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Designing an Organizational Structure with
Employee Participation Affecting the Motivation
of Administrative Employees in a Thai University

Amarin Tawata,' Silpakorn University, Thailand
Chuanchuen Akkawanitcha, Silpakorn University, Thailand
Rachakorn Wachirasirodom, Silpakorn University, Thailand
Sumrit Eakasinth, Silpakorn University, Thailand. Nathamon

Pattana, Silpakorn University, Thailand

Abstract: This action research includes an empirical study of designing an organizational structure that promotes
employee motivation. An organizational structure is designed in consideration of organizational missions and four key
decisions. These are implemented by adopting employee participation. Participants of this study included twenty-four
administrative employees in a Thai public university. Qualitative methods were adopted to investigate employee
motivation. Four key informants were interviewed about the effects of designing an organizational structure on
employee motivation and the causes of such effects. Data analysis was performed using content analysis. Results
showed that all employees accepted organizational structure, which influenced employee motivation. The key
informants identified three factors that impacted employee motivation, namely growth opportunities, good relationship
with peers, and good relationship with the supervisor. Organizational structure was shown to have a correlation with
job characteristics of goal clarity and job challenge that employees accepted as well as work environment
characteristics experienced by co-workers who received the supervision that they expected.

Keywords: Action Research in Management, Employee Motivation, Organizational Structure, Employee Participation

Introduction

mployee motivation is a crucial factor that affects employee performance, as it relates to

employees’ work satisfaction that can lead to good job performance and improve

organizational competencies. Managers and administrative teams create employee
motivation by arranging activities that create a workflow for their employees. This strategy
stimulates employee satisfaction, resulting in their good performance. For example, employees
find the best way to work, participate in teams, assist other employees, and complete their tasks
under such a strategy. Employees’ good performance increases organizational competencies,
achieving faster operation, lower costs of production, increased sales, and waste reduction
(Wiley 1997).

Furthermore, employee motivation is also an important factor for organizational
competencies. Therefore, organizations prefer motivated employees at work. Gibson et al.
(2012) have discussed that ensuring employee motivation is the responsibility of the managers.
Managers must encourage and reward employees to motivate them to work effectively. They
can set a suitable work context, provide facilities, give benefits, and arrange activities for their
employees to improve employee motivation. Employee motivation has been studied in the fields
of organization and management, such as organizational behavior and human resource
management.

Employee motivation is affected by psychological processes created in an organization. It
has been identified as an unstable personality trait (Wiley 1997) that can be affected by various
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situational factors, including designing an organizational structure. A suitable organizational
structure can increase employee motivation (Nerlekar 2012). Oldham and Hackman’s (1981)
and Perry and Porter’s (1982) studies showed that modifications in an organizational structure
with regard to the characteristics of employees’ job and work environment affect employees’
reactions. Job characteristics include goal clarity and job challenges. This is consistent with
goal-setting theory of motivation (Lunenburg 2011). According to this theory, managers can set
a suitably specific goal in an organization to motivate employees. Work environment
characteristics include co-workers and supervisors. Co-workers in related tasks or in the same
department can create commitment to a work group, thereby creating teams. Supervision refers
to the quality of relationship between supervisors and subordinates. These factors influence
employee motivation. However, empirical studies that prove the effects of organizational
structure designs on employee motivation are limited. Many studies about employee motivation
focused on tangible rewards that related to monetary rewards. An organizational structure can
be identified as a reward that affects employee motivation (Sherman and Howard 1984).

This study also shows action research in management field. Action research provides
actionable knowledge as academic contributions to organizations, communities, and society.
Action researchers integrate theory and practice in solving context-specific problems. They
create collaborative learning with actors in different research areas. On the basis of Shani and
Coghlan’s (2019) study, action research can be adopted by management in organizations.
However, action research in fields is limited. This study is an action research that relates to
human resource management as a field of management. It investigates empirical effects of
employee motivation affected by an intervention of designing an organizational structure.

The action research was conducted on administrative employees in a Thai public
university. Administrative employees are a part of the workforce in universities. That is, they
service students and academic employees. They may include officers of student affairs,
admission and marketing, planning and development, academic standards, and research and
academic service affairs and secretaries. Their tasks involves to daily functions. At present,
administrative employees also contribute to implement universities’ strategies (Baltaru and
Nuhoglu Soysal 2018). Therefore, a study on increasing administrative employees’ performance
is required to implement universities’ strategies (Gibbs and Kharouf 2020). This study examines
improvement to employee motivation.

