival would be impossible (Maslow et al 2013). Secondary to the physiological needs are those related to the feeling of safety. That includes the home, the health, the law, the income and virtually any form of security. After we are assured that we can survive we naturally start thinking about stability. Third place is for the sense of love and belongingness associated with family, relationships, work groups, friends and social circles. As humans are social beings we could not exist in isolation. We live in societies as we need each other. We procreate because of connection and the need for love and some kind of inclusion is deeply embedded in our emotional core. In other words, we suffer when we are lonely, therefore we need human contact in order to have a meaningful existence. The Esteem needs reflect on our striving for recognition, status, achievements and reputation. When we secure “our survival”, “our shelter” and “our circle” we are able to think about our position in life. And last, on top of the pyramid is the need of self-actualization, representing the personal growth and fulfilment. 
So far we could conclude that according to the Maslow’s hierarchy theory, a person could only think for the next level of needs only after they have obtained and fulfil the previous one.
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Even though some social scientists argue that the order of fulfilment of these needs cannot be always the same and different people have different priorities the theory is recognised as a significant break-through into understanding our emotional motivation, and more practically when it comes to professional development (Abulof, 2017). This is why this theory is widely used as basis for HRM.

2.2 Hertzberg’s Two-Factor Theory of Motivation

Frederik Hertzberg has reviewed and redefined the hierarchy of needs proposed by Maslow by dividing the needs into two categories – factors that are necessary in order to perform the work (hygiene factors) and factors which are affecting the work satisfaction (motivational factors). Therefore, it can be concluded that Maslow’s (1943) Hierarchy of Needs and Herzberg’s (1959) Two-Factor Theory are related (Deci, 1972).
Following Hertzberg’s words it is safe to say that he believes the hygiene factors are necessary and extrinsic motivators, such as salary, working conditions, job security and health and safety measures. He insists that the hygiene factors set the foundation for the existence of some form of motivation but do not either guarantee it, nor lead to a long – term job satisfaction and sense of achievement (Wilkinson and Redman, 2013). Nevertheless, the absence of hygiene factors most definitely creates dissatisfaction and has a demotivating effect over the employees (Hertzberg et al, 1959) and potentially affect the turnover (D'Annunzio-Green et al., 2004).
Herzberg describes the motivational factors as intrinsic because they are entirely linked to the personal achievements – job recognition, promotions, personal growth, responsibility and so forth. 
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[bookmark: _Hlk57121258]2.3 McClelland's Human Motivation Theory

The American Psychologist David McClelland proposed his theory of needs in 1960s. His theory is based on the thesis that regardless of gender, age, ethnicity or cultural background people are driven by one of three needs - need for achievement (nAch), needs for affiliation (nAff) and need for power (nPow). 
The need for achievement or achievement motivation is what drives a person to aim for perfection and is likely to seek independence and responsibility.  Affiliation motivation or nAff is based on one’s necessity for strong and positive connections with other people. Lastly, the power motivation – nPow is related to a person’s drive to establish authority, dominance (Foster, 2020). According to this theory employees who achieve higher results will be those with higher achievement motivation based on McClelland’s research (Mangkunegara, 2013).


[image: https://businessjargons.com/mcclellands-needs-theory.html]



2.4 Greenpeace motivational approach


Greenpeace is an organisation with a solid reputation of morality and environmental dedication, operating since 1971. It started as an initiative of a small group of people, determined to prevent a nuclear weapon testing near Amchitka island (Greenpeace, 2000) and it quickly became a movement for environmental rights, here now it operates in over 40 countries all over the world. Essentially, Greenpeace is an organisation that was build by people sharing values and determination with an ideal goal and as such it is more prone to sustain high standards in the work environment as well. The organisation is among the most recognisable NGOs facing a number of environmental challenges of all kinds. They campaign against fracking, deforestation in different regions, extinction of creatures, more specifically bees and whales, as well as again coal power supply, plastic pollution, palm oil and other harmful industries that threaten the planet, its biodiversity and the climate. 

-     Purpose - the very purpose of Greenpeace attracts like-minded people, passionate about any of those challenges. This corresponds with the safety and belonging needs in the Maslow’s hierarchy of needs and with the Motivational factors in Herzberg’s two-factor motivational theory assuring that volunteers and employees have those needs fulfilled just by the job description. It satisfies the need achievement in McClelland theory.

· Transparency  - Greenpeace UK (and every other branch of Greenpeace) is committed to full transparency in their actions, policies and finances. It is a policy of the organisation to provide as much clarity over their activities as possible, especially when it comes to campaigns, funding and governance. (Greenpeace, 2020) There is detailed information about the organisation’s impact, fundraising, management, values and employee benefits and wellbeing policies on the Organisation’s website. The transparency relates to Maslow’s Safety needs and Hertzberg’s hygiene factors.

