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Organizational structures of a company determine the company’s strategic plan, its functionality and its ability to adapt to change. Banco Santander operates in many different geographical arenas which require the organization to have a structure that is flexible yet efficient and effective. By using Mintzberg’s contingency approach, this paper will demonstrate that Banco Santander’s organizational structure fits the matrix structure which will be evaluated to determine if the structure is the best structure for the banks operations, missions and goals. In addition, an analysis of the company’s control and coordination operations will be performed. The combination of an appropriate structure and control or coordination design will provide Banco Santander with greater advantage within the financial industry.
The Contingency Approach


According to Mintzberg, the contingency approach and theory, related to organizational structure, will include a number of factors to determine the structure. Depending on the results of these factors, will depend on the structure the organization will adopt. The determining factors include: the nature of the business; environment of the organization; global strategy of the business; age and history of the organization; the size of  business and limitations of span of control; the level of technology in the organization; geographical span of activities; culture of the organization; and the leadership and leadership style the organization emulates. Each factor will now be evaluated as it pertains to Banco Santander. 
The Nature of the Business

According to Mintzberg an organization that has repetitive value-adding activities, and centered on specific products, will adopt a hierarchical structure with centralized decision making. Those organizations that are more creative, innovative and diverse will generally acquire a flatter structure to encourage communication horizontally and entrust decision-making authorization. Banco Santander operates in the banking industry. “Santander holds a unique position in international banking, with a solid base of recurrent retail commercial banking and a high degree of geographical diversification, which guarantees its future.” (Santander, 2009) The organization consists of five types of business: Banking, mortgages, securities brokerage, insurance and asset management. Each type of business is then broken down into small divisions that provide services to consumers, companies, institutions, corporations, private banking clients and universities. To maintain an advantage, Banco Santander is constantly reviewing, revamping, and adding to its products to ensure it is offering the best. Although the organization offers the same products and services in the many different countries it operates in, it is far from standard. 
The Environment of the Organization


An organizations environment will set the tone of the company. A complex dynamic environment requires the organization to be more adaptable to local responsiveness and will require decentralized decision making. Banco Santander operates in over 20 countries consisting of diverse market conditions, requiring the organization to be attentive to local needs and demands. In order for the organization to respond to these needs and demands, decentralized decisions will need to be made. The complexity of each region, its demands, and regulations requires Santander to entrust its local managers with the decision making process.

The Global Strategy of the Business

Santander wants to consolidate itself as a large international financial group, which provides an increasingly high return to its shareholders and meets all the financial needs of its customers. In order to achieve this, it combines a strong presence in local markets with corporate policies and global capacities. (Santander, 2009) Banco Santander emulates a transnational strategy, which combines local responsiveness with global co-ordination. This allows the company to control the organization globally with the ability to respond to local demands effectively. 
The Age and the History of the Organization


Mintzberg stated, that the older and more complex the organization, the greater its need for a more formalized structure. Banco Santander dates back to 1857 when its first local operations took place. In 1920, Santander expanded from being a local bank to a regional bank. In 1946 the organization bought out Mercantil Bank, making Santander a national organization. In 1994, Santander acquired another institution, Banesto, which resulted in the wave of expansion into Latin American. From here Santander continued its trend of mergers and acquisitions and merged with Central Hispano Bank and acquired retail banks in Portugal, Brazil, Chile, and Mexico in 1999, leading to the development of Santander Consumer Finance division. In 2004, the acquisition of Abbey took place and in 2007 Santander acquired yet another institution ABN Amro. Recently in 2009, Santander purchased a local Philidelphia bank, Sovereign Bank. 
Size of Business and Limitations of Span Control


A large organization such as Banco Santander requires a formalized and complex structure that consists of specialized tasks with clear methods of communication. To create a consistent effective flow of synergy and processes, Banco Santander has grouped and divided specific tasks and sales-related duties by region, line of business, followed by specific job titles and duties. This allows for members of Santander to know who to contact depending on the situation, and where to direct consumer concerns or questions. 
The Level of Technology in the Organization


“Thanks to technology, we continue to improve our efficiency ratio – from 52.9% in 2004 to 44.2% in 2007 and we expect to reach around 40% in 2009. Moreover, our cutting-edge technology has played a key role in quickly improving the cost bases of new acquisitions.” (Emilio Botin, Santander Chairman, 2008) In May 2009 Banco Santander and Accenture joined together and signed a two-year contract, totaling about 100 million Euros, to provide Santander’s global operations support through systems integration, business process management, consulting, and information technology outsourcing and business process outsourcing.
Geographical Span of Activities


As previously mentioned, Santander operates in over 20 countries around the world including the United States. Mintzberg stated that there is a greater need for formalization and complexity of structure when the greater the geographical span of an organization’s activities.  In order for Santander to effectively reach and service it 90 million customers, constant communication, simple yet effective structure and process needs to be in place. 
The Culture and Leadership of the Organization

Santander wants to create itself to be a strong international financial group that provides its shareholders with increasingly high returns while meeting customer demands and needs. To achieve these goals, Santander instills the following values: Dynamism; Strength; Leadership; Innovation; Business oriented; and Personal ethics. “Strong leadership has led Santander's globalization. Chairman Emilio Botin has established a ``result-oriented'' culture that shapes key management decisions. He created a performance-centered culture by giving complete freedom and autonomy to country managers and encouraging competition among units.” (Jae-kyoung, 2009)

Control and Coordination

On June 19, 2009 Banco Santander’s chairman, Emilio Botin, stated in a press release the following information was relayed: 
“The Chairman of Banco Santander highlighted the two main problems that have affected international banking, “insufficient risk control and, in certain instances, poor supervision.” He also discussed the necessary reforms to avoid similar circumstances in the future. “Twelve years of economic expansion and the clearly mistaken perception that risk in banking had been mitigated to the point of nearly disappearing led many international institutions to relax their internal control systems and accept clearly excessive levels of leverage.” (Santander Press Release, 2009)
Santander had been able to minimize its risk through its control and coordination systems by focusing on its banking relationships with its customers, having the Board of Directors involved with risk management, by maintaining a medium and long-term view, and keeping risk management independent of other business areas. 

Banco Santander places a high importance on creating a deeper coordination with banking supervisors to will create efficiency and greater decision making. Banco relies on a system that reduces risk, increases profitability, minimizes expenses, and creates high moral and customer loyalty. The system includes: Maintain a strong balance sheet by placing an importance on capital and reserves allowing the organization to remain solid and withstand challenging times; Risk management, which is demonstrated by the below industry norm non-performing loans in all the markets it operates; Focusing on retail banking and diversification, Botin recalled that 85% of the Group’s earnings come from commercial banking, which “leads to recurrence in our revenues and a balance sheet that is easy to explain and to understand. It is a robust model that is more resistant in times of crisis.” (Santander Press Release, 2009); and Technological efficiency and cost control. Reviewing Banco’s results speaks for the system itself. The organization is already experiencing a net operating growth of 15% as well as revenue growth over the growth in costs. Consistent review of Anti-money laundering, risk management and operations is recommended to ensure it meets each regional standards and demands. 

The worldwide matrix structure of Banco Santander is operating functionally and soundly, providing the organization to execute effectively within each geographic division. This allows for Banco Santander to pursue both local and global strategies at the same time and meet the demands of each local region. The mission of the organization was to become a strong, prominent international financial institution in the world. This goal and mission is in the works. With recent acquisition, Banco has moved into the north east of the United States. The “two-boss managers” have proven to be an effective way to operate Banco as it continues to experience growth in both revenue and size.
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