Literature Review

Herzberg’s Motivation-Hygiene Theory

Employee motivation has been studied for several decades. Theories of motivation can be
categorized into explaining the behavior and attitude of employees (Teck-Hong and Waheed
2011). One of theories that can identify behavior of employees is Herzberg’s motivation-
hygiene theory. It can be adopted to explain employees’ actions. It is frequently selected to
study motivation of employees in an organization (Holmberg, Sobis, and Carlstrom 2015). By
investigating accountants and engineers’ motivational factors, Herzberg’s motivation-hygiene
theory was formulated on the basis of employee motivation and has become the starting point of
many further studies and management theories worldwide (Khoshnevis and Tahmasebi 2016).
The theory identifies two factors, namely, hygiene and motivation, which refer to working
conditions and work (King 1970; Herzberg 1968). These factors are based on employees’
responses to their personal experiences, feelings, and work experiences (Matei and Abrudan
2016). They are separate continuums that enable employees’ job satisfaction. Herzberg’s
motivation-hygiene theory refers to employees’ job satisfaction and dissatisfaction levels
(Holmberg, Sobis, and Carlstrom 2015; Khoshnevis and Tahmasebi 2016).
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Hygiene factors aim to reduce job dissatisfaction factors. They include working conditions
that are expected to attribute to the jobs’ daily routine (King 1970). They relate to an
organization’s management of company policies, relationship with peers and supervisors,
compensation package, and working conditions (Teck-Hong and Waheed 2011). These factors
are sensitive to discrepancies between personal feeling of responsibility and power to influence
one’s work situation (Holmberg, Sobis, and Carlstrom 2015), resulting in employees’ job
dissatisfaction. Hygiene factors can reduce or prevent job dissatisfaction, but may not affect job
satisfaction. When hygiene factors do not exist, employees show high job dissatisfaction levels
(Khoshnevis and Tahmasebi 2016).

Motivation factors promote employees’ job satisfaction. Job satisfaction may increase
regardless of hygiene factors (Khoshnevis and Tahmasebi 2016). Motivation factors imply
actual job requirements that are perceived as interesting and stimulating. These factors compel
an individual to make a decision to move toward a particular direction. Such a decision is
influenced by other individuals’ perception of a specific situation (Matei and Abrudan 2016),
including an organizational structure (Oldham and Hackman 1981). Motivation factors consist
of work and its achievement and advancement, recognition, and growth opportunities (Teck-
Hong and Waheed 2011).

Designing an Organizational Structure

An organizational structure refers to an organization’s design that identifies its members based
on positions, divisions, and hierarchy of reporting. It is illustrated in an official chart of an
organization to clearly understand managers, employees, and related staffs’ delegation of
authority and scope of their responsibilities. An organizational chart specifies job positions,
divisions, and command lines (Gibson et al. 2012). In addition, Donaldson (1996) defined
organizational structure as the recurrent set of relationships between organizational members.
This structure relates to power and reporting relationships. Furthermore, an organizational
structure implies the need of communication and decision-making patterns of organizational
members.

Designing an organizational structure involves making modifications that impact employee
motivation (Perry and Porter 1982). Thus, organizational strategies, tasks and their
relationships, communication, and work processes should be considered. Child (1972) discussed
that an organizational strategy is the main determinant of an organizational structure’s
definition. A high-level strategic plan aims to influence organizational operations in the long
term and design an organizational structure that conforms to organizational members’ tasks of
achieving organizational purpose. Furthermore, an organizational structure includes variables
that provide options for designing frameworks of organizational structure. Pugh et al. (1969)
identified organizational structure variables that comprise work specialization by structuring
activities, centralization of authorities for decision-making and standardization of selection and
advancement, workflow control system of subordinates, and formalization of role performance.

