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1. Introduction
1.1 Organisational Structures and Culture
In order to conduct a complete analysis, we need to understand and explore the both structures as they determine the way an organisation behave within itself, as well as how it interacts with the surrounding environment.

Organisational Structures are concerned with hierarchies and the flow of work within a company, and they are likely to reflect power structures (Johnson, 2000, p.406).
Organisational Culture is a component affecting the Organisational Structure, which refers to the system of common values and principles between its members that differentiate it from the rest of the organisations. 
The Elements of the Organisational Culture are:
- Innovation and risk taking
- Outcome orientation
- Team orientation
- Attention to detail
- People orientation
- Aggressiveness
- Stability 
1.2 Greenpeace
Greenpeace is a non-government global network of national and regional Green peace organisations (NROs) operating under the coordination of Greenpeace International, established in 1971. They identify themselves as independent campaigning organisation using peaceful actions to address major environmental issues and promote green solutions. (greenpeace.org). Greenpeace’s mission is described as protecting all forms of biodiversity, reducing and preventing the pollution, and exploitation of the Earth’s resources, land, water and air, end all nuclear threats and promote peace and equality. The organisation’s core values shared by all of the members are personal responsibility and nonviolence, independence, no permanent friends or foes, promoting sustainable solutions. 
What makes this particular organisation interesting for analysis is the fact that all it’s the employees and volunteers share more than common values and goals – it is collective believe, lifestyle and devotion. That phenomenon is pulling like-minded people together and creates unique organisational structure, culture, environment, and operations which serves as a model for many other non-government organisations. 
1.3 Methodology
In the next pages of chapter .2 I will summarise the findings from the critical analysis of Greenpeace. In the next chapter 3 I will describe the structure of Greenpeace and why it is adopted by the organisation and conduct an analysis on to what extend external factors affect their operations via PESTEL model. Later on, in chapter .4, a subject of an analysis will be the Organisation’s culture using McKenzie’s 7S framework and explore the transformations of its culture using Kotter’s Eight-step plan. In chapter .5 will be discussed the Business Ethics, Ethical dilemmas in the context of Greenpeace’s culture.
 
2. Organisational Structures. Greenpeace Organisational Structure. Critical analysis on the influences of the external factors (Pestel Analysis) on Greenpeace’s operations.
 
2.1 Organisational Structures 
As mentioned briefly above, the term Organisational Structure describes the system under which the organisation has established its internal operations in order to reach its goals. That system utilises resources, procedures, roles and allows the organisation to plan, predict, and develop according to the internal and external factors. The Organisational Culture is a major element affecting the Organisational Structure. Depending on the organisation’s type, culture, industry, product, and other specific characteristics, a different Organisational Structure model is adopted.
There are nine types of Organisational Structure models categorised in two main groups- Traditional Organisational Structures (Simple, Functional and Divisional) and Other Types (Geographical Departmentalisation, Product Departmentalisation, Process Departmentalisation, Customer Departmentalisation, Matrix Structure, and Amoebae Structure).
The Simple Structure is designed for centralised authority, bigger control on the processes, and low departmentalisation such as the example on the Figure 1 bellow:

Figure 1
The Functional Structure – An organisational structure that groups together occupations with similar or related specialties (Figure 2).

Figure 2
The Divisional Structure is formed by semi-independent units (Figure 3). 

Figure 3
The Other Types 
Geographical Departmentalisation – unifies jobs according to Geographic Region.
Product Departmentalisation – Groups positions by Product line.
Process Departmentalisation – Groups jobs based on the Product or Customer flow.
Customer Departmentalisation – Groups positions based on the specific and Unique Customers sharing the same needs.
Matrix Structure – a combination of various aspects of other types. 
Amoebae Structure – A structure with self-organising properties that multiplies itself and operates independently, consisting their own finance and HR management departments, but collaborating with each other. 