· The salaries are disclosed in the job advertisement so that the applicants are aware in advance what their financial reward will potentially be. Hygiene factor according to Herzberg and the safety need in Maslow’s theory.

· The organisation has a strong commitment to ensure equal opportunities to all applicants and advocates for human rights, equal pay and reducing the gender gap. This fact could easily contribute to safety, belonging, esteem and self-actualisation needs, covering the top four needs in Maslow’s hierarchy and corresponds to both Hygiene and Motivational Factors in Hertzberg’s theory. It also reflects the needs of achievement and affiliation in McClelland theory.

All these premises present a solid grounds for both – intrinsic and extrinsic motivation in the people involved in the organisation, regardless if they are employees or volunteers.



3. Employee Engagement
 

The presence of motivation is the first necessary condition we would be looking for if we want to establish Employee Engagement. By definition the Employee Engagement requires motivation, commitment and organisational citizenship. The motivation element has been explored in the previous chapter, it is crucial to look at the commitment and organisational citizenship as well.

3.1 Commitment

Employee commitment is measured by the involvement and identification of the person with the organisation. That suggests the more comfortable and responsible an employee feels, the more dedicated they will be. 

Greenpeace offers the following Employee Benefits:

· Full-time working week is 37.5 hours – Maslow’s level one and level two needs, Hertzberg’s hygiene factor;
· The paid annual leave in Greenpeace UK is between 25 and 32 days plus Christmas and New Year as they are official non – working days for the organisation. - Maslow’s level one and level two needs, Hertzberg’s hygiene factor;

· The Organisation offers generous salary sacrifice pension scheme available to the employees to take advantage. - Maslow’s level one and level two needs, Hertzberg’s hygiene factor;

· Greenpeace provides interest free season transport ticket loan as well as tax efficient bicycle loan available to their employees, as part of their contribution for reducing the carbon emissions. - Maslow’s level one, level two and level three needs, Hertzberg’s hygiene and motivation factor;

· A life assurance scheme equal to four times annual employee salary is available in case of death during duty.
· Greenpeace UK has significantly lower gender gap in comparison with the national – 2.9% compared with 17.3% for the UK. It was decreased by 2% during only 12 months, starting at 4.9% in 2019 to reach 2.9% by 2020.
· Annual salary inflationary increase is considered (subject to board approval).


            Wellbeing:

· Strong policies for equal opportunities – Greenpeace actively promotes equality, diversity and inclusion. 
· The Organisation offers free confidential counsellor to their employees available to them for any reason from mental health and health issues, family or work related stress, grief, etc. as part of their employee assistance programme.
· The Charity (Greenpeace UK) takes into account personal employment requests for flexible working time and time lieu.
· Greenpeace UK ensures their staff is having access to different social groups within the workplace, such as health group for people with conditions and disabilities, and wellbeing group with activities focused on mindfulness techniques, yoga exercises, meditations, and others. Additionally, there is a room with wellbeing resources available as well for meditations, prayers and relaxation.
· Along with social groups the charity has workshops for personal resilience, courageous conversations, mental health and bicycle maintenance.
· Bicycle (sport) friendly environment – the Greenpeace office has showers, lockers and bike shed on the disposal of their employees.
· Weekly yoga classes
· Healthy organic, vegetarian or vegan food is available at very affordable prices for the charity’s employees.
     

Such policies, benefits and solutions reveal the high level of Organisation’s commitment to provide a good working environment with equal opportunities for their staff and at the same time to keep and promote the key environmental values. These are proven to be strong factors affecting employees engagement. 
In conclusion Greenpeace HRM strategies are people orientated, therefore the organisation successfully meets employees needs in regards to the applied theories of Maslow, Hertzberg and McClelland.

4. Training and development in Greenpeace


It is crucially important for leaders to have understanding of the basic human needs in order to be able to motivate them. It is essential for leaders to operate from a basic understanding of human needs as motivating drives. (Juliano and Sofield, 2011). Greenpeace is managed by a board of directors with decades of experience in campaigning, preservation, ecology and science, therefore they naturally build the organisation according to their expertise. Greenpeace provides in depth training for their volunteers and employees or contractors. They work with local organisations in over 40 countries in order to operate accurately, address the local issues and initiate successful campaigns.
 As the organisation is very reliant on volunteers even on their ocean “missions” they take very responsibly the selection, recruitment and training process. This is necessary because a big part of their operations has to do with peaceful but provocative actions in order to gain the attention of the public, the governments or the corporations. Therefore, we could conclude that training and development are key components in becoming a part of the organisation. That is also visible from the number of workshops they conduct regularly (Greenpeace, 2016).


5. Conclusion
In conclusion Greenpeace HRM strategies are people orientated, therefore the organisation successfully meets employees needs in regards to the applied theories of Maslow, Hertzberg and McClelland.
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