Subsequently, Gibson et al. (2012) explained four key decisions for designing an
organizational structure: division of labor, departmentalization, span of control, and delegation
of authority. Division of labor refers to processes of dividing work into jobs and determining
the tasks for each job. Work can be divided as per the specialization of workers in an
organization. Then, the specialization of workers may be considered by workflow sequence as
horizontal specialization and authority ranks on a vertical plane. Departmentalization refers to
categorizing jobs into departments that require a department manager. These decisions need to
consider the organization’s functions, different operational areas, products and projects,
customers, and matrix. Span of control refers to decisions that determine the number of workers
and departments that should be assigned to a manager. This decision concerns managers’
capacities, employees’ skill levels, work complexities, and relationships with other departments.
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Decisions regarding the delegation of authority involve the distribution of authority in an
organization. Delegation of authority provides decision-making rights to managers in a specific
work without the approval of a superordinate manager. This situation may result in advantages
and disadvantages in decentralization, centralization, and decision guidelines.

Employee Participation

Sherman and Howard (1984) suggested an organization that wants to build a mechanistic
organizational structure should create in the employees a requirement of such a structure.
Creating such requirement can be a factor affecting employee motivation. Therefore, the study
employed participation in decision making (PDM) as a factor that is influenced by creating
employees’ requirement of an organizational structure. Participation in decision-making (PDM)
refers to employees’ participation in the organization’s decision-making and is a factor that
affects their work (Cotton et al. 1988). PDM may result in workplace democratization,
reduction in industrial conflict, and employees’ involvement in decisions that impact
productivity and job satisfaction. According to Wagner’s (1994) study, PDM improves
employee performance and satisfaction.

PDM has six forms: participation in decision-making, consultative participation, short-term
participation, informal participation, employee ownership, and representative participation
(Wagner 1994; Cotton et al. 1988). PDM involves a formal and long-term participation of
employees to completely influence organizational decisions regarding their work. Consultative
participation is also formal and long term in nature, but with lesser level of influence, where
employees provide their opinions but do not have the power of decision-making. Short-term
participation refers to employees’ temporary, direct, and formal PDM. Informal participation
occurs in the workplace when employees have a good relationship with their managers and in
which the employees’ objective in participation is difficult to identify. Employee ownership is
defined as formal participation in which employees involved are stockholders. However, this
form is indirect because employees participate only in stockholders’ meetings, not in daily and
strategic decision-making. Lastly, representative participation is the employees’ formal and
indirect participation through their elected representatives.

Objective

The study aims to investigate the process of designing an organizational structure using
employee participation and how it affects employee motivation. This study employs an
experimental design to explore the effects of organizational structure on employee motivation.

Methodology

Research Site

The study was conducted in a secretary office at a Thai public university that seeks to establish
and regularly improves its divisional (such as faculties, computer center, and library) and
departmental (work units in divisions) organizational structure. The selected secretary office
had no departmental organizational structure in the past. A short-term participation program in
designing their organizational structure was conducted with twenty-four administrative
employees in the secretary office. This program was led by the authors and approved by the
dean of the faculty.
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Procedures in Designing an Organizational Structure

Organizational strategies and relevant rules are initially reviewed when designing an
organizational structure. The four key decisions for design, namely division of labor,
departmentalization, span of control, and delegation of authority, were then applied (Gibson et
al. 2012, 399-410) four times in a focus group. More than 80 percent of the twenty-four
administrative employees participated in each time of the focus group. The issues of each focus
group were summarized and communicated to all administrative employees for verification.

By following the four key decisions, issues in each focus group were identified.
Employees’ tasks and jobs were surveyed as per division of labor. Then, the employees
concluded their tasks and identified their jobs. Jobs were grouped by considering the function of
administrative employees through departmentalization. Sub-departments were created
considering the number of employees and sub-departments by using span of control. On the
basis of delegation of authority, the secretary office was headed by the faculty secretary. The
administrative employees proposed a right to command the faculty secretary. This proposal
relates to the framework of the faculty secretary’s authority. Furthermore, sub-departmental
heads and their authority were also considered by the administrative employees.

Procedures in Investigating Employee Motivation

This study employed a qualitative method to investigate the impacts of designing an
organizational structure on employee motivation. To confirm credibility, the multi-person data
triangulation was applied. Thus four key informants were chosen for getting an interview in
order to achieve information rechecked and also fulfil data. The participants were the faculty
secretary and three longest-tenured employees. The average time for the interview was about
thirty minutes. The interview questions include advantages and disadvantages of the
organizational structure and the effects of designing the organizational structure on employees
and their reasons. The interview was recorded and transcribed, and content analysis was used to
process data in terms of hygiene and motivation factors. The final report was backed to the
participants to determine whether the findings were accurate.