2.2 Greenpeace Organisational Structure
Greenpeace follows the model of the Divisional Structure as the organisation has twenty-seven NROs in fifty-five countries and a coordinating body Greenpeace International (GI). Each country/region, as well as GI, has its own management body and departments, but in the same time operates within the Greenpeace Global Framework and Greenpeace’s International Strategic Plan for the current year. Greenpeace International supervises NROs and coordinates their campaigns, operates the Greenpeace fleet, provides fundraising, HR, scientific and legal support to the NROs. The National and Regional Organisations are executing the long-term global campaign programme and are subjected to financial control by the main body.
The Divisional Structure allows the NRO’s to operate with high level of independence, which enables them to conduct local campaigns as well, if they are aligned with the Global Framework. Furthermore, this model implies that the local operations will be conducted much faster and more efficiently, since every branch has its own departments, including legal and scientific teams, as well as local network of volunteers. Another advantage of this model is the Organisation’s ability to adapt itself via the NROs to the local specific conjuncture. This model was adopted naturally as the Organisation gained popularity and supporters all over the world and the need of local branches arose.
2.3. Critical analysis on the influences of the external factors (Pestel Analysis) on Greenpeace’s operations

2.3.1 Political factors
Since the Organisation is operating globally there are uncountable political factors influencing its performance and structure. Furthermore, among the purposes of Greenpeace is specifically political campaigning calling for actions towards solutions of social and environmental issues.  
 Impact on performance
Greenpeace operates in places with already unfavourable political atmosphere, which sometimes leads to urgent campaign actions or modifying strategies after legislation changes. As an addition their actions are often addressed towards governments.
Impact on organisational culture
Political changes have significant impact on the organisational culture due to the essence of its operations. They could be a reason for more innovations in campaigning, and attention to detail, or to motivate new people to support the organisation. Undoubtfully, they could affect the stability of the organisation from financial and human resource perspective.
2.3.2 Economic factors
The economy has impact on every organisation and citizen in almost every significant aspect. For instance, inflation could cause people to turn to cheaper and more affordable products and services, with bigger environmental impact. 
Impact on performance
In the given example, the organisation must adapt their campaigning strategies according to the newly created tendency. They might need to change the target group of their campaign from governments to the broad public or recruit additional specialists and volunteers. 
Impact on organisational culture
Following the same example, inflation could potentially slow down scientific innovations, expeditions and research, as well as affecting the fundraising, which is their main source of funding. 

2.3.3. Social factors
Social aspects as demographics, density, health, customs, and values, etc. of the population, play a noticeable role in every organisation strategy making. Those factors determine the target group and the appropriate approach towards them.
Impact on performance
A good example of the social impact on the performance is the public sensitivity towards certain (local) issues- it outlines the priority campaigns in the NROs, and sometimes could lead to changes in the global organisation priorities. 
Impact on organisational culture
For the same reasons, the organisation would modify its outcome orientation, team orientation, or aggressiveness.

2.3.4. Technological factors
Technology advancements in connectivity, sustainability and environmental sciences have direct impact on Greenpeace’s performance, operations, and culture. As any other multinational organisation, they rely on technology for communication, coordination, and campaigning. 
Impact on performance
Moreover, the organisation itself has a strong scientific research department which conveys a number of researches at any given time. Big part of those researches are related to the pollution with plastic and microplastic, the consequences for the Ocean and the soil, etc. Every advancement or information they generate is widely published and defines their priorities on global campaigning level. 
Impact on organisational culture
Without a doubt innovations ad risk taking are dependant to an extent of the technological advancements.
2.3.5. Environmental factors
Obviously, the environmental factors are the major reason for the existence of this organisation and have the biggest impact over its activity.
Impact on performance
There are too many different examples of the impact on the performance of Greenpeace, but I will go a few. Greenpeace conducts massive worldwide campaigns for abandonment the usage of pesticides, since the global population of the bees is drastically shrinking. I have already mentioned their actions addressing the plastic pollution, but their actions stretch to air pollution, deforestation, sustainability in farming and many more.
Impact on organisational culture
The environmental factors are those to unify people in the organisation and have everything to do with its values and goals. In fact, the are the core around which the whole philosophy of Greenpeace had developed.