Results

Organizational Structure Design

Twenty-four administrative employees participated in designing an organizational structure.
From the document review, the university identified four missions and relevant rules of
organizational structure. The four missions affected the operations of each faculty in the
university, which involved producing graduates to take social responsibilities, conducting
research and producing academic and professional work, adopting academic and creative work
to serve society and communities, and creating national and international art and cultural
standards. Furthermore, the university issued rules of organizational structure. The rules
identified that each department (such as a secretary office) can be divided into functional units
as sub-departments within a department considering the workload, work quality, specific
mission, and number of employees. Particularly, the sub-department must have at least seven
employees.

From the first focus group, the administrative employees identified eight different job areas in
the secretary office: academic affairs, student affairs, marketing and corporate communication,
planning and quality assurance, research and academic service affairs, finance and supplies,
information technology, and general administration and secretarial. These jobs can be classified as
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per the four missions of the university. Academic affairs and student affairs support the production
of graduates. Research and academic service affairs involve research on and production of
academic and professional work and social and community services. Student affairs and research
and academic service affairs relate to creating art and cultural standards. Planning and quality
assurance, finance and supplies, information technology, and general administration and
secretarial serve as backup operations for other jobs. They concern internal operations that support
other jobs and academic staff, such as gathering plans of the faculty in a fiscal year, budgeting,
performing a self-assessment report for quality assurance, controlling supplies, procurement,
maintaining information technologies, and organizing and summarizing meetings.

Regarding departmentalization, the secretary office can be divided as two different groups
of the eight jobs. These groups include jobs supporting the university missions and jobs
supporting the faculty’s internal operation. With span of control, sub-departments were created
on the basis of the number of workers. Two sub-departments with similar numbers of
employees are shown in Figure 1. The first sub-department includes academic and student
development affair jobs. The second sub-department includes general administrative jobs that
include other jobs. Moreover, each sub-department has two units. Academic and student
development affair consists of educational service and student promotion and development.
General administrative job comprises secretarial work and research and quality assurance. With
regard to delegation of authority, each sub-department was assigned a sub-departmental head,
who acted as a supervisor. The sub-department was under the faculty secretary.

Figure 1: Organizational Structure of the Secretary Office
Source: Tawata et al.

Effects on Employee Motivation

Four key informants were selected for the interview, each representing a sub-departmental unit.
Their responses indicated that designing organizational structure with employee participation
leads to its overall acceptance by administrative employees. The data from interview was
categorized into themes and sub-themes which were consistency to the motivation-hygiene
theory. The findings revealed that the opportunity for growth was the vital motivation in
working, while the relationship of the supervisors and peers was also seen as being essential for
effective working of the administrative employees. The details of each theme are outlined
below.
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Growth Opportunity

The four key informants explained the factors that impacted the improvement of employee
motivation. Grouping jobs into sub-departments enabled employees to identify the sub-
department they belonged to. They clearly understood the framework of their sub-department.
Moreover, they were aware of a superordinate position as a sub-departmental head. This
position sets the department’s goal for the administrative employees. Therefore, employees feel
that their organization provides opportunities for them to grow, which in turn act as motivation
factors.

The organizational structure shows a way of employees’ growth. It is clearing
employees’ career path. If the organization structure is approved, it will be a position
of a sub department head. This is another choice of the administrative employees to
grow in their workplace. In conclusion, the administrative employees have more
choice for growing. (Informant 2)

There is a position of a sub department head in the organizational structure. Some
employees can set their goal to be a sub department head. (Informant 4)

Relationship with the Supervisor

The organizational structure includes a sub-departmental head who manages his/her
subordinates in the sub-department. Employees feel closer to their superordinate as they can
frequently communicate with him/her. That is, they can raise their issues at work with their sub-
departmental head. Thus, they expect to receive quicker responses to their problems and
comments from the head. Moreover, the sub-departmental head may clearly identify the
employees’ efficiency and effectiveness and manifest the same in their performance assessment.
This situation represents a good relationship with the supervisor and can be considered a
hygiene factor.