2.3.6. Legal factors
The legal impact over the organisation’s performance and culture is absolutely analogical with the political impact for the same reasons. 

2.3.7. Conclusion
As visible from the PESTEL analysis, all the external factors have a great influence on every part of the operations and the culture of Greenpeace. The microclimate within each country or region where they operate, as well as the global macroclimate in geo- political and environmental aspect, defines the strategic plan of the organisation.

3. Critical analysis on the influences of the internal factors (McKinsey’s 7S framework) on Greenpeace’s operations and the factors that would facilitate and accelerate changes in the organisation (Kotter’s Eight-step plan)







3.1 McKinsey’s 7S – Model for strategic planning
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McKinsey’s 7S model comes in the 1980s and introduces framework developed to facilitate organisational change, new strategy implementation or merger between organisations. It allows the management to plan on bigger scale and follow the progress simultaneously in seven segments of organisation: 
1) Strategy – refers to the plan the organisations created and follows to achieve its goals and retain positions. The definition of strategy as an organization's long-term direction implies a broader perspective than some influential definitions. (Johnson, et al. 2017, p. 4.)Exploring Strategy : Text and Cases, Pearson Education, Limited, 2017. ProQuest Ebook Central, http://ebookcentral.proquest.com/lib/trinity/detail.action?docID=5186321.
Created from trinity on 2021-03-24 07:18:39.
Greenpeace International determines the global strategy of the organisation and the NROs determine the local strategy in accordance with it. That is strongly influenced by external factors, as mentioned in the previous chapter in the PESTEL analysis.
2) Structure- describes the corelation of organisation’s departments and its hierarchy. This is the skeleton of the organisation.   
Greenpeace’s structure allows the organisation to be flexible and to operate coordinated on many campaigns simultaneously all over the world. 
3) Systems- represents the processes and the procedures of the organisation, including the day-to-day tasks and the decision making process. In other words, the incorporated formal and informal systems are the tools that allow the organisation to perform its functions.
Greenpeace International along with all its national or regional organisations has incorporated various systems for collaboration on multinational level, in order to convey global projects, research, campaigns, and fundraisings. Such systems are, but not limited to standards for auditing, critical situations, systems for monitoring and collecting data etc. All of those systems, processes and procedures are described in Greenpeace Framework. 
4) Skills- All collective skills, knowledge and capabilities of the employees and the members of the organisation, but also the skills that the organisation will or could require in order to achieve its goals and implement new strategies.
Being a global organisation and addressing various environmental and social issues, Greenpeace requires very broad and in the same time unique spectre of skills in order to function and achieve its goals.  
5) Staff – refers to the organisation’s needs of employees, members or volunteers, along with how the recruitment, training and rewarding processes will be set. 
The NGO has in place different recruitment and involvement schemes, for scientific, voluntary, or campaigning collaboration, including the opportunity to accommodate people on their ships. The organisation is dedicated to providing equal opportunities to all applicants and promotes human rights, equal pay, and the closing of the gender gap. This fact could easily add to the top four Maslow needs of safety, belonging, esteem, and self-actualization, and refers to both Hygiene and Motivational Factors in Hertzberg's theory. It also reflects McClelland theory's success and affiliation needs. 
Employee commitment is measured by the person's involvement and identification with the organization.
That means that the more at ease and accountable an employee feels, the more committed they will be.
Employee Benefits at Greenpeace (UK) include the following:
- A full-time working week is 37.5 hours long;
- Greenpeace UK's paid annual leave ranges from 25 to 32 days, plus Christmas and New Year's Day, which are official non-working days for the organization.
All of these premises provide a solid foundation for both intrinsic and extrinsic motivation in all members of the organization, whether they are employees or volunteers.
6) Style - Reflects the executive style, the communication channels between the managers and the rest of the employees. 
Even though the management styles will differ between the various NROs, they all align with the main Greenpeace Framework and guidance.
7) Shared Values – The fundaments on top of which all other components of this model are designed. It contents the organisational ethics, standards, values, and principles.
In relation to Greenpeace operations, the shared values are THE most important things for this type of organisation, as it is not based on profit, it does not produce a product and does not have margins. The only ingredients that spoil the separate divisions (NROs) are the shared values, love and passion for the environment. Greenpeace's very mission attracts like-minded people who are passionate about being involved. This aligns with Maslow's hierarchy of needs' safety and belonging needs, as well as the Motivational factors in Herzberg's two-factor motivational theory, ensuring that volunteers and workers have those needs met simply by the job description. It also meets McClelland's need for accomplishment. Greenpeace is fully dedicated to absolute transparency in their actions, policies, and finances. The organization's policy is to provide as much transparency as possible about their activities, particularly when it comes to campaigns, funding, and governance. (2020, Greenpeace). The organization's website contains comprehensive information about the organization's influence, fundraising, management, values, and employee benefits and wellbeing policies. 

3.2 Kotter’s Eight-step plan
John Kotter’s plan is a development of the Lewin’s Three-Step model. According to him Lewin’s model was not detailed enough to facilitate a safe environment within a organisation for transformations. He proposed a plan of the following eight steps: 
1. Establish a sense of urgency – Defining a reason for the change and unfreezing the organisation.
2. Create the guiding coalition – Appointing a group of people with the authority to manage the transition.
3. Develop a vision and a strategy – Careful planning of the strategy for conducting the transition.
4. Communicate the change vision – Developing and applying a communication strategy that will carry out the vision and the strategic plan.
5. Empower broad-based action – Identifying and eliminating obstacles for the change and encouraging creativity, problem solving, risk taking and innovations.
6. Generate short-term wins – Planning of checkpoints along the process, which will mark short-term wins and recognising the contributions of the team(s).
7. Consolidate gains and produce more change – Throughout the guiding coalition and using the short-term wins inertia for generating more changes.
8. Anchor new approaches in the culture – Highlighting the corelation between the changes and the success of the organisation. Developing leadership methods to reinforce the new status quo. Freezing the organisation.
In the context of organisation such as Greenpeace, there are three key factors necessary to start a transformation – Shared Vision (values), Strategy and Staff. 
Considering the size, the impact and the structure of the organisation, it is of primary importance that all the bodies involved (NROs) share a vision and necessity of change. Only after that a guiding team could be assembled and a strategy could be created.

4. Ethical Dilemma. Ethical dilemmas likely to influence the culture of Greenpeace. 

Business ethics is concerned with the good and bad, or right and wrong, behaviour that occurs in the workplace.
The more complicated and subtle questions of fairness, justice, and equity are increasingly being translated into concepts of right and wrong today.
One of the main flaws in this approach is that it is unclear which standards or norms should be applied, making it vulnerable to ethical relativism.
When confronted with ethical dilemmas, the leadership could be perplexed, unsure, and unprepared. An Ethical Dilemma is the conflict between values, loyalty, and moral principles and must be carefully evaluated via risk assessment, damage control, or other tools. The human factor should not be neglected as the main resource for an organisation from the rang of Greenpeace with ideal goals, which has no alternative motives such as profit.
In an organisation such as Greenpeace Ethical dilemmas are likely not such a rare view.
Let us look at three examples:
1. Situation in which two different NROs have urgent funding needs due to unforeseen circumstances, and available funds for only one of them. NRO A spent their budget campaigning against fracking and succeeded to postpone a huge fracking deal, but they are going in court and need a lot of additional financing to defend the case. Meanwhile NRO B has suffered an accident in their office and need to buy all the equipment, including scientific laboratory equipment, without which it cannot function at all.
2. Situation in which a NRO is campaigning against a coal mine in a very poor but unique with its biodiversity area, but that would mean that some people will loose their jobs.
3. Situation is which members of the crew of one the boats in the Greenpeace’s Fleet have to risk their wellbeing in order to protect endangered species like whales, where each of them is crucially important for the eco system.

Some ethical issues cannot be solved simply by being ethical people or ethically structured businesses because the issues are industry-wide, reflect inadequate laws, or are caused by corrupt governments. (Tota, 2012, p. 558)
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