From past until today, the administrative employees have one superordinate that is the
faculty secretary. But the faculty secretary cannot manage all the administrative
employees. The faculty secretary does not know operational details of some employees
because there are variety of tasks in the office and some deputy deans directly assign
tasks to some employees without passing the faculty secretary. This will be problems,
when the employees are assessed their performance by the faculty secretary. In the
future, a sub department head will help the faculty secretary, he/she are closer
employees more than does the faculty secretary. He/she may know operational details
of employees and specific assigned tasks from faculty administrators. (Informant 1)

At the present, some administrators take care some administrative as their henchmen.
Therefore, some administrative employees do not report their tasks to the faculty
secretary or receive assigned tasks from the faculty secretary. If there is the
organizational structure, the administrative employees will accept and follow the
command line. Moreover, a sub department head will be closer to their employees and
can help them to solve problems. (Informant 2)

Employees will have closer supervisor that they can easily communicate with. They
can tell details of obstructs and problems to a sub department head. Then, a sub
department can report to the faculty secretary. On the other hand, the faculty secretary
will assign tasks to employees with passing a sub department. (Informant 3)
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Relationship with Peers

As the design of the structure, the employees were acquainted with their colleagues in a sub-
department, thus creating a good relationship between them in their same sub-department. The
employees believed that the organizational structure will enhance cooperation and the
substitution of workers within the same sub-department due to the feeling of belonging to the
same team. As a result, they learn to perform their colleagues’ work. Furthermore, employees
can help their colleagues and also receive support from them. This phenomenon involves a good
relationship with peers, which is considered a hygiene factor.

An advantage of the organizational structure can lead to work as a team because of
feeling of employees in the same sub department. Employees in the same sub
department will learn work of each other and transfer knowledge to other. They will
help each other to solve problems and substitute each other. (Informant 3)

Employees in the same sub department have related work. This leads them to be closer.
They can help each other. For example, they may send or receive some information
that is useful to their work within a sub department. They may ask for assistance to
solve a problem. (Informant 4)

Discussion and Conclusions

This study focused on designing an organizational structure. The process started with a review
of organizational strategies (Child 1972) that represent the organization’s missions. These
missions serve as the basis of an organizational structure’s framework. In addition, four key
decisions for designing an organization were followed, namely division of labor,
departmentalization, span of control, and delegation of authority (Gibson et al. 2012). These
decisions formulated the organizational structure of a secretary office of a faculty in a Thai
public university. The departmental organizational structure consisted of two sub-departments
created on the basis of specialization of workers, job combinations in departments, number of
workers in each sub-department, and distribution of authority to a sub-departmental head.
Furthermore, this study investigated how designing an organizational structure impacts
employee motivation by identifying an organization’s structure, jobs, and work environment
characteristics. The results showed that designing an organizational structure influences
employee motivation.

Three factors were identified to affect employee motivation: growth opportunities,
relationship with supervisors, and relationship with peers (Teck-Hong and Waheed 2011).
Regarding opportunities for growth, designing an organizational structure led to the
appointment of a sub-departmental head, thus creating a career path for employees. The
employees can set their specific goal to be the sub department head (Perry and Porter 1982).
The specific goal that is committed and accepted by employees can motivate employees in an
organization. This follows the goal-setting theory of motivation (Lunenburg 2011). Employees
accepted the appointment of a sub-department head as they could aim to become a sub-
departmental head. Designing an organizational structure through modifications leads to goal
clarity and job challenge. This process is a job characteristic that influences employee
motivation (Perry and Porter 1982).

Designing an organizational structure also impacts work environment characteristics that refer
to an organization’s supervision. Regarding an employee’s relationship with a supervisor, the sub-
departmental heads closely supervised their employees’ work. This relationship leads to better
quality of supervision, thus increasing employee motivation (Perry and Porter 1982). Designing an
organizational structure also establishes good relationship among peers. As a result, employees in
the same sub-department feel a sense of belonging within the same team. This finding is also
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consistent with the obtained work environment characteristics that recommend creating
commitment of a peer group within the same department (Perry and Porter 1982).

Further Study

This empirical study proves that designing an organizational structure affects employee
motivation. Thus, various organizations apply different organizational structures. Further study
can be conducted on various organizations and their different organizational structures. This
study used a qualitative method due to the small sample size. Future studies should adopt a
quantitative method to obtain statistical significance